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[BEGIN TRANSCRIPT]

I really appreciate the opportunity to speak to you today. Can I ask that you trust
me for about 30 seconds? I want everybody to stand up. If you're standing up, I
don't want you to sit down. Okay, now I do actually want you to close your eyes
and I want you to only think about one thing and that is your next five breaths.
Really concentrate on your five breaths. Okay, some of you are really taking a
long time between breaths. Stretch your arms just a little bit and then you can
sit back down. What we just did is not hokey. It actually is a proven technique
around changing your mindset. In fact, part of being a leader is your ability to
switch from one thing to another very quickly. There's actually a body of science
out there that says that learning to focus on your own breathing and only focus
on that allows you to then make a mindset change. Now, the science talks
about ten minutes… most of us, you know, if our boss walks in and we’ve got our
eyes closed and we're sitting there counting our breath… “Okay, what is going on
here?” But it's a technique.
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[01:40] We have got to change our mindset. We've been in standards, we've
been into regulations, those are important, we need those things, they
provide direction. I want you to think about leadership now. I'm going to talk
about leadership and the leadership that you're creating within your work
team and also overall as an organization.

[02:02] I have a great job, I do. I work with a lot of different companies. I get to
work with executives, typically executives that are asking me the same question,
“How do I, sitting in the corporate office, on the X floor, influence that employee
at 2:00 a.m. in the morning that has to make a decision about whether to follow
one of our policies or not. How do I do that?” One behavior at a time, one
activity at a time.

DAN GROOVER, SR. VP DEKRA INSIGHT 5

WE HAVE GOT TO CHANGE OUR MINDSET.



[02:33] So, in my career in safety, I was thinking back. I worked at the
Vulcan chemical plant in southwest Wichita. We were in the shadow of the
Garvey grain elevator, which was the third largest grain elevator in the world.
Now, we're a chemical company that is producing chlorine. We had a
hundred tons of chlorine in a storage vessel there. We had a vessel that had 1
million gallons of anhydrous hydrofluoric acid. When we did chemical modeling,
it showed that we would take out one-third of Wichita. As soon as we did that
chemical modeling, that tank was shut down. But what were we worried about?
The Garvey grain elevator blowing up, right? I think about that how much
time our organization spent worried about something and you know, we had
plenty of things to work on ourselves.

[03:37] The things that I want to talk about - I do want to just dispel this
discussion of safety culture. I think it's not healthy. I think safety culture is a
myth. I think that its culture. Cultures value things or they don't. We spend a
lot of time talking about safety culture, no, forget it. It's about the culture you're
trying to create, and you as a leader, the focus that you're putting on safety as
an individual leader and demonstrating the value that you place on it, that
actually creates the culture.
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[04:15] We're going to talk about the criticality of relationship. You as a leader,
your ability to change the climate, change the culture, is dependent upon your
ability to develop relationships with your employees. And the foundation of a
relationship is safety. If you and I have a relationship, and you don't trust me
with your safety, (I'm going to talk about psychological safety and physical safety)
if you don't believe that I'm interested in your safety, you and I likely do not have
a high functioning relationship. Foundational to leadership is your ability to
connect with people on a level of safety, because if it's not there, you don't
have the foundation to develop that relationship.

[05:15] We're going to talk about best practices but more importantly we're
going to talk about transformational leadership. Transformational leadership is
the most studied, most proven leadership model across military, across the
world. If you are a transformational leader you will be a very solid safety leader
and you'll be perceived as the best leader an employee ever had.
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[05:45] Now, we can get into an argument: are leaders born or are they
developed or are they just lucky? Well, all of those things are true. There are
people that are born with personalities that are definitely more inclined to be in
leadership positions. They have the ability internally to do it; they're wired that
way. Others of us have to work hard and we have to fake it. If we're an introvert,
and we're highly introverted, it's very hard for us to be a leader because we
don't really like to be around people. It's hard to be a leader when you don't like
to be around people but you're not hampered by that, you can overcome that.
We're not limited by our personality, it just makes it harder for some people.
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[06:40] I want to spend some time talking about what it means to lead with
safety. What I'm going to talk about are two things: If you really want to make
a change as a leader, personally, individually, focus on safety. If you want to be
a better communicator, start communicating about safety, and get good at that
and then you'll become better in the other areas of communication. Pick the one
subject that we all agree on: we all want to be safe, we all want to go home to
our loved ones. We all agree on that. You may not like the way in which I, as a
leader, choose to make safety important in our organization, that's a different
argument. I'll put that to the side, we can have that conversation. But we are
actually in agreement on this one issue. Second, if I really do need to change my
culture, lead with safety. Make the beachhead of culture change around safety. It
sets the foundation for getting the other things you want done.

[07:58] Does anybody remember the earlier slide that showed the number of
fatalities due to traffic, the really bad year was 2010. What happened
immediately after that? It dropped. And then what happened? It's creeping back
up. That is a perfect example of what I want to illustrate or talk about in this
slide.
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[08:32] There is climate change and then there is culture. Climate is what's
important right now. It’s what we have set as a priority. It's the thing we're
talking about. I looked at a lot of accident data and in a fairly large facility that
has had a very significant event, a fatality, an explosion, what we see is that the
injury rates plummet for about six months. You can look at that six-month mark
and the injury rate starts creeping back up and it gets back right to where it was.
That's climate change that didn't stick. Your challenge as a leader is to make
climate change, your desired climate change, stick long enough that it becomes
the way in which the culture is demonstrated, so that you don't have to be the
one that's the trigger; the culture itself is the trigger around the types of
behaviors, the types of results, that you're looking for.
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[09:55] When I go into organizations and they talk about safety being a priority
[…] it's not number one every day, so safety can't be a priority. It has to be a
value because no matter what's going on around us our values, we hold true to.
We stick to those no matter what's going on. Until an organization truly
gets that safety has to be a value, not a priority, we're not making the
transition to world-class.

[10:45] Safety is pretty simple. At the bottom of this diagram is the working
interface. Your ability as a leader to change your results is dependent on your
ability to reduce the level of exposure in your organization. If you're chasing
injuries, if you're chasing the numbers […] that's not going to help us.

DAN GROOVER, SR. VP DEKRA INSIGHT 13

SAFETY ISN’T A PRIORITY, IT’S A VALUE



DAN GROOVER, SR. VP DEKRA INSIGHT 14



[11:30] We need to be focused on the exposures, that's where accidents
happen. Everything that we're doing in safety is really around aligning the
equipment and the procedures that we have with our people and making sure
that those things are aligned to an acceptable level of exposure. Not zero, it's an
acceptable level of exposure. As a leader your job over time is to squeeze the
amount of exposure out of your organization. The only way you can do that as a
leader is you have to understand what the exposures are in your organization.

[12:10] I have to take very senior leaders who don't have operational experience.
They haven't experienced a fatality and having to deal with going to the
family and saying your loved one is not coming home …or attending that funeral
and having to answer that question, “Why did this happen? How are you going
to stop it from happening again?” Some leaders don't understand the working
interface. You drag him out there. You've got to show them what these
employees and what these leaders are up against so that they understand the
challenges that exist.

[12:44] Everything we do in safety and everything you do in safety as a
leader needs to be focused on exposure. As a priority you need to focus on
the exposures that are going to maim people or kill people. You need to spend
the majority of your time there.
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[13:01] One of the things that I would challenge you with is: Think about what
you're spending your time on in safety and is it really those exposures that are
going to result in the most disastrous events for your employees. What
proportion of your time are you spending telling people to put on their safety
glasses when we have issues with lockout tagout or people going into elevators
that shouldn't be in there. Right? I mean, where do we spend our time.

[13:31] Now I'm not going to spend a lot of time on the rest of this, but as I look
across the organizations that are represented here, as I think about your safety
programs, I'm going to guess there's not a “nickel’s worth” of difference in your
safety programs. We all do the same stuff. We give it different names, we give
it different labels, but we're all trying to do the same stuff. I mean, Safety's
basic. The safety programs are basic. They're designed to help give the employee
the knowledge to be safe in our organization. They're there to identify and
evaluate hazards and eliminate those hazards where possible. It's that simple.
Those are our safety programs. There's awareness programs, which I don't put a
lot of value in, and then there are meaningful safety programs. Sure, we can
have slogans and campaigns and stuff but come on, that stuff doesn't change the
nature of the work. Putting up a new poster or spending time on a new
slogan… let's get to the real stuff that's going to prevent injuries.
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[14:40] Where we really struggle, and this is where leadership has to step in
sometimes, is on the traditional performance management and HR systems,
what we call the sustaining systems. Those systems determine what is actually
valued in your organization.

[15:00] We have a lot of organizations that say, “We want to move away from
OSHA recordable rate as an indicator of performance. We want to move to
this scorecard that has leading and lagging metrics.” But yet, when you look at
the bonus system that's tied to safety, it remains recordable rate. Well, you know
we can talk a good game, but until we change that system, that culture doesn't
change because we're anchored in those systems. Those systems that we put in
place are designed to keep your current culture. And that's where we struggle
with organizations. They have to make the changes in those systems to align
your performance management system, your HR system, your training
development, to the actual culture that you're trying to create.

[16:00] Culture determines whether or not you're going to be successful. Which
came first, the chicken or the egg. So, I've got a dysfunctional culture, so my
systems don't work… Is it because my systems don't work that my
culture’s dysfunctional? Well, I have to tell you, it's leadership.
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[16:27] The last couple days I’ve worked with an organization and it's very
obvious to me from our conversations that they see the employees as the
enemy. They're the enemy, they're the problem. The employees don't follow the
rules. The employees won't clean up. The employees are getting themselves
hurt. The employees are taking advantage of us. This is what we're hearing from
very senior leaders in this organization. We had to ask the question, “Do you
understand that what you're explaining to us is a leadership issue, not an
employee issue?” They shake their head like, “What do you mean it's a
leadership issue? It's those darn employees.” No, it's not.

[17:19] Culture is created by leaders, it is not created by the employees.
Employees can't create culture because they don't own the systems. They can't
change the systems. Now, can they make your life miserable for a while? Can
they change the climate? Can they go on strike? Sure, they can. But, ultimately,
we own it as leaders. That’s the thing that's really critical for us to understand,
as leaders, is we own this.
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[17:51] When I talk to a site manager who says, “Yeah man, our safety programs
are just not very good, they stink. Our employees don't follow the rules.” They
say all of these things are problems and they don't accept ownership and say,
“Wait a minute, this is my problem?” Then, I know that the issue that I'm dealing
with. It's a leader that doesn't understand that they're setting the tone.

[18:15] We also, as leaders, establish the level of acceptable exposure every time
we elect to go in the field or we elect not to go in the field. If I'm in the field and
I walk by something that is not acceptable and I don't say a word, I don't do
anything about it, I've just told the employees, “Good job, keep doing it that
way.” If I elect to not go in the field, I say it's not important. Now, you can argue
with me, you've got all this paperwork you got to do, and gosh you know I'm tied
to my computer… HOLD ON, where does safety fit in our value structure as a
leader? Because there are other leaders that figure out how to get out there.
When we get out there we have to understand that we have moments of safety
transformation that are right in front of us. As a leader, those moments are the
most critical. We can create the change in those moments and we do create the
change. A lot of times, we unfortunately create the moment in the wrong
direction. We have established the culture we don't want instead of focused on
the culture that we desire.
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[19:34] Now I mentioned this, Relationships: psychological, physical. Physical is
easy, we all understand that. Psychological is a little different. You, as a
leader, actually have a requirement to make me psychologically safe. When you
stepped up to being in leader role, you've accepted the responsibility of the
safety of the people that work for you. You've taken that on and you have to
get your head around that, “I'm now responsible for the safety of these people. I
want to create a culture where they're responsible for themselves and they take
responsibility for others, but they will only do that if I lead the way, if I
demonstrate to them first: this is what good looks like. They'll come along with
me if we have that foundation.”

[20:32] Now, psychological safety is about you giving me enough information
that I understand where I fit in, where the organization’s at and I'm comfortable
understanding how you perceive me as a person and in my role. Am I being
successful or not? When you are nervous, when you're scared, when you don't
know where you fit, you don't act the same. You're a different person. You're not
concentrating. You're not focused.
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[21:06] Obviously, you know, trust and respect are important, but the
most important aspect of what I'm talking about is this law of reciprocity. The
law of reciprocity is a law that is universal. It's the law, in which, if I do something
for you, you actually feel this small tug to do something for me. The more I do
for you, the stronger that tug. Good leaders cause that in us. They cause us
actually to want to do more. It's not evil if we're a good leader and we're focused
on the right things. We could give examples where you have leaders that don't
have the right values and they can leverage that and use people but most people
aren't that way. It's the law of reciprocity that your you're actually trying to
leverage as an organization.

[22:13] How many of you have done engagement surveys of some type? So,
what is an engagement survey measuring? Ownership. Their feelings of how
they're being treated. In the good surveys they're measuring a person's will, it's
called organizational citizenship behavior. Is the employee willing to go
above and beyond their job description and their role in service of their
leader and the company? That's what good reciprocal behavior looks like.
As leaders, that's what we want to create. We want to create committed
employees that are willing to go above and beyond.
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[23:04] Think about the best boss you ever had or the attributes of the boss
you wish you had. If we all wrote down individually the attributes of the best
boss, we're going to come up with a similar list. We're going to come up
with basically this understanding that this person was more interested in
my success, than they were looking good and looking for their next job. They
kept me informed. I trusted their decisions. All of those things that make them a
good boss. Now what doesn’t generally get on the list was ‘they were the
most technically competent person’ or ‘you should see their ability to manage
Excel spreadsheets.’ It's all about the way in which they related to me as a
person. Now more importantly, if you've ever had that best boss, how did affect
you? What did you do differently? Anybody ever had that best boss?

[24:30] This is the important part about leadership: you changing as a leader is
not about you improving your image or getting better results on a 360 or on
an employee survey. Sorry, it's not about you. We only make changes as leaders
to affect change in others. I want you to stop and think about that: what you're
trying to do as an individual leader, how you're trying to create change. Really
get firm in your head - what is it that I'm looking for that's different from the
people that report to me? What am I driving them to? (It's not less injuries,
when we're talking about safety and we'll talk about that in just a moment.)
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[25:23] What we know is that when we work for that best boss we feel really bad
when we let him down and we try really hard not to let him down. We don't
want to disappoint him. I worked for a guy (I would have happily worked 80
hours a week) that was a real transformational leader and if he needed
something I was going to get it to him. Now, what was interesting is, he wouldn't
let me work 80 hours a week. He set limits. He said, “You work hard, I want you
to work hard but there's no way I want you coming in at 5:00 in the morning
and leaving at 9:00 at night.” He was worried about me as a person. But I was
willing to work as hard as it as it took to get the job done. So, as a leader, your
ability to lead folks and lead from the front and develop them and grow them is
critical to your success. Now the way in which you do that, is you attack safety.

[26:38] I talked about the safety leadership best practices in the points we're
going to cover but those are pretty traditional. You look at any leadership books
or articles, they're going to have a set of practices that good leaders do. What
we found is that when the leaders of an organization are perceived strong in
the safety leadership practices, the culture is a higher functioning culture. Not
“safety culture”, just CULTURE. When the leaders of an organization score higher
(are perceived as better safety leaders) the overall culture of the organization, as
measured by the employees, is higher.
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[27:39] Transformational leadership: those four elements. Inspiring: the ability of
that boss to make you understand that you're important. I was with a CEO
recently down south. We were walking into the building and there was a janitor.
He walked over to the janitor and says, “I want you to know, yesterday we had
customers come in and they commented on how clean our grounds were and
how good our corporate headquarters look. I want to let you know I appreciate
what you're doing.” Now this is the CEO talking to a janitor in the building saying
what you do is critical here. It's important. That's a transformational leader. I'm
now connected into the organization and the leadership of this organization in
a whole different way. That's what good leaders do. They influence. They
carry themselves as a leader.
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[28:40] They challenge me. Now, that doesn't mean they are in my face. It
means they cause me to think different. How do I approach a problem, a
recurring problem, in a different way. And then finally, they are engaging. They
know who I am, they know what my strengths are and they put me into
situations where I'm allowed to demonstrate my strengths.

[29:00] Transformational leadership has nothing to do with safety.
Transformational leaders will be scored high as safety leaders. So, as we think
about individually developing ourselves, don't think about transformational
leader, don't think about safety best practices, think about how do I do those
things together. How do I become more influential in safety through the way
in which I communicate, through the way in which I am action-oriented as a
leader?
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[29:36] Now, you as leaders create the culture. You do that by the things that
you do. And the absence of doing something IS doing something, by the way.
There is never a vacuum in leadership, in an organization. Not going to
happen. Someone's going to step up and be a leader. It just may not be the
person you actually want doing that leadership but it's going to happen. We find
that often in organizations where the designated leader is not the leader of the
group, it's [the group is] being influenced by someone that has natural
leadership tendencies that just hasn't gotten that role. The style in which you do
it is critical. Then finally, there is this internal element: safety is different than
any other performance metric. If you don't have caring and compassion in your
heart and really deep caring about others, it’s going to be very hard for you
to pull this off. You can't fake it. The one thing you can't do is fake your sincerity
for people's safety and their livelihood.

[30:54] Now, when I talk about culture and I talk about relationships, here’s the
reason that I want to challenge this whole concept of “safety culture
versus culture”. When we looked at the research around “what are the attributes
of culture” and “what attributes actually predict safety performance”, there's
over 250 peer-reviewed articles now that identify that these nine attributes
independently predict safety performance.
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[31:31] There's a lot of things you can measure in your culture. There are other
attributes besides these. These 9 predicted safety performance independently.
Six of the nine factors that are listed have nothing to do a safety. I shouldn't say
nothing, they have very little to do directly with safety. […] It's critical as a leader
that you understand these. You really need to understand these if you want to
be a safety leader. You've got to understand how creating culture is more
important than thinking about safety culture.

[33:50] Are you creating the environment in which people want to be engaged?
Because safety is hard. Safety is never easier. Safety means that I have to suffer
some personal discomfort. You want me to wear your fall protection? You want
me to wear that gas mask? You want me to wear all that safety gear? You want
me to go out in the field where it's hot and sweaty and windy and dirty? Well,
that takes me being committed. What takes me being committed is
me understanding that you are thinking about me as an individual.
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[34:32] When we measure organizations against those nine factors, there's a
direct correlation. There's a correlation between the way in which employees
perceive the culture overall and safety results. When you have a sour culture,
you're going to have sour performance overall. Work on safety to change those
cultures.

[35:31] So, let's talk about the things I want you to think about. One thing that I
really focus on these days is cultural attributes. I force leaders to sit down and
describe the culture that they want from a safety perspective. When you walk
out into a facility, what do you want to see from a safety perspective as you walk
around. Write that list down. I'm serious about this. You need to do this. You
need to write your list down. Now I'll give you just some examples and these are
very common.
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[36:18] One that always comes up is: we want employees to step in if they see
someone doing something at risk and take action. Good housekeeping or if
there's an unsafe condition, they jump in and take it and address it. These
same attributes come out of the executives’ mouths as they do at the front line.
When they're writing those down, they're always thinking that's what I want
them to do. Well, guess what? Who has to start? How often have your leaders
done that recently? How often have they put themselves in a position to do
that? When they see something unsafe, what do they do? Because, if we don't
do it as leaders, don't expect your employees to do it. They're not going to do it.
They're following our lead.

[37:24] So, as you think about these cultural attributes, you have to then think
about 1) do I do it? and 2) what am I doing to actually cause those things to
happen in my employees? How do I affect them to do that? You do that by the
amount of recognition you give them.
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[37:47] Then, you have to step back and look at yourself and really take a
critical assessment of where you're at personally as a leader and where
your facility is at from a safety standpoint. I think we have to do a critical
analysis. “I want this great culture, I want people doing these things, but where
am I in the way in which I demonstrate my commitment?” You can't change if
you're not willing to take a serious look at yourself and say, “Am I doing what I
need to do?” I get it, by the way, I don't want this to sound like it's easy. We are
all swamped. But, we have to figure out, in this area of safety, how do we get out
there, how do we get in front of our employees?

[39:27] Lead with Safety. If you want to make a change as leader, if you want to
be a better leader, start with safety. Figure out the one or two things you want to
get better at in leadership. Do that in safety and keep doing it and you will create
climate change. People will start talking. We want them to see a change in
us. Don't be afraid of that. Lead with safety because it's the foundation of
relationship and relationship is what makes you successful as a leader.
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[40:22] Most importantly, about leading with safety, as you must consider the
implications of the decisions that you make across beliefs, attitudes, culture,
climate, you have to think deeply about decisions. Companies have to make
tough business decisions. You have to make those decisions and implement
those decisions in the least impactful way and you've got to bring the employees
along. You still have to make those decisions but you can do it in a way that
doesn't destroy the culture.
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[41:08] We know that it isn't just hypothetical, what I'm talking about. Not only
is there a correlation between culture and safety results but there's a causation
between organizations that take their leaders through a leading with safety
methodology and improving and developing their leadership skills and safety
and a change in the overall culture across all of those nine factors not just the
three that have to do with safety. Being a better safety leader creates a
stronger culture. Stronger cultures have better safety performance.

[42:02] The idea of leading with safety is fundamentally sound. It's
hard. Everything I’ve talked about is hard because it means that you as a
person have to make a change. We love to tell other people to change. When we
have to change ourselves, we resist. We are creatures of habit. We want to go
back to the place we were and you have to break out of that. That's what we're
talking about: you have to change your basic behavior.

[END TRANSCRIPT]
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To learn more about what Dan Groover has to say about Safety Leadership,
check out these great articles in Safety+Health Magazine: Dan Groover on Safety
Leadership.

To watch the video of this speech, published by The Grain Journal on YouTube,
click here: Improving Workplace Culture Through Safety Leadership.

For more information and resources on worker health and safety, visit
weeklysafety.com and blog.weeklysafety.com.
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