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Asking workers the questions below can help people understand  
differences between ‘work-as-done’ and ‘work-as-imagined’. 

Questions to help understand 
performance variability

 » When/where is your work most difficult?

 » What is your most/least preferred time to  
work here?

 » Tell me about a time when your work was  
really intense?

 » If you think about last week/month, when did you 
have your best performance? What happened?

 » Tell me about a time when something came out of 
the blue and surprised you here?

 » What are the things that push everyone to  
their limits?

 » What has changed around here? What happens now 
that didn’t happen six months ago? Or what used to 
happen but doesn’t happen anymore?

 » Think about a difficult time when everyone knew 
what needed to be done and pulled together to get 
a great result. What happened?

Questions to understand goals  
and goal conflicts

 » Can you tell me about a time when you were  
trying to get a job done, but things kept getting  
in the way?

 » Many different goals can be important at the  
same time. What have you experienced that 
illustrate this?

 » When have you seen someone do something 
impressive, and you thought ‘I should do that too’?

 » Have you ever been in a position in which leaders 
and managers are pushing for schedule, and you  
are pushing for a quality job? What happened?  
How was this resolved?

 » Good enough or perfect? Have you ever had to  
make this choice in your work? What happened?

 » When have you felt that the quality of your work 
was compromised or undermined by how things are 
organised? What happened?

 » How much of your day is spent on fixings problems 
and issues versus spent on getting the job done? 
What are the problems and issues that you have  
to address?

 » When have you seen performance compromised? 
What examples can you share?

 » Have you ever felt embarrassed about a job and 
wish you could turn back time and redo it?

 » Think back to a time where you thought: ‘I’ll never 
do that again’. What had happened then?

 » What changes here when the pressure is on?  
What stops and starts being important?

 » What do people get told off for doing around here?

 » What are the things that worry you that might 
happen here?

 » What mistakes would a new employee be likely  
to make around here?

 » What mistakes would a senior employee be likely  
to make around here?

 » What jobs do you really prefer doing? What’s good 
about them?

 » Tell me about a time when you felt alive and 
energised by your work here? What happened?



Questions to understand essential 
resources, methods and work conditions

 » What are you most dependent on to be successful? 
What experience illustrates this?

 » Have you been set up for success here?  
What is missing?

 » If the person responsible for procuring tools  
and equipment came to visit this site, what  
would you like them to see or look at?

 » If you could tell the person who wrote the 
procedures for this job something, what would  
you like them to know?

 » If you had X dollars to make this workplace better 
for you and your colleagues, what would spend 
them on and why?

 » What do you wish they had told you during 
induction?

 » If you could have one hour with the CEO of this 
business, what would you like them to understand 
about your work?

 » Can you tell me about a situation in which the 
design or layout of this building/space/structure 
impacted your work?

 » When or how have you been limited by your 
competencies? Or otherwise felt like you had  
not been set up to do a job?

 » What conditions do you find draining? Or things 
that are intolerable but you just have to accept?

 » What would be helpful to have more convenient 
access to?

Questions to understand constraints

 » What is the stupidest thing they ask you to do 
around here?

 » What is your biggest frustration here?

 » What is holding your performance back? What can 
you share that illustrates this?

 » When was the last time you felt like you were not 
allowed to be professional or use your judgement  
or experience here? What happened?

 » Have you ever been forced to follow rules even 
though you thought they were dumb? What 
happened?

 » When does following the rules produce bad 
outcomes?

 » What is wrong with the procedure/method 
statement?

 » What rules should the organisation get rid of  
or change?

 » What solutions have you come up with to make 
work better?

 » What are the bottlenecks around here? Where or 
when do you have to wait for your turn?

Questions to understand adaptations 
and adjustments

 » What do you do to make this place fit your  
needs better?

 » How do you personalise your work setup?

 » What are the first things you do to set up your  
area to suit your preferences?

 » Have you ever seen someone adapt or change  
tools? What was it?

 » Have you ever made a change that saved time  
and effort? What was it?

 » What can you do to make your work more efficient 
if needed?

 » What have you brought (from home or elsewhere) 
to get the job done?

 » How do you make sure that bad things  
don’t happen?

 » How do you make sure your colleagues remember 
things or pay attention to what is important?

 » What happens when you try to improve things 
around here? How did the organisation react when 
you or a colleague spoke up about something?

 » When have you openly shared your thoughts about 
what happens here at work? What happened?


