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The story of the perfect day
has yet to be written.
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What would your
perfect day look like?

Introduction
What would your perfect day look like?
This was the question that brought over 70 CEOs and senior leaders together at the latest
CEO Health + Safety Leadership Network Roundtable.
The perfect day isn’t about striving for perfection. It is made possible by a workplace culture
that encourages asking and listening; it relies on policies, processes and best practices that
take both the physical and mental health of employees into account. It is built on shared
understanding and accountability, individual empowerment, and it is unique to every workplace.
Participants discussed the concept of a perfect day and considered the cultures that currently
exist in their workplaces, and the role they, as leaders, play in creating an environment that
makes the perfect day possible.

Duff Boyd, Director of Health and Safety for New Brunswick Power (NB Power), then shared
insights and lessons he and his team have learned in 25 years of creating a health and safety
culture at NB Power. He summed up the experience this way: “The older I get, the more I
realize that the numbers are just the numbers. What’s important to me is that every single
employee goes home safely at the end of every single day and gets to see their children or
grandchildren grow up and do those goofy little things that they have every right to do.”
These presentations kicked off a rich and engaging discussion among participants, facilitated
by Linda Sukk, Acting Director, Business & Market Strategy at Workplace Safety & Prevention
Services (WSPS). Sukk set the stage for the Roundtable discussions by talking about what is
meant by the perfect day and highlighting the behaviours, actions and conditions that leaders
can practise and create to support this concept.
In this white paper, we share highlights of the presentation, concepts in organizational design
and leadership that contribute to the perfect day, as well as a high-level summary of the
conversations at the event.
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To start things off, Frank Saunders, VP Nuclear Oversight and Regulatory Affairs at Bruce Power,
shared a working paper that examines the actions and behaviours of the senior leaders who
were conducting a safety walk-around on the BP Oil Rig in the Gulf of Mexico on the very day it
blew up. The paper has become a vital tool and reminder for leaders at Bruce Power about the
power of asking questions and delving a little deeper.
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Presentation Highlights
Dig Deeper—Ask Better Questions
One of the primary themes of the Roundtable was asking questions
rather than telling people what to do. Frank Saunders of Bruce Power
got things started by introducing the group to a working paper
called Management Walk-Arounds: Lessons from the Gulf of Mexico
Oil Well Blowout.
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On the very day this catastrophic event occurred, three senior managers from both
the owner and operating companies were conducting a safety walk-around on
the rig. The paper highlights the fact that the senior managers were focused on
conditions, rather than behaviours, and were most intent on observing conventional
safety hazards, rather than deeper safety process hazards. It also notes that their
reticence to ask deeper questions about safety behaviours and process hazards
contributed to the disaster.
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They even ignored a red flag raised by an employee regarding one of the riskiest
operations undertaken on the rig. The day of their walk-around, the drilling of
the well had been completed and the rig was getting ready to move. When one
of the analysts responsible for the transfer operation raised a concern and then
downplayed it, no one asked any follow up questions, and instead, launched into
small talk about the good old days.
Saunders discovered the paper when he was looking at his own internal assessment
reports. He shared with the group that many of the leaders in his workplace practice
management by walking around, and many perform this activity by rote—always
using checklists and not delving into things and asking the necessary questions.
He noted that the paper has become a valuable tool and serves as a reminder that
sometimes even a well-intentioned activity can produce the wrong results if it is
executed poorly.

“Their reticence to ask
deeper questions about
safety behaviours
and process hazards
contributed to the disaster.”

“We only give 10% of our
attention to the task at
hand. Mindfulness teaches
us how to be in control of
that 10% and improve our
level of awareness at will.”
Duff Boyd
Director of Health & Safety
New Brunswick Power

You Don’t Need a Better Hard Hat
In 2016, NB Power received the prestigious Canada’s Best Health + Safety Culture
Award. One of the factors that Duff Boyd, Director of Health and Safety, feels led to
their winning the award is the shared understanding in their workplace that you don’t
need a better hard hat.
Boyd and his team have worked hard to help people understand that it is easy to
buy better personal protective equipment, and build better policies and procedures,
but you can’t stop there. Despite developing a strong health and safety vision and a
“Cadillac” safety management system, Boyd and his team were still seeing “humps
and bumps” in their performance. He explains, “If the system was all that was
needed, we would have seen a linear decline to zero. But that didn’t happen, and we
had drops in performance that we couldn’t explain.”

When NB Power started out on its health and safety journey, it was experiencing
115 lost-time injuries (LTIs) each year and was paying $1.2 million in Worker
Compensation costs. Today, NB Power has experienced a 97% reduction in medical aid
injuries, 99% reduction in disabling injuries and its Worker Compensation rates have
dropped by more than 60%.

NB Power Injury Statistics

97% reduction in

medical aid injuries

99% reduction in

disabling injuries

60% reduction in

Worker’s Compensation Rates

an executive white paper by:

NB Power’s health and safety journey has taken them into many arenas, including
social theory, high-reliability organizational theory and motivational theory. Two
primary areas of focus have been relatedness—which Boyd describes as “the degree
to which every single member of the workforce understands and appreciates the
contribution of every other member to a related goal”—and mindfulness. Boyd says
they have invested in mindfulness training for a significant number of employees.
“We only give 10% of our attention to the task at hand. Mindfulness teaches us
how to be in control of that 10% and improve our level of awareness at will.”
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When they went back and looked, every downturn coincided with organizational
change or upheaval. While they believed they had provided everything necessary to
create a culture of health and safety in their workplace, they realized they hadn’t
considered the psychological health of their employees.
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Creating a Culture That Supports the Perfect Day
Linda Sukk of WSPS built on themes introduced by Boyd and Saunders, and set the
stage for the discussion about the role leaders can play in creating a culture that
makes the perfect day possible.
To frame the conversation, she referred to the work of Edgar H. Schein, Society
of Sloan Fellows Professor of Management Emeritus at the MIT Sloan School of
Management, and author of Humble Inquiry: The Gentle Art of Asking Instead of Telling.
Schein defines Humble Inquiry as, “The fine art of drawing someone out, of asking
questions to which you do not already know the answer, of building a relationship
based on curiosity and interest in the other person.”
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Schein’s work in Humble Inquiry was inspired by his experience in high-risk industries.
He observed that in many accidents, such as airline crashes, chemical or nuclear
industry incidents, there was usually a front line worker who had information that
could have prevented the situation from occurring. However, this information wasn’t
transferred, either because the employee didn’t feel safe passing on bad news or they
figured it would fall on deaf ears.
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Schein also saw that many organizations overestimate the degree of openness
and transparency between managers and subordinates. In most cases, managers
will say that they are open to receiving good and bad news from employees, but
subordinates do not feel this is the case, and, as Schein states, “will often settle for
risky alternatives rather than upset their bosses with potentially bad news.”
While it may seem that culture is not something that leaders can control, Schein
contends that, “The only thing of real importance that leaders do is to create and
manage culture. If you do not manage culture, it manages you, and you may not even
be aware of the extent to which this is happening.”

The group discussed the impact that leaders’ biases, values and assumptions can
have on the culture in their workplaces, as well as:
Understanding the layers of culture – Workplaces don’t have just one overarching
culture. There are many cultural layers that exist—geographic, professional,
departmental, etc. In addition, each individual has a variety of experiences that
contribute to their cultural identity, including family, ethnicity and geographic
location, to name just a few.
Creating a culture of asking versus telling – In this type of culture, people are
encouraged to speak up; their ideas and suggestions, problems and challenges
are solicited in equal measure. It isn’t just something that is said, it is woven into
policies, procedures and practices, and it is evident in the attitudes, behaviours and
decisions of everyone in the workplace, especially leaders.

Recognizing and being cognizant of personal biases – There are many ways leaders
impose assumptions and biases on those around them. In addition to organizational
design, policies and procedures, employees take cultural cues from other factors,
such as the things that get attention, the allocation of resources, the attitudes and
behaviours that are rewarded, how leaders behave generally, as well as how they
react in a crisis.

“The only thing of real importance that leaders
do is to create and manage culture.”
Edgar H. Schein, Author
Humble Inquiry: The Gentle Art of Asking Instead of Telling
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Building mindfulness in the workplace – In order to be aware and mindful in a complex
environment, with many cultural layers, a high volume of work and pressure to keep
pace, Schein suggests we need to become less self-conscious and more interaction
conscious, which means we have to be aware of what’s going on around us, as well as the
personal biases and assumptions we, as individuals, bring to any interaction.
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Overview of Roundtable Discussion
After the introduction, participants broke into table groups to answer a
number of questions about their workplace cultures and personal biases.
Participants were asked whether they believe they have an asking or
telling culture in their workplace.
There was a full range of responses to this question. Some participants
were candid about the fact that telling was pretty firmly entrenched in their
workplace culture. And, while they saw the benefit of an asking culture,
they felt the shift would take considerable effort. Some also mentioned that
even when the organization has a desire to move to an asking culture, there
are employees who still want to be told what to do and expect leaders to
know everything.
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A significant number of participants noted that their workplace culture is
built on a healthy blend of both and asking versus telling depends on the
situation. “Where there is more risk, there is more rigor, and therefore,
more telling.”
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For those who said they had an asking culture in place, it was either part of
their organizational DNA from the start, or they had undergone the process
of transitioning from a telling culture.
There was general agreement that shifting to an asking culture takes time, and
considerable trust. It must be authentic and it’s critical that leaders walk the talk and model
the behaviour they are seeking from employees. It’s also essential that when input is given it
is seen to be of value and employees see or hear about the actions that are taken as a result.
They also discussed the steps their organizations would need to take to embrace the
concept of a perfect day, and what single action would make the most difference.
There was a fair degree of overlap between the responses to both questions. Not
surprisingly, a few mentioned that they needed to understand the idea of the perfect day a
little better and thought that it would take some time to build a shared understanding of
the concept in their workplaces. There were a few steps that were mentioned by more than
one individual, such as empowering staff to speak up and removing the stigma of reporting,
leaders walking the talk and role modelling behaviour, more listening and face‑to‑face
interaction across the organization, demonstrating use of input and ideas that are gathered,
and building understanding of individual and collective contributions to the perfect day.

“Shifting to an asking

:
Q
culture takes time, and
considerable trust. It
must be authentic”

The concept of the perfect day may have been new for some; however, the understanding that the
definition of a healthy and safe workplace must include both physical and psychological health
and safety is well understood. And, as such, leaders must take a broader view of conditions
in their workplace that contribute to every employee going home physically and psychologically
healthy and safe at the end of every day.
The discussion challenged the leaders in the room to consider the cultures that currently exist
in their workplaces, the way their employees interact with one another, the level of mindfulness
in their organizations, and the influence they and their management teams have on the
attitudes and behaviours of their employees.
Humble Inquiry was examined as a means of empowering and engaging employees at all levels
of the organization in aid of bringing issues, safety hazards and improvement opportunities
to the surface. Some felt they were well on their way in terms of having an asking versus
telling culture, but for others it would require significant effort. Where telling is more firmly
entrenched, leaders need to build trust and employees must feel that this new means of
engaging with one another and, in particular, leaders, is authentic. They need to see their
managers and organizational leaders walking the talk and role modelling this new behaviour.
For leaders, the challenge is becoming self-aware in the sense of being conscious of
personal biases and assumptions while at the same time, enhancing their situational
consciousness and mindfulness.
While it may seem that creating a culture that supports the perfect day requires some heavy
lifting, the value to the organization and its employees is immense. The impact of employees
who feel physically and psychologically healthy and safe is far-reaching. When this culture is in
place, it becomes bigger than the individual and the organization—it extends to customers and
the community.

In closing, participants were asked what questions they feel need to be asked and answered in their workplaces.
Below are a few that were shared.
 Tell me three things you would change

 What have I missed?

 Tell me what I don’t want to hear

 Did you notice anything I missed?

 How can we engage every employee, especially
the ones who are quiet?

 What were you expecting me to ask that I didn’t?

 What would make staff happy? What would
increase job satisfaction?

 What can I do to make the job safer? (All levels of
the organization)

 How can we be better? What would that look like?
What are those behaviours?

 What can hurt you or someone that you see?

 What would make the job safer?

 Do you feel safe at work?
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:

Conclusion

9

Participant Spotlight
Cathy Campbell, Responsible Distribution Canada
Responsible Distribution Canada (RDC) is a non-profit trade
association for the distribution sector of the Canadian chemical
industry. In addition to accessing advocacy, education and a variety
of service offerings, RDC members subscribe and adhere to a Code
of Practice, which is not only a responsible management system,
but a commitment to social responsibility and accountability
throughout the lifecycle of their products. While RDC’s staff complement is small,
with only eight employees, it represents 45 member companies with 169 sites that
employ more than 3,200 people, and serve approximately 80,000 customers.

Q:

What would a perfect day look like at RDC?
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In our world, it’s that everyone goes home to their family every day. We are very
proud of the fact that in my 22 years here, we’ve never had a death in the industry. Is it
perfect? There’s always room for improvement, but our mindset is that tomorrow we
come back better than we were yesterday.
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Q: Where are you in your journey to create an environment that makes
the perfect day possible?

We started our Responsible Distribution Code of Practice program 27 years ago,
within three years of our inception. It started as a self-regulated program, but
within six years of launching, our members voted to make the program mandatory.
Members are evaluated every three years by an outside third party, and every location
must be audited. Members with many sites must complete the audit within a six year
cycle, but their head office is evaluated every three years.
We are proud of our program. Our members pay to participate and they do so
voluntarily because they know it’s the right thing to do. It’s come to be that their
stakeholders expect it of them, and it is a factor in doing business with them.
In our time on the “responsible road,” we have been focused on continual
improvement. We actually launched our program before others like ISO, and as the
world caught up, and other programs were introduced, we’ve kept pace with new
developments and have aligned our programs with the others. This will continue as
we move forward and will never stop. It has to be this way. Nothing stops—education,
technology, training evolve and we have to keep pace.
We are in a good place, and our goal is to be in an exceptional place.

“Nothing stops—
education, technology,
training evolve and we
have to keep pace.”
Cathy Campbell,
Responsible Distribution
Canada

“In my 22 years here,
we’ve never had a death
in the industry.”

Q:

Where are you in terms of creating an asking versus telling culture?

I consider this to be an area of personal success. We are a small association
representing over 3,200 employees in the industry. We also have over 180 volunteers
who do the work of the association. They drive the program. We are member driven all
the way. It’s never been about telling or the association saying “thou shall.” It’s grown
from the grassroots level and, as a result, we have forged a strong, collaborative
culture with stakeholders.

Q:

Are there any gaps you feel you need to address?

We can’t seem to get enough recognition for our program. Our immediate
stakeholders appreciate and understand the value, but we don’t get the attention
from government that we should. We’ve received some recognition from the Alberta
Partnerships in Injury Reduction and the Saskatchewan Ministry of Environment, and
we hope that our health and safety work in Ontario will go a long way.
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Cathy Campbell
Responsible Distribution
Canada
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Participant Spotlight
Andy Jones, President and CEO, Carillion Canada
Carillion is one of Canada’s leading integrated support services
companies, with a substantial portfolio of public and private
partnership projects. Carillion works in a number of areas,
including aviation, business & industry, defence & security,
government, healthcare, natural resources and power utilities.
It provides all of the services needed to create and manage
places and infrastructure; from project finance to lifetime maintenance, facilities
management and energy efficiency. The organization employs over 9,000 people in
Canada and 48,000 worldwide, with established businesses in the United Kingdom
and the Middle East.

Q:

What would a perfect day look like at Carillion?
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No avoidable injuries in the business and engagement with the workforce.
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We have a Don’t Walk By program that engages employees in safety and provides an
opportunity to raise a concern or suggest a health and safety improvement. They are
not just looking out for themselves; they’re also challenging others who are behaving
unsafely, including me.
It takes courage. It’s not easy for some of our people who may not feel comfortable
to challenge their friends. But with this type of culture, you avoid injuries every day.
People don’t speed. They don’t cut corners. And the observations aren’t always bad,
we also have positive observations that are captured.
We had 47,000 Don’t Walk By engagements last year. They are recorded by our
business units and are then shared with me and my leadership team, which includes
our Vice President of Health and Safety. We analyze the information and look for
trends and gaps that need to be addressed. We then post what we’ve done as a result
of what we’ve heard in boardrooms, canteens and offices.
My leadership team and I walk the talk. People watch what we do and what we say
and we encourage that in our workplace. We don’t punish employees for mistakes.
Mistakes are fantastic learning opportunities. We reward people and thank them
for sharing, which has caused engagement to snowball and has perpetuated this
learning and sharing culture. If we made this a negative thing, our health and safety
culture would deteriorate.

“But with this type of
culture, you avoid
injuries every day.
People don’t speed.
They don’t cut corners.”
Andy Jones
President and CEO
Carillion Canada

Q: Where are you in your journey to create an environment that makes
the perfect day possible?

that you can’t take time
to do it safely.”
Andy Jones
President and CEO
Carillion Canada

Sometimes the client makes a request that an employee responds to because they
don’t want to cause a problem. It takes courage to say no to a client. You have to be
brave enough to stick to the plan, and you need to know the organization supports
you. It’s about a mindset. We have the saying, “Nothing is so important that you can’t
take time to do it safely,” and we absolutely believe this.

Q:

What are you working toward right now?

We are working on continuous engagement. An acquisition brought more than
4,000 new employees into our business in January 2017. As we continue to grow
across North America, we want to reinforce this culture in every corner of the
business so that everyone represents Carillion consistently.
We are also engaging with others in the industry. We want to learn new best practices,
and share what we’ve learned and experienced to influence others and help others
in their health and safety journey, including competitors and customers.
If I can help save one life or influence a client or sub‑contractor to work more safely,
that’s all that matters.
In the UK, we were one of the first in the industry to insist on workers wearing safety
glasses. A subcontracted worker, who wasn’t even a Carillion employee, wore his
glasses when he worked with us. When he went to work for a competitor, they did
not have the same requirement and, in fact, he was mocked by the other workers for
wearing his glasses. However, he continued to wear them. One day he bent down over
a rusted rod and the sharp end hit and slid along his glasses and ended up scratching
his cheek. He needed stitches, but he came back to thank us for saving his eye.
This is one of the stories of which I’m most proud.
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“Nothing is so important

We are a long way into our journey. However, we have a lot of people with a “can do”
attitude, which is not necessarily a bad thing, but sometimes they deviate from the
plan with the best of intentions, which can cause incidents. For example, an
employee was walking through the corridor in one of our buildings and saw that a
light bulb was out. It was creating a dark spot in the hall, which he knew was unsafe.
Although he knew our procedures, he thought he could quickly fix the situation by
standing on a chair, and he fell. Thankfully, he wasn’t hurt, but it was his can do
attitude and desire to help the client that caused him to deviate from the plan.
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Participant Spotlight
Lynn Brownell, President and CEO
Workplace Safety & Prevention Services
Workplace Safety & Prevention Services (WSPS) is one of four health and safety associations
designated by the Ministry of Labour in Ontario. WSPS employs approximately 250 people
who work from the head office in Mississauga, regional office in Ottawa, and home offices
across the province. In addition, over 300 volunteers represent WSPS in communities across
the province. Together, they provide health and safety expertise and solutions to over 165,000 organizations,
representing over 4 million employees in the agricultural, industrial/manufacturing and service sectors.

Q:

What would a perfect day look like at WSPS?
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People have to have the authority to make the right decisions on the front line,
including taking care of one another and outing risky behaviour and situations. As
leaders, we have to show that we support this and our decisions need to reflect our
commitment to this type of culture. Empowering people to make the right decisions
is part of creating a listening culture.
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I also think it goes beyond the workplace, and extends to the community. It’s about
understanding the whole person and what they bring to your workplace and what they
then take back to their communities. You put all of the right controls in place and you
have all of the right conversations but then it becomes about values and behaviours,
and caring is at the centre of it all.

Q: Where are you in your journey to create an environment that makes the
perfect day possible?

People often assume that working with health and safety professionals makes this an
easier journey, but that’s not necessarily true. We all have a role to play as leaders,
and creating a healthy and safe environment is everyone’s job. It is a part of the
fabric of our organization—our collective attitude and behaviours, and the way we
make decisions.
The perfect day has to take the whole person into account. We’re focusing on the
Guarding Minds @ Work 13 Psychosocial Factors. They ensure we are covering
the basics, while also addressing emerging issues like mental health.

“Our decisions need to
reflect our commitment.”
Lynn Brownell
President and CEO, WSPS

Q:

Where are you in terms of creating an asking versus telling culture?

I think we have created an asking culture. Our job as an organization is to align
people’s strengths and interests with the work they are asked to do, and to create a
caring workplace where they feel safe and supported. We did a lot of listening in the
process of designing our market plan, and when we make structural changes, we
listen to the people who are going to do the work and we get their insight.
I don’t think we ever stop listening as we go. We are always gathering input, and
then we pull that together when we have to make decisions. Our decisions are based
on what customers and employees are telling us, data we’ve collected, and market
conditions, and, of course, in our world, we have to factor in what the Ministry of
Labour expects of us.

“As leaders, we have to listen when people speak their truth.”

Our senior leadership team thinks about this a lot, and we have built an infrastructure
to support listening. In addition to our Joint Health and Safety Committee, we have an
Organizational Advisory Team that takes a proactive approach to improving employee
engagement and health and well-being, an issue resolution process supported by
Respectful Workplace Coaches, and an Employee Engagement Advisory Committee
that provides guidance and support to all of these other teams.
This type of culture has to be co-created. As leaders, we have to listen when people
speak their truth—which may not always be our truth, but it is what the person
feels and what they see from their position. We have to invest the time to talk to
people and listen to what they are thinking and feeling, and value the information
that comes forward.
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Lynn Brownell, President and CEO, WSPS

15

Appendix A: Roundtable Participants
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The following organizations participated in the May 2017 CEO Health + Safety Leadership Network Roundtable:
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ATS Automation

Nokiiwin Tribal Council

BC Safety Charter

Occupational Health Clinics for Ontario Workers

Bruce Power

Ontario Ministry of Labour

Canadian Mental Health Association
National Office

Ontario Society of Professional Engineers

Carillion Canada

Respect Group Inc

Centre for Research in Occupational Safety and Health

Responsible Distribution Canada

Compass Group Canada

Retail Council of Canada

CSA Group

SafeStart, a Division of Electrolab Ltd.

Fresh Communications

SAFE Work Manitoba

Habitat for Humanity Canada

Stackpole International – Global Headquarters

HASCO Health & Safety Canada

STURM Consulting Inc. / Minerva Safety Management

Infrastructure Health & Safety Association

Sun Life Financial

Kitchener-Wilmot Hydro Inc.

The New Zealand and Australian Lamb Company

Levitt-Safety Limited

Thomson Reuters

Lincoln Electric Company of Canada

Threads of Life

Manufacturing Safety Alliance of BC

University of Toronto

Martin Brower of Canada Co.
Mindful Employer Canada

Workers’ Safety and Compensation Commission,
Northwest Territories

Minerva Canada Safety Management Education Inc.

Workplace Safety & Prevention Services

Ministry of Government and Consumer Services

Workplace Safety North

Radiation Safety Institute of Canada

New Brunswick Power
Nimonik Inc.
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About the CEO Health + Safety Leadership Network
The CEO Health + Safety Leadership Network is a distinguished group of leaders who
share a commitment to building sustainable businesses and communities.
This dynamic collaboration offers fertile ground for exchanging knowledge and ideas in
the pursuit of performance excellence. In addition to optimizing their own organizational
health and safety performance and return-on-investment, members:
 Demonstrate health and safety through their leadership
 Build brand value and enhance corporate reputation
 Influence provincial and national health and safety policies and ensure business
requirements are represented in critical conversations
 Contribute to the transformation of health and safety culture in Ontario
 Access exclusive research and information
 Contribute to provincial sustainability and growth
 Celebrate health and safety leadership and encouraging others to contribute
to a culture of health and safety

Join Us for the Next Roundtable Event
The next CEO Health + Safety Leadership Network Roundtable
is taking place May 2018. Watch for more information coming soon.

Contact Information
Simona Mazat
Lead, CEO Programs, Events and Promotions
Workplace Safety & Prevention Services
t

905-614-2138

e

CEOHSNetwork@wsps.ca

tf

1-877-494-9777 ext: 2138

w

ceohsnetwork.ca

“What’s important to
me is that every single
employee goes home
safely at the end of every
single day.”
Duff Boyd
Director of Health & Safety
New Brunswick Power
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Let’s Shape the Future of
Health and Safety Together
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