


 

Mini-Course 

EMAIL N.0 
____ 

Subject: 

🔒 5 Days to Transform Your Safety Leadership (Starting Now) 
 
Body text: 

Hi there, 
 
What's the real difference between workplaces where safety is just a 
slogan and those where everyone goes home unharmed every day? 
 
It's not more rules. 
 
It's not stricter enforcement. 
 
It's not even bigger safety budgets. 
 
It's leadership. 
 

 



How to Build a Culture of Responsibility 

I'm excited to welcome you to this 5-day Safety Leadership 
mini-course where you'll discover how to transform your approach to 
workplace safety—starting with yourself. 
 
Over the next 5 days, I'll share proven strategies that have helped 
organizations reduce incidents by up to 70% while building stronger, 
more engaged teams. 
 
Here's what we'll cover: 
• Day 1: Why Safety Leadership Begins with You (and the mindset shift 
that changes everything) 
• Day 2: The Trust-Safety Connection (and how to build it with your 
team) 
• Day 3: Visible Leadership Actions That Transform Safety Culture 
• Day 4: The Art of Safety Conversations That Actually Work 
• Day 5: Making Safety Everyone's Responsibility (without blame) 
 
Unlike traditional safety training that focuses on compliance and 
procedures, this mini-course tackles the human side of safety—the 
leadership behaviors that actually determine whether your safety 
program succeeds or fails. 
 
What makes this approach different? 
 
Most safety programs focus on what workers should do. We'll focus 
on what leaders should do first. 
 
Because here's the truth: Your team is watching. When you walk past 
that spill without stopping, when you rush through a safety briefing to 
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get to "real work," or when you respond with frustration to a safety 
concern—you're teaching them what really matters. 
 
Quick question before we start: 
 
When was the last time you personally intervened in an unsafe 
situation?  
 
Not because it was your job, but because you genuinely cared about 
the person at risk? 
 
That's the kind of leadership we'll be building together. 
 
Watch for tomorrow's email where we'll explore why safety leadership 
begins with you, and the specific actions that separate effective safety 
leaders from everyone else. 
 
Until then, stay safe, 
 
[Your name] 
 
P.S. Feel free to reply to this email with your biggest safety leadership 
challenge. I read every response!  
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Mini-Course 

EMAIL N.1 
____ 

Subject: 

Why Safety Leadership Begins with You (The Mindset Shift That 
Changes Everything) 
 
Body text: 

Hi [First Name], 
 
A worker falls from scaffolding on a Tuesday morning. 
 
What happens next will define your entire safety culture. 
 
Will your team see it as: 
• A chance to blame someone for breaking rules? 
• An inconvenient paperwork exercise? 
• Or a critical leadership moment that reveals what you truly value? 
 
Welcome to Day 1 of your Safety Leadership transformation! 
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I'm excited you've joined this journey because what you'll discover 
this week isn't taught in typical safety manuals or compliance training. 
 
The Truth About Safety Leadership 
 
Here's something most safety programs miss: Rules don't prevent 
accidents. People do. And people take their cues from 
leaders—especially when nobody's watching. 
 
When I worked with a manufacturing plant in Detroit, their incident rate 
remained stubbornly high despite having a 200-page safety manual.  
 
Everything changed when their leadership team made one simple 
adjustment: 
 
They stopped treating safety as a compliance exercise and started 
treating it as a leadership responsibility. 
 
Within 8 months, recordable incidents dropped by 63%. 
 
What Effective Safety Leaders Do Differently 
 
The most successful safety leaders I've worked with share these core 
beliefs: 
1. They own safety personally — They never think "that's the safety 
department's job" 
2. They see near-misses as gifts — Not embarrassments to be hidden 
3. They understand emotions drive behavior — Not knowledge of 
rules 
4. They recognize their influence — How they respond to safety 
concerns sets the tone for everyone 
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These aren't just nice theories. They're practical approaches that 
transform safety outcomes. 
 
Your Quick Action Step: 
 
Take a moment to reflect: Do you see safety as a compliance task or a 
leadership responsibility? 
 
Consider the last safety issue you encountered. Did you: 
• Address it immediately, regardless of deadlines? 
• Use it as an opportunity to coach, not criticize? 
• Follow up to ensure the issue was fully resolved? 
 
Your honest answers will reveal your current safety leadership 
mindset. 
 
Tomorrow, we'll explore the invisible connection between trust and 
safety—and why workplaces with high trust see up to 70% fewer 
incidents.  
 
I'll share specific techniques you can use to build the psychological 
safety that enables people to speak up about risks before they 
become incidents. 
 
Until then, remember: Your team isn't watching what you say about 
safety.  
 
They're watching what you do. 
 
Stay safe, 
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[Your Name] 
 
P.S. What's your biggest challenge when it comes to safety 
leadership? Hit reply and let me know—I personally read every 
response!  
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Mini-Course 

EMAIL N.2 
____ 

Subject: 

🤝 Trust and Safety: The Invisible Connection That Reduces Incidents 
by 70% 
 
Body text: 

Hi [First Name], 
 
Have you ever noticed that some teams freely point out safety 
concerns while others stay silent even when they see risks? 
 
The difference isn't about safety rules—it's about trust. 
 
Welcome to Day 2 of your Safety Leadership transformation! 
 
Yesterday, we explored how safety leadership begins with your 
mindset.  
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Today, we're uncovering the invisible connection between trust and 
safety—and why it might be the most powerful safety tool you're not 
using. 
 
Trust: The Safety Superpower 
 
Here's what my research with over 200 organizations revealed: 
• Workplaces with high trust experience up to 70% fewer safety 
incidents 
• Teams that trust their leaders report safety concerns 4x more 
frequently 
• When trust is low, near-misses go unreported 85% of the time 
 
This isn't coincidence—it's causation. 
 
Why Trust Matters More Than Rules 
 
Consider what happened at Alcoa when Paul O'Neill became CEO. 
Instead of focusing on profits, he zeroed in on worker safety. By 
creating a culture where workers felt safe to speak up about hazards, 
Alcoa's workplace injury rate fell to 1/20th of the U.S. average. 
 
The secret? O'Neill built psychological safety—the confidence that 
speaking up won't result in punishment or embarrassment. 
 
Building a Trust-Based Safety Culture 
 
Here are four practical ways to strengthen the trust-safety connection: 
1. Respond positively to reported concerns​
When someone reports a safety issue, thank them first—before 
discussing the issue itself. This reinforces that speaking up is valued. 
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2. Share your own safety mistakes​
Leaders who admit their safety errors demonstrate vulnerability, 
making it safer for others to acknowledge risks. 
3. Prioritize relationships over rules​
Safety discussions should feel like conversations, not interrogations. 
Take time to check in with team members as people, not just workers. 
4. Follow through visibly 
​
When safety concerns are raised, address them quickly and 
communicate the actions you've taken. Unaddressed concerns erode 
trust faster than almost anything. 
 
The Language of Trust and Safety 
 
The words you use matter tremendously: 
 

Instead of saying... Try saying... 

"Who's responsible for this?" "What can we learn from this?" 

"You need to follow the procedure." "Help me understand the challenges 
you're facing with this procedure." 

"That's not your job to worry about." "I appreciate you bringing this to my 
attention." 

 
Real-World Impact 
 
A construction company I worked with implemented monthly "safety 
trust circles" where team members could raise concerns without fear 
of blame. Within four months: 
• Near-miss reporting increased by 215% 
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• Recordable incidents decreased by 43% 
• Employee engagement scores rose by 27% 
 
All because they focused on trust first, compliance second. 
 
Your Quick Action Step: 
 
Today, identify one person you can encourage to voice their safety 
concerns.  
 
When they do, practice active listening without immediately jumping to 
solutions. Simply say: "Thank you for bringing this up. Tell me more 
about your concerns." 
 
Notice how this small action begins building psychological safety. 
 
Tomorrow, we'll explore how your visible leadership actions can 
transform safety culture from the ground up.  
 
I'll share specific behaviors that demonstrate your commitment to 
safety more powerfully than any policy or poster ever could. 
 
Until then, remember: In safety leadership, trust isn't a "nice to 
have"—it's the foundation everything else is built upon. 
 
Stay safe, 
 
[Your Name] 
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P.S. How do you currently respond when someone raises a safety 
concern? Does your reaction build trust or diminish it? Reply to this 
email with your thoughts—I'd love to hear from you!  
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Mini-Course 

EMAIL N.3 
____ 

Subject: 

👀 Visible Leadership: Actions That Transform Safety Culture 
 
Body text: 

Hi [First Name], 
 
Walking past a safety hazard without stopping. 
 
Rushing through a safety briefing to "get to the real work." 
 
Taking shortcuts when deadlines loom. 
 
These silent actions speak volumes about what you truly 
value—regardless of what your safety policy states. 
 
Welcome to Day 3 of your Safety Leadership transformation! 
 
Yesterday, we explored how trust creates the foundation for safety.  
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Today, we're focusing on how your visible leadership actions shape 
safety culture more powerfully than any policy, procedure, or poster 
ever could. 
 
Your Actions Are Being Watched (Even When You Think They Aren't) 
 
Research shows that employees take 90% of their safety cues not 
from what leaders say, but from what leaders do—especially when: 
• Deadlines are tight 
• Budgets are constrained 
• No one seems to be watching 
 
Consider this story from a manufacturing plant I worked with: 
 
A senior manager always walked through the production floor wearing 
proper PPE—except for safety glasses, which he found 
uncomfortable. Despite constant reminders about eye protection in 
safety meetings, eye protection compliance remained at just 34%. 
 
When he committed to consistently wearing his safety glasses during 
every floor visit, compliance jumped to 91% within three 
weeks—without a single new policy or disciplinary action. 
 
The Power of "Safety Moments" 
 
The most effective safety leaders I've worked with create what I call 
"visible safety moments"—brief but powerful demonstrations that 
safety truly matters.  
 
Here are four you can implement immediately: 
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1. The Safety Stop​
When you notice a hazard—no matter how small—stop and address it 
immediately, even if you're late for a meeting. This visible prioritization 
sends a powerful message. 
 
2. The Personal Story​
Share a personal experience with workplace injury (yours or someone 
you know). Vulnerability humanizes safety and makes it real. 
 
3. The Positive Recognition​
Publicly acknowledge someone who raised a safety concern or 
intervened in an unsafe situation. What gets recognized gets repeated. 
 
4. The Curious Question​
Regularly ask team members: "What's the biggest safety concern you 
see that we're not addressing?" Then listen—really listen—to the 
answer. 
 
Safety Leadership in Action: The 2-Minute Tour 
 
One of the most powerful visible leadership techniques I've seen is 
what I call the "2-Minute Safety Tour."  
 
Here's how it works: 
1. Commit to walking through your workplace for just 2 minutes daily 
with safety as your only focus 
2. During this time, look exclusively for safety concerns or positive 
safety behaviors 
3. Address any concerns immediately 
4. Acknowledge positive behaviors on the spot 
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This simple practice signals that safety deserves dedicated 
attention—not just when incidents occur, but every single day. 
 
The Language of Visible Leadership 
 
Your words matter as much as your actions. Consider these powerful 
phrases that demonstrate safety leadership: 
 

Instead of... Try saying... 

"Let's hurry up and get this done." "Let's make sure we do this right, even if it 
takes longer." 

"Don't worry about that right now." "That's an important concern—let's 
address it now." 

"Just this once, we can..." "We never compromise on safety, not 
even once." 

"According to our safety policy..." "I care about your wellbeing, which is 
why..." 

 
The ROI of Visible Safety Leadership 
 
A construction company I consulted with implemented a "Leadership 
Safety Visibility" program where managers were required to perform 
one visible safety action daily. Within six months: 
• Recordable incidents decreased by 62% 
• Safety suggestion submissions increased by 347% 
• Employee surveys showed a 41% increase in the perception that 
"leadership cares about my safety" 
 
Your Quick Action Step: 
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For the next five days, commit to demonstrating one visible safety 
leadership action daily.  
 
It could be as simple as stopping to pick up a trip hazard, praising 
someone for working safely, or sharing a personal safety story at the 
start of a meeting. 
 
Keep a brief log of what you did and how people responded.  
 
You'll be amazed at how quickly these small actions begin shifting 
your safety culture. 
 
Tomorrow, we'll explore the art of safety conversations—how to 
initiate discussions that actually change behavior rather than simply 
checking compliance boxes.  
 
I'll share specific conversation starters that open doors rather than 
putting people on the defensive. 
 
Until then, remember: Your team isn't looking at your safety policy for 
guidance.  
 
They're looking at you. 
 
Stay safe, 
 
[Your Name] 
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P.S. What visible safety action do you plan to take tomorrow? Reply 
and let me know—I'd love to hear your commitment!  
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Mini-Course 

EMAIL N.4 
____ 

Subject: 

🗣️ The Art of Safety Conversations That Actually Work (Not Just 
Compliance Talk) 
 
Body text: 

Hi [First Name], 
 
"I don't want to be the safety police" or "I hate confronting my 
coworkers about safety issues." 
 
Sound familiar? 
 
Most leaders struggle with safety conversations because they 
approach them as confrontations rather than connections. 
 
Welcome to Day 4 of your Safety Leadership transformation! 
 
Yesterday, we explored how your visible actions shape safety culture.  
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Today, we're diving into perhaps the most powerful safety tool at your 
disposal: meaningful safety conversations. 
 
Why Most Safety Conversations Fail 
 
Traditional safety conversations often follow this flawed pattern: 
1. Point out what someone is doing wrong 
2. Remind them of the rule they're breaking 
3. Tell them to do better 
4. Document the conversation 
 
This approach doesn't change behavior—it just creates compliance 
theater and resentment. 
 
When I worked with a mining operation in Western Australia, their 
supervisors dreaded safety conversations. After shifting to the 
approach I'm about to share, engagement in safety discussions 
increased by 340%, and serious incidents dropped by 67% in just 
seven months. 
 
The S.A.F.E. Conversation Framework 
 
The most effective safety leaders use this four-step process for 
conversations that actually change behavior: 
 
S - Start with genuine curiosity 
Begin by seeking to understand, not to correct. Open with questions 
like: 
• "I noticed you're doing [task] differently—can you help me 
understand your approach?" 
• "What challenges are you facing with this procedure?" 
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• "What concerns do you have about the safety of this task?" 
 
A - Acknowledge perspectives 
Validate their viewpoint, even if you disagree with their actions: 
• "I can see why that might seem more efficient." 
• "That makes sense from your perspective." 
• "I understand the pressure you're under to complete this quickly." 
 
F - Focus on shared values 
Connect safety to what matters to them personally: 
• "We both want you to go home to your family without injury." 
• "I know you're someone who takes pride in doing quality work." 
• "I value your expertise, which is why your safety matters to me." 
 
E - Explore solutions together 
Co-create the path forward rather than dictating it: 
• "What would make it easier to follow the safer procedure?" 
• "How might we address this risk without slowing down production?" 
• "What support do you need to make this safer?" 
 
The Power of Safety Stories 
 
Facts tell, but stories sell. Personal safety stories create emotional 
connections that change behavior far more effectively than rules or 
statistics. 
 
Consider these two approaches: 
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Facts-Only Approach Story-Based Approach 

"Hand injuries account for 27% of 
our recordable incidents. Always 
wear gloves when handling metal 

parts." 

"Last year, Mike in shipping thought he'd just 
move one sharp panel without gloves. That 

five-second decision cost him three surgeries 
and he still can't hold his newborn daughter 

properly. That's why I'm serious about gloves." 
 
Which approach would motivate you more? 
 
Responding to Resistance 
 
Even the best safety leaders encounter resistance. Here's how to 
handle common pushback: 
 

When you hear... Try responding with... 

"We've always done it this 
way." 

"And we've been lucky so far. But I'd rather rely on 
good processes than good luck when it comes to 

your safety." 

"There's no time for all these 
safety procedures." 

"I understand the time pressure. Let's look at the 
procedure together and see if we can make it more 

efficient without sacrificing safety." 

"You're being too cautious." 

"You're right that I'm cautious about safety, 
because I've seen what happens when we aren't. 

What specific concerns do you have about this 
approach?" 

 
The Three Levels of Safety Feedback 
 
Effective safety leaders adjust their feedback approach based on the 
situation: 
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1. Appreciative feedback - Reinforce positive safety behaviors​
"I noticed you stopped to clean up that spill even though it wasn't in 
your work area. That kind of ownership keeps everyone safe." 
 
2. Coaching feedback - Guide improvement without blame​
"I've noticed you sometimes remove your safety glasses when it gets 
hot. Let's explore alternatives that might be more comfortable while 
still protecting your eyes." 
 
3. Directive feedback - Address imminent danger​
"Stop what you're doing right now. The equipment you're using isn't 
locked out and presents an immediate danger." 
 
The key is matching your approach to the situation—using directive 
feedback sparingly, and only when necessary. 
 
Making It Practical: Conversation Starters 
 
Here are five conversation starters you can use this week: 
1. "What's one safety concern that keeps you up at night?" 
2. "What safety procedure do you find most difficult to follow, and 
why?" 
3. "If you could change one thing about our safety program, what 
would it be?" 
4. "What's one near-miss you've experienced that taught you 
something important?" 
5. "How confident do you feel speaking up when you see something 
unsafe?" 
 
Your Quick Action Step: 
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Today, commit to having one intentional safety conversation using the 
S.A.F.E. framework.  
 
Start with curiosity, acknowledge their perspective, focus on shared 
values, and explore solutions together. 
 
After the conversation, reflect on: 
• How did it feel different from your typical safety discussions? 
• What did you learn that you might have missed with a more directive 
approach? 
• How did the other person respond to this conversational style? 
 
Tomorrow, in our final email of this series, we'll explore how to make 
safety everyone's responsibility without creating a blame culture.  
 
I'll share practical techniques for building daily safety habits that 
last—even when you're not watching. 
 
Until then, remember: The way you talk about safety matters just as 
much as what you say. 
 
Stay safe, 
 
[Your Name] 
 
P.S. What's been the most challenging safety conversation you've 
ever had to initiate? Reply and share your experience—I'd love to offer 
some specific guidance based on your situation.  
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Mini-Course 

EMAIL N.5 
____ 

Subject: 

🤝 Making Safety Everyone's Responsibility (Without Blame) 
 
Body text: 

Hi [First Name], 
 
What's the difference between organizations where safety is 
everyone's responsibility and those where safety feels like "someone 
else's job"? 
 
One word: ownership. 
 
Welcome to our final day of your Safety Leadership transformation! 
 
Over the past four days, we've explored how your mindset, 
trust-building, visible actions, and conversations shape safety culture.  
 
Today, we're tackling the ultimate challenge: how to make safety truly 
everyone's responsibility—without creating a blame culture. 

25 



How to Build a Culture of Responsibility 

The Ownership Paradox 
 
Here's a truth I've observed in hundreds of organizations: When 
everyone is responsible for safety, no one feels responsible... unless 
you deliberately build ownership into your culture. 
 
The key is balancing accountability with psychological safety. Let me 
show you how: 
 
Creating Accountability Without Blame 
 
The most effective safety cultures separate these three concepts: 
• Error - An unintentional deviation from expected behavior 
• Violation - An intentional deviation from safe practices 
• Consequence - What happens after either one 
 
When you respond differently to errors versus violations, you build 
both accountability and trust: 
 

For Errors (Unintentional): For Violations (Intentional): 

Focus on learning and system 
improvement 

Focus on understanding the motivation 
first 

Ask "What happened?" not "Who did it?" Address the behavior while respecting 
the person 

Share lessons learned broadly Connect consequences to the specific 
choice made 

 
The Power of "Safety Citizenship" 
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Research from the University of Georgia found that "safety citizenship 
behaviors"—voluntary actions that go beyond job 
requirements—reduce incidents by up to 35% more effectively than 
compliance-focused approaches. 
 
Here are five ways to foster these voluntary safety behaviors: 
1. Create Safety Champions - Identify informal leaders who naturally 
influence their peers, and give them special training and recognition 
2. Implement Peer Observations - Train team members to observe 
each other's work and provide constructive feedback (not as 
enforcers but as helpers) 
3. Develop a Near-Miss Reporting System - That celebrates reports 
rather than treating them as failures 
4. Implement "Safety Moments" - Begin every meeting (not just 
safety meetings) with a brief safety discussion 
5. Create Cross-Functional Safety Teams - Include people from 
different departments to solve specific safety challenges 
 
Daily Rituals That Embed Safety 
 
The organizations with the strongest safety cultures embed safety into 
daily work through simple rituals: 
• Start-of-Shift Safety Huddles (3-5 minutes)​
Brief team gatherings where the focus is on the day's specific safety 
challenges 
• Personal Risk Assessments (30 seconds before each task)​
A quick mental check where workers ask themselves: "What could 
hurt me in this task? What will I do to prevent it?" 
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• "Fresh Eyes" Reviews (weekly)​
Team members inspect each other's work areas for hazards that 
familiarity might cause the regular occupant to miss 
• Safety Success Sharing (during team meetings)​
Celebrating specific examples of excellent safety behavior or hazard 
control 
 
The Safety Metrics That Actually Matter 
 
Most organizations track lagging indicators (incidents after they 
happen). Exceptional safety cultures focus on leading indicators that 
predict and prevent problems: 
 

Traditional Safety Metrics Predictive Safety Metrics 

Number of incidents Number of safety conversations 

Days without injuries Percentage of safety suggestions 
implemented 

Compliance audit scores Number of near-miss reports 

Training hours completed Employee perception of safety priority 

 
A Case Study in Collective Ownership 
 
A chemical plant I worked with struggled with scattered safety 
responsibilities and a blame-oriented culture. After implementing three 
key changes, they saw transformative results: 
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1. They created a "safety observation" program where every employee 
was expected to submit at least one observation monthly (positive or 
improvement-focused) 
2. They implemented monthly "safety standdowns" where normal 
work stopped for 30 minutes to discuss one specific safety topic 
3. They established a "no blame" response protocol for all incident 
investigations, focusing on system issues rather than individual blame 
 
The results? Within 18 months: 
• Recordable incidents decreased by 84% 
• Near-miss reporting increased by 267% 
• Employee survey responses to "I feel responsible for the safety of 
my colleagues" rose from 61% to 94% agreement 
 
Your Final Challenge: The 30-Day Safety Leadership Transformation 
 
As we conclude this mini-course, I invite you to commit to a 30-day 
safety leadership challenge: 
1. Week 1: Implement daily safety moments at the beginning of each 
team meeting 
2. Week 2: Have one meaningful safety conversation each day using 
the S.A.F.E. framework 
3. Week 3: Recognize and celebrate one example of excellent safety 
behavior daily 
4. Week 4: Identify and address one systemic safety issue in your 
workplace 
 
Document your experience and the changes you observe. I guarantee 
you'll be amazed by the transformation in both safety outcomes and 
team engagement. 
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Where to Go From Here 
 
This mini-course has given you the essential building blocks of safety 
leadership: 
• A personal leadership mindset 
• Trust-based relationships 
• Visible leadership actions 
• Effective safety conversations 
• Collective ownership techniques 
 
The next step is to implement these practices consistently and build 
them into the fabric of your organization's culture. 
 
Remember: Safety excellence isn't achieved through grand initiatives 
or perfect policies.  
 
It's built through thousands of small actions and conversations that 
demonstrate, day after day, that people matter more than production, 
and that going home safely is the true measure of a successful 
workday. 
 
One Final Thought 
 
Safety leadership isn't just about preventing harm.  
 
It's about creating an environment where people can do their best 
work without fear—where speaking up is valued, where learning 
matters more than blaming, and where everyone feels personally 
responsible for each other's wellbeing. 
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When you achieve that, you don't just get better safety 
outcomes—you get better business outcomes across the board. 
 
Thank you for joining me on this safety leadership journey.  
 
I'd love to hear how you apply these principles and the results you 
achieve. 
 
Stay safe, 
 
[Your Name] 
 
P.S. This may be the end of our email series, but it's just the beginning 
of your safety leadership journey. If you'd like more in-depth guidance 
on any of the topics we've covered, or if you have questions about 
your specific safety challenges, please reply to this email. I personally 
read and respond to every message. 
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