
HESS Conversations workshop

HESS Culture



Objectives

At the end of this workshop you will:

• Know what a HESS Conversation is and how it can change behaviour

• Understand the flexible, structured process

• Understand how this applies to a successful HESS Conversation

• Be confident to have a good quality HESS Conversation

• Understand how HESS Conversations contribute to a Just and Fair ethos.



What do we want 
to achieve through 
HESS Conversations?



What are HESS Conversations?

• A process of structured 1:1 workplace discussions 
designed to:
- Reinforce risk free behaviour
- Discourage at risk behaviour

• The discussion promotes safe behaviour by enabling 
people to consider all of the consequences of at 
risk behaviour

• The process changes culture ‘one conversation at a time’

• The aim of the discussion is to prevent 
tomorrow’s injuries, occupational illnesses and 
environmental and security incidents.



Security and 
Reception: A



Adam and 
Alex: A



Environmental
Adam and 
Alex: A



HR Manager 
and Admin: A



Discussion

• What was good about the conversation?

• Will it make a change in the individual?

• What might be improved and how?

• Will these conversations reinforce a 

Just and Fair ethos?



A model 
for culture



Changing 
Culture



Changing the Culture

How easy is it to change attitudes, 

values, beliefs and behaviours?



The wrong assumptions 
we can make

‘Empty Barrel’
Little knowledge / 

experience

Tell

‘Full Barrel’
Much knowledge / 

experience

Ask Questions



Engagement styles

What’s the effect of questioning?

• Gets people involved

• Makes people think

• Maintains their self esteem

• They ‘own’ the solution

• When we ‘tell’ we get the opposite of this.



Why do people behave the way 
they do?

Antecedent
(A trigger)

Behaviour

Consequence
(Perceived / Expected)

Strongest Influence
(Most people most of the time)

Sooner

Certain

Positive

Later

Uncertain

Negative



Triggers and consequences:
Health and Safety

Triggers Behaviour Consequence

• Didn’t know I had to

• Too big and clumsy

• None available

• Nobody else does

• Uncomfortable

• Left them somewhere

Not wearing 

gloves

• Hand injury

• Dermatitis

• Reprimand

• Do job better

• More comfort

• Fit in with others

• Save time



Triggers and consequences:
Environment

Triggers Behaviour Consequence

• Didn’t know I had to

• Not immediately 
available

• No one else does

• A bucket and mop 
is faster

Not using 

the spill kit 

for diesel

• Reprimand - lose job

• ‘Minor’ environmental 
damage

• Fit in with others

• More convenient

• Save time



Triggers and consequences:
Security

Triggers Behaviour Consequence
• Didn’t know I had to

• Don’t want to offend 
the guest

• It was a minor issue

• I might not be 
believed

• Don’t want to risk 
criticism from the 
supervisor

• No one else does

Not reporting an 

abusive guest

• Guest may do it again 
to me or others

• Avoid a possible 
reprimand if I’m 
not believed

• Avoid an 
embarrassing 
investigation

• Keep the guest happy 
- my main task

• Fit in with others



The Challenge

What can we do to demonstrate the 

benefits of positive behaviour?



Learning from ABC

• Recognise the triggers and manage these

• Encourage people to visualise their own 
consequences

• Provide an immediate benefit for positive 
behaviour

• Nominate people as HESS Heroes



Effective praise

• Soon: Praise is best given immediately

• Specific: Be clear about the behaviours you 
are talking about

• Significant: Do not give praise for the trivial

• Sincere: If you don’t mean it then don’t say it!



Discipline 
(negative reinforcement)

• When should we consider disciplining people?
- Consider the event against the ‘Decision Tree 
Matrix (see the leadership guide) 

- Wrongly applied will result in unsafe acts 
being concealed

• Keep HESS conversations as a separate process 
from your disciplinary procedures

• What if someone ‘confesses’ to a gross at risk act 
that no one else saw where no one was harmed?



Steps for effective conversations



Security and 
Reception: B



Adam and 
Alex: B



Environmental
Adam and 
Alex: B



HR Manager 
and Admin: B



How HESS conversations 
really work



Talking about personal safety

We can use this technique to talk about personal safety.

Questions to ask:

• How could you be hurt doing this job?

• What could the injury be?

• If the injury was serious, what impact might it have?

• Why do you feel you have to do the job this way?

• What could you do differently to prevent injury?



Talking about the safety of others

We can use this technique to talk about how we can 
affect the safety of others.

• What could we ask someone working in the galley, 
for example?
- How could food become contaminated?
- How do you ensure the fridges are working?
- How do you keep work surfaces and floors clean?
- How do you ensure food is in date?

• What about Engineering?

• Restaurant staff?



Talking about the Environment

What environmental issues could we cover?

• How do you deal with waste in this area?

• What toxic chemicals do you handle here? 
What is the environmental impact?

• How do you deal with spillages?

• Is there anyway that pollutants could be 
accidentally discharged to sea from here?



Talking about security issues

What security issues could we cover?

• How are we going to manage the port call 
tomorrow - what do we need to think about 
regarding securing the area around the ship?

• Tender operations - security / arrangements 
quayside?

• How would you report crime or abusive 
behaviour?



Possible challenges

What can you do if:

• The person is not doing a task you approach?

• The person “can’t think of a possible incident”?

• While asking about the job, the person doesn't 
mention a HESS unsafe behaviour you have seen?



Remember…

• People may feel they are being inspected or criticised. 
Calm them down - this isn’t an audit!

• Language may be a barrier - keep it simple

• There is a strong ‘customer service ethos’ in many of the 
crew. If we look after ourselves, our colleagues, our guests 
and the environment we will deliver excellent service

• Through HESS conversations we can demonstrate to 
people that there is much we can do to protect themselves 
and the environment and not rely on luck

• Some individuals might be motivated to change by the 
thought of losing their job through injury.



How do HESS conversations 
improve HESS?
HESS conversations:

• Demonstrate good leadership behaviours, e.g. “my leader cares about 
me and the environment and demonstrates it”

• Engage crew in HESS 

• Help crew visualise consequences and change behaviour 

• Help identify where practices can be improved 

• Help identify at risk behaviours 

• Help to reinforce HESS safe behaviours and change the HESS culture 

• Act as a management tool in directing HESS conversations to those 
areas where we’re seeing incidents or near misses / at risk behaviours 

• Provide a predictive tool for starting to 'campaign' behaviours.



The workplace visit



Any questions?



Recording HESS 
Conversations



Recording HESS conversations



Recording HESS conversations



HESS Feedback Stations 



Thank you for your time

Any questions?
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