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DEFINITION

How do you define 
the following?
Chilling Effect
Chilled Work 

Environment 
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DEFINITION

 According to the Nuclear Regulatory Commission,
“chilled” refers to a perception that the raising of safety
concerns is being suppressed or discouraged. This can
be outright with discrimination or by a slow or no
response.

 Depending on whether this perception is held by one
person or a group of employees determines whether
this is “a chilling effect” or a “chilled work environment.”
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CHILLING EFFECT

SIGNS OF A CHILLING EFFECT

 Decrease in concerns.

 Increase in mistrust with management through 
behaviors.

 Change management not handled well.

 Lack of communication to employees during change.

5

SIGNS OF A CHILLING EFFECT

Comments made by employees that could 
indicate that a chilling effect exists:
 “My previous concerns were never addressed. ”

 “Other workers avoid you like the plague if you write too many 
CRs”

 “Management worries more about schedules than working 
safely.”

 “My supervisor won’t meet with anyone to discuss concerns.  
She says she’s too busy.”
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SURVEYING TO DETECT A CHILLED 
WORK ENVIRONMENT

Types of Surveys
 Full comprehensive survey
 Pulse survey
 One-on-one interviews

 Provide the opportunity to ask follow-up questions

 Online surveys
 Confidential and anonymous

 Interviewees typically do not provide as many comments through 
this venue compared to an in-person survey

Mix and match based upon your work environment
What types of surveys have been successful for everyone?
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SURVEYING TO DETECT A 
CHILLED WORK ENVIRONMENT

Questions should be designed to address the following:

How many workers impacted?
• Which avenues impacted?
• Type of concerns impacted?

Basic safety conscious work environment (SCWE) principles 
(e.g., see IP 71152)

Does workforce perceive:
• Workers are retaliated for raising concerns
• Management encourages workers to raise concerns
• Management is responsive to concerns raised
• The CAP and ECP are effective and responsive
• Management effectively prevents/mitigates discrimination       
and chilling effects
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SURVEYING TO DETECT A CHILLED 
WORK ENVIRONMENT

Develop questions to interview 
employees.

The questions should fall into general categories and 
be organized to provide a thorough report:

 Personal Accountability for Raising Concerns - these 
questions determine the degree to which individuals 
themselves were knowledgeable and felt accountable for 
identifying issues.

 Perceptions of Management Receptivity to Concerns 
- these questions determine the perception of employees 
with respect to their view of management’s willingness to 
properly address concerns.

Develop questions to interview 
employees.

The questions should fall into general categories and 
be organized to provide a thorough report:

 Personal Accountability for Raising Concerns - these 
questions determine the degree to which individuals 
themselves were knowledgeable and felt accountable for 
identifying issues.

 Perceptions of Management Receptivity to Concerns 
- these questions determine the perception of employees 
with respect to their view of management’s willingness to 
properly address concerns.
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SURVEYING TO DETECT A CHILLED 
WORK ENVIRONMENT

 Existing Safety Issues - these questions determine if interviewees 
were knowledgeable of any specific existing safety issues and were 
comfortable stopping work if a safety condition existed.

 Rating Questions – these questions rate the employees on 
management, rating the morale, teamwork and the trust level between 
management and employees. 

 General Questions - these questions were open-ended and solicit 
comments from interviewees. 

 Existing Safety Issues - these questions determine if interviewees 
were knowledgeable of any specific existing safety issues and were 
comfortable stopping work if a safety condition existed.

 Rating Questions – these questions rate the employees on 
management, rating the morale, teamwork and the trust level between 
management and employees. 

 General Questions - these questions were open-ended and solicit 
comments from interviewees. 
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SURVEYING TO DETECT A CHILLED 
WORK ENVIRONMENT
Sample questions:

 Do you believe your management team wants
employees to report safety, quality concerns? If no
why?

 Do you feel you can approach your Managers or 
Supervisors for safety, quality or environmental 
concerns? If not, why?

 Are you confident that you can raise or pursue a
potential safety, quality or environmental safety issue
or concern without fear of retaliation?

Sample questions:

 Do you believe your management team wants
employees to report safety, quality concerns? If no
why?

 Do you feel you can approach your Managers or 
Supervisors for safety, quality or environmental 
concerns? If not, why?

 Are you confident that you can raise or pursue a
potential safety, quality or environmental safety issue
or concern without fear of retaliation?
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SURVEYING TO DETECT A CHILLED 
WORK ENVIRONMENT

Sample questions:
 Are you confident that you can raise or pursue any  issue or concern 

without fear of retaliation?

 On a scale of one to five, with one being the lowest, how would you   rate 
the morale within your group?

 On a scale of one to five, with one being the lowest, how would you rate 
the teamwork within your group?

 Are you treated fairly, consistently and respectfully by management  
(managers and supervisors) and peers?

Sample questions:
 Are you confident that you can raise or pursue any  issue or concern 

without fear of retaliation?

 On a scale of one to five, with one being the lowest, how would you   rate 
the morale within your group?

 On a scale of one to five, with one being the lowest, how would you rate 
the teamwork within your group?

 Are you treated fairly, consistently and respectfully by management  
(managers and supervisors) and peers?
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SURVEYING TO DETECT A CHILLED 
WORK ENVIRONMENT

 Sample questions:
 On a scale of one to five, with one being the lowest, how would you 

rate your trust in the following individuals ( Name the managers and 
supervisors within the group)?

 If you were king/queen for a day and had the opportunity to change 
one thing within your group what would it be?

 Is there any question I haven’t asked you and do you have any 
information that would assist management with this group evaluation?

 Sample questions:
 On a scale of one to five, with one being the lowest, how would you 

rate your trust in the following individuals ( Name the managers and 
supervisors within the group)?

 If you were king/queen for a day and had the opportunity to change 
one thing within your group what would it be?

 Is there any question I haven’t asked you and do you have any 
information that would assist management with this group evaluation?
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QUESTIONS TO ASK THE 
CONCERNED INDIVIDUAL (CI)
Basic Questions

 What caused the chilling effect? And when did it occur?

 Who is doing the “chilling” and what influence does s/he have?

 Do you believe management is aware of the issue and, if so, 
have they taken any actions? Do you think they have been 
effective?

 Are there any specific concerns you or others haven’t raised that 
you wish to raise now?
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SURVEYING TO DETECT A 
CHILLED WORK ENVIRONMENT

Questions for Supervisors

 What are your management’s expectations of you  regarding 
handling employee concerns (e.g. responsiveness, 
timeliness, availability, confidentiality)?

 How has your management documented these expectations?

 How are these expectations measured/assessed?

 How do you actively encourage your employees to bring 
concerns to you?
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SURVEYING TO DETECT A 
CHILLED WORK ENVIRONMENT

Questions for Supervisors

 Describe what an employee could do if he/she were not 
satisfied with how their concern was handled.

 Have you received training concerning safety conscious work 
environment (SCWE) If yes, when and what was covered?

 Describe how you monitor the SCWE in your work group?
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ADDRESSING A CHILLED WORK 
ENVIRONMENT

A SCWE assessment was conducted and 
ascertained that a ‘Chilling Effect’ does exist 
within the work group.

What actions would you take to address the 
‘Chilling Effect’?
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ADDRESSING A CHILLED WORK 
ENVIRONMENT

 Develop an action plan 

 Communicate survey results and action plan

 Invite management and employees to 
comment on action plan.

 Follow up on action plan

 Conduct SCWE Training   

 SCWE Policy
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DEVELOP AN ACTION PLAN

 Analyze the survey results and identify 
the top five critical findings.

 Develop an action plan to address 
these findings.

 Involve multiple perspectives in the 
analysis process:
 HR, ECP, Project Manager, 
Safety/Compliance Manager
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COMMUNICATE SURVEY 
RESULTS AND ACTION PLAN

 Communicate the survey results and plan 
quickly to frontline employees and 
management.

 Show them that you value their feedback.

 Get management to talk about the survey 
results

 Partner with the customer on the action plan.

How would you communicate the results with 
your group?
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INVITE MANAGEMENT AND 
EMPLOYEES TO COMMENT ON 
ACTION PLAN.

When sharing the action plan with the 
frontline employees and managers ask 
them for their thought and incorporate 
their feedback where possible.  
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FOLLOW UP ON ACTION PLAN

 Schedule dates to review the action plan to 
assess progress.

 Trend concerns because HR and ECP overlap

 Conduct a pulse survey and compare the 
results to the original survey to gauge 
improvement.
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MAINTAINING A SAFETY CONSCIOUS WORK 
ENVIRONMENT IS THE BEST WAY TO 
PREVENT A CHILLED WORK ENVIRONMENT

The Commission's policy statement, "Freedom of
Employees in the Nuclear Industry to Raise Safety
Concerns Without Fear of Retaliation," (61 FR 24336;
May 14, 1996) describes a safety conscious work
environment (SCWE) as a work environment where
employees are encouraged to raise safety concerns
and where concerns are promptly reviewed, given the
proper priority based on their potential safety
significance, and appropriately resolved with timely
feedback to the originator of the concerns and to other
employees as appropriate.
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CONDUCT SAFETY CONSCIOUS 
WORK ENVIRONMENT TRAINING

 SCWE training for managers, supervisors, and 
employees helps reinforce the principles in the  
SCWE policy. Some primary topics to consider 
including in this training are applicable laws, 
regulations, and policies underlying SCWE 
expectations.

 Conduct refresher training once a year.

 Conduct separate training sessions for 
management and frontline employees.
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SAFETY CONSCIOUS WORK 
ENVIRONMENT POLICY

 Introduce a safety conscious work 
environment policy.

 Re-introduce your SCWE policy if you already 
have one.

 A SCWE policy statement which (a) is 
applicable to employees and contractors, (b) 
asserts that it is everyone’s responsibility to 
promptly raise concerns, and (c) makes clear 
that retaliation for doing so will not be 
tolerated, may help establish a SCWE and 
communicate senior management’s 
expectations for maintaining it. 25

TOOLS TO ASSESS A SCWE AND 
PREVENT FUTURE CHILLED WORK 
ENVIRONMENT

 Lessons Learned Evaluations

 Benchmarking

 Performance Indicators

 Survey and Interview Tools      

 Direct Observations 

 Exit Interviews and Surveys

 360-Degree Appraisals
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DOCUMENT REVIEWS

 Relevant Documents referred to by CI

 ECP Files/CAP Data

 SCWE/Safety Culture Self-Assessments

 SCWE Policy

 SCWE Communications

 Training Materials
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