
B U I L D I N G  A  S A F E T Y  C U L T U R E

Beyond Compliance
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Building a Safety Culture That Performs
When No One Is Watching

Bryan Valdez  |  SafeStart Forum



I N T R O D U C T I O N

Bryan Valdez
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• USAF Retired 
• NASA HQ, HF Consultant
• Director, EHS - Safran Seats 
• Sr. Director, EHS – Albany Engineered Composites

• 2025 EHS Magazine Safest Company in America Award



T H E  S P A C E  B E T W E E N  P O L I C Y  A N D  I N J U R Y

How many ways can a day unfold?
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BASEBALL EHS

Pitch  •  Field  •  Players
Decisions  •  Changing conditions

People  •  Equipment  •  Pressure
Breakdowns  •  Changing conditions

Unpredictable does not mean unpreventable.
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R U L E S  V E R S U S  E X E C U T I O N

Compliance is the vision. Capability is the test.
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PROGRAM

Written. Published. Trained.

CAPABILTY

Recognized. Used. Sustained.

Policies & procedures build capability which results in capacity.



H O W  W E  B U I L D  S A F E T Y  C U L T U R E

You are what you tolerate.
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EXPECT  •  DEMONSTRATE  •  ENABLE

SPEAK UP  •  CLOSE THE LOOP  •  REINFORCE

Culture is strengthened through repeated leadership decisions.



S A F E S T A R T  +  L E A D E R S H I P

Human states have an operating context.
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RUSHING FRUSTRATION FATIGUE COMPLACENCY

Eyes not on task  •  Mind not on task

Line of fire  •  Balance / traction / grip

Ask what operating conditions create or intensify these states.



I N V E S T I G A T E  T H E  W H O L E  P L A Y

Follow the decision chain.
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Individual action → Task conditions → Supervision → Management 
systems

→ Organizational 
priorities

Do not confuse the last touch with the first cause.



F R O M  P R O G R A M S  T O  O P E R A T I N G  C A P A B I L I T Y

Five organizational capabilities that build capacity
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FIND IT

Recognize emerging 
risk

FIX IT

Resolve hazards

PROTECT IT

Verify critical controls

LEARN FROM IT

Examine the system

SUSTAIN IT

Hold under pressure

The goal is not more programs. The goal is capacity.



L O O K  B E Y O N D  T H E  S C O R E B O A R D

The incident may not be the first signal.
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Overdue actions Repeated first aids Temporary repairs

Schedule pressure MOC failures Unresolved hazards

Weak signals often appear before the incident.



A N  E M E R G I N G  I D E A

Sabermetric Safety (Theory)
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In baseball, a single statistic rarely tells the whole story.

What can combined safety signals reveal?

A complementary concept — not a validated prediction model.



A N  E M E R G I N G  I D E A

Listen to the data we already have.
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What is your safety data telling you
that your scoreboard isn’t?

Prepare sooner. Position better. Prevent more.



I L L U S T R A T I V E  E X A M P L E  — N O T  M E A S U R E D  R E S U L T S

Five signals. One organizational story.

SAFESTART  FORUM  •   OCTOBER 2026 13

Hazard closure declines

First aids repeat

Overtime increases

Equipment issues persist

Changes bypass review

Is the defense system
weakening?



I L L U S T R A T I V E  E X A M P L E  — N O T  M E A S U R E D  R E S U L T S

Five signals. One organizational story.

SAFESTART  FORUM  •   OCTOBER 2026 14

Hazard closure declines

First aids repeat

Overtime increases

Equipment issues persist

Changes bypass review

Is the defense system
weakening?



B E Y O N D  L A G G I N G  I N D I C A T O R S

Listen to the data we already have.
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What is your safety data telling you
that your scoreboard isn’t?
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W H O  O W N S  T H E  P L A Y ?

Safety is a leadership system.
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EHS Frameworks  •  expertise  •  verification

OPERATIONS Execution  •  resources  •  accountability

LEADERSHIP Protects the standard under pressure



W H E N  S A F E T Y  I S  I N C O N V E N I E N T

The Operational Check (Game Time)
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Tight schedule.  Equipment problems.
Short staffing.  Waiting customer.

No supervisor nearby.

What happens?



F O U R  P R A C T I C A L  C O M M I T M E N T S

What will you do Monday morning?
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01 Use SafeStart & SafeLead holistically in real work

02 Investigate farther upstream

03 Connect signals and verify controls

04 Close the loop and clarify ownership



B E Y O N D  C O M P L I A N C E

Possible. Expected. Normal.
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Change your environment - Change your culture.
Build 

a culture that performs
when no one is watching.

SafeStart / Awareness  +  SafeLead / Action  =  Organizational Capacity

Thank you


