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NOTES ON BEHAVIOURAL MANAGEMENT TECHNIQUES

Introduction: by Howard Lees

I have interpreted the science of behaviour in these short notes. They are
meant to be an introduction, and there is no expectation that you will
become fluent in behavioural skills by reading them. These represent only
a starting point, but just this simple starting can impact your business and
life. Repeated reading will gradually increase your level of understanding,
though it is the application of these principles that creates fluency. This
takes time.

The basic tenets of Behavioural Science are not difficult to understand.
Applying them is another matter. They are often quite difficult to internalize
and use in the day to day activities of business. We’ve spent our entire lives
learning to behave as we do, so change is always slow and requires
intentional persistence. Practice is a must, and a constant eye needs to be
kept on the requirement for real data, as well as a systematic process of
observing and analyzing and reporting.

The enlightened companies, however, understand basic behavioural
principles and make sure that business results are aligned with consequences
in the workplace. As an Engineer, | am very comfortable making use of
behavioural tools, in order to assist with efficient business management.

As long as you rely on people to deliver your business or project, then these
behavioural tools will be of immense help in achieving your targets for
greater efficiency, and an improved working environment. All the following
information is in the public domain. Any desire to study behavioural science
can be easily accommodated by the vast amount of good learning materials
available.

I always recommend the books listed at the end of this manual as further
quality reading.
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Behavioural Pinpointing

To succeed in the practice of behavioural science, it is crucial to understand the principle
of pinpointing, that is to say, precisely identifying the Antecedents, Behaviours and
Consequences that are present within an interchange, meeting or generally within the
work environment and analyzing them in order to understand the drivers present.

Observational skills need practice. All of us are born with the skills to observe and
analyse others behaviours, right down to the most subtle. Unfortunately, over time most
of us have developed and placed ‘filters’ in the way, and now many people miss out on a
basic skill which will help us define what is going on in social and business situations.

This skill needs to be relearned; if we are watching carefully, we have the capabilities to
tell whether someone is telling us the truth or not. “Pinpointing” is a crucial skill we
need to relearn.

Pinpoints MUST be:-
e Observable
¢ Reliable
e Measurable
e Active

In order to develop our pinpointing skills, we need first of all to practice observing what
is going on around us. Have a look at who is doing and saying what. Listen to the words
said in meetings and watch the tell tale signs of facial expression. Who is looking out of
the window? Who is playing with the pencil? Who is nodding in agreement?

In organizations, pinpointing involves two general steps:
1. Choosing the key behaviours which impact on performance.
2. Describing and communicating to employees what these behaviours are.

For example, a performance appraisal can illustrate the above. We can identify very

general labels loosely describing performance, or choose high-impact behaviors and
describe them clearly.
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When describing and communicating, the most important thing to do is to use
descriptions that multiple people can agree upon independently. Pinpointing behaviour

as “hard-working”, “unmotivated”, “good”, or “satisfied” are all unclear pinpoints.
We’re so used to using labels as descriptions that we forget how vague they can be.

Let’s take “unmotivated” as an example. If I say Nick is unmotivated, do I mean he
comes in to work late? Or do I mean his projects needed to be fixed by another
employee? Or do I mean he rarely smiles? Or do I mean he never volunteers?

The truth is you can’t know what [ mean. I could mean all of those things, some of
them, or none of them. We have a general sense that Nick is doing something wrong, but
nothing more specific than that.

If T tell Nick he “needs to work on his motivation”, how is he supposed to know what
I’m talking about? He might try to fix this “motivational problem” by coming in to work
20 minutes early every day, but I don’t care about that because I just wanted him to
volunteer more. Now Nick is unhappy because he made an improvement but received
no reinforcement (EXT) and I’'m unhappy because I still think he’s unmotivated.

Suppose that I told Nick “I want you to start volunteering on at least two assignments
each week”. This is much more specific, so everybody is in agreement. I have
successfully described and communicated desired behaviours. Now I need to be ready
with my R+.

When we are practised in observing what is happening, we can start to target our desired
result and see whether the result is being achieved efficiently by the existing behaviours.
The analysis that follows requires that the performer knows what the desired result is,
and is clear that the result is achievable.

*  Clearly determine the desired result,
* Identify the current performer & the current behaviour.
* Identify the current antecedents and consequences.
* Identify whether the current consequences are R/P, N/L, S/U.
* Identify the new antecedents and consequences to match the
desired behaviour.
* Identify who has to do what and when to achieve the new desired behaviours.
* Acton the above.
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