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Safety Delta

A complete guide

Safety Delta is a tool to strengthen a proactive safety culture. It
stimulates safety performance evaluation, dialogue, and development
processes supporting the continuous improvement of ship and shore
safety performance and competencies.

Based on crew perceptions, Safety Delta provides safety performance
and condition indicators offering both ship and shore a strong starting
point for a qualified dialogue on perceived crew safety performance.

This document has been prepared to help Safety Delta users build an
understanding of the principles behind the concept, the way it is
designed, and most importantly how to manage it in real life. In order
to obtain the full value and effect of the Safety Delta concept, Green-
Jakobsen suggests that the recommendations and advice stipulated in
this manual are followed.

— e e e e e e ———
— o o o O e e O EE e e e e e e .

The Safety Delta concept

Safety Delta is a tool to strengthen a proactive safety culture. It enables crew
and shipping companies to identify areas of good safety performance to learn
from as well as to react on signs of poor safety behaviour before an incident
happens. In this way, Safety Delta stimulates a continuous improvement

mindset.

The Safety Delta concept contains three stages linked together in a continuous
loop: Diagnosis, Dialogue, and Development. These three stages are
appreciated and endorsed by shipping company stakeholders such as clients,

insurance companies, and legislators.

o Diagnosis - The Safety Delta concept supplies shipping companies with
a diagnosis tool named Crew Safety Diagnosis (CSD). CSD is a proactive
safety performance assessment of the present on-board safety
conditions and performance.

o Dialogue - The Safety Delta concept stimulates crew safety awareness

and dialogue. It creates the starting point for a focused and accurate
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dialogue about the crew’s present safety performance and areas to be
improved.

o Development - To encourage the constant improvement of the crew’s
safety performance, a learning and development library will support
on-board learning and development activities, best practice

recommendations, processes, and many other resources.

To help ship and shore employees manage these processes, a range of
supporting means, such as learning and development tools, training
programmes, guidelines, and support, have been developed. These supporting
means will help ensure a strong implementation of the concept and stimulate

a much more qualified and mature dialogue on crew safety performance.

Crew involvement

Traditionally, safety development initiatives come from the office or
management level. Safety Delta challenges this tradition by enabling crew to

engage in and influence the safety culture on board.

The fundamental belief is that those doing the job should also be involved in

discussing, managing, and developing the safety performance on board.
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REMEMBER

Humans live in a world
of experienced
meanings. But are our

meanings about the
world correct?
Safety Delta helps us
investigate how we
perceive the world.
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The crew plays an important role in each of the three Safety Delta stages:

o First, crew makes the diagnosis by answering a survey about their
perception of safety on board.

e Then crew has a dialogue about the results and comes up with
development ideas.

e Finally, crew executes development activities on board and develops
their safety skills.

The Safety Delta process

Safety Delta consists of three stages linked together in a continuous loop:
Diagnosis, Dialogue, and Development.

INggve

When a cycle has been completed, a new cycle can be started. In the new
cycle, the results of the development activities can be measured in the
Diagnosis. This and new development initiatives can be discussed during the

Dialogue and developed further in the Development stage. And this is how it
continues.
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Diagnosis - measuring safety performance
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The Diagnosis stage offers a quick
and strong overview of the on-
board safety conditions and
performance as it is experienced
by those who work with it every

day: the crew.

It takes each crew member
approximately 10-20 minutes to
complete the Crew Safety
Diagnosis (CSD) survey. The
survey provides a secure and
anonymous channel for the crew
to express their perception of the

safety culture on board.

When all on board have
completed the survey, the CSD

report is automatically generated

and sent to the vessel and the office. The CSD report provides the crew with

an instant mirror of the safety performance as it is perceived by the crew.

The report contains written feedback allowing the crew to make quick and

proactive adjustments to improve their safety performance and prevent

potential incidents. One of the most important roles of the report is to

support the following crew dialogue on board and between ship and shore.

The dialogue is the basis for developing an open, trusting, and proactive

safety culture on board.
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To be properly
prepared for the
Diagnosis stage, it is
recommended to view

the Diagnosis
introduction animation
(found in the Safety
Delta Learning Library)
just before the survey
period starts.
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Dialogue - discussing own safety performance

The only persons who truly
experience the safety
performance on board are the
crew members involved in the
daily tasks. The crew members
are also the persons who can
and should make
improvements or changes if

needed.

One of the strongest ways to
build a strong and proactive
safety culture is through the
establishment of processes
that encourage crew
reflection, evaluation, and
discussions of the vessel's

safety performance. An

important aim of Safety Delta
is to generate intelligent dialogue about the true safety performance on

board.

The Safety Delta concept is built to ensure that dialogue takes place among
crew, and that the output is shared with relevant Office Staff. For optimal
effect, it is recommended also that the office staff engage actively in the
dialogue with shipboard management and share relevant inputs from the fleet

and the industry.

The CSD report should be used as the basis for a focused and competent
dialogue across ranks and departments. The dialogue helps officers to develop
an open safety culture on board, where crew dare to speak up and share their
reflections, experiences, and improvement ideas. Crew input and
development ideas will serve as the basis for the Safety Delta Development
Plan (SDP).
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To be properly
prepared for the
Dialogue stage, it is
recommended to view

the Dialogue
introduction animation
(found in the Safety
Delta Learning Library)
just before the crew
receives the CSD
report.
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Development - continuous improvement

At this point, the crew is aware of
the diagnosis of the vessel's safety
performance and have discussed
the results and presented their
inputs and improvement ideas.
Now, it is time to develop their

safety skills.

Senior Officers will prepare a
Safety Delta Development Plan
(SDP) based on the inputs and
ideas discussed during the
dialogue. In the SDP, relevant

learning activities are selected and

scheduled.
NOTE
The Safety Delta Learning Library (SDLL) provides support and learning To be properly
materials to on-board crew to manage the identified learning and prepared for the

Development stage, it
is recommended to

development needs. The aim of the SDLL is to bring the right learning on

board. view the Development
introduction animation
(stored in the Safety
Delta Learning Library)
right after the ship-
behaviours and subjects, and various animated learning films. shore dialogue.

Examples of available learning materials are on-board learning activities,

ideas, practical exercises, safety games, introduction to safety areas, safety

When the planned learning activities have been executed, the SDP must be

evaluated and finalised. This marks the ending of a Safety Delta cycle.

The value Safety Delta provides

Safety Delta offers shipping companies and their crews the best possible
safety performance tool. It consists of multiple supporting components,
methods, training materials, and best practice advice, all with a hands-on
approach. It supports officers to mentor, instruct, and train seafarers on

board.
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Safety Delta is designed for the maritime industry by industry safety experts.
It is designed to help drive safety performance and develop a proactive safety

culture.

Safety Delta offers value-adds to various stakeholders in a shipping company.

ON-BOARD CREW

SHIPBOARD MANAGEMENT

LINE MANAGEMENT DEPARTMENT
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The Safety Delta philosophy and beliefs

Safety Delta is built on the belief that to be safe, seafarers need support,
guidance, and help. Safety Delta is also based on the belief that resilient
safety cultures require continuous efforts. Safety might have been brilliant
yesterday, but this does not necessarily help us today. Conditions, people, and
circumstances constantly change, and we have to adapt to these changes. The
overall philosophy of Safety Delta is to support seafarers in managing the

continuous effort of being safe.

Safety Delta is created around industry best safety practices gained from over
20 years of company experience, own and others’ research, hundreds of
seafarer interviews, on-board visits, numerous worldwide safety development
projects, and the safety training of thousands of seafarers and office staff. All
these experiences have shaped Green-Jakobsen’s beliefs on how to build a
proactive, resilient, and reliable safety culture which have been fed into the

Safety Delta concept.
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Systems support safety
performance. KPI’s
measure performance.

Training stimulates
performance, but

humans decide and
direct performance.
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Those doing the job decide the safety
performance, Therefore, they should
be capable of:

Evaluating safety Correcting safety
performance performance

Building a resilient safety culture and performance does not always come easy
in a global industry which is incredibly diverse in cultures, people,
competencies, business structures, environments, requirements, and
technologies. It requires intelligent solutions, taking numerous considerations,
challenges, conditions, etc. into account. But in the centre of it all, we have
humans — humans deciding and directing our safety culture and performance,
all of them trying to do their job in a professional manner and with the best of

intentions.

Therefore, Safety Delta is built on the following key beliefs:

People in the centre

Open and trusting culture
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Dialogue and collaboration

Strong focus on behaviour

The beliefs which are NOT reflected in Safety Delta:
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The Safety Delta Learning Library

One of the best features of Safety Delta is its digital library of learning
materials and Safety Delta information. The Safety Delta Learning Library
(SDLL) is designed to support development activities on board and to provide

the needed information about Safety Delta. REMEMBER

The SDLL contains more than 50 safety-related learning subjects and different True learning happens
when the correct blend

between challenge and
CSD report. support is created. The

learning materials for each subject. These subjects are also addressed in the

Safety Delta Learning
Library does precisely

this: it supports on-
e Brief - It provides the structure, theoretical foundations, and industry board crew to

The learning materials are presented in the following formats:

best practices for deeper understanding of the subject. manage the identified
learning and

e Video/Animation - These are short stories where the topics and tools
development needs.

presented in the brief become more operational and relatable to the
learners.

o Activity - It is a follow-up learning activity to ensure the learners
receive hands-on training in the subject. The activities are
collaborative, reflective, game-based, and tailored to work, training,

or recreational processes on board.

In addition, various forms and related tools can be found in the SDLL:

e Information about Safety Delta and the three stages: Diagnosis,
Dialogue and Development

o A Safety Delta introduction presentation

e Introduction animations for Diagnosis, Dialogue, and Development

e The Safety Delta Development Plan (SDP)

o Dialogue sheets

o Safety games challenging and developing knowledge and

understanding
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The Safety Delta process model

Safety Delta depends on the management of a structured process. All parties
involved — both ship and shore — must possess a shared understanding of how

to manage this process.

Safety Delta involves all crew members on board including Senior Officers and
designated Office Staff. To ensure a constructive and valuable process, it is
important that each group understands the process and is aware of who does

what, when, and how.

This process model gives an overview of the entire Safety Delta process. It
describes the different roles of office staff, senior officers, and crew members
for each stage as well as the various tools which are necessary in fulfilling the

steps in every stage.

ALL CREW MEMBERS SENIOR OFFICERS OFFICE STAFF

REMEMBER

ML N

Safety cultures are
decided by humans.
Developing safety

culture and
performance requires a
‘human’ approach. This
belief is fundamental
for Green-Jakobsen.

DIALOGUE ]

LEARNING LIBRARY

000

Oovelopment Plan

L

DEVELOPMENT _

The following pages discuss in detail the three stages of Safety Delta:

Diagnosis, Dialogue, and Development.
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Diagnosis

The Diagnosis stage

The Crew Safety Diagnosis (CSD) is the first stage in the Safety Delta process.
In this stage, the crew makes a diagnosis of the vessel's safety condition by

answering a survey about safety practices on board. Like a doctor's diagnosis,
the CSD indicates what is OK, what 'hurts’, and what needs to be improved on

board.

Based on the crew's answers, a CSD report is auto generated. The diagnosis of
the safety condition on board is made by those who live and have first-hand

experience about the safety culture: the crew members.

By providing a status of how well a vessel or crew is performing, the CSD
serves as the basis for the next Safety Delta stages: Dialogue and

Development.

swervoand
CREW SAFETY
DIAGNOSIS REPORT

Theories and concepts behind CSD

The Crew Safety Diagnosis is based on well-founded theoretical concepts and

methods.

For instance, the CSD is based on Safety Condition Indicators rather than the
traditional lagging and leading performance indicators such as LTIFs, FAC, or
the number of safety audits carried out. Furthermore, solid feedback
structures and well-tested evaluative intervals serve as the backbone of the
CSD report.
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Beliefs and theories embedded in the Diagnosis stage

The Safety Delta Diagnosis is anchored on the following beliefs and supported

by the following research findings:

BELIEFS

RELEVANT RESEARCH FINDINGS

Safety Indication Tables

When talking about key performance indicators in the shipping industry, there
is a strong tendency to only focus on lagging and leading indicators. As an
alternative, Green-Jakobsen has introduced the Safety Condition Indicators as

an ‘in-between’ indicator helping to measure the actual safety condition.

The Crew Safety Diagnosis measures the crew’s perception of the safety
conditions on board over a given period of time. Before we dig deeper into the
CSD report and the measuring tool, it is important to understand the concept

of Safety Condition Indicators.
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Various types of performance indicators

Safety Condition Indicators are a type of performance indicators. Various
other types of performance indicators exist. In general, performance
indicators help us measure and articulate our present safety performance.
Valuable performance indicators provide information on the progress and
status of behaviours and activities applied to mitigate hazards and risks
related to health and safety.

As mentioned, there are several types of performance indicators, and each
type has specific focus areas and limitations. There is no ‘one-size-fits-all’
performance indicator; therefore, we need to understand which indicators are
usable for what.

- —— .
Safety ‘lifestyle’ Assessment

Safety Condition
|ndlcators

\

Lagging Indicators Leading Indicators
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PERFORMANCE

INDICATOR DESCRIPTION PURPOSE

LAGGING
PERFORMANCE
INDICATORS

SAFETY CONDITION
INDICATORS
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LEADING
PERFORMANCE

INDICATORS

Safety Condition Indicators provide an alternative and beneficial measure to

the lagging and leading indicators typically used by the maritime industry.

Indications, not precise results

It is important to note that the indicators are not a complete representation
of safety performance on board, but the indicators do provide an indication of
the safety condition on board. The key benefit of the Safety Condition
Indicators is that they can be used to pinpoint areas that need to be improved

and hereby help prevent accidents before they happen.

The Crew Safety Diagnosis is based on Safety Condition Indicators. In the Crew
Safety Diagnosis stage, the safety condition is measured on a set of carefully
chosen indicators. These are the safety areas and their inherent cultivators.
Green-Jakobsen believes that these specific indicators can help predict the

crew’s ability to manage work in a safe manner.
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Diagnosis steps

Making a diagnosis consists of three steps and is a process that involves all
crew, Senior Officers, and designated Office Staff. First, Senior Officers
prepare for the diagnosis on board. Hereafter, all crew members on board
complete the survey. Finally, Senior Officers and Office Staff receive the CSD

report, which is shared with the crew. All are encouraged to read the report.

Who should do what?

The CSD process involves all crew, senior officers, and designated office staff.

The model below illustrates who should do what in each step in the process.

ALL CREW MEMBERS SENIOR OFFICERS OFFICE STAFF

DUGNOSIS

STEP 1: Preparing the CSD Survey

Setting up the survey

The CSD survey is typically conducted two to four times a year. In due time,
the Captain of each vessel is informed of the survey period and the release

date of the Crew Safety Diagnosis (CSD) report.
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It is the Captain's (or a designated Senior Officer’s) responsibility to ensure the
best conditions for answering the CSD survey. The right conditions will help to
ensure:
e The anonymity of the seafarers
e Enough time for the seafarer to reflect upon the questions and provide
accurate and honest answers
e That the seafarers answer the CSD survey individually

e Completion of the entire CSD survey

Before each data collection period, the Captain will receive an email about
how to introduce the crew to the Diagnosis stage, how to set up the right

conditions for the completion, and how to access the CSD survey.

The email will also contain a 'CSD survey completion schedule'. This document
ensures that each seafarer is assigned a time slot to complete the survey. It is
important to ensure that the crew's assigned time slots do not coincide with

their working hours, tasks on board, or rest hours.

Safety Delta | 09.17.2021 | Safety Delta - A complete guide
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[rpe—

Crew Safety Diagnosis (CSD) Survey
COMPLETION SCHEDULE

All seafarers must complete the safety survey. Please allocate approximately 10-20 minutes to
complete the survey. To ensure anonymity, only 1 seafarer is allowed to enter the room at a time.

Number Date Time (Maximum of Name of seafarer
20 minutes per
farer)

EXAMPLE:
23 Feb2017 | 10.30-10.50 John Seafarer

N

If practically possible, the following set-up is suggested:

1. Reserve one computer and one separate room for the completion of
the CSD survey. To ensure anonymity, only one seafarer at a time can
access the room.

2. On the 'CSD survey completion schedule’, each seafarer is assigned a
time slot of approximately 10-20 minutes to complete the survey in
the room. Alternatively, the seafarers can assign themselves a time
slot in the schedule.

3. In their allotted time slot, each seafarer accesses the separate room

and completes the CSD survey on the computer.

Ensuring anonymity

Among seafarers, there is a tendency to provide over positive or unrealistic
answers. Many do this because they fear that other crew members or superiors
will see their answers. In other words, they do not trust the anonymity of the

survey.

However, there is no need for doubts or insecurities when completing the CSD
survey. It is 100% anonymous. It is not possible for any crew member or Office
Staff to access the survey software and view the crew's answers. All data is
stored on one of Green-Jakobsen's secured servers and treated confidentially

by Green-Jakobsen.

It is an important part of the Safety Delta concept that the seafarers come to

trust the anonymity of the survey.
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One of the benefits of Safety Delta is that it will help develop a more trusting
and open culture in shipping companies — a culture where the crew feel

comfortable in voicing their opinions and ideas about safety on board.

Developing an open and trusting culture can take several years and a lot of
hard work. Trusting the anonymity of the CSD survey is the first step in
developing a trusting culture. Therefore, it is important that the crew

experience the CSD survey as a safe and anonymous channel through which

they can express their opinion about safety on board.

Handling survey responses

To ensure complete anonymity, no person or staff member is directly involved
in the handling of crew responses. Instead, a protected software has been

developed to make an automatized handling of the survey data.

This is what happens. As soon as a seafarer has completed the entire CSD
survey, the data is automatically sent to Green-Jakobsen's server. The data
handling software compiles the crew's data during the data collection period.
When the data collection period ends, the software generates an anonymous
CSD report, which is automatically sent to the shipboard management and

designated office personnel.
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The model below illustrates how crew responses are anonymised, compiled,
transformed into a CSD report, and stored on Green-Jakobsen's Safety Delta

Database.

ALL CREW ON BOARD COMPLETE THE 2 DUl MUST ANSWER HilESTLY AND
AN LS CSD SURVEY EAIENCE

it A- S i o ol YOUR ANSWERS ARE ANONYMISED ALL ANSWERS ARE COMPILED

: En — R 100% ANONYMOUS
n1—

ABOUT THE SAFETY
BOARD YOUR

STEP 2: Completing the CSD Survey

Understanding the survey

The CSD survey consists of questions related to the safety on board your

vessel.

The questions are divided into safety areas. The office manager responsible
for Safety Delta in your company selects which of the safety areas to include
in the survey. Thus, the number of survey questions depends on the selected

safety areas.

From time to time, new safety areas and questions will be added. Here is the
list of safety areas:

o Safety leadership

e Health and well-being

e Risk management

e On-board learning and development

o Safety reporting

e Safety behaviours

e Leading the on-board culture

e Critical equipment
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Question types

The survey contains several question types, for example:

e ‘How often’ questions
e Statements
¢ Negatively-worded questions

e ‘On ascale from 0-10’ questions

To ensure useful and valuable report results, it is important that the crew
know about the most used question types and how to answer them. Therefore,

you are encouraged to read the following guide about the question types.

e ‘How often’ questions

Most of the questions ask how often (expressed in the percentage of the time)
specific safety related situations, behaviours, and actions occur. Here is an

example of a ‘how often’ question:

When crew members exceed work hours, how often do they get the compensatory rest? *
% ofthe time

Neniar Soeme- Ahwanys
times
0% 0% 20%  30% 408 RO e0%  COR B0%  90%  100%

L 5

To answer this question, the crew would need to reflect upon the percentage
of the time they get the right rest hour compensation when exceeding work

hours. Is it 10% of the time? 60% of the time? Or maybe even 90% of the time?

To help crew select the option that best fits their experience, the words

“Never”, “Sometimes”, and “Always” are also available.

Example

If a crew member never experiences to get the right rest hour compensation,
the option “Never” or “0%” should be selected. However, if he/she
experiences to get the right rest hour compensation almost all the time, then
the option “80%” or “90%” might be the most suitable.
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e Statements

SAFETY DELTI-'Q )

Some questions are phrased as statements with answer choices indicating

different frequencies. The seafarer must select the answer choice that best

applies to his/her experience. This type is very similar with ‘How often’ type

questions which require the crew to reflect on how often a specific behaviour

occurs or is practiced on board.

On board everyone can practice their religion, tradition and/or culture without being laughed at or bullied. *

Never Seldom Half of the ume Frequently Always
0% 25% SO% 5% 100%

e Negatively-worded questions

Some of the questions ask how often negative actions and practices occur. In

these cases, it is important that the seafarers still select the option that best

reflects their experience.

To make it clear that it is a negative question, the key word in the question is

in bold and italics:

-~

% of the time

Hever Some-
times
0% 0% 20% 30% 40% S0 GOR PO

How often do crew members make shortcuts on safety procedures due to time pressure? *

% of the time

Hewir S
times
D% 10% 20% 30% 40% GO%  GO%  PON

How often do crew members violate the rest hour period without registering the extra work time? *

B20%

0%

J—
a0%  100%

Ahways

[
a®

0 100%
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e ‘On ascale from 0 to 10’ questions

A few of the questions are about the crew member's experience of a topic to

be rated on a scale from 0 to 10:

[ How would you rate the work atmosphere on board? ]
Pleasa indicate your answer on a scake from 0 to 10:
0~ Negative, ex. negative attitudes, soalding crew, harmssment
10 - Pogitive, ex, pasitive amtitudes, armany, acknowledgements *

MNegs- Posi-
tive tive

0 1 2 3 4 5 & 7 ] ] 10

\ - J

When answering this kind of question, the crew must reflect upon how they
would characterise the work atmosphere on board on a scale from 0 (negative)

to 10 (positive).

Example

If a crew member experiences the work atmosphere as rather negative, for
example, crew members are quite often scolded or harassed and a negative
attitude dominates, then option 2 or 3 might be the most suitable. However,
if the work atmosphere is experienced as very positive with positive attitudes

and acknowledgements, then option 9 or even 10 can be selected.

Having the right mindset when answering

The CSD report is based entirely upon the crew's responses. This gives the
crew a lot of impact on the safety on board. Therefore, it is very important
that the crew are aware of the responsibility that follows and answer the CSD

survey with the right mindset.
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To achieve the right mindset and to provide useful answers when completing

the CSD survey, please follow these guidelines:

It is important that the seafarers answer the CSD survey
individually and according to their own experience.

It is very important that the seafarers answer the CSD survey
honestly and irrespective of personal relations to other crew
members.

3 / | Only entirely completed CSD surveys are accepted.

4 / | Take your time and provide accurate and honest answers.
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5 / | The seafarer’'s answers must be realistic and reflect the true
conditions on board.

STEP 3: Receiving and reading the CSD Report

When the Crew Safety Diagnosis (CSD) report has been generated in the Safety
Delta system, it is automatically sent to the vessel and to the designated
Office Staff.

The CSD report is a central tool in the Safety Delta process. It gives insight in
the current safety culture on board and offers the opportunity to work with

safety in a focused and determined way.

From survey to CSD Report

The CSD report is generated based on the crew’s answers to the CSD survey.
But how are all those survey answers turned into a CSD report? In order to
understand how the feedback in the report is generated, it is necessary to
understand the specially designed feedback structures and their underlying
logic. These feedback structures are the key to generating insight on the

safety condition on board a specific vessel.
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Feedback structure for safety areas

The Safety area feedback structure contains a direct link between the survey
questions and the report. This table shows, using Health and well-being as
example, how the crews’ answers to a pool of survey questions are
transformed into feedback on a cultivator, which is transformed into feedback

on a safety area in the report.

Report Feedback structure Survey
HEALTH AND
WELL-BEING Safety area Cultivator Questions

Health and The availability and use of PPE v Pool of questions

well-bein . . . .
« e Crew's experience of time pressure on the job &Poul of questions

As the table shows, each safety area consists of two to three cultivators, and
each cultivator receives input from two to seven questions. In order to show
the output of the feedback structure, an extract of the CSD report is shown
below. It shows how the crew’s responses on a question are translated into
bullet point feedback. The scores are plotted on the graph with four different

colour regions.

C ULT'VATU RS The name of a cultivator indicates a best practice safety be-

haviour within a safety area. For instance, ‘The availability
and use of PPE is a cultivator in Health and well-being'.

o 70 85 95 100

The availability and use of PPE
= Most of the time, the crew have the necessary PPE to help ensure their safety

The crew's
respanses to

« Rather often, the crew members avoid using the required PPE, Are there particular tasks a question
where the crew do not feel the need to wear PPE? are trans-
formed into
a bullet
§ it feed-
s The available PPE on beard is fairly often of poor quality. On what ground is the quality of E:R

PPE poor? Is it on the available size, material or something else?

» The correct use of PPE is often observed on board.

Evaluation of scores

The Crew Safety Diagnosis report measures and evaluates safety on board. But
how do we evaluate the scores? Here you can learn about how the scores are

evaluated and visualised in the CSD report.
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The backbone of the Crew Safety Diagnosis consists of 4 intervals that

evaluate a vessel’s safety performance on a scale from 0 to 100:

EVALUATION OF
INTERVAL PERFORMANCE RECOMMENDATION

The interval under which a vessel’s score results fall defines its performance
level: e.g., if the overall score on Safety leadership is 69.1, it falls within the

interval 00.0-69.9, which results in the evaluation ‘Poor’.

In the CSD report, several visualisations evaluate the vessel’s scores and
performance:

1. The Safety condition indication tables

2. Performance barometers

3. Rank scores bar graph

@ .
SUMMARY ] o

SAFETYAREA  cusaren o
MATHAOWELGENG eesinymecest L) 5
— Te=re—— d
g Ep—— " 82 0

- OVERALL SCORE
et -
* - B3
[ ——
- 1. @
_— Rank Scores
82 Senior officers 83
| = Junior officers 83
i Ratings 80

A BG [} 50 100

These models contain colours, numbers, and labels indicating the evaluation
of the safety conditions. For example, the colour red and the labels ‘critical’

and ‘low’ are used to indicate poor performance (interval 0-69.9).
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It is important to note that the visualisations do not provide a 1:1
representation of the scores. Instead, the visualisation of the evaluation is
based on a ‘seven-part principle’. The performance score scale (ranging from

0-100) is divided into seven parts:

1 part + 3 parts + Z2parts + lpart =7 parts

Ay A y——~"

Critical Improve Reinforce Sustain

The seven-part principle ensures a relevant visualisation of the evaluation. In
the seven-part principle, the section 0-70 is covered by one part, whereas
there are six parts dedicated to the results within the 70-100 section. In this
way, the seven-part principle increases the focus on the 70-100 section
because there is a tendency that most results lie in this section. This enables a
more exact visualisation of each score and ensures a bigger visual spread

between the scores within this section.

Sharing the report with the crew

It is the Senior Officer's responsibility to share the report with the rest of the
crew. Senior Officers should make enough copies of the CSD report and hand it

out to the crew. The crew can either read the report individually or in groups.

NOTE

It is highly
recommended that the
crew/Office Staff who
receive the report use
the dialogue sheets in

preparation for the
dialogue. The dialogue
sheets help stimulate
reflection about the
results and identify
improvement areas.

It is the responsibility of the Office Staff, who received the report, to

distribute it to relevant staff members in the office.
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When Senior Officers and Office Staff share the CSD report, it is important to:

o Briefly inform the crew/Office Staff about the structure of the report:

Summary, Safety areas, tables, charts, visualisations, and results
e Remind the crew/Office Staff that the results are based on the crew's

answers to the CSD survey

How to read the CSD report

In order to get the full benefit and value of the CSD report, it is important to

understand the structure of the report and how to navigate it.

The CSD report consists of three (3) sections:
1. Summary - Safety Condition Indication table
2. Detailed report - Safety areas and Cultivators

3. Safety Delta Learning Library Overview

Summary page

The Summary page gives an overview of the vessel’s safety performance. This
page provides a visual summary and evaluates the vessel’s scores on each

Safety area and cultivator.

Use the Summary to:
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Overview
of safety
areas and
cultivators

SUMMARY

SAFETY AREA

HEALTH AND WELL-BEING

&

ON-BOARD LEARNING 8
DEVELOPMENT

L

Detailed report

Cultivators

The availability and use of PPE

Crew’s experience of time preceure
onthe job | —3d

Initiatives to develop seafarers’

100 Qverall
SCORE

Overall score

77 sn’| 01 the safety

area

Score on the

safety skills

Collective sharing of useful

learning

93

cultivator

The Detailed report shows the score per safety area and cultivator. A safety

area is a process or activity that has a high impact on the overall safety on

board. The CSD report focuses on safety areas included in the survey. Each

safety area consists of two to three cultivators. A cultivator describes a focus

point within a safety area. For example, ‘The availability and use of PPE’ is a

key focus point within ‘Health and well-being’. A well-performed cultivator

positively influences its safety area and the safety performance on board.

The Detailed report consists of a number of charts and descriptions used to

analyse and visualise the results.

Safety Delta

09.17.2021
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85
& i ’
Overall
’“. % score on
r
e ren]— ON-BOARD LEARNING & 0 93 W cafsly ared
DEVELOPMENT OVERALL SCORE
. * Highest har ways of working Rank Scores Overall
%u;?;]rgns i . How canthe go e . Senior officers 98 average
o Lowest Score: The leaders’ ability to ps & P Junior officers 89 scores per
Z0BUE Safeychkine wy vy, REtingS ol rank
Th  car BVEE ' i V' 2 owEST SCOre.
«can this improve and be at par with ather indicators? ° = 1o
Score on
a key. p— Yes The leaders are generally good at acknowledging the crew for good
question No work.
CULTIVATORS
| — i li_w
S 3o Initiatives to develop seafarers’ safety skills 1 Cultivator I
pread o «Th y about their way
answers to :
-
each ques- I
tion ‘ « Theleaders tohelp improve the crew's safety skills.
LA 4
. . I— Written
« There is usually gh of the crew's safety sh 2
e = | peitumance sppritei feedback
?ggll'(e per 1 « There is a regular discussi garding thei
-
« The crew finds that their luation cften improves their safety .
L___¢/ [
Average Collective sharing of useful learning
score 1 . find a better/safer way of working, it is shared with the rest of
-_— the crew.
! « Safety leamings from other vessels or the office are often useful or relevant to the job.
L__¢ |

Safety Delta Learning Library Overview

The last page of the report is the Safety Delta Learning Library Overview. This
page lists down the various subjects that are related to each safety area and

cultivator and are available in the SDLL.

Use the SDLL Overview to:
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ON-BOARD LEARNING MATERIALS

The Safety Delta Learning Library has a lot of on-board materials to support your safety learning and efforts.
Each safety area and cultivator has relevant learning materials and activities ready for your ongoing training,

Safety Area

p "

N

Leaders' ability to give a clear direction on safety

_4

Safety leadership

Giving clear instructions

SAFETY DELTRQ )

Cansistent safety standards

SAFETY LEADERSHIP Prioritising safety
Leaders' efforts to continuously work an improvements From reactive to proactive Turning safety ideas into actions
Leaders' ability to ge open ication Encouraging crew to speak up Active listening
Appreciative feedback Questioning techniques
Being open to different opinions Appropriate assertiveness
Health and well-being
HEALTH AND WELL:-BEING
The availability and use of PPE Using appropriate PPE
g Crew's experience of time pressure on the job Handling time pressure Mental health awareness
Fatigue management Stress management
Three-phase risk management process
RISK MANAGEMENT Preparation of risk management Risk assessment practices Preparations for the job
Hazard identification Principles of controlling hazards
Risk management during the execution of a job Toolbox talk Stopping unsafe acts
Situational awareness Team communication
Risk management in the finalisation of a job Restoring the worksite
Work debrief
ON-BOARD LEARNING On-board learning & development
AND DEVELOPMENT Initiatives to develop seafarers’ safety skills Corrective feedback Appreciative feedback

)

A

Collective sharing of useful learning

GROW coaching model

Sharing improvement insight

Performance appraisal

SAFETY REPORTING

o

Safety reporting culture on board

Shore-based office's follow up on safety reports

Safety reporting
No blame culture

Safety reporting
Turning safety ideas into actions

Incident Investigation

SAFETY BEHAVIOURS

Insight: Seeking and sharing knowledge
Innovation: Improvement initiatives and mindset
Influence: Contributing to a strong safety culture
imervention: Intervening when necessary

Integration: Making safety a natural part of everyday
work life

Safety behaviours
Insight
Innavation
Influence
Intervention

Integration

LEADING THE
ON-BOARD CULTURE

69

Contribution to company values and goals

Leaders’ ability to create a trusting and respectful
culture

Awareness and respect for cultural differences

Leading the on-board culture

Turning company values into behaviours

Positivity at work
Harassment and bullying
Conflict handling
Leadership styles

Cultural awareness and bias

Communicating across cultures

CRITICAL EQUIPMENT

1

Safety Delta | 09.17.2021

Awareness of critical equipment

Understanding of usage

Quality of critical equipment

Critical equipment

The subject list will be updated as new titles become available.

Safety Delta - A complete guide

Page 36 of 64



How to analyse the CSD report

The Crew Safety Diagnosis report contains a lot of information, feedback,
visualisations, and results. When these are properly analysed and discussed,

the insights and value of the CSD report will greatly increase.

A common — and not very productive — way of analysing results is to focus
only on the lowest scores and try to improve these. The pitfall is that you only
focus on what you are poor at, and not what you are good at. In this way, you
limit your understanding of the vessel’s performance to cover only the
negative scores. Also, you miss out on potential improvement opportunities, as
the things you are good at very often can be used to improve what you are not

so good at.

Therefore, it is important to properly analyse the results and to discuss the
analysis with the crew during the dialogue. This will develop a mutual
understanding of the vessel’s safety performance and enable crew to find the

best elements to improve.

Identifying trends

Trends are patterns that can appear when analysing the results across safety
areas. Identifying and discussing trends can help figure out the causes behind
the results. The trends and the causes are useful when identifying the best

and most appropriate improvement initiatives.

Let us give an example of how to analyse trends and formulate relevant

questions about the results for the crew dialogue.

In the CSD report, the scores in the Summary page and the Detailed report
pages are useful in finding and analysing trends. By asking questions about the
high and low points on the line and especially about the differences among

points, trends can be identified, discussed, and elaborated.
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SUMMARY

0 70 85 95 100 Qverall
SCORE

SAFETY AREA Cultivators

HEALTH AND WELL-BEING The availability and use of PPE @

Crew's experience of time pressure @ ? ?
on the job

In the summary page, we can easily see the gap between the two cultivators

of Health and well-being. The graph shows that the crew must reinforce the
availability and use of PPE. However, the crew's experience of time pressure

on the job needs improvement.

Here are some questions to consider:

e Can you give examples that show the availability and proper use of
PPE?

e How can the crew's experience of time pressure on the job be
improved?

e Which safety practices in the first cultivator can be applied to improve

the second cultivator?

Discussing the high score in one cultivator can reveal strategies that might

also be useful in addressing the cultivator with a low score.

The Detailed report for Health and well-being on the next page shows the
specific scores on each focus point for each cultivator. This way the crew can
know which safety practices are perceived to be at the reinforcement level

and which ones are at the improvement level.
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The Detailed report can also reveal gaps between focus points within the same

cultivator.

e’
HEALTH AND WELL-BEING OVERALL SCORE

* Highest Score: Availability of PPE Rank Scores
How canthe i ilability of PPE be mai on board? Senior officers
® Lowest Score: Availment of comp rest for weosk; s Junior officers
Why are the crew hardly availing the compensatory rest when they exceed Ratings
work hours?
100
CULTIVATORS
o__70 85 85 100
= —n

The availability and use of PPE
« Most of the time, the crew have the necessary PPE to help ensure their safety.

L4
« Rather often, the crew members avoid using the required PPE. Are there particular tasks REM EMB E R
— where the crew do not feel the need to wear PPE?
« The available PPE on board is fairly often of poor quality. On what ground is the quality of The report contains
P PPE poor? Is it on the available size, material or something else?
relevant questions that
« The correct use of PPE is often observed on board. .
the crew can discuss
during the Dialogue
Crew’s experience of time pressure on the job
« Violating the rest hour period without registering the extra time is a fairly common Stage o FOllOW -u p
ey [ practice on board. Are there specific instances when this is observed? Do all the crew :
experience this, or is it more common to specific groups? q uestions can a lSO be
« The crew fairly often make shortcuts on safety procedures due to time pressure. Is the i i
¢ = time pressure due to the volume of work, planning and pricritisation issues, or seen in some written
something else? feedbacks
«When exceeding work hours, the crew rarely get the right compensatory rest.
4
AverageScore: @ Overall [ Seniorofficers  /\Juniorofficers < Ratings

L———— 4 Concentration of scores from majority (68%) of respondents. The wider the grey area is, the greater the differences in
perceptions

For example, for the first cultivator in Health and well-being, the CSD report

gives the following feedback:

o Most of the time crew have the necessary PPE to help ensure their
safety.

o Rather often, the crew members avoid using the required PPE.

o The available PPE on board is fairly often of poor quality.

o The correct use of PPE is often observed on board.
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Here are some questions to consider:

w The crew seem to agree that most of the time they have the necessary
PPE to help ensure their safety. However, why is it that they avoid
using the required PPE rather often?

m Which factors could have affected how often the crew use the
required PPE? Could it be because they perceive the PPE to be fairly
often of poor quality?

o What can the crew do among themselves so that they always use the
required PPE?

o What made the crew say that the PPE is fairly often of poor quality?
What can be done by the office or the management to improve the
quality of the PPE?

D Based on the spread of answers indicated by the grey bar, on average,

the crew members most of the time know how to use the PPE

correctly, but some crew members perceive that this point needs
improvement. What can be done to address this difference in

perception and improve?

Interpreting mixed perceptions among ranks

It is common that the ranks on board have mixed perceptions of the vessel’s
performance on different safety areas. This can be expected and should not
be rejected. For instance, senior officers often have other roles in conducting

tasks than ratings or junior officers, which might result in different views.

It is important that the difference in perceptions among ranks is
acknowledged, properly managed, and discussed during the dialogue.
However, it can be difficult to discuss sensitive issues openly. Therefore, it is
important that the crew, senior officers, in particular, show a mature and

constructive approach in the dialogue or when criticised.
This chart shows an example of a significant difference in rank perception.

Rank Scores

Senior officers g5
Junior officers g2
Ratings .

0 50 100
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It is important to talk about these different perceptions with the crew. To do

S0, you can ask questions like these:

o Looking at the rank scores in the safety areas, is one of the ranks
generally showing more positive answers than the others? Or more
negative? Do you have any ideas or suggestions why that is so?

e Select a specific safety area where the perceptions vary a lot:

o Ask the members of the rank with the highest score: To get a
better understanding of the results, could one of you share a work
experience that relates to the score result?

o Ask the members of the rank with the lowest score: To get a
better understanding of the results, could one of you share a work
experience that relates to the score result?

o Because of all your good inputs we now know more about the
results. Do you have any ideas why we have different perceptions
of what is going on?

o  When thinking about it, do you think it is a problem that we have
different perceptions? Why?

o Should we do anything to align what we do? If yes, do you have

any suggestions?

Overall, it is recommended to avoid asking questions which imply ‘correct’ or
‘precise’ answers. Asking this kind of questions can influence the crew’s
willingness and readiness to answer due to the fear of giving a wrong answer.
Instead, ask the crew if they have any ideas or thoughts about the subject.
This way, they will feel invited to share immediate considerations, views, and
thoughts.

Questioning high scores

Some vessels might experience extremely high scores, for example, when all
scores are above 95 in their CSD reports. Even though it looks good, it might

not reflect the true conditions on board.

Extremely high scores can mean two things. Either the crew is showing a very
high safety performance, which is good, or the crew is lacking the will, and/or
ability to evaluate the safety performance on board honestly or realistically. If

the latter is the case, it is important to focus on creating an open and trusting
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atmosphere and building knowledge on best practice via the activities in the

Safety Delta Learning Library.

Example of very high scores

[ 2 8s 9 100 Qverall

SAFETY AREA Cultivators Cratcal Reinforce  Suztan SCORE

SAFETY REPORTING Safety reporting culture on board °
0

Shore-based staff’s follow-up on 100
safety reports ad

Leaders’ ability to give a clear
direction on safety

SAFETY LEADERSHIP

Leaders' efforts to continuously
[@) work on improvements —e 100
Leaders’ ability to create a trusting

and open atmosphere

ON-BOARD LEARNING & Initiatives to develop seafarers’ a
DEVELOPMENT ~ Safetyskilis 100
6 Collective sharing of useful

‘ ‘ learning °
HEALTH AND WELL-BEING The availability and use of PPE ~
Crew’s experience of time pressure 100
on the job *
Preparation of risk management
RISK MANAGEMENT ad
Risk management during the
execution of a job e 99
Risk management in the
finalisation of a job d

CSD scores versus traditional KPI scores

Some might experience that vessels with high scores in the CSD report show
lower scores on traditional KPlI measurements and vice versa. In these cases, it
is important to remember that the CSD report is based on crew perceptions,

whereas traditional KPIs are typically based on reports and observations.

In the analysis and dialogue about the scores in the CSD report, it is important
that the crew dare to address and discuss if they have truly answered the CSD
survey in an honest and objective way. Furthermore, it can bring value to the
dialogue to discuss the vessel’s performance on other KPI measurements and

compare these to the CSD scores.
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To do this, you can ask and discuss the following questions:

¢ How well do we do on other KPIs? How do these scores match the
results in the CSD report?

e If there are differences in the scores/evaluations, why do you think
the vessel received different scores/evaluations?

e When answering the CSD survey, did you feel that you gave honest
answers?

e Was it difficult for you to answer the questions in the CSD survey?
How?

o Did you feel uncomfortable when answering any of the questions?
Why?

Ethical guidelines

A valid Diagnosis requires solid trust in the process among the respondents. To

build trust, the following principles are vital to follow:

e Always ensure crew anonymity - Crew should always be allowed to
answer the Crew Safety Diagnosis survey in a private and undisturbed
manner. In addition, no crew member should be questioned about the
answers he/she provided during the CSD assessment.

e Avoid pressuring crew, colleagues, or subordinates to provide
positive answers - Putting pressure on subordinates or colleagues to
provide positive answers should always be avoided. Safety Delta is not
a benchmarking exercise where ship crews are competing against each
other.

e Also appreciate poor evaluations - The main purpose of the CSD
report is to stimulate dialogue and reflection about the present safety
performance — not to punish low scoring vessels. More specifically,

CSD results should never be used to terminate employees.
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Important facts about the Safety Delta Diagnosis stage

It takes each crew member approximately 10-20 minutes to provide the
input for the CSD report.

Guidelines on how to provide CSD input have been prepared and shall
be communicated to and be made available for all crew members.

The crew responses to the CSD survey happen either via a web browser
and a link provided by the Safety Delta Admin team, or offline through
an Excel survey provided by the Safety Delta Admin team. Soon, the
survey may also be answered via the Safety Delta Mobile App.

The CSD report is automatically generated and offers written feedback
reflecting the present safety conditions. As soon as all crew members
have provided their input, a report can be generated.

Each CSD report is ship-specific, and it offers a quick overview of the
perceived on-board safety conditions and performance.

The report includes recommendations on what actions the crew should
take to improve the present safety conditions and performance.

The report’s feedback is kept in a maritime terminology making it easy
to read and relate to.

CSD is tested by seafarers and office safety staff and described as a

highly important safety performance tool.
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Dialogue

The Dialogue stage

The only persons who truly experience the safety performance on board are
the crew members involved in the daily tasks and operations. These crew
members are also the persons who can and should discuss the performance

and make corrections or changes if needed.

The Dialogue stage is very important. It increases reflections, knowledge-
sharing, and collaboration among on-board crew and departments, and
between ship and shore. The dialogue develops a shared language for safety
and a mutual understanding of best safety behaviours. As a result, a joint
perception of the safety culture emerges and is cultivated among the crew
and Office Staff. Consequently, the safety culture on board and in the office

becomes stronger and more resilient.

Dialogue is the second stage in the Safety Delta process. Before the actual
dialogue, it is recommended that the crew and Office Staff prepare
themselves for the dialogue by reading the Crew Safety Diagnosis (CSD)

report.

The crew dialogue is an opportunity for the crew to discuss the CSD report,
share improvement ideas, and identify focus areas for improvement. The NOTE

Captain shares the outcome of the crew dialogue with designated Office Staff
To ensure optimal
effect, it is

Officers decide about relevant development initiatives. These serve as the recommended that crew

during the ship-shore dialogue. On the basis of the two dialogues, the Senior

basis for the next stage: Development. and Office Staff
complete the dialogue
sheets before the
dialogue. The Senior
Officers can also use the
compiled notes to note
down interesting points
and improvement
initiatives presented in
the dialogue with the
crew.
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Beliefs and theories embedded in the Dialogue stage

The Safety Delta Dialogue is anchored on the following beliefs and supported

by the following research findings:

BELIEFS

RELEVANT RESEARCH FINDINGS

Dialogue steps

The Dialogue stage consists of two steps and involves all crew, Senior Officers,
and designated Office Staff. First, the crew dialogue is conducted on board.

After this, the ship-shore dialogue takes place.
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Who should do what?

The Dialogue stage starts when the CSD report is made available to shipboard
crew and office staff. Four (4) dialogue sheets that help support the crew in
the preparation and execution of the dialogue are also available. The model

below illustrates who should do what in each step of the process.

ALL CREW MEMBERS SENIOR OFFICERS OFFICE STAFF

Dialogue sheets For optimization

f needed, Dialogue sheets are
available in the Leaming Library
‘to support the dialogue

o DALOBOE ...

STEP 4: Engaging in crew dialogue

The crew dialogue is one of the most essential steps in the whole Safety Delta

process.

The crew dialogue is the crew's opportunity to engage in the safety culture
and share their experiences, reflections, and improvement ideas. The dialogue

enables the crew to develop a shared language for safety and a mutual
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understanding of the safety culture on board. In effect, safety becomes a joint
effort, and all crew members are involved in developing a strong safety

culture.

To ensure optimal effect, the crew dialogue session should take approximately
one hour and should be facilitated by a Senior Officer. If possible, the
dialogue should be scheduled at a time slot where most crew can attend.
During the dialogue session, another officer can note down interesting points
to work on together with the improvement ideas. Afterwards, the Captain and
the designated Office Staff can discuss the points and settle on relevant

improvement initiatives.

Dialogue principles

During the dialogue, it is important that officers ensure an open and trusting
atmosphere so that the crew feel comfortable about speaking up and voicing
their opinions. Likewise, the crew should actively engage in the dialogue,

provide input and comments, and listen to others.

To ensure a respectful and valuable dialogue, all crew should follow these
principles:

e Share your reflections: Share your reflections about the report
results and your experiences regarding safety on board. Only through
sharing do we get a better understanding of safety on board.

e Ask questions: If in doubt about the report results, the crew's
reflections, or comments, ask questions to clarify and get a better
understanding. Asking questions is a way to show interest towards the
others' safety experiences and reflections.

o Listen actively: Listen attentively to the speaker and do not
interrupt. Listening attentively with a positive and engaging body
language signals respect and interest towards the speaker.

« Be open minded: Be open towards others’ opinions and experiences
even though you disagree. Acknowledging each other's experiences is

the first step to an open and trusting culture.
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Facilitating crew dialogue

The aim of the crew dialogue is to engage the crew in the safety culture on
board. Therefore, the most important task for the facilitator is to ensure an
open and trusting atmosphere during the dialogue where the crew feel

comfortable about speaking up and voicing their opinions and experiences.

To ensure optimal effect, it is recommended that a Senior Officer facilitate
the dialogue and another officer take notes during the dialogue. The
facilitator can find support in the ‘Senior officer dialogue sheet’ and the note-

taker can use the ‘Senior officer compiled notes’ as a helping tool.

When facilitating the dialogue, it is recommended that the facilitator
promotes an environment that embraces the following principles:

o Respect: All crew members must respect and acknowledge others'
opinions and experiences even if they disagree or challenge the report
results.

e Open-mindedness: All crew members should be open towards
criticisms and constructive comments. A dialogue about the things we
are not so good at is necessary before improvement opportunities
appear.

o Engagement: All crew members should engage actively in the dialogue
by listening, asking questions, and voicing their opinions.

e Curiosity: All crew members should be curious towards one another's
experiences and opinions — only through sharing do we get a better

understanding of our safety culture.

Agenda

To ensure optimal effect, a time slot of around one hour could be scheduled
for the crew dialogue session. Many vessels also prefer making the Dialogue
part of their Safety Meetings. If all crew members share the same national

tongue, the dialogue can be conducted in the local language.

Below is a suggestion for an agenda for the crew dialogue. The agenda is also
included in the Senior officer dialogue sheet. The agenda contains facilitators’
notes that can support the facilitator during the dialogue. Please read these

thoroughly before facilitating the dialogue.
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To get better insight
about how to analyse the
report and ask relevant

questions, please go to
page 37 in the chapter
about Diagnosis.
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AGENDA FACILITATOR’S NOTES

Welcome the
participants.

Crew give inputs on
what they find are

the most interesting
points in the report.

Crew discuss inputs
and exchange
thoughts and ideas.

Sum up 3-5 major
points that were
raised.

End the meeting.

Taking notes during the dialogue

The note-taker's task is to note down interesting points and ideas raised during
the dialogue session. For optimal effect, it is recommended to use the Senior

officer compiled notes for notetaking.

When taking notes during the dialogue session, please remember:
e To note down the most interesting and relevant points raised by
individuals/groups
e Toinclude references to the diagnosis report as these references are
useful in the ship-shore dialogue and when completing the Safety
Delta Development Plan (SDP)
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e (After the dialogue) To inform the crew about what you have noted

and ask them to verify the compiled notes

STEP 5: Engaging in ship-shore dialogue

To optimise the effect of Safety Delta, it is recommended that the Captain

and designated Office Staff engage in a ship-shore dialogue.

The ship-shore dialogue helps ensure that insights and ideas are exchanged
between the Captain and the designated Office Staff. The purpose of the
dialogue is to increase collaboration between ship and shore and to develop a

shared understanding of the on-board safety culture.

ON BOARD OFFICE

During the ship-shore dialogue, it is recommended to keep the following in
mind:

e To be open to input and ideas from the crew

e To be open to learnings from other vessels and the industry

e To avoid jumping to quick conclusions

e To focus on long-term development rather than on short-term,

error-finding missions
The outcome of the dialogue between the Captain and the Office Staff is a

mutual understanding of the safety condition on board, which is the first step

in improving the collaboration between ship and shore.
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The below table shows the roles of senior officers and office staff in the

conduct of the ship-shore dialogue.

SENIOR OFFICERS OFFICE STAFF

To ensure optimal effect, it is recommended that all crew and Office Staff

Dialogue sheets and notes

prepare for the dialogue by reading the CSD report and using the available

dialogue sheets.

Use the dialogue sheets and notes to:

The intention of the dialogue sheets and notes is to prepare the crew and the

Office Staff for dialogue by encouraging them to reflect upon the results and

their own experiences and then come up with improvement ideas.

There are four dialogue sheets which can be used with advantage by the three

key groups.
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To get more information
about the dialogue
sheets, please go to the
Safety Delta Learning
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dialogue sheets can also
be downloaded from the
SDLL.
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Ethical guidelines

A strong ‘Dialogue’ process requires an open atmosphere serving as the basis

for identification of safety performance improvements. The more open and

acknowledging the atmosphere is, the more ideas and suggestions will be put

forward. This can be achieved through the application of the following

principles:

Appreciate that crew perceptions might be inaccurate - Humans
have perceptions and many of these perceptions can occasionally be
inaccurate. This does not mean that it is unacceptable to express
these perceptions. Ridiculing inaccurate perceptions will only create
an untrusting atmosphere and the result will be loss of dialogue and
accountability.

Stimulate dialogue; do not bury it - Without a proper dialogue about
safety between colleagues, there is limited reflection. With limited
reflection, we do not allow ourselves the time to evaluate, elaborate,
or improve the safety performance. Dialogue is by far the most
important risk management tool we have, and we therefore need to
stimulate this.

Include all crew members - All crew members should be allowed to
read the report and be involved in the Safety Delta process. Not

allowing crew members to see the Crew Safety Delta Diagnosis is

without the shadow of a doubt equal to burying the goal of developing

an open and trusting safety culture.

Other facts about the Safety Delta Dialogue stage

The Safety Delta Dialogue tool helps crew to discuss what to:

o Stop doing,

o Start doing, or

o Do more of
Based on the CSD report, the Safety Delta Dialogue tool structures a
competent and focused dialogue on the present safety performance.
The Dialogue process helps officers develop an open and assertive

safety culture - also among submissive crew members.

In extension of the Dialogue process, the crew will be able to prepare a

Safety Delta Development Plan and address areas to be adjusted,

improved, or developed.
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Sometimes dialogue
concerning safety
performance does not

come easy. But what is
the alternative to
Dialogue? Silence? A
resilient safety culture
requires dialogue!
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The Development stage

Development is the third and final stage in the Safety Delta process. The
purpose of the Development stage is to develop the crew's safety skills and

improve safety on board.

The first step in the Development stage is for the Senior Officer to complete
the Safety Delta Development Plan (SDP). This plan specifies the subject to be
improved and the learning activities to be executed by the crew. The SDP is

shared with the crew and Office Staff.

The next step is to open the learning activities in the learning materials
section of the learning library. Over a period of time (a couple of
weeks/months depending on the specific vessel), the crew is to execute the
selected learning activities on board. This results in the development of their
safety skills and improvement of the safety on board. Then it is time to
finalise the SDP and evaluate the effect. This marks the end of a Safety Delta

cycle.

Beliefs and theories embedded in the Development stage

The Safety Delta Development is anchored on the following beliefs and

supported by the following research findings:

BELIEFS
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RELEVANT RESEARCH FINDINGS

Development steps

Who should do what?

The Development stage consists of three steps, which involve all crew

members, Senior Officers, and designated Office Staff.

o The Safety Delta Development Plan (SDP) is completed, and relevant
learning activities are selected by a Senior Officer. The completed SDP
is then shared with the crew and Office Staff.

e The crew executes the learning activities and develops their safety
skills.

o The SDP activities are finalised, and the effect is evaluated.

ALL CREW MEMBERS SENIOR OFFICERS OFFICE STAFF

S

B
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STEP 6: Preparing Safety Delta Development Plan (SDP)

The Safety Delta Development plan (SDP) is a tool for planning and directing
the development process. It helps in turning agreed improvement initiatives

during the dialogue into concrete development activities.

Right after the ship-shore dialogue, a Senior Officer prepares the SDP based on
the inputs and ideas discussed during the crew dialogue and the ship-shore
dialogue. The purpose of the SDP is to turn the agreed improvement initiatives
discussed in the dialogue stage into concrete development activities. The SDP

should be completed electronically.

The SDP links the subjects selected for improvement both to the CSD report
and to the available learning material in the learning library. This link ensures
that the subjects selected for improvement are matched with relevant

learning activities.

For example, if ‘Risk management during the execution of a job' gets poor
evaluation in the CSD report and is selected as an improvement initiative, the
crew can go to the learning materials section and find learning materials

about this topic.
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CSD Report 2
5. O

SUMMARY RISK MANAGEMENT
SAFETYAREA =
i 0

Completing the SDP

As the SDP contains the inputs from the dialogue sessions, it is ensured that
the crew and office staff perceive the development initiatives as relevant.
This increases the crew’s motivation and engagement in the learning

activities, which maximises their learning.
The standard SDP form can be retrieved from the SDLL. You should download

the SDP PDF file and save a copy to your local folder. When the file is opened,

the drop-down list of materials available in the SDLL can be found.
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The plan contains three (3) rows, and a subject is to be selected for each row.
Up to five (5) learning activities can be selected per subject. It is important to
pay attention to the amount of time required for each activity. Avoid selecting

more learning activities than the crew’'s time allows for execution.

For inspiration, go to the learning materials section in the SDLL. Here you can
browse through the available learning materials and get a preview of the
activities. This will enable you to better assemble a learning package for a

subject and select the relevant activities.
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Development Leaming Materials

Selecting the subject to work on

Identify the subject that
the crew need to work on

SAFETY AREA CULTIVATOR SUBJECT

SAFETY
LEADERSHIP

HEALTH AND
WELL-BEING

Preparstion of risk management »

e

Rick management in the
finalisation of & job

SAFETY
REPORTING

Before you complete the SDP, it is recommended to familiarise with it.

When identifjing the subject the crew nesds to work Ingert the name Insert the tarpet date for when
on, itisimportant thatitlinks rothe £SO re port and + rankof the the execution of the learning
the Learning Library: Te ensurethis, you should: person activities should be finalised.
respansible for Also,insertthe date whenthe
. the execution of outcome saming

Then select the cultivatar the learning activitles ved and
® &nd finally, select the subject towork on activities. evaluated.

® First, select the safety area finked tothe subject

SAFETY |:|EI.,T1A<j
Vessel Name [:

DEVELOPMENT PLAN Period Covered [}

1. Identify subj

Insertthe vessel
nameandthe
periodin which
thedevelopment
cti s should
beexscuted.

Taolbox talk

Click Addtc add ancther

The drop down menu
containsthe options

rowi foran activity. Click

Deiete toremove the
row for an activity

thatcan be selected .

review the activities poto Here, comments Forthe
earning Materials in the execution of the learning
Learning Library activities can be inserted.

Click Clearall to delete all your inputs in the S0P
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STEP 7: Executing SDP activities
Executing the activities

To start the SDP activities, Senior Officers are recommended to share the SDP
with all crew members. It is important that all crew members are informed of
the learning activities, and who should participate in what activities and

when.

All activities and learning materials are available in the SDLL. Some activities
require that an officer facilitate the group learning. In these cases,

instructions are provided to guide and support the officer.

When executing the learning activities, the crew must be introduced to the
topic which they are going to work with. For this purpose, an animation/film

and a briefing document are available.

The crew must be aware that most learning materials are designed to be

applied in on-board work-related situations.

The Safety Delta Development
philosophy is that the best
learning happens at the
workplace while doing the work.
Therefore, most learning
activities should take place in
work-related situations on
board. Research shows that 70%
of all learning happens while
doing our job.

When crew are executing the SDP activities, it is important that they:
o Commit to the SDP: All learning activities should be performed on or
before the target date.
o Engage actively in the learning activities: The more the crew are
engaged in the learning activities the more they will learn and gain

from the training.
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o Apply learning in their daily work: When crew use what they have
learned directly in their everyday work, the effect of the learning is

maximised.

If crew experience any challenges in completing the activities, they should
inform a Senior Officer. If needed, the Senior Officer can contact the
designated Office Staff regarding the challenge in question. If you face
difficulty in solving it, you are welcome to contact the Safety Delta Admin

team.

STEP 8: Finalising and evaluating the SDP

After finalising the SDP learning activities, it is important to evaluate the
impact of the activities on the crew's safety behaviours and safety

performance.

When the crew participate in evaluating the learning activities, they begin to
reflect upon the learning activities' positive impact on the safety behaviour
and safety performance on board. Increased awareness about the positive
changes will reinforce and increase the effect of these changes. This is an
important step towards making the positive changes a permanent part of the

safety culture on board.

The evaluation can be made during a safety meeting. During the evaluation
talk, it is important that officers ensure an open and trusting atmosphere to
make the crew feel comfortable speaking up and voicing their opinions.
Likewise, the crew should actively engage in the dialogue, provide input and

comments, and listen to others.

After the crew evaluation, the Captain shares the output and learnings from
the activities with the designated Office Staff.
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Ethical guidelines

Identifying and implementing actual development initiatives require
engagement and involvement. Fostering engagement requires a sense of
purpose and achievement. To ignite the engagement among participants, the

following principles should be applied:

Accept potential poor performance and develop - All human beings
can be subject to poor results. Nobody is perfect, but it is
unacceptable to do nothing if conditions have to be changed. Always
do what is necessary when change is needed.

Appreciate crew development ideas or inputs - Strong development
ideas can be difficult to define, and sometimes we come up with ideas
that are not always top class. Allow this to happen and never ridicule
crew ideas and input.

Look for reinforcement of positives - Be careful not to focus on poor
performance only. The crew is not on a ‘mistake-finding’ mission and
the Safety Delta concept was not developed to be a rod to beat the
crew members with in case of poor performance. It might actually
reveal that doing more of the positives will improve performance, too.
Therefore, never forget to look for the positives.

Promote crew influence and involvement - No true change can be
achieved without strong crew involvement and influence. Crew
involvement and influence communicate respect for opinions and the
likelihood of success increases dramatically. Without these two

ingredients, there is no crew commitment.
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