
EMPLOYEE 
INVOLVEMENT 

Employee involvement gives people at all levels 
greater influence over their work. The goals of 
employee involvement are improved performance 
for the National Park Service and higher quality 
of work life for NPS people. Involvement happens 
through: good communication practices, problem-
solving teams, advisory councils, task forces, 
self-managed work groups, management by 

wandering around, and peer networking. 
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This kit is for use by managers, supervisors, and non-supervisory 
employees alike. Its primary purpose is to provide those in 
leadership jobs the encouragement and information they need to 
get more employees involved in a full measure of the operation. 
It is also intended to stimulate all employees to contribute at 
capacity. 

THIS KIT WILL HELP READERS TO: 

o Understand why high involvement organizations tend to be 
high-performance organizations. 

o Take steps to broaden employee participation at the work 
unit, parkwide, and servicewide levels. 

o Select between seven specific strategies for increasing 
the effectiveness of employee participation. 

o Anticipate and address issues of management support and 
organizational impact. 

The National Park Service gratefully acknowledges 
the use of the cartoon illustrations found in this 

publication. We also thank those individuals 
throughout the Service who provided valuable 

information and comments based on their personal 
experience. 

DIVISION OF PARK AND RECREATION TECHNICAL SERVICES 

NATIONAL PARK SERVICE 

450 Golden Gate Avenue, Box 36063 
San Francisco , Cal i fornia 94102 

415-556-8710 

Printed September 1986 



IN REPLY REFER TO: 

United States Department of the Interior 
NATIONAL PARK SERVICE 

WESTERN REGION 
450 GOLDEN GATE AVENUE, BOX J6063 

SAN FRANCISCO, CALIFORNIA 94102 

October 3, 1986 

Dear Readers: 

We are pleased to provide you with a copy of the Employee 
Involvement Handbook produced by the Division of Park and 
Recreation Technical Services. The handbook is intended as a 
resource for managers to use in making the best possible use of 
their people. It can be supplemented with the Employee 
Involvement Worksnop Leader's Package and the Employee 
Involvement Slide Show. 

If you need additional copies of the Handbook, Workshop Leader's 
Package, or Slide Show, they should be available from your 
regional training officer. If not, contact the Division of 
Planning, Grants, and Environmental Quality at the letterhead 
address, or phone (415) 556-6481. 

Sincerely, 

Kdyu'!u r r ay v__ ; 
ChieuTy-'-Division of Planning, Grants 
and Environmental Quality 
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I. INTRODUCTION 
This information kit is about how employee involvement can be 
used to build a more adaptive and productive organization. It is 
about how we in the National Park Service can provide avenues for 
all employees to contribute their ideas, problem-solving 
capabilities, and best efforts to the organization. 

Many organizations are taking employee involvement seriously. 
They have discovered that involved employees are committed 
employees, and that high-involvement organizations often out­
perform their less participative counterparts. Driving 
organizations to be more participative are these long-term, and 
probably irreversible, shifts: 

--Jobs have changed. Many have become so specialized, with 
guality so dependent on information, that decisions must 
be made at the work site by the experienced worker. 

--People have changed. Many want -- and feel entitled to --
some measure of control and involvement in decisionmaking. 

--Organizations themselves have changed. Many more 
employees are today in "leadership jobs" where they are 
required to inspire, enable, and direct a complex network 
of others over whom they have no line of authority, but on 
whose cooperation they are dependent. 

Park Service managers cannot afford to be without a broad range 
of skills and strategies for effectively encouraging and 
utilizing full participation. Formalized and visible methods, 
such as employee participation groups (notably Quality Circles) 
have had tremendous positive impact on organizations willing to 
give them adequate support. But a variety of other participation 
strategies may be just as effective. Many are ideally suited 
to the level of immediate supervisor and include improving 
communications, redesigning jobs for greater autonomy, increasing 
manager involvement at the frontlines, and all manner of 
teambuilding efforts. 

Increased employee participation won't solve every management 
problem. It also carries its own risks; of raising 
expectations, "rocking the boat," and slowing down 
decisionmaking. But ultimately, it is a question of what kind of 
organization we want to be. Effective participation helps assure 
that our collective best ideas get a hearing. It makes us an 
organization where people share the vision, are eager for 
responsibility and are developed as problem-solvers. We cannot 
afford not to fully utilize each one of our employees! 

We all hear about the need to improve management. One of the 
best ways to do this is for all managers, individually, to be 
involved in a continual process of self-education. View this kit 
as one aspect of that process. 
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"You're lair. We'le decided that the king is out of 
touch and that you are to tell him." 

The New Yorker 
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II. EMPLOYEE INVOLVEMENT WORKS 
There is no question that employee participation can positively 
impact an organization. Participative organizations report 
improved productivity, more effective communication, increased 
ability to respond to change, and a more innovative spirit. And, 
they support their claims with hard data. 

o The high involvement plants of such companies 
as General Foods, Procter and Gamble, Rockwell, and 
General Motors perform extremely well compared to their 
more traditionally run counterparts. These companies 
state flatly that true productivity increases come only 
with employee involvement. 

o With the help of a companywide, but voluntary, program 
of employee involvement, Ford Motor Company reduced its 
costs by $3 billion over 3 years. Ford now encourages 
even its suppliers to adapt its model. 

o New United Motor Manufacturing, Inc., is a joint 
venture company established by the Toyota Motor 
Corporation and General Motors Corporation in Fremont, 
California. Strong employee involvement has been a 
significant factor in keeping the rate of absenteeism 
down in the 2 - 3 % range. A typical rate at the more 
traditionally run car manufacturing plant that formerly 
occupied the site was 20 - 25%. 

The Evidence Is In 
Participative organizations have these advantages over their less 
participative counterparts: 

o A broadened source of ideas and brain power. Management gets 
better information and more alternatives on which to base 
decisions, and as a result has more flexibility to adapt to 
changing situations. There are more individuals to both detect 
and respond to changes in user needs, available technology, and 
regulation. The organization can find more ways to cut costs, 
improve service, eliminate defects, or simply get the job done 
faster. 

"You as a supervisor don't have all the answers. The only 
way you're going to grow is through the people you 
supervise." (Trails Supervisor) 

"We need to bring minds from more than one division to bear 
on problems." (Chief Ranger) 

3 



o Greater team synergy. There is more sharing of information and 
increased mutual effort. There is a "we can do it" attitude. 
Participation programs develop individual and team 
responsibility. People become less tunnel-visioned and more 
atuned to their common goals. Staff energy gets recharged and 
staff relations are improved. Between divisions and between 
functions there is more creative resolution of problems - i.e. 
- more "functional integration." Organization wide, there is 
less emphasis on the hierarchies imposed by turf, rank, and 
gender. It is simply more fun to come to work! 

"Participating in a decision is one of the main things that 
keeps me motivated." (Superintendent) 

o Empowered employees. Employees have the information and 
management support to do a better job. They see the reality of 
no easy answers. They become more valuable to the 
organization, and have the power base to accomplish more. 
Decisions are closer to the work, with the result that problems 
are often solved at lower levels or prevented altogether. 
Management bench strength increases. Potential successors are 
cultivated. As one NPS manager says: "The more independent 
people are, the more you get done." 

"When people define for themselves what they should do, they 
exceed themselves." (Park Planner) 

o Assured employee support. Employees become active 
supporters and problem solvers. They are more committed, more 
likely to trust management, and more likely to help 
implement change. As another manager says: "Don't sabotage 
your efforts by not involving staff." 

"When people feel left out and not part of the mainstream, 
productivity drops and attitudes suffer." (Assistant 
Superintendent) 

o More satisfied employees. Evidence indicates that job 
satisfaction is closely linked with exchange of information. 
Evidence also indicates that employees who feel committed and 
who are able to exercise control and influence are subject to 
less on-the-job stress. As a rule, people strive harder to 
live up to higher expectations. Studies show less absenteeism, 
tardiness, disruption and turnover. The work environment 
itself becomes a draw that makes it easier to recruit the best 
talent. 

"We draw from everyone we're associated with .. that makes 
us a strong unit." (Maintenance worker) 

MOST SIMPLY STATED, PEOPLE RESPOND TO AN INVITATION TO BECOME 
INVOLVED! 
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III. NPS EMPLOYEES WANT INVOLVEMENT 

What Makes People Feel Involved 
Employees everywhere feel involved — or alienated — depending 
upon all of the following: 

o The degree of information they get. People want to know 
what's going on. People want to know the "why" of the 
task, their role in it, and its relation to the greater 
whole. They want to get feedback on their work from 
those it's intended to benefit. 

o The degree they feel heard. People want real decision 
making input — to be involved in goal setting, problem 
solving, and job design. They also want "simply to be 
afforded the opportunity to intelligently discuss the 
issues." They want to see their input have real effect. 

o The degree they shoulder responsibility. People want to 
feel that their decisions and actions count and will stand. 

o The degree they feel well utilized. People want the 
chance to contribute their skills, judgement, and 
experience fully. They want to feel well utilized, not 
just well treated. 

o The degree they feel ownership. People want a realm in 
which to act autonomously. They want to be recognized for 
and identified with their specific contribution. They 
want to feel a personal stake in the outcome. 

*** THE BOTTOM LINE FOR NPS EMPLOYEES: Do they feel 
integral to the Park Service team? Do they feel a 
partnership with management? Do they feel able to 
influence? Do they feel close to the action and the 
decision-making locus? Are communication channels open? 

Where People Want To Be Involved 
People want to be involved wherever they feel it affects them. 
For NPS employees, that is at: 

o The work unit level — where it must happen day to day, 
and where it relates to supervisor's communication style, 
ability to delegate, and willingness to share 
responsibility and opportunities. 
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o The parkwide level — where (depending on the size of the 
unit) special processes and forums have to be created in 
order to get systematic input from all levels and to 
create uninhibited environments for problem solving. 

o The reqion/servicewide levels — where we must work harder 
to make the processes meaningful in bridging distances and 
differences. 

This chart suggests the variety of tools needed to promote 
involvement at all levels in the organization as well as some of 
the special challenges at each level: 
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SPECIAL CHALLENGES TOOLS 

Work Unit Level: 

o same issues or personalities 
dominate 

o "We're locked in a pattern" 
o cross cultural differences 
o supervisor attitudes 

Parkwide Level: 

o physical constraints on 
communication 

o supervisor as "bottleneck" 
o set hierarchies 
o inter-divisional walls 

Region/Servicewide Levels: 

o slow, or no, feedback 
o few even know how to get 

involved at these levels 

o "quality circles" 
o regular participation in 

goal setting, problem 
solving, job design, 
briefings, and trainings 

o standing review groups 
o opportunities to work & 
play across divisions 

o effective formats for 
parkwide meetings or 
newsletters 

o new formats for zone 
meetings 

o regional issues forums 
o two-way "rap" sessions 
with Director or Regional 
Director on issues 



An Involvement Profile Of NPS 
As a group, NPS employees are an already highly committed 
workforce. And, as the 198 3 NPS Employee Survey showed, most 
reported being "personally involved" in their jobs. 
Nevertheless, the same survey showed that many NPS employees want 
to give more. 

* While 58% of those surveyed felt they had high 
influence over work group decisions, only 46% reported 
enough influence over decisions affecting their jobs. 

* Some 48% were not satisfied that they were receiving 
communication promptly. (38% of supervisors reported 
they often or always received less information than needed 
to make good decisions). 

* About 43% were unsatisfied with supervisor receptivity to 
ideas. 

* Fully 53% reported that supervisors had little 
effect or had a negative effect on encouraging extra 
effort. 

One superintendent made the observation "We have a lot of people 
who have come to work for NPS and have never been able to fulfill 
their vision." 

In some regions, operational evaluations have confirmed the 
need to improve communication and provide for increased 
participation. Some recommend specific steps such as managers 
getting out to the field more often, or participative leadership 
training for the top management team. 

At the same time, many NPS managers report that they are 
increasingly using involvement strategies: 

"To solve operational issues and issues of organizational 
health." 

"To set priorities, working conditions, and rewards." 

"To get input on planning issues, like building a new 
visitor center." 

"Wherever it accomplishes the work of the park." 

Many managers, while agreeing in theory to the need for increased 
employee participation, express legitimate concerns over how to 
do it effectively. 
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DOLLARS AND NONSENSE 

United Features Syndicate, Inc. 
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IV. TOWARD EFFECTIVE INVOLVEMENT: 
GETTING STARTED 

There is no one right way to involve employees. A climate of 
open communication and trust is far more important than specially 
orchestrated involvement efforts. 

Create The Climate 
Employee involvement has the potential to transform an 
organization into one that instead of "directing" people, gains 
their commitment, nurtures initiative, and creates new strength 
between divisions and functions. 

Management's role begins with creating a climate that encourages 
employee involvement and participative leadership by: 

—Working to KEEP COMMUNICATION LINES OPEN 

—BEING PATIENT AND NURTURING of early efforts to broaden 
involvement 

—EXPECTING ACTIVE PARTICIPATION in problem-solving from 
everyone 

—BEING WILLING TO BROADLY SHARE power, information, 
influence, and rewards 

—FOLLOWING UP on employee generated ideas 

—"MODELING" more participative leadership styles 

—SETTING AND COMMUNICATING personal objectives 

—STANDING BEHIND involvement concepts over the long term 

—BEING TOLERANT of some increase in the level of conflict 
and slow-down in the decision process 

—BEING WILLING TO RISK INCREASED QUESTIONING AND CRITICISM 
as decision making is moved into the open 

Provide Organizational Support 
Management can also take specific steps to provide the 
organizational support that enables locally initiated employee 
involvement efforts to flourish. These include: 

- using REWARDS to recognize the accomplishments of 
participative managers and work teams 
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- CREDITING other supporters of the involvement process 

- incorporating criteria related to participative 
leadership into supervisor PERFORMANCE APPRAISALS 

- inviting UNION INVOLVEMENT (for example, to serve on a 
steering committee that helps define goals for 
participative efforts) 

- seeking TRAINING opportunities for work teams, line 
supervisors, mid-managers, and others 

- developing employee involvement GOALS 

- documenting RESULTS, both in terms of employee 
involvement goals and the broader organizational 
mission 

- improving the FLOW OF COMMUNICATION to and from those 
whose involvement is being encouraged 

- providing a FORUM to discuss and insure follow-up for 
employee generated ideas 

In some work settings, participative practices are best 
introduced gradually and through established means, such as 
the existing formal award system. Other organizations benefit 
from a more aggressive approach. 

* The Xerox Corporation, for example, embarked on a 
"Leadership through Quality Process" that involved: 
1) measuring products, services, and practices against 
its toughest competitors; and 2) harnessing the brain­
power of each employee and department through an employee 
involvement program to support the effort. Xerox 
developed a basic policy statement, a 5 year phase-in 
plan, and a host of specific tools and training aids. 
Management support was focused on defining standards 
and measures; providing rewards and recognition; 
improving communication; providing training; and 
improving management behavior. 

How To Proceed From Here 
What can a National Park Service manager do? A lot. Keep in mind 
that all work units differ in their needs and in their objectives 
for employee involvement. There are no universal models. NPS 
units have designed involvement processes to meet a variety of 
objectives including: overall staff renewal; input or buy-in on 
a particular issue; setting up a new and formal mechanism for 
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communicating or decision making; and systematically moving all 
staff toward greater responsibility, commitment, and sense of 
involvement. 

"WHEN WE FIND SOMETHING THAT DOES WORK, WE SHOULD STOP AND 
ASK WHY." (Archaeological specialist) 

In getting started, we suggest that you: 

1) Identify and focus on your own needs. Assess the current 
situation using the Self-Evaluation Guide in this 
section. Don't answer the guestions by yourself, but 
invite response and discussion from others. 

2) Examine the seven strategies, discussed in detail in 
Chapter V, that follow. Which can you most readily 
implement? Which stand to have the most impact for your 
organization? 

3) In formulating your own action plan, be sure to utilize 
the "Rules of Thumb", extended case examples, discussion 
of issues, promotional tools and listing of available 
resources which are gathered in the appendices to this 
handbook. 

* Experience shows that employees most able to make a contribution are 
those who: 

- HAVE KNOWLEDGE AND INTEREST RELATING TO THE ISSUE 

- AGREE ON ORGANIZATIONAL GOALS 

- HAVE A DESIRE FOR GROWTH AND RESPONSIBILITY 

- HAVE A TOLERANCE FOR UNCERTAINTY 

- HAVE HAD PREVIOUS INVOLVEMENT EXPERIENCE 
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A SELF-EVALUATION GUIDE 
- Do people know how they can get involved? 
- Do we lay out the process for reaching decisions, 

criteria for participating, the kind of input 
needed? 

- Do we keep information coming on the decision 
process? 

- Do we incorporate participant agendas to the extent 
possible? 

- Do existing channels of communication work? Do 
they have the structure they need to accomplish? 
(Who should participate? What product? What 
process?) 

- What changes might make for more direct and clear 
communications? 

- Do people feel there is a true exchange of infor­
mation. 

- Where are the communication gaps? 
- Are we taking steps to include mid-management in 

special involvement efforts? Do we have their 
support and the support of direct supervisors? 

- Where would we benefit most from additional 
collaboration, from "lots of heads?" 

- Have we looked for new ways to get effective 
participation servicewide, parkwide and within the 
work unit? 

- How are committee membership, special projects, and 
other involvement opportunities spread among staff? 

- Do we get formalized input from all levels and 
divisions? 

- Who does not participate? Why? 
- Do we plan upfront for follow-up? 
- Do we let people know what follow-up .is occurring? 
- Do we delegate down to the extent possible? 
- Do all staff know their special focus and 

responsibility? 
- Are we making use of all the special skills and 
talents staff have? 

- Do we let people know we want the involvement of 
their heads as well as their hands? 
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