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Helping people live better lives

• Ferring Pharmaceuticals is a 
research-driven, specialty 
biopharmaceutical group committed to 
helping people around the world build 
families and live better lives. 
• Ferring is a leader in reproductive 
medicine and maternal health, and in 
specialty areas within gastroenterology 
and urology.
• Ferring has been developing 
treatments for mothers and babies for 
over 50 years.
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Why the focus on safety culture matters to improve companies' profitability 
significantly
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Detailed incident investigations of major disasters always flagged unsatisfying 
focus on ‘safety culture ’ as one of the outstanding reasons
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Some definit ions of (Safety) Culture based on scientific literature

Culture

Culture consist in patterned ways of 
thinking, feeling and reacting, acquired 

and transmitted mainly by symbols, 
constituting the distinctive achievements 

of human groups, including their 
embodiments in artifacts. The essential 

core of culture consist of traditional ideas 
and especially their attached values 

(Kluckhohn, 1951)

quoted from Hofstede, Culture’s Consequences, 2001

Safety Culture

The product of individual and group 
values, attitudes, perceptions, 

competencies and patterns of behaviour 
that determine the commitment to, and 

the style and proficiency of, an 
organisation’s health and safety 

management

Advisory Committee on the Safety of Nuclear 
Installations (ACSNI), 1993
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What is the meaning of a company’s specific (Safety) Culture

A company is 
interested in...

• economic success 
(profitability)

• employee 
attraction

• not to harm 
employees

• low error rate and
good product 
quality

• its reputation
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A company-specific safety culture is based on the interaction of managers, 
employees and specialists for occupational safety
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How can you evaluate a companies’ (safety) culture?
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How can you evaluate a companies’ (safety) culture?

Hearts & Minds
Safety Culture 

Maturity Assessment
Bradley Curve

Safety Culture Ladder
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Hearts & Minds – meaning of the stair steps

https://heartsandminds.energyinst.org/

Pathological

people don’t really care about 
HSE and are only driven by 

regulatory compliance and/or 
not getting caught

Reactive

safety is taken seriously, but 
only after things have gone 

wrong. Managers feel 
frustrated about how the 

workforce won’t do what they 
are told.

Calculative

focus on systems and numbers. Lots of 
data is collected and analysed, lots of 

audits are performed and people begin to 
feel they know "how it works". The 

effectiveness of the gathered data is not 
always proven though.

Proactive
moving away from managing HSE based 

on what has happened in the past to 
preventing what might go wrong in the 

future. The workforce start to be involved 
in practice and the Line begins to take 

over the HSE function, while HSE 
personnel reduce in numbers and provide 

advice rather than execution

Generative

organisations set very high 
standards and attempt to 

exceed them. They use 
failure to improve, not to 

blame. Management knows 
what is really going on, 

because the workforce tells 
them. People are trying to be 

as informed as possible, 
because it prepares them for 

the unexpected.
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Hearts & Minds  - The toolkit

Understand your 
culture and 

prepare people 
for change

Understanding 
your HSE 
culture

Making Change 
Last

Learning from
incidents

Learning from 
incidents

Improve 
practices and 
procedures

Making 
compliance

easier

Improve 
leadership

Improving
Supervision

Understand and 
manage your 

hazards and risks

Risk 
Assessment 

Matrix

Working Safely

Driving for 
Excellence

https://heartsandminds.energyinst.org/
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The Safety Culture Ladder (SCL)

• Some similarities with Hearts & Minds, 
however it’s different and has the 
purpose to certify a company culture

• SCL can be certified by …
– Aboma Certificering BV

– Bureau Veritas Inspection & Certification 
Netherlands 

– DEKRA Certification BV Netherlands

– Dekra Certification BV Germany

– DNV

– Kiwa Deutschland GmbH

– Safex Certificatie

– SGS Nederland

– TÜV Rheinland

– Zertifizierung Bau GmbH

….

https://safetycultureladder.com

© Dirk Schreiber (2023)
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The DuPont approach (Bradley curve ) relates the maturity level of a safety 
culture to accident performance and is very easy to understand as a model

https://www.consultdss.com/transform-culture/dss-bradley-curve/
© Dirk Schreiber (2023)
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dss+ carries out a detailed maturity assessment of companies’ safety culture 
and proposes projects to achieve continues improvement 

• 11 elements, grouped into 3 main 
categories, are reviewed via interviews 
within the organization by external 
consultant

• Internal assessors can be trained to 
support the assessment

• The assessment is carried out based on a 
non-public assessment tool (Excel)

• As a result, a score between 1 (reactive) 
and 4 (interdependent) is calculated for 
each element, and an average score 
across all elements

• Based on the assessment, specific 
projects will be proposed and discussed 
with SLT 

© Dirk Schreiber (2023)

Leadership

• Management 
commitment

• Vision & 
Objectives

• Policies & 
Principles

Organisation

• Safety 
Accountability

• Training & 
Development

• Motivation 

• Effective 
Communi-
cation 

Operations

• Procedures 
& Standards

• Incident 
Investigation 

• Observation 
& Audits

• Contractor 
Management
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Comparisation of programs targeted to influence and improve a companies' 
safety culture

Bradley Curve Hearts & Minds
Safety Culture 
Ladder (SCL)

Safety Culture State 
Review (SCSR)

Developed by dss+ (DuPont) Shell / Energy 
Institute

TenneT / nen

Starting Year 1990th -> 1990th , 2000th -> 2020 ->

Theory Model Covey / Collins Swiss Cheese ???

Science based No (partially) Yes No

Driven by External consultants Internal resources External certifier

Certification No No Yes

Cost impact for impl. High Middle Very high

Effort for assessment High Low Very high

Impact to company Middle (+) Middle (+) Fewer (--)

Supporting material 
to access

Not available / highly 
difficult to access

Fully available and 
easy to access

Partially available
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Introducing the concept of the Safety Culture State Review (SCSR) to 
determine maturity levels (states) of a companies’ (safety) culture?

based on Covey’s categorization of high-performance teams (Covey, S., 
The 7 Habits of Highly Effective People. London, 1989)

Action planning Dimensions 
prioritization

Safety Culture State 
Review Workshop

Status Quo 
evaluation

© Dirk Schreiber (2023)
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The Bradley approach enables senior management to define a clear medium-
term goal with regard to HSE. Each state includes specific measures to achieve 
the goal

08.10.2023 18

People don’t take 
responsibility

Mgmt. believe: 
Incidents will happen

People view safety as 
following rules

Mgmt. believe: safety could 
be managed  “if people only 

would follow the rules”

People take responsibility
People believe: they can make 

a difference with actions

Teams feel ownership 
and responsibility

Teams believe: zero injuries is 
an attainable goal

weaker     -     Safety Culture Strength     -     stronger
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Covey, Stephen R., The 7 Habits of Highly Effective People. London, 1989.
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I. 
Responsibility 

for occupa-
tional safety

II. Dealing with 
Incidents and 
Observations

III. Conducting 
HSE Meetings

IV. HSE training 
for employees

V. HSE Training 
for 

Supervisors, 
Team Leads, 

Management

VI. Carrying 
out HSE 

inspections

VII. Dealing 
with Risk 

Management

VIII. Ensuring 
compliance

IX. Equipped 
with Personal 

Protective 
Equipment 

(PPE)

X. Safety 
Leadership – 
engagement 
from the top

XI. HSE 
communica-
tion in the 
company

XII. Implemen-
tation of 

behavioral 
prevention

XIII. Prepare 
for Emergen-

cies

XIV. Implemen-
tation of 

Programs, 
Policies and 
Procedures

XV. HSE 
Digitalization

XVI. Dealing 
with KPIs - Key 
Performance 

Indicators

XVII. 
Workplace 
Conditions

XVIII. Tracking 
corrective and 
improvement 

actions

XIX. Involve-
ment of 
subcon-
tractors

XX. Work 
preparation 

and planning

Independent

Dependent

R
e

ac
ti

ve

In
te

rd
e

p
e

n
d

e
n

t



V1.0 5.4.2021

H
o

w
 t

o
 g

e
t 

st
a

rt
e

d
 ?

08.10.2023 24

• Analyze the current 

HSE performance 

data

• Internal review of 

dimensions

• Defined adjustments 

to the SCSR model

Status Quo 
evaluation

• Carry out Safety 

Culture State Review 

workshops within the 

organisation and with 

Senior Leadership 

Team (SLT)

• Analyse the results 

of the workshops and 

present it to SLT

• Set with SLT short 

and medium goal

Safety Culture State 
Review Workshop

• Prioritize 4 for short 

term and medium 

term to improve

• Take in mind for 

periodization: current 

status, low hanging 

fruits, integrate with 

other initiatives, 

largest different 

rating

• Also note resource 

planning and 

budgeting

Prioritization of 
dimensions

• Develop a specific 

action plan based on 

workshop results

• Issue a SCSR-report

• Approve action plan 

by SLT, quarterly 

review with SLT

• Define and endorse 

a mid-term EHS 

strategy and prepare  

follow up SCSR 

workshops for 

continuous 

measurement

Action planning
& 3y Strategy

P l a n D o C h e c k A c t
© Dirk Schreiber (2023)
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• Analyze the 

current HSE 

performance data

• Internal review of 

dimensions

• Defined 

adjustments to the 

SCSR model

Status Quo 
evaluation

• Carry out Safety 

Culture State Review 

workshops within the 

organisation and with 

Senior Leadership 

Team (SLT)

• Analyse the results 

of the workshops and 

present it to SLT

• Set with SLT short 

and medium goal

Safety Culture State 
Review Workshop

• Prioritize 4 for short 

term and medium 

term to improve

• Take in mind for 

periodization: current 

status, low hanging 

fruits, integrate with 

other initiatives, 

largest different 

rating

• Also note resource 

planning and 

budgeting

Prioritization of 
dimensions

• Develop a specific 

action plan based on 

workshop results

• Issue a SCSR-report

• Approve action plan 

by SLT, quarterly 

review with SLT

• Define and endorse 

a mid-term EHS 

strategy and prepare  

follow up SCSR 

workshops for 

continuous 

measurement

Action planning
& 3y Strategy

P l a n D o C h e c k A c t
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• Analyze the current 

HSE performance 

data

• Internal review of 

dimensions

• Defined adjustments 

to the SCSR model

Status Quo 
evaluation

• Carry out SCSR 

workshops within 

the organisation 

and with Senior 

Leadership Team 

(SLT)

• Analyse the results 

of the workshops 

and present it to 

SLT

• Set with SLT short 

and medium goal

Safety Culture State 
Review Workshop

• Prioritize 4 for short 

term and medium 

term to improve

• Take in mind for 

periodization: current 

status, low hanging 

fruits, integrate with 

other initiatives, 

largest different 

rating

• Also note resource 

planning and 

budgeting

Prioritization of 
dimensions

• Develop a specific 

action plan based on 

workshop results

• Issue a SCSR-report

• Approve action plan 

by SLT, quarterly 

review with SLT

• Define and endorse 

a mid-term EHS 

strategy and prepare  

follow up SCSR 

workshops for 

continuous 

measurement

Action planning
& 3y Strategy

P l a n D o C h e c k A c t
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Safety Culture State Review Workshop

• Interactive workshop with up to 
25-30 participants, preferable f2f

• Duration: 4 hours

• Agenda: (a) Introduction of the SCSR 
concept, (b) Dimensions influencing 
companies’ safety culture, 
(c) interactive assessment, 
(e) real time evaluation, (f) where we 
want to go?, (g) definition of 
improvement actions and commitment

• Housekeeping: Wallpapers, each 
dimension presented on a poster, 
flipcharts, points to evaluate, etc

© Dirk Schreiber (2023)
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Why the selected dimension matters for determining the state of your safety 
culture?

© Dirk Schreiber (2023)
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How to score each state to calculate a Safety Culture State Review index?

• The calculation of the SCSR-Index 
during the workshop is a 15 minutes 
exercise  and will give a dedicated  
result to participants
– Each dimension will be rated by the 

workshop participants

– Each state is assigned a score (0, 3, 5, 8)

– First, the average of each dimension is 
calculated, and then the average of all 
dimensions. 

• The average of all workshops-index is 
defined as SCSR-Index

© Dirk Schreiber (2023)
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0 5 10 15 20

Interdependent

Independent

Dependent

Reactive

Overview results of the Safety Culture State Review

1

2

3
4

5

6

7

80

Result of the SCSR

3,4
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Current state based on 
questionnaire results

The SCSR-meter helps to visualize the current and desired state of 
companies’ safety culture

1

2

3
4

5

6

7

80

Desired state based on 
management decision
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• Analyze the current 

HSE performance 

data

• Internal review of 

dimensions

• Defined adjustments 

to the SCSR model

Status Quo 
evaluation

• Carry out Safety 

Culture State Review 

workshops within the 

organisation and with 

Senior Leadership 

Team (SLT)

• Analyse the results 

of the workshops and 

present it to SLT

• Set with SLT short 

and medium goal

Safety Culture State 
Review Workshop

• Prioritize 4 

dimensions for 

short term and 

medium term

• Take in mind for 

periodization: 

current status, low 

hanging fruits, 

integrate with 

other initiatives, 

largest different 

rating

• Resource planning 

and budgeting

Prioritization of 
dimensions

• Develop a specific 

action plan based on 

workshop results

• Issue a SCSR-report

• Approve action plan 

by SLT, quarterly 

review with SLT

• Define and endorse 

a mid-term EHS 

strategy and prepare  

follow up SCSR 

workshops for 

continuous 

measurement

Action planning
& 3y Strategy

P l a n D o C h e c k A c t
© Dirk Schreiber (2023)
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Prioritization and action planning

1. Prioritize 4 to 6 dimensions for further discussions

2. Agree with participants simple, clear and ambitious measures

3. For each measure an action owner and progress reporting process shall be defined

4. Take in mind for periodization: current status, low hanging fruits, integrate with 
other initiatives, largest different rating

5. Summarize results of the workshop

© Dirk Schreiber (2023)
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Prioritize dimensions to improve companies’ safety culture

• Example case studies
– Construction company

– Power Supply Utility

I. 
Responsibility 

for occupa-
tional safety

II. Dealing with 
Incidents and 
Observations

III. Conducting 
HSE Meetings

IV. HSE training 
for employees

V. HSE Training 
for 

Supervisors, 
Team Leads, 

Management

VI. Carrying 
out HSE 

inspections

VII. Dealing 
with Risk 

Management

VIII. Ensuring 
compliance

IX. Equipped 
with Personal 

Protective 
Equipment 

(PPE)

X. Safety 
Leadership –
engagement 
from the top

XI. HSE 
communica-
tion in the 
company

XII. Implemen-
tation of 

behavioral 
prevention

XIII. Prepare 
for Emergen-

cies

XIV. Implemen-
tation of 

Programs, 
Policies and 
Procedures

XV. HSE 
Digitalization

XVI. Dealing 
with KPIs - Key 
Performance 

Indicators

XVII. 
Workplace 
Conditions

XVIII. Tracking 
corrective and 
improvement 

actions

XIX. Involve-
ment of 
subcon-
tractors

XX. Work 
preparation 

and planning

Independent

Dependent
R
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• Analyze the current 

HSE performance 

data

• Internal review of 

dimensions

• Defined adjustments 

to the SCSR model

Status Quo 
evaluation

• Carry out Safety 

Culture State Review 

workshops within the 

organisation and with 

Senior Leadership 

Team (SLT)

• Analyse the results 

of the workshops and 

present it to SLT

• Set with SLT short 

and medium goal

Safety Culture State 
Review Workshop

• Prioritize 4 

dimensions for short 

term and medium 

term

• Take in mind for 

periodization: current 

status, low hanging 

fruits, integrate with 

other initiatives, 

largest different 

rating

• Resource planning 

and budgeting

Prioritization of 
dimensions

• Develop a specific 

action plan

• Issue a SCSR-report

• Approve action plan 

by SLT, quarterly 

review with SLT

• Define and get SLT 

endorsement of mid-

term EHS strategy 

• prepare follow up 

SCSR workshops for 

continuous 

measurement

Action planning
& 3y Strategy

P l a n D o C h e c k A c t
© Dirk Schreiber (2023)
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Develop a 3 years strategy plan and get it endorsed by the SLT

• Painting the picture - how the company 
might look like in 3 years time applying the 
new ways of working

• Clearly state that from achieving level 5 
and above, all areas within the company 
are effected from the transitional change 
program

• The SCSR approach can be easily adapted 
to Quality Management / Product Quality 
and Operational Excellence. Also all HR 
programs are effected from this change 
program. 

• Combining the programs for safety 
culture, quality culture, operational 
excellence and HR will lead to a 
sustainable increase in profitability.

1

3

5

7
Reactive

Dependent

Independent

Interdepende
nt

2 4 6 8

Integrated 
approach

Safety / Quality / 
OE / HR

Safety Culture 
improvement 

program

https://safetyculturestatereview.com
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I. 
Responsibility 

for occupa-
tional safety

II. Dealing with 
Incidents and 
Observations

III. Conducting 
HSE Meetings

IV. HSE training 
for employees

V. HSE Training 
for 

Supervisors, 
Team Leads, 

Management

VI. Carrying 
out HSE 

inspections

VII. Dealing 
with Risk 

Management

VIII. Ensuring 
compliance

IX. Equipped 
with Personal 

Protective 
Equipment 

(PPE)

X. Safety 
Leadership – 
engagement 
from the top

XI. HSE 
communica-
tion in the 
company

XII. Implemen-
tation of 

behavioral 
prevention

XIII. Prepare 
for Emergen-

cies

XIV. Implemen-
tation of 

Programs, 
Policies and 
Procedures

XV. HSE 
Digitalization

XVI. Dealing 
with KPIs - Key 
Performance 

Indicators

XVII. 
Workplace 
Conditions

XVIII. Tracking 
corrective and 
improvement 

actions

XIX. Involve-
ment of 
subcon-
tractors

XX. Work 
preparation 

and planning

Independent

Dependent
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e
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Comparison of programs targeted to influence and improve a companies' 
safety culture

Bradley Curve Hearts & Minds Safety Culture 
Ladder (SCL)

Safety Culture State 
Review (SCSR)

Developed by DuPont / dss+ Shell / Energy 
Institute

TenneT / nen own suggestion

Starting Year 1990th -> 1990th , 2000th -> 2020 -> 2022 ->

Theory Model Covey / Collins Swiss Cheese ??? Covey / Collins

Science based No (partially) Yes No No (partially)

Driven by External consultants Internal resources External certifier Internal resources

Certification No No Yes No

Cost impact for impl. High Middle Very high Low

Effort for assessment High Low Very high Low

Impact to company Middle (+) Middle (+) Fewer (--)

Supporting material 
to access

Not available / highly 
difficult to access

Fully available and 
easy to access

Partially available Easy to access 
(open source)

© Dirk Schreiber (2023)
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Safety can’t be a priority
(priorities change daily and are political), 

it must be a core value embedded 
in the very DNA of the company so 

that’s it very much 
‘what we do around here’

Close out statement

Scott Geller

© Dirk Schreiber (2023)
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