Day 2–Module 8

MOTIVATE, MANAGE, & SET PERFORMANCE EXPECTATIONS

Understanding Participants’ Needs

Even experienced supervisors dread managing performance. They often delay in discussing issues with their team, and when they do they are often inadequately prepared for the situation.

General Ideas

Refer to the list of participant needs and expectations for the class (collected on day one on flip charts and displayed in the classroom). Use that information to guide you as you begin this module. Expect that participants need help in making performance issues easy but effective.  

Module Introduction

The moment you move into your supervisory position, you also inherited the responsibility to manage and set performance expectations for your team.

Transition

In this module we’ll look at some proven approaches to guide you in this area.
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Objectives

· To get participants thinking about how they personally view performance

· To share strategic performance principles

Thinking Behind the Page

In order to improve the performance of our team, we must manage and set performance expectations. This page begins the process.

Teaching Tips:  Encourage discussion on the following statements (A=Agree) (D=Disagree)_


D
Performance appraisals and performance management are the

same thing.

Appraisal = looking backward and rating the level of performance on a scale of some sort. 

Performance Management = monitoring and making adjustments to meet expected levels of performance.
A
D
Performance management takes excessive time. There is no                    way to conduct it efficiently.

One could agree IF there were no standards or proven approaches in place. Will help with that all week.

One could disagree—when conducted appropriately you earn a return on your time investment.

A
D
Most supervisors are very good judges of the performance

levels of their employees. The answer depends on the evidence.

A
D
Most employees don’t want ongoing coaching but would rather

be left alone to do their job. The answer depends on the experience and proficiency of the supervisor.

A
Declining performance should be dealt with immediately. The answer is yes—even if it is a quick discussion or a written reprimand.
Examples/Quotes

· AU-24 Concepts for Air Force Leadership, (2001 edition, P. 54)  “Code of Conduct”

· AU-24 Concepts for Air Force Leadership, P. 73 “Core Values”

· AU-24 Concepts for Air Force Leadership, P.74 “Dynamic Subordinancy”

PowerPoint

· Yes

Transition

Now that we have a feel for our thinking on performance and have some basic principles in place, let’s look at strategy alignment and performance. 
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Objectives

· For participants to understand how the interactive process of strategy alignment can make them better supervisors and their team members higher performers. 

Thinking Behind the Page

Successful supervisors understand the bigger picture that they support, how they support that picture, and the most effective ways to align with those strategies. This page gives a simple visual of how workgroup plans/goals will help us accomplish important duties and lead us to individual performance plans.

Teaching Tips

The objectives of strategy alignment are to:

· Enable new supervisors to better understand their organization/department’s role in achieving the USAF mission, vision, goals, priorities, and strategies;

· Develop organizational plans/initiatives;

· Involve employees in establishing individual initiatives that support the broader Air Force’s strategies; and

· Establish measures for ensuring success.

Strategy alignment starts with senior officers identifying the mission, vision, goals, priorities, and strategies. Following that, the strategic-alignment process links plans at every level of the organization to USAF strategies.

This description is background information for your discussion of strategic alignment. These are the expected steps involved in strategic alignment:

· All managers/supervisors will participate in a strategic-alignment session with their peers and leaders. They will develop a tentative workgroup plan that identifies initiatives for the group, determine measures and targets for the initiatives, and identify the person responsible for each initiative.

· After participation in the session, each supervisor will lead his or her work group through a strategy alignment session. The input for this session will include the tentative initiatives developed in the session with his or her supervisor. The group will discuss 

·  how  it will support the leader’s initiatives, and

· identify specific tasks for achieving the strategies.

The group will have a tentative work-group plan at the end of the session.

· After conducting a strategic-alignment session, the work group leader will meet again with his or her leader to discuss any changes in initiative, concerns, and possible alternatives. Discussion between the work group supervisor and his or her leader will continue until agreement is reached on all initiatives. The result will be a final plan that will be included in the work-group supervisor’s performance commitment.

· These steps are repeated until all employees and staff under your supervision control have participated in a Strategic Alignment session.

This dialogue among levels is an important part of the strategic-alignment process. It ensures mutual understanding and involvement at all levels. This will increase buy-in and the chances of success. The supervisor’s final plan is to be included in his or her performance commitment. The final plan and commitment by subordinates should then be linked to their individual performance commitments to the supervisor.

Activities

Discussing this page with participants is appropriate. If you wish to turn this into an exercise, consider having three teams with each expanding on their “box..” Team one could discuss the types of USAF strategies supported by the supervisors on the team as well as any special initiatives, measures/targets, and responsibility. Team two could tell why/how team one’s information will help them prioritize (see modules 4 and 7), identify special projects, and identify skills needed to develop. Team three could then share their ideas on how teams one and two’s information will help clarify individual performance plans (using the bullets in workbook).

Example/Quote

· AU-24 Concepts for Air Force Leadership, P.181 “Developing Strategies of Influence”

Transition

Once you are properly aligned with USAF strategies, you’re prepared to begin the process of performance management.
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Objective

· To give supervisors a process to implement with employees and answer their need for response, feedback, and appraisal in a changing organization. 

Thinking Behind the Page

In the last few years there have been unprecedented changes in how the USAF does business , yet in many ways things have stayed the same. New supervisors need tools to respond to the challenges of the rapidly changing needs of the Air Force while maintaining a proper chain of command. With new technologies, changing strategies, and budget implications, our commitment to quality is constantly being challenged.

Performance management is a process that allows employees to actively participate in performance planning, development, and evaluation. It also supports your commitment to maintaining the highest standards of ethical behavior and personal integrity.

Performance management is a tool for improving group and organizational performance which:

· Emphasizes the importance of employee development and coaching;

· Encourages open, two-way communication between supervisors and employees;

· Focuses on how work is done as well as what is accomplished;

· Supports the alignment of USAF strategies, work group plans, and individual commitments; and

· Encourages the use of multiple sources of feedback to assess performance and identify developmental needs.

Teaching Tips

Under performance management:

· The supervisor and employee jointly develop a performance plan by setting commitments and behavior expectations based on the strategic-alignment work plan and the employees’ job descriptions.

· Ongoing feedback and coaching occur throughout the year (more in modules 12 and 13).

· Input from multiple sources is gathered.

· Interim reviews are held during the year.

· The supervisor and employee participate in a year-end performance review.

· The employee and supervisor discuss development plans.

NOTE: Each of these areas will be discussed further on the following workbook pages. The above bullets are in the participant workbook on page 8–5.

Activities

One general activity you might incorporate here is to use different participants to help with each step.








Example/Quote

·  AU-24 Concepts for Air Force Leadership, P. 74 “Dynamic Subordinancy”
PowerPoint

· Yes
Transition

The objective of performance management is to focus on continually improving performance and communication. Performance planning is a participative process that allows for mutual expectation setting. Let’s discover how on the next page.
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Objective

· To outline for supervisors how to manage and set expectations based on proven processes

Thinking Behind the Page

The top of the page is a recap of performance management and is a transition to the bottom of the page discussion on the objective of performance planning. 

Teaching Tips

· The bottom of page 8–5 is an overview of the details that will follow in the remainder of the module. Move quickly in this segment, and make your main points on the pages that follow. 

PowerPoint:

· Yes

Transition

Let’s look at the formula, Commitments + Behavior = Performance, in more detail. Performance is the sum of the other two variables, so we will only discuss commitments and behavior. Let’s start with commitments.
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Objective

· To break the commitments + behaviors = performance formula into component parts that can be implemented by supervisors

Thinking Behind the Page

Supervisors generally understand the previous formula but lack skills, understanding, and processes to implement it into their day-to-day work activities. These pages will give them further insight to directly apply the formula.

Teaching Tips

· You should recommend that employees and supervisors develop at least four and no more than 10 commitments for a performance cycle. One or two should be development commitments, and the remaining commitments should be divided between key responsibility and stretch commitments. The number of each type will very according to the job, but everyone should have at least one stretch commitment. 

· The selection of key responsibility for commitments should be based on the output of the strategic alignment session. Key responsibility commitments identify the outcomes and activities necessary to support the group work plan.

Key Responsibility Example for network installation and maintenance:

Commitment

Ensure customer satisfaction and reliability in the network the first time by:

· Effectively managing and monitoring the installation and repair work of my service technicians through:

· Timely scheduling

· Follow-up calls to customers

· Ensuring assistants are observing technicians working

· Identifying quality and productivity problems

· Providing training instruction and resources to correct deficiencies

Measures/Sources of Input

Meeting or exceeding the following objectives:

· Missed appointments

· Missed due dates

· Average duration

Feedback summary from two observations per technician per week, provided to supervisor, customer feedback from follow-up calls, feedback from supervisor, and direct reports on efforts to correct problems and implement new procedures.

· “A man's reach should exceed his grasp."—Robert Browning. The workbook mentions that stretch commitments should incorporate an element of risk taking. This is desirable for the purpose of exploring new endeavors, which could be advantageous to the USAF.

Stretch Commitment Example for Business Office:

Commitment

Serve on task force to develop and implement extended-hour scheduling.

· Generate recommendations by December 31.

· Present results to customer service staff. 

Measures/Sources of Input

· Access measurements

· Customer comments/survey

· Feedback from supervisor about the quality of recommendations

· Feedback regarding scheduling from selected service reps

· One development commitment that must be included for supervisors is a focus on improving the supervisory skills. An example is feedback and coaching. Tom Peter said, "If you're not getting better, you're getting worse."  

Development Commitment Example for Property, Procurement, and Services Supervisor:

Commitment

· Enhance my technical writing skills to improve the quality of our procedures by

· Working informally with Jane Jones in Communications to help me assess my writing weaknesses

· Reviewing at least two technical writing books as recommended by March 15

· Asking for feedback draft materials from peers with good writing skills

· Attend “technical writing workshop” during 3d quarter

Measures/Sources of Input

· Meet deadlines

· Feedback from manager, peers, and direct reports regarding improvements in writing

· Contact two users/customers to determine if the quality has improved

ALL of the preceding examples are idea starters for you to better understand the process and to give guidance in having appropriate examples to share with participants.

PowerPoint

· Yes

Transition

The second part of a performance-planning process addresses job behaviors.  The commitments we just discussed are the “what” to do. Now let’s look at and define specific behaviors important to all USAF employees.  Let’s take a look at the behaviors from our formula—the “how” to do it.
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Objective

· To help participants move from the “what” to the “how” of managing and setting performance expectations

Thinking Behind the Page

This page is an explanation of the final part of the formula that we have control over. Continue to emphasize to participants that to be successful they must spend their energy on the left side of the equation commitments + behaviors = performance.
Teaching Tips

Here are some behaviors that you might identify for each dimension mentioned in the participants’ workbook:

Customer/Client Focus

· Models and promotes a commitment to excellent customer service

· Represents USAF in an ethical, informed, and courteous manner

· Communicates regularly with customers to determine their needs and levels of satisfaction

· Responds quickly to customers’ needs and problems

· Adapts approach and behaviors when appropriate to meet customers’ needs

Continuous Improvement

· Anticipates problems and needs, and plans actions to address them

· Develops and identifies new ways to improve work processes and prevent problems

· Takes risks by supporting and communicating ideas for improvement

· Develops logical action plans to support and implement improvements

· Actively seeks to minimize costs and/or increase revenues

Teamwork

· Listens to and communicates effectively with others

· Encourages positive attitudes, participation, and group consensus

· Incorporates needs and objectives of others when planning work activities

· Works effectively with other groups and individuals to achieve shared goals

· Takes ownership and shares credit for group accomplishments

Managing Change

· Is receptive to new programs, policies, and changes

· Communicates new ideas and reasons for change in a positive and timely manner

· Helps others recognize and deal with fears and resistance to change

· Actively promotes new ideas and expedites change

Managing/Leading People

· Models and promotes ethical behavior

· Touches employees effectively, and holds development discussions

· Provides opportunities for employees to develop and enhance skills

· Assigns responsibility and authority at the lowest appropriate level

· Ensures and supports effective implementation of strategic alignment

· Uses a performance management process, effectively, identifies performance problems, and jointly develops/implements corrective action

· Effectively administers a salary budget

Additional Notes

Interim reviews during the year offer a chance to ensure an employee’s performance is on course.  In an interim review, the employee’s performance covering the period since the last review is evaluated, discussed, and documented.  Problems and developmental needs are addressed and, if necessary, adjustments can be made to the employee’s performance plan.

Year-end performance reviews are conducted annually for all employees.  Employee performance during the entire previous calendar year is evaluated during the year-end review.

The objectives of performance reviews are to:

· Encourage daily communication between supervisors and employees;

· Progress towards making commitments and behavior expectations;

· Reinforce effective performance on-the-job;

· Discuss performance problems and developmental needs; and 

· Provide input for making and communicating decisions.

Suggestions for conducting performance review meetings are as follows:

· Ensure adequate time for the meeting;

· Make arrangements to ensure uninterrupted privacy;

· Encourage open, two-way communication;

· Review the tips included in the feedback and coaching sections of modules 12 and 13;

· Discuss progress in meeting objectives and identify problems or obstacles to overcome;

· Review developmental needs and opportunities; and

· Make any changes that are appropriate based on the review discussion.

Note: It should be expected that employees would not always agree with the supervisor’s evaluation of their performance. When this happens, the supervisor and employee should discuss the difference of opinion and try to reach an understanding.  If an agreement cannot be reached, the supervisor still must make the decision.

If an employee is not meeting performance expectations and has not responded to feedback and coaching, it may become necessary to initiate a corrective action plan.

Transition

Let’s see if we can cement this information in your memory banks.
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 Check Yourself!

1. Discuss at your table how workgroup plans/goals are linked to development plans/goals for employees. Be prepared to explain.
Use your expereince and page 8–3 to guide you in this discussion.

2. What are the components of the performance process?

Any discussion or expansion of the formula at the bottom of page 8–5 would be appropriate here (commitments + behaviors = performance).
3. How are key commitments, stretch commitments, and development commitments similar? How do they differ?

Similar = written, specific, measurable

Differ = see individual definitions

4. List the behavior dimensions you will use as standards in your department:

The starter list is on page 8–8. Look for those that they agree with and those that they wish to add for personal use.

Objectives of this module are to:





Become aware of strategic performance principles;


Understand strategy alignment;


Know what performance management is and how it fits with year-end reviews; and


Know the components of the performance process.








Upon completion you will be able to:





Explain how workgroup plans/goals are linked to development goals;


Define key commitments, stretch commitments, and development commitments; and


List behavior dimensions for your department. 











Performance Planning





Job Description





Strategic Alignment





Someone, tell me how you align strategically with USAF.





Someone, please give me a job description that should fit under this department.





What are some details that you might want to include in this person’s performance plan?





Peak Performance


Coaching


Feedback


Interim Reviews








Coaching, feedback, and reviews—much of this will be covered in later modules. For the sake of discussion, “When might you engage in coaching?”


“How might you offer feedback?”


“How often would you give interim reviews?”








Year-End Review





Why might these steps make your job easier and help you with year-end reviews?
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