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Why do workers don’t like being task observed?




Why do Managers & Supervisors dislike Task Observations?

..potential conflict, might give them work; time
requirved; potential emborrassment...



An example: Transit Rail Tfﬂ]lSi[ Hﬂll

Preparing the task observation
Mary asks Mark about a task to be observed to fulfill her monthly

objective.

e Mark: Mechanic

Supervisor
Mechanical Operations



An example: Transit Rail Tfﬂ]lSi[ Hﬂll

Reflect on the feedback provided by Mary to Mark after the task
observation: what went well, what could be improved?

Supervisor
Mechanical Operations



Your notes:

Task Observation:
o  Waiutenance of an injector

Negative:
*  Safety glasses!
*  Procedure use: one step done out of

Ca n yo u sequence and skipped one full step

* Lack of peer check in one step
«  Stepped on an engive block

o _* Used an umsecured spanver
O It _* Used screwdriver as a crow bar

Positive:

_ «  Took your rings off
b Ette r ? i Saved 45 wminutes of time
[

—> Weal ticket !




Coach when providing feedback

Basic competences of a coach:

 Ask effective open questions.
* Listen.

* Provide positive feedback.

Provide negative feedback positively.

* Silence.

“Most people

do not listen
with the intent
- to understand:

they listen
with the intent

 loreply’

—Stephen R/. Covey




Negative criticism will get you to strict compliance.
Positive reinforcement creates discretionary effort

Some managers believe that positive reinforcement is unnecessary —
“Employees are paid for their work and should not need positive reinforcement!”
What employee behavior will result from this management attitude?

Performance “Want-to-do” curve
4 Positive reinforcement

Discretionary or
Voluntary
Effort

MINIMUM REQUIREMENTS

“Have-to-do” curve= just enough to get by

> Time




The Coaching Trap

“I don’t have time to coach,
| know the answer(s) and it is quicker for me to tell”

Traditional engagement

Tell

Coaching engagement

Tell




The Coaching Myth — “l am too busy to Coach”

Proactive
approach

Reactive
approach
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Proactive
approach

* Spend Time in the Field with your people
* Earn their Respect
* Demonstrate you Value them

* Engage your people in coaching
conversations

* Give Positive Recognition

* COACH to address the root causes of
inappropriate behaviour and error

* Reinforce Standards & Expectations
* Establish world class Setting To Work

* ENCOURAGE use of Human Performance
tools

* Embed Procedure Use & Adherence
ﬁ TASK OBSERVATION & COACHING

Reactive
approach

* Spend lots of Time and Money
treating the symptoms of
inappropriate behaviours

* Incidents and Events

* Equipment Failures

* Delays, losses

* Root Cause investigations

e Human Performance
investigations

* Disciplinary procedures
All TIME Bandits




From Telling to Asking (coaching)

Asking
(Coach)

2

<

£

g Suggesting

S (Sell)

@]

Telling
Low

Low  Behavioural learning
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Effective feedback — How?

L use open effective questions
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Effective feedback — How?

information
in order to
adapt

My reality Filters

Sensory

My language

data

B
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Effective feedback — How?

use open effective questions
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. Excellent, and for the longer
Effective feedback — How? term, what do you suggest we

do with this procedure?

OK —I'll do that. _ :
| Yes, well done, it’s very important

that you do that. So review the
procedure, read it through slowly,
take your time. Then we can check

~ your understanding.

Erm.. Read them through,

slowly, take my time, ensure |
understand them and ask, if I'm
not sure.

[

instructions are
long and a bit
complex.

How can you ma
those instructions tha

the procedure
that’s tricky?

Well the
procedure looks a
bit tricky

What problems
do you think you
might have

Technician Leader



http://www.nationsonline.org/oneworld/map/world_map2.htm

The six key steps when providing feedback:

1. How do you think the job was done?
2. What do you think went well?

3. What do you think could be improved?

4. Provide pOSitiVE reinforcement about something that was well done
5. Provide coaching on something that you would like to improve.

6. Is there anything you want to add?

...and don’t forget to use their language
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Transit
Role play:

Apply it to the Transit Rail example
Provide feedback using a coaching approach

hal
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Your notes:

. Task Observation:

Maintenance of an injector

, Negative:

Safety glasses!

Procedure use: one step done ont of

sequence and skipped one full step

Lack of peer check in one step

. ;_;_ Stepped o an evgive block

Used an unsecured spanner

Used screwdriver as a crow bar

__Positive:

Took your rings off

Saved 45 wminutes of time

—> Weal ticket |

The six key steps when providing
feedback:

1.

How do you think the job was
done?

What do you think went well?
What do you think could be
improved?

Provide positive reinforcement

about something that was well done

Provide coaching on something that

you would like to improve.

Is there anything you want to
add?
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Step 1: How do you think the job was done?

Yes, you are right, and | should have
told you not to be in a hurry because
of my presence. It was not my intent to
put time pressure on you.

Well, you said that you didn’t
have much time to observe the
job, so this made me feel time
pressure to get the job done.

Yes, in fact you saved 45
minutes of time. Why did
you try to save time, Mark?

| tried to save
time, and made
some mistakes.

Why do you think
that it could have
gone better?

Well, | think that it
could have gone
better

Mark, How do
you think the job
was done?
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Step 2: What do you think went well?

Excellent, | will make sure that
the request is approved on
time for the next maintenance.

| can prepare a procedure
change request. —

Yes, | agree that you did a good job, but
changing steps of the procedure is not
the best way to proceed. What could we
do about it?

Well, the new injector is a
preassembled unit, which makes tf
job easier. | think that | managed to

do the job right, though | had to
change the step sequence in the

procedure, which is not up-to date \ ‘
with this new type of injecto

So, what do you Mary
think went well?
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Your notes:

s Task Observation:

Maintenance of an injector

Negative: Procedure

Safety glasses! change

| e

~STYUeTITT ISP PeT ove TSt

Lack of peer check in ove step

,_*  Stepped on an engive block

Used an unsecured spanner

Used screwdriver as a crow bar

Positive:

Took your rings off

Saved 45 wminutes of time

—> Weal ticket |

The six key steps when providing
feedback:

1.

How do you think the job was
done?

What do you think went well?
What do you think could be
improved?

Provide positive reinforcement

about something that was well done

Provide coaching on something that

you would like to improve.

Is there anything you want to
add?



Step 3: What do you think could be improved?

<That’s an excellent idea, Mark>

— —

| will make a request to
provide a ladder in that area.

Qre was no ladder. >

] [ Why did you stand on an engine block,
if you know it’s not right, Mark?

You’re right. So, if you need a
ladder for that job, what can
we do to solve it for next time?

Well, | stood on an engine
block. | know that it’s not right —

ou’re right. And | should
have told you on the spot.
What else, Mark?

Well, probab
_ . X
| due to'tlme' Why did you 2
pressure in doing forget to use your £
the task. A
safety glasses?
Mark Well, | forgot to use Tell me, What do Mary
my safety glasses you think could

- from the beginning be improved?
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Your notes:

s Task Observation:
Maintenance of an injector

Negative: Procedure

o Safehahaccect change
| e
—SeTTeTe oV ST PP o frt ST

Lack of peer check in one step prpvide

: __m-mwwmk:am

Used an unsecured spanner

Used screwdriver as a crow bar

Positive:
Took your rings off

Saved 45 wminutes of time

—> Weal ticket |

The six key steps when providing
feedback:

1.

How do you think the job was
done?

What do you think went well?
What do you think could be
improved?

Provide positive reinforcement

about something that was well done

Provide coaching on something that

you would like to improve.

Is there anything you want to
add?



Step 4: Provide positive reinforcement

It is clear that you know about it.
Please continue using those tools to
minimise errors.

Yes, you're right, there was
one step that we should

Only I can think of one occasion
have used a peer check.

in which a peer check would
have been recommended. What
do you think?

Yes, we are used to that.

Also, | observed that you and
your peer used several human
error reduction tools.

True. | do it
systematically
| observed that you took
your rings off before
starting the work. This is a

good practice.

| would like to appreciate
Mark something that | observed
(positive reinforcement)
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Your notes:

s Task Observation:
Maintenance of an injector

Negative: Procedure

o Safehahaccect change

| e
~SeUMeTITe oSS T T oe ST D

© At PSSR Prpvide

| ,_{ e er

Used an unsecured spanner

Used screwdriver as a crow bar

Positive:

o ; W
OO0 qOvt T TNO1S O |

Saved 45 wminutes of time

—> Weal ticket |

The six key steps when providing
feedback:

1.

How do you think the job was
done?

What do you think went well?
What do you think could be
improved?

Provide positive reinforcement

about something that was well done

Provide coaching on something that

you would like to improve.

Is there anything you want to
add?



Step 5: Provide coaching on something that you would
like to improve.

Yes, | understand.
Next time | will make
sure | have the right

Yes, you are a good professional

tools and, as | said, | recognise that my
presence put undue time pressure
Yes, you’re right. | am aware. in your work. | am sure that you
| forgot to mention that. | did understand our standards.

it to save time, but |
understand it’s not right.

It is about tools: | saw you
using an unsecured
spanner, and a screwdriver

as a crowbar
Yes, of COUD

N\

Finally, | would
like to drive your
attention to an
opportunity for
improvement

27
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Your notes:

s Task Observation:

Maintenance of an injector

Negative: Procedure

o Safehahaccect change

I = i e B e e

—STUeTe VST Per ove Tt ST

—Eﬁélée#?é@%\em%r@-e#@?- Provide

Positive:

=

T uuv\ qOovtT T 17 W)D O

Saved 45 wminutes of time

—> Weal ticket |

The six key steps when providing
feedback:

1.

How do you think the job was
done?

What do you think went well?
What do you think could be
improved?

Provide positive reinforcement

about something that was well done

Provide coaching on something that

you would like to improve.

Is there anything you want to
add?
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Step 6: Is there anything you want to add?

@d. Thanks for your time.

No. | appreciate
your feedback.

Is there anything
you want to add?
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Your notes:

s Task Observation:

Maintenance of an injector

Negative: Procedure

o Safehahaccect change

I = i e B e e

—STUeTe VST Per ove Tt ST

—Eﬁélée#?é@%\em%r@-e#@?- Provide

Positive:

o
OO0 YOV 11V W)D O

. d 45 wminutes ofAMe
No need!
WMeatssigket |

- T,

The six key steps when providing
feedback:

1.

How do you think the job was
done?

What do you think went well?
What do you think could be
improved?

Provide positive reinforcement

about something that was well done

Provide coaching on something that

you would like to improve.

Is there anything you want to
add?



Effective Feedback — Summary

Look for
performance improvement
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