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Section 1 - Executive Summary
Many organisations invest significant resources in developing safety management systems, 
implementing procedures, and meeting regulatory compliance requirements. While these controls are 
essential for managing risk, they do not always prevent serious incidents.

Investigations into major accidents frequently reveal that organisations involved had formal safety 
systems in place. Procedures existed, training had been delivered, and compliance requirements were 
met. However, incidents still occurred.

This highlights a critical issue: compliance alone does not guarantee safe behaviour.

In reality, safety performance is strongly influenced by the organisation’s safety culture. Leadership 
behaviours, workforce attitudes, and operational pressures all influence how decisions are made and 
how work is actually carried out.

This white paper explores:

why compliant organisations can still experience serious incidents
how cultural and behavioural factors influence operational risk
how leadership behaviours shape safety culture
how organisations can measure and strengthen safety culture

It introduces the ProGuard Safety Culture Framework, a structured approach designed to help 
organisations understand cultural maturity, strengthen leadership influence, and maintain safety 
standards even under operational pressure.



Section 2 - The Safety Culture Challenge
Traditional safety management systems focus on establishing processes and controls designed to 
prevent accidents. These systems are essential for ensuring organisations meet legal and regulatory 
obligations.

Typical safety management approaches focus on:

policies and procedures
audits and inspections
training and competence development
compliance monitoring

While these components are necessary, they do not always determine how work is carried out in real 
operational environments.

Serious incidents often occur when behaviour and decision-making diverge from established 
procedures. In many cases, incidents involve:

decision making under operational pressure
behavioural shortcuts taken to meet deadlines
cultural drift away from established safety standards
weak or inconsistent leadership visibility

This gap between documented systems and operational behaviour represents one of the most significant 
challenges in managing organisational safety risk.

Organisations that successfully manage safety performance recognise that systems alone are not 
sufficient. They focus on understanding and strengthening the cultural factors that influence behaviour 
across all levels of the organisation.



Section 3 - Why Compliant Organisations 
Still Have Incidents
Compliance with safety procedures and regulatory requirements is essential, but it does not 
automatically guarantee safe behaviour.

Organisations may have robust systems in place, yet incidents still occur when human behaviour and 
organisational pressures influence decision-making.

Several factors commonly contribute to this situation:

operational pressure to deliver work quickly
cultural norms that tolerate shortcuts
leadership behaviours that unintentionally prioritise productivity over safety
limited workforce engagement in safety improvement

In many organisations, safety standards can gradually weaken over time as small deviations from 
procedures become normalised.

Insight: Many incidents occur not because safety systems are missing, but because cultural and 
behavioural factors influence how work is actually carried out.

Understanding these influences is essential for organisations seeking to strengthen safety performance 
and reduce operational risk.



Section 4 - The ProGuard Safety Culture 
Framework
Improving safety culture requires a structured approach that addresses leadership behaviours, workforce 
engagement, and operational pressures.

The ProGuard Safety Culture Framework provides organisations with a practical model for understanding 
and strengthening safety culture.

The framework consists of five interconnected stages:

Understand

Assess the organisation’s current safety culture through surveys, leadership interviews, and operational 
observations.

Observe

Understand how work is actually carried out in practice through behavioural observation and workforce 
engagement.

Lead

Strengthen leadership behaviours and ensure safety expectations are clearly reinforced across the 
organisation.

Act

Implement practical improvements to address cultural risks, leadership behaviours, and operational 
pressures.

Sustain

Monitor cultural progress and ensure improvements are embedded within everyday operational 
practices.

Together, these stages help organisations develop a structured pathway for strengthening safety culture 
and improving operational decision-making.



The ProGuard Safety Culture Framework Model



Section 5 - Cultural Maturity Model
Safety culture develops over time as leadership behaviours, organisational systems, and workforce 
engagement evolve.

The ProGuard Cultural Maturity Model describes five stages of cultural development.

Reactive

Safety is primarily addressed after incidents occur. Leadership engagement may be limited and safety 
initiatives are often reactive.

Compliance

Formal safety systems and procedures are in place. Safety is managed through rules and audits but may 
not yet be embedded in operational decision-making.

Engaged

Leaders are more visible and the workforce actively participates in safety initiatives. Unsafe behaviours 
are more likely to be challenged.

Integrated

Safety is integrated into operational planning and leadership decision-making. Collaboration between 
leaders and the workforce strengthens.

Transformational

Safety becomes a core organisational value, supported by strong leadership behaviours and continuous 
improvement.

Organisations typically progress through these stages as their safety culture matures.



Section 6 - Operational Pressure vs Safety 
Standards
Operational environments often involve competing priorities such as productivity targets, time 
constraints, and commercial pressures.

The ProGuard Pressure vs Safety Standards Model demonstrates how increasing operational pressure 
can gradually erode adherence to safety standards.

When operational pressure increases and safety standards weaken, organisations enter a high-risk zone 
where incidents become more likely.

Indicators of cultural drift include:

shortcuts becoming normalised
reluctance to stop work when conditions are unsafe
increased tolerance for risk
reduced challenge of unsafe behaviour

Recognising these early warning signs allows organisations to reinforce safety expectations before 
incidents occur.



Section 7 - Leadership Blind Spots
Senior leaders play a critical role in shaping safety culture, yet they may not always have full visibility of 
operational realities.

The Executive Risk Blind Spot Model illustrates how perception gaps can develop between different levels 
of an organisation.

These perception gaps often occur between:

board and executive leadership
operational management
frontline workforce

Frontline workers are closest to operational risks, yet their experiences may not always be visible to 
senior leaders.

As a result, organisations can underestimate emerging risks until incidents occur.

Closing this perception gap requires stronger communication, leadership engagement, and structured 
cultural assessment.



Section 8 - Measuring Safety Culture
Improving safety culture begins with understanding how it currently operates.

The ProGuard Safety Culture Diagnostic provides organisations with a structured method for assessing 
cultural maturity and identifying risk indicators.

The diagnostic includes:

Safety Culture Survey

Captures workforce perceptions across key cultural dimensions.

Leadership Interviews

Provides insight into how leaders prioritise safety and manage operational risk.

Cultural Maturity Assessment

Measures the organisation’s current position within the ProGuard Cultural Maturity Model.

Executive Culture Dashboard

Presents results through clear indicators and visual insights.

Together, these tools provide organisations with a comprehensive understanding of their safety culture.



Section 9 - Culture Dashboard
The ProGuard Safety Culture Dashboard provides leaders with clear and measurable indicators of 
cultural performance.

Key indicators typically include:

Cultural Maturity Score – overall maturity level
Leadership Alignment Index – consistency of leadership behaviours
Workforce Trust Index – confidence in reporting concerns
Pressure vs Standards Indicator – operational pressure risks
Behavioural Safety Score – observable behavioural trends

The dashboard allows leaders to:

identify cultural strengths and weaknesses
monitor trends over time
prioritise improvement initiatives
track progress as safety culture improves

Section 10 - Improving Safety Culture
Improving safety culture requires a structured and sustained approach.

The ProGuard improvement process typically includes:

Diagnose Culture

Assess current cultural maturity and identify key risk indicators.

Align Leadership Behaviours

Ensure leaders demonstrate consistent commitment to safety expectations.

Strengthen Workforce Engagement

Encourage workforce participation in identifying and managing safety risks.

Address Operational Pressures

Identify situations where operational pressure may influence decision-making.

Measure Progress

Monitor cultural indicators and track improvements over time.



Organisations that take this structured approach often achieve long-term benefits such as stronger 
leadership credibility, improved workforce trust, and reduced operational risk.

Section 11 - Call to Action
Assess Your Organisation's Safety Culture

Understanding safety culture is the first step toward improving it.

The ProGuard Safety Culture Diagnostic provides organisations with clear insight into leadership 
behaviours, workforce perceptions, and operational risk indicators.

By identifying cultural strengths and areas for improvement, organisations can develop a structured 
roadmap for strengthening safety culture and improving operational performance.

Request a Safety Culture Diagnostic,  Contact ProGuard Consulting:

Website: www.proguardconsulting.co.uk
 Email: info@proguardconsulting.co.uk
 Phone: 07595 893659
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