
The situation
story

Pallets not in route
order.

Freight not ready

Late departure

ETA windows
unchanged

The system does
not match real work.

Changing volumes and routes
mean the work is never the same.

People and
well-being

Listen to
worker
concern

Better design. Safer work. Better deliveries.

Turn worker concerns into
clear recommendations.

SPIN overview
Focus on facts,
not blame.

What is happening?

S = Situation

Where?

When?

Who is affected?

P = Problem
Use the 4Ds to
understand the
problem.

The problem is
in the work, not
the people.

4Ds in the work I = Impact
Small things can create big impacts.Wasted steps and rework due to poor

layout and unclear process.

Reversing risk, public and mixed traffic
increase the chance of incidents.

Not enough time, space or support to
get the job done safely.

Stress,
fatigue,

frustration

Safety Quality Production Operations

Impact on the system

Delayed
deliveries

Damaged
and missing

stock

Poor
workflow

Safety risk
near reversing

trucks

N = Need
Practical work change.

Clear delivery bay

Safer traffic flow

Support to unload

Update deliveries

Better loading order

From concern to actionBetter work design
SPIN helps
leaders
understand
and support
change.

Improving the system
together.

Identify
work

problem

Know
the

impact

Make clear
changes for

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

HSR SPIN and 4Ds guide



Use the 4Ds
to listen
Key message:

The 4Ds help

workers explain

the real work

through stories.

Why the
4Ds matter
Workers see small

problems before they

become big problems.

These are important

signals.

The role of the HSR is

to listen, ask

questions, and

understand the

work before raising

the concern.

The 4Ds
explained

Dumb
Dumb is something
that does not make
sense or feels
frustrating. 

Dangerous is
something feels risky,

unsafe, or 
challenging.

This may involve
physical risk, 

health risk, 
or mental
health risk.

Difficult
Difficult is something
that makes the work
harder or more
demanding than
needed.

This creates risk
because people
have to push more,

rush, stretch, lift,
reach, bend, or
work
around the
system.

Different
Different means
something has
changed or is
surprising.

This creates risk
because people
may not know
the new
conditions or
system.

A retail store is
preparing for a
major weekend
sale. The HSR
uses the 4Ds to
speak with
workers
before the
sale starts.

How to use 
the 4Ds

Listen first.
Let workers share their stories.

Use the 4D questions.
Ask one a time.

Write it down.
Capture their words.

Check understanding.
Summarise what you
heard.

Ready for
SPIN
You have listened.

You have used the 4Ds.

Now you are ready

to organise the

story and build a

recommendation

using SPIN and

present to leadership

for support and change.

Your role
as an HSR

From 4Ds to
better action

What's really
happening?

What needs to
change?

What will help?

Who can help?

Work together?.

The 4Ds are four simple words:

Dangerous

Retail store
example

Listen early.

Find real problems.

Use the 4Ds.

Keep it simple.

Understand the

work not just risk.

Prepare for SPIN.

Bring the facts.

Work with others.

Improve the work.

Dumb

Dangerous

Different

Difficult
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It means the 

work, process, 
rule, form, layout, 
or control may 

not make
sense to the
people doing
the job.


