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ILM Unit specification

	Title:
	Understanding performance management 

Level 3; Credits 2; Learning Hours 7

	Learning outcomes (the learner will)
	Assessment criteria (the learner can)

	1 Understand the value of assessing performance to meet organisational and individual needs
	1.1

1.2
	Describe the value of formal and informal performance assessment in the workplace

Explain the role of the first line manager in performance management

	2 Know how to manage performance of individuals in the team


	2.1

2.2

2.3

2.4


	Identify ways to ensure fair and objective formal assessment

Explain how to set SMART objectives for a team member

Explain how to set performance standards for a team member

Explain how to measure performance against agreed standard

	3 Understand the value of feedback in the workplace
	3.1

3.2
	Explain the importance of feedback to improve performance

Describe how to give effective feedback

	4 Know how to manage  underperformance in the workplace


	4.1

4.2

4.3


	Identify potential areas of underperformance in the workplace

Identify causes for failure to meet agreed performance levels

Describe actions to restore performance to acceptable levels

	Indicative Content:

	1


	· First line manager’s responsibility for managing team and individual performance and meeting objectives

· The purpose and value of formal and informal performance assessment at work (formal assessment includes performance review/appraisal)

· Ways to ensure fair and objective assessment (including objectives and on going monitoring)

· Preparations necessary for effective, valid and reliable assessments

· Roles and responsibilities of individuals in the performance assessment process

· Appropriate assessment records
· How to conduct formal appraisals

	2
	· The relevance of SMART objectives, and how to set them

· How to set performance standards

· How to measure performance against agreed standards

· A range of methods for measuring performance and how to select the ideal one

· Techniques for performance monitoring and evaluation 

· Range of performance improvement methods available to the manager



	3
	· The importance of feedback to improve performance

· Principles for giving effective feedback on performance

	4
	· Range of performance improvement methods available to the manager (Coaching, training, review of the job role etc) 

· Causes of poor performance (lack of skills, lack of knowledge, poor motivation, lack of incentives, lack of information etc)


Overview of performance management

One of the most widely respected current models for performance management in the UK, was proposed jointly in 1999 by the Improvement and Development Agency (IDeA) and BP Amoco.

It is based on five building blocks, illustrated below:








CC






The model is intended to guide both organisational, team and individual performance management.  Advocates stress that all five blocks need to be in place for effective performance management.

Common challenges in implementing a system of performance management in line with this model are:

· Ensuring that departmental or team targets are coherent, and that individuals have stretching performance targets

· Identifying clear measures of performance for everyone in the organisation

· Clarifying individual accountability

· Ensuring rigour and consistency in review of individual performance

· Providing motivating rewards for strong performance.

Best practice in performance management

In 2006, Harvard Business School defined the following characteristics of the most effective performance management systems, based on global research in high performing private and public sector organisations. 

1. Outcome-focused

Outcome goals focus attention on the real mission, energise staff, and make it easier to enlist external cooperation. The flexibility of outcome-focused goals also encourages innovation. You will hear many logical reasons why outcome measures are not appropriate or obtainable for your organisation. Listen carefully, but insist on the clarity of purpose revealed by outcome measures.

2. Few, simple, and resonant at the top

If everything is a priority, nothing is. Concentrate on a few strategic goals—five at most. Pick goals that are conceptually simple. Express them in plain English. Build your performance measurement and management system to support them.

3. Challenging, but realistic

Set stretch targets. Challenges motivate. But don’t stretch past the point of realism. Work carefully with your colleagues to frame goals that are ambitious but not overwhelming.

4.“Cascading down” and “folding back up”  

Show people in your organisation how they are expected to contribute to each organisational goal, who has lead responsibility for what, and who has supporting responsibilities.  After setting strategic goals, help your organisation sort out how the goals cascade down to connect to the work of individual work units, and fold back up to meet organisation-wide expectations.

5. Broadly used

Performance measures are powerful when used on a regular basis. Performance management cannot be a paper exercise. Talk about your goals and progress measurements in team meetings, to colleagues and even in public. Routine use of performance measures signals that even as other urgent issues arise, your priorities cannot be set aside. They are, in fact, priorities.

6. Visible

Make performance information visible.  Write it clearly. Distribute it widely. Post it where people will talk about it. Place it where people will use it.

7. Interactive and informative

Invite people to explore with you why performance is strong in some places and weak in others. Promote the organisational habit of analysing past performance to craft better plans. Pose your questions in ways that encourage use of performance measures as a learning tool.

8. Frequent and fresh

Up-to-date, detailed data let you detect performance problems. Outdated reports make it hard to reconstruct the events that might explain performance variations. Fresh, frequent outcome-focused performance reports show when variations arise. This, in turn, makes it easier to find and fix the causes of poor performance.

9. Segmentable

The ability to segment information (by geographic region, client characteristics, industrial sector, intervention strategy, or whatever breakdowns matter for your organisation or service) makes it easier to interpret results, draw lessons, and improve performance.

10. Fact-based

Measures have to be firmly rooted in reality, and seen as such within and beyond your organisation or service. Treat measurement accuracy as an essential and integral component of your performance measurement system.

Discretionary behaviour

Extract from “Sustaining the HR and performance link in difficult times”, John Purcell, University of Bath

Discretionary behaviour means making the sort of choices that often make up a job such as the way the job is done, the speed, care, innovation and style of job delivery. 

Discretionary behaviour is at the heart of the employment relationship since it is hard for the employer to define and then monitor and control the amount of effort, innovation and productive behaviour required. The relationship is ‘indeterminate’.

The most obvious example here is the in front line service work dealing with customers either directly or over the ‘phone. It concerns the sort of everyday behaviour that the employer wants, but has to rely on the employee to deliver. It may be emotional labour (smiling down the ‘phone), or using knowledge to solve a problem or suggest an alternative to the customer, or it may be internal to the work of the organisation such as co-operating with team members, helping probationers learn shortcuts or sharing new ideas on work processes. One way or the other the employee chooses how conscientiously to undertake the job. 

Most jobs are built up of many tasks so the level of complexity can be surprisingly high even for seemingly routine jobs. This choice of how, and how well to do things is not necessarily made deliberately. It can be unconscious and just part of the way people behave in this organisation. But it can certainly be withdrawn, often in the sense of not caring. This may be a reciprocal response to a belief that the firm no longer cares about me or my future, or my opinions. 

Ultimately, whatever the incentives or sanctions the firm tries to use, it is up to the employee to ‘give’ discretionary behaviour, and to withdraw it. Although this is described in terms of the action of an individual (we all have bad days), it is the collective withdrawal of discretionary behaviour which is so damaging. 

Our own experience tells us there are times when morale is low, or the ‘buzz’ has gone, or everyone just wants to go home as soon as possible. 

Of course, some jobs are designed to limit (but can never eradicate) the space left for choice or discretion. If you do the same thing every 20 seconds (known as the job cycle time) and it is a simple task, the individual rapidly becomes robotic – and spending money on sophisticated HR systems will be ineffective. The consequences of designing jobs in this way in terms of alienation and ensuing conflict are well understood. Thus the first rule in the search for the HR and performance link is that job design - to give more elbow room in a job - is important. That is why multi-skilling and work transformations in the best examples of lean methods of working are so important. Where there is room for discretion in a job, and most jobs these days rely on discretionary behaviour in the sense of people ‘doing a good job’, this can be encouraged or withdrawn. The growth of the service economy, knowledge work and work transformations in manufacturing all point to the centrality of discretionary behaviour and thus to the need to manage it. 

The drivers of discretionary behaviour

Central to the Bath Model of People and Performance, is the proposition that what encourages employees to exercise discretionary behaviour is the experience of job satisfaction and having commitment to the organisation which employs them. Job satisfaction is usually found when people feel that their job is challenging and when they feel they have a lot of control over how the job is done (job autonomy). 

Commitment to the organisation is shown when individuals say they are proud to work for the firm and wish to continue to work for it (what is known as affective commitment). It is hard to test whether someone exhibits discretionary behaviour in their job (but bosses and co-workers soon know when people don’t!) but it is possible to test for job satisfaction and organisational commitment. More importantly, perhaps, it is possible to find out what causes or influences commitment and job satisfaction. This allows us to ask what sort of people policies and practices are likely to lead to positive outcomes, and how these can be sustained. 

Ability, Motivation and Opportunity 

Ability, Motivation and Opportunity (AMO) is the prime building block of HR policy and practice. For employees, individually and collectively, to engage in the sort of discretionary behaviour that is beneficial to the firm the three conditions of AMO must apply. 

· There must be enough employees with the necessary ability (skills, experience, knowledge) to do current, and perhaps future, jobs

· There must be adequate motivation for them to apply their abilities. These motivation factors may be financial but will almost certainly include social rewards (and sanctions) and recognition of contribution as applied by co-workers and immediate bosses

· There must be an opportunity to engage in discretionary behaviour (thus the importance of job cycle time). Opportunity is the invitation to participate and take part, or get involved. This occurs both within the job itself in terms of how the job can best be done (known as ‘on-line participation’) and outside the job as a member of a team or work area, and a ‘citizen’ of the organisation (off line-participation). This is where opportunities may exist, and certainly can be created, which provide space for wider participation and involvement so employees contribute knowledge and ideas on how things should be done and how to respond to the change. 

Tailoring to the individual 

Although inconsistency is often criticized, there are some good reasons for having some variation in the way you carry out performance reviews.  Some of the best approaches allow managers and employees the flexibility to customise the process to suit varying requirements.

For instance:

· Someone with many years’ experience in a job does not need the same kind of review as a new recruit

· People who work under pressure in a fast-changing environment will not respond well if the review process has been designed for jobs where change is rare, and where there is little responsibility.

It therefore makes sense to try to shape performance review to meet the needs and circumstances of the employee.  This is the surest guarantee of delivering some benefit.

Some aspects of performance review which might be adapted to suit individual requirements are:

· Frequency.  Some people respond well to reasonably frequent, informal reviews with feedback; others are happy to wait for the annual review

· Standards and grading systems.  These are rarely effective if there is no accompanying incentive for high performance.  It’s also difficult to make them work without a fair grading system which everyone understands

· Personal objectives.  These can be used in various ways: 

· teams might share similar objectives to do with communication or working together 

· experienced or highly competent people often respond well to stretching objectives here, which may take them out of their normal work role (e.g. learning about other teams or departments)

· personal objectives can be used creatively to offer people a challenge perhaps missing from their normal role, e.g. taking on additional responsibility, setting up a business project, talking to people outside the organisation.

· Learning and development.  An awareness of learning styles and preferences will be particularly helpful in identifying development options likely to suit individual staff members. 
Tools for objective setting

SMARTIES

The SMARTIES formula breaks down as follows:

· Specific – stating precisely what has to be done

· Measurable – enabling progress and achievement to be measured objectively

· Achievable – taking account of the inner qualities of the subject (his or her competencies)

· Realistic – bearing in mind the external conditions in which the objective is to be achieved (such as the availability of resources)

· Time bound – specifying a deadline for achievement (and preferably milestones along the way)

· Interesting to me – there is an element of challenge and  stimulus

· Exciting – something I can feel motivated towards, and proud about

· Strategies for success – I can identify ways in which it can be tackled

Standards, targets and milestones

Many people perform roles which are largely routine, with little scope for autonomy or the complex type of activity to which SMART objectives are best suited.  In this context, it is often more practical to agree simpler goals focussing on the critical element of performance:

	Standards
	clarify the quality expected in performance or outputs, and can be applied to service roles 

	Targets
	are best adopted for roles where cumulative performance can be measured, such as sales roles

	Milestones 
	are appropriate for deadline driven roles


BHAG

….stands for Big Hairy Aggressive Goals.  This encapsulates an important characteristic of objectives which is missing from the familiar SMART formula: s-t-r-e-t-c-h!  Effective objectives are challenging, encouraging us to develop and surpass previous performance levels.

The Four Cs

Another useful method, particularly helpful where objectives are to be agreed (between a line manager and team member say).

· Context – in other words the employee really understands the relationship between what is expected of him/her and the organisation’s purpose

· Concurrence – the employee and the line manager agree what the objective is and that it is appropriate to what needs to be achieved by the team

· Competence – the employee has the ability or is on the way to achieving the knowledge and skills necessary for the objective (sometimes acquiring the competence is the objective).

· Calibration – another way of say ‘measurability’.  How will we know the objective has been achieved?  What will be different?  Often these questions are difficult to answer straightaway.

Affirmations

Affirmations are a different way of setting and recording goals.   Unlike the traditional business methods of goal setting that rely upon a clear description of a standard to be aspired to, affirmations use the pull of emotional language to create aspiration.

When using affirmations it is important to create a “dissonance” in the brain – the difference between how something is described and how we perceive it to be in real life (something is wrong with this picture).  The dissonance creates the desire to rectify.  So when writing affirmations we use the present tense, as if the goal has already been achieved.  If we couple this with positive, emotional language, we can create goals that we are drawn towards.

Compare the “pull” of these two statements:

· “I will work hard to exercise regularly and become fit”

· “I am full of life and energy through my new exercise programme”

Effective assessment

Performance assessment is not as straightforward as it may seem.  Some important factors need to be considered in reaching a suitable and effective assessment decision.

Accuracy, validity and reliability

If you think about a particular member of your team, you will probably have a firm idea about what kind of performer they are.   

This is not a snap decision you have made, but one which has evolved through working with this person, observing them, experiencing the consequences of how they perform and behave, and hearing from others about this person.  These are the processes all managers go through in making judgements about people, but often they do this unconsciously which can make it hard to be specific about the reasons behind their assessments.  

The accuracy, validity and reliability of your judgements about your staff can be improved with some advance planning and by conscious attempts to monitor and assess people’s performance, throughout the year.  Opportunities for monitoring and assessing staff may be limited, particularly if for instance you manage shifts, but every line manager has the scope to use more than one of the following methods:

· Co-working

· On-job observation

· Regular quality checks

· Spot-checks

· Review of attendance/absence records

· 1:1 discussions

· Team meetings

· Requesting reports

· Feedback from other managers, co-workers, partners, customers, etc.

Conscious and systematic use of a range of methods like those above will ensure that assessments are accurate and fair.
Feedback

The Johari Window proposes four areas that make up our whole self: public self, blind self, private self and unknown self (undiscovered potential).
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We can develop and expand our public self by inviting and receiving feedback about our blind self, and by disclosing appropriate areas of our private self. It is through this expansion that we develop our understanding of ourselves and others, so helping us to build relationships and begin to develop our potential

Public self is the area with which we are most comfortable: I can see into this area and so can other people. It is also what I know about myself and what others know about me

Blind self is the area of my life where other people can see things about me to which I am blind. These may be outstanding qualities or unhelpful qualities that are holding me back from growth and improvement. Without feedback I will stay the way I am; with feedback I can choose to change behaviours.

Unknown self is sometimes referred to as the undiscovered, or hidden, or deeper self, and often as our undiscovered potential. This quadrant represents things that I have yet to discover about myself, and that others have yet to discover too.

Private self is the area of my life that I choose keep private, perhaps out of shyness, lack of confidence, or because I do not trust others enough to share it with them – yet. It is worth considering whether some disclosure of this information might release growth within me.

Two models for giving and receiving feedback well
Model 1: Action, Impact, Do (AID) 

	Action

What was said or not said, done or not done

What I observed was…..

What I noticed was……..

What I saw was…………..

What I heard was………..

When you said/did………

When you didn’t say/didn’t do….

I observed/noticed………
	Impact

What impact or effect it had (on the task, procedure, climate or an individual)?

It had the effect of……..

It caused……….

The impact/effect on me/the task/the process was…….

I felt……….



	Do

What should be done more or continued? What should be done differently?

I’d encourage you to do/say that more often

I’d like you to keep doing/saying that

I’d advise you to continue to do/say that

What I would have liked………

What I would encourage you to do next time is to….

What I suggest you do differently is to…..

What would make you more effective is……

A suggestion for the future is……

My advice next time is to……..


Model 2: SBI

SBI provides a simple structure to keep feedback focused and relevant, increasing the likelihood it will be received in a clear, non-defensive manner:

· Situation – Describe where and when the observed behaviour occurred.

· Behaviour – Describe what you saw or heard (a videotape would be the ultimate way to capture this – no interpretations or judgments).

· Impact  - Share the impact of the behaviour on you or others -  “I felt…” or “We were …”.  If you hear yourself saying “YOU were…” you’re probably on the wrong track.

Non-financial reward and recognition

Recognition of special effort makes people feel good about themselves, their work, colleagues and employers and in this mode employees are likely to go that “extra mile.”
To be effective reward and recognition efforts should follow some basic guidelines:

· They should be tailored to the individual – extroverted people enjoy public recognition whereas introverted people prefer quiet recognition

· They should be seen to be fair 

· They should maintain team spirit

· Intermittent rewards are powerful – people should be praised for good work early and often and whenever people are caught doing the right thing. Small rewards spread out over time are more effective than single large rewards. Remember that to say "thank you" is the easiest and most powerful way to recognise. 

· They should recognise good performance – in doing so they should also give the right signal to underperformers

· Rewards should encourage the right behaviour - Avoid perverse incentives by identifying what behaviours and performance you want, align rewards with the desired behaviour and periodically test to ensure that rewards and behaviours are working in tandem.

· Withholding rewards can be tricky – the most powerful de-motivators of people are not hearing that they are doing a good job, not knowing how their lime manager feels about their performance and feeling that their line manager does not care about their performance

There are many non-financial methods of rewarding desired behaviours.  These include:

· Verbal praise and recognition

· Written praise and recognition

· Public thanks

· Promotion

· Desirable assignments

· Increased responsibility

· Self-development opportunities

· Celebrations

· Away-days

· One-off gifts or awards

· Cumulative gifts or awards (e.g. points schemes)

· Personalised contracts (e.g. for flexi-time)

· Time off work

In a sense, it is not the reward itself which matters most, but the way it is given.  The most effective rewards or reinforcements are matched to the individual (e.g. a person with a horror of being singled out will tend not to appreciate a public “thank you”); are awarded on the spot or as soon as possible; with a specific link to whatever the recipient did to deserve it.  It is therefore usually advisable to delegate to line managers the authority to make such awards.

Thirty ways to reward employees

This page details a variety of proven non-financial rewards.  “Non financial” means that there is no immediate or direct effect on the employee’s earnings, but some of these initiatives do have a cash cost associated with them.

	Type of reward
	Details

	Thank you
	Letter of recognition from line manager and/or Director 

	
	Face to face thanks from line manager and/or Director

	
	Public thanks – via email, at team meetings, on noticeboards, etc.,

	Recognition
	Article in company newsletter, local or trade press

	
	Hall of fame with photographs of high achievers – e.g. in reception areas

	
	Employee of the month scheme

	Advancement
	Plum assignment

	
	Being nominated to be part of a company “talent pool” or fast-track scheme for people with high potential

	
	A corporate role – such as becoming a company champion or ambassador

	
	Secondment – the opportunity to work in one or more different areas of the business

	
	Temporary promotion – being given an “acting up role” or having a senior role especially created

	Perks
	One or more days off

	
	Flexi-working privileges or exemption from normal shift requirements

	
	“Get out of jail free card” –  e.g. agreeing to allow the employee a degree of latitude in their work for a specific period

	
	Team budget – e.g. giving a successful a set budget to refurbish their working environment

	
	Personal parking space

	
	Funding training for the employee

	Fun
	A team away-day or evening out

	
	Family event – for instance hosting a BBQ for staff and their families

	
	Summer or Christmas event

	
	Sporting and social events – quizzes, football matches, rounders

	
	Travel abroad – for instance a team outing to France

	Gifts
	General - flowers, chocolates, alcohol 

	
	Personalised -  e.g. a gift connected with the employee’s hobby

	
	Ceremonial – a watch, certificate or plaque

	
	Experience - dining out, theatre tickets, Red Letter Days 

	
	Fuel – paying to fill up the employee’s car

	
	Vouchers for specific brands or retailers

	
	Corporate voucher schemes, where employees earn points towards alternative prizes

	
	Charitable donations – arranging corporate giving on behalf of the employee


Learning styles

The phrase “learning styles” refers to the preferred way an individual processes information, i.e. the way an individual assimilates information, remembers it or applies it to problems.  

Various learning styles have been identified over the years.  In the UK, perhaps the most widely applied model of learning styles is the one devised by Honey and Mumford.  This identifies four key styles: 

Activist.   Activists involve themselves fully and without bias in new experiences.  They enjoy the “here and now” and are happy to plunge immediately into new experiences.  They tend to act first and consider the consequences afterwards.

Reflector.  Reflectors like to stand back to ponder experiences and observe them from many different perspectives.  They collect data, both first hand and from others, and prefer to think about it thoroughly before coming to any conclusion.  When they act it is part of a wide picture which includes the past as well as the present and others’ observations as well as their own.

Theorist.  Theorists adapt and integrate observations into complex but logically sound theories.  They think problems through in a vertical, step by step logical way.  They assimilate disparate facts into coherent theories.  They tend to be perfectionist, needing things to be are tidy and fit into a rational scheme.  They like to analyse and synthesise.
Pragmatist.  Pragmatists are keen on trying out ideas, theories and techniques to see if they work in practice.  They positively search out new ideas and take the first opportunity to experiment with applications.  They are the sort of people who return from management courses brimming with new ideas that they want to try out.

Learning styles at work

Learning styles have a significant effect on the way people operate at work: communication, decision-making, interpersonal relationships and day-to-day behaviour are all fundamentally influenced by our natural tendencies in receiving and processing information.  In workplaces in transition, where the requirement to take in and respond to new data is heightened, individual learning styles can be a strong indicator of how people will react to  changes. 

How do people learn?

The learning styles concept gives a helpful guide as to the learning and development methods likely to be most effective for different individuals. 

	Activists learn best from activities where:

· there are new experiences /problems /opportunities from which to learn

· they can engross themselves in short 'here and now' activities such as business games, competitive teamwork tasks, role plays

· they have a lot of limelight /high visibility, i.e. they can Chair meetings

	Reflectors learn best from activities where:

· they are allowed or encouraged to watch /think/ chew over activities

· they are able to stand back from events and listen /observe i.e. observing a group at work, taking a back seat in a meeting, watching a film or video

· they are asked to produce carefully considered analysis and reports

· they can carry out painstaking research, i.e. investigate, assemble information, probe to get to the bottom of things

	Theorists learn best from activities where:

· what is being offered is part of a system /model /concept /theory

· they have time to explore methodically the associations and inter-relationships between ideas, events and situations.

· they can listen to or read about ideas and concepts that emphasise rationality or logic and are well argued /elegant /water tight

· they are required to understand and participate in complex situations

	Pragmatists learn best from activities where:

· there is an obvious link between the subject matter and a problem or opportunity on the job

· they are given immediate opportunities to implement what they have learned

· they can concentrate on practical issues, i.e. drawing up action plans with an obvious end product, suggesting short cuts, giving tips

· they can have a chance to try out and practice techniques with coaching /feedback from a credible expert, i.e. someone who is successful and can do the techniques themselves


Using the learning styles in people management

Below are some considerations which may be useful for line managers when they come to specific people management tasks, such as:

· Setting objectives

· Delegating work

· Assigning work

· Briefing people.

	Key considerations for Activists

Is this an opportunity to do something new?

Will there be variety in the work?

Will the activist be able to OK to have a go/ let my hair down/ make mistakes/ have fun? 

Will they encounter tough problems and challenges?

Will there be other like-minded people to mix with?

	Key considerations for Reflectors

Will the reflector be given adequate time to consider, assimilate and prepare?

Will there be opportunities/ facilities to assemble relevant information?

Will there be opportunities to listen to other people’s point of view – 

Will they be under pressure to cut corners or not be sufficiently prepared? 

	Key considerations for Theorists

Will there be lots of opportunities to question?

Is there a clear structure and purpose?

Will they encounter complex ideas and concepts that are likely to stretch them?

Are any approaches or concepts involved proven and valid?

Will they be working with people of similar calibre?

	Key considerations for Pragmatists

Will there be ample opportunities to practise and try things out?

Are there any recommended techniques?

Will they be addressing real problems and will it result in action?

Will they have access to ‘experts’ in the relevant field who have proven experience?


 Coaching

The GROW Model

One of the most effective models of coaching, the GROW model (Whitmore, 1991) provides a four-stage process for questioning the subject:

· Goal

· Reality

· Options

· Will

	Goal
	Sample questions

	Agree the topic for discussion

Agree specific objectives for the session

Set a long-term aim if this is appropriate


	What would you like to discuss?

What would you like to achieve?

What would you like to be different when we finish this session?

Can we do that in the time we have available?



	Reality
	Sample questions

	Invite self assessment

Offer specific examples of feedback

Avoid or check assumptions

Discard irrelevant history


	What is the current situation?

How do you know that this is accurate?

What effect does this have on yourself, on others?

How much control do you have on this situation?

What have you tried so far?

What are the main obstacles you face?

What resources can you call on?

If I could grant you one wish to do with this issue what would it be?



	Options
	Sample questions 

	Cover the full range of options

Invite suggestions from the subject

Offer suggestions carefully

Ensure choices are made


	What alternative ways are there to  approach this issue?

What  would you do if you had more resources or more control?

What would you do if you could start again?

Who might be able to help you?                        

Would you like suggestions from me?

What are the benefits and pitfalls of each option

Which would give the best result?

Which option would you most like to act on?



	Will
	Sample questions 

	Get a commitment to act

Identify possible obstacles

Plan detailed actions on a time frame

Agree what support will be given


	What option will you choose?

How will you know if you are successful?

What are the next steps?

When will you do what?                   

What might get in the way?

What support might you need?

Who needs to know your plans?

On a scale of 1-10 how committed are you to the course of action we have agreed?

If less than 10, what needs to happen to make it a 10?

Is there anything else we need to talk about?

When should we meet again?




Exercise:  Using GROW

Purpose

To try out a simple coaching technique

Task

You will be divided into groups of three by the facilitator.  In each group, there are three roles to play:

· The learner – who will come up with a work-related issue or problem

· The coach – who will use GROW to help the learner analyse and decide what to do about their work issue

· The observer – who should watch, listen and feed back to the coach.

It will help the exercise if the learner selects a genuine issue, a problem or difficult decision to be made.

Using the skill/will matrix

It is important to match your coaching style to the situation, and in particular the individual’s readiness in terms of:

Skill - experience, competencies, understanding, training and role perception
Will - desire to achieve, motivation, security, confidence, incentives

Coaching styles can be described in terms of the level of support and direction provided: 


Supporting - you encourage, enable, facilitate, listen, question, build commitment and confidence
Directing - you tell the individual why, what, how, where, when to do something, spell out their role, and supervise performance closely

Four coaching styles can be identified on this basis:

· Directing

· Supporting

· Inspiring

· Delegating
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How to use the skill/will matrix 

Diagnose the level of the individual's skill and will to accomplish a specific task, or achieve a particular goal or target, as well as the degree of challenge and support the individual needs to grow

Identify your appropriate coaching style

Agree with the individual which style you will use, and the reasons for adopting this style

Your aim as a coach is to increase both the skill and will of your individual - aiming always for a delegating style. Along the way you may well need to use other styles to suit the needs of the individual, and the situation. Always bear the specific task or goal in mind, as well as the individual’s readiness for it, when adopting your style.



                                   


                                    


























                                    


 





Clear purpose





Support (e.g. learning and development)





Fair performance measures and stretching targets








Rigorous performance review








Accountability





Meaningful reinforcements


(recognition or reward)
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