


Guide

90-DAY SAFETY GULTURE
IMPLEMENTATION
ROADMAP

Safety culture transformation doesn't happen overnight. It
requires a deliberate, phased approach that builds momentum
while creating lasting change. This 90-day roadmap provides you
with a week-by-week action plan to transform your organization's
safety culture, prioritizing the right activities at the right time and
helping you overcome common obstacles during implementation.

Research shows that organizations with strong safety cultures
experience 70% fewer workplace incidents. But how do you get
from where you are now to where you want to be?



This guide breaks down the journey into manageable steps
across three critical phases:

Implementation

Introduce safety talks,
recognition, check-ins,
and feedback loops

[ Days 1-30

l Sustainability

. Train leaders, schedule
Foundation reviews, and celebrate

wins for lasting change
Observe, listen, g g

review, and model
safe behaviors

By following this structured approach, you'll avoid the common
pitfall of trying to change everything at once, which often leads to
frustration and abandonment of safety initiatives. Instead, you'll
build consistent momentum, gain buy-in from your team, and
create sustainable safety practices that survive personnel
changes and competing priorities.

Let's begin your journey to a stronger safety culture that protects
your people and strengthens your business.



Phase 1: Foundation Building (Days 1-30)

Your first month is critical for understanding your current safety
culture and preparing for meaningful change. This phase focuses
on assessment, listening, and establishing baselines before
implementing new systems.

Week 1: Assessment and Understanding (Days 1-7)
Days 1-2: Safety Culture Observation

Begin by observing your workplace with fresh eyes. Walk through
different areas and notice:

e How do people talk about safety?
e What safety practices are consistently followed or ignored?
e What non-verbal cues reveal attitudes toward safety?

e Are safety reminders and equipment readily visible and
accessible?

Take detailed notes without making immediate judgments. Your
goal is to gather information, not to fix problems yet.

Days 3-4: Document Review
Review your existing safety documentation:

e Safety policies and procedures
e Incident reports from the past year



e Near-miss documentation
e Safety meeting minutes

e Training records
Look specifically for:

e Gaps between written procedures and actual practices

e Recurring issues or patterns in incidents

e Areas with minimal documentation or oversight

e QOutdated policies that no longer match current operations

Days 5-7: Safety Perception Survey

Create and distribute a brief anonymous survey to gauge how
people currently perceive safety in your organization. Keep it
simple with questions like:

e How comfortable do you feel reporting safety concerns?

e Do you believe leadership prioritizes safety over productivity?
e What barriers prevent you from following safety procedures?
e What one change would most improve safety in your area?



Implementation Tool: Safety Culture Assessment Worksheet

Area to Assess Current State Gaps Identified Priority (H/M/L)

Leadership
visibility

Safety reporting

Safety
communication

Employee
involvement

Safety procedures

Training
effectiveness

Recognition
practices

Week 2: Listening and Learning (Days 8-14)
Days 8-10: Individual Conversations

Schedule 15-30 minute one-on-one conversations with key team
members from different levels and departments. Ask:

e What safety concerns keep you up at night?
e When have you felt proud of how we handle safety?
e What makes following safety procedures difficult?



e What safety ideas have you had but never shared?

Take detailed notes and look for themes across conversations.
Show genuine interest without promising immediate solutions.

Days 11-12: Leadership Alignment Meeting

Gather your leadership team to:

Share themes from your observations and conversations
(without attributing comments to individuals)

Discuss gaps between current and desired safety culture

Begin building consensus on priorities

Set expectations about your 90-day implementation plan
Days 13-14: Data Collection Planning

Establish simple metrics to track throughout your 90-day journey.
Select 3-5 leading indicators such as:

e Number of safety conversations
e Near-miss reports

e Safety suggestions submitted

e Hazard identifications

e Safety meeting participation



Create simple tracking mechanisms that don't create excessive
paperwork.

Implementation Tool: Safety Conversation Tracking Log

Conversation Follow-up

Date Department Type Key Insights Needed

(One-on-one,
Group,
Observation)

Week 3: Baseline Establishment (Days 15-21)
Days 15-16: Current Metric Analysis

Gather baseline data for your selected metrics. If you don't have
existing data, begin tracking now to establish a starting point.
Document:

e Current incident rates

e Recent near-miss reports

e Participation rates in safety activities

e Time to resolution for reported hazards

e Any other metrics you've selected to track



Days 17-18: Physical Safety Walk

Conduct a thorough physical inspection of your workplace. Unlike
your initial observation, this walk focuses specifically on physical
hazards and control measures. Document:

e Missing or inadequate guards or barriers

Areas with poor lighting or visibility

Awkward ergonomic setups

Emergency equipment accessibility

Housekeeping concerns

Take photos to document current conditions for before/after
comparisons.

Days 19-21: Quick Win Identification

Based on your observations and conversations, identify 3-5
"quick wins" - simple, visible safety improvements you can
implement quickly. Good candidates include:

e Fixing obvious hazards

e Improving lighting in dark areas

e Providing better or more accessible safety equipment
e Clearing cluttered walkways

e Adding missing safety signage



Implementation Tool: Quick Win Action Plan

Resources Person Target Impact

Sl Needed Responsible  Completion Expected

Week 4: Personal Leadership Foundation (Days 22-30)
Days 22-24: Self-Assessment and Modeling

Honestly assess your own safety leadership behaviors:

e Do you consistently wear required PPE?

e Do you point out hazards when you see them?
e Do you prioritize safety in decision-making?

e Do you make time for safety discussions?

Begin consciously modeling the safety behaviors you want to
see. Remember that your actions speak louder than any policy.

Days 25-27: Communication Planning

Develop a clear communication plan for your safety culture
initiative:

e Draft key messages about why safety culture matters
e Plan how and when you'll share progress updates



e Create aregular cadence for safety communications

e |dentify communication channels for different audiences
Days 28-30: Phase 1Review and Phase 2 Planning

Review what you've learned in Phase 1 and finalize your plans for
Phase 2:

e Summarize key insights from observations and conversations
e Prioritize focus areas for the next 30 days

e Begin implementing your quick wins

e Schedule key meetings and activities for Phase 2

Implementation Tool: 30-Day Readiness Assessment
Foundation Element Status Next Steps
Baseline metrics established
Leadership team aligned
Quick wins identified
Personal modeling in place

Communication plan created



Phase 2: System Implementation (Days
31-60)

Now that you understand your current safety culture and have
established baselines, it's time to implement new systems and
practices that drive meaningful change.

Week 5: Safety Conversation Implementation (Days
31-37)

Days 31-32: Safety Conversation Training
Train your leadership team on effective safety conversations:

e How to start conversations without blame
Open-ended questions that encourage sharing

Active listening techniques
How to respond constructively to safety concerns

Following up appropriately

Practice these techniques through role-playing scenarios.
Days 33-35: Daily Safety Touchpoints
Implement brief daily safety discussions in existing meetings:

e Add a 2-minute safety topic to shift handovers

e Begin team meetings with a safety moment
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e Ask about safety concerns in one-on-one discussions

e Share a relevant safety story or lesson learned
Keep these additions brief and relevant to the work being done.
Days 36-37: Safety Conversation Tracking

Begin formally tracking safety conversations using your
established system. Record:

e Number of conversations

e Key themes or concerns raised

e Follow-up actions needed

e Positive safety behaviors observed

Implementation Tool: Safety Conversation Starter Cards
Create small cards with conversation starters like:

e "What's the most challenging part of working safely in your
role?"

e "Have you noticed any changes that have created new safety
concerns?"

e "What's one thing we could do to make your job safer?"
e "Tell me about a time you prevented a safety incident."
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Week 6: Recoghition System Launch (Days 38-44)
Days 38-39: Recognition Program Design

Design a simple recognition program for safety behaviors:

e |dentify specific behaviors you want to recognize
e Create multiple recognition levels (peer, supervisor, formal)
e Determine appropriate recognition methods

e Establish criteria for different recognition levels
Days 40-41: Recognition System Launch
Introduce your recognition program to the organization:

e Explain the behaviors being recognized
e Demonstrate how recognition will work
e Share how recognitions will be celebrated

e Clarify that this is about positive reinforcement, not
competition

Days 42-44: First Recognition Wave

Actively look for opportunities to recognize positive safety
behaviors:

e Catch someone following procedures when they think no one
is watching



e Acknowledge someone who speaks up about a safety
concern

e Recognize a team that implements a safety improvement
e Thank someone who reports a near miss

Make these recognitions public when appropriate to reinforce
desired behaviors.

Implementation Tool: Safety Recognition Log

Behavior Recognition Follow-up

Date AP Recognized Method Impact

Week 7: Near-Miss and Hazard Reporting (Days 45-51)
Days 45-46: Reporting System Review

Evaluate your current near-miss and hazard reporting system:

e Isit easy to use?

e Do people understand what should be reported?

e Is there fear of negative consequences for reporting?
e How quickly are reports addressed?

Make necessary adjustments to remove barriers to reporting.
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Days 47-49: Simplified Reporting Implementation
Implement improvements to your reporting process:

e Create simple, accessible reporting forms or digital tools
e Clearly define what constitutes a near miss or hazard

e Establish response timeframes for different severity levels
e Communicate the value of reporting to all employees

Days 50-51: Report Response Process
Develop a clear process for responding to reports:

e Who reviews submitted reports?
e How are they prioritized?
e How will you communicate actions taken?

e How will you track closure of identified issues?
Implementation Tool: Hazard/Near-Miss Response Workflow
Create a visual workflow showing:

1. How reports are submitted

2. Initial review and prioritization process
3. Assignment of responsibility

4. Implementation of corrective actions

5. Verification of effectiveness



6. Feedback to original reporter
7. Sharing of lessons learned

Week 8: Safety Integration and Feedback (Days 52-60)

Days 52-53: Process Integration

Identify opportunities to integrate safety into existing work
processes:

e Add safety checkpoints to project planning

e Include safety performance in regular performance
discussions

e Integrate safety considerations into purchasing decisions
e Build safety aspects into training for all roles

Days 54-56: Mid-Implementation Feedback
Gather feedback on your implementation progress:

e Conduct small group discussions
e Send a brief pulse survey
e Have informal conversations with frontline workers

e Check in with supervisors and managers

Ask specifically what's working, what's not, and what
adjustments would help.



Days 57-60: Phase 2 Review and Phase 3 Planning
Assess your progress at the midpoint of your implementation:

e Review metrics against your baseline

e Evaluate participation in new systems

e l|dentify successful initiatives to expand

e Determine which approaches need adjustment

Plan your focus areas for Phase 3 based on this review.

Implementation Tool: Mid-Implementation Assessment

Needs

Initiative Working Well Adjustment

Next Steps

Safety
conversations

Recognition
program

Near-miss
reporting

Process
integration
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Phase 3: Refinement and Sustainability (Days
61-90)

In the final 30 days, you'll focus on refining what works,
addressing gaps, and creating systems to sustain your progress
beyond the initial 90 days.

Week 9: System Refinement (Days 61-67)
Days 61-62: Data-Driven Refinement

Analyze the data you've collected so far:

e Which metrics are showing improvement?
e Where do you see limited or no progress?
e Which departments or teams show the strongest adoption?

e What patterns emerge in near-miss reports or safety
conversations?

Use these insights to guide your refinement efforts.
Days 63-65: Success Amplification

Identify your most successful initiatives and look for ways to
expand their impact:

e Share success stories across departments
e Document what made these initiatives work



e Provide additional resources to high-impact activities

e Recognize those who contributed to successful
implementations

Days 66-67: Gap Intervention Planning
For areas showing limited progress:

e Conduct focused discussions to understand barriers
e Develop targeted interventions for specific challenges
e Adjust approaches based on feedback

e Set clear expectations for improvement

Implementation Tool: Success Amplification Worksheet

Successful Resources
Initiative Why It Worked How To Expand Needed



Week 10: Leadership Expansion (Days 68-74)
Days 68-69: Safety Leadership Training

Develop other leaders throughout your organization:

e Conduct training on safety leadership principles

e Share what you've learned through your implementation
e Provide tools and resources for ongoing leadership

e Set expectations for continued safety leadership

Days 70-72: Peer Safety Leader Identification
Identify informal safety leaders at all levels:

e Look for those who naturally model good safety behaviors
e |dentify people others turn to with safety questions

e Notice who speaks up constructively about concerns

e Recognize those who help others work safely

Days 73-74: Safety Champion Network Launch
Create a network of safety champions across departments:

e Invite identified leaders to participate
e Clarify roles and expectations
e Provide additional training and resources

e Establish regular communication channels

20 e



Implementation Tool: Safety Champion Role Description
Create a clear description outlining:

e Purpose of the safety champion role
e Key responsibilities and activities

e Time commitment expectations

e Support and resources provided

e Recognition for participation

Week 11: Sustainable Systems (Days 75-81)
Days 75-76: Documentation and Standardization
Document your successful approaches:

e Create simple procedure documents

e Develop standard tools and templates

e Record best practices and lessons learned
e Make these resources easily accessible

Days 77-79: Integration with Business Systems
Ensure safety is integrated into core business processes:

e Add safety metrics to regular business reviews

e Include safety performance in promotion considerations
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e Integrate safety into strategic planning discussions
e Link safety performance to business outcomes

Days 80-81: Resistance Management
Identify and address ongoing resistance:

e Listen to understand concerns

e Address misconceptions

e Provide additional support where needed

e Be clear about non-negotiable expectations

Implementation Tool: Sustainability Assessment

Sustainability Element Current Status Actions Needed

Documentation
completed

Process integration
Leadership commitment
Resource allocation

Measurement systems
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Week 12: Celebration and Forward Planning (Days 82-90)
Days 82-84: Progress Celebration

Recognize and celebrate the progress you've made:

e Share key metrics and improvements
e Tell stories of positive changes
e Recognize key contributors

e Acknowledge challenges overcome
Days 85-87: 12-Month Safety Culture Plan
Develop your plan for the next year:

e Set specific, measurable goals
e l|dentify key initiatives for each quarter
e Assign ownership for ongoing activities

e Establish review and adjustment points
Days 88-90: Communication and Commitment
Communicate your 90-day results and future plans:

e Share achievements with all stakeholders
e Be transparent about continuing challenges
e Reinforce leadership commitment

e Invite ongoing participation and feedback
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Implementation Tool: 12-Month Safety Culture Calendar
Create a calendar showing:

e Regular safety activities (meetings, reviews, etc.)

Special initiatives planned for each quarter

Recognition events and celebrations

Training and development opportunities

Measurement and assessment points
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Common Implementation Challenges and
Solutions

Throughout your 90-day implementation, you'll likely face
obstacles. Here are strategies for addressing common
challenges:

Challenge 1: Competing Priorities

Signs:

e Safety activities getting postponed
e Decreased attendance at safety meetings
e Leaders saying "we're too busy for this right now"

Solutions:

e Integrate safety into existing processes rather than creating
separate activities

e Connect safety outcomes to business priorities (quality,
productivity, cost)

e Keep safety touchpoints brief but consistent
e Focus on high-impact activities during busy periods
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Challenge 2: Leadership Inconsistency

Signs:

e Leaders talking about safety but not modeling it
e Different messages from different leaders
e Safety priorities changing frequently

Solutions:

e Create simple leadership standards everyone agrees to follow
e Address inconsistencies privately with specific leaders

e Recognize and celebrate consistent leadership

e Use peer influence from respected leaders

Challenge 3: Employee Resistance

Signs:

e Low participation in voluntary activities
e Minimal reporting or suggestions
e Dismissive comments about initiatives

e Compliance without engagement
Solutions:

e Listen to understand specific concerns

e Involve resisters in finding solutions
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e Share concrete benefits and early wins
e Find and leverage peer influencers

Challenge 4: Initial Reporting Spike
Signs:

e Dramatic increase in reported issues
e Overwhelmed response systems
e Concern about "getting worse"

Solutions:

e Anticipate and frame this as positive (improved visibility)
e Prioritize response to critical issues

e Communicate regularly about progress

e Adjust resources temporarily to handle volume

Challenge 5: Loss of Momentum

Signs:

e Declining participation over time
e Return to old behaviors
e Fewer safety conversations

e Reduced leadership mentions of safety
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Solutions:

e Introduce new elements to maintain interest
e Reconnect to purpose and meaning

e Celebrate progress and milestones

e Refresh training and messaging
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Measuring Success: Beyond Incident Rates

While reducing incidents is your ultimate goal, focus on these
leading indicators to measure progress throughout your
implementation:

Process Measures

e Number of safety conversations conducted

e Participation in safety meetings and activities
e Safety suggestions submitted

e Near-miss and hazard reports

e Closure rate on identified issues

Perception Measures

e Employee comfort reporting safety concerns

Belief that leadership prioritizes safety
Willingness to stop work for safety reasons

Perception of peer safety commitment

Understanding of safety expectations

Leadership Measures

e Leader participation in safety activities
e Quality of safety conversations
e Visible safety actions by leaders
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90-Day Safety Culture Implementation Roadmap

e Consistent safety messaging
e Resource allocation to safety initiatives
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Final Words

CONGLUSION

Safety culture transformation is a journey, not a destination. Your
90-day implementation plan provides the structure and focus
needed to create meaningful change, but the work continues
beyond this initial period.

The most successful safety cultures share several key
characteristics:

e Safety is integrated into daily work, not treated as a separate
program

e Everyone feels responsible for their own safety and that of
others

e Open communication about safety concerns is encouraged
and valued

e Leaders consistently model the behaviors they expect

e Success is measured by leading indicators, not just incident
rates

31 e



e Safety decisions are guided by values, not just compliance
requirements

By following this roadmap, you've laid the groundwork for these
characteristics to flourish in your organization. You've moved
beyond the common approach of trying to enforce safety through
rules alone and instead built a culture where safety is a shared
value that influences daily decisions and behaviors.

Remember that culture change happens gradually through
consistent, focused effort. Celebrate your progress, learn from
setbacks, and maintain your commitment to creating a workplace
where everyone returns home safely every day.
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Action Plan

1.

6.

Today: Schedule time for your initial workplace observation
walk

. This week: Review your existing safety documentation and

metrics

Next week: Begin one-on-one conversations with key team
members

. Within 2 weeks: Identify 3-5 quick wins you can implement

immediately

. Within 30 days: Complete your Phase 1assessment and

finalize Phase 2 plans
Within 90 days: Implement your full safety culture roadmap

The journey of a thousand miles begins with a single step. Your
journey to a stronger safety culture starts now, with your
commitment to make safety personal, visible, and valued
throughout your organization.
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