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Synopsis:

When Churches of Christ in Queensland decided to extend its external focus on caring for some of the most vulnerable in our  
community to include an internal focus on caring for its drivers and improving road safety, it decided on a staged approach that 
began with the ‘low hanging fruit’ and will build a strong culture over time.

Organisation: Churches of Christ in Queensland 
Staff: 3,300
Volunteers: 1,500 
People helped: 20,000 + per annum 

Key Outcomes:
 Improving road safety can be a staged approach, beginning with easy wins and building a road safety culture over time, 

rather than introducing a raft of measures all at once

 Statistics and research are a powerful way to demonstrate the need for change and highlight areas for improvement

 Using this information to educate drivers on how to improve driving performance, rather than punishing them for poor 
performance, increases buy-in and practical improvements

 Improving safety reduces crashes and serious injuries while minimising an organisation’s environmental footprint, and 
linking safety with sustainability can strengthen the business case to invest in both 

 Partnering with an insurer passionate about improving road safety performance is an effective way to collect information, 
particularly crash rates

 Senior management buy-in is crucial to support and demonstrates the importance of improving an organisation’s road 
safety culture

 Combining high-level support with engagement from on-the-ground managers in delivering road safety messages and 
programs is a powerful, effective combination for change.

Case Study: 
Building a road safety culture and driving buy-in from all levels of an organisation
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Introduction 

As an organisation actively focused on caring for the 
community, Churches of Christ in Queensland (CoCQ) has 
extended that focus to look inward and embark on a  
journey to simultaneously improve its sustainability and 
safety outcomes.

Its Fleet, Procurement and Sustainability team has used 
an increased focus on sustainability to help build a 
business case for improving road and workplace safety, 
demonstrating the link between safety and sustainability.

Both principles are also reflected in the organisation’s values, 
which includes ‘being good stewards’, making it easier for 
the team to convince senior management of the need for 
road safety improvement while also bringing on-the-ground 
managers and employees along with them.

The organisation has partnered with a new insurance 
provider to improve its crash reporting, highlighting areas 
for improvement and demonstrating the need for action 
and the potential benefits to the business’ bottom line in 
improving safety performance.

However, the organisation has not used improved statistics 
reporting as a punishment tool, instead focussing on 
education, at an individual and organisation level, to 
improve driver performance.

This case study will focus on how CoCQ initiated its road 
safety journey, ensured buy-in from all levels of the 
organisation, linked road safety with sustainability, and 
started with easy wins in deciding the first road safety 
measures to be implemented.

It also demonstrates the value of passion and perseverance 
in changing an organisation’s driving culture, and how 
a creative approach to funding road safety can help 
strengthen the business case for action.

http://www.nrspp.org.au
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Organisation Overview 

CoCQ has been an active part of the community for more 
than 130 years. With a significant presence in Queensland 
and Victoria, and a medical operation in Vanuatu, it delivers 
more than 300 services in more than 100 communities.

Its 3,300 staff and 1,500 volunteers operate a range of 
community care and mission and outreach services to assist 
families, the elderly and people in need through church 
communities and its care services groups, operated through 
Churches of Christ Care.

Established in 1930, Churches of Christ Care is one 
of Australia’s largest and most diverse not-for-profit 
organisations, operating more than 190 care services 
throughout Queensland and Victoria across children, youth 
and family services; community housing; retirement living; 
home and community care; and residential aged  
care services.

CoCQ’s other missional and outreach services include 
psychology and counselling; Men’s Sheds outreach programs 
for men; outreach services for women; chaplaincy support 
in community and residential aged care services; mission 
action partnerships; and global mission projects.

It also partners with Churches of Christ in Vanuatu and the 
Government of Vanuatu to improve health care services in 
the Pacific island nation. 

Funded by a mix of government subsidies, grants, donations, 
fees and charges, its services are open to anyone regardless 
of religion, beliefs or background. The organisation’s core 
values are being good stewards, behaving with integrity  
and modelling unconditional love.
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Safety, sustainability, dollars and values

A strong focus on improving its sustainability, which reflects CoCQ’s values, has helped drive safety improvements for the 
organisation – while generating savings for the not-for-profit (sometimes called “for purpose”) organisation.

For example, reducing speeding reduces fuel use and carbon emissions at the same time, and reducing crashes reduces 
potential medical and organisational costs while avoiding use of extra resources to repair vehicles. 

Introducing hybrid electric vehicles into the CoCQ fleet has reduced vehicle stop-starting, promoting more efficient vehicle 
use, and partnering with valued suppliers provides funding that is then reinvested to promote more sustainability and  
safety measures.

A sustainability focus reflects the organisation’s core values – being good stewards, behaving with integrity and modelling 
unconditional love – making generating support for sustainability at all levels of the organisation an easier sell.

As a care organisation, CoCQ wanted to strengthen its commitment to stewardship, particularly in the area of the 
environment, believing it should lead by example. Caring for people extended further than just their immediate needs, 
such as housing and aged care, it should mean ensuring their future on this planet, and their children’s future on this 
planet, is not only guaranteed but enhanced.

It was decided strategically to spearhead sustainability 
initiatives across the organisation by focusing first on the 
fleet and the new Head Office as examples of what could be 
achieved. CoCQ’s strategic plan for fleet sustainability, which 
has significant crossover with safety measures, includes:

 þ Reduce the size of the fleet by eliminating vehicle 
travel where practical. This is being supported by the 
introduction of new technology, enabling staff to be 
increasingly mobile, starting with quadrupling mobile data 
limits and introducing tablets and smartphones capable of 
video collaboration.

 þ Introduce plug in and hybrid electric vehicles, and utilise 
stop-start technology, to reduce fuel consumption 
and vehicle emissions, particularly in congested traffic 
conditions.

 þ Reduce number and severity of vehicle crashes. Apart from 
obvious safety benefits, less vehicle damage means fewer 
replacement parts, less energy to repair vehicles and less 
transporting of vehicles to repair centres.

As a result of its sustainability focus, the emissions produced 
by CoCQ’s fleet have reduced to 182 grams/km, representing 
an average decrease of 6 per cent. 

The organisation’s carbon offset partnership with Greenfleet 
has seen over 14,000 native Australian trees planted to 
establish a biodiverse forest, offsetting nearly 4,000 tonnes 
of CO2-e. It has also proven to have other benefits for the 
organisation, including employee engagement, with many 
staff volunteering their personal time to participate in tree 
planting days.

http://www.nrspp.org.au
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Key safety challenges 

The CoCQ fleet travels around 11 million kilometres annually. 
With many of these kilometres travelled on rural roads, 
and being such a large and diverse fleet, ‘exposure’ is a key 
workplace and road safety risk for the organisation. 

If risk is probability multiplied by exposure, the simple fact 
that CoCQ drivers are on the road so much illustrates one 
of the organisation’s key risks. Fatigue also comes into play, 
with many of the organisation’s services delivered in rural 
and regional areas.

Another pressure point is that, as a care organisation, visiting 
clients in person, and visiting as many clients as possible, is 
ingrained into the culture of the organisation. Workers are 
passionate about delivering their services and, due to their 
altruistic nature, their focus is on getting to the job to  
provide care.

This is a possible reason behind a high level of speeding 
infringements, which the Fleet, Procurement and 
Sustainability team (the Fleet team) is actively working 
to minimise. The team believes that at least some of the 
speeding infringements, which occur in both urban and rural 
areas, are the result of well-intentioned drivers seeking to 
see as many clients as possible. 

The Fleet team is also working with the organisation’s new 
insurance provider to reduce its crash rate. Most crashes are 
low speed, manoeuvring-type crashes more attributable 
to driver behaviour, rather than high impact, high injury 
crashes attributable to speed or fatigue.

As a not-for-profit with a high number of volunteers, 
managing and assessing the size of its grey fleet is also 
a significant safety challenge for CoCQ. While measuring 
the exact size of the issue is difficult, analysis of kilometre 
reimbursement figures for drivers using their own vehicles 
indicates grey fleet is a safety issue the organisation will 
need to manage in the near future.

First safety steps

Safe vehicles

The fastest and simplest way to improve safety for CoCQ  
staff driving to visit clients, and to mitigate the high 
exposure risk from the volume of kilometres travelled, is  
to provide safe vehicles.

CoCQ’s Fleet Management Policy mandates a focus on 
models that include safety features such as lane departure 
warning, adaptive cruise control, blind spot detection, and 
reversing cameras and sensors. The policy also mandates 
purchasing of low-emission vehicles, further promoting 
sustainability objectives.

While funding can be a challenge for not-for-profits, 
CoCQ negotiates priority pricing where possible with 
manufacturers, who are increasingly including active 
technology safety components in their vehicles to achieve 5 
star ANCAP safety ratings, making it easier to purchase safer 
vehicles.

Fatigue management is also part of the organisation’s safety 
focus. In addition to drivers travelling longer distances in 
rural areas having regular rest periods, journey management 
is a key consideration. 

The Fleet team is also working to educate drivers to consider 
whether there is an alternative to driving, particularly over 
large distances. For example, is video or teleconferencing 
a viable alternative or, for significant distances, is flying a 
better alternative? However, this is a challenge in a care 
organisation where the ingrained culture is that carers have 
to be physically present with the clients they serve.

http://www.nrspp.org.au
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Communicating safety

The online education component will be coupled with, 
and reinforced by, regular Tool Box Talks outlining safety 
requirements.

These talks are going to be delivered on the ground by line 
managers who deal with staff every day, because messages 
delivered by managers staff deal with daily, rather than from 
the CEO, are more effective.

The Fleet team provides managers with content for the Tool 
Box Talks, which is based on driver toolkits developed by 
NRSPP. The format is straightforward, and you don’t have to 
be a safety expert to deliver it. 

All content is included in the kits, including questions to ask 
and guidance answers. Not surprisingly, the first Tool Box 
Talks focussed on low speed manoeuvring.

Utilising line managers also extends the reach of the small 
Fleet team, which cannot visit all staff and all operations. 
However, in addition to providing content, the team 
supports managers by examining areas with the highest 
numbers of incidents, for example in speeding or crashes, 
and personally delivering toolbox talks to those areas. 

CoCQ’s Fleet team also actively pursues opportunities to 
keep driver safety top of mind. For example, the annual 
Queensland Driver Safety Week provides a focus point for 
driver safety. Every email in the organisation includes a link 
to information on road safety, and locations are encouraged 
to join Head Office in hosting a breakfast during the week to 
provide and reinforce driver safety material.

Tackling driver behaviour

Before commencing work, every employee must provide their licence details including the expiry date so that these can be 
monitored. Also, before being permitted to drive a CoCQ fleet vehicle, every driver in the organisation must comply with 
specific elements designed to address driver behaviour behind the wheel. 

Drivers must sign a ‘driver pledge’, which compels them to, as a minimum, abide by the road rules as well demonstrate the 
values of the organisation on the road.

The organisation believes the effectiveness of driver pledges in changing driver behaviour has been shown in research. Simply 
put, if drivers don’t sign the pledge, they don’t drive a CoCQ vehicle.

As part of the driver pledge, drivers must also confirm they have read the organisation’s driver safety policy. Linking the policy 
to the pledge ensures drivers have actually read the policy, rather than the organisation having a policy that is easily ignored.

Drivers are also expected to complete an online driving behaviour module, which is provided through CoCQ’s insurance 
provider. The module covers a range of factors, including how to set yourself up in the vehicle as well as education on 
stopping distances and reducing distractions. Drivers must answer questions correctly before they are allowed to move on to 
the next section.

CoCQ’s goal is that every driver in a fleet vehicle has at least received a set minimum level of driver education.

http://www.nrspp.org.au
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Crash rates data

CoCQ recently changed insurance provider, primarily to 
improve the risk management level provided, as well as  
the reporting and data the organisation receives,  
particularly around number of crashes, so it can measure and 
benchmark its performance. The change also secured 24/7 
accident support for drivers. 

The Fleet team meets quarterly with the new insurance 
provider, Vero, where the insurer provides a detailed report 
for the organisation to track its crash statistics. The data 
breaks down performance by organisation area, so areas 
performing strongly or poorly are highlighted, as well as 
benchmarking performance against three other not-for- 
profit organisations.

Combined with the organisation’s monthly speed 
infringement information, crash rates data can highlight 
to poorer performing areas, who previously may not have 
known how poor their driving record was, that action to 
improve driver behaviour is needed.

Implementation keys

Insurer partnership
 þ Benchmarking crash rates also provides evidence for the 

Fleet team to demonstrate to CoCQ senior management 
that action is required, and where it is required. Poor 
driver safety performance increases crash rates, which 
in turn increases costs to the organisation, such as 
downtime if a worker is injured and sourcing another 
temporary vehicle – the downstream costs to an 
organisation of a crash is estimated at five times the cost 
of the crash itself. 

 þ While staff safety is recognised as a priority, reducing 
costs for the organisation is also important, particularly as 
a not-for-profit operator which is more sensitive to  
financial pressures.

 þ In addition to providing crash rates data, Vero has been 
actively engaged and helping CoCQ improve its safety 
performance and reduce crashes. The insurer has made 
a range of suggestions, including that drivers involved in 
an incident that causes serious injury or vehicle damage 
be  interviewed by organisation management, providing 
access to the online driver training module each CoCQ 
driver must complete, and offering to run a road safety 
webinar for the organisation. 

 þ Crash data provided by the insurer, combined with the 
Fleet team’s speeding infringement data, has given CoCQ 
a strong starting point for its safety journey, and helped 
the organisation decide on a suite of interventions that 
management supports as being potentially effective.

http://www.nrspp.org.au
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Education 

CoCQ’s focus on education has been a key reason behind 
successful implementation of safety initiatives – both 
education about actual driving behaviours and education 
about why measures have been introduced.

Education about driving behaviours aims to stop repeat 
incidents, as well as preventing future incidents.  
For example, reminding drivers to first walk around the 
vehicle before reversing can help reduce the number of 
reversing incidents.

Driver education is reinforced in the online training module, 
which discusses safety driving techniques like leaving a gap 
to the vehicle in front.

Education has also been critical in overcoming manager 
reluctance to interview drivers who received a speeding 
infringement for driving 13kmh or more over the speed limit. 
Managers were on board once it became clear the process 
aimed to help drivers improve their driving behaviour, not 
blame or punish them.

Management support

While a sound business case had to be made, the CoCQ 
management team has strongly supported efforts to 
improve the organisation’s safety performance.

Seeing the crash data, along with an increase in the 
organisation’s insurance premium in the most recent 
financial year, proved to be a catalyst for increased efforts to 
address the driving culture of the organisation. 

CoCQ’s CEO, CFO and the entire Executive team have 
outlined and communicated that support, a critical influence 
on the success of road safety measures.

The organisation’s CEO, for example, demonstrated his 
support in an organisation-wide email and the senior 
management team has agreed that if there is a serious 
incident, where there is significant damage or injury, the 
driver will be interviewed by their general manager.

The purpose of the interview is not to punish the driver, but 
to provide assistance to help them improve their driving 
behaviour and address any concerns they may have about 
the incident. The process also means management takes 
greater ownership of helping to create a stronger safety 
culture; they must have a conversation and be engaged in 
the road safety journey.

The management team has also supported the inclusion of 
safety messages in team Tool Box Talks, allowing road safety 
messages to be shared effectively ‘on the ground’.

Management support on its own may not create change, but 
it does provide the catalyst for change to be pushed through 
the organisation. In the case of toolbox talks, for example, 
top level support for the initiative combines with managers 
providing the information at the coalface to drive change.

http://www.nrspp.org.au
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Lessons and Learnings

Perseverance and passion, and having a safety champion 
in the organisation, is critical to road and workplace safety 
being on the agenda. In CoCQ’s case, the Fleet team has led 
the charge. Led by its manager, the team’s commitment to 
taking action on the safety and sustainability side of the 
organisation’s activities is demonstrated by the fact the 
manager pitched the business case for offsetting carbon 
emissions multiple times. 

Focusing on sustainability, and improving its environmental 
performance, has also help CoCQ improve road and 
workplace safety, with measures introduced bringing 
benefits in both areas.

CoCQ has approached improving driver safety as a 
behavioural and cultural issue, rather than simply sending 
drivers to a driver training course that focuses on driving 
skills, citing that 94 per cent of crashes are caused by driver 
behaviour. The organisation believes that, in fact, some 
drivers are emboldened by driver training and come away 
overestimating their driving abilities.

CoCQ examines the types of incidents that are occurring 
and focusses on identifying and addressing the cause. For 
example, is the number of client visits required in a day 
putting pressure on drivers to speed?

Pick ‘low hanging fruit’ first. In embarking on its safety 
journey, CoCQ identified measures that it could quickly 
and easily implement, and would most likely receive 
management support, as its first port of call.

Mandating the purchase of safer vehicles, or vehicles with 
included safety features, in the Fleet Management Policy, 
for example. As a not-for-profit, the organisation can also 
negotiate priority pricing with manufacturers for new 
vehicles. 

Education about the need for change, and how it is 
implemented, helps generate buy-in from the workforce. 
For example, managers were initially reluctant to speak to 
drivers who had received a speeding infringement more 
than 13kmh over the limit. However, when it was explained 
that the focus was discussing the reasons for speeding 
and actions that could be taken to avoid repeating the 
behaviour, manager pushback ceased.

Drivers may also need to be educated about using safety 
features included in new vehicles. There has been instances, 
for example, where drivers ignorant of the purpose of safety 
systems have turned off warning systems because of the 
‘annoying beeping sound’.

Another key lesson in implementing new road safety 
measures was the importance of ensuring initiatives 
introduced were supported by research. As well as increasing 
the likelihood changes will be effective, it also creates a 
stronger base to argue for the changes, both among the 
workforce and management, as well as providing direction 
on the types of measures to introduce.

http://www.nrspp.org.au


