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Microtool 1


The Masterplan

Purpose: To provide a template of the entire process which will move from pre-contemplation to contemplation, preparation and action.

Who takes part?  All those who will be steering the process

Leader’s role: Champion

Outcome: Those who are to act as coaches will be appointed, and will have a clear idea of their role and responsibilities. The groups to take part will be defined with their roles, time-scales, tasks and targets

Resources: Meeting room, flip chart, 

Time:30-45 minutes (keep within 1 hour)

Process:  Seminar style meeting in which champion introduces the issue to all those who will be involved in delivering the programme. The champion needs to have the plan worked out, with sufficient detail, in advance
Pre-contemplation to Contemplation - AWARENESS

· Awareness – Simple knowledge of a ‘better’ alternative than the current state

· Creation of need – Active desire to achieve the new state

· Making the outcome believable – believing that the state is sensible for those involved

· Making the outcome achievable- making the process of achieving the new state credible for those involved

· Information about successes - information about others who have succeeded
Contemplation to Preparation – PLANNING
· Personal vision - definition of what those involved expect the new situation to be 
· Plan construction - creation by those involved of their own action plan

· Measurement points - definition of (i) indicators of success in process and (ii) indicators of successful internalisation of the values and beliefs

· Commitment - signing-up to the plan of all involved

Preparation to Action - ACTION

· Do - start implementing action plan

· Review - review progress using process indicators, with concentration upon successful outcomes

· Correct - reworking of plan where necessary driven by the unsuccessful outcomes

Maintenance - MAINTENANCE

· Review - management review of process at regular (and defined in advance) intervals

· Outcome - checks on internalisation of values and beliefs
This is the general process. The starting point is determined by the group’s current transition status as determined by the champion in consultation with the local coach. i.e., if the group is already fully aware of the issues, it should suffice to start directly with the Planning stage or the prior stages can be gone through very rapidly. The hardest problem will be defining indicators of successful internalisation (as opposed to the process indicators used in the planning and action stages)

Master-Plan Checklist

Phase
Actions
Issues to be resolved before proceeding
Microtool applicable

AWARENESS
Consciousness raising
Are all involved fully conscious of the existence of the problems?
2


Creation of need in individuals
Do they have a clear personal need to achieve a new state, the goal?
3


Making the outcome believable to all concerned
Do they all believe the goal is realistic and credible in their work?
4


Making the outcome achievable
Is the desired goal believed to be achievable under current conditions?
4


Information about successes 
Are people aware of successes elsewhere and do they know who to contact?
5

PLANNING
Personal vision
Has everyone developed  an idea of what achieving the goal means for them and their worksite?
6


Plan construction
Has a feasible plan been designed?
7


Measurement points
Is there a set of realistic evaluation indicators for success?
7


Commitment
Has everyone publicly committed to their plan?
7

ACTION
Do
Has the plan been carried out?
8


Review
Have the plan indicators been reviewed?
8


Revise
Have any necessary alterations to the plan been implemented? Have missing elements been identified and reported?
8

MAINTENANCE
Review by management
Has the whole process been carried out as agreed?

Has it been kept up long enough to become a habit?



Outcome
Has the target group internalised the beliefs and values so that the intended goal is reached and maintained without constant supervision?
9

Microtool 1a



Coach the coach

Purpose: The purpose of this process is to ensure that those who are to act as coaches possess the necessary competencies.

Who takes part: Supervisors and managers.

Facilitator: A researcher at first. Later this should be a normal part of supervisors’ skills.

Outcome: Coaches will be able to lead discussion groups for Hearts and Minds.

Resources: Meeting room, overhead projector, flip-over/board.

Time: 1 day (ideally none as this should be a standard supervisory skill)

Process: A practical training in which the coaching role is exercise.
Skills needed for a coach include bringing groups to conclusions without their feeling that they have been forced. Decisions made on a personal basis will need to have been made voluntarily. Nevertheless coaches will need to have a set of hints and suggestions available and will need to know what the output is supposed to look like. The main skills needed involve experience in applying all the other micro-tools. These tools should be designed so that they rely upon the man-management and presentation skills all supervisors should already possess.

Microtool 2


Creating Consciousness and Awareness
Purpose: The purpose of this process is to ensure that those who are to be involved know that there is a problem and are aware that there are potential solutions.

Who takes part: Group.

Facilitator: Coach

Outcome: Group members will know that there is a problem and a general solution, but there is no requirement yet to do anything. The detailed nature of the problem will be defined here, but not the details of the solutions, which come later.

Resources: Meeting room, overhead projector, flip-over/board.

Time: 
1/2 hour (can be less)

Process: A talk followed by discussion.
Awareness that there is a problem is crucial to improvement. People who are not yet contemplative are either unaware that there is a problem, feel that their levels of performance are good enough or are unaware that improvement is a real possibility. This stage is a preliminary that is necessary to proceed, but is not sufficient to ensure progress on its own. The Hearts and Minds research survey found that about 20-25% of people are in the precontemplative stage: They feel that things are as good as they can get with respect to all aspects of HSE. 

At this stage the primary requirement is that people be aware of a problem. It helps that there is an indication of how these problems are going to be solved, but this need not be done in great detail, as they will often have to work it out for themselves. The next steps are what has to be done to raise awareness, to create personal need and to go from good intentions to a well-articulated plan that is successfully carried out.

Step 1.  A short talk by a supervisor or manager. Use the Generic Power-point Awareness Presentation package.

Step 2. A discussion facilitated by the coach, who may be the supervisor, of whether the problem exists at their worksite. The coach needs to be armed in advance with sufficient statistics etc. The questions that can be used are framed at the end of the Generic Power-point Awareness Presentation package.

Generic Power-Point presentation scheme

Title of Talk (Step 1)

Talk given by ???

Reasons for Talk

· This is a problem

· It applies to us

· We get benefits from fixing the problem

· Others have solved the problem elsewhere

The Problem

· What is the problem?

· Why is it so important?

· Why does it apply to us?

· Why should we do something now?

The Solution

· This is what we should do

· This is how we are going to do it

· This is when we are going to do it

· This is what it will cost

· Time

· Effort

· Money

Conclusion

· We have a problem

· We have a solution

· This needs to be done now

· Let’s start

Topics for Discussion  (Step 2)

· Does the problem really exist?

· Is it a real problem HERE?

· Are we already doing something?

· Is the solution feasible?

Microtool 3


Creating Need I

Purpose: The purpose of this process is to develop the perception that improvement is not only possible, but necessary and to create personal desire to achieve the goal.

Who takes part: The Group. This can be a group of managers, supervisors or operators. 

Facilitator: A senior at most one level up. This can be a peer in low power distance cultures. Role is as coach who has to be aware of individualist/collectivist cultures.

Outcome: Participants will have identified with the problems and what it would take to make them, personally, achieve the goals set.

Resources: Meeting room, flip-over/board, minutes of meeting

Time: 1/2hour to 1 hour

Process: A two-stage process intended to win the understanding (Minds) of all in the Group, followed by the buy-in (Hearts) of each individual. The first part – steps 1-4 – can be separated from steps 5-7. This can be performed at a tool-box meeting, an HSE meeting or a break-out session.
Step 1.  Discuss the general question – Is the desired outcome a good thing. Define the current situation and identify what the future situation might look like. (Perform a quick SWOT analysis if the group is capable of doing this).

Step 2. Perform Cost/Benefit discussion of (a) current and (b) future situations.


Current situation

Future Situation


Analysis level
Cost


Benefit
Cost
Benefit

The Individual level

Me
Low 

Medium

High
Low 

Medium

High
Low 

Medium

High
Low 

Medium

High

The Group level

Us
Low 

Medium

High
Low 

Medium

High
Low 

Medium

High
Low 

Medium

High

The Company level

Them
Low 

Medium

High
Low 

Medium

High
Low 

Medium

High
Low 

Medium

High

Select one of Low Medium or High for each cell. Discuss and circle one of the values. The company level is optional for operator-level discussions.

Step 3. Identify who has the biggest benefits , where the greater costs are and what might compensate (use for tool 3a). Who are the winners and the losers? How can everyone be a winner? Make sure the benefits outweigh the costs so everyone wants them.

Step 4. Group decision on whether to proceed or give up based upon the cost/benefit analyses. Take a public vote e.g. the coach asks everyone, one at a time, if they agree with the outcome. (Champions must be sure of this result in advance!)

Microtool 3a


Creating Need II

Step 5. Discuss what would make people want to go on and make the leap. Distinguish the Personal, Group and Company levels. Use the worksheet below.

Level of Analysis
What would make people want to make the change?
What would stop people from making the change? (optional)

Personal

Me



Group

Us



Company

Them



Hints: Use the Company level only at supervisor levels and above. Consider one or more of the following motivators (carrots)

· Competition -  between individuals or, better, groups (may backfire)

· Pride – find out what people feel proud of, always a good motivator

· Career development – can we offer real development if people co-operate?

· Personal safety – a sensible but low value motivator in a safe environment

· Legal requirements – works best at management levels who seek compliance

· Financial reward – may lead to incorrect attention to money, has to be permanent

· Small rewards (baseball hats etc) – attract attention, but are only short-acting

· Dropping some other requirements – a great motivator at the management/supervisory levels

The following may form demotivators or inhibitors (sticks). In general it is necessary to consider cultural factors such as masculinity/femininity and individualism/collectivism where effects may be either more powerful than desired or redirected.

· Loss of face

· Withdrawal of benefits

· Demotion

· Fines

· Dismissal

· Loss of contract

· Effort

Step 6. Discuss whether these are short-term or long-term motivators at each level.

Step 7. Go round the group and get a personal statement from each member of what would work for them and what would attract and retain their commitment.

As usual concentrate upon the positive aspects. Negative influences are really to be recognised as threats. 

Test: what would happen if the initiative were to be stopped at this point? Would the group lynch the coach and carry on anyway? If the answer is positive, this is good.

Microtool 4


BIT Barrier Inventory Tool

Purpose: To develop the active participation of all group members in identifying barriers to success and how to overcome them

Who takes part?  Small groups, maximum 8. Suitable for tool-box meetings, safety meetings, or departmental meetings

Leader’s role: Coach. For low power distance groups the coach should be no more than one level higher (supervisor, team leader)

Outcome: Participants will have generated a list of barriers to successful goal achievement, together with ways of overcoming those barriers. Used in tools 7 and 8

Resources: Meeting room, flip chart, 

Time:30-45 minutes

Process: Brainstorming using a structured approach, aided by this worksheet and prompted by the coach.

Goal
Barrier(s)
Suggestions for overcoming barrier(s)













Step 1: define one or more goals/desired outcomes that will improve HSE. This can be general e.g., better communication, or specific e.g., everyone wearing seatbelts.

Hint: To identify higher order goals, look at dimensions of safety culture included in Westrum scale (Communication, Organisational attitudes, Organisational behaviour, working practices and HSE department performance)

Step 2: Brainstorm barriers to achievement of the goal.

Prompt: Ask what stops you/us from realising this goal?  

                      Are there more barriers?

The barriers here are predominantly physical or organisational. The personal factors, such as motivation and threats, are dealt with in tool 3b.

Step 3: Discuss precisely what would be needed to overcome each of the barriers identified. 

Hint: This might be expressed generally, e.g., in terms of time, resources, experience, or more specifically e.g., in terms of managers conducting site visits in pairs to overcome the language barrier.

It may be possible to identify an action party and a time-scale if the barrier is sufficiently concrete.

At this stage the aim is to facilitate active and lively participation in the discussion, so that each group member is personally involved and thinking about problems and solutions. The aim is participation and engagement. The definition of specific action items is part of the later planning process.

Microtool 5


Success Stories

Purpose: The purpose of this process is to provide concrete examples showing how improvements have taken place.

Who takes part: Anyone can access the information. Can be used in the planning process.

Facilitator: The Focal Point in OU. SIEP/Noordwijkerhout should maintain the world-wide database.

Outcome: Participants will know that success has been achieved elsewhere and know who to contact to learn more

Resources: Shell Wide web

Time: N/A

Process: Success stories are collected with a search function. In the limit people with experience of success may be brought in physically.
The aim of the collection of success stories is to provide information that show that improvements are possible. It is necessary to have sufficiently detailed information to help in the development of local plans. Ideally the names/email addresses of responsible individuals should be available. Local success stories are the best.

Use the knowledge of national and organisational cultural factors to differentiate between different parts of the world and help defuse arguments such as: “but that’s there, over here things are different and it would never work”.

Use success stories in tools 2 and 7

 Microtool 6


Personal vision

Purpose:  To make achievement of the goal personally relevant and meaningful to each individual

Who takes part?  This stage is optional. It should be useful for managers and supervisors, but may be too challenging for some groups of operators. The coach will need to use his/her judgement on that. Ideally operators are actively involved in this stage.

Leader’s role: Coach

Outcome: Each person will have made explicit their vision of what their working life would be like following achievement of the agreed goal.

Resources: Meeting room, flip chart, 

Time:30 minutes maximum
Process: Discussion, led by the coach, to which every participant is encouraged to contribute
Use the following pairs to score on Now (before implementation) and The (after implementation) Imagine what the day to day working operation will be like in the future. Justify the selection. Use information from tools 3 a, 3b, 4 and, if available, 5. 

Concept
Now


Then

Work Faster – Slower



Work Easier - Harder



Day Longer - Shorter



Paperwork More – Less 



Hands-on More – less



People More - Fewer



Satisfaction More - Less



Free time More - Less



Money More - Less



..



..



.











The Champion has to develop this vision first!  His/her vision can serve to help define the vision of those whose Hearts and Minds are being won over. This battle has to be won.

Microtool 7



Making a plan

Purpose: To stimulate group members to think in concrete terms of the contribution they can make as individuals to achievement of the agreed goal 

Who takes part? Small groups, maximum 8. Suitable for tool box meetings, safety meetings, or departmental meetings

Leader’s role: Coach

Outcome:  Each individual will have developed their own personal action plan, which will be agreed by the rest of the group and amenable to evaluation.

Resources: Meeting room, flip chart 

Time: 45 minutes 

Process:  Seminar style meeting in which the coach encourages participants to draft, discuss and agree their personal plan. 
Most plans involve action – the process, but should result in real effects – the products. The plan generated needs to be clear about the process indicators – Action items- and the product measured by predefined critical success indicators.

NB Steps 1 and 2 are reversed in collectivist cultures.

Step 1:  Each individual to first draft a personal action plan. The coach can provide a template if necessary. The coach must ensure that each plan is manageable and that a strategy for evaluating the success of the plan is included. Evaluation is likely to involve the definition of indicators of success in progress.

Hint. It is imperative that individuals have psychological ownership of their plans, so they must feel that they are the primary authors, and not that the plan has been suggested to, or imposed on, them.

Step 2: Each individual should present their draft plan to the group for comment and amendment. The aim here is to achieve a consensus that the plans are workable and worthwhile. 

Step3: The individual plans are put together to form a group plan of action. Individual plans may well be identical. Where individual contributions to success are vital these must be highlighted (e.g. supervisor’s contributions may be vital for all concerned). Once the overall plan is agreed a checklist can be generated specifying action points. This step should have more emphasis in collectivist cultures, where individual plans (step 2) should be presented as preliminary contributions to the group plan.

For evaluation of success use the following procedure to generate the checklist:

1. For each step discuss how it might proceed in practice.

2. For each step generate indicators of how one could demonstrate that the goals of the step had actually been met

3. For each step discuss how one would identify success/failures. 

4. Score each indicator in terms of criticality

5. Document the list of most critical indicators.

Step4: When the plan(s) and their evaluation strategies have been agreed, each individual should make a formal public commitment to their plan and its evaluation. 

 Microtool 8 


Action Plan Checklist

Purpose: To check that the main points in the action plan are being/have been implemented.

Who takes part?  The facilitator can get together with each group member individually to do this, if a group meeting is not feasible

Leader’s role: Facilitator

Outcome: The coach will be satisfied that implementation of the personal action plans is underway.

Resources: Meeting room

Time: 10 minutes per plan (personal) + 10 minutes for group’s plan
Process: One to one or small group discussion in which the coach ensures that each personal plan is being acted on, and helps the individual to deal with any problems that have arisen in implementing the plan. Carry out in an existing meeting, such as a departmental HSE meeting.
Step 1: The individual should be given the opportunity to comment on progress. This is best achieved by going through the action plan points one at a time. Where problems have arisen these should be discussed and solutions or compromises agreed.  This might entail revision of the original plan. Where it is agreed that progress is impossible without input from others, in the form of resources, time, training, etc. the coach should forward a request for this to the local programme champion.

Even if the input requested is not forthcoming, this will provide a mechanism for champions to become aware of issues perceived to be pressing by the workforce. 

It is important to distinguish successes and failures and to relate these back to the barriers and solutions identified by the BIT. 

Step 2: A revised plan, if necessary, and subsequent evaluation point should be negotiated and agreed.

Microtool 9


Internalisation checking

Purpose: The purpose of this process is to define the critical indicators to ensure that the process is proceeding according to expectations

Who takes part: Coaches and groups

Facilitator: Coach

Outcome: A list of indicators will be available to test whether the process (c.f. tools 1 and 7) is proceeding successfully or merely going through the motions.

Resources: meeting room

Time: 1-2 hours

Process: Syndicate form with brainstorming (derived from Tripod DELTA).
Define indicators of true internalisation


2

15

