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“OUR EMPLOYEES 
AREN’T ENGAGED 

IN LEAN”



EFFICIENCY



WHY?



COST
CUTTING



Kai = Change

Zen = Good



Larry Culp, CEO of  GE Aerospace

“SQDC 
— in 
that 
order, 
every 
day.”



“OUR EMPLOYEES 
AREN’T ENGAGED 

IN LEAN”





“OUR EMPLOYEES 
AREN’T ENGAGED 

IN LEAN”



LAYOFFS



SAFER



TRADEOFFS







“The only place 
that work and 
motion are the 
same thing is 
the zoo where 
people pay to 
see the animals 
move around.” 

Taiichi Ohno





http://www.youtube.com/watch?v=wYibCwbvIPk


Improving “Door to Balloon” Time



TRADEOFFS



“I want to talk to 
you about worker 
safety…”

Paul H. O’Neill, Sr.



“Every year, numerous 
Alcoa workers are injured 
so badly that they miss a 
day of  work. I intend to 
make Alcoa the safest 
company in America. I 
intend to go for zero 
injuries.”

Paul H. O’Neill, Sr.



“If  you want to 
understand how 
Alcoa is doing, 
you need to look 
at our workplace 
safety figures.”

Paul H. O’Neill, Sr.



“What do you want to remembered for?”
What is the agenda?

○ Safety
○ Quality
○ Respect for every individual
○ Rethinking everything we do, 

without reservation, to see if  there 
is a better way to do it

○ Being the best in the world at what 
we do, without exception



Results: Lost Workday Rates Over Time
Alcoa injury rate was

63% lower than typical 
U.S. workplace

By 2009, hospital 
DART rate was 26x 
higher than Alcoa 



“I believe 
organizations are 
either habitually 
excellent or 
they’re not.”

Paul H. O’Neill, Sr.



No Tradeoffs: Alcoa Lost Workday Rate and Stock Price

Alcoa outperformed 
the Dow Jones 

Industrial Average



“By learning from 
everything gone wrong 
and sharing it across all of  
the artificial boundaries 
that we’ve created with 
organizational designs so 
that everyone is a 
beneficiary of  learning."

Paul H. O’Neill, Sr.



Sustained Safety Performance



Dramatic Improvement: 
Dr. Rick Shannon, Penn Medicine

 



 

• 90% reduction

• Saved $1.7M

• 17 days shorter 
length of stay per case

Dramatic Improvement: 
Dr. Rick Shannon, Penn Medicine



Rapid Early Returns at UVA: No 
Tradeoffs, Habitual Excellence

Safety Improvement Financial Impact

58 fewer CABSI/63 fewer UTI (62% reduction) $2.6M

109 fewer pediatric infections $4.2M

53 fewer sepsis deaths (27% reduction) $1.83M

36 fewer falls (22% reduction) $82,800

46 fewer pressure ulcers (17% reduction) $1.6M

95% reduction in stock-outs $3.2M supplies
29,000 hrs nursing staff time saved

96 fewer worker injuries (13% reduction) Priceless!!!



“An organization has the 
potential for greatness 
when everyone can answer 
'yes' to three questions 
without reservation…”



1. Am I treated with dignity 
and respect by everyone I encounter?

2. Am I given the resources I need to 
make a contribution to the organization 
that adds meaning to my life?

3. Is my work recognized by someone 
whose opinion matters to me?





“Number of Incident 
Reports”



What is Psychological Safety?
● “Psychological safety is a belief that 

one will not be punished or humiliated 
● for speaking up with 

○ ideas
○ questions
○ concerns or
○ mistakes.”

Amy Edmondson
Harvard Business School

The Fearless Organization





Is it Safe to Say?
THIS IS INEFFICIENT

WHY DO WE DO IT THAT WAY?

I THINK THERE’S A BETTER WAY

THIS IS UNSAFE



2. LEARNER SAFETY

1. INCLUSION SAFETY

4. CHALLENGER SAFETY

3. CONTRIBUTOR SAFETY

Can I be my authentic self ?

Can I learn and grow?

Can I contribute and create value?

Can I be candid about change?







Andon Cord



“Without trust in their 
employers, employees are 
reluctant to admit to the 
existence of  problems and 
learn that it is safest to 
hide them.”





Speaking up isn’t a matter 
of character or courage… 

it’s a function of  

CULTURE





WHY
CHOOSE TO 
KEEP QUIET?









What’s Required for Andon Pulls?

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING



Is it Safe to Say?

WE COULD BE WRONG
LET’S TEST IT AND SEE…
THAT DIDN’T WORK AS…



Safety Reports (U.S. Hospital)



Serious Safety Events (Same Hospital)



“[Toyota believes] people must 
… feel psychologically and 
physically safe … they must 
believe that any concerns 
they have will be taken very 
seriously”





HOW CAN WE 
CULTIVATE A SENSE 
OF PSYCHOLOGICAL 

SAFETY? 



“YOU SHOULD

SPEAK UP”



THIS IS A 
SAFE SPACE



HERE’S WHAT 
ACTUALLY 

WORKS



Modeling
Candor

Rewarding
Candor

Encouraging
Candor



Learning From Mistakes at Toyota

Isao 
Yoshino

Japan
1960s

David 
Meier
Kentucky
1980s



PUNITIVE
    NICE

  KIND

Our Response to Mistakes…





“A problem-solving 
culture is far more 
effective operationally 
than a finger-pointing 
culture.”

Larry Culp, CEO of  GE Aerospace



SAFETY AND
EFFICIENCY

GO HAND IN HAND



QUALITY AND
EFFICIENCY

GO HAND IN HAND



FLOW AND
EFFICIENCY

GO HAND IN HAND



World Class Performance

Culture of Improvement

Culture of Learning from Mistakes

Culture of Psychological Safety

Leader Behaviors

Mindsets



Q&A Time
Slides, Poll Results, and More:
https://www.markgraban.com/KN2025

● Email: Mark@MarkGraban.com

● Podcast: MistakesPodcast.com

● Book: MistakesBook.com



“One of  my basic 
beliefs is, in a really 
great organization, 
the information 
belongs to everybody 
in the organization.”

Paul H. O’Neill, Sr.



“There is 
nothing quite 
so useless as 
doing with 
great efficiency 
something that 
should not be 
done at all.”

Peter Drucker


