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In this chapter, we suggest a few ideas to help you assess the workstation analysis you
have just completed. This assessment will give you a critical perspective for a better
understanding of the intervention and its impact on WMSD prevention in the compa-
ny. Such an assessment is also a compulsory stage before proceeding with a next work-
station analysis.

An assessment validates whether the initial objectives have been achieved, based on the
results obtained and the means implemented. In addition to the ad hoc results at 
the workstation, you must look at the more general effects on occupational health and
safety practices. In this assessment, it is important to consider both the positive aspects
and the negative aspects (which must not be repeated).

You will find guidelines in this chapter to produce your assessment. It is up to you to
select the conditions and the level of detail required for this assessment. Also, depen-
ding on the situation in your company, it is not always necessary to formalize each stage
and produce written documents. Sometimes a simple, well oriented discussion among
all the people involved in the analysis can be just as effective as a more 
thorough assessment.

chapter 3
Intervention
assessment
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Who?
The ergonomist steers and organizes the assessment. This concerns him directly because he is
responsible for the process and keeps track of every stage of the analysis and its implemen-
tation.

The participants in the analyses should collaborate in producing the assessment. Their point of
view on implementation of the analysis and the functioning of the committees, as well as their
suggestions for improving the process, will have to be considered in the final presentation of
the assessment to the steering committee.

A meeting between the steering committee and the participants in the analyses should be 
organized to present the assessment to the steering committee and make the necessary decisions
to improve the impact of the process.

When?
Depending on when it is produced, the assessment will not highlight the same aspects of the
process. An assessment produced immediately after an analysis will focus more on the imple-
mentation of the process and the achievements already accomplished. An assessment 
performed in the longer term, six months later, for example, will focus on the effectiveness of
all the solutions already implemented and debugged. However, it will be a little too late to
remember in detail how the process was implemented, even if some evidence of this process
has been preserved. Moreover, the people who collaborated in the analysis may no longer be
available to discuss it. This is why we recommend producing the assessment about 2 months
after completing follow-up of the analyzed workstation.  

How to produce the assessment

The company’s intentions: the objectives pursued
You must evaluate whether the company’s initial objectives were achieved within a reasonable
time and validate whether all the points provided for in the analytical process were applied. For
example, did the working groups function as anticipated? Were the proposed solutions imple-
mented? Were the funds reserved for this process invested?
Here are some suggested documents you can consult to research the objectives pursued in this
analysis: the corporate objectives, the workstation analysis report, the plan for implementation
of the solutions with the steering committee, and this guide.

Looking for indicators of the intervention’s impact: 
the results obtained
The indicators are found in traces revealing what was really accomplished during the interven-
tion and the results obtained. Some of the indices sought are quantitative or concrete, such as
the cost of the solutions, the time invested or the technical modifications to the workstation.
Other signs are more difficult to define, because they are conveyed by changes in the ways of
planning, organizing or performing the work. They sometimes are manifested in minor changes
in a procedure, a consultation among colleagues on the best way to perform work involving
WMSD risk factors, an exchange of useful tips, or an increase in the reporting of pains when
they occur. The purpose is to detect all the signs indicating that WMSD prevention has become 
common practice in the company, and that everyone has adopted it.

The same thoroughness should be applied in detecting the signs of approaches that have not
worked well, such as the rejection of implemented preventive measures. For example, look for
a solution not used by several workers at the workstation or workers who say they are poorly
informed or uncomfortable with the solutions implemented.
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Looking for good indicators is a three-part process
Part 1  Reading the quantitative indicators
Using the documents resulting from the analysis, such as the workstation analysis report, the
solution implementation tracking summary and the minutes of meetings, note the quantitative
parameters that can be compared to the data produced before the intervention regarding:
• investments

- Actual costs of workstation modifications (number, material costs, operator time, external
resources);

- Implementation of the intervention (duration, number of meetings, leave for personnel).
• results 

- Impact of the solutions on production (note indices regarding quality, work time and
turnover at the workstation),

- Impact of the solutions on the WMSD and accident risk factors (reduction of difficulty
indices (weight, repetition, duration); reduction of risk factors (automation or replace-
ment of operations, workstation modification); and reduction in the number of absences,
accidents and WMSDs

Part 2  Critical questioning
The second part consists of a meeting between the ergonomist and the participants in the 
analysis. The purpose here is to target the signs revealing the strong points and limitations 
of the process. During this discussion, which is based on critical questioning, the participants
review the highlights of the workstation analysis to bring out the points of satisfaction and 
dissatisfaction.  

Suggested themes
Corporate mobilization
• The support provided by the company by way of the steering committee

- Support from management and the union throughout the work
- Steering committee support
- Informing the production workers of the company’s intentions 

regarding WMSD prevention informing the workers at the 
workstation during implementation of the analysis

- Leave for workstation workers and participants in the analysis
- Implementation of different types of solutions (organizational 

and technical)
• Collaboration of workers / foremen / technical specialists

- Collaboration of the company’s stakeholders in the stages of the process
- Satisfaction with the modifications made to the workstation (improvement 

of safety, production, organization of work, equipment and tools)

Implementation of the workstation analysis 
• Functioning of the workstation committee or ERGO group:

- Meeting the objectives set by the committee
- Interruption of committee activities (meetings cancelled)
- Satisfaction of the committee’s participants (level of difficulty, facilitation, results, 

progress of the work)
- Satisfaction of the participants regarding the analytical process
- Satisfaction of the ergonomist (support from the company and the members, 

progress of the work, regularity of meetings, turnover of committee members)
• Putting the process into practice

- Difficulties encountered in implementing the various stages of the process
- Difficulties encountered when using the process tools
- Relevance of the process to the workstation to be analyzed 

• Impact on the work in general
- Improvements to the work situation
- Improvements to the workplace ambience

Questions 

Impact on the work

Collaboration of: 
Workers
Supervisor
Technical specialists

Management
support 

Steering
committee

support

The functioning of the committee 

Process put into
practice
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Part 3 Indirect impacts of the process
The ergonomist can interview individuals who are more peripheral to the analysis, such as the
members of the OHS committee, the union and the Engineering Department. Because of their
position in the company, they are often in a good position to observe the indirect impacts of
the process. These indirect impacts can be manifested through changes to internal corporate
policies. For example, operators can be encouraged to report their health and safety problems
more promptly, so that the company can intervene before the situation worsens. WMSD follow-
up measures can be implemented in the plant through the corporate health and safety com-
mittee. The Purchasing Department can be required to consult the OHS committee acquiring
tools or equipment. These changes are indirect impacts of the intervention, because they occur
during or after application of the process.  

Producing the assessment of the analysis
Carrying out the assessment consists in more effectively documenting the path taken from the
formulation of the intentions to the end of the completed analysis; the assessment is based on
the information gathered. In concrete terms, the assessment can adopt the format that best suits
you. What is important here is not so much to decide on the form this assessment should take,
but to select the information that will be useful for a constructive review of the intervention that
has just ended. Once it is completed, this first assessment will have to be discussed and ratified
by the members of the steering committee in the presence of the analysis participants and the
expert in charge of the process.  

The assessment should include four sections
Section 1  Comparative table of objectives  

and concrete achievements  
This table focuses mainly on the quantitative data. It allows you to compare the initial forecasts
with the actual data collected following the intervention, and to explain any variances. 
For example:
• Initially, a solution had been estimated at a lower cost, but in the interim the price of the

basic material increased, which was unforeseeable.
• The solution was supposed to be implemented in April, but this was not feasible, because it

was necessary to wait for the July shutdown.
• The list of the main problems compared to the list of improvements made to the work-

station.

Section 2   Strong points — Achievements —
Advantages of the process  

This section presents a summary of the positive results in the application of the process and in
the functioning of the committee. For example:
• Before buying workstation equipment, new forms of cooperation were developed between

the Purchasing Department, which would henceforth consult the workstation workers, and
the supervisor.

• The workers’ satisfaction with the solutions implemented.
• The OHS committee draws on the ERGO group’s expertise when there is a complaint of 

musculoskeletal pains at a workstation.

Section 3  Weak points — Dissatisfaction —
Disadvantages of the process

This does not mean looking for scapegoats but identifying minor slipups and thinking about
their causes so as to  to correct our trajectory. For example:
• An implemented solution is not used at the workstation because the workers are unaware of

how the new equipment works. 
• Two members workstation committee dropped out during the analysis, because they felt

uncomfortable on the committee.
• According to certain ERGO group participants, the process is too top-heavy.
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How to produce the assessment 

The company’s intentions:
The objectives pursued

Documents to consult
•Objectives

• Analysis report

• Plan for implementation of solutions 
with the steering committee

• This guide

Looking for indicators of 
the intervention’s impact:

The results obtained

Summary of quantitative indicators
Critical questioning
Interviews with people peripheral 
to the process

Intervention assessment

• Comparative table of objectives 
and concrete achievements

• Strong points

• Weak points

• Proposals for improving application 
of the process

r r

Presentation of the intervention assessment 

to the steering committee 

r

Section 4  Proposals for improving 
the application of the process

This is the most strategic section, because it will send clear messages to the participants in
the process and the members of the steering committee. For example:
• The agreement on worker participation, and thus their leave, must be honoured throughout

the process.
• To avoid too much variation in the prices, improve synchronization between estimating the

costs of the solutions, their approval by the steering committee and the timing of orders.
• To prevent their premature departure, the ergonomist should keep abreast of the committee

members’ dissatisfaction.                                           

Presentation of the assessment to the steering committee
Finally, the assessment is not complete without a meeting of all individuals involved in apply-
ing the process. This well-documented post mortem of the workstation analysis has the 
ultimate purpose of deciding on the future of the process within the company. As a decision-
making body, the steering committee plays a crucial role here. By ratifying the process improve-
ment proposals submitted to it, it will show its support for the efforts of the workstation 
committee or the ERGO group. However, the expert and the other participants at this meeting
must also agree to follow the improvement proposals that concern them. The success of this
process depends on the involvement of all stakeholders in the company. Furthermore, if the
application of this process has not produced the expected results, it is necessary to understand
the reasons and make the required corrections.



The application of this analytical process takes time and requires a sustained effort on the
part of all personnel. An initial precondition for its adoption is support from an ergono-
mist to prepare the intervention by: defining the WMSD problem throughout the compa-
ny with greater precision, ensuring the interest of the principal stakeholders and imple-
men-ting the intervention structure. This preparation is sometimes difficult to achieve
because it seeks sound out the situation throughout the entire company and meet with the
plant’s various players, many of whom are skeptical about WMSD prevention. If the
ergonomist succeeds in gaining the interest of and mobilizing a majority of players regard-
ing the advantages of such a prevention process, he will have fulfilled a primary condition
essential to its implementation in the company.

Analyzing the work also requires compliance with the key basic objectives of the process.
The first objective is to gather useful information to understand the work (Stage 1:
Interviews, and Stage 2: Workstation observation). The second objective is to analyze the
work activity to reach a consensus among plant participants on what is happening at the
workstation and the main problems encountered by the operators (Stage 3: Identifying
problems and Stage 4: Prioritizing problems). The third objective of the process is to have
the corporate stakeholders modify the workstation (Stage 5: Seeking solutions and Stage
6: Implementing solutions and follow-up).

Publishing this process is a starting point rather than an end in itself. In fact, we hope that
this process, and tools it employs, will pass the ultimate test – an ability to probe the real
situations that practitioners in the various work environments must face. It is they who
must meet real demands and conditions, including deadlines that are often tight. We ask
them to rework and correct this process and adapt its tools to their needs, so that collec-
tively we can improve both our understanding of the ergonomic work analysis processes
and their effectiveness.
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