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TeamFirst

Assessment of Safety Culture

PICKING A FOCUS FOR CULTURE CHANGE

Culture change starts with focus. Rather than trying to improve everything at once, teams should select one area
of culture to build on a strength or address an opportunity for growth. The TeamFirst Assessment of Safety Culture
(TASC) provides data across several team-level scales that are foundational to safety culture:
e Psychological Safety - Do team members feel accepted, respected, and safe to speak up and take
interpersonal risks?
e Workplace Connectedness - Do employees feel a sense of belonging and mutual support within the team?
¢ Mindful Organizing - Are teams using habits and practices to anticipate, adapt, and learn from challenges?
e Stress Recognition- Do individuals and teams recognize how stress and fatigue are affecting attention,
judgment, and decision-making, and take action to stay within the boundaries of safety?

Step 1: Start at the Team Scale

Review your team's TASC results and identify which scale stands out. Do you want to build to a strength or focus on
an opportunities for improvement. Remember the scales are connected and no matter what scale a team decides
on there will be positive impact on other team scales as well as the individual scales.

Step 2: Narrow to an Item-Level Focus

Once you choose a scale, go deeper. Look at the individual questions within that scale to pinpoint a specific
behavior or perception. For example:

Psychological Safety = “Members of my team are able to bring up problems and tough issues.”

Mindful Organizing — "My team talks about mistakes and ways to learn from them.”

Workplace Connectedness — “When | face challenges, my co-workers provide the help and support | need.”
Stress Recognition — “Fatigue impairs my performance during emergency situations.”

This item-level focus helps you select tactics that directly address the need rather than applying generic
solutions.

Step 3: Link to Tactics and Habits
Use the TeamFirst Field Guide to choose practical strategies:
e Tactics(observable tools): e.g., huddles, structured debriefs, SBAR.
e Strategies(action-oriented approaches): e.qg., Plan Forward, Reflect Back.
e Habits(enduring behaviors): e.g., appreciating expertise, managing professionalism.

Why Narrowing Matters
Culture change is most effective when it is specific, actionable, and measurable. Focusing on one scale—and then
one item—creates clarity, builds momentum, and allows teams to see progress quickly.

www.centerforthehelpingprofessions.org CHP




TeamFirst
Assessment of Safety Culture TEAM SCALES

MINDFUL ORGANIZING

What is it? Why it matters

e “Mindful Organizing is a team-based practice that * Lessemotional exhaustion and higher
allows teams to manage complexity and bias in psychological safety in child welfare workforce.
decision-making.” -Sutcliff, 2011 e Higher frequency and effectiveness of teaming

e Mindful organizing is the habits, practices and strategies like huddles.
perspectives teams use to monitor, plan, innovate, ¢ Fewer placement disruptions and more parent-
learn and support one another. child visitation for children in out-of-home

e Mindful Organizing supports better decision making placement.
and helps teams rapidly and effectively identify and e Fewer careinterruptions and medication errorsin
respond to unexpected events. residential treatment centers.

e Mindful Organizing is grounded in SHARED Epstein et al (2020); Vogus (2011)

accountability for outcomes.

How do we measure Mindful Organizing? The Six Habits
Mindful Organizing is central to Psychological

Safety and Safety Culture. Psychological Safety
encourages professionals to be candid, disclose
mistakes, and manage conflict. Safety Cultureisa
workplace culture grounded in candor, respect,
shared accountability, and coordinated teaming.

1.When giving a report to another team member, we
usually discuss what to look out for.

2.My team spends time identifying activities we do not
want to go wrong.

3.My team discusses alternatives to improve how we go
about our normal work activities.

4.My team has a good understanding of each other’s PLAN FORWARD
skills and talents To anticipate what might go wrong

5.We discuss our unique skills with each other so we REFLECT BACK
know who has relevant specialized skills and To talk about and learn from mistakes
knowledge. TEST CHANGE

B6.My team talks about mistakes and ways to learn from To find alternatives to everyday activities
them. COMMUNICATE EFFECTIVELY

7.When errors happen, my team discusses how we could ~ With peers and understand who knows what
have prevented them. APPRECIATION

8.When we attempt to solve a problem in my team, we Appreciate the unique skills and expertise of
take advantage of the unique skills of our team colleagues at all levels
members. MANAGE PROFESSIONALISM

9.When a child and/or family related problem occurs in As a precondition of teamwork centered on

my team, we all get together to figure out the solution  candor and respect
10.When a problem occurs in my team, we all get together
to figure out the solution
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TeamFirst

Assessment of Safety Culture

PICKING A FOCUS FOR CULTURE CHANGE

Mindful Organizing reflects whether teams use shared habits and mindsets to anticipate, adapt, and respond to
complexity. It emphasizes monitoring, planning for uncertainty, and supporting one another to reduce bias and
improve decisions. Through vigilance, collaboration, and learning from near misses, teams build resilience and
strengthen safety culture (Sutcliffe, 2011). It is how teams behave.

When giving a report to another team member, we usually discuss what to look

out for.

My team spends time identifying activities we do not want to go wrong.

My team discusses alternatives to improve how we go about our normal work Nearly ———out Of 10

activities. people report the
My team has a good understanding of each other’s skills and talents N

We discuss our unique skills with each other so we know who has relevant routine use of
specialized skills and knowledge. mindful organizing
My team talks about mistakes and ways to learn from them. in teamwork.
When errors happen, my team discusses how we could have prevented them.

When we attempt to solve a problem in my team, we take advantage of the

unique skills of our team members.

When a problem occurs in my team, we all get together to figure out the solution.

What does mindful organizing mean to you? What does it look, feel, sound like? How
do the survey findings relate to your experiences?

If Mindful Organizing on our team was 100% - meaning it's just how we do our work,
everyday and all the time - what would look or feel different around here?

What is one thing we could do in the next week to improve our team’s mindful
organizing?

www.centerforthehelpingprofessions.org CHP



TeamFirst TEAM SCALES

Assessment of Safety Culture
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What is it? Why it Matters
* Psychological safety is a shared belief that the team is * In healthcare, psychological safety is linked to lower
safe for interpersonal risk-taking. -Amy Edmundson rates of medical errors and better patient outcomes
e This scale measures whether team members feel (Grailey et al., 2021).

accepted, respected, part of a team and take
interpersonal risks.

¢ Psychological safety is a foundational component of
safety culture.

* Psychologically safe teams working in information
technology are more innovative and productive
(Delizonna, 2017).

* |t protects against secondary traumatic stress.
(Clark, S. L., Riley, E., Lardner, M. D., Theile, K., Edge,
L., Pearson, T., & Cull, M. J. (2025).

How do we measure psychological safety?

The TASC uses a scale taken from

the research literature, developed * |f you make a mistake on my team, it is often held against you.
by Amy Edmondson, to measure e The people on my team value each other's unique skills and talents.
psychological safety and was e (Onmy team, people are sometimes rejected for having different ideas.
adapted to use in child welfare.  |tissafe to take an interpersonal risk on my team.
Survey participants rate how much e Members of my team are able to bring up concerns and challenges.
they agree with the following e |tisdifficult to ask other team members for help.

statements:

What about accountability?
 With psychological safety comes ownership, a commitment to standards of excellence, and to achieve their

own as well as agency goals.

» You cannot have psychological safety without accountability. For example, each team member has clear
responsibility to see the families on their cases. If the caseworker misses a visit, it is their responsibility to
reflect on reasons they may have missed the visit. The supervisor has the responsibility to help with time
management and determine if there are systems issues which get in the way.

» Admitting or owning your own mistakes and fallibilities requires psychological safety.

» Consider viewing accountability as a growth mindset, providing the opportunity for personal and team
development. If the caseworker misses the visits the team can come together to better support the
caseworker and improve either assigning procedures or time management.

o The goalis to reach the learning zone, with high psychological safety and high accountability.
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TEAM SCALES

PSYCHOLOGICAL SAFETY

Child welfare professionals who report feeling
more psychologically safe also report lower
emotional exhaustion, more connection to their
colleagues, better teamwork and higher
likelihood to remain in the field (NPCS data, 2021).

'y

v

increasing psychological safety increasing psychological safety

Tim Clark’s 4 Stages of Psychological Safety

While Timothy Clark discusses the ladder of psychological safety, please remember building psychological
safety is not a one-time event, nor is psychological safety linear. Our everyday interactions defines our culture
and can build psychological safety. Building psychological safety helps employees feels comfortable
expressing their ideas, take risks and admit mistakes without fear of retribution. To build psychological safety
ensure leaders and team members alike are encouraging open communication, celebrate mistakes as learning
opportunities, foster inclusivity, and provide constructive feedback. Check the OR code for more resources.

Inclusion Safety
Inclusion safety satisfies the human need for
connection and belonging. All should be included
by virtue of being human.
e Build rapport with your team.
e Speak less than others.
e Ask more questions than you provide
direction.
Do we treat people different based on their
perceived status?
Contributor Safety
Contributor safety helps people feel they are
making contributions to the team. In this
stage an employee's role is clearly defined,
and wins are celebrated.
e Ensure staff understand the ‘why behind
the work.’
e Delegate and give creative leeway to
complete tasks.
Do we ever grant contributor safety too
soon?

www.centerforthehelpingprofessions.org

Learner Safety

Learner safety starts to explore errors and what
we can learn from them.

e Share mistakes and learning

e |dentify and share what we have ‘unlearned'.

e Ask Questions, give feedback and start to

experiment

How do others' perceptions of your ability to learn
impact your motivation?

Challenger Safety

Challenger safety is where we start to make
things better. Allows staff to feel safe to
challenge the status quo.

e |fyoureceive bad news, react constructively

and ask what we learned.

e Recognize those who try new things.
When was the last time you challenged the status
quo?

Adapted from : Clark, T. R.(2020). The 4 stages of psychological safety:
Defining the path to inclusion and innovation. Berrett-Koehler Publishers.
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PICKING A FOCUS FOR CULTURE CHANGE

Psychological Safety measures whether team members feel accepted, respected, and part of a
team. Importantly, it involves intentional consideration of divergent perspectives, taking risks,
speaking up, and treating mistakes as opportunities for learning and improvement. It is the
shared belief that the team is safe for interpersonal risk taking (Amy Edmundson). Psychological
safety is a foundational component for safety culture. It measures how a team feels.

If you make a mistake on my team, it is not often held against you.

The people on my team value each other’s unique skills and On our team, about
talents. ———out of 10 people
On my team, people are not often rejected for having different report feeling

ideas. psychologically safe
It is safe to take an interpersonal risk on my team. - able to speak up a

take risks, and learn
from mistakes.

Members of my team are able to bring up concerns and
challenges.

It is easy to ask other team members for help.

What does psychological safety mean to you? What does it look, feel, sound like?
How does your experience compare to the survey findings?

How does our team describe psychological safety?

If our team was fully psychologically safe, what would that look, feel and sound like?

What is one thing we could do to improve our team’s psychological safety over the
next few days, weeks and months?
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Assessment of Safety Culture

WORKPLACE CONNECTEDNESS

What is it? Why it matters

e Workplace connectedness has some likenessto ~ * Professionals with higher levels of workplace
collective efficacy - an individual's belief the connectedness also report higher levels of
group in which they belong is capable of psychological safety. Psychologically safe
responding to threats and overcoming challenges professionals have higher retention rates, lower
(Bandura, 1997). levels of emotional exhaustion, and better

* Inone study, younger employees or those with teamwork and mindful organizing skills, all of
short tenures seemed more inclined to relate which are elements thought to improve case
their self-value with their experience of practice among child welfare professionals.
workplace connectedness - defined as the degree ® Inotherindustries constructs similar to workplace
of trust between employees and supervisors and connectedness like team cohesion are important
opportunities to learn from mistakes (Quinn, bears against things like burnout.

2017).

How do we measure Workplace Connectedness?

1.1am able to work with my co-workers without sacrificing my principles.
2.1use we/us rather than they/them when | talk about my co-workers to others.
3.When | face challenges, my co-workers provide the help and support | need.
4.| have things in common with my co-workers.

Behaviors and Practices that Create and Promote
Workplace Connectedness
e Know your team strengths and weaknesses.
e Share personal and professional experiences.

¢ Use Icebreakers to start meetings. a -~
e Visually share kudos. \ ) I
e Encourage camaraderie and teamwork around the 5

work. l, 5

e Consider bi-directional mentoring.
e Foster Open communication

e Promote Team Bonding

¢ Align purpose and value
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Assessment of Safety Culture

PICKING A FOCUS FOR CULTURE CHANGE

Workplace Connectedness reflects whether people feel a sense of belonging and meaningful
connection at work. It goes beyond casual interaction - anchoring in shared purpose, respect, and
authentic engagement. When connectedness is strong, employees collaborate more effectively,
share ideas, and seek support, which drives trust, well-being, and organizational resilience. It is a
core element of healthy culture and sustained performance. It is about how teams relate.

| am able to work with my co-workers without sacrificing my
principles. On our team, about

| use we/us rather than they/them when | talk about my co- ———out of 10 people
workers to others. report feeling
When | face challenges, my co-workers provide the help and connected to one

support | need. another
| have things in common with my co-workers.

How does our team's workplace connectedness rating compare to your individual
experience? What did you notice?

What does workplace connectedness mean to you? What would it look, feel, sound
like if all of us felt connected to one another?

What is one thing we could do to improve our team’s workplace connectedness?
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INDIVIDUAL SCALES

STRESS RECOGNITION

Stress recognition is a measure of how stress and fatigue impact decision making.
The TASC uses a subscale of the Safety Attitudes Questionnaire which is commonly used in hospitals. (2006)

1. Fatigue impairs my performance during emergency situations.

2.l am less effective at work when | am fatigued.

3.1am more likely to make mistakes in tense or hostile situations.
4. When my workload becomes excessive my performance is impaired.

Why it matters
Child welfare professionals often feel pressure to
“push through” stress and fatigue, believing they can
handle anything. While this reflects commitment,
stress and fatigue can quietly impair judgment,
especially during safety-critical decisions.

Stress recognition isn't just about pausing or
self-care; it's about noticing when stress is affecting
functioning and intentionally involving the team to
stay within the boundaries of safety. Shared language
and routine practices(such as IM SAFE and other
Mindful Organizing tactics) help professionals assess
readiness and ask for protection early.

Our TASC data highlights an important opportunity:
early-career professionals often struggle with stress
recognition, but this skill is highly teachable. With
practice and team support, stress recognition
becomes a habit that improves decision-making and
protects both workers and families.

Higher scores on stress recognition are wanted,
because we know this work is stressful. Recognizing
that stress is affecting performance is what allows
people to intentionally engage teaming behaviors.
This could be reaching for a colleague, using a
structured checklist, or calling a huddle before the
risk to families increases.

Early data also shows us stress recognition may be a
lagging indicator of safety culture. We believe stress
recognition scores increase after other positive culture
shifts (such as increased mindful organizing,
psychological safety and workplace connectedness).
Recognition of the impacts of stress without
psychological safety means workers notice they are
struggling but are not safe enough to say something.
Recognition of stress without mindful organizing practices
means teams see the stress but do not have shared
responses or practices to respond to its presence.

The good news is that stress recognition is a highly
teachable skill, and the tools to build it already exist within
your team's practice. IM SAFE — a readiness check
borrowed from aviation — can be introduced at onboarding
and practiced in huddles, helping workers assess their
own readiness before high-stakes visits rather than after.

Structured debriefs create space to ask, retrospectively,
whether stress was a factor in a difficult case. Managing
Up teaches workers that flagging their own readiness to a
supervisor is a professional skill, not a personal admission
of failure. When leaders model these behaviors, naming
their own fatigue, inviting the team to protect them,
stress recognition stops being an individual trait and
becomes a team habit."

www.centerforthehelpingprofessions.org
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PICKING A FOCUS FOR CULTURE CHANGE

Stress Recognition reflects how we acknowledge how stress and fatigue affect attention,
judgment, and decision-making. When stress recognition is strong and responded to, team
members speak up about their limits, support one another during high-pressure situations, and
create conditions that protect safety and well-being. It is a core element of resilience and error
prevention. It is about how teams monitor and respond to human factors that impact
performance.

Fatigue impairs my performance during emergency situations.
On our team, about

———out of 10 people

| am more likely to make mistakes in tense or hostile situations. report recognizing

how stress impacts
their work.

| am less effective at work when | am fatigued.

When my workload becomes excessive my performance is

impaired.

How does our team's stress recognition rating compare to your individual
experience? What did you notice?

What does stress recognition mean to you? What would it look, feel, sound like if all
of us felt connected to one another?

What is one thing we could do to improve our team’s stress recognition and ability
to support one another?
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PICKING A FOCUS FOR CULTURE CHANGE

The TASC also measures Emotional Exhaustion, Physical Safety, and Intent to Remain Employed.
These are not culture scales but are rather viewed as outcomes that improve when teams
strengthen their safety culture.

Research shows that focusing directly on exhaustion or retention doesn't move culture. Instead,
improving Psychological Safety, Mindful Organizing, and Workplace Connectedness positively
impacts these outcomes.

Emotional Exhaustion:

Measures feelings of being emotionally drained, depleted, or burned out from work. While
important to monitor, research shows that directly targeting exhaustion is less effective than
strengthening team culture. When teams feel psychologically safe, connected, and engaged in
mindful organizing, exhaustion decreases naturally.

Discussion Prompt:
"Rather than focus on exhaustion directly, what aspects of our team culture—like psychological
safety or connectedness—could we strengthen to support well-being?"

Physical Safety:

Assesses whether staff feel physically safe in their work environment and able to perform duties
without risk of harm. Physical safety improves when teams practice mindful organizing
(anticipating risks, learning from near-misses) and psychological safety (speaking up about
hazards without fear).

Discussion Prompt:
"How does our ability to speak up about safety concerns or learn from mistakes impact our
physical safety at work?"

Intent to Remain Employed:

Reflects staff intentions to stay with the organization (a true outcome measure). Retentionis a
lagging indicator. It follows from positive team experiences. When teams are connected,
psychologically safe, and engaged in mindful work practices, people want to stay. Focusing on
retention alone misses the root causes.

Discussion Prompt:
"What aspects of our team culture make you want to stay? What team practices would make this
an even better place to work?"

www.centerforthehelpingprofessions.org CHP
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Assessment of Safety Culture

EMOTIONAL EXHUASTION

What is it?

e Emotional Exhaustion: A state of emotional
depletion and weariness caused by prolonged or
excessive stress.

e Secondary Trauma: The emotional duress that

Why it matters
Professional self-care is paramount for competent and
ethical social work practice. Professional demands,
challenging workplace climates, and exposure to trauma
warrant that social workers maintain personal and
results when an individual hears about the firsthand professional health, safety, and integrity. Social work
trauma of another. organizations, agencies, and educational institutions are
e Vicarious Trauma: The experience of absorbing encouraged to promote organizational policies,

other's pain in times of their distress so deeply it practices, and materials to support social workers' self-
affects your own well-being. care.

e Post Traumatic Stress Disorder (PTSD): A mental _NASW Code of Ethics
health condition that develops after experiencing or
witnessing a traumatic event.

How do we measure Emotional Exhaustion?

1. | feel burned out from my work.

2.l dread getting up in the morning and having to face
another day on the job.

3.1 feel emotionally drained from my work.

4. | feel used up at the end of the work day.

Emotional Exhaustion is a measure of your
team's emotional reserves. It is a component of
burnout, Do your team members feel depleted,
drained, and used up at the end of the day? Our
questions are derived from Maslach Burnout

Inventory.
Early Data from NPCS 2024
Secondary
'Tmuma Burnout Burnout
Workplace Teaming Workplace
Connectedness Connectedness
Increasing Increasing Increasing
Psychological Safety Psychological Safety Teamwork

Resilience is a property of the system and not only about self-care or something that can be built within
individuals. How can we engineer are system to be more supportive of employees? It is more than employee
assistance programs.

In order to combat emotional exhaustion, one must be ensure they are taking care of themselves and their
colleagues. Be intentional. Have structure. Hold yourself, your colleagues and the company you work for
accountable to ensuring the employees are okay.

www.centerforthehelpingprofessions.org
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WORKPLACE SAFETY (Physical Safety)

What is it?
Measures how staff feel physically safe in the workplace. Workplace Safety balances feelings of safety and the
system prioritizing staff safety.

Why it matters
Staff want to feel physically safe in their workplace, but safety is experienced in degrees and is rarely simply
present or absent. A worker can be physically unharmed but still concerned for their physical safety in the
office or during a home visit. Prioritizing workplace safety involves not only implementing measures to
prevent the risk or occurrence of physical violence, but also fostering psychological and emotional safety, and
building resilience within the workplace. Physical safety is sometimes easier for staff to discuss and may
impact their experiences of psychological safety.

How do we measure Workplace Safety? Workplace Safety
1. | feel safe going to and from my workplace on a
daily basis. Scores for workplace safety cannot easily be
2. | feel safe in my office environment. compared or benchmarked across NPCS data
3. Office safety is important in my organization. sets due to the large variance of scores.

4. | feel that | am protected in my work setting.

Success Stories

Across the partnership, jurisdictions have taken meaningful and creative steps to improve physical safety for
their workers and many of those steps began with listening to what TASC data was actually revealing.

In one jurisdiction, low workplace safety scores prompted leaders to sit down with staff and ask what was
driving the numbers. What they learned was specific and solvable: staff did not feel safe because client visits
were happening in the open cubicle area, exposing workers and their colleagues to unpredictable situations with
no physical separation or protection. Leaders worked with property management to address this directly,
installing access control in the cubicle area and building dedicated visitation rooms in a separate part of the
building. The result was a workplace that physically reflected the organization's commitment to staff safety.

Several other jurisdictions have adopted the use of SafeSignal, an app that puts safety tools directly in workers'
hands. Through SafeSignal, a worker can hit a panic button to immediately contact emergency services, receive
real-time alerts about hazards in their area and receive mass notifications when safety threats arise.

Together, these examples illustrate something important it often starts with asking staff what safety actually
feels like in their daily experience and then being willing to act on what you hear.

www.centerforthehelpingprofessions.org




TeamFirst THE SCALES

Assessment of Safety Culture

INTENT TO REMAIN EMPLOYED IN CHILD
WELFARE (IRECW)

What is it? Why it matters
IRECW is a measure that is widely used and is how the  |RECW is positively correlated with psychological safety,
NPCS measures turnover intent. mindful organizing and workplace connectedness.

How do we measure IRECW?
1. lintend to remain in child welfare as my long-term professional career.

2.l will remain in child welfare even though | might be offered a position outside of child welfare with a higher
salary.

3.1 would leave child welfare work tomorrow if | was offered a job for the same salary but with less stress.

4. The personal and professional benefits outweigh the difficulties and frustrations of working in child welfare.
5.1am actively seeking other employment.

6. | feel the personal and professional gratification of working in child welfare to be greater than those in other
professions.

7.1 frequently think about quitting my job.

8.1am committed to working in child welfare even though it can be quite stressful at times.

9. My intention to remain employed in child welfare is stronger than that of most of my colleagues.

Predicting turnover intent Change in likelihood of saying

«Every one-unit increase in feeling burned out from one’s I'am actively seeking other employment.
work (i.e., moving from “agree to strongly agree”) means
the individual is 85% more likely to say they are actively
seeking other employment.

«Every one-unit increase in psychological safety means
the individual is 21% less likely to say they are actively
seeking other employment.

WOrkplace connectadness

-11%

Stay Interview Questions
-75% -50% -25%  evencodds  +20% +50% +75%

1. What about this job makes you jump out of bed in the

morning? (What do you really enjoy?) 6. Are we fully using your talents and skills? If not,
2. What makes you hit the snooze button? (What do you what talents and skills could we be using better?
kind of dread?) 7. What would you like to be doing a year from now?
3. Share a few examples of specific experiences you've 8. What would you need in order to be doing that?
had that make you want to stay at this job. 9. What would you like to see change in your

4. If you had a “practical” magic wand, what would you practice?

change about your job? 10. What would you like to see change in our office
5. What will keep you here? What would be the one thing / agency practice? 1. Where do you see yourself
about working here that would cause you to leave if it fitting into these changes, if they were to happen?
changed?
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TASC Debriefing Facilitator Templates

CHOOSING A FOCUS FOR CULTURE CHANGE

Which area of team culture have you decided to focus on?

Why have you decided to focus here? Where do people struggle and excel at this item?

What teaming practices, strategies, or initiatives do you think would improve this area of team

culture? Please review the tactics in the TeamFirst Field Guide.
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TASC Debriefing Facilitator

Templates

PICKING A FOCUS FOR CULTURE CHANGE

What resources do you need to enact this practice, strategy or initiative?

What barriers do you see?

How will you measure change in this area of culture?
(Survey-follow up survey, behavior indication-frequency of speaking up/change in asking for

help or reporting errors etc., observations-notice a change in language, outcome metrics-
retention, new ideas brought forth etc., qualitative feedback-focus groups or interviews. etc.)

www.centerforthehelpingprofessions.org CHP
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Debriefing Strategy Timeline

Phase 1: Initial Results Release

e Email Update #1:
o Subject: “Safety Culture Results Are In!”
o Content: High-level findings, reassurance about confidentiality.

e Intranet Post:
o Upload full report, FAQs, and feedback form.

e Posters:
o Display 2-3 key metrics in high-traffic areas with OR code to intranet hub.

Phase 2: Leadership & Staff Engagement
e [eadership Briefing:
o Review agency-wide trends and identify priority areas.
e Town Hall #1:
o Share results, answer questions, outline next steps.
* Internal Newsletter:
o Feature “Culture Corner” with summary of findings and improvement plan.

Phase 3: Team-Level Conversations
e Peer-Led Debriefs:
o Culture champions facilitate team discussions.
e Focus Groups:
o (Gather qualitative insights and co-create solutions.

Phase 4: Storytelling & Visibility
e Storytelling Sessions:
o Share staff experiences related to safety culture.
e Email Update #2:
o Highlight progress, upcoming sessions, and invite feedback.

Ongoing (Monthly or Quarterly)
e [nternal Newsletter Updates:
o Track improvement efforts and spotlight success stories.
e [ntranet Updates:
o Post new resources, action plans, and progress dashboards.
e Posters Refresh:
o Update metrics and celebrate improvements.

www.centerforthehelpingprofessions.org CHP



TeamFirst

Assessment of Safety Culture

Debriefing Strategies

Introduction:
Effective debriefing of safety culture assessment results is essential for translating data into meaningful action.

The TeamFirst Assessment of Safety Culture (TASC) provides valuable insights into your organization's
psychological safety, workplace connectedness, mindful organizing, and stress recognition, among other scales,
but the real work begins when you share these findings with your teams.

This section offers a menu of debriefing strategies designed to meet different organizational needs, audiences,
and communication preferences. Rather than a one-size-fits-all approach, you can select and combine strategies
that align with your culture, resources, and improvement goals. Determine if you want to provide a copy of all the
results to all staff or a focused approach where one or two scales are prioritized. Maybe you will do a multi-month
roll out where different scales are highlighted each month.

Note: The strategies explained below are not mutually exclusive. Most jurisdictions would benefit from combining
multiple strategies in their data dissemination. Choose a path and strategies that work best for your agency and
that you all have the capacity for.

Menu of options:
e Broad Communication Strategies
o All staff meetings by division/program area
= to share agency wide/division wide results to the masses and set tone for improvement
o Town halls
= promote transparency and engagement of agency wide results.
o Email Updates/Internal newsletters/Posters/Intranet Posts
= |nformation sharing and providing quick resources or links to more information.
e Deeper Engagement Strategies
o Team Meetings
= Deep dive and team engagement to identify action steps.
o Focus Groups
= gather qualitative insights and explore reactions to results. Co-creation of agency solutions.
o Peer-led Debriefs
= (Creates a safe space for teams to review results and identify action steps.

Next Steps:
* Review the facilitation guides on the following pages.
e Review the TeamFirst Field Guide to determine what tactics fit your jurisdictions needs and determine next
steps towards implementation.
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Debriefing Strategies

All Staff Meeting

All-Staff Meetings by Division/Program Area Facilitation Guide
Purpose: Share agency-wide results, celebrate strengths, and set the tone for improvement.

Preparation
e Audience: All staff within a division or program area.
e Materials:
o Division-level summary report (percent-positive ratings by scale).
o Visuals(charts, infographics).
o Talking points for leadership.
e Environment: Large meeting space or virtual platform with Q&A enabled.

Agenda (60 minutes)
1.Welcome & Purpose (5 min)
o "We're here to review our safety culture results and discuss how we can strengthen our work
environment together.”
2.0verview of TASC & Confidentiality (5 min)
o Briefly explain what TASC measures and why it matters.
o Reinforce confidentiality and that results are for learning, not blame.
3.Key Findings (15 min)
o Share division-level results visually.
o Highlight top strengths and areas for growth.
o Use positive framing: “Here’s where we're doing well, and here’'s where we have opportunities.”
4. Celebrate Strengths (5 min)
o Recognize teams or practices contributing to high ratings.
5.Set Tone for Improvement (20 min)
o Share agency priorities and next steps.
o Invite staff to submit ideas via feedback forms or intranet.
6.0&A and Closing (10 min)
o Answer questions openly.
o Share where staff can find full results and updates.

Facilitator Tips
e Use personal stories to make data relatable.
* Keep tone constructive and forward-looking.
e Avoid comparing teams publicly—focus on division-level trends.
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Debriefing Strategies

Town Hall Facilitation Guide

Purpose: Promote transparency, share agency-wide results, and engage staff in improvement efforts.
Preparation
e Audience: All staff (in-person or virtual).
* Materials:
o Agency-wide summary report.
o Visuals(charts, infographics, key metrics).
o Anonymized staff quotes for context.
® Technology: Ensure platform supports O&A and recording for those who cannot attend.
e Messaging: Reinforce confidentiality and purpose (learning, not blame).

Agenda (60 minutes)
1.Welcome & Purpose (5 min)
o Script:
o “Thank you for joining. Today we'll review our safety culture results,
celebrate strengths, and discuss next steps for improvement.”
2.0verview of TASC (5 min)
o Explain what TASC measures and why it matters.
o Emphasize confidentiality and aggregated reporting.
3.Key Findings (15 min)
o Present agency-wide trends visually.
© Highlight top strengths and areas for growth.
o Use positive framing: “Here's where we're strong, and here’s where we
have opportunities.”
4, Staff Voices (10 min)
© Share anonymized quotes from survey comments or focus groups.
o Connect quotes to scales(e.g., Psychological Safety, Emotional
Exhaustion).
5.Next Steps & Improvement Plan (10 min)
o Qutline priority areas and planned actions.
o Share timeline for team meetings, focus groups, and feedback

opportunities. Facilitator Tips
6.0&A (10-15 min) e Keep tone constructive and forward-
o Allow live questions or anonymous submissions. looking.
o Address concerns openly and honestly. * Use visuals to make data accessible.
7.Closing (5 min) e Avoid comparing divisions publicly—
o Reinforce commitment to transparency and improvement. focus on agency-wide trends.
o Share where staff can access full results and provide feedback * Record session and post summary on
(intranet link). intranet for those who missed it.
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Debriefing Strategies

Leadership Facilitation Guide

Purpose: Align executive vision with staff feedback and plan for response.

Preparation
e Audience: Executive team and senior managers.
e Materials:
o Agency-wide summary report.
o Division-level trends.
o Themes from focus groups and team debriefs.
e Environment: Formal meeting with time for discussion.

Agenda (60 minutes)
1.Welcome & Purpose (5 min)
o "We're here to review TASC results and staff feedback to set priorities for improvement.”
2.0verview of Results (15 min)
o Present agency-wide trends and key scales.
o Highlight strengths and risk areas.
3. Staff Feedback Summary (10 min)
o Share themes from focus groups and team meetings.
o Include anonymized quotes for context.
4. Priority Setting (20 min)
o Discuss which scales or issues to address first.
o Consider impact, feasibility, and alignment with strategic goals.
5.Action Planning (10 min)
o Assign responsibility for next steps.
o Set timelines for communication and implementation.

Facilitator Tips
e Frame discussion around improvement, not blame.
e Use data + staff voices to guide decisions.
* Document commitments and share with staff for transparency.
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Debriefing Strategies

Email Updates

* Purpose: Keep staff informed in a concise, accessible way throughout the safety culture assessment and
improvement process. Email updates from senior leadership demonstrate transparency, maintain momentum, and
reinforce organizational commitment to culture change.

e ContentlIdeas:

o Brief highlight of key findings or progress**(2-3 sentences maximum)
o Concrete next steps or actions taken** (what's happening and when)
o Linkto additional resources™* (report or dashboard access, intranet hub, feedback form)
o Invitation for input** (how staff can engage or provide feedback)

= Positive, forward-looking tone** (focus on improvement, not criticism)

* Frequency:

o |nitial Results Email**: Within 1-2 weeks of receiving TASC results
o Progress Updates

= Monthly during active improvement phase

= Milestone Updates

= When key actions are completed or new initiatives launch

= Follow-Up Assessment

* When announcing next TASC administrated

Sample Email:
Subject Line: Safety Culture Assessment Results: Thank You & Next Steps

Thank you to everyone who participated in the TeamFirst Assessment of Safety Culture (TASC). We had an impressive
[XX% ]Jresponse rate, which gives us reliable data to guide our improvement efforts.

What We Learned:

The results show important strengths in our organization, particularly in [ highlight top-rated scale, e.g., "Workplace
Connectedness—7 out of 10 of staff report feeling connected to their coworkers"]. We also identified opportunities for
growth, especially around [area for improvement, e.g., "Psychological Safety and creating environments where everyone
feels comfortable speaking up"].

What Happens Next? Over the next month, we'll be:
e Sharing detailed results with teams in[ENTER DEBRIEFING CHOICES] starting [ date]
e Hosting focus groups to gather your ideas for improvement
* Developing action plans based on your feedback
e For more information, please visit our [intranet page/link]. We've also posted FAQs about confidentiality and how the
data will be used.

Your Voice Matters. This assessment is just the beginning. We want to hear your ideas about how we can strengthen our
safety culture together.

Thank you for your commitment to making [ organization name] a place where everyone can do their best work.
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Debriefing Strategies

Internal Newsletter

Purpose: Provide ongoing updates and track improvement efforts.
e Content |deas:
o “Culture Corner” section featuring:
= Progress on action items.
= Spotlight on teams making improvements.
» Tips for fostering safety culture (e.g., psychological safety practices).
o Include visuals like trend graphs or “Did You Know?” facts about safety culture.
e Frequency: Monthly or quarterly.

Example:
TASC responses showed that 6 out of 10 team members report regularly using mindful organizing practices in their
work. But what exactly is mindful organizing?

Mindful organizing is how teams stay alert to what's happening around them, anticipate problems before they
escalate, and learn from both successes and challenges. It's the difference between teams that primarily react to
crises and teams that proactively work to prevent them. When mindful organizing is strong, teams:

e Plan forward

e Reflect back

e Test Change

e Communicate Effectively

e Show Appreciation

e Manage Professionalism
The bottom line? Mindful organizing keeps our communities—and our teams—safer.

Based on your feedback, many teams want more concrete ways to strengthen mindful organizing. Here are two
proven practices that are already making a difference:
e Huddles
o Abrief, structured stand-up meeting at the start of each shift or workday.
Huddles ensure everyone starts the day with the same information, knows what to watch out for, and feels connected
to the team. They turn mindful organizing from an abstract idea into a daily habit.
e SBAR: Speaking Up With Confidence
o A communication framework that helps staff share client information clearly and effectively.
= Situation, Background, Assessment, Recommendation
SBAR gives everyone—regardless of role or experience—a clear structure for raising concerns. It reduces the fear of
speaking up ("What if I'm overreacting?") and ensures critical information doesn't get lost.

Want to learn more: Visit this site for information on how to implement huddles or SBAR.

Mindful Organizing practices is not just something leadership talks about, it is something we build together. What
practices will help your team stay alert, learn and improve our practices.
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Debriefing Strategies

Posters
Purpose: Reinforce key messages in high-traffic areas.
e Design Tips:
o Use bold visuals and simple language.
o Examples:

= "72% of staff report feeling psychological safety!”...or “about 7 out of 10 staff describe feeling
psychologically safe.”

= Nearly 5 out of 10 people report the routine use of mindful organizing in teamwork. This is a solid
foundation—and an opportunity. Let’s be intentional in practicing mindful organizing every day:
slowing down when it matters, sharing concerns early, and learning together in real time.

= “Top Strength: Workplace Connectedness - Thank you for building strong teams!”

o Include QR code linking to full results or feedback form.
e Placement: Break rooms, hallways, near time clocks.

Your Voice. Our Future.

Thank you for participating in the TASC!

100

Workplace Connectedness Mindful Organizing Psychological Safety

Our Strength! &, Let's Improve! / Building Trust

Scan the QR code for more information:
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Debriefing Strategies

Intranet Posts

Purpose: Centralize access and encourage engagement.
e Features:
o Full TASC report and executive summary.
o Action plans and timelines.
o Feedback form for staff suggestions.
o FAQs about confidentiality and next steps.
e Best Practice: Make it visually appealing and easy to navigate.

Example:

Safety Culture Results Are In!

Thank you to everyone who completed the TeamFirst Assessment of Safety Culture (TASC). Your honest
feedback helps us understand our strengths and opportunities for growth.

Key Highlights:
e Workplace Connectedness: 78% positive - Our strongest area!
e Mindful Organizing: 64% positive - Room to grow
e Psychological Safety: 71% positive - Making progress

100

Workplace Connectedness Mindful Organizing Psychological Safety

What's Next?

Town Hall: February 21at 2 PM EST - Join us to discuss findings

90 Team Meetings: March and April- Deep dive into your team's results
¢« Focus Groups: May and June - Help us co-create solutions
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Debriefing Strategies

Team Meetings

Purpose: Dive deeper into team-specific results and identify actionable steps.

Preparation
e Audience: Individual teams (6-15 people).
e Materials:
o Team Check-Up Tool (percent-positive ratings by scale).
o Definitions of scales(Psychological Safety, Emotional Exhaustion, etc.).
o Discussion prompts
e Environment: Informal, safe space for open dialogue.

Agenda (60-90 minutes)
1.Welcome & Purpose (5 min)
o “We're here to understand our team's results and discuss what we can do together.”
2.Review Team Results (10-15 min)
o Share data visually.
o Explain each scale briefly.
3.Discussion Prompts (30-45 min)
o How do these results compare to your experience?
o What does[scale] mean to you?
o If our rating was higher, what would that look like?
o What one thing can we change to improve?
4. Action Planning (15 min)
o |dentify 1-2 realistic changes the team can own.
o Assign responsibility and timeline.
5.Close & Next Steps (5 min)
o Summarize key ideas.
o Share how feedback will be used and when updates will come.

Facilitator Tips
e Encourage all voices; avoid dominance by a few.
e Use neutral language; avoid judgment.
e Document themes (without names) for leadership review.
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Debriefing Strategies

Focus Groups

Purpose: Gather qualitative insights, explore reactions to results, and co-create solutions.

Preparation
e Participants: Diverse mix(roles, tenure, demographics).
e Materials:
o Summary of agency-wide and division-level results.
o Discussion prompts.
o Note-taking template for themes.
e Environment: Neutral, comfortable space; confidentiality emphasized.

Session Structure (60-90 minutes)
1.Welcome & Purpose (5 min)
o “We're here to understand your reactions to the safety culture results and brainstorm ideas for
improvement.”
2.Review Key Results (10 min)
o Share highlights visually (charts, infographics).
o Explain what each scale means.
3.Discussion Prompts (40-50 min)
o What surprised you about the results?
What do these ratings mean for your day-to-day work?
What barriers prevent improvement?
What ideas do you have for making things better?
4.Co-Creation (15 min)
o Ask participants to suggest 1-2 actionable changes.
o Captureideason flip charts or shared documents.
5.Close & Next Steps (5 min)
o Summarize themes.
o Explain how feedback will inform leadership decisions.

[e]

o

(o]

Facilitator Tips
e Encourage equal participation.
e Avoid debating ratings—focus on experiences and solutions.
e Document themes anonymously for leadership review.
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Debriefing Strategies

Peer-led Debrief Facilitation Guide

Purpose: Create a safe space for teams to interpret results and identify actionable steps.

Preparation
e Select Culture Champions: Trusted staff members who model openness and respect.
* Provide Materials: Team Check-Up Tool (percent-positive ratings), definitions of scales, and discussion
prompts.
e Set Expectations: Confidentiality, voluntary participation, and focus on improvement—not blame.

Session Structure (60-90 minutes)
1.Welcome & Purpose (5 min)
o “We're here to understand our team’s safety culture results and discuss ways to improve together.”
2.Review Results (10-15 min)
o Share team-level data visually.
o Explain each scale briefly (Psychological Safety, Emotional Exhaustion, etc.).
3.Discussion Prompts (30-45 min)
o "How does our team's (enter scale name here) rating compare to your individual experience? What did
you notice?”
o “What does(scale) mean to you?”
o "What do you think 100% in this scale would look/sound/feel like?"
o "What one thing can we change to improve?”
4. Action Planning (15 min)
o |dentify 1-2 realistic changes the team can own.
o Assign responsibility and timeline.
5.Close & Next Steps (5 min)
o Summarize key ideas.
o Share how feedback will be used and when updates will come.

Facilitator Tips
e Encourage all voices; avoid dominance by a few.
e Use neutral language; avoid judgment.
e Document themes (without names) for leadership review.
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TeamFirst

Assessment of Safety Culture

Next Steps

The TASC is not a finish line it is a starting point for the conversations. The real work begins after the data has
been shared, the conversations have been had, and teams have identified where they want to go.

The next step is to put ideas into action through small, intentional tests of change. Use the PDSA cycle to try
something on a manageable scale, study what happens, and adjust before going broader. Not every idea will work
as planned, and that is exactly the point, small tests create learning, and learning is what drives lasting culture
change. As your PDSAs get underway, make it a priority to collect the stories that emerge. When a huddle helps a
team catch something early, when a worker feels safe enough to manage up for the first time, when a supervisor
changes how they open a team meeting, those moments matter.

Gathering and sharing those stories back with staff closes the loop, demonstrates that their voices produced real
action, and builds the trust that makes the next conversation easier.

And there will be a next conversation because culture is not a problem to solve once. It lives in our everyday
interactions and how the teams come together to solve problems and support one another.

Begin planning now for the next TASC administration, so that when the time comes, your agency is not starting
from scratch but building on everything this cycle taught you. The data told you where you are. The stories will tell
you how far you have come.
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