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HSRs help create safer, easier, and better work for everyone.

DUMB
Doesn't make sense,

is frustrating or wasteful.

DANGEROUS

Makes the work harder
physically or mentally
than it should be.

Has changed from
normal or is different
from how it used to be.

What has
changed or
surprising?

What makes
this hard or
demanding?

Ask:

What feels
risky or unsafe?

Ask:

What doesn't
make sense?

Ask: SITUATION
What is happening in the work?
Focus on facts.

PROBLEM
Use the 4Ds. What is making the
work dumb, dangerous, difficult or
different.

IMPACT
Why does it matter?
What happens if we do
nothing?

NEED
What needs to change?
What support or resources are
required?

Key tip: Listen first. Ask questions.

No blame. Understand the real work.

Key tip: Focus on the work, not the worker.

The problem is in the work design, not the people.

Share worker concerns clearly
and respectfully.

Ask leaders for support
and sponsorship.

Ask what support is needed:

Time, money, people, equipment,
training, space or decisions.

Recommend practical
improvements

Involve workers in solutions.

KEY TIP: You are a bridge

between workers and leaders.
Keep the focus on solutions.

KEY TIP: Follow up shows you

care and builds trust.

Close the loop with leaders.
Share feedback and results.

Adjust the change if needed.

Ask: Is the work easier, safer,
calmer, and more reliable?

Check if the change is
working.

Go back to workers.
Tell them what happened and
what will happen next.

Listen before solutions.

Use the 4Ds.

Explain with SPIN.

Focus on the work design.

Recommend practical change.

Follow through.

Celebrate improvement.

Keep workers involved.

KEY TIP: Small conversations

today prevent big problems
tomorrow.

Using the 4Ds and SPIN
to improve real work

1. Use the 4Ds to listen 2.Use SPIN to explain

3.Advocate for change 4.Follow through 5.Remember

Ask:

Feels risky, unsafe or
could cause harm.

DIFFICULT

DIFFERENT

YOUR ROLE:
Listen to workers.
Raise issues.
Improve work together.

Good work design protects people and improves performance.


