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Motivate, Manage, and Set Performance Expectations




Manage and Set 

Performance Expectations
“You do not lead by hitting people over the head—that’s assault, not leadership.”                                                           – Dwight D. Eisenhower

Let’s Come to Agreement

Mark “A” for agree or “D” for disagree:

A
D
Performance appraisals and performance management are the

same thing.
A
D
Performance management takes excessive time. There is no

way to conduct it efficiently.

A
D
Most supervisors are very good judges of the performance

levels of their employees.

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

be left alone to do their job.

A
D
Declining performance should be dealt with immediately.
Strategic Performance Principles

· Link individual performance plans to department goals.

· Focus/direct performance towards what’s most important.

· Make decisions at the lowest practical level.

· Encourage open communication.

· Encourage long-term thinking.

· Reward excellence whenever possible.

· Emphasize the importance of employee development. 

Strategy Alignment

Strategy alignment is an interactive process for developing organizational and individual plans to achieve organizational strategies. 

Each supervisor should identify the USAF strategies that his/her group supports and the group’s role/contributions toward achieving the strategies identified.






Performance Management

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

· Emphasizes the importance of employee development and coaching (more in module 12);

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

· Supports excellence through quality;

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

· Supports the alignment of organizational strategies, workgroup plans, and individul commitments; and

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









The Performance Process

Under Performance Management:

· The supervisor and employee jointly develop a performance plan by setting commitments and behavior expectations based on the strategy alignment workplan (page 8–3) and the employee’s job description.

· Ongoing feedback and coaching occur throughout the year.

· Input is gathered from multiple sources.

· Interim reviews are held.

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

· The supervisor and employee discuss development plans.

The Objective of Performance Planning

The objective of performance planning is to focus on continually improving performance and communciation. Performance planning is a participative process that allows for mutual expectation setting.

A performance plan includes the following components:

· Commitments (key responsibility, stretch, and development)

· Behavior Dimensions


                               +                                 =

This diagram shows that performance is a combination of what you do (commitment) and how you do it (behavior). Let’s examine each of these components.

Commitments

A commitment is an important accomplishment for which an employee accepts personal responsibility. For the purpose of performance management, we recommend that you focus only on 

the most important areas of the employee’s job.

Well-written commitments should:

· Be focused on results/outcomes;

· Be specific;

· Be customer/client-focused;

· Include a timetable;

· Be realistic and achievable; and

· Be measurable using such criteria as costs, quantities, project completion, customer service, productivity improvement, production levels, feedback from direct reports, peers, customers, and others.

Key Commitments

Key commitments focus on the most important responsibilities listed on an employees job description. These key commitments should identify the outcomes and activities necessary to support the group workplan. Performance on key commitments may be evaluated with more than one measure.

Key commitments should

· Focus on the most critical elements of the job;

· Specify desired outcomes, measures, and sources of input; and

· Be within the employee’s influence or control.

Commitments (continued)

Stretch Commitments

Stretch commitments are challenging assignments that involve activities over and above the normal job responsibilities. They should relate closely to your workgroup plan and suppport vision or goals of the organization or your department. 

Stretch commitments should:

· Increase quality, customer service, productivity or efficiency, or create new and improved ways of doing things; and

· Incorporate an element of measured risk-taking.
Development Commitments

Development commitments are a way to help employees improve performance on their current job and/or develop skills for the future. Each commitment should target a specific area for development and go beyond just stating that the employee will attend a training class. 

Development commitments:

· Require employees to take responsibility for assessing their strengths and weaknesses;

· Develop or improve skills or behaviors needed to achieve department goals, workgroup goals, and individual commitments;
· Focus on outcomes, supported by activities; and
· Emphasize the importance of a supervisor’s responsibility to assist in the development of direct reports.
Behavior Dimensions

Behavior dimensions are the second part of the performance-planning process and address job behaviors. Below are five behavior dimensions that might be important to your department.

These dimensions focus on how commitments are accomplished. The way employees demonstrate these behaviors will vary with each job in USAF.

Some suggested behavior dimensions are:

· Customer/Client Focus;

· Continuous Improvement;

· Teamwork;

· Managing Change; and

· Managing/Leading People.

Check Yourself!

1. Discuss at your table how workgroup plans/goals should be linked to development goals for employees. Be prepared to explain.
2. What are the components of the performance process?

3. How are key commitments, stretch commitments, and development commitments similar? How do they differ?

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

Strategic Alignment
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Will Help You





Prioritize Your Work Responsibilities





Identify Special Projects and Assignments





Identify Skills You Need to Develop

















Individual Performance Plan





Key Responsibility Commitments





Growth/Stretch Commitments





Development Commitments





Behavior Dimensions
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Job Description








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 plan/goals are linked to development goals;


Be able to define key commitments, stretch commitments, and development commitments; and


List behavior dimensions for your department. 
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