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Your Roadmap for the Next Hour
1Welcome & Framing)

Real- world  conte xt for why worke r 
voice  ma tte rs  in your ope ra tions

2 Why Speaking Up Matters
Ps ychologica l s a fe ty and  its  impac t on 
acc ide nts , mora le , and  re te ntion

3Barriers to Speaking Up
Cultura l dynamics , fe a rs , 

and  obs tac le s  worke rs  face  da ily
4 Tools for Building Buy-In

Prac tic a l s tra te g ie s  inc luding  che ck- ins , non-
ve rba l cue s , and  trus t- build ing

5Field Applications
Sce nario role - p lays  and  group

 bra ins torming  for re a l s itua tions
6 Wrap-Up & Commitments

Ke y take aways  and  your pe rs ona l ac tion p lan



Today's Learning Journey
You'll gain practical tools to transform your workplace communication. We'll 
e xplore  how to c re a te  e nvironme nts  whe re  worke rs  fe e l s a fe  ra is ing  
c onc e rns , re c ognize  e a rly warning  s igns  through da ily inte rac tions , and  build  
la s ting  trus t tha t s tre ng the ns  your e ntire  ope ra tion.
01

Create Psychological Safety
Build  e nvironme nts  whe re  worke rs  
fe e l s e cure  e xpre s s ing  conce rns  
without fe a r

02

Recognize Early Warning Signs

Us e  da ily che ck- ins  and  non-
ve rba l cue s  to  de te c t is s ue s  
be fore  the y e s ca la te

03

Build Trust Through Action

De ve lop  rapport with worke rs  
through cons is te nt, fa ir le ade rs hip  
prac tic e s

04

Understand Cultural Barriers

Naviga te  organiza tiona l and  cultura l obs tac le s  tha t 
p re ve nt ope n d ia logue

05

Apply Field-Tested Strategies

Imple me nt prove n communica tion te chnique s  in your 
da ily ope ra tions



A Story From the Field

Why Worker Voice Changes Everything

Last season, a table grape crew kept working 
through e quipme nt malfunc tions  tha t c ould  have  
be e n fixe d  imme dia te ly. Nobody s poke  up  until a  
minor injury oc c urre d . The  c os t? Los t produc tivity, 
me dic a l e xpe ns e s , and  damage d trus t.

Whe n worke rs  fe e l s a fe  ra is ing  c onc e rns  e a rly, you 
pre ve nt ac c ide nts , improve  mora le , and  s tre ng the n 
re te ntion. This  is n' t jus t about s a fe ty—it' s  about 
build ing  ope ra tions  tha t thrive  be c aus e  e ve ryone  
has  a  voic e .

"The quietest worker often knows the most about what's not working."



Understanding Psychological Safety
Psychological safety means workers believe they can speak up about concerns, mistakes, or ideas without 
fe a r of punis hme nt, e mbarras s me nt, or re ta lia tion. In agricultura l s e ttings , this  founda tion de te rmine s  
whe the r s ma ll is s ue s  ge t addre s s e d  e a rly or be come  s e rious  proble ms .

What It Looks Like
Worke rs  s ha re  s a fe ty conce rns
 ope nly

Que s tions  a re  we lcome d and  
Ans we re d

Mis take s  le ad  to  le a rning , 
not b lame

What It's Not
Lowe ring  pe rformance  s tanda rds

Avoid ing  accountab ility

Elimina ting  s truc ture  or d is c ip line

Why It Matters

Pre ve nts  s e rious  acc ide nts

Improve s  proble m- s olving

Builds  te am cohe s ion and  loya lty



The Business Case for Worker Voice
Creating environments where workers speak up isn't just good ethics —it' s  s mart bus ine s s . Organiza tions  
tha t fos te r ope n communica tion s e e  me as urable  improve me nts  ac ros s  s a fe ty, p roduc tivity, and  workforce  
s tab ility.

45%
Fewer Safety Incidents

Whe n worke rs  re port haza rds  
e a rly, s e rious  acc ide nts  drop  

s ignific antly

30%
Higher Retention Rates

Worke rs  s tay longe r whe n the y 
fe e l he a rd  and  va lue d

25%
Improved Productivity

Small is s ue s  ge t fixe d  be fore  the y 
d is rupt ope ra tions

Interactive Reflection

Think about your operation:  How many times have workers stayed silent about an issue until it became 
serious? What did that silence cost in terms of time, money, or safety?



What Stops Workers From Speaking Up?
Before we can encourage worker voice, we must understand the powerful barriers that keep people silent. 
The s e  obs tac le s  e xis t a t cultura l, organiza tiona l, and  pe rs ona l le ve ls , ofte n re inforc ing  e ach othe r to  c re a te  a  
culture  of s ile nce .

Cultural Dynamics

Re s pe c t for authority and  hie ra rchy runs  de e p  in 
many agricultura l communitie s . Worke rs  may 
vie w que s tioning  s upe rvis ors  a s  d is re s pe c tful or 
inappropria te , e ve n whe n s a fe ty is  a t s take .

Fear of Consequences
J ob  ins e curity c re a te s  powe rful s ile nce . Worke rs  
worry about re ta lia tion, re duce d  hours , or 
te rmina tion if the y ra is e  conce rns —e s pe c ia lly in 
s e as ona l e mployme nt whe re  tomorrow' s  work 
is n ' t gua rante e d .

Language Barriers

Limite d  Englis h profic ie ncy or te chnica l 
vocabula ry make s  it ha rde r to  a rticula te  
conce rns  c le a rly. Worke rs  may s tay s ile nt ra the r 
than ris k mis communica tion.

Past Negative Experiences
Whe n pre vious  conce rns  we re  d is mis s e d  or 
ignore d , worke rs  le a rn tha t s pe aking  up  is  futile . 
This  le a rne d  he lp le s s ne s s  s pre ads  quickly 
through c re ws .



Building Trust: The Foundation
Trust doesn't happen overnight —it' s  built through cons is te nt 
ac tions  tha t de mons tra te  you va lue  worke r input and  will ac t 
on conce rns  fa irly. The s e  prac tic e s  lay the  groundwork for 
ope n communica tion.

Consistency

Show up  the  s ame  way e ve ry day. Follow through on 
commitme nts . Worke rs  notic e  whe n ac tions  ma tch 
words .

Fairness

Apply rule s  e qua lly. Addre s s  a ll conce rns  s e rious ly. 
Trans pa re nt de c is ion- making  builds  c re d ib ility.

Protection

Ne ve r punis h s ome one  for s pe aking  up . Ac tive ly 
pre ve nt re ta lia tion. Make  s a fe ty the  priority.

"What's the #1 reason workers in your operation hesitate to speak up?"

Exploring the Silence



Daily Check-Ins: Your Early Warning System
The Power of Brief Morning  Meetings
Five minutes before work starts can prevent hours of 
proble ms  la te r. Da ily che ck- ins  c re a te  pre d ic tab le  
opportunitie s  for worke rs  to  ra is e  conce rns  in a  low-
pre s s ure  s e tting .

What Makes Them Effective:
• Same  time  and  p lace  e ve ry day builds  routine
• Sta rt with s a fe ty top ic s , the n ope n the  floor
• Ke e p  it b rie f—re s pe c t e ve ryone ' s  time
• As k s pe c ific  que s tions : "Any e quipme nt conce rns ?" 

"How' s  e ve ryone  fe e ling  today?"
• Thank pe ople  who s ha re  informa tion
• Follow up  on ye s te rday' s  is s ue s

When workers know they'll have a daily chance to speak, they're more likely 
to raise small issues before they become big problems.



Reading Non-Verbal Cues
Workers communicate constantly —s ome time s  without s aying  
a  word . Le a rning  to re cognize  non- ve rba l s igna ls  he lps  you 
ide ntify conce rns  e a rly, e s pe c ia lly whe n cultura l or language  
ba rrie rs  make  d ire c t communica tion d ifficult.

Watch for Changes
De cre as e d  e ye  contac t, hunche d  s houlde rs , or 
withdrawa l from group  conve rs a tions  ofte n s igna l 
d is comfort or conce rn.

Notice Hesitation
Whe n worke rs  paus e  be fore  s ta rting  a  ta s k or look 
unce rta in, the y may have  uns poke n s a fe ty conce rns .

Observe Group Dynamics
Sudde n s ile nce  whe n you approach or worke rs  g lanc ing  
a t e ach othe r be fore  ans we ring  s ugge s ts  the y' re  hold ing  
back.

Create Opening Moments
Afte r notic ing  cue s , c re a te  priva te  opportunitie s : "I 
notic e d  s ome thing—want to  ta lk about it?" s hows  you' re  
paying  a tte ntion and  ca re .



The Speak-Up Spectrum: Where Do You Stand?
Let's assess the current state of psychological safety in your operation. This isn't about judgment —it' s  about 
hone s t re fle c tion on whe re  you a re  s o you can p lan whe re  you' re  going .

Not Safe
Worke rs  fe a r re ta lia tion and  s tay s ile nt 

e ve n about s e rious  conce rns

Somewhat Safe
Some  worke rs  s pe ak up  s ome time s , 

but many s till he s ita te

Mostly Safe
Mos t worke rs  fe e l comfortab le  ra is ing  

conce rns  in mos t s itua tions

Always Safe
All worke rs  cons is te ntly s ha re  

conce rns , ide as , and  que s tions  ope nly

Ask yourself

Step 1: Mentally place your operation on this spectrum based on your honest assessment.

Step 2:  What specific behaviors or incidents influenced your placement?

Step 3:  Identify common themes and patterns across different operations.



Field-Tested Strategies That Work
These approaches have been proven effective across Industries. Choose strategies that fit your culture and 
commit to  imple me nting  the m cons is te ntly.

Normalize Speaking Up

Public ly thank worke rs  who ra is e  conce rns . Sha re  
s torie s  of how e a rly re ports  p re ve nte d  proble ms . 
Make  it c le a r tha t s ile nce  is  ris kie r than s pe aking .

Provide Multiple Channels

Not e ve ryone  is  comfortab le  s pe aking  in groups . 
Offe r one - on- one  che ck- ins , anonymous  
re porting  s ys te ms , and  b ilingua l s upport.

Act on Input Quickly

Whe n worke rs  s ha re  conce rns , re s pond vis ib ly 
and  promptly. Eve n if you can' t s olve  e ve rything  
imme dia te ly, acknowle dge  re ce ip t and  e xpla in 
ne xt s te ps .

Train Supervisors First

Your frontline  le ade rs  s e t the  tone . Ens ure  the y 
unde rs tand  the ir role  in c re a ting  s a fe ty and  have  
tools  to  e ncourage  worke r voice .



The Indirect Safety Concern
"That ladder's been making weird noises lately. I don't know.
 maybe  it' s  nothing ."

The Situation:
During  morning  c he c k- in, a  worke r 
me ntions  e quipme nt c onc e rns  ind ire c tly, 
he dg ing  the ir s ta te me nt and  minimiz ing  
the  is s ue . The y' re  te s ting  whe the r it' s  s a fe  
to  s pe ak up .

Your Challenge:
How do you re s pond  in a  way tha t:

• Take s  the  c onc e rn s e rious ly
• Re inforc e s  tha t s pe aking  up  was  the  right thing  to  do
• Ge ts  more  information
• Addre s s e s  the  s a fe ty is s ue  imme dia te ly



The Dismissive Supervisor
"We've always done it this way. If you don't like it,          
the re  a re  othe r jobs ."

The Situation:

You ove rhe a r a  s upe rvis or d is mis s ing  a  worke r' s  
le g itima te  s a fe ty conce rn in the  fie ld . The  worke r looks  
de fe a te d  and  wa lks  away. Othe r c re w me mbe rs  
witne s s e d  the  e xchange .

Your Challenge:

How do you handle  this  to:

• Support the  worke r who s poke  up
• Coach the  s upe rvis or on appropria te  re s pons e s
• Pre ve nt this  pa tte rn from continuing
• Re pa ir trus t with the  c re w

• Addre s s  the  orig ina l s a fe ty conce rn

What's your immediate response? What follow -up conversations are needed? How do you prevent this 
from happening again?



Common Pitfalls to Avoid
Even with good intentions, certain actions can undermine psychological safety and 
dis c ourage  worke rs  from s pe aking  up . Re c ogniz ing  the s e  mis take s  he lps  you avoid  the m.

Saying "Tell me anything" but punishing bad 
punishing bad news

Worke rs  notic e  whe n me s s e nge rs  ge t 
b lame d. If you want hone s ty, re s pond 
to  a ll input c ons truc tive ly—e ve n whe n 
it' s  unc omfortab le  to  he a r.

Only asking for input you plan to ignore

Don' t c re a te  fe e dbac k c hanne ls  unle s s  
you' ll ge nuine ly c ons ide r the  
information. Toke n ge s ture s  de s troy 
trus t fa s te r than no proc e s s  a t a ll.

Treating all issues as equal priority
Whe n e ve rything  is  urge nt, nothing  is . 
Dis tinguis h be twe e n s a fe ty c onc e rns  
re quiring  imme dia te  ac tion and  othe r 
fe e dbac k you' ll addre s s  ove r time .

Assuming silence means agreement
Quie t worke rs  a re n' t ne c e s s a rily 
s a tis fie d  worke rs . Ac tive ly c re a te  
opportunitie s  for input ra the r than 
inte rpre ting  s ile nc e  as  c ons e nt.



Your Action Plan: Making It Real
Knowledge without action changes nothing . Before you leave 
today, commit to one specific step you'll take this week to 
encourage worker voice in your operation. Make it concrete, 
measurable, and realistic.
Reflection Questions:

What will you do?
Choose one strategy from today that fits your situation

When will you start?
Set a specific day and time —preferably this week

How will you know it's working?
Define what success looks like in your context

Who will support you?
Identify someone who can help you stay accountable

Write your commitment down. Share it with one other person 
before you leave. Research shows this dramatically increases 
follow - through.



Key Takeaways: What Matters Most
As we close, let's crystallize the core principles that will help you build environments where workers
 fe e l s a fe  s pe aking  up .

Psychological Safety Is Built Daily
Daily

Eve ry inte rac tion e ithe r 
s tre ngthe ns  or we ake ns  trus t. 
Cons is te ncy in s ma ll mome nts  
c re a te s  the  founda tion for 
worke rs  to  s pe ak up  about b ig  
conce rns .

Listen to What's Unsaid

Non- ve rba l cue s  and  ind ire c t 
comme nts  ofte n s igna l 
conce rns  worke rs  a re n' t 
comfortab le  s ta ting  d ire c tly. 
Le a rn to  re cognize  and  
re s pond to the s e  s igna ls .

Action Speaks Louder

Worke rs  judge  you by wha t 
you do with the ir input, not 
wha t you s ay about wanting  
fe e dback. Re s pond vis ib ly and  
promptly to  conce rns  ra is e d .

"The  quie te s t fie ld  ofte n has  the  loude s t p rob le ms  wa iting  to  happe n. 
Cre a te  the  s a fe ty tha t a llows  c onc e rns  to  s urfac e  be fore  the y be c ome  
c ris e s ."



Questions & Next Steps

Let's Talk

We've covered a lot of ground today —from 
unde rs tanding  ba rrie rs  to  s pe aking  up , to  
prac tic a l s tra te g ie s  you c an imple me nt 
tomorrow morning . Now it' s  your turn to  as k 
que s tions , s ha re  c onc e rns , or d is c us s  how 
the s e  ide as  apply to  your s pe c ific  s itua tion.

Contact Information:

Lourdes Gonzalez 
lgonzalez@consultingmlg.com
928 -550 -3220                 

Raul Calvo 
Calvo calvo@consultant.com
 (831) 578-6025
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