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 afety will never become a  
 core value within a company  
 culture until the safety strategy 
is aligned with and supports the busi-
ness strategy, rather than hindering or 
constricting it. Every organization has 
a “safety culture,” but could it be better? 
Yes, always, but not by doing more in 
safety. Instead, it is achieved by continu-
ously doing things better and capturing 
and delivering real value. How e�cient 
and value-focused are your safety e�orts?

What’s your strategy?
We succeed in business by winning in the 
marketplace, not by failing fewer custom-
ers. If only we would take the same ap-
proach with safety improvement e�orts. 
In order for businesses to compete and 
capture market share, they must add 
value to current and prospective custom-
ers. �is requires a strategy, which is a 
framework of choices and tradeo�s an 
organization makes to determine how to 
capture and deliver value to the custom-
ers. Strategy, therefore, is how we will win 
with con�dence. 

Zero injuries or incidents is not the 
goal or vision of excellence and does 
not indicate you have won. Rather, it is 
a byproduct of the value of excellence. 
When we focus on delivering value, 
zero is an outcome, not a target nor an 
e�ective vision. Are we focusing safety 
e�orts to win and add value, or to fail 
less? If we achieve zero injuries, how will 
we con�dently know how it was achieved 
so we can duplicate results and yet still 
improve?

“Return on Attention”
When an organization conceptualizes 
a new product or service, a business 
hypothesis is formed to determine how, 
where, when and with whom we will 
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win. Data is subsequently gathered to 
prove or disprove the hypothesis; validate 
interest and forecast outcomes; prioritize 
objectives and the initiatives that support 
them; and measure to validate whether 
e�ort is indeed contributing to the de-
sired results. 

Safety should be managed no di�er-
ently than businesses competing to win. 
Attention share is the market space that 
safety e�orts operate within. Are we cap-
turing attention, engaging, and creating 
interest? If we capture attention, what is 
the Return on Attention? Or, are we lead-
ing with disconnected activities, rules, 
and more and more energy, potentially 
disengaging those we wish to serve and 
help?

�rough my work with the best in 
safety, I’ve aided leaders in realizing the 
need to evolve the role safety plays within 
business strategy. Below, are accounts of 
two clients who recognized this recently 
as both were executing on acquisitions. 

Case Studies
With Client A, safety was an a�erthought 
during the due diligence process, and 
their safety strategy wasn’t as aggressive 
as their business growth strategy. As a 

result, the safety professionals were es-
sentially mopping up behind the �nancial 
decisions. Misalignment and uncertainty 
(safety focus, accountability, systems, 
practices and priorities/values) contrib-
uted to signi�cant issues, not to mention 
serving as real contributing factors to 
several incidents and injuries. 

Waste became the undertone of safety 
e�orts, and activities that served little 
purpose were commonplace. �rough 
an engagement with senior leader-
ship, a comprehensive safety excellence 
framework was understood, created and 
executed. Priorities were developed that, 
with data, con�rmed where attention 
needed to be placed to both focus injury-
prevention e�orts and to align the cul-
ture. Culture change takes time and can 
be much longer due to initial disconnec-
tion between safety and business strategy. 
Since the engagement date two years ago, 
signi�cant progress has been made. 

In contrast, Client B’s safety strategy 
was included in and supported the busi-
ness strategy. Tradeo�s were made on a 
regular basis as it was known that safety 
couldn’t do everything, and sometimes, 
less is more with safety e�orts. Moreover, 
safety played a role in their due diligence 
e�orts. While most mergers and acquisi-
tions will come down to �nancial deci-
sions, the culture and safety systems were 
very well understood, making assimila-
tion a relatively smooth process. 

“Want to” versus “Have to”
A culture of safety excellence will only be 
achieved when the strategies of busi-
ness and the ideal core values around 
safety are one and the same. �is does 
not occur with more platitudes, posters, 
and postulation or prescribed programs; 
it requires the hard work of deciding 
what to do and not to do to measurably 
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improve performance, culture, and the 
value captured from the e�orts. All orga-
nizations on the journey to continuous 
improvement in safety will reach a point 
where “more” is not the answer. Focus on 
e�ciency and contributing and deliver-
ing value. It shouldn’t be surprising that 
zero is much easier to obtain when ev-

eryone is on the same page regarding the 
joint strategies, and “want to” rather than 
“have to” is the predominant mentality 
throughout the culture.  

Shawn Galloway is the coauthor of the 
book, STEPS to Safety Culture Excel-
lence, a keynote speaker, and president 

Employers should ensure they are using value-focused safety activities when attempting to engage employees about safety. If employees aren’t interested, the 
engagement exercises are a waste of time and energy.
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of ProAct Safety. He was the guest  
speaker at the 2014 APA Annual  
Meeting in San Antonio, Texas, and has 
o�ered to make his presentation (Stop 
Trying to Create a Safety Culture, Evolve 
the One You Have) available. He can be 
reached at info@proactsafety.com.
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