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Introduction

Safety culture reflects the shared beliefs, norms, and practices that shape how teams anticipate and respond to
risk, communicate concerns, learn from mistakes, and support one another in carrying out complex and high-
stakes work (Vogus, Sutcliffe, & Weick, 2010). In helping professions, where uncertainty is inherent and
consequences are profound, safety culture is a critical driver for the workforce and the population they serve.

A growing body of research demonstrates that strong safety culture is associated with better decision-making,
improved child safety outcomes, and a healthier, more resilient workforce (Singer & Vogus, 2013; Vogus &
Sutcliffe, 2011). Our team has administered the TASC to over 20 child welfare agencies with over 50,000
responses to date. Studies across helping professions have shown that when staff experience psychological
safety, shared accountability, and supportive supervision, agencies are better able to identify emerging risks,
adapt to changing conditions, and prevent harm. Conversely, fear-based environments—where errors are hidden,
voices are silenced, or blame outweighs learning—undermine both child safety and staff well-being (Cull &
Epstein 2016; Lindsey, 2018).

The Team First Assessment of Safety Culture (TASC) was largely adapted from previously validated scales in the
literature. Used by the National Partnership for Child Safety in collaboration with state and local child welfare
agencies, the TASC provides a structured, team-based way to understand how safety culture shows up in daily
practice. Rather than focusing solely on individual attitudes or compliance, the TASC examines how work is
actually done within and across teams—how people communicate, manage pressure, respond to uncertainty, and
learn together.

The TASC is grounded in principles from safety science, which emphasize that harm is rarely the result of a single
bad decision or individual failure. Instead, safety emerges—or breaks down—based on how systems are designed,
how teams interact, and how organizations respond to risk and failure (Vogus et al., 2010). Research applying
safety science to child protection has shown that focusing on system functioning, teamwork, and adaptability
offers more promise for preventing severe harm than relying on retrospective blame or rigid rule enforcement
alone (Cull, Epstein, et al., 2013).

Ultimately, strengthening safety culture is not a one-time initiative, it is an ongoing practice. By using the TASC
and this toolkit as part of a broader learning system, helping professions can build environments where staff are
supported to speak up, adapt wisely, and stay focused on what matters most: the safety, well-being, and dignity
of children and families.
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Introduction

Your Survey Has Closed—Now What?

Congratulations! You've achieved strong participation in your TeamFirst Assessment of Safety Culture (TASC). Staff have shared
their honest perspectives about psychological safety, mindful organizing, workplace connectedness, emotional exhaustion, and
other critical dimensions of your agency's safety culture.

But collecting data is just the beginning. The real impact comes from what you do next: how you analyze, communicate, and act
on these findings.

This guide will walk you through the essential steps from data analysis to culture change, including:
e Understanding your data and what the numbers mean
e Accessing your interactive dashboard to explore results
e Participating in TASC Skills Lab Part 2 to build data literacy
e Disseminating results transparently and effectively
e Facilitating meaningful conversations at all levels of your agency
e Developing action plans through PDSA cycles

Remember: Survey data is the START of the conversation, not the end.

The TASC serves three critical functions:
e Two-way communication about culture (employee voice to leadership; leadership priorities to staff)
e Measurement of safety culture across domains (benchmarking, tracking change over time)
 Driving systems change efforts (identifying where to start, connecting to evidence-based strategies)
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Understanding your data

How TASC Data is Reported:

The Center for the Helping Professions uses percent positive reporting because it's intuitive and easy to communicate. Your
data will be built into an interactive data dashboard.

At the Scale Level:

Each question is converted to a binary response (agree/disagree), then averaged for the scale.

Example: "72% of staff report psychological safety” means that on average, 72% of respondents agreed with the psychological
safety items. Said another way, “About 7 out of 10 staff describe feeling psychologically safe on their teams.”

When reviewing your data, the goal is to see higher levels of agreement over time on all scales, with one important exception:
Emotional Exhaustion. Because Emotional Exhaustion measures burnout and depletion, lower agreement is the desired
direction. For every other scale — Psychological Safety, Mindful Organizing, Workplace Connectedness, Stress Recognition,
Workplace Safety, and Intent to Remain Employed in Child Welfare — increasing agreement reflects a healthier, stronger safety
culture.

At the Item Level:
Percent positive represents those who agreed with that specific statement.
Example: "85% of employees reported feeling safe in their office environment”

Important Notes:
¢ Neutral responses are NOT included in percent positive calculations
¢ [ndividual responses are held in confidence—only reported for groups of 10+ employees
e Survey data is a starting point for conversations, not a definitive evaluation
e Additional analysis and comparisons are available upon request
100

80
60
40
20

0

www.centerforthehelpingprofessions.org



TeamFirst .
Assessment of Safety Culture Data Reporting

The Dashboard

Your Data, Your Way

The Center for the Helping Professions prepares a comprehensive, interactive data dashboard that puts your TASC results at
your fingertips. This password-protected platform allows your jurisdiction to control access—deciding which leaders,
supervisors, or team members can view and explore the data.

Dashboard Features

* |[nteractive Filters: * Self-Service Reporting:
o Filter by demographic factors (role, tenure, o Generate your own reports in real-time without
region, program area, etc.) waiting for custom analysis
o Compare across different employee groups o Drill down into specific insights relevant to your
o View results by individual survey items or teams or initiatives
aggregate scales o Export data visualizations for presentations
e Core Safety Culture Scales: e Trend Tracking:
° Psychological Safety o Compare results over time if you've administered
o Mindful Organizing TASC previously
© WorkPIace Connec’Fedness o Monitor progress on improvement initiatives
° Emotional EXh?l.JSt'O”  Resources & Action Planning Tools:
o Stress Recognl.tlon o o Links to evidence-based strategies for each scale
° Intentto Remam.Emponed in Child Welfare o Templates for facilitating team conversations
o Workplace (Physical) Safety o PDSA cycle planning tools
g Supplementz.;\I.ScaIes: . _ « Confidentiality Maintained
° Any additional scales your agency included in the o The dashboard respects the 10-person rule: Data is
survey y . only displayed for groups of 10 or more employees to
© Custom agency-specific questions protect individual anonymity. If a filter produces a
group smaller than 10, the dashboard will notify you
Who Should Have Access? that data cannot be displayed for this breakdown.

Your jurisdiction controls dashboard access. Consider granting access to:
» Executive leadership (full access to all data)
 Division/program directors (access to their areas)
» Regional managers (access to their regions)
e HR/Workforce Development staff
e (uality Improvement teams
» Team supervisors (access to their team-level data, where groups exceed 10)
» Best Practice: Balance transparency with confidentiality. The more people who can access and explore data, the more
ownership they'll feel—-but ensure everyone understands how to interpret results responsibly.
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The Dashboard

CHP will meet with jurisdictions to orient them to the dashboard and discuss the results.

TASC Safety Culture Dashboard
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The Safety Culture tab displays a comparison between your selected filtered sample and the agency as a whole. It shows
percent positive reporting for each of the standard safety culture scales (e.g., Psychological Safety, Mindful Organizing,
Workplace Connectedness). This allows you to see how your team or division aligns with overall agency trends and identify
areas of strength or opportunity.

www.centerforthehelpingprofessions.org CHP 7



TeamFirst .
Assessment of Safety Culture Data Reporting

The Dashboard

Exploring Safety Culture Data
As you scroll down in the Safety Culture tab, you'll find explanations for each of the core scales (e.g., Psychological Safety,
Mindful Organizing, Workplace Connectedness).

To view question-level data for any scale, simply click on the tile for that construct. This will open a detailed breakdown of
individual items, allowing you to see specific areas of strength or opportunity within that scale.
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For more information on the data dashboard navigation, please see the dashboard tutorial document.
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Skills Lab

Data Reporting

The Center for the Helping Professions offers a TASC Skills Lab a training designed to help your agency build data literacy and
use TASC results effectively. It helps familiarize staff with the survey, data dissemination and choosing a focus for action.

What is TASC Skills Lab?
This interactive training session helps agency leaders,
managers, and staff:
e Understand how to read and interpret TASC data
¢ Navigate the interactive dashboard
e Facilitate team-level conversations about results
e Connect data to action planning
¢ Use evidence-based strategies to improve safety
culture

Who Should Attend?
e Executive leadership team
e Division directors and program managers
e Regional supervisors
¢ HR and workforce development staff
¢ Quality improvement leads
e Team leads who will facilitate debriefs with their staff
e Culture champions or peer facilitators

Practical Application:
e Reviewing your agency's actual data in real-time
* Practice facilitation scenarios
e (&A with CHP experts

Requesting TASC Skills:

Training Topics Include:

Understanding TASC Data

What percent positive means and how to explain it to teams
Reading data visualizations (charts, graphs, comparisons)
Understanding statistical significance

Interpreting correlations and trends

Talking About TASC Data with Teams:

How to frame results constructively

Facilitating difficult conversations when scores are low
Celebrating strengths while addressing gaps

Using data to drive team ownership

From Data to Action:

Identifying focus areas (Full Results Approach vs. Focused
Approach)

Connecting TASC scales to evidence-based interventions
Developing PDSA cycles for small-scale change
Monitoring progress and adjusting strategies

Contact the Ashley Krumbach (ashley.krumbach@helpingprofessions.org) at the Center for the Helping Professions to schedule

this training for your agency.
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Purpose

To ensure consistent, ethical, and effective dissemination of TASC survey results across agencies, divisions, and teams, while
maintaining confidentiality and promoting meaningful culture conversations.

1. Preparation for Dissemination 4. Facilitation of Culture Conversations
o |dentify Key Partners: Determine who will receive the o C(Create Safe Spaces:
data (executive leadership, supervisors, team leads, = Allocate 60-90 minutes for team conversations.
frontline staff). (Jurisdiction) = Encourage open dialogue and reflection.
o Develop Dissemination Materials: o Use Guided Prompts:
= Percent positive reports by scale and item = What does this scale mean to us? What does it
= \isual summaries (charts, graphs) look/feel/sound like?
= Plain-language summaries e How do you/your teams results compare to
= Team-level reports (where applicable) your experience? Were you surprised?
2.Agency-Level Dissemination = What would look different if all of us shared a
o Initial Reporting: strong positive experience relative to this scale?
= Share high-level findings with executive = What is one thing we can change to improve?
leadership. Where do we want to focus?
= |nclude demographic breakdowns and scale-level 5. Action Planning
summaries. o Align with Existing Initiatives:
o Messaging: = Connect findings to ongoing COI, training, or
= Frame results as a starting point for culture leadership efforts.
improvement. o Develop PDSA Cycles:
= Emphasize confidentiality and the purpose of the = |dentify small-scale interventions to test
survey. improvements.
3.Regional and Team-Level Dissemination = Assign ownership and set timelines for follow-up.
o Safety Culture Check-Up Tools: 6. Follow-Up and Monitoring
= Provide percent positive data for each o Set Check-In Points:
region/team. = Schedule progress reviews and reassessments.
= |nclude definitions and context for each scale. o Celebrate Successes:
o Roundtable Debriefings: = Share stories of improvement across the agency.
= Schedule facilitated discussions with regional and = Recognize teams for engagement and innovation.
team members. 7. Confidentiality and Ethics
= Use structured tools (e.g., Plus/Minus/Interesting) o Maintain Anonymity:
to guide interpretation. = [o not report data for groups smaller than 10.

= Avoid demographic breakdowns that could
identify individuals.
o Use Data Responsibly:
= Frame results as opportunities for growth, not
evaluation.

www.centerforthehelpingprofessions.org
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Data Dissemination

1to 2 Leadership Briefing Executive Team/Senior leaders = Align Vision, set priorities, plan response

2to3 Dashboard Training Leaders, managers, supervisors Build data literacy, dashboard navigation

2to3 Management Briefing/review of data Mid level Management Prepare for agency dissemination/support of change
3to4 Team Meetings/Supervisors Individual teams Deep dive into data, identify actions

4toB All Staff All staff by program area Share agency wide response and set tone

4to8 Focus Groups Diverse staff Qualitative insights, co-create solutions

Ongoing Peer-led Debriefs Small Groups Foster trust and candid discussions

Monthly Town Halls All Staff Progress updates and celebrate wins

The TASC results are a snapshot, a moment in time, that helps you understand your agency's safety culture. But numbers alone
don't create change. Conversations create change. Actions create change. Commitment creates change.

As you move forward:
e Be transparent. Share results honestly, even when they're difficult.
e Be curious. Ask "why?" and "what if?" Don't assume you know what the numbers mean.
e Beinclusive. Invite voices from every level. The best ideas often come from frontline staff.
e Berealistic. You can't fix everything at once. Start small, build momentum, celebrate wins.
e Culture change is slow. It requires sustained effort over years, not weeks.
e Follow through on commitments. Update staff regularly and track progress.

www.centerforthehelpingprofessions.org CHP 1



TeamFirst .
Assessment of Safety Culture Data Reporting

Theory of Change

Safety Cultures are multifaceted and progressive. For example, workplace connectedness understandably builds psychological
safety. Similarly, the TASC constructs are related to one another. When your data reveals areas of strength, those strengths are
not simply things to celebrate and move on from. Those strengths can be intentionally drawn upon to support other constructs
in Safety Culture that aren't strong yet.

A Theory of Change describes how and why we expect improvement to happen. In the context of the TASC, our theory is this:
higher-rated safety culture constructs can be leveraged as active tools to strengthen lower-rated ones. This is not about
ignoring weaknesses or areas of opportunities, rather it is about starting where your team already has momentum.

Workplace Connectedness — Psychological Safety: "Teams that trust
each other are more willing to speak up and be honest"

Psychological Safety — Mindful Organizing: "Teams that feel safe to
speak up, also plan, learn, and innovate more effectively”

Psychological Safety — Stress Recognition: "Psychological safety
creates space to name stress and ask for help without fear of judgment”
Mindful Organizing — [ Decreasing] Emotional Exhaustion: "Teams that

support each other share the load, protecting emotional reserves"

When debriefing TASC results, it is tempting to go straight to the ratings you most want to improve. Instead, begin by
identifying which constructs are scoring highest for your team or office. Then ask: How can we use this strength as a
starting point?

For example:

If Workplace Connectedness is strong but Psychological Safety is developing, don't start a psychological safety initiative from
scratch. Start by having connected team members explicitly name and discuss what makes them feel safe to speak up and
what gets in the way. The trust is already there.

The Theory of Change says: build the conversation on the relationship.
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PDSA Cycles

Conversations are essential, but culture change requires action. The Plan-Do-Study-Act (PDSA) cycle is a proven methodology
for testing small-scale changes quickly.

What is a PDSA Cycle?
PDSA is a way to test ideas quickly on a small scale. It helps teams move rapidly from identifying solutions to trying them out in
the real world.

e Plan: Identify a change you want to test

e Do: Implement the change on a small scale

e Study: Analyze the results Improvement
e Act: Decide whether to adopt, adapt, or abandon the change

Step 1: Choose Your Focus Step 3: DO

Based on your TASC results and team conversations, Implement the Change on a Small Scale:

identify ONE scale to improve: e Start with one team, one meeting, one process
Psychological Safety e Keep it simple and time-bound (e.g., "We'll try this for 4
Mindful Organizing weeks")

Workplace Connectedness e Document what happens

Stress Recognition
Step 4: STUDY

Step 2: PLAN Analyze the Results:
Develop a Change Idea: e Did the change lead to improvement?
» What specific practice or process will you change? e What worked well? What didn't?
e Who will be involved? e What did we learn?
e When and where will it happen? e Wasit sustainable?
e What resources are needed? e (Gather Feedback:
Example: e Survey the team
"About 6 out of 10 staff on our team report feeling e Hold a debrief conversation

psychologically safe. We want to increase staff comfort with
speaking up. We'llimplement a'No Wrong Questions'
practice in our weekly team meetings where anyone can ask Step 5: ACT
for clarification or challenge a decision without judgment.”  Decide Next Steps:

e Adopt: The change worked! Scale it up to other teams or

Observe behavior changes

Set Measurable Goals: make it permanent
e How will you know if it's working? e Adapt: The change showed promise but needs tweaking. Try a
e What will you measure? (e.g., number of questions modified version
asked, staff feedback, repeat TASC items) e Abandon: The change didn't work. Try something else

www.centerforthehelpingprofessions.org CHP 3
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TEAM CULTURE CONVERSATIONS

1.Gather your team.
a.Make it as safe and welcoming as possible. Create an atmosphere that promotes conversation for 60-90
minutes.
2.Share the data.
a.Give the team time to review the data.
b.Define each measure and explain its importance.
c.Decide which scale will be the focus of today’s discussion.
3.Use the following prompts to guide your discussion:
a.How do these descriptions and result compare to your experience?
b.What does (this scale) mean to you?
c.How would it look like on our team if we agreed 100%7
d.What is one thing we can change to improve?
4.Invite and plan for additional follow up conversations. These can be with the team or agency leadership.

Universal Interventions

e Spaced Education Modules
o Deliver bite-sized learning over time (e.g., weekly emails, listening lounges).
o Reinforce concepts like trauma-informed care, cultural humility, and mindful organizing.
Peer-Led Learning Circles
o Create safe spaces for staff to share experiences and co-create solutions.
o Rotate facilitation to build ownership and flatten hierarchy.
System Mapping Sessions
o Visualize how decisions, roles, and dynamics interact across the system.
o Use mapping to identify bottlenecks, blind spots, and leverage points for change.
Leadership Development for Psychological Safety
o Equip leaders with tools to model vulnerability, give feedback, and respond to distress.
o Align leadership behaviors with safety culture goals.
Reflective Supervision Models
o Shift supervision from compliance-focused to relationship-centered.
o Encourage emotional processing, ethical reflection, and systemic insight.

www.centerforthehelpingprofessions.org CHP 14
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Next Steps

Once the survey closes, the Center for the Helping Professions will conduct comprehensive data analysis , examining safety
culture trends across your agency and producing breakdowns by demographics, program area, division, and other factors
relevant to your jurisdiction. This analysis typically takes 2-4 weeks following survey close.

The first step in data reporting is an initial review with agency leadership. This meeting is an opportunity to walk through
agency-wide findings, contextualize the data, and begin identifying priorities for follow-up. From there, the work shifts from
analysis to dissemination — getting the right information to the right people, at every level of the organization.

A thoughtful dissemination strategy moves results outward in stages: from executive briefings to regional leadership, to
supervisors, to frontline teams. This layered approach ensures staff hear results transparently, have space to respond, and can
connect findings to their own day-to-day experience. The data is the start of the conversation, not the end.

The next steps in this process are covered in the companion resources that follow. The TeamFirst Safety Culture Talking about
and debriefing the TASC provides detailed strategies, facilitation scripts, and tools for each stage of dissemination from town
halls and all-staff meetings to peer-led team debriefs and focus groups. It also includes guidance on moving from conversation
to action planning using the Plan-Do-Study-Act (PDSA) cycle, a practical method for testing small-scale changes in real time
and tracking their impact on safety culture over time.

www.centerforthehelpingprofessions.org CHP 15
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