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· Understand the factors that affect performance

· Review the performance management cycle

· Review SMART goals

· Learn a variety of questioning and listening techniques to coach others

· Give feedback – both positive and constructive - effectively

· Practice coaching and giving feedback

· Understand how to document employee progress towards planned outcomes

· Review first-time experience with the planning phase

Performance Management 
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Performance Management

Managing
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Overview- Managing Phase

· Day to day, the manager or supervisor observes, coaches, and reinforces performance.
· The manager and the employee initiate informal discussions throughout the year.
· The manager schedules and conducts the mid-year feedback session with the employee.

Factors That Affect Performance

Instructions: Listen carefully to the directions provided by the facilitator.

SMART Goals

Specific

Being specific means being detailed, particular or focused. A goal is specific when everyone knows exactly what is to be achieved and accomplished. Being specific means spelling out the details of the goal.

Measurable

Measurable goals are quantifiable and provide a standard of comparison. Each goal must have a method of measurement that indicates when the goal is reached.

Attainable
Attainable goals are achievable and possible. In order to feel motivated about completing a goal, employees must feel that the goal is achievable.
Relevant

When developing goals, ask the following questions:

· Is the goal relevant to University and department priorities?

· What will be gained if the goal is achieved?

· Are these the outcomes we want or need?

Time-Bound

Time-bound means that the goal is regulated by time. Time constraints encourage action to get tasks completed.

Coaching Is...

Coaching is a supportive, ongoing partnership that empowers others to achieve far more than they could on their own.
A coach gives people support, encouragement and information in order to raise their awareness so that they can:

●
Solve problems on their own

●
Take risks

●
Make decisions

●
Tackle new challenges


Coaching Opportunities

The most effective coaching occurs at the moment it’s needed. Think of coaching opportunities you may have missed with one or more staff members. Which of the following coaching opportunities have you seen recently?

Did someone:
· Ask you for advice, assistance, feedback or support?

· Struggle with a task?

· Take on a new task or responsibility?

· Appear frustrated or confused?

· Seem indecisive or stuck?

· Perform inconsistently?

· Seem unsure of his or her abilities?

· Express a desire to improve?

What are the benefits of coaching for you and your staff members?

________________________________________________________________
________________________________________________________________
________________________________________________________________
Coaching Basics
1. Ask Good Questions

Good questions empower, inspire, motivate and energize others.
2. Listen…Listen…Listen

Listen with an open heart and open mind.

3. Create Action

Coaching is about ACTION. Ask for several action steps that will move people closer to their goals.

Asking Questions 

●
Great questions can lead the person to find the right answers for themselves in areas where they are unsure…and can help them set their own meaningful goals.

●
Questions are the basis of helping people discover their own knowledge and strengths.

●
Ask open-ended questions and limit your use of closed-ended questions.

●
Avoid asking “leading” questions and questions that might put the person on the defensive.

●
If you, as the coach, have expertise in an area and are “mentoring” the person or team, it is appropriate to share information and your expertise and to suggest options.

●
However, in the coaching relationship you may also give the person or team the option to explore other methods and means.

●
Always try to ask a question of the person before giving advice.

●
Much deeper understanding comes if the person is first asked to think of the answer to the question.

●
Creativity is stimulated by asking questions.

●
The coach will learn more by asking than telling. 

Effective Asking and Listening Techniques

Coaching requires paying careful attention. This means asking questions to help people apply their knowledge and listening carefully to their responses.

Review the techniques listed below and place a check mark () next to those you’d like to make a conscious effort to improve.
· A.
Don’t allow outside interruptions or distractions.

· B.
Face the person you are coaching.

· C.
Keep your body language open.

· D.
Lean forward.

· E.
Maintain good eye contact.

· F.
Nod.
· G.
Give short verbal responses like, uh-huh, mmm, I see, or okay.
· H.
Remain silent for a moment to give the person a chance to


respond.                                                           
· I.
Ask open-ended questions that elicit more than a “yes” or “no” 



answer.



What else could you do?


Tell me more about the situation.
· J.
Limit your use of closed-ended questions.



Is that what you’re worried about?



Will that be a problem?
· K.
Paraphrase what the person has said to check for understanding.

Let me make sure I understand what you’re saying...


So you’re saying...
· L.
Acknowledge the emotions of the person you’re coaching.



You seem to feel angry about...


You seem frustrated by...
· M.
From time to time, summarize what you’ve heard.



Let me see if I understand everything so far. You’ve said...

10 Principles of Effective Feedback 

The following statements describe the appropriate way to give feedback to an employee. As you read each, think about whether it reflects your own behavior.

1. Before I give feedback, I think about whether to do so publicly or privately. I praise people in front of others (if appropriate), but I give constructive feedback in private.

2. Before giving feedback, I verify the accuracy of my perceptions. I understand that misperceptions on my part can lead to giving ineffective feedback.

3. I provide timely feedback. I give feedback as soon as possible after the behavior has occurred so that it has maximum impact for the employee.

4. I avoid surprising employees with performance feedback. I provide regular feedback on their performance, not just once a year at review time.

5. I am objective in describing behavior. I base my comments on observation, not on conjecture. I describe actions, not attitudes.

Feedback on attitude:
“You’re not a team player.”

Feedback on behavior:
“You missed the last two team meetings and did not share information on the XYZ project.”

6. I state specific details, not generalities.

General:
“You’re falling down on the job.”

Specific:
“Your last three reports had errors in the cost column.”

7. I direct feedback at behaviors employees can change.

8. After describing the behavior, I describe its impact on me, on coworkers or on the department. I recognize that comments about impact help the employee to put the feedback in perspective.

9. After giving feedback, I verify that the employee has understood my message as I intended it. I listen carefully to what the employee has heard; if the message has been misunderstood, I clarify as necessary.

10. After I have given constructive feedback, I give the employee time to make the desired change while I monitor the behavior in question. If the behavior improves, I provide recognition. If it does not improve, I consider performance counseling alternatives.

Roadblocks to Giving Recognition



Review the statements below. Put a check mark () next to each statement that reflects roadblocks that keep you from giving recognition. Feel free to add your own statements in the space provided.
· 1. I keep meaning to give people recognition, but I’m just so busy - the opportunity always seems to slip by.

· 2. Giving recognition is awkward - for me and the other person.

· 3. I haven’t been recognizing people in the past. If I start now, they’ll probably think I have a hidden agenda.

· 4. I don’t have time to pay attention to what other people are doing.

· 5. People know when things are going well; they don’t need to hear it from me.

· 6. People are just doing their jobs. What’s the big deal?
· 7. It’s not part of our culture here. My manager doesn’t recognize me.

· 8. We have a program that takes care of recognizing people. I don’t see it as my responsibility.

· 9. I save my recognition for really big accomplishments. That way, it means more.

· 10. I hesitate to recognize someone for one accomplishment when the rest of this person’s work has not been up to par.

· 11. I’m worried that if I single out one person for his or her accomplishment, others in the group will feel slighted.

· 12. I’m not always there to see the day-to-day performance of people in my group.

· 13. Why should I recognize people who never recognize my efforts?

· 14. I’m uncomfortable giving recognition to people I don’t supervise.

· 15. Other:  _____________________________________________                                                                                                                











How to Give Recognition Effectively
Step 1: Describe the behavior as immediately and specifically as possible.
Positive feedback is more useful when the actions you are recognizing are still fresh in the other person’s mind. What’s more, people need to know specifically what they did to earn your recognition. Recognition that is too general may lack credibility. By focusing on specific actions and efforts, you make your recognition more concrete and credible and increase its value as a learning tool.

Be specific and descriptive. Avoid generalizations. Whenever possible, include information about when and how much.

	Ineffective
	Effective

	That was a great job.
	I really like the way you supported Julie when she needed more data for the meeting.

	I liked your report.
	Your report was very thorough, especially the way you described enrollment increases and tied results to our outreach efforts.


Step 2: State how the behavior made a difference to you and to the department or University.

When people understand how their behavior makes a difference to you and contributes to the organization’s goals, they feel a greater sense of involvement, ownership and accountability.

Identify the payoffs by pointing out why the behavior is important to the department or University and to you.

Pam, using the new supplier as you suggested will cut our costs by 20%. It was a terrific idea and I really appreciate the work you put into this.

Jim, the new process you came up with is so much more user-friendly than our old process. Your idea will make it easier for students to use the system, supporting our goal of providing better student service. I really appreciate your efforts on this.
“I’d like to give 

you some feedback…”
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1. Convey your positive intent.

2. Describe specifically what you have observed.

3. State the impact of the behavior or action.

4. Ask the other person to respond.

5. Focus the discussion on solutions.

Constructive Feedback How-To’s
1. Convey your positive intent.
Briefly state what you’d like to cover:

Eric, could we discuss the new check-out procedures? I’m concerned that these changes aren’t helping us meet our goal of serving students faster.

Point to a common goal.


We all want to make progress on this project.

Avoid placing blame.

2. Describe specifically what you have observed.
Be brief and to the point.

Last week, the report had to be redone because of errors.
Focus on behaviors and actions, not on the person.


Students’ average wait time is up to 30 minutes.
Avoid using you as much as possible.

During our last meeting, we spent all our time compiling data that we agreed would be prepared in advance.
3. State the impact of the behavior or action.
Link the behavior or action to important goals like customer service, costs or time.
It’s important to meet our deadline. We would have to adjust the completion date if we have to build in time for rework.

If appropriate, state the impact on you and others.


Students are complaining about long lines.

Maintain an objective tone.
4. Ask the other person to respond.
Pause to encourage the other person to speak.
Ask open-ended questions.


What is your view of the situation?


Tell me, what are your thoughts?


How do you see things?

Listen objectively to what the other person has to say.

Summarize the other person’s key points to show your interest and confirm your understanding.


So, the new software program is actually slowing things down.
5. Focus the discussion on solutions.

Ask questions to explore possible solutions.

What will work for you?

What ideas do you have?


What could you try?

Ask directly for changes or help you want.


We could move this along more quickly if you…


Next time, will you…?

If you are making suggestions, avoid coming across like an expert.


A win for both of us here would be…

Be willing to change your own behavior to contribute to a solution.


What can I do differently?
Manage your own expectations about what it will take for a solution to work.
Your Opportunity to Practice
In a few minutes, you and a partner will take turns coaching each other. To prepare, choose a situation you’re experiencing where you could use some coaching. When it’s your turn to be coached, you’ll describe the situation to your partner.
The following are some types of situations you might use for this practice:
· You’re struggling with a task or project.

· You’re having an interpersonal problem with another person.

· You’d like to improve your performance on a particular task.

· You’re having difficulty making a decision.

· You’re frustrated about a process that isn’t working well.

· You’re not sure what to do next on a particular task or project.

· You have reservations about your ability to coach people - perhaps because coaching is a new skill for you, or you think people might resist coaching.

Briefly describe the situation you have selected:

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

Coaching Exercise – Pairs

· Coachee:

Describe the situation you would like 
some coaching on (1 minute)

· Coach:


Focus on asking good questions and 

using good listening techniques as you coach (9 minutes)

· Coachee:

Give feedback to your coach, using the 

feedback worksheet on the next page as a guide (4 minutes)

Reverse roles and repeat.
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Guide to Giving Feedback to Your Partner

During the conversation, did your partner:
1. Face you and keep his/her body language open?

2. Maintain good eye contact?

3. Use verbal and nonverbal cues to show interest?

4. Ask open-ended questions that elicited more than a “yes” or “no” answer?

5. Limit use of closed-ended questions?
6. Avoid “telling” – giving advice?
7. Listen effectively?
8. Paraphrase what you said in order to check for understanding?

9. Acknowledge your emotions?

10. From time to time summarize what he/she heard?
Coaching Strengths:
Recognize something your partner did well. Remember to use the two steps for recognition:

Step 1: Describe the behavior as immediately and specifically as possible.

Step 2: State how the behavior made a difference to you.
Areas for Improvement:
Give your partner constructive feedback on one thing he/she could improve when coaching others. Remember to:
1. Convey your positive intent.

2. Describe specifically what you have observed.

3. State the impact of the behavior or action.

4. Ask the other person to respond.

5. Focus the discussion on solutions.

Mid-Year Progress Review
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How Did It Go?

Review of the Planning Phase
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Notes:
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