Building worker resilience

NIOSH Total Worker Health (WellBQ domains) + psychological safety



The next 60 minutes

Define resilience
as a system
outcome
(not just an
individual skill)

Use NIOSH well-

being domains to

target workplace
iImprovements

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)

Practice leader
behaviors
that build

psychological
safety

Leave with a
30-60-90
day plan +

metrics



Audience lens: What each group needs

Supervisors (frontline leaders) Executives / agency leadership
Daily behaviors: set the stage, Enable conditions: staffing,

ask, respond productively scheduling, policy, resources
Remove friction: clarify priorities, Make safety/health tradeoffs
support recovery, close the loop visible and managed

Model learning from mistakes Require accountability for

without blame speaking-up and follow-through

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



NIOSH Worker well-being model

Work evaluation and experience

Workplace

Workplace policies and culture T
. . Work Workplace
Workplace physical environment and evaluation policies

safety climate S well-being I

Health status

Home, community, and society

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



Expanding our view of hazards and controls

Most

Eliminate working
conditions that threaten

Substitute health-enhancing

Redesign the work environment
for safety, health, and well-being

Educate for safety and health

Encourage personal change

Organizational practices

Job design

= Long hours
= Low pay
= Unrealistic deadlines

Encourage,
Least
effective
= Fear of layoff

= Frequent turnover

Physical stressors

Mandatory overtime
Inflexible rules
Poor supervision
Job insecurity

= Multiple supervisors
= Lack of recognition
= Poor communication

Interpersonal relationships

= Chemical agents

= Noise, heat, vibration
= Poor air quality

= Improper lighting

= Poorly designed equipment

= Repetitive motion

= Awkward postures/heavy
lifting

Distant, uncommunicative
supervisors

Poor performance from
subordinates

= Bullying or harassment

= Problems caused by
excessive time away from
family




Psychological safety:
the multiplier

Shared belief it's safe to ask for help, report
mistakes, and raise concerns

Drives learning, early risk detection, and
adaptation

Leader moves:
1) Set the stage
2) Ask
3) Respond productively

Not about being nice—it's candor + respect +
accountability

Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Psychological safety

Definition of

Definition of respect permission

Social exchange

Inclusion in exchange for
human status and the
absence of harm

To interact with you as a

Inclusion safety Humanity human being

Innate need to To engage in all aspects of Encouragement in

Learner safety learn and grow the learning process exchange for engagement

To work with
Contributor safety Ability to create value independence and their
own judgement

Autonomy with guidance
in exchange for results

To challenge the status Cover in exchange

Challenger safety Ability to innovate quo in good faith for candor

Clark, Timothy R. (2020), The Four Stages of Psychological Safety



Work evaluation & experience

Why this matters for resilience

= Clarity and achievable workload
build stamina

= Ambiguity and whiplash priorities
exhaust people

« Autonomy and mastery increase
adaptability under stress

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)
Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Work evaluation & experience

|+

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)
Source: Edmondson (1999; 2019); NIOSH Total Worker Health®

Leader behaviors that make
it work

= Set the stage: framework as
problem-solving (complex work
needs voice)

= Ask: 'What's getting in your way
of safe, quality work this week?'

= Respond: thank, remove barriers,
close the loop on requests

« Normalize learning: brief after-
action reviews after disruptions



Work evaluation & experience

Two-three employer actions Supervisors - executives -

(start in 30 days) safety committee/union

= Weekly 15-min priority reset (top = Supervisors: run the priority
three + what can wait) reset; protect focus time; model

curiosity

= Micro-autonomy: move one
decision closer to the frontline = Executives: reduce conflicting
(with guardrails) priorities; clarify decision rights

= 10-min blameless after-action » Safety committee/union: co-own
review: expect/actual/learn/change AAR template; ensure no

retaliation; track follow-through

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



Workplace policies & culture

Why this matters for resilience

« Culture decides whether people | :
speak up early or stay silent | 'l |

JI |
. . AN gk
= Fairness and consistency reduce :
stress and build trust | { |
= Policies that match reality prevent : ‘ g

cynicism and disengagement | =

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)
Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Workplace policies & culture

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)

Source: Edmondson (1999; 2019); NIOSH Total Worker Health®

Leader behaviors that make
it work

=« Model candor: admit uncertainty
and mistakes

= Ask directly for dissent: 'What are
we not seeing?"

= Respond productively: avoid
defensiveness; focus on solutions

= Use just-culture logic: fix systems for
human error; coach at-risk behavior



Workplace policies & culture

Two-three employer actions Supervisors - executives -

(start in 30 days) safety committee/union

= Supervisor skill-build: monthly = Supervisors: practice response
30-min practice on the three scripts; document and escalate
leader moves barriers

= Speak-up response standard: « Executives: fund time; require
acknowledge within 48 hours + response SLAs; model
visible status transparency

= Meeting norm: 'one voice we - Safety committee/union: agree on
haven’t heard yet' + rotate who speak-up protections; joint

speaks first communications; review trends

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



Physical environment & safety climate

Why this matters for resilience

= Safer environments reduce baseline
stress and injury-driven burnout

« Safety climate predicts whether
hazards and near misses are
reported

= Recovery opportunities during the
shift increase endurance

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)
Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Physical environment & safety climate

Leader behaviors that make
it work

Participate in resilience walks;
remove hazards quickly

= Reinforce stop-work authority;
praise early reporting

= Respond with learning, not blame,
when near misses are shared

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)

Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Physical environment & safety climate

Two-three employer actions Supervisors - executives -

(start in 30 days) safety committee/union

« Weekly/biweekly resilience walk: = Supervisors: make fixes visible;
hazards + 'what’s wearing people adjust task rotation where
down?' possible

= Micro-break design: protect « Executives: resource engineering
pauses for high-demand tasks controls; remove admin barriers

= Near-miss reporting: One-two- = Safety committee/union: co-
minute method + action feedback review findings; prioritize fixes;

loop communicate wins

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



Health status

Why this matters for resilience

= Fatigue and pain reduce attention,
increase error risk, slow recovery

= Access to support improves coping
capacity in high stress periods

« Work design strongly influences
health status over time

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)
Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Health status

Leader behaviors that make
it work

= Normalize support use; avoid
stigma language

= Ask about workload and fatigue in
routine check-ins

= Protect confidentiality;
communicate 'how to access help'
clearly

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)

Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Health status

Two-three employer actions Supervisors - executives -

(start in 30 days) safety committee/union

= Mental health access: simple = Supervisors: short check-ins;
'how-to' guides + leadership allow micro-breaks; refer to
normalization resources

= Fatigue risk checks: schedule - Executives: address
review + safeguards for staffing/scheduling drivers; invest
long/irregular shifts in ergo tools

= Ergo triage: top five high-strain = Safety committee/union: equitable
tasks — quick fixes and follow-up access; jointly promote resources;

review injury trends

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



Home, community, and society

Why this matters for resilience

= Life demands interact with work
stress—predictability supports
recovery

= Flexibility improves retention and
reduces presenteeism

= Supportive policies reduce stress
load without lowering standards

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)
Source: Edmondson (1999; 2019); NIOSH Total Worker Health®



Home, community, and society

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)
Source: Edmondson (1999; 2019); NIOSH Total Worker Health®

Leader behaviors that make
it work

Treat scheduling requests with
dignity and fairness

Ask: 'What constraints should we
consider to keep work sustainable?"

Respond: provide options; avoid
punitive attendance culture where
possible



Home, community, and society

Two-three employer actions Supervisors - executives -

(start in 30 days) safety committee/union

« Flexibility pilots: shift swaps, start = Supervisors: schedule fairly;
windows, predictable scheduling cross-train for coverage;

o normalize PTO
= Resource navigation: curated

supports + benefits Q&A hour = Executives: set guardrails; align

with labor agreements
= PTO culture: plan coverage;

encourage use; prevent '‘penalty = Safety committee/union: co-
backlog' design pilots; evaluate equity;
communicate changes

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



WellBQ-aligned pulse questions

Work experience: 'Priorities are clear' / 'I have what I need to do my job well’
Policies and culture: 'I'm treated with respect' / 'Concerns are addressed fairly'
Safety climate: 'It's safe to report hazards and near misses'

Health status: 'I can take breaks needed to work safely'

Home/community: 'My schedule is predictable enough to manage life demands'

Source: NIOSH WellBQ; RAND-NIOSH Worker Well-Being Framework



Leading indicators (track monthly) vs.
outcomes (review quarterly)

Leading indicators

= Near-miss/hazard reports
(volume + time-to-close)

= Overtime hours and missed
breaks (fatigue proxy)

= Schedule changes with <7 days
notice (predictability)

= After-action reviews completed
(learning behavior)

Source: NIOSH WellBQ; RAND-NIOSH Worker Well-Being Framework

Outcomes

« Injury rates and severity

(including MSDs)

= Absence and turnover

= EAP utilization trends

(watch access barriers)

= Grievance/complaint themes

(aggregate)



30-60-90-day implementation plan

30 60-90

days days
(pilot) (scale + sustain)
= Pick one domain and two actions « Standardize what worked (SOPs,

meeting norms, response SLAS)
= Assign owner + close-the-loop
method = Share wins with committee/union
partners
= Run a five-item anonymous pulse
baseline « Re-pulse; review leading
indicators; adjust

Source: NIOSH Total Worker Health®; NIOSH Worker Well-Being Questionnaire (WellBQ)



What good looks like

=

People speak up Work is Leaders close Resilience
early and are designed to be the loop and becomes a
thanked for it doable, safe, remove barriers property of the

and sustainable system—not a

personal burden

Source: Edmondson (1999; 2019); NIOSH Total Worker Health®
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