What to do next after a Safety
Culture Survey?

Using the safety culture discussion cards

Steve Shorrock
EUROCONTROL
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Real Safety Culture

One thing, if you
want to understand
risk you need
to get out from
behind your desk
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But first a little theory...



VALUES

What is the
priority of
safety?

How do we
think things

WHEIRS
BELIEVED

How do we
(really) do

What is
DONE

SAFETY
OUTCOME

Image: Deutsche Flugsicherung GmbH © All rights reserve
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What is Safety Culture?

Management commitment
Resourcing

Just culture, reporting & learning

= Risk awareness & management

Teamwork
Communication
Responsibility

Involvement

¥
Image: Trevor http://flic.kr/p/lcHWLp
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el Safety culture - Some challenges
“It’s too fuzzy”
“It’s just a buzzword”
“l don’t really understand it”
“That’s something for psychologists”
“We don’t have time for that!”
“l don’t know where to start”
“We’ve done safety culture...we did a survey”
“There’s a report somewhere”
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e But most people can do this...
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The Product



OOOOOOOOOOO

A free resource to aid discussion about safety
culture by any person or team

Engaging Memorable
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e Safety Culture Elements

Management commitment
Resourcing
Just culture, reporting & learning

Risk awareness & management

O

Te a m WO r k Organisation of the Cards

There are several individual cards for each of the following
Iture elements.

Communication

Responsibility

Involvement
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Organisation of the Cards
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ThEEE
Do ot .
_— Involve. Getinvolved
contr . . )
Are you sufficiently involved in
While safety-related activities?
itis hal
further Safety isn't someone else’s job. We all need to participate in
Financ safety-related activities such as projects, procedures,
unders surveys, training, or awareness campaigns. How can you

get more involved?
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Organisation of the Cards

There are several individual cards for each of the following
‘safety culture elements.

Each card introduces a different issue for reflection
or discussion.

Some cards are for front-line staff. These are labelled OPS

Management Commitment
Just Culture, Reporting & Learning

Risk Awareness & Management

| |
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e Design Elements

Number

Just Culture, Reporting & Learning

Category
To erris human
H ea d I | ne How would a staff member being prosecuted / Qu est|o N

for an incident involving a genuine error be

supported? (present)

'Human error'is really just a by-product of normal variability .
in performance. In a healthy safety culture, this is accepted ‘ Ra t | O n a | e
P ) and managed. How can leaders better support people
O PS when normal errors become part of a prosecution?
designation E— Follow-up
Question

(future)

N L

Photo
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-
Category

L'erreur est humaine
H ea d I | ne /%De guel scutien bénéficierait un membre du / Qu est|o N

personnel poursuivi peur un incident d a une
erreur averee 7
(present)

Lerreur humaine rest vraiment qu'un sous-produit de la

variabilité normale des performances. Dans une culture Ratio n a |e

sécurité saine, est acceptée et prise en charge. Comment

IO PS’ es dirigeants peuvent offrir un meilleur soutien au personnel
orsque des erreurs normales font lobjet de poursuites 7

Follow-up
Question
(future)

designation

Photo
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Exercise
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Three cards, one story

1. Consider the 3 cards you

have .
2. Think of an experience* i

%

If you see a risky or unsafe behaviour by a
colleague, what would you do?

Unsafe behaviour needs to be challenged, regardless of
whose behaviour it is. How would you intervene if you
were uncomfortable about a colleague’s behaviour, and
how can we talk about what is acceptable and what is not?

involving 1, 2 or all 3 issues
3. Describe the experience
and lessons learned to your
neighbour, introducing the

cards as you go

P.S. No blame ©



&
-

EUROCONTROL

Other Applications




]
[ -4
—s Who has used the cards?

Requested by

Also adapted by
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oo Tips from Alfonso Barba Martinez (Head
of Regional Safety, AENA)

. L.Select relevant cards for the group
: 2.Insert into meeting as brain refreshment

] 3.Keep groups small
~_ 4,Assign a facilitator and take notes
~ 5.Start with one or two cards

~6.Be careful when mixing groups
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How to use (how would you like to use?)

B

Option 1:
Comparin  Option 2: [ =4

2 EUROCONTROL
Different members o In a small group, take OPtlon 3:
the cards into two pi Discuss the card for 0 o .
organisation unit, prc Discuss a different c: Choose a speciﬁc ole ptlon 4-
each card in depth v .
What we do we — Option 5: Influences
What we need You may sort tl
Th ‘ such as: Organise cards into patterns to show how the issues relate
an compara to one another. Forinstance, some cards may
Wik e e Whatdowe have cause-effect relationships, or may influence each
. Where do }"'“ other in a more subtle way. Discuss how these
. EIE Qg WE e What and wt Strel relationships work.
o Whatarethe
e What might! e Where have:
o How canthis
o Who needs tt i Whisiade e

(responsible,

o Whendoesit o What are we

Oppol

The cards in each pile
culture can be improy
opportunities, addres:

o Whatis stopy
e Howcanwe

The cards in each pi
safety culture can be
strengths, address
future opportunit
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VEGA THURDAY

09:30

“THE REAL DEAL

"CRAP FACILITATOR
OTHERWISE 0K

"SAFETY IN A MEW WaY"

HE'S BORING AS USUAL
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1. Paper A6 cards

Share experience

Are reports of occurrences readily

2.Sma rtphone/tablet available to you?

To learn from incidents, those who could find themselves

in similar situations need to be able to access safety-related
occurrence reports. How would you like to receive or have
access to such reports?

3. Posters (A2)

4. Intranet popups

5. Leaflets (with SKYbrary URL)
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Promotion




Download at www.skybrary.aero
or www.bit.ly/safetycards

navigaton
= Home page IFyold wish to condribute or participate i th
= Operational issues
* Human pertormance - Safety Culture Discussion Cards

Enhancing safety
Safety regulations
Accidents and
incidents

Sgions about artickes you aré inviled to join SKYbrary a3 a registered user

o Aoraft-lpes Contents [Hide| ) SK¥ brary - Safety & Discussion Cards - Complete Collection - Mozilla Firefox
= Ajrport Directory ey Fie Edt Yiew Hgtory Bockmarks ok fefp
= OGHFA -
» Organisations 2 Almis B by - Safety Culbure Distussion Cards - [ o
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» Publications 4 riat of the © - =
1CAO FSIX ; : Al Mot Visked . Latest Headines S Create inthe news | 1. [ herp:fjmal google. com] 08 Rado 4 Lve [0 Gusdian |4 ATC tssues - PPRUNe TELT Gateway (] wekome, stevet | B 1657 | Desgnng forP. 3% Ttter | cWLIogn (&) Creative Conm
. § Using the cards -
& Conclusior share oo K3 » =@ 3ol d B o I+

wiark In progress :
u [raft artiche
® Request an article

. Introduction 5. TEAMWORK
irformation

It FHY brary The E ) safety culture programmie for European air traffic
- : laanata launch, questionnalre, warkshops, reporting and feedback, action plannic (4 [ 4 [ 4 [ 4
» Help RO TS T T
= Mifha s who Following a safety culture survey, there is a focus on ensuring sustained e or s aad Thomt St Talking
w Glossary reflecting on what they do, how they do it, and why D o
» Promation

Lo To help continue the conversation post-survey, the concepts and Issues

e = =
Loty Thie ELRI ri Discussion Cards are a practical r
1t ks he .
ot traffic controlle cal information services personnel), mainten;
pages

g " J miethodalagy, ay language 15 used to make the cards com)
u Printable versior v =
® Parmanent lnk

Aims

Card 5a * Card 5b
Us, ar us and them' Working together'

Card 5d
Talking about systems
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Challenge mub ol il o\.-—-mnn.lmu- Loty talk
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Over 5000 hits -

: s Card 5g = Card Sh
Challenge sk’ Confidence in colleagues’ Handling negatmty Tearrwork on the front line'
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The Controller

Journal of Air Traffic Control
(April 2012)

3500 copies per issue sent to
ATC facilities and individuals in
140 countries

Also in this lssue:
# Flying the A380
# Bali & China =
2 EASA Rulemaking

Are safety issues raised by
front-ine  operational/techni-
«cal staff given appropriate pri-
ofity within your organisation?
Do you and your team incor-
porate lessons from incidents
nto your work? i you saw a2
colleague  doing  somathing
you thought was risky or un-
safe, what would you do?

These are questions  zbout
safety cufture. They are just ex-
‘amples of the types of questicns
trat are addressad in tha EURC-
CONTROL safety culture pro-
gremme for European air traffic
management [ATM), which has
been underway snce 2003,

'Oine thineg that is clear from the
programame,  which  imolves
‘questionnaires and workshops
with cperational and non-op-
erational staff, & that controd-
lers hawe wvery ciear opindons

by Steve Shorrock,
Human Factors and Safety Specialist, Eurocontrel

sbout these sorts of questions. But a sunvey
is fairly pointless without action and contin-
ued conversation about the issues. that mat-
ter to those on the front Bne of safeqe.

To hedp the comversation, the EURCCON-
TROL Safety Cufture Discussion Cards are
3 practical resource to sid real discussion
about safety culture by any person or team
within the ANSP, especially operational staff.
Thes article gives you & brief overview of the
cards. 5o what is the point of the cards?

They get people talking. The cards are
designed to provoke discussion among both
operational and non-operational staff, and
have been used successfully with operation-
2l staff in safety culture workshops, as wedl
a5 an 3id to TRM treining. They do not give
answers, but instead raise questions.

The cards badld on what you know aiready.
Operationa! staff slready know about safety
oufture. They lve it and fee! it 5o the cards
build on this understanding. The cards do
not use theosetical language. They hawve
been designed and tested with contrallers.
But =till, they are based on the EURDCON-
TROL approach, which has been wsed on
around 20 ANSF surveys.

The cards fislp improve safety
culture by encouraging discus-
shong on ways to improve
safety cultre, in-
spiring  action
oaed on the
outcoms of the
© discussion.

SAreTy CuLture IN Your HANDS

TAKE THE FUZZINESS OUT OF SAFETY CULTURE DEBATES

The physical cards are printed in colowr on
Af card fout may also be used digitally, e.g.
on smartphones]. The first few cards in the
pack explain very briefly what =afety culture
is, show the organisation of the cards, and
explain some possibilities for using the cards.
Then, the discussion cards are sorted into
gight elements: Management commitment,
Resourcing; Just culture, repesting & learning;
Risk awareness and management; Teamwork
Communication: Invokwement; Responsibifity.

There are several discussion cards for each el-
ement, and each discussion card is designed
1o catch attention with a photo and headiine,
raise questions and provoke discussion.

There are B3 cards in total — 70 of these are
tha actual discussion cards, while the rest are
explanatory [introduction, photo credits, dis-
claimer, etc).

So how are the cards used? The cards can be
wsed in any way you can think of, but several
ways have been tried. For instance to com-
pare views: different individusls or teams
sort cards into two piles: “What we do well®
& "What we need to improve’, then discuss
the piles. Another way is to have safety mo-
ments: in a small group, tske just one card
and discuss the card for 10 — 15 minutes.
Or have a small group choose a spedific el
ement, such as "Just culture, reporting and
laaming’, and discuss each card in depth, eg.
‘What and where is our "best practice’ on this
ssue? Where do we need to improve? Etc.
You could also organise the cards into pat-
terns to show how the issues relate to one
another in your ANSF, unit or team.

You can use any number of cards, from one
to the whole set — whatever works for you.
Safety culture can seem abstract, fuzzy and
hard to break down. The cards provide away
o discuss safety culure in a straightforward
and practical way.

The pdf version may be viewed on smart
phones and a low resoluion version can be
found at http#fdb t/KC3pBF! g. High resolu-
tion (English and French] print ready versions
are also available: contact steven.shearock@
eurocontrolint or esp@eurocontrol.int &
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Just Culture, Reporting & Learning

Speak up

Do you feel free to raise safety concerns/?

How we all react to the safety concerns of others can
influence whether or not they raise them in the future.
Is woicing concerns about safety encouraged?

Card
leaflets
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fem . wWww.humanisticbydesign.blogspot.fr

Humanistic by Design

Views on human performance, organisational safety and design from a human factors and
humanistic perspective

Wednesday, July 18, 2012 Steve Shorrock
. 2 & .Y | am a human factors specialist and safety
Usmg the sa'fEty Culture D'ISCUSSIOH Cards TIPS psychologist with a background in practice and
fronl auser research in sarety-critical industries. My main
interest is human factors in safety-related
| have received some great practical tips (and considerations for the future) from an ATC systems and organisations, and improvement
Safety colleague who had used the Safely Culture Discussion Cards with several different via cultural and design-led approaches
groups. Thanks to Alfonso Barba Martinez (Head of Regional Safety al AEMA, the Spanish Alr
MNavigation Service Provider) for the tips bielowd | am also interested in practice-related issues
(such as the research-practice gap and the
Basically, | find it essential to make an introduction to the aims of the cards skilled helping approach), humanistic
and the different ways to use them. YWhat | find could be an improvement is to psychology, hurman factors in current affairs,
introduce simple cues for those having to administer them as “facilitators”, and the influence of human factors in industry
because what we have been doing until now is introducing the product to and public policy
those who can make a hetter use of it (Instructors, Supenvisors, mid-
management). This made me think that it might be useful o explain a bit My role is currenthy Project Leader, Safety
further what the outcome of the cards can result in. So basically | would cue Development at EUROCONTROL, France |
those administering the cards on: am also an Adjunct Senior Lecturer at the
School of Aviation, University of New South
a) Make sure who your audience is, and prepare specific cards for them on Wales, Australia. Views expressed here are
gach element. mine unless stated otherwise
b) The cards are an excellent tool fo insert into any meeting as an added
practical activity, breaking frequently tedious expositions and offering some Follow me on twitter @stevenshorrock

‘brain refreshrment’

¢y Don‘t use the cards with more 10-12 people? Otherwise the discussion
might drift away very easily.

d) Is anyone supposed to take noles? As facilitator | advised them | would be

taking notes, and the different comments and views expressed allowed me to Share

identify weak points in which future safely strategies may be focused on at

local level: shifts, fatigue management, airport signaling w n v E =
g) Also, | would favour using Option 2 Safety moments atthe beginning, as it et w,.

is a lot easier to engage people in a straight forward discussion on just one W Tweet 0 ElLike 0 v

itern, two maximum
f) In the "How to use this Cards” section, Oplions 1 Comparing views, Oplion 3
Focus on... and Option 2 SWOT analysis don"t necessarily need fo use all

cards, but it sounds like you must. It all depends on time available and going Follow by Email

through all of them should not be the objective

@) Be careful with the card selection when mixing groups with different activity Eiiadds
areas, |.e. Human Resource, Maintenance, ATS, Financial and again, have | d

relevant questions prepared beforehand | |

| hope this can be useful to you. As | say, it is mainly focused on the tasks by
those presenting the cards to others who must deal with different audiences, Subscribe To
and could perhaps fealure as a card of its own at the beginning.
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How do you handle people with a negative
attitude to safety? skybrary.aero/images/
5g Hand... #safetyculture discussion cards
skybrary.aero/index.php/Safe... #in

StevenShorrock ¥ ¢ i

How do you handle people with a
negative attitude to safety?

skybrary.aero/images/5g_Hand...
#safetyculture discussion cards
skybrary.aero/index.php/Safe... #in

1 minute ago Twitter for iPad

Handling negativity

g
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Where from here?

e Further expansion of
countries and languages

What's the plan?

Do you know the future plans for the
development of the services you provide?

e Continuous evaluation

Knowing what is planned for the future allows us to give
feedback to ensure the plan is good for safety, and to

e Further content updates prepae youeselforchange How would youlke o be
e Further promotion

e Concept is easily adapted
to other industries
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el Thank you

Comments? Questions? Feedback?

steven.shorrock@eurocontrol.int
antonio.licu@eurocontrol.int
esp@eurocontrol.int




