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ENGAGING THE WORKFORCE IS AKEY TO 

H,--LTH SAFETY EXCELLENCE 

Engagement can only be 

achieved by leaders who 

demonstrate they truly 

care about the health 

and well-being oftheir 

employees. 

By Richard D. Fulwiler 

Dr. Fulwiler will be presenting 
a keynote address on "Engage­
ment-The Path to Health & 

Safety Excellence" at EHS To­
day's Safety Leadership Confer­
ence 2018 The conference will 
be held Nov. 6-8 in Louisville, 
Ky. For more information, go 
to safetyleadershipconference. 

... CQIJ'I. 

T
he most recent Gallup PoU of the 
State of the American Workforce, 
a survey of more than 195.600 

workers. found that only 33% are actively 
engaged, 16% areactively disengaged, and 
S I% are simply not engaged. Engaged 
workers are highly involved, enthusiastic 
and energized about their work and work­
place. Not-engaged workers are emotion­
ally unattached co their work or workplace 
and not energized about the.if work.Active­
ly disengaged workers tend to be unhappy, 
resentful and counterproductive. 

I found this to be absolutely startling but 
also a tremendous opportunity to improve 
not just health and safety results but also 
other critical business outputs. I first be­
came interested in transfom1ational leader­
ship and the topic of engaging the work­
force in 20 l 0 when the Gallup PoU showed 
28% engaged, 19% counterproductive and 
53% not engaged. Looking at Gallup's 
data over the past several years the num­
bers vary but on average seem to be about 
30% engaged, 20% actively disengaged 
and 50% not engaged. 

A 2016 Gallup survey found that en­
gaged workforces had 41% lower absen­
teeism, 59% lower turnover, 17% higher 

productivity and 70% fewer safety inci­
dents. The Gallup survey found that, "en­
gaged employees become emotionally and 
psychologically attached to the.if work and 
workplace. As a result. their individual per­
formance soars, and they propel their team 
and organization to improved crucial out­
comes such as higher levels ofproductivity, 
safety and quality.'· Specific to safety they 
fow1d, ''Engaged workers are more mind­
ful oftheir surroundings, more aware ofthe 
safety procedures and diligent about keep­
ing their coworkers protected." 

Gallup's comprehensive survey of the 
workforce presents a convincing argu­
ment for increasing the number ofengaged 
workers in the workplace. But how is that 
accomplished? The simplest answer is 
getting their heads and heart in the game. 
1l1is is best accomplished by establishing 
a mutual self-interest (MSn between the 
employee and the employer. This requires 
a transformation in the leadership of the 
organization. be it a for-profit or nonprofit, 
understanding the need to become more 
transfonnational and less transactional. 

A transactional leader tends to be fo­
cused on the output, not those creating the 
output, while a transformational leader 
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focuses on both the outpuL and those pro­
ducing the output. In olher words, a trans­
formational leader focuses not just on the 
work but also the worker. Not surprising, 
senior leadership tends to be skewed to the 
transactional side ofthe scale. Enlightened 
leadership recognizes the importance of 
becoming more rransfonnational in their 
leadership style. 

l t is helpful ai this time to say a few 
words about work systems. I had the privi­
lege to work in a company that saw the 
importance of putting high-performance 
work systems in place. A high-pe1for­
mance work: system is all about engaging 
the workforce in the entire work process, 
including such critical areas as cost. qual­
ity, production and safety. 

I've chosen to simplify !he concept of 
work systems using LWO simple stick fig­
ures. as shown in Figure l. The figure on 
the left describes a traditional work system 
that will yield about average or below aver­
age results. The worker is not engaged and 
in fact could be actively disengaged. The 

Figure 1 
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Gc11tng their Head & Heart Into the gumc1 

Figure2 

figure on the right describes a high-per­
formance work system that will yield well 
above average to excellent results. What's 
the difference? Getting the workers' head 
and heart into the game, or in other words 
getting the workers 10 become engaged in 
the work process and/or creating mutual 
self-interest 

To accomplish this leaders must be­

come more transformational. So let's take 
a look al some important characteristics 
that make a leader more transformational. 
For the sake of simplicity Thave consoli­
dated the myriad ofcharacteristics gleaned 
from books and literature into five. This 
provides an excellent starting point for 
those who want a better understanding of 
transfonnational leadership as well as a 
basis for coaching others to become more 
transformational. Note how the applica­
tionofthese characteristics create a mutual 
self-interest between the manager and the 
employee. 

Listening 

Most of us have had very little formal 
training in listening, yet it is one of the 
most important communication skills. 
Keys to listening are: 

• Seeking first to understand, then 10 be 
understood. 

• Listening for meaning and feeling, not 
just facts. 

• Being open to the speaker in a way that 
it shows-being empathetic. 
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• Not interrupting, hearing the other per­
son out. 

Communicating 

Communicating means expressing the 
vision or expectation in a way that reso­
nates with all levels. 

• Speaking in the language of the "cus­
tomer;' i.e., the workers. 

• Being open to feedback and even criti­
cism from subordinates. 

• Stalling meetings with safety to com­
municate its importance. 

Caring 

This is the most imponant characteristic 
ofa transformational leader. 

• Demonstrating genuine concern for 
others in a visible way. 

• Being sensitive to the needs ofothers. 
•Being willing to interact with all levels. 

Being Collegial 
Demonstrating a sense of equal­

ity among others, including subordinates. 
Other keys are: 

• Mixing with all levels in a friendly 
manner. 

• Relating to all levels and making them 
feel at ease. 

• Showing gratitude, sympathy, or em­
pathy at all levels. 

Engaging 

Engaging involves demonstrating a per­
sonal connection with subordinates. 

• Helping subordinates to commit and 
achieve the desired goals. 

• Linking the workers' needs with the 
organization's needs, i.e., creating murual 
self-interest. 

• Conveying a sense ofwo1th to subordi­
nates, i.e., they are not just cogs in a wheel. 

ACULTURE OF CARING 

To validate the premise of this article 
l will share some real-world data in Fig­
ure 2. These data come from a Cintas 
plant where a new general manager Look 
over who was very transformational and 
in three years turned the entire business 
around. He made it clear that this turn­
around started with the health and well­
being of his employees. 
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The SECUPRO 625 combines all of MARTOR's best 
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I asked him to explain in simple terms 
how he accomplished this turnaround. He 
provided me with this statement which 
characterizes his transformational vision: 
"Our (my) vision was to create a cul­
ture of CARING. I personally marketed, 
communicated. demonstrated and taught 
this message from the moment I began 
SERVING the partners of Portsmouth." I 
added the emphasis to caring and serving 
since these are the hallmarks of a rrans­
fonnational leader. 

Note the dramatic improvement in the 
safety results: going from a Total Record­
able incident Rate of 8.2 to 0.76 in just 
three years-truly a move to excellence. 
But also note tbe significant improve­
ment in other critical business functions. 
such as profit., customer satisfaction, 
turnover and cost. This is why r say that 
becoming more transformational is not 
only good for safety but is also good for 
other critical business outputs. This may 
be worth sharing with your senior line 
management. 

A BALANCEDAPPROACH numbers-won't achieve functional ex­
The concepts and principles of trans­ cellence or engagement. It takes a bal­

formational leadership are not new, but anced approach, which in most cases 
they are not well understood and are so requires senior management to become 
poorly executed in many cases. Engage­ more transformational. 
ment is the key co achieving any form Health and safety pros first need to 
of functional excellence, and engage­ increase their transformational skills and 
ment can only be achieved by a man­ then "coach up" their management on be­
agement team that demonstrates it truly coming more transfonnational. Sharing 
cares about the health and well-being of this article with your senior leadership 
their employees, i.e. , their mutual self­ would be a good first step in transform­
interest. Being transactional-focusing ing the organization's leadership. Good 
on regulatory compliance, outputs and luck! EHS 

Dr. Richard D. Fulwiler is president of Transformational Leader­
ship Associates, a consultancy that focuses on organizations 
achieving functional excellence not just in health &safety but in 
other critical output areas by applying the principles oftransfor­
mational leadership. It's all about getting their head and heart 
in the game. He also holds a faculty appointment at the Harvard 
School ofPublic Health and is co-director oftheir "Leadership 
and Management Skills for EHS Professionals" course. Prior to 

forming Transformational LeadershipAssociates, he was global director for health 
& safety at consumer packagedgoods manufacturer Procter & Gamble Co. He can 
be reached at rdfbmw@gmail.com or (513) 476-0811. 
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