
Partnering to Inspire 
A Safety Executive’s 

Communications Strategy

SAND2022-4004CThis paper describes objective technical results and analysis. Any subjective views or opinions that might be expressed in
the paper do not necessarily represent the views of the U.S. Department of Energy or the United States Government.

Sandia National Laboratories is a multimission laboratory managed and operated by National Technology & Engineering Solutions of Sandia, LLC, a wholly owned
subsidiary of Honeywell International Inc., for the U.S. Department of Energy's National Nuclear Security Administration under contract DE-NA0003525.



Sandia National Laboratories is a 
multimission laboratory managed and 
operated by National Technology and 

Engineering Solutions of Sandia LLC, a wholly 
owned subsidiary of Honeywell International 

Inc. for the U.S. Department of Energy’s 
National Nuclear Security Administration 

under contract DE-NA0003525.

A Safety Executive’s 
Communications Strategy 

2

Karli Massey, APR
Communications Specialist
Internal & Executive Communications  

Johnathon Huff, PhD
Chief of Safety
Environment, Safety & 
Health



LEARNING OBJECTIVES
1. Recognize how collaboration between senior leaders 
and communications professionals can lead to 
measurable results in a company’s performance goals. 

2. Apply strategic planning principles to develop 
communications campaigns that inform, inspire and 
involve a workforce to improve its safety culture. 

3. Determine what communications tactics might be 
implemented to benefit your company’s goals for safety, 
as well as employee engagement. 
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NATIONAL SECURITY IS OUR BUSINESS
For more than 70 years, Sandia has delivered essential science 
and technology to address the nation’s most challenging security 
issues

Render exceptional service in the national interest

VISION
On behalf of our nation, we anticipate and 
solve the most challenging problems that 
threaten security in the 21st century

PURPOSE
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SANDIA HAS FIVE MAJOR PROGRAM 
PORTFOLIOS
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17 DOE National Labs

• Tackling the critical 
scientific challenges of 
our time.

• Addressing large scale, 
complex research and 
development 
challenges with a 
multidisciplinary 
approach that places an 
emphasis on translating 
basic science to 
innovation.
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SANDIA SITES
ACROSS THE NATION

MAIN SITES
• Albuquerque, New Mexico
• Livermore, California

OTHER 
LOCATIONS
• Alaska
• Hawaii
• Minnesota
• Nevada
• Texas
• Washington, DC

14,700 member workforce



PARTNERSHIP BUILDING
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SANDIA’S 
COMMUNICATIONS 
MATRIX

 Embedded, dedicated resources 
to work alongside your team to 
support ongoing needs

10



11

TRUSTED ADVISORS

• Plan, prepare, and maintain program-specific 
communications for targeted internal and external 
audiences to enhance the program’s reputation. 

• Provide communication counsel to strengthen 
the messaging impact.

• Collaborate with other programs to improve the 
quality and effectiveness of communications. 

• Lead initiatives that include measuring 
communication effectiveness, strategic 
communication planning, campaign management, 
and event/workforce meeting planning.

Plan 

Coach and  
Counsel

Collaborate

Measure 
Successes

It’s part of the job description



TRUSTED ADVISOR

Why do you think it’s important to involve 
communications in leadership meetings and 

strategy development?



ABOUT ES&H
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WHAT’S IN AN ES&H STRATEGY
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All leaders at all levels take 
action consistently to 
continuously improve ES&H 
performance at Sandia

Consistently identify and 
control hazards as part 
of work planning to 
ensure a safe work 
environment 

An ES&H culture where 
employees believe their 
actions make a 
difference

A Path to Excellence



A STRATEGY FOR THE STRATEGY
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Tipping the Scales from Reactive to 
Proactive
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We are integrated ES&H technical experts 
solving national and global challenges.

OUR PURPOSE



SAFETY LEADERSHIP & 
CULTURE

What is the Chief of Safety’s role?



Inform   
Involve
Inspire
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ES&H COMMUNICATIONS: BOTTOMLINE UP 
FRONT  
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 SMART GOALS
1. Provide consistent and concise messaging that inspires the workforce and 

demonstrates the ES&H purpose, principles, and goals of the 5-year strategy. 

2. Outline timeline and tactics to engage the Labswide workforce and key 
stakeholders to keep them informed of ES&H requirements, expectations and 
changes. 

3. Identify existing and new communication channels to involve the workforce 
and increase leadership and employee engagement. 

4. Identify feedback mechanisms to ensure workforce performance / input 
informs the ES&H strategy is being effectively communicated and implemented.

To effectively support ES&H strategy and objectives, messaging and communication approaches 
should ensure:

Sandia’s members of the workforce receive communications that help them 
understand 

and perform work in alignment with ES&H objectives and principles.



Research Plan Implement Evaluate
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MEASURING SUCCESS

OUTPUTS: Demonstrate that 
ES&H topics/issues being 
communicated 

 # Communication Tools
 News items
 Posters / Flyers
 E-mails
 Websites

 Views / Open Rates
 Videos
 Documents
 Clicks

What are we trying to accomplish? 

ACTIVITIES: Expand 
opportunities for engagement

 Targeted outreach to key 
audiences/stakeholders with 
specific actions

 Presentations, events, info 
sessions that encourage 
involvement

 Tier meetings / safety meetings 
formulated for engagement

 Activities structured to gather 
feedback and input

OUTCOMES: Increase 
participation, change behaviors

Increased Participation 
Rates

Increase Leadership 
Engagement

Improvements to Hazard 
ID and Control

Reduced Injury/Illness 
Rates

Reduce Environmental 
Impacts

Communication
s/PR Process:

Research into best practices give insight into how target audiences best receive 
communications. 
Planning ensures that measures/metrics track effectiveness of implementation. Involve Inform Inspire



5-YEAR IMPLEMENTATION TIMELINE
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2020 2021 2022 2023 2024 2025

ES&H COMMUNITY ENGAGEMENT / “INREACH”
5-Year ES&H Strategy Rollout   Division ES&H 

Strategies  
ES&H Strategy 

Status
EMS Goals 
Integration 

ES&H Strategy Status
Mid-Point Successes

ES&H Strategy 
Status

  ES&H Strategy 
Status

ES&H Strategy 
Accomplishments

  High-Value Learning Events: Development + Flow Down Lessons Learned: Partnering for Continuous Improvements   

ESHield Rollout / Training    IT ES&H Roadmap: Process Improvements      

  WP&C Evolution: Input/Engagement  WP&C Evolution: Labswide Outreach Advocates    

INSPIRE:  We are integrated ES&H experts solving national and global challenges  (recognition, retention, recruitment ) 

 INFORM + INVOLVE:  Open weekly Tier 3, flow down of Board of Managers/ES&H Governance Board, listening sessions

FEEDBACK > ES&H Strategy ESHield Learning Events Flow Down WP&C Evolution ES&H Strategy  WP&C Evolution Communications   

LABS LEADERSHIP ENGAGEMENT 
ESH Gov Board Formed   ESH Gov Board Communique: Development + Flow Down ESH Gov Board Communique: Improvements    

High-Value Learning Events 
Launched 

  Incident Data Share
Tier 5

High-Value Learning Events 
Tier board integration 

High-Value Learning Events 
Continuous Improvements

Data Story Telling
Leading/Lagging Indicators

 

  ESH200 Videos Filmed ESH200 Videos Launched
Division Leadership Communications 

Labs Director/ Deputy Labs Directors Messaging 
Cadence for outreach/emphasis on ES&H topics 

 

    Campaign Toolkits for Leaders:
Electrical Safety, Take 10, Preparedness

Campaign Toolkits for Leaders:
EMS Goals, Traffic/Pedestrian Safety, WP&C Evolution

Campaign Toolkits for Leaders:
ES&H Strategy Successes

 

INSPIRE + INFORM:  Weekly Safety Minutes + Flow Downs    

FEEDBACK > ESH Gov Board Flow Down High-Value Learning Events  Leadership Toolkits ES&H Strategy  Leadership Communication Approaches

WORKFORCE ENGAGEMENT / OUTREACH 

5-Year ES&H Strategy Rollout   Division ES&H  Strategies Promo  EM Strategy
  ES&H Strategy Status

Mid-Point Successes 
ES&H Success Stories

ES&H Strategy 
Accomplishments

  ES&H Web Improvements (Live Safe) Improve Virtual/Interactive Tools       

ESHield Deployment:
5-Year Outreach Plan Developed > Improved

WP&C Evolution:
Stakeholder Engagement / Campaign Development  

WP&C Evolution:
Outreach Campaign 

   

  Policy Change Comms Revised Targeted Outreach for Policy Changes/Impacts  

  ES&H Recognition:
Integrated in Thunderbird Kudos

 ES&H Recognition:
Customized ES&H Outreach/Thanks

ES&H Recognition:
Additional Guidance for Leaders

 

INSPIRE + INFORM + INVOLVE: Issue/Topic Messaging Campaigns, Outreach Events

FEEDBACK > Policy Change ESHield Learning Events  Recognition   ES&H Leadership Comms Interactive Tools WP&C Evolution   ES&H Strategy 



INSPIRATION IN 
PRACTICE

What do you think has been most 
effective in inspiring our workforce over 

the last several years? 



COVID-19 COMMUNICATIONS 
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VIRUTAL HEALTH & SAFETY MONTH
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• The month-long outreach event 
reached 3,238 employees
• 218% increase over 2019

• 876 checklists were 
downloaded 

• 657 interactions in live sessions 
via Skype/Livestream

• 1,405 ergonomic online 
assessments completed
• 114% increase over the 
previous month

• 10.3% of population
• 2,581 total activities clicked 
(videos, online links, checklist, Whil)



LEADERSHIP 
ENGAGEMENT



Labs-wide Impact
Volume

Engagement/Feedback
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 Approaches:
 Story Telling 
 Personal stories
 Data-based 

 Employee-Driven Content 
 Accomplishments 
 Best practices

LEADERSHIP COMMUNICATION OPPORTUNITIES  

Division/Center Specific
Effectiveness

Messaging Overload  

Balanced 
Approach

 Feedback / Listening Sessions
 Ask how you can help

 Strategic Alignment
 Reinforce key messages/goals
 Brand ambassadors 

Show team members how they are part of your vision
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ES&H LEADERSHIP STORIES



THE POWER OF 
RECOGNITION 



THUNDERBIRD KUDOS
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RISING STAR OF SAFETY



RESULTS
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ES&H COMMUNICATIONS
Data as of 09/30/21Communication Plan Success Metrics

Yearend:  91% of plans meet or exceed 
expectations (target was 80%)

Plans completed or ongoing through September:  91%  of measures met or exceeded goals
• Strategic Plan: Plan Rollout, Division Improvement Plans, Ongoing Mentions
• Environmental Programs: Earth Day Activities, EMS Awards, Meteorology, ASER, ES&H 
Minutes

• Emergency Management: Website, Strategic Plan Promotions, Preparedness Month 
• Safety Programs (+ policy change communication): World Hearing Day, Forklifts, 
Electrical Safety, Safety & Health Month, LOTO rollout, Chemical Safety, RSI Guard, 
Hoisting/Rigging 
High-Value Learning Events (Did Not Meet – increase in HVLE downloads; however, now at 
Tier 5)

• Internal ES&H: All-Hands Attendance, Engagement Activities (Did Not Meet – activity 
participation)

• Recognition: Kudos ES&H Categories
• IT Communications: ESHield Launch, Action Tracker, IT Bytes Sessions, Webpage 
launch/updates

Takeaways:  1) focus on quality of engagement not quantity 2) examine how to better measure 
outcomes 

Ensure a communication plan with success metrics 
is in place for other key strategic 
milestones/deliverables
• WP&C Evolution (research underway)
• Leadership Engagement (sustaining)
• Sandia Team Engagement (sustaining)
• ES&H Recruitment Efforts (ongoing)

06/30/21
move to 
09/30/21

9/27

Outreach to each ES&H group about comm planning
• Will schedule outreach through end of FY21

06/30/21
move to 
09/30/21

9/29

Increase HVLE downloads
• Process improvements and webpage 
enhancements

09/30/21 9/27

S umm a r y I m p r o v e m e n t   A c t i o n s Planned 
Completion

Completed 
Date

• 24 Info 
Sessions     

• 2 
Communication 
Feedback 
Sessions

• 155 Average Event 
Participants  

• 121 Labswide 
Mentions 

• 30 Average Monthly 
ES&H Recognitions

• Goals Met for Page 
Views and 
Downloads

• 23% Increase 
Event 
Engagement

• 38% Increase 
in Website Hits

PROCESSES/ACTIVI
TIES

OUTPUTS OUTCOMES

Managing 17 active plans and 34 metrics/measures 



ADVICE FROM THE 
EXECUTIVE

What advice would you offer to other 
communications professionals when 

partnering with an executive?



Sandia National Laboratories is a multimission 
laboratory managed and operated by National 

Technology and Engineering Solutions of Sandia LLC, a 
wholly owned subsidiary of Honeywell International Inc. 
for the U.S. Department of Energy’s National Nuclear 

Security Administration under contract DE-NA0003525.

THANK YOU
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