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Role play	  &	  debrief
Distribute	  ‘cheat	   sheet’	   – interviewer	  handout
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Personal	  Resources
Building	  of	  positive	  affective	   and	  cognitive	  states	   (Lyubomirsky et	  al.,	  2005)

Relational	  Resources
Production	  of	  social	   inclusion	  flexibility	  and	  connectedness	   (Waugh	  &	  Fredrickson,	  2006)
Manager	  insights	  into	  subordinate	  (Kluger &	  Nir,	  2010)
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FFI
• Stress
• Empirical	  study	  of	  relationship	  quality
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The	  feedback	  that	  that	  the	  dispatchers	  receive
Real	  time	  VERBAL	  corrective-‐-‐Very	  little	  time	   to	  provide	  recognition	  of	  a	  job	  well	  
done.	  
Call	  Reviews	  WRITTEN
Face	  to	  face	  reviews	  of	  past	  performance	  VERBAL
I	  have	  worked	  very	  hard	  to	  ensure	  that	   it	  focuses	  on	  the	  positive.
Brought	  Appreciative Inquiry into	  it.	  Ensured	  that	  the	  written	  feedback	  focused	  on	  
the	  positive	  and	  the	  in	  every	  call	  reviewed	  there	  was	  something	  that	  was	  done	  well	  
and	  that	  is	  what	  we	  commented	  on	  this	  more	  that	  the	  necessary	  corrective	  feedback.	  
So	  we	  really	  strived	  to	  catch	  them	  doing	  it	  right	  and	  let	  them	  know	  they	  had	  been	  
caught
So	  I	  was	  pretty	  proud	  of	  myself	  for	  revamping	  the	  QA	  process	  to	  really	  focus	  of	  
“positive”	  feedback.
That	  was	  until	  I	  attended	  this	  conference	  two	  years	  ago	  in	  Ottawa	  and	  heard	  Marie	  
Helene	  speak	  about	  feedforward.
As	  I	  listened	  to	  her,	  all	  sorts	  of	  lightbulbs	  went	  off	  in	  my	  head	  and	  I	  wondered	  if	  this	  
technique	  could	  be	  applied	  to	  the	  highly	  structured	  world	  of	  emergency	  dispatcher	  
and	  911	  call	  reviews.
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Let	  me	  show	  you	  this	  world	  of	  emergency	  dispatch:
Play	  Video
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So	  on	  top	  of	  this	  already	  incredible	  difficult	  job,	  there	  is	  a	  highly	  structured	  and	  
mandatory	  QA	  process	  that	  requires	  a	  1-‐3%	  random	  review	  of	  911	  calls.	  
Certified	  QA	  specialists	   listen	  to	  the	  911	  call	  and	  apply	  a	  rigorous	  set	  of	  performance	  
standards	  to	  it.	  They	  get	  an	  average	  of	  4	  calls	  per	  month	  reviewed	  and	  these	   calls	  
have	  to	  meet	   a	  very	  high	  threshold	  of	  performance.
Many	  emergency	  dispatchers	  perceive	  this	  as	  negative	  and	  complain	  that	   it	  focuses	  
on	  the	  mistakes	  and	  not	  what	  they	  are	  doing	  well.	  
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This	  is	  also	  a	  culture	  of	  people	  who	  have	  a	  very	  low	  tolerance	  of	  error	  both	  in	  
themselves	   and	  in	  their	  colleagues.	  They	  expect	  perfection	  and	  when	  they	  do	  not	  
receive	  perfect	  call	  reviews	  they	  can	  be	  incredibly	  frustrated.
Even	  when	  my	  supervisory	  staff	  are	  mindful	  of	  the	  Emergency	   Disaptcher ’s
propensity	  to	  focus	  on	  the	  negative	  and	  prepares	  a	  meeting	  that	   is	  90%	  “this	  is	  what	  
you	  are	  doing	  great,	  keep	  it	  up”	  and	  10%	  “here	  are	  some	  tips	  to	  improve	  these	   small	  
areas”	  the	  employee	   leaves	  the	  meeting	  and	  ALL	  they	  remember	  is	  the	  10%	  
educational	  feedback	  they	  got	  and	  report	  to	  others	  that	  they	  were	  just	  given	  a	  
dressing	  down	  and	  told	  how	  much	  they	  suck	  at	  their	  job
It	   is	  a	  fascinating	  place	   to	  study	  extreme	  negativity	  bias	  in	  action

So	  we	  have	  a	  group	  of	  people	  who,	  as	  a	  collective,	   tend	  to	  exhibit	  a	  fixed	  mindset	  and	  
negative	  attributional	  style	  and	  hate	  receiving	  feedback.
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What	  I	  want	  to	  do	  is	  interrupt	  this	  cycle	   of	  feedback	  confirming	  a	  preexisting	  negative	  
feeling	  towards	  the	  required	  audit	  process.
Marie’s	  presentation	  at	  the	  last	  CPP	  got	  me	  thinking:
What	  if,	  instead	  of	  sending	  reports	  that	  detail	  their	  performance	  on	  past	  calls,	  my	  
team	  of	  superintendents	  reviews	  this	  information,	  identifies	  all	  the	  great	  things	  the	  
Emergency	  Dispatcher	  is	  doing	  as	  well	  as	  noting	  the	  errors	  that	  require	  education	  to	  
correct,	  
THEN	  
the	  supervisor	  meets	  for	  a	  face	  to	  face	  and	  asks	  the	  emergency	   dispatcher	  to	  share	  a	  
911	  call	  where	  they	  really	  felt	  like	  they	  did	  a	  good	  job	  and	  made	  a	  difference.	  Using	  
the	  feedforward	  process,	  the	  supervisor	  can	  ask	  powerful	  action-‐oriented	  questions	  
that	  allow	  the	  emergency	   dispatcher	  share	  their	  personal	  story	  and	  to	  identify	  
strengths.	  The	  supervisor	  can	  re-‐inforce	  positive	  performance	  and	  then	  ask	  the	  
emergency	  dispatcher	  to	  brain	  storm	  ideas	  on	  how	  to	  bring	  these	  strengths	  into	  
future performance.
This	  isn’t	  all	  fluff	  and	  no	  substance.	  The	  supervisor	  may	  have	  a	  very	  important	  
educational	  point	  that	  needs	  to	  be	  addressed,	  but	  after	  the	  emergency	  dispatcher	  
has	  been	  able	  to	  share	  her	  successes	   while	  taking	  a	  911	  call	  there	  is	  now	  room	  for	  the	  
supervisor	  to	  enquire	  what	  strengths	  and	  strategies	  the	  emergency	  dispatcher	  can	  
use	  on	  future	  911	  calls to	  ensure	  it	  is	  done	  correctly	  
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Which	  conversation	  is	  the	  ED	  going	  to	  feel	   is	  more	  positive?	  
Which	  one	  do	  you	  think	  would	  elicit	  a	   lasting	  change	  in	  behaviour?

This	  benefits	  both	  the	  supervisor	  and	  the	  emergency	  dispatcher
The	  supervisor	  is	  hearing	  a	  story	  about	  a	  time	   the	  Emergency	  Dispatcher	  (ED)	  did	  a	  
great	  job	  on	  a	  911	  call	  and	  is	  asking	  powerful	  questions	  to	  draw	  out	  the	  strength	  
possessed	  by	  the	  ED	  that	  allowed	  her	  to	  perform	  at	  such	  a	  high	  level.	  
This	  will	  positively	  impact	  how	  the	  supervisor	  views	  the	  ED.	  
The	  ED	  now	  know	  that	  the	  supervisor	  knows	  about	  her	  great	  performance	  and	  she	  
was	  able	  to	  tell	  the	  supervisor	  about	  it	   in	  her	  own	  words.

The	  supervisor	  has	  also	  had	  to	  look	  at	  the	  EDs	  work	  and	  identify	  what	  she	  is	  doing	  
well	  on	  prepare	  discussion	  points	  about	  educational	  opportunities	  in	  a	  new	  way.	  This	  
is	  no	  longer	  an	  easy	  sit	  down	  and	  go	  over	  the	  errors	  and	  tell	  her	  what	  she	  should	  
have	  done.	  This	  is	  a	  thoughtful	  discussion	  on	  how	  to	  use	  the	  strengths	  we	  know	  she	  
already	  has	  to	  bring	  her	  performance	  to	  an	  even	  higher	  level	   in	  the	  future—which	  she	  
has	  complete	   control	  over.
This	  is	  turn	  provides	  motivation	  in	  the	  employee	   rather	  than	  frustration	  and	  feelings	  
that	  her	  hard	  work	  is	  not	  recognized
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