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Foreword

I had the privilege of serving on the Board of the Peter Drucker Foundation for ten
years. Peter continually reinforced the point that management is not an art and
management is not a science—management is a practice.

Peter would approve of the fact that Roger Chevalier provides sound advice that
managers can actually practice! His tools are both applicable and useful. Instead of
being lost in complex theories—which sound good but don’t translate into daily
behavior—he focuses on sharing applications that managers can immediately put to
work. Roger is not just interested in what managers should know—he is interested
in what managers can do.

At the end of the day, a manager’s job is simple—improving workplace perform-
ance. If managers are not improving workplace performance, why are they wasting
the organization’s valuable resources?

Roger’s conclusion at the end of this book says what managers should not for-
get: “Never lose track of the fact that you create the work environment for your
people. They will either excel or flounder based on the work environment that you
create with your coaching, leadership, counseling, and team-building skills, as well
as the way in which you analyze performance gaps and causes, identify and imple-
ment solutions, and measure results.”

Along with Peter Drucker, another one of my most important mentors has been
Paul Hersey. Ken Blanchard and he developed Situational Leadership� and shared
this fantastic model with millions of managers from around the world. Roger is a
world leader in understanding and teaching Situational Leadership. A Manager’s

P
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viii F O R E W O R D

Guide to Improving Workplace Performance builds upon the teachings of Paul and
Ken and provides specific applications that relate to performance management.

I am best known as a leading executive coach. For you, the reader, my coaching
is simple—practice using the tools described in this book! Share the ideas with your
work team and involve them in your process of planning, coaching, and feedback.

My partner Howard Morgan and I completed an extensive research study on
the impact of leadership development involving over eighty-six thousand respon-
dents and eight major corporations.1 Our findings were very compelling, yet not
very surprising. Managers who involved their people back on the job and actually
applied the concepts they were taught were seen as becoming far more effective
leaders—not by themselves, but by their coworkers. Managers who didn’t apply
what was learned didn’t get any better.

The tools in this book work, but they only work if you apply them. If you
involve your people, practice what you learn, and follow up to ensure success, you
will be amazed at the results! If you don’t apply this material it won’t help you.
Some managers are going to find that this book makes a huge difference in improv-
ing workplace performance. Some will say it makes no difference. The change that
is ultimately produced from reading this book will not be a reflection on the mate-
rial. It will be a reflection on you!

Marshall Goldsmith

1. Marshall Goldsmith and Howard Morgan, “Leadership Is a Contact Sport,” Strategy�Business, Issue 36
(Fall 2004): 71–79.
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‘‘If I have seen further it is by

standing upon the shoulders of

giants.’’

— S I R I S A A C N E W T O N

Introduction

This book is the end product of forty years of preparation that started when I be-
came a manager in a Chicken Delight franchise in Merrick, New York, as I worked
my way through college. It was continued with a twenty-year career as an officer in
the U.S. Coast Guard, during which I had the opportunity to further develop my
managerial skills and to deliver leadership training to both officers and enlisted mili-
tary personnel.

As part of my development, I had the pleasure to study for six years under Drs.
Paul Hersey and Ken Blanchard, the developers of Situational Leadership�, who
shaped much of the way I view the manager’s role in leading and developing people.
It was during this time that I also studied under Dr. Marshall Goldsmith, who
added much to my understanding of the manager’s role as a coach. I continued to
learn as I delivered leadership and coaching training to over 30,000 managers in
hundreds of workshops and classes.

From these people and the many mentors who have helped me along the way,
I have learned that there is something that underlies all the techniques that are used

1
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2 A M A N A G E R ’ S G U I D E T O I M P R O V I N G W O R K P L A C E P E R F O R M A N C E

to improve workplace performance. While this book will provide you with many
exceptional tools to improve workplace performance, it also is deeply rooted in a
management philosophy of developing people. There is no greater contribution
that you will make to the continued success of your organization than that of devel-
oping individuals and teams that are better able to respond to the demands of their
jobs and the ever-changing work environment.

While much of this book is devoted to developing your employees, it is not
about how to ‘‘fix’’ them. Most of the performance problems on the job are caused
by the work environment, not the individual employee. So while the book begins
with a discussion of your role in developing your people, its real message is that you
as a manager are responsible for creating a work environment where your people
can succeed.

Performance management provides an overall game plan for interacting with
employees. Situational Leadership� addresses another key element: how managers
vary the amount of direction and support they give, based on the willingness and
ability of their people to do specific tasks. And performance counseling provides the
guidelines for giving feedback to an employee. But something was still missing in
my description of how managers provide a positive work environment for their
people.

I found the pieces I was looking for when I took a full-time position with the
International Society for Performance Improvement (ISPI), which had been my
professional home for many years. It was there that I was able to identify other
aspects of the work environment that contribute to individual and organizational
performance. These include such factors as clear expectations, timely feedback, job
aids to guide employees, resources (such as time, materials, and equipment), clearly
defined processes and procedures, evaluation of activities and results, and incentive
systems that reward performance.

For the purpose of this book, I will use the term manager to describe anyone
who leads and develops others. These roles include traditional organizational posi-
tions of managers, first-line supervisors, and shop stewards, as well as nonbusiness
roles such as parents and youth sports coaches.

After reading this book, you will be able to:

PAGE
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3I N T R O D U C T I O N

• Coach your employees through the entire performance period and conduct per-
formance appraisals that will bring about improved on-the-job performance

• Develop your people using Situational Leadership to adjust the amount of direc-
tion and support you give based on your employee’s willingness and ability to
do a given task

• Counsel your people in a way that actually improves performance

• Identify important aspects of individual motivation and teamwork

• Identify performance shortfalls that need to be addressed

• Describe these shortfalls (gaps) in measurable terms

• Identify, weight, and display factors that are working for and against closing the
performance gap

• Develop alternative solutions and select the best one

• Implement the necessary changes

• Evaluate the results in terms of impact on a desired business outcome

This book presents a systematic approach for improving workplace performance.
It is meant to serve as a practical guide for both managers and human resources
professionals. The book is organized into three sections. Section 1 focuses on your
role in developing your people and your workgroup. Chapter 1 begins this approach
by describing the manager’s role as a coach, which begins with a clear communica-
tion of expectations by defining activities and results, then observing, providing
feedback, recording performance, and adjusting goals throughout the period. This
systematic approach ends with getting employee input, reviewing records, and
counseling the employee before writing the performance appraisal.

Chapter 2 presents managers as leaders who develop their employees as they
assess the ability and willingness of their people, and then provide needed direction
and support. Chapter 3 expands these ideas by providing a performance counseling
guide that focuses on the coaching and counseling roles that all managers play.
Chapter 4 describes what motivates individual employees, and Chapter 5 describes
how they work together as a team.

Section 2 focuses on identifying and removing barriers to individual and group
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4 A M A N A G E R ’ S G U I D E T O I M P R O V I N G W O R K P L A C E P E R F O R M A N C E

performance. Chapter 6 begins an examination of the process used to improve per-
formance by identifying individual and group performance shortfalls as the differ-
ence between the present and the desired levels of performance. Chapter 7 provides
a structure for systematically analyzing the causes of the performance shortfalls that
are related to the work environment as well as the employees. Chapter 8 provides
an example of a new team that is not productive. Then the tools described in Chap-
ters 6 and 7 are used to analyze the performance shortfalls and their causes in the
case study in Chapter 8.

Chapter 9 offers guidelines for developing alternative strategies and selecting
the one with the highest probability of success. The solutions for the case study
used in Chapter 8 are then discussed. Chapter 10 presents information on how
managers acquire and use the power needed to implement change. Chapter 11
discusses how to evaluate the short- and long-term effects of the change. Chapter
12 provides another example of the performance analysis and change process.

Section 3 brings together all of the ideas on how to create an environment
where your people can succeed. Chapter 13 helps you organize all the tools pro-
vided in the first twelve chapters in a practical toolbox you can use on the job.

Each chapter concludes with an Application Exercise that you, as a manager,
can use with your people. Learning is more than just acquiring knowledge. True
learning requires that you apply the new knowledge so that you can realize a real
return on your investment—for you, your people, and your organization.

The ideas and models presented in this book will help you to organize what you
have already learned from experience so that you can see patterns that led to success
or failure and thus better learn from that experience. The structure provided will
also allow you to recognize opportunities to improve individual and organizational
performance as you create an environment where your people can succeed. The
value of what you learn from this book should be measured by the improved per-
formance of your people in producing results that are valued by your organization.

For more information on improving workplace performance and to download
larger versions of the application exercises, please visit www.aboutiwp.com.
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“Efficiency is doing a job right.

Effectiveness is doing the right job.”

— P E T E R D R U C K E R

C H A P T E R 1

The Manager as Coach

Here’s a message that will either make your day or ruin your year, if you’ve super-
vised the same workgroup for more than a year: “You have exactly the employees
you deserve.” If you have coached your people properly, you should have been able
to build a high-performing team within a year. The problem is that many managers
have effectively abandoned their team by failing to coach them properly throughout
this period.

Your ability to coach people is key to having them do the right job right. Essen-
tial to meeting this goal is the way in which you communicate performance expecta-
tions and how you coach people throughout the year. Thus, an important role for
a manager is that of coach: in this job, you create a positive work environment in
which your people can succeed. Performance coaching is the way to do this.

This chapter provides a structure for coaching—for planning, for communicat-
ing performance expectations at the beginning of the period, observing perform-
ance, and providing feedback, as well as for conducting a performance review at the
end of the period.1

7
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8 D E V E L O P I N G T H E T E A M

The Performance-Coaching Process

How long has it been since you performed a formal performance evaluation for
your team members? For many employees it has been years since their manager
took the time to provide feedback via a formal performance-counseling session.
Even for employees who do receive regular reviews, this counseling session is proba-
bly not the highlight of their year.

For example, in many organizations, the performance-coaching process has
been reduced to a once-a-year appraisal session that can best be described as an
“end-of-period autopsy”—a meeting to determine what went wrong. Very often,
managers become judge and jury, limiting their ability to truly improve the per-
formance of their people. As such, performance management becomes an annual
intervention rather than a continuous process. The manager’s efforts are limited to
meeting organizational needs for information from the appraisal with which to
make administrative decisions on promotions, terminations, pay raises, bonuses, and
training. But what about the needs of the employees for clearly communicated ex-
pectations and timely feedback on performance? And how accurate will the annual
appraisal be if performance records are not kept throughout the year?

Developing a Plan
The process of coaching begins with having an overall plan for your workgroup that
aligns with the organization’s goals for the same period. Without a plan you will
not know how to coach your people. There’s a part of Lewis Carroll’s Alice in
Wonderland that applies here.2 Alice has no idea where she is or where she is going
when the path she is following comes to a fork, where she can go one of two ways.
She needs to make a decision which way to go, when suddenly the Cheshire Cat
appears in the tree where the path divides.

“Cheshire Puss,” she began, “Would you tell me, please, which way I ought to
go from here?”

“That depends a good deal on where you want to get to,” said the Cat.
“I don’t much care where—” said Alice.
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9T H E M A N A G E R A S C O A C H

“Then it doesn’t matter which way you go,” said the Cat.
It’s not enough for you to take your employees “somewhere”; it does matter

which path they take. As a manager you must have a clear vision of where you and
your people are going and how you will get there. But this requires a bit of planning
on your part, and there are many excuses managers give for not planning. These
excuses include:

• No time for planning

• Short-range demands dominate

• Rewards for short-term performance only

• Overly optimistic or pessimistic viewpoint

• Uncertain work environment

• Rapidly changing roles and job demands

• Complacency

• Fear of failure or fear of success

• No greater organizational plan

• Those who plan ahead get to do it twice

While a list of reasons for not planning can go on and on, there are also many
reasons why you should plan ahead. Doing so:

• Affords greater alignment with organizational goals

• Focuses your efforts as well as those of your employees

• Captures the motivation of your people

• Provides longer lead times for projects

• Helps you cope with changes in key personnel

• Produces measurable results

• Is useful in gathering outside support for projects

• Provides means for competing for resources needed to execute your plan

................. 16248$ $CH1 01-08-07 15:27:47 PS



10 D E V E L O P I N G T H E T E A M

• Capitalizes on chance occurrences

• Makes things happen

What is it that you really want your team to accomplish during this week, this
month, this quarter, this year? Is it aligned with your organization’s goals for the
same period? How will you measure the results? Can the results be measured in
terms of quality, quantity, time, and cost? Always begin every project with its end
in mind.

Setting SMART Goals
To begin, you need to establish SMART goals for your workgroup. The acronym
SMART stands for Specific; Measurable in terms of quality, quantity, time, and cost;
Accepted by your people; Realistic to achieve; and T ime-bound in that there is a
deadline for completion. To be accepted by your people, the SMART goals should
be both challenging and achievable. While performance goals may be set by your
organizations, you want your employees to help plan how those goals will be ac-
complished.

The process you should follow in SMART planning for your workgroup is:

1. Review organizational goals to see what measurable results are expected for your
workgroup.

2. Develop results for the workgroup in terms of quality, quantity, time, and costs
that will measure the effectiveness and efficiency of how you deliver products
and/or services.

3. Share these goals with your people and discuss how they can be achieved.

4. Develop a plan that describes the activities needed to meet the goals and achieve
the desired outcomes, with measures for quality, quantity, time, and cost.

5. Establish priorities for competing activities and goals.

6. Set milestones (dates and measurable outcomes) to track progress toward reach-
ing the goals.
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11T H E M A N A G E R A S C O A C H

Beginning the Performance-Appraisal Period

Once you have an overall plan in place, your next step in the performance-coaching
process is to interact with direct reports in three distinct phases: preparation, coach-
ing, and review. At the beginning of the performance-appraisal cycle, as depicted
in Figure 1-1, you need to clearly define your overall expectations for employee
performance during the period. You identify and discuss both the means (tasks/
activities) and the ends (outcomes/results) in terms of the performance standards
that have been set.

In many organizations, there is no real beginning to the year-long performance-
evaluation period, not much happens during this period, and there is little or no
constructive feedback at the end. As mentioned earlier, often the comments given
and the scores received in the end-of-period appraisal come as a surprise to the
employees, and events that have occurred near the end of this period frequently
have a greater impact on the appraisal than do those at the beginning.

If you have not clearly communicated your expectations to employees regarding
both their key activities and the desired results; if you haven’t taken the time to
observe your employees and provide timely, behaviorally specific feedback; if you
haven’t kept records of your employees’ performance throughout the appraisal pe-
riod; if you haven’t gotten their input and held a constructive counseling session;
then you haven’t earned the right to write their evaluations.

A manager needs to begin the appraisal period by reviewing the plans for the
workgroup and identifying what each employee must do to be successful. For new
or poorly performing employees, you need to communicate your expectations
clearly, in terms of the activities they need to do to succeed (such as learning specific
skills, working as a team player, or treating customers with respect), as well as the
results that should ensue (such as projects to be completed, reports to be submitted,
or specific goals to be met).

For experienced and successful employees, you need to focus primarily on the
desired results, allowing these experienced employees to help define the activities
needed to accomplish the goals and, if possible, assist in setting the goals.
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13T H E M A N A G E R A S C O A C H

During the Performance-Appraisal Period

Figure 1-2 shows the actions that take place during the appraisal cycle. This is the
period when you manage the performance of your workgroup. You directly observe
your employees’ performance, get feedback from others who have contact with the
individuals, and review their productivity against the goals. You provide timely feed-
back to each employee on his or her performance, adjusting the individual’s ac-
tivities and goals as necessary. Your feedback always focuses on the individual’s
performance, reinforcing what the person is doing right as well as identifying what
needs to be improved.

Throughout the performance-appraisal period, you should also adjust goals as
necessary and review activities to ensure that they are contributing to accomplish-
ment of the goal. Since most managers have many people reporting directly to
them, and since the performance-appraisal cycle can be as long as a year, it is impor-
tant to keep written files that document the performance of each employee. And
you must keep those records in the same way for all your employees.

For instance, a common mistake that managers make is to keep extensive re-
cords only on poor performers. This is called “keeping book” on employees. If a
decision is made to terminate the individual, and that person goes to court, you will
need to show your records on all the other employees you supervise as evidence
that you treat all of your employees the same way. Failure to do so could lead to
the court finding fault with the way in which the employee was terminated.

When to Give Feedback
As mentioned at the beginning of the chapter, feedback is a critical part of the
performance-coaching process. Once you’ve clearly communicated your expecta-
tions to your employees, you must take the time to observe their work and provide
timely feedback on their performance.

There are two types of feedback that you should provide your employees.3 The
first is motivational, which you should give as soon as possible after the employee
has performed a task, thereby encouraging and supporting the person. The second
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FIGURE 1-2. DURING THE PERFORMANCE-COACHING PROCESS
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15T H E M A N A G E R A S C O A C H

is corrective, which you should give just before the person does the task again; this
allows your employee to use the feedback as soon as it is given. Sometimes motiva-
tional and corrective feedback can be given together, such as when the task will be
repeated right away; other times they should be separated, as when the employee
will not perform the task for a while.

As an example of coaching, let’s consider youth soccer. When the players are on
the field, all a coach can do is shout encouragement to the youngsters. The right
time for that coach to instruct or provide corrective feedback is just before he or
she sends a player into the game as a substitute. This allows players to use what the
coach has told them as soon as they enter the game. Too many youth sports coaches,
and too many managers, give corrective feedback when they should be giving moti-
vational feedback.

Giving Quality Feedback

Most people enjoy participating in sports because of the clarity of the goals and the
amount of feedback they are given on performance. If you bowl in a league, the
goals are clear: you need to bowl at your average or better. Ideally, you should bowl
a perfect game, but more realistically, you look to improve your average. You receive
feedback from the way the ball feels in your hands, your approach to the line, the
way the ball is released, the path the ball takes, the number of pins that you knock
down, and the score that’s projected above your head.

If we turn this into a typical work example, you’d have the manager half-way
down the alley holding a big curtain so that you couldn’t see the pins. You’d roll
the ball down the alley though the curtain and hear the crash of the pins. The
manager would then yell to you, “You missed three.” With that type of vague feed-
back, you’d take your best shot again not knowing where the three missed pins are.
The next thing you’d hear is the sound of the ball hitting the back cushion after
missing the remaining pins. How long do you think you’d want to continue bowl-
ing this way?

A manager’s feedback should be specific, focusing on exactly what the employee
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16 D E V E L O P I N G T H E T E A M

did that was important. It is not enough to say, “Great job!”—since the employee
will not know what is being reinforced. You need to identify exactly what it was that
the employee did and why it was important. For example, “Mary, I really appreciate
the way you dealt with the customers you just helped. By taking the extra time to
explain why interest rates are rising, you allowed them to make a better decision as
to which loan met their needs in the long run.”

Feedback also needs to be balanced. Remember the 4-to-1 rule. For an em-
ployee to believe he or she is being treated fairly, the ratio of positive motivational
feedback to corrective feedback should be four to one. To use Ken Blanchard’s line
from The One Minute Manager, “Catch your people doing something right.”4 Too
many managers provide feedback only when something goes wrong. This is called
“management by exception”: a manager focuses on negative performance by giving
only corrective feedback. If you want to create a positive work environment, provide
motivational feedback whenever your employees perform well, and then your cor-
rective feedback will be well received when given.

Ending the Performance-Appraisal Period

This final stage of the performance-appraisal period (see Figure 1-3) is the time to
provide feedback in a counseling session that closes out the cycle and begins the
next appraisal period. Have each employee submit a written self-evaluation that
identifies both accomplishments and shortcomings; this forces the employees to
assess their own performance while it also provides you with insights into how each
person sees his or her performance.

You should review all performance results, comparing the employee’s accom-
plishments to the goals, along with your records of direct observations and feedback
from other sources. You are then ready to counsel the employees prior to complet-
ing the annual performance appraisals. Counseling them before writing their ap-
praisals allows you to view “the other side of the story” prior to making your final
assessments.
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FIGURE 1-3. ENDING THE PERFORMANCE-COACHING PROCESS
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The Elements of Coaching
Of the various behaviors involved in coaching employees, communicating your ex-
pectations and providing timely, specific feedback are the most critical. An execise
that I have done with a number of organizations is to ask managers to list the five
most important tasks each of their employees must do to be successful. Then I ask
those employees to list the five most important things they must do to be successful.
Very often, only two of the five listed items match, which illustrates the gap between
the managers’ expectations and those of their employees. These gaps are often doc-
umented as unsatisfactory performance in the annual performance appraisal.

Many employees only learn at the end of their performance period what they
should have been doing from the beginning. This situation reminds me of a story
told by the comedian George Carlin, who is known for his use of “four-letter
words” in his routines. Carlin relates how his mother hit him when he said his first
swear word. George asked, “What was that for?”

“That was for saying that word; don’t ever say it again,” his mother responded.
George then asked, “What other words can’t I say?”
His mother responded, “I won’t tell you, but you’ll get hit again when you say

one.” Unfortunately, that’s how many employees learn their jobs—by being “hit in
the back of the head” for not doing what they didn’t know they should do or by
having a year’s worth of not-meeting-the-manager’s-expectations documented in
an annual appraisal.

I learned the value of clearly communicating one’s expectations as a youth sports
coach, having coached over forty baseball, soccer, indoor soccer, and wrestling
teams. What became very apparent was that I needed to communicate my expecta-
tions to both the players and their parents at a team meeting before the season
began. At this meeting, I defined my role, my coaches’ roles, the players’ roles, and
the parents’ roles. I avoided a lot of problems by making sure that everyone was
aware of his or her role. For example, I told the parents that their job was to cheer
at the games, not coach. I explained to them that there would be times when they
wouldn’t know why their son was not doing what they expected because he was
doing what I expected. To this I added a game-related example: We are behind by
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two runs, and their son is at the plate. I give him the sign to take the first pitch to
try to get on with a walk. He meets my expectation and does not swing at a pitch
that was right in the center of the strike zone. Parents who think they are coaches
in the stands may yell, “Get that bat off your shoulder,” thinking their son or
daughter just let a great pitch go by. This extra “coaching” can be frustrating and
confusing to a player who is trying to meet the coach’s expectations.

Tips on Performance Coaching

The following are some tips gleaned from years of coaching:

• Start the coaching process with a review of organizational goals. If they don’t
exist, you will have to develop them yourself. Employees should know how their
work contributes to organizational goals. It is your responsibility to make this
link for them.

• The position description may be a good starting point for your discussion of the
employee’s activities, but many of these descriptions are out of date and do not
reflect what the employee actually will do. Most position descriptions are limited
to activities and do not express the expected results. Your employees will need
to have up-to-date information on both activities and results if the performance-
coaching process is to be effective.

• Allow your employees to give their input on what activities and results are im-
portant. Make sure that you have reached agreement as to what is important.
Good performance coaching starts with this agreement. Set performance goals
that are both challenging and realistic; goals that are set too high will not moti-
vate your employees.

• Observe performance and provide specific feedback on performance frequently
throughout the performance-appraisal period. Nothing should come as a sur-
prise to your employees when you hold the formal counseling session just before
writing the appraisal.
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• Work to develop your employees in every interaction. Give positive feedback as
soon as possible after they perform well, and corrective feedback just before they
do the task again.

• Confront poor performance when it happens or as soon afterward as possible.
When your poor performers are held accountable, good performers will feel
rewarded.

• Learn to ask what happened rather than assuming the worst. (There will be
more on questioning techniques in Chapter 3.)

• At the end of the performance period, ask employees for input on their perform-
ance. At a minimum, ask employees to list the five most important things they
do to be successful, the five most important accomplishments they had during
the period, and what they are doing to improve themselves.

• Have a file for each of your employees in which copies of memos and letters
that comment on performance can be placed with short notes that record the
date and the exceptional performance (either positive or negative) and the feed-
back provided. Update employee records at least once a week.

• Always hold the formal counseling session before writing the appraisal. You will
have your employees’ attention when you tell them that this is the last meeting
you will have with them before you write the appraisal. You will also be more
open to what the employee has to say if you haven’t already committed to an
evaluation. (You will learn about how to hold this formal counseling session in
Chapter 3.)

• “Catch your people doing something right.” These words from Ken Blanchard,
author of the One Minute Manager books, are worth repeating. You should
look for and reinforce positive work and not lie back and wait for something to
go wrong. If you consistently reinforce poor performance, your employees will
give you more poor performance. Make them feel like they have the opportunity
to succeed every day.

• Praise in public and criticize in private, but be sensitive to employees who are
uncomfortable being praised in front of their peers.
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A P P L I C AT I O N E X E R C I S E

To transfer what you’ve just read to your role as a manager in your workplace you will
find the following exercise helpful.

For each of the people you supervise, list the five most important tasks (activities)
that they must do to be successful. Then write down the five most important results
they must achieve. Have each employee do the same exercise, writing down the five
most important tasks and five most important results that they need to achieve to be
successful on the job. Use Figure 1-4 to complete this exercise. (For a larger version
of this and the other application exercise forms, visit www.aboutiwp.com.)

After each of your employees has completed the lists, discuss the differences between
what you have written and what they have written. The result of this discussion should
be a list of activities and results that you both agree are necessary for them to be
successful on the job.

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •

Notes
1. Paul Hersey and Roger Chevalier, “Situational Leadership and Performance Coaching,” in

Coaching for Leadership, eds. Marshall Goldsmith, Laurence Lyons, and Alyssa Freas (San
Francisco: Jossey-Bass Pfeifer, 2000).

2. Lewis Carroll, Alice’s Adventures in Wonderland (New York: Signet Classics, 2000).
3. Donald Tosti and Stephanie Jackson, “Feedback,” Handbook of Performance Technology, 2nd

ed. (San Francisco: Jossey-Bass Pfeifer, 1999).
4. Kenneth Blanchard and Spencer Johnson, The One Minute Manager (New York: William

Morrow & Co., 1982).
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FIGURE 1-4. ACTIVITIES AND RESULTS EXERCISE

Name:

List the five most important tasks (activities) needed to be done to be successful on the job:

1.

2.

3.

4.

5.

Now list the five most important results needed to be successful on the job:

1.

2.

3.

4.

5.
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“Pull the string, and it wil l fol low

wherever you wish. Push it, and it

wil l go nowhere at al l .”

— D W I G H T D . E I S E N H O W E R

C H A P T E R 2

The Manager as Leader

You may have encountered a situation where you did not complete a project on
time because of other demands. Your boss came into your work area and began to
hammer you with a lot of directions, telling you what you should have done, when
you should have done it, and where it should have been done, and reminding you
that you were responsible for getting it done. How did you feel?

A more appropriate intervention for your boss to take might have been to ask
you an open-ended question such as, “Can you tell me what happened that caused
you to be late with the project?” With a role model like that manager, you would
know how to handle the same situation with your own employees or possibly with
your children. That’s because good leadership creates a positive work environment
that breeds success.

A critical aspect of your role as a manager is to adjust your leadership style to
meet the ability and willingness of your people. As a manager you have probably
already learned that you need to adjust your leadership style to match an employee’s
ability to get the job done. For example, if the employee does not know how to do
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a given task, you need to supply direction, telling the employee what to do, when
to do it, how and where to do it, and whom else to involve. If the employee knows
how to do a given task, you don’t need to give as much direction.

But what about the employee’s motivation to do the job? Does the employee
want to do the job? Is that employee confident or does he or she need psychological
support in order to get the job done? There’s no one leadership style for every
employee or for every task to be done. You need to adjust the amount of direction
and support to match the needs of each employee if you are going to be successful
as a leader.

This chapter will focus on how you can use leadership to develop your employ-
ees as individuals and as a team. Your role as a leader is a key element in the way in
which you create an environment where your people can succeed and where you
improve workplace performance.

Becoming a Manager
Remember how easy it used to be when you just had to do the job? You knew what
needed to be done, and you did it.

You Task

It was just you and the task to be done. And because you were so good at doing
that job, you were promoted to a management position so that you could ensure
that others would do the job as well as you did. But being a manager is a very
different role, requiring skills very different from accomplishing a specific task. In-
deed, the degree of difficulty has gone up, as you work through others to get the
same job done.

How many times have you thought, as you attempted to guide one of your
employees to do a job, “It would be easier to do it myself”? The most fundamental
definition of leadership is working through others to get a task done. You are no longer
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judged by how well you can do the task you used to do. You are now judged on
how well you can get others to do it. You must adopt a leadership role and guide
others.

You Others Task

Before you can choose an appropriate leadership style, you need to assess the
readiness of your employees to do the specific tasks for which they are responsible.
Ultimately you will need to adjust your leadership style to fit the people you are
working through. You will need to vary the amount of direction and support you
give them, based on their ability and willingness to do the given tasks.

As a leader, you must be flexible, as there is no “best way” that is right for all
your employees all the time. While many believe that a leader must be consistent,
your consistency must be in how well you match your leadership style to the ability
and willingness of your people. To do otherwise is to confuse your employees and
treat them unfairly.

Follower Readiness
The key to selecting an appropriate leadership style is found in the follower’s readi-
ness (ability and willingness) to do a specific task. Ability is defined as the employ-
ee’s knowledge, experience, and skills needed to do a specific task. Willingness is the
employee’s desire and confidence to do a given task. The follower’s readiness can
be described on a scale from low to high, with Readiness Level 1 (R1) being the
lowest and Readiness Level 4 (R4) being the highest level of readiness to do a
specific task. Figure 2-1 shows the four levels of readiness.

• Readiness Level 1: The lowest readiness level is that of being unable and
unwilling or insecure. Employees who are new or who have been given new tasks
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may lack the knowledge, experience, and skills to do the task. They may also be
unwilling to do the task because they lack desire or confidence.

• Readiness Level 2: New employees may begin at a higher readiness level even
though they are unable to do a new task because they have the desire to do the task
or have confidence in their ability to learn the task. Managers should treat these
individuals differently from those who lack desire and/or confidence.

• Readiness Level 3: As employees learn a new task they become apprehensive
when they begin to do the task on their own. Employees may also regress to this
readiness level from being able and willing. Either way, employees at the R3 level
are able to do the task but are unwilling or insecure.

• Readiness level 4: This is the highest readiness level, when employees are
able, willing, and confident to do a given task. They are experienced at doing the
specific task and confident in their ability to do it.

FIGURE 2-1. EMPLOYEE READINESS LEVELS

Able,
willing

& confident
R4

          High                                      Moderate                                      Low

Able but
unwilling or

insecure
R3

Unable but
willing or
 confident

R2

Unable &
unwilling or

insecure
R1

There are only three ways to have R4 employees. The first is to hire them at that
level. This can be expensive, since you are effectively buying these individuals in the
employment marketplace. The advantage is that they are fully trained and ready to
be productive the day they arrive. The disadvantage is that they don’t know your
ways of doing business and may not fit in with your other employees.

The second way is to develop R4 employees yourself. You hire them at the R1
and R2 levels and then train and develop them. Developing them yourself will give
you more integrated members on your team who tend to be more loyal, since they

PAGE 2................. 16248$ $CH2 01-08-07 15:27:48 PS



27T H E M A N A G E R A S L E A D E R

owe their development to you. If your people develop because of you, they will
tend to stay. If they don’t develop, or if they develop despite you, they will be
terminated or leave on their own. This is why you have exactly the people you
deserve. The main disadvantage of developing new employees is the time and en-
ergy it takes to develop these people.

The third way is the most common, as observed in my work with a variety of
clients. This is prayer. New employees are hired at the R1 and R2 levels, and every-
one prays that they don’t “screw up” too badly before they learn their jobs. This is
the most popular and the most risky way, but there is a way around this problem.

Building a Model for Leadership
Leadership is the amount of task behavior (direction) and relationship behavior
(support) that you give employees as their manager. Direction is when you tell em-
ployees what to do, how to do it, when to do it, where to do it, and whom else to
do it with. Support is when you engage in two-way communications, actively listen
to your employees, provide feedback and encouragement, and use recognition to
reinforce the employee’s efforts.

You should use high amounts of task behavior when the employee lacks the
ability to do the job, but you should reduce the amount of direction as the em-
ployee learns what to do. Similarly, you should vary the amount of relationship
behavior you provide to take into account your employee’s willingness, or the
amount of desire and confidence that the employee has to do a specific task. This
change in manager behavior varies from high to low involvement, with the range of
possible leadership styles as combinations of direction and support. These ranges
are shown in Figure 2-2.

Figure 2-3 represents all of the possible leadership styles that occur as the
amounts of task and relationship behavior are varied. Every point inside the box is
a different leadership style.

Figure 2-4 is a matrix whose axes represent the high and low amounts of direc-
tion and support that a manager can exert. The two intersecting lines represent the
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FIGURE 2-2. LEADER BEHAVIORS
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FIGURE 2-3. LEADERSHIP POSSIBILITIES
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FIGURE 2-4. FOUR LEADERSHIP STYLES
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average amounts of direction and support that leaders use. Four basic leadership
types appear: high direction/low support; high direction/high support; high sup-
port/low direction; and low direction/low support. As a manager, you can use any
of these styles by varying the amount of direction and support that you give to your
people.

The Situational Leadership� Model

The Situational Leadership Model, developed by Paul Hersey and Ken Blanchard,
is used by well over 10 million managers and leaders worldwide.1 The underlying
principle for the model is that managers adjust their leadership styles to accommo-
date the readiness level (ability and willingness) of their employees to perform each
task. Figure 2-5 shows the Situational Leadership Model, with its matrix showing
how leaders adjust their leadership styles to take into account the readiness of their
followers.

The lowest readiness level (R1) calls for a Style 1 (S1) leadership style, that of
providing high amounts of task behavior (direction), since the follower is not able,
and low amounts of relationship behavior (support), since the leader does not want
to reinforce the follower’s unwillingness. The next readiness level (R2) calls for a
Style 2 (S2) leadership style, providing high amounts of both task and relationship
behavior. Since the employee is still not able but is willing, the leader gives high
amounts of task behavior to guide the work being done and high amounts of rela-
tionship behavior to reinforce the follower’s willingness. The leader works closely
with the employee to learn what it will take to be successful—the leader still com-
municates job expectations and direction but engages in two-way communications
rather than just telling the employee what to do.

For the next readiness level (R3), the appropriate leadership style is Style 3 (S3),
that of giving high amounts of relationship behavior to build employee confidence
and low amounts of task behavior, since the follower is able to do the task. As these
employees develop, they typically become apprehensive about how they will do on
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FIGURE 2-5. THE SITUATIONAL LEADERSHIP� MODEL
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their own, so the Style 3 approach supports them as they begin to work more inde-
pendently.

The highest readiness level is R4, and the appropriate leadership style is Style 4
(S4), that of giving low amounts of task and relationship behavior since the follower
is now both willing and able to do the task. Remember that proper use of Style 4 is
that of delegation, not abdication—that Style 4 has low amounts of direction and
support, not no amounts.

The Situational Leadership Model provides a framework for diagnosing differ-
ent situations, and it prescribes which leadership style will have the highest probabil-
ity of success in each situation. Using the model will make you more effective as a
manager, in that it illustrates the connection between your choice of leadership style
and the readiness of your employees. The Situational Leadership Model is a power-
ful tool in the performance-coaching process.

Using the Situational Leadership Model
The starting point for using the Situational Leadership Model is to identify the key
tasks or activities that your employees must do to be successful.2 You then assess
each employee’s readiness level for each of the tasks. Then you select the appro-
priate leadership style. This can be done by observing the employee’s performance
(Style 4), asking the employee open-ended questions regarding performance (Style
3), and then asking more direct questions (Style 2), if necessary. This assessment
technique will be developed further in Chapter 3.

If you believe that the employee is unable and unwilling or insecure in doing
the task, intervene with a Style 1 by clearly communicating your expectations and
provide direction as to how to improve performance. If you believe that the em-
ployee is unable but is willing to learn or is confident, intervene with a Style 2,
discussing your expectations as well as being supportive of the employee’s willing-
ness to learn.

If you believe that the employee is able to do the task but is unwilling or inse-
cure, be supportive by actively listening to the employee’s concerns and recognizing
the ability to do the task. If you believe that the follower is able, willing, and confi-
dent, allow freedom to perform the task with little direction or support from you.
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The Leadership Model in Action
The principles behind the Situational Leadership Model can become institutional-
ized in an organization, with positive results. For example, during my career in the
U.S. Coast Guard, I was to be broken in as an underway Officer of the Deck (OD).
But after having spent three years in a shore assignment, I had forgotten a lot of
what I had learned about seamanship from my days as an officer candidate. Needless
to say, I was unable to walk on board a 378-foot Coast Guard cutter and get her
underway. I was also a bit apprehensive about the responsibilities I would be assum-
ing, which included the safety of the 165 men who would sail with me.

The breaking-in process began with a Style 1 leadership mode that consisted of
completing a checklist of things I had to do and see. This Style 1 was consistent with
my task-relevant readiness, in that I was unable (lacking the knowledge, experience,
and skills to be an underway OD) and unwilling (in the sense that I was apprehen-
sive). The checklist did two things. It addressed my lack of knowledge and skills by
providing a structure for learning my new job; it also addressed my apprehension, in
that I could see that there was a systematic way to qualify as an OD.

For example, on the checklist was the task of visiting the ship’s magazines where
the ammunition for the five-inch gun mount was stored. I was met by a gunners-
mate who took me on the tour and made sure I understood how the alarm system
worked. He, like most of the other people I met, used a Style 2 leadership style to
give the information while also offering encouragement. This was appropriate for
my task-relevant readiness, in that I was unable, lacking knowledge of the armory
and the alarm systems, but willing to learn.

The Style 2 continued when we got under way. I was assigned to stand watches
with the qualified ODs as they stood their watches. Once again, I was treated with
Style 2 leadership by each of the qualified ODs, and I was given more and more
responsibility as I learned my role. Eventually, the qualified ODs would let me run
the watch as if I were actually in charge. This represented a shift to Style 3, where
there was some ongoing direction but mostly support and reinforcement of what I
was doing right.

Of course, there was some movement back to Style 2 whenever I was asked
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questions; if I answered properly, I received a positive comment as the leaders re-
turned to a Style 3. For instance, the qualified OD asked me, “What would you do
if you saw a light on the horizon?”

My response was, “If the lookout hadn’t reported it yet, I would make sure he
knew where to look. I would contact the Combat Information Center and ask if
they had identified anything on the radar that would correspond to the light. I
would then proceed to the bridge wing and get a bearing to the light. I would also
check the surface search radar to see if I could see if anything appeared there.” The
OD would say something like, “Great job.” If I had left something out, he would
have reminded me of what I should have done.

I received more and more responsibility until I was ready to stand a four-hour
watch on my own. I was given the 4:00 p.m. to 8:00 p.m. watch, since not much was
going on then, and I had access to the other officers without having to wake them.
The operations officer, who was also the navigator, visited me during this first watch,
as did the executive officer. They were there to offer support, as I was able but some-
what apprehensive standing my first watch on my own. I greatly appreciated their
psychological support as I stood my first watch as an underway Officer of the Deck.

When I stood my next watch, I was on my own, but I did notice that the most
experienced quartermaster had been assigned to my bridge team as a backup system,
should I need any direction or support. At that moment, I was willing and able to
assume my role as a qualified OD.

Tips on Leadership
Here are some tips to help you apply the ideas behind the Situational Leadership
Model:

• Situational Leadership is a powerful model for assessing readiness and choosing
the appropriate leadership style.

• Leadership style is the amount of task behavior (direction) and relationship be-
havior (support) that a leader provides a follower.
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• Readiness is the ability and willingness of the employee to do a specific task.

• Leadership begins with your identifying the key tasks that each of your employ-
ees needs to do to be successful.

• By observing each employee’s work, you can assess their readiness levels to do
each important task.

• One of the keys to developing your people is to have clearly defined perform-
ance expectations that you determine for low-readiness-level employees (R1 and
R2) but negotiate with high-readiness-level employees (R3 and R4).

• People develop in a logical manner and regress in a logical manner as well. If
you’ve been using a Style 4, begin your leadership intervention by backing up
to Style 3 and asking open-ended questions. Move back one style at a time as
necessary.

A P P L I C AT I O N E X E R C I S E

For each of your employees, list the agreed-upon activities determined in the Chapter
1 exercise. Assess the readiness level of each employee to do each task. Then ask each
employee to describe how willing and able he or she is to do each task, and compare
the results. Figure 2-6 will give you the structure you need to complete this exercise.
(For a larger version of this and the other application exercise forms, visit www.abou-
tiwp.com.)

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •
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FIGURE 2-6. ACTIVITIES AND READINESS EXERCISE

Name:

List the five to seven most important tasks (activities) needed to be done to be successful on the job, and
then indicate your willingness and ability to do each task. Ability is defined by your knowledge,
experience, and skills necessary to do the task. Willingness is defined by your desire and confidence to
do the task.

1. able/unable

willing/unwilling

2. able/unable

willing/unwilling

3. able/unable

willing/unwilling

4. able/unable

willing/unwilling

5. able/unable

willing/unwilling

6. able/unable

willing/unwilling

7. able/unable

willing/unwilling

Notes
1. Paul Hersey, Kenneth H. Blanchard, and Dewey E. Johnson, Management of Organiza-

tional Behavior, 8th ed. (Upper Saddle River, N.J.: Prentice-Hall, 2000).
2. Paul Hersey and Roger Chevalier, “Situational Leadership and Performance Coaching,” in

Coaching for Leadership, eds. Marshall Goldsmith, Laurence Lyons, and Alyssa Freas (San
Francisco: Jossey-Bass Pfeiffer, 2000).
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“Advice is l ike snow; the softer it

fal ls, the longer it dwells upon, and

deeper it sinks into the mind.”

— S A M U E L T A Y L O R C O L E R I D G E

C H A P T E R 3

The Manager as Counselor

One of a manager’s most important roles is that of counseling employees during,
and especially at the end of, the performance-appraisal period. This chapter presents
the Performance Counseling Guide, an aid to guide managers in formal interview-
ing, counseling, and coaching situations that is particularly relevant for end-of-
period counseling sessions. Based on the Situational Leadership Model, the guide
is divided into two phases, one that focuses on assessing an employee’s readiness
and the other that involves choosing an appropriate leadership style.

The Performance Counseling Guide

The Performance Counseling Guide is one of several guides developed by the au-
thor that apply Situational Leadership for specific purposes such as coaching, selling,
and customer service. The full guide is shown in Figure 3-4, but for purposes of
instruction here, we’ll construct the guide in a series of steps.

P
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Phase 1: Assessment of Follower Readiness
The Performance Counseling Guide uses leadership Styles 4, 3, and 2 (S4, S3, and
S2) to prepare for the counseling session, to open lines of communication, and to
diagnose employee readiness for the tasks involved. Figure 3-1 shows the three steps
of this phase that will be developed step-by-step.

During the performance-appraisal period, employees may perceive a lot of Style
4 behavior, as you have limited interaction with them as you observe, monitor,
and track their performance. You may intervene occasionally to give direction when
necessary and to recognize positive performance, but the overall atmosphere is that
of low direction and low support for most of the period. That experience continues
as you prepare for the counseling session that ends the period. At this point, you
review relevant materials, such as your performance records.

1. Observe, monitor, and track performance.

2. Review your records and employee input.

3. Set counseling goals; develop a strategy.

In most cases, you should next move to Style 3 to begin the assessment, increas-
ing your support for the employee by building rapport, opening up lines of commu-
nication, and reinforcing the employee’s positive performance or potential. One
important objective of this step is to identify how the employee perceives any short-
falls in performance during the period. (If the employee sees the shortfall the same
way as you do, you will use Style 2 to work with the individual to improve future
performance. If the employee does not recognize the problem, you will most likely
need to intervene with Style 1, using your documentation to show a pattern of
unacceptable behavior and its impact on the performance of your workgroup.)

1. Build rapport, trust, and personal power.

2. Begin session with open-ended questions.

3. Identify issues and problem ownership.
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Assessment of Follower Readiness
S4: Prepare

Low Direction
Low Support

1. Observe, monitor, and
track performance.

2. Review  your records
and employee input.

 
3. Set counseling goals

and develop a strategy.

S3: Assess
Low Direction
High Support

1. Build rapport, trust, and
personal power.

2. Begin session with
open-ended questions.

3. Identify issues and
problem ownership..

S2: Diagnose
High Direction
High Support

1. Focus discussion with
direct questions.

2. Identify readiness level
for each  issue.

3. Select an appropriate
leadership style.

P
.................16248$

$C
H

3
01-08-07

15:27:51
P

S



42 D E V E L O P I N G T H E T E A M

You then move to Style 2 for the diagnosis, to focus the discussion with direct
questions that will help you to gain further insight into the employee’s perception
of performance and to identify the employee’s view of any shortcomings. For each
task critical for the employee’s success, you must assess the employee’s readiness
(ability and willingness) level so you can choose the best leadership style for inter-
vention.

1. Focus discussion with direct questions.

2. Identify readiness level for each issue.

3. Select an appropriate leadership style.

Phase 2: Choice of Leadership Style
After assessing each employee’s readiness for the critical tasks, you can select the
appropriate leadership style to achieve the desired result. Figure 3-2 presents the
range of employee readiness.

As with the Situational Leadership Model, the critical tasks must be clearly de-
fined before a readiness level can be determined. As shown in Figure 3-3, if the
employee is unable and unwilling or insecure (R1) or does not recognize his or her
own poor performance, you will need to use Style 1 to communicate the perform-
ance shortfall and its impact on the rest of the workgroup (Prescribe). The employ-
ee’s role should be defined in terms of the means (the activities that are necessary
to be successful) and the ends (the goals that should be achieved). You will need to
inform, describe, instruct, and direct the employee as you communicate expecta-
tions for performance.

FIGURE 3-2. RANGE OF EMPLOYEE READINESS

Able &
willing  &
confident

Able but
unwilling or

insecure

Unable but
willing or
confident

Unable &
unwilling or

insecure

R4 R3 R2 R1
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FIGURE 3-3. SELECTING A LEADERSHIP STYLE

Selection of Leader’s Style Matched to Follower Readiness
Able &

willing  &
confident

Able but
unwilling or

insecure

Unable but
willing or
confident

Unable &
unwilling or

insecure

R4 R3 R2 R1

S4: Follow Up
Low Direction
Low Support

1. Document session in
performance record.

2. Follow through on all
commitments.

3. Observe, monitor, and
track performance.

S3: Reinforce
Low Direction
High Support

1. Reinforce self-worth
and self-esteem.

2. Assess understanding
and commitment.

3. Encourage, support,
motivate, and empower..

S2: Develop
High Direction
High Support

1. Discuss activities/goals
to improve performance.

2. Reach agreement on
best course of action.

3. Guide, persuade,
explain, and train.

S1: Prescribe
High Direction
Low Support

1. Clearly communicate
expectations and goals.

2. Define role as both
means and ends.

3. Inform, describe,
instruct, and direct.
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44 D E V E L O P I N G T H E T E A M

1. Clearly communicate expectations and goals.

2. Define role as both means and ends.

3. Inform, describe, instruct, and direct.

If the employee is unable but is willing or confident (R2), or sees the perform-
ance shortfall the way that you do, use Style 2 to develop the employee as you
discuss ways to improve (Develop). You will need to reach agreement as to the best
course of action in terms of what the employee needs to do and what you will do.
The Style 2 choice is characterized by terms such as guide, persuade, explain, and
train, all of which help develop the employee.

1. Discuss goals to improve performance.

2. Reach agreement on best course of action.

3. Guide, persuade, explain, and train.

If the employee is able but unwilling or insecure, Style 3 should be used to
give the needed support and encouragement (Reinforce). The employee needs high
amounts of support but only low amounts of direction. The Style 3 choice will
reinforce the employee’s feelings of confidence, self-worth, and self-esteem. Style 3
leadership is characterized by terms such as encourage, support, motivate, and em-
power.

1. Reinforce self-worth and self-esteem.

2. Assess understanding and commitment.

3. Encourage, support, motivate, and empower.

The final step in the counseling process is to follow up on commitments that
you made and the written appraisal, if this was an end-of-period counseling session.
Style 4 is used to follow up on the meeting as you return to observing, monitoring,
and tracking performance (Follow Up).
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1. Document session in performance record.

2. Follow through on all commitments.

3. Observe, monitor, and track performance.

The combined assessment and selection model is shown in Figure 3-3 and sum-
marizes the steps of the process.

Putting the Performance Counseling Guide to Use
The Performance Counseling Guide, as shown in Figure 3-4, is the complete per-
formance aid that merges follower readiness and leadership style. While the inter-
vention style is chosen based on the employee’s readiness, the manager’s goal is to
develop the employee by using successive leadership styles as the manager moves
from steps of prescribing, to developing, to reinforcing, and then to following up.

All too often, managers neglect to take the time to assess employee readiness,
and the employee becomes defensive, with little subsequent hope for improved per-
formance. The assessment phase is critical to the coaching process, in that the man-
ager must prepare, assess, and diagnose prior to intervening. In effect, the manager
must “earn the right” to intervene.

In addition to assessing the employee’s readiness level for each task, it’s impor-
tant to determine “who owns the problem.” If you see a performance shortfall but
the employee doesn’t, the Style 1 intervention is appropriate: You describe the prob-
lem and its implications to the employee. If you both own the problem—that is, if
you both see the problem for what it is—the Style 2 intervention is called for as you
work together to resolve the problem. If the employee sees a problem, such as
conflicting performance expectations from the workgroup, but it has not affected
the employee’s performance, the Style 3 intervention is appropriate as you support
the employee in resisting the expectations of the group. If neither of you sees a
problem, then the Style 4 action is in order, since there is nothing to correct or
support.

A key to making your assessments work is the way in which you ask questions.1
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FIGURE 3-4. THE PERFORMANCE COUNSELING GUIDE SHOWING LEADERSHIP
STYLE MATCHED TO FOLLOWER READINESS

Performance Counseling Guide
Assessment of Follower Readiness

S4: Prepare
Low Direction
Low Support

1. Observe, monitor, and
track performance.

2. Review your records
and employee input.

3. Set counseling goals
and develop a strategy.

S3: Assess
Low Direction
High Support

1. Build rapport, trust, and
personal power.

2. Begin session with
open-ended questions.

3. Identify issues and
problem ownership.

S2: Diagnose
High Direction
High Support

1. Focus discussion with
direct questions.

2. Identify readiness level
for each issue.

3. Select an appropriate
leadership style.

Selection of Leader’s Style Matched to Follower Readiness

S4: Follow Up
Low Direction
Low Support

1. Document session in
performance record.

2. Follow through on all
commitments.

3. Observe, monitor, and
track performance.

S3: Reinforce
Low Direction
High Support

1. Reinforce self-worth
and self-esteem.

2. Assess understanding
and commitment.

3. Encourage, support,
motivate, and empower..

S2: Develop
High Direction
High Support

1. Discuss activities/goals
to improve performance.

2. Reach agreement on
best course of action.

3. Guide, persuade,
explain, and train.

S1: Prescribe
High Direction
Low Support

1. Clearly communicate
expectations and goals.

2. Define role as both
means and ends.

3. Inform, describe,
instruct, and direct.

Able &
willing  &
confident

Able but
unwilling or

insecure

Unable but
willing or
confident

Unable &
unwilling or

insecure

R4 R3 R2 R1
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As shown in Figure 3-5, you start with open-ended questions to assess the overall
situation, using Style 3 as your guide. Then you follow up with direct questions to
assess the performance shortfall and its causes.

Perhaps the best way to show how to work with others to assess performance is
to give another example from my years in the U.S. Coast Guard. I was sitting in my
office when my senior instructor came in. We were in the first week of a leadership
and management course for junior officers. We had presented similar material to
senior enlisted personnel in three programs, but this was our first junior officer class.

My senior instructor sat down in the chair in front of my desk and said, “We
have a problem.”

“What’s that?” I asked.
He said, “Bob Smith doesn’t want to teach the Critical Path Method to-

morrow.”
“He’s taught it three times before. What’s his problem?” I asked.
“I’m not sure, but I think he’s worried about teaching the junior officers,” he

responded. “He’s afraid that with most of them having engineering backgrounds,
they’ll know more about the subject than he does.”

“What do you think we should do?” I asked.
“Maybe you can talk with him. I’ve tried, but haven’t gotten anywhere,” he

responded.
“Let him know that I’d like to see him,” I told my senior instructor.
I took some time to think about the chief ’s readiness level. He was definitely

R4 for teaching the enlisted courses and knew the material cold. What had changed
was the audience. I should have seen this coming, but I hadn’t spent enough time
working with him to prepare him.

He showed up outside my door and said, “You wanted to see me?”
I said, “Come on in.” He sat down, and I sat in the other chair in front of my

desk with him. “I understand that you have some reservations about teaching CPM
tomorrow.”

“I don’t have reservations. I just won’t do it,” he said.
My natural inclination was to shift to a Style 1 and tell him he had to do it, but
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FIGURE 3-5. QUESTIONING TECHNIQUES AND ASSESSMENT OF FOLLOWER READINESS

Assessment of Follower Readiness
S4: Prepare

Low Direction
Low Support

1. Observe, monitor, and
track performance.

2. Review your records
and employee input.

 
3. Set counseling goals

and develop a strategy.

S3: Assess
Low Direction
High Support

1. Build rapport, trust, and
personal power.

2. Begin session with
open-ended questions.

3. Identify issues and
problem ownership..

S2: Diagnose
High Direction
High Support

1. Focus discussion with
direct questions.

2. Identify readiness level
for each issue.

3. Select an appropriate
leadership style.

Cause Analysis
Direct questions to

identify the causes of
the performance gaps..

Situation
Open-ended questions

 to gather facts and
background
information

Performance Gap
Direct questions to

identify the present and
desired levels of

performance.
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I knew that I needed more than compliance if this was going to work. So I decided
to stay with Style 3 and ask more questions to get a better handle on the situation.

“Why don’t you want to teach?” I asked. “You’ve done a great job of presenting
CPM in the last three classes.”

“Those were enlisted men, and they didn’t have any background in the material.
These guys are all engineers and probably have had college courses in it.”

He had confirmed the problem. We talked for about 15 minutes, with my ex-
plaining that all of the officers had been out of college for at least three years and
had forgotten more than they remembered about the subject. I kept on giving
positive feedback on his past performance as I reminded him that no one else was
qualified to teach the subject.

Finally, when I thought I got through to him, I said, “It’s going to be either
you or me who will teach CPM tomorrow, and you’re better qualified than I am. I
can live with your decision. Who is it going to be?”

He said, “I’ll do it, but you will have to be my backup instructor.”
He was still R3 even though he was willing to take on the role; he was able, but

he lacked the confidence that he had when teaching the enlisted personnel. So, I
had to be in the class with him in case something went wrong. As it turned out, he
did his usual great performance, getting lots of great comments from the class. He
just needed some support to get him through. If I had been really paying attention,
I probably could have avoided the situation by anticipating the problem. Fortu-
nately, I was able to adjust my leadership style to the situation and work with him
to get the results we both wanted.

Tips on Counseling
Use the following tips to help put the ideas presented in this chapter into practice.

• Recognize that assessment is the key to counseling; this includes preparing for
the meeting properly, building rapport with your employees, asking open-ended
questions, and then asking direct questions.
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• Prepare for the counseling session by reviewing your notes, talking with peers
and seniors about the employee’s performance, reviewing the employee’s input,
setting goals for the meeting, preparing some open-ended questions, and pick-
ing an appropriate time and place for the counseling session.

• Assess the overall situation as you begin the counseling session by building rap-
port, asking open-ended questions to learn how the employee perceived his or
her performance, and identifying where you are in agreement or disagreement
regarding the employee’s performance.

• Diagnose by “drilling down” with direct questions to determine performance
gaps and causes while you identify whether the employee recognizes perform-
ance shortfalls and determine the employee’s readiness for the specific tasks
needed to be successful on the job.

• Prescribe solutions when the employee does not recognize the performance
shortfall and when you see a problem and the employee doesn’t; confront with
facts about the employee’s performance and give ways to improve.

• Develop the employee after the employee becomes aware of the performance
shortfall and is ready to improve; discuss and reach agreement on the desired
activities and results as well as the best way to proceed.

• Reinforce the employee’s feelings of self-worth and self-esteem while recogniz-
ing the employee’s positive performance and willingness to improve.

• Follow up on all commitments you have made, document the counseling ses-
sion, and write the appraisal if this was an end-of-period counseling session.

• Adjust your leadership style (the amount of direction and support you give) to
the match the employee’s readiness level (willingness and ability) for each im-
portant task.

• Maintain a positive work environment where your employees believe they have
an opportunity to succeed every day.

A P P L I C AT I O N E X E R C I S E

To use what you have learned in this chapter, you will need to hold a counseling session
with at least one of your employees. The most logical people to consider are employees
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who are due for their annual performance review and employees whose performance
you’d like to improve.

Prepare: Start your preparation by reviewing any records you have regarding the individ-
ual’s performance. These records can include notes you have made throughout the
period, memos or letters received from other divisions or customers regarding the
individual’s performance, and internal reports with measures of the employee’s per-
formance reflecting productivity and quality of work.

Reflect on the employee’s performance and develop open-ended questions to begin a
discussion of it. Examples might be, “How have things been going for you on the shop
floor?” Or, “Have you had any problems in doing your job lately?”

Assess: Think about the purpose of the counseling session and determine how much
rapport you should build with the employee. If the counseling session is to correct a
number of performance shortfalls, limit the time you spend building rapport. If the
counseling session is to provide feedback to a good performer, spend more time in
building rapport.

Once you have opened up communications by building rapport with the employee, find
out how the employee feels about the performance. This is when you use your open-
ended questions. As the employee answers, listen closely and identify areas for where
you can ask more direct questions. Try to identify whether the employee sees the same
areas for improvement as you do.

Diagnose: Listen closely to determine whether the employee sees his or her performance
the same way as you do. Determine the employee’s readiness level to change. If the
employee does not see the performance issue that you see, define your expectations
and give details of how the employee has performed (S1: Prescribe). If you both see
the problem, discuss ways to improve (S2: Develop). If you both agree that perfor-
mance has been acceptable, reinforce that performance by praising the employee (S3:
Reinforce).

Prescribe: Only use Style 1 when necessary, such as when the employee doesn’t see the
problem or is unwilling and unable to change. You may need to confront the employee
using your records to show the pattern of poor performance and the impact that poor
performance is having on your workgroup. An example would be, “During the past
month you have been late four times. Although you have had an excuse for each time,
this pattern of performance is not acceptable. Not only are you not here on time, but
by being late, other members of your workgroup cannot do their jobs. The workday
starts at 8:00 A.M. That means you are here and ready to work by 8:00 A.M.”
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You may also use this intervention to assign a new role to an employee. Tell the em-
ployee what the new job entails in terms of what is to be done, how it should be done,
where it should be done, and who else is involved.

Develop: If you are working with a motivated employee, you may be able to bypass the
Prescribe step and move directly to the Develop stage. This is true if you and the
employee both recognize a performance issue. Rather than tell a good employee what
needs to be done, you can discuss the issue and ask for input as to what should be done
to improve performance. This allows the employee to participate in deciding what
should be done.

Reinforce: With experienced employees who are highly motivated, the counseling session
is to reinforce performance. For those tasks where there is no need for improvement,
you can move directly to reinforcement. For those individuals you have worked to
develop, use this stage to convey your confidence that performance will improve.

Follow Up: You must do whatever you committed to do during the interview. You should
also record a summary of the interview that includes when and where the counseling
took place, the issues discussed, and the planned course of action.

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •

Note
1. Paul Hersey and Roger Chevalier, “Situational Leadership and Executive Coaching,” Coach-

ing for Leadership, 2nd ed., eds. Marshall Goldsmith and Laurence Lyons (San Francisco:
Pfeiffer, 2006).
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“Coaches who can outl ine plays on a

black board are a dime a dozen. The

ones who win get inside their players

and motivate.”

— V I N C E L O M B A R D I

C H A P T E R 4

Motivating Your Players
One of the most challenging roles you have as a manager is that of keeping your
people motivated. But how do you get inside their heads to keep them motivated?
An underlying principle for improving workplace performance is that motivation
comes from within the individual, not from outside. Yet as a manager, you are an
outsider. So, to motivate your employees, you must identify their underlying needs
and create a work environment in which these needs can be fulfilled. The challenge
is that each person has different needs and, therefore, different motivators. As was
the case with leadership style, you have to adjust your means of creating a motiva-
ting work environment to meet the unique needs of your people.

This chapter presents an analysis of human needs, particularly as applied to the
workplace, and then gives you tips on how to apply that knowledge to motivate
your employees by identifying and meeting their needs in the work environment
where possible.

Individual Needs and Motivation
The relationship between an employee’s needs and how he or she is motivated is
depicted in Figure 4-1. The employee would like to satisfy a certain underlying
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FIGURE 4-1. SATISFACTION OF INDIVIDUAL NEEDS

Tension Grows

Need                                                                                        Need Satisfied

Behavior Follows

P
A

G
E

5
.................16248$

$C
H

4
01-08-07

15:28:02
P

S



55M O T I VAT I N G Y O U R P L AY E R S

need. If this need is not immediately satisfied, tension grows and then behavior
follows as the employee tries to relieve the tension and satisfy the need. In the
simplest situations, the need is satisfied quickly.

For example, suppose an employee has a need for a cup of coffee because of
thirst, habit, and/or caffeine addiction. Tension grows when the employee realizes
that no one has brewed a pot of coffee that morning. The employee could wait for
someone else to brew the coffee, but decides to make the coffee. Tension grows as,
drop by drop, the coffee falls into the pot. The employee then switches the pot with
a coffee cup to fill the cup before the pot fills. The need is finally satisfied.

Another example of how needs cause behavior is how individuals form long-
term relationships, such as marriage. Many different needs are met when two people
enter a long-term relationship. Companionship is certainly one of these needs, but,
for many people, so is security. In some cases, one spouse enters into the relation-
ship to fulfill different needs from those of the other spouse. The relationship con-
tinues as long as each spouse’s needs are taken care of to a reasonable degree.

This process of needs fulfillment is straightforward until a barrier arises between
the individual and satisfaction of an underlying need. The barrier builds tension to
the point where the employee may find a substitute for the original need. Figure
4-2 illustrates how individuals find alternative ways to satisfy their needs through
substitution.

For example, suppose a husband and wife have different social needs. If the wife
has stronger social needs than were being met by her husband, she might spend
more time with her friends or join a club or church group. These are socially accept-
able means around a barrier to satisfying a need, and they are referred to as substitu-
tion. But some people may do things that are not socially acceptable to satisfy
frustrated needs or to relieve tension. In the case of our married couple, this might
take the form of an affair. The term to describe this type of action is maladaptive
behavior, which is a form of socially unacceptable substitution. In the case of our
married couple, maladaptive behavior can take the form of having an affair or can
be directed toward relieving the tension (drug or alcohol abuse). Figure 4-3 extends
the earlier figure to include maladaptive behavior.
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FIGURE 4-2. SUBSTITUTION WHEN BARRIERS OCCUR

Tension Grows

   Barrier

Need                                                                                           Need Satisfied
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If substitution and/or maladaptive behavior do not satisfy the need, or at least
relieve the tension, abandonment may result. This is the case when all hope of satis-
fying a need in the present situation has been exhausted. For the married couple,
this could manifest itself as divorce or remaining in a loveless marriage. Figure 4-4
depicts abandonment.

The classic example of abandonment comes from the behavioral sciences, with
an experiment that focused on a pike, a carnivorous fish. Researchers initially fed
the pike live minnows, which the pike would chase and eventually eat. They then
placed a piece of plate glass in the tank and put the minnows on the other side. The
pike could see its dinner but could not get to it. The pike beat its head on the glass
divider repeatedly, but eventually it gave up and settled down to the bottom of the
tank. The experimenters didn’t want the pike to die, so they took the plate glass
out and the minnows eventually swam around the entire tank. The pike literally
starved in the midst of plenty, having abandoned all hope of satisfying its needs in
that environment.

But what does this look like on the job? Ideally, employees have their needs
satisfied on the job to a reasonable degree. But if an employee has a need, such as
that for recognition, and it is not satisfied on the job, that employee may seek roles
outside the workplace to fulfill that need. Substitution may take the form of direct-
ing energy both on and off the job to roles that provide recognition. For example,
an employee may spend time on the job doing volunteer work that receives more
recognition than work on the job.

Maladaptive behavior can take the form of lateness or absenteeism, but it can
also be a factor in alcohol or drug abuse. Abandonment can be seen when employ-
ees quit to find other work that may better meet their needs. Or they may “retire
on the job,” working but not motivated to do a better job since they have aban-
doned hope of satisfying their needs in that environment.

Maslow’s Hierarchy of Needs
Fortunately, a person’s needs do not appear in random fashion but rather in a hier-
archy or ranking of importance. The behavioral psychologist Abraham Maslow de-
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scribed seven different levels of need that cause individuals to prioritize their needs
and thus to have different motivations in different circumstances.1 Most manage-
ment books discuss only the five detailed below, omitting the remaining two be-
cause they do not readily apply to the workplace. Those final two are the need for
spirituality and the need for the aesthetic (balance, order, and beauty). Figure 4-5
shows the hierarchy of needs.

Here are the needs that apply more to the work environment:

• Survival/Physiological: This is the most basic level of need, for air, water,
food, shelter, and sex. These needs result from our physical makeup. Severe financial
or health problems can drive a worker to operate at this needs level.

• Security: This needs level extends survival need into the future. While sur-
vival is centered on the here and now, security is based on having survival needs
fulfilled in the longer term.

• Social: This need level is centered on relationships with other people. Each
of us is different as to how much social contact we need; the stronger your social
needs, the more you will bend to the will of the group to gain acceptance.

• Esteem: This needs level can be divided into esteem of others and self-
esteem. You must balance these esteems in your life so that you do not ignore the
comments of others but at the same time are not immobilized by what others say.

• Self-actualization: This needs level is the desire to become all that we can
become. It is characterized on the job by enjoying the work itself while experiencing
autonomy and professional growth.

Even though Maslow’s two other needs have been left out of most management
books, there is a growing realization that those needs, too, can be important (and
satisfied) in the workplace. But the classic five-layer hierarchy is unquestionably
helpful in understanding employee behavior on the job. Employees do their best
work when they are working at jobs that satisfy their higher-level needs, which
means they are in jobs that they enjoy and are challenged to do their best. But the
lower needs levels can be distracting if not met. For example, an employee who
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has health problems will no longer work effectively. Similarly, if an employee is
experiencing a dramatic change in his or her personal life, security and social needs
take over as the most important, and the quality of work will usually decline.

Putting the Needs Hierarchy to Work
In addition to helping managers understand why employees do what they do, the
hierarchy of needs can help you determine appropriate forms of recognition. People
operating at lower needs levels should be given tangible rewards such as money and
gift certificates. If social needs are the most important, then group recognition is in
order. Those on the esteem-needs level respond best to plaques and honors, while
those who are at the self-actualizing level are not as interested in traditional rewards,
since they get greater satisfaction from the work itself. It is also critical to remember
how quickly circumstances can change needs levels, so recognition that is appro-
priate at one moment may become inappropriate at another.

As you think about your employees, also think about yourself. Are your lower-
level needs for survival, security, and social interaction being met in your work? Do
you have the opportunity to get positive recognition and to grow on the job? Are
your higher-level needs being met in your work environment? For your employees,
you are a major component of their work environment. Have you and the organiza-
tion created a work environment where your people can satisfy their needs on the
job?

Satisfaction on the Job
In an attempt to determine what factors lead to worker job satisfaction, psychologist
Frederick Herzberg conducted a study in which people were asked to describe their
most satisfying and dissatisfying experiences on the job and to give the reasons
why.2 They also were asked to describe their levels of performance in the two experi-
ences.

Think about a time when you were most satisfied on the job. It could be your
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present job, or a past job in the same or a different organization. What made the
job so satisfying? What was the quality of your work? Similarly, think about a time
when you were most dissatisfied on the job. What made the job dissatisfying? What
was the quality of your work? Was it as good as when you worked at the job where
more of your needs were met?

When these questions were asked of large groups of people, two different sets
of factors typically appeared where responses were analyzed. We call these sets of
work issues motivators and maintenance factors. For motivators, certain factors re-
lated to the satisfaction of higher-level needs (esteem and self-actualization) appear
frequently when individuals describe their most satisfying experiences on the job:

• Achievement: Employees indicated that they were accomplishing something of
genuine value on the job.

• Recognition: Employees indicated that they received appropriate recognition for
their work.

• Responsibility: Employees indicated that they had responsibility for their work
or the work of others.

• Work itself: Employees indicated that the work itself was enjoyable.

• Advancement: Employees indicated that the job led to a promotion or a better
position.

• Personal growth: Employees indicated that they learned new knowledge or skills
as a result of having the job.

While each factor was not present in every description of an individual’s most
satisfying experience, nearly all included at least one of the factors. These factors
became known as motivators since the surveyed individuals indicated that they were
performing their jobs at a very high level. The impact of motivators is felt on the
job for a long time. How many of these factors were present when you had your
most satisfying work experience?
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Dissatisfaction on the Job
In the same survey, these same people described their least satisfying experience on
the job. The factors that appeared were not the absence of motivators but the pres-
ence of a different group of factors. These latter factors were originally called hygiene
factors, reflecting Herzberg’s earliest work with the pharmaceutical industry. He
used the analogy of hygiene as being a way to avoid illness (dissatisfaction on the
job) and because the factors appear to be related to lower-level needs. These factors
associated with dissatisfaction are now usually described as maintenance factors
since they “maintain” people on the job but do not promote performance above
minimal levels:

• Policies and administration: Employees indicated that they had problems with
their organization’s policies and administrative procedures.

• Quality of supervision: Employees indicated dissatisfaction with the quality of
supervision they received.

• Relationships with others: Employees indicated dissatisfaction with the interper-
sonal relationships they had with seniors, peers, and subordinates.

• Work conditions: Employees indicated that they had problems with the work
environment and conditions.

• Salary: Employees indicated that their salaries did not reflect their performance
or their contributions to the organization.

• Impact of the job on personal life: Employees indicated that the job had an ad-
verse effect on their personal lives.

How many of these factors were present when you had your least satisfying work
experience?

What You Can Do
As a manager, you need to realize that you can maintain your employees by provid-
ing a safe and secure work environment where their lower-level needs are satisfied
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(maintenance factors). You can also motivate them when they have an opportunity
to achieve, grow, and be recognized to satisfy higher-level needs. Maintenance fac-
tors will not motivate workers after the related lower-level needs are satisfied; moti-
vators are necessary to sustain performance. Let’s take a look at several types of
motivators.

Job Enrichment
A technique that adds opportunities for employees to fulfill their higher-level needs
is job enrichment. By enriching their jobs you can ensure more opportunities for
them to take pride in what they are doing. Remember, of course, that you must
ensure that their lower-level needs are met to some reasonable degree before at-
tempting to enhance their jobs.

There are certain core dimensions of a job that come into play as you enrich the
jobs that people are doing:3

• Task identity: Employees can identify more with the final product; they produce
an identifiable product that they can take pride in making.

• Task significance: Employees can see how their work affects the finished product,
the others whom they work with, and the customers who will use the product.

• Variety of skills: Employees use many different skills to complete their work.

• Autonomy: Employees make decisions regarding how the work process is done,
such as the production schedule and procedures to do the job.

• Feedback: Employees receive timely, specific feedback on the quality of their
work.

• Responsibility: Employees are given responsibility for the completion of the
tasks.

Job enrichment has to be tailored to the situation. I once toured a plant where
one group of workers was responsible for building test equipment that was used to
calibrate other test equipment. The company was experiencing a high return rate for
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the test equipment that wasn’t up to standard, and a high turnover of employees.
Management was using an assembly-line means of production, in which each
worker performed several simple tasks and passed the unit on to the next employee.

The manager went to his twenty employees and asked how the company could
improve the quality of the work environment as well as the quality of the product.
The suggestion was made that they end the assembly line and that each of the
employees produce the final product individually. This change would require cross
training all of the employees and more production equipment, but the change was
made, with great success. Here’s how the core dimensions of the job were changed:

1. Each employee could identify with the finished product since he or she now
built the whole unit (task identity).

2. Each employee could see the significance of each of the steps since the individu-
als now built the whole unit themselves (task significance).

3. Each employee was required to use a wide variety of skills as he or she built the
whole unit individually (variety of skills).

4. Employees were no longer dependent on each other. The shop went to flex-
time, whereby employees could start and end each day when they wanted as
long as they were there from 10:00 a.m. to 2:00 p.m. for training and lunch
together. Employees who wanted to come in later or leave earlier than the old
hours didn’t have to ask permission as long as they worked eight hours each day
(autonomy).

5. Each unit was inspected by Quality Assurance, and feedback was provided to
the employee who built it. Additionally, the employee’s initials were included in
the unit’s label and returned to the employee who built it if there was a return
under the warranty (feedback).

6. Each employee took responsibility for the hours he or she kept and the quality
of work done (responsibility).

Job Rotation and Job Enlargement
Job rotation is another way of adding motivators, addressing some of the core di-
mensions of a job. By moving your people through the various tasks that need to
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be done, they will gain a better understanding of the work (task identity) and will
see its importance (task significance), and they will also expand their skills (variety
of skills). Where job rotation falls short is in the areas of autonomy, feedback, and
responsibility.

Job enlargement is when you add more work to an employee’s job as a motiva-
tor. Remember, more is not always better. As you add more challenging work,
you must also remove work. If you don’t, the increased workload may upset the
maintenance factors of work conditions and impact the employee’s personal life.
See Figure 4-6 for an illustration of effective job enlargement.

Recognition
The most powerful motivator you have is recognition. If used properly, recognition
can shape the performance of employees and workgroups by recognizing excep-
tional performance that encourages others to improve their performance. For rec-
ognition to have successful results, the following points must be recognized:

• Recognition must be perceived by employees as being fair. If the same person is
recognized all the time, and is the only person recognized, others will be less
likely to improve. Sometimes it’s better to reward “the most improved” rather
than “the best.”

• Recognition should be at the recipient’s needs level. Trophies and plaques work
well at the esteem-needs level, but more practical rewards are necessary for the
security- or survival-needs levels.

• If employees have strong social needs, group recognition may be more appro-
priate than individual recognition.

• Recognition can be tangible or symbolic. A pen with the company logo works
best as a reward if the only way you can get one is by receiving it as a reward.
The military services have long used medals that cost about $20 to reward indi-
viduals for valor and exceptional performance.

• Some of the most motivating rewards cost the organization little or nothing.
These include timely praise, more flexible hours and greater autonomy, greater
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involvement in decision making, more challenging and interesting responsibili-
ties, and training and development opportunities.

Recognition can be continuous or intermittent. Continuous reinforcement is
when you give recognition every time the employee performs at a certain level. This
can be useful as employees are learning their jobs and are at a low readiness level.
Continuous reinforcement will shape the desired behavior quickly, but it may cause
the employee to become dependent on recognition in order to continue good per-
formance.

Intermittent reinforcement is when you provide recognition every second time,
then every third time, then intermittently as the employee performs as required.
The advantage is that while you are decreasing the external motivator (recognition),
you are allowing employees to experience the internal motivators of a sense of
achievement, greater responsibility for their work, enjoyment of the work itself, and
personal growth.

The criteria for the recognition must be measurable and fixed so that employees
know what is expected. By developing measurable criteria, management will clearly
reinforce the standards of exceptional performance to all employees.

Tips on Motivation
The following tips will help you determine the best ways to motivate your em-
ployees.

• Motivation comes from within the employee; as a manager, you can create mo-
tion but not true motivation; individual needs and the tension of delayed satis-
faction cause behavior.

• Each employee is different in terms of needs and what it will take in the work-
place to satisfy these needs.

• If there’s a barrier to satisfying a need on the job, employees may substitute,
engage in maladaptive behavior, or engage in abandonment to cope with the
lack of need satisfaction.
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• Substitution is finding a socially acceptable way of meeting a need; maladaptive
behavior is substitution that is not socially acceptable.

• Maladaptive behavior can be directed at the need or just at relieving the tension.

• Abandonment can lead to leaving a job or staying but giving up all hope of
satisfying one’s needs on the job: this is sometimes referred to as “being retired
on the job.”

• While Maslow described seven needs in his hierarchy, as managers you are pri-
marily concerned with five: three lower-level needs of survival, safety, and social,
and two higher-level needs of esteem and self-actualization.

• Maslow’s lower-level needs correspond in the workplace to Herzberg’s mainte-
nance factors of policies and administration, quality of supervision, relationships
with others, work conditions, salary, and impact of the job on personal life.

• Maslow’s higher-level needs of esteem and self-actualization correspond to
Herzberg’s motivators of achievement, recognition, responsibility, enjoyment
of the work itself, opportunity for advancement, and personal growth.

• The lower-level needs or maintenance factors must be satisfied before the em-
ployee can be moved to jobs that fulfill the higher-level needs and he or she can
respond to the motivators.

• Job enrichment is a way of adding motivators to a job by giving the employee a
greater sense of identifying with the finished product, understanding how tasks
are related to the finished product, using a variety of skills, having autonomy,
receiving timely feedback, and having personal responsibility for the work per-
formed.

• Recognition is the most powerful tool you have to improve individual and work-
group performance.

• A positive work environment is characterized as four positive “strokes” (recog-
nition of good performance) for each negative stroke (correction).

A P P L I C AT I O N E X E R C I S E

Figure 4-7 provides a way to analyze how enriched the job is for one of your employ-
ees. Complete the form by rating each core dimension of the employee’s job on a scale
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from 1 to 5. Then indicate what you will do to enrich that job by changing one or more
of the core dimensions. (For a larger version of this and the other application exercise
forms, visit www.aboutiwp.com.)

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •

FIGURE 4-7. JOB-ENRICHMENT EXERCISE

Job-Enrichment Assessment and Planned Changes
Rating

Core Dimensions Low High

task identity: Employees can identify with
the final product 1 2 3 4 5
task significance: Employees can see the
relationship between their work and the
final product 1 2 3 4 5
variety of skills: Employees use many skills
to complete their work 1 2 3 4 5
autonomy: Employees make decisions
regarding how the work process is done 1 2 3 4 5
feedback: Employees receive timely,
specific feedback on the work they have
done 1 2 3 4 5
responsibility: Employees are given
responsibility for the completion of the
tasks 1 2 3 4 5

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •

How will you make changes to enrich this job?

task identity:

task significance:

(continues)
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FIGURE 4-7. CONTINUED

variety of skills:

autonomy:

feedback:

responsibility:

Notes
1. Abraham Maslow, Motivation and Personality, 2nd ed. (New York: Harper and Row, 1970).
2. Frederick Herzberg, Work and the Nature of Man (Cleveland, Ohio: World Publishing,

1966).
3. Richard Hackman, Greg Oldham, R. Janson, and K. Purdy, “A New Strategy for Job En-

richment,” California Management Review 17, no. 4 (1975): 57–71.
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“The way a team plays as a whole

determines its success. You may have

the greatest bunch of individual stars

in the world, but if they don’t play

together, the club won’t be worth a

dime.”

— B A B E R U T H

C H A P T E R 5

Developing Teamwork
A high-performing workgroup is more than just a group of high-performing indi-
viduals; it is a group of individuals who function well together. There are three main
components to the task of building a high-performing team: selection in of the right
people who make up the team, development of the players as individuals and as a
team, and selection out of those who do not perform at the expected level. If you
can’t accomplish all three, your chances for building a high-performing team are
nil.

This chapter examines the nature of groups and how they perform, then applies
those observations to the task of team-building. It is not enough for you to work
within the formal structure that your organization provides. You must go further
and identify how the informal groups and leaders impact performance.

Formal vs. Informal Group Structures
There is a lot a manager can learn about building high-performing teams by study-
ing the composition and action of people in groups. A group is defined as two or
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more people interacting for a common goal. Groups can have either a formal or an
informal structure. In business, formal groups are designated by organizations using
terms like division, branch, department, and section. These groups have formal lead-
ers who have been designated to lead the people assigned to their respective units.
Policies and regulations are developed to guide the work process.

But within this formal structure, there is an informal structure that also controls
performance and can bypass the formal organizational boundaries. These latter
groups are formed by various individuals who have common needs and desires; for
example, to take care of the employees’ security and social needs. Informal leaders
emerge as well, empowered by the members of the informal group. The informal
group also forms norms—expected patterns of behavior that the group members
have for each other. The larger the formal organization, the more informal groups
will exist.

Within all groups, there can be tension between the formal and informal struc-
ture and leadership. Policies and standards may not be the same as expectations, for
example. The better the formal and informal structures are aligned, the better the
performance of the team. As a manager, you should be aware of the informal groups
within your formal group. It is through the informal group structure that you can
be especially effective in building a winning team.

The Dynamics of the Informal Group
Informal groups form as employees seek to satisfy needs that are not otherwise
being satisfied in the work environment. While, from the organization’s point of
view, the purpose of employment is to have employees work to accomplish the
organization’s goals, employees have psychological and social needs that they want
to satisfy on the job. To satisfy these needs, employees often seek out others in
the workgroup with similar needs and then form informal groups that can impact
performance.

Perhaps the most important of these employee needs that is satisfied by an infor-
mal group is that of social needs. (See Chapter 4 for Maslow’s hierarchy of needs.)
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Employees with strong social needs will want to satisfy that need by being with
others who also have that strong social need. And the more they want to be mem-
bers of such an informal group, the more readily they will accept the work standards
set by that group.

As mentioned earlier, another reason employees seek an informal group is to
satisfy their security needs. The underlying idea is that there is safety in numbers:
employees believe that the group can make a better defense against management,
that the group offers some protection from management’s decisions that might
harm them.

Lastly, informal groups give their members an opportunity for leadership, which
satisfies the need for self-esteem. If the work these employees do is not rewarding,
providing them with an opportunity to satisfy their higher-level needs, leadership
of an informal group is a very attractive alternative.

These leaders of informal groups are empowered by their members because of
their personalities, competence, interpersonal skills, and integrity. They can be iden-
tified as the people others go to with their professional and personal problems. They
are sought out because of their experience and willingness to share that experience,
or because of their willingness to listen, and assurances of confidentiality.

Informal group leaders can be a valuable resource for a manager, as long as they
do not become a substitute manager. The closer the goals of the informal leaders
are aligned with those of the formal organization, the more productive the group
will be.

Group Norms, for Good and Bad Results
The most powerful force influencing productivity and overall performance is group
norms. The group can exert tremendous pressure on anyone who does not conform
to these expectations, as can be seen when society’s norms are violated. But how
does a manager discover the norms of an informal group in his or her workgroup?
Norms can best be seen in the behavior of the leaders of the informal group, who
shape the behavior for the members of that group.
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Group norms can form quickly and can have either a positive or a negative
impact on performance. If group norms exceed the organization’s standards, high
performance is ensured. But if the norms are less than the organization’s standards,
the desired level of performance will be inhibited. How does this play out in a
typical setting?

I encountered an example of a group norm when I was forming a workgroup
with seven individuals assigned as instructors for a newly established U.S. Coast
Guard leadership school. The norms for work habits developed quickly and in-
cluded when to start the workday. The regulation stated that instructors had to be
in their assigned workspace, ready to work, by 7:30 a.m. I would arrive at 7:25 a.m.
each day, and I noticed that the coffee was already made and that my staff had
already discussed what work was to be done that day. This was a good norm, as it
was better than the standard.

So, as the formal leader of this workgroup, I decided to go in the same time as
they did: 7:15 a.m. To my surprise, the instructors started to come in at about 7:00
a.m. It was then that I learned that the norm wasn’t to be in fifteen minutes before
the regulation start time, but to be in fifteen minutes before I arrived. I decided to
try an experiment. I slowly moved my arrival time back a few minutes each day, and
this was countered by my staff ’s arriving earlier and earlier. By the time I got to
coming in at 6:30 a.m., I had become too predictable. When I arrived at 6:30, no
one was there and no one showed up until exactly 7:30. We talked through the
concept of norms, and we all now had a great example to use in class. I went back
to coming in at 7:25, and they went back to coming in at 7:10.

Then one morning, one of my staff showed up in the parking lot the same time
as I did. As the formal leader, I didn’t think he was late. But when he entered the
building, he was greeted by a barrage of comments, the nicest of which was, “Hey,
Barry, did you sleep in this morning?” He wasn’t late by the regulations, but he was
definitely late by the norms set by the group.

Later in the day, Barry said to me, “You know, if I’m going to be late again,”
using his fingers to indicate quotes around the word late, “I’m not coming in until
9:30 so that all the grief I get will be worth it.”
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I replied, “Think again; then, the grief would come from me for anything after
7:30.”

Norms form quickly and control such things as start times, length of breaks, and
appearance. They can impact performance in terms of quantity, quality, time, and
cost. Informal group norms often dictate more about performance than formal stan-
dards do, both positively and negatively. If your employees are not meeting the
level of performance set by your work standards, there’s probably a problem with
the workgroup’s unofficial norms.

As a manager, you have been designated by your organization as the formal
leader for your workgroup. You are responsible for ensuring that the organization’s
policies and regulations as well as work standards are followed by the people in your
workgroup. If you earn their confidence, you can also become an informal leader
whom they will seek out for answers to personal and/or professional problems. This
will give you greater power to shape the norms of your workgroup and align them
with the policies and procedures of the organization.

In summary, many managers believe that performance is most influenced by the
formal organization, with its designated leaders and written policies and procedures
that set the standards for employee performance. In reality, the informal groups
within the organization, with their informal leaders and informal group norms, are
often the real determinants of workgroup performance. Thus, organizations are
more productive when the formal and informal structures are aligned, as shown in
Figure 5-1. As the earlier Coast Guard example shows, when informal norms for
performance are the same as or higher than organizational standards, employees will
meet or exceed the standards for productivity and quality. But if informal norms are
lower than organizational standards, performance will fall short of expectations.

Introducing New Employees to Group Norms

Some organizations invest more than others in shaping the performance of their
new employees. In one organization, the best employees were given responsibility
for working with new employees, acting as informal mentors and showing them
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how to do their jobs. These top-performing employees were given extra money to
take new employees to lunch each day and as rewards for assuming this additional
role.

In providing this type of training, the company exposed its new employees to
the best way to do the work and gave them mentors whom they could go to with
problems as they learned their jobs. The organization reinforced the roles of the
informal group leaders and inculcated new employees in group norms that were
aligned with organizational standards for performance.

Contrast this situation to the way in which many organizations handle their
new employees. Very often the newcomers are left on their own to learn the ropes.
Orientation programs tell them what’s expected, but they quickly learn to ask,
“How do we really do it?” Informal group leaders, whose attitudes might not be
aligned with organizational standards, are happy to promote group norms by shap-
ing the performance of the new employees the way they see fit. Wouldn’t you rather
have the former situation than the latter in your organization?

Changing Undesirable Group Norms
Managers need to identify the informal groups that make up their workgroups, find
the informal leaders within those workgroups, and examine their norms for work-
place performance. If those norms meet or exceed the organization’s standards for
performance, they should be continued and encouraged. However, if the norms are
counterproductive, a manager needs to work to change them.

The first step in this process is to determine what the group norms are and
determine their impact on performance. Observe the group as it works, and discuss
its performance with the informal leaders or with the whole workgroup. The second
step is to raise awareness of the informal leader’s role and the existence of group
norms, as well as their impact on performance. Then, the third step is to give the
group an opportunity to suggest alternatives to do the work more efficiently. An
informal group will not change its norms for behavior until the members of the
group are aware of their existence and recognize their impact on performance. The
last step is to reinforce movement toward the desired performance level.
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Team Building—The Manager’s Chief Task
A key factor in your success as a manager is how well you can build a strong team.
As mentioned earlier in the chapter, the three most important factors in team build-
ing are selection of the team, training and development, and removal of undesirable
members. Other key elements for building a high-performing team include:

• Development of clear expectations, including a vision and a course of action
that all members understand

• Team participation in planning so as to gain commitment of the team members

• Identification of performance gaps, or the difference between the present and
the desired levels of performance, and performance inhibitors, or those factors
that will limit performance

• Acceptance of and commitment by team members to what will be done and
how progress will be measured

• Fair assignment of roles and responsibilities to team members

Since involving the team members in some of the decision making is critical,
this process goes through four distinct stages:1

1. Forming: The polite exchanges between team members as they begin to work
together.

2. Storming: The more intense interactions as members let each other know their
positions on the issues at hand.

3. Norming: The development of trust and norms for how the group will interact
and work together.

4. Performing: The efficient work together as a group with shared goals.

One of the key factors throughout the four stages of team building is that of
establishing trust—trust for the leader and trust for each other. Without trust, mem-
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bers of the group will typically stay in the storming stage, where individual agendas
prevail.

Process vs. Content

A manager needs to understand what is happening within the group. Is there a
problem preventing further movement toward the goal? Are there difficulties in
how the work is shared? You will meet with the group and listen to what is being
said, but you need to do more than simply hear the content of what is being dis-
cussed; you need to also observe the process—how the group is interacting. Content
is what is being done or being talked about. Process is how the individuals are relat-
ing to one another.

Learn to observe the process while being involved in the content of what is
being said. Consider having another formal leader, or possibly an informal leader,
run the meeting so that you can observe the group process, getting involved in the
content only when necessary.

Observation of the process will reveal three different behavioral patterns within
any group:

1. Task behavior is directed toward getting the job done. This may involve giv-
ing directions, initiating procedures, setting standards, giving or seeking informa-
tion, clarifying, or summarizing. Task behavior may be shown by any member of
the group, but it usually is associated with the formal and informal leaders.

2. Relationship or maintenance behavior is directed toward maintaining the
group as a unit by supporting, encouraging, relieving tension, actively listening, or
seeking compromises. Relationship behavior may also be shown by informal leaders
or any other member of the group.

3. Personal behavior is when individuals attempt to satisfy their needs without
concern for the goals of the group. This may include seeking recognition, withdraw-
ing, blocking, attacking, or repeatedly changing topics.

P................. 16248$ $CH5 01-08-07 15:28:06 PS



82 D E V E L O P I N G T H E T E A M

The formal leader of the group (presumably you, as manager) ensures that there
is enough task behavior to accomplish the goals of the organization, enough rela-
tionship behavior to maintain the group as a tight unit, and enough constructive
outlets for personal behavior. Other formal leaders or informal leaders may be al-
lowed to lead within the group, with the senior formal leader observing the group,
giving direction and support only when necessary.

Group Decision Making
With greater use of participative management techniques, there has been an increase
in the use of groups to analyze and make decisions within organizations. While
there are advantages, group decision making has many potential problems as well.
For example, the advantages, or reasons for involving groups in the decision-making
process, include:

• The group discussion provides a better analysis of the problem because of the
different backgrounds and motives of the group members.

• Suggestions may come from individuals closer to the problem.

• The discussion may give rise to ideas that leaders would not have had on their
own.

• Individuals in the group will have ownership of, and greater commitment to,
the decision because they participated in the process.

• Individuals in the group are shielded from personal liability or criticism for the
decision.

The disadvantages are more subtle but must also be considered:

• Greater time and personnel are necessary.

• The solutions generated for the group might not align with the organization’s
goals.
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• The group may have a tendency to take greater risks since there is no individual
accountability for the decision.

• One individual or an informal group leader may dominate the decision-making
process.

• The power of the leader or the organizational climate may keep members from
expressing their true opinions.

• If the decision is not accepted by management, the process may aggravate an
already unacceptable situation.

As a formal leader, you are responsible for the performance of your workgroup.
To build a high-performing team, you will need to work within the existing informal
structure, leadership, and norms to improve and/or maintain performance.

Tips on Team Building
Your role as a manager is to develop your workgroups into high-performing teams.
When doing so, bear the following in mind:

• Organizations are more productive when the formal and informal structures are
aligned, in that the formal leader is also an informal leader and uses other infor-
mal group leaders appropriately; and in that the norms of the group align with
the organization’s regulations. Your role as a manager is to ensure that this
alignment takes place.

• Your role as a formal leader is to ensure that there is enough task behavior
(direction) to ensure that the work is done, enough maintenance behavior (sup-
port) to keep the workgroup functioning as a team, and enough outlets for
personal behavior.

• As you lead your workgroup, be involved in the content of what is being dis-
cussed while also observing the process of how it is being done.

• Allow informal leaders to give needed task and maintenance behavior, freeing
you to observe the process of the group.
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• Know the stage your workgroup is at, as your leadership will need to adjust
accordingly, whether forming, storming, norming, or performing.

• The three most important tasks in building a high-performing team are selection
in, training and development, and selection out.

• Use members of your workgroup to gain commitment to a course of action,
but remember that it requires more time and can lead to unacceptable recom-
mendations if they don’t know all the constraints.

A P P L I C AT I O N E X E R C I S E

Identify the informal groups that make up your workgroup. Who are the informal
leaders within each group? What norms exist within each group, and how do they
impact performance? Use the format outlined in Figure 5-2 to analyze your work-
group. (For a larger version of this and the other application exercise forms, visit
www.aboutiwp.com.)

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •
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FIGURE 5-2. ANALYZING INFORMAL GROUPS EXERCISE

Informal Group A:

Members:

Informal Leaders:

Norms:

How will you improve performance?

Informal Group B:

Members:

Informal Leaders:

Norms:

How will you improve performance?
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Note
1. Bruce Tuckman, “Developmental Sequence in Small Groups,” Psychological Bulletin 63:

384–99.
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“I can’t improve it if I can’t measure

it.”

— W I L L I A M T H O M S O N ,

L O R D K E L V I N

C H A P T E R 6

Defining the Performance Gap

The act of measurement is critical to improving performance of your employees.
Lord Kelvin’s quote above dates from 1906 and applies today as much as it did 100
years ago. Jack Welch, the former CEO of General Electric, described the impor-
tance of measurement at a conference I attended in 2001 as “You get what you
measure.” And the comment struck home, because I have believed in the impor-
tance of performance measurement since 1977, when I first used the phrase, “What
gets measured gets done.”1

In this chapter we take a look at performance measurement—how to measure
existing performance, set measurable goals, and close the gap between the present
and desired levels of performance.

Establishing a Baseline Performance Level

Before a manager can discuss a performance shortfall or gap with under-performing
employees, there has to be a clearly defined level of performance, expressed in mea-
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surable terms, that will establish a baseline for future comparison. Measures for
quantity or productivity are very often such starting points. But productivity mea-
sures alone do not give a clear picture of employees’ present levels of performance.

Businesses need a measurable way to gauge productivity. In manufacturing, per-
formance may be described as the number of units produced, the rate of rejection
by Quality Assurance, or the number of calls on warranty. Or it may be measured
as the cost of production and/or the amount of waste produced, or the time it takes
to produce each unit. Stated differently, performance can be defined by measures
for productivity (quantity), quality, time, and cost. An example from sales is to tally
the number of units sold and/or the revenue produced, or the mix of products
sold, the cost of each sale, and the timeframe for the sale.

Once you have measured where you are (the present level of performance), the
next step is to describe where you’d like to be (the desired level of performance).
Here again, it is necessary to identify the desired level of performance in measurable
terms. The difference between where you are and where you want to be is called
the performance gap, as shown in Figure 6-1.

Analyzing the Performance Gap and Setting a Reasonable Goal
Once the gap in performance has been identified, the next step is to set a reasonable
goal that can be met in a short time, such as three months to a year. The reasonable
goal is a milestone, an interim goal, that, when met, will indicate progress in closing
the performance gap, as shown in Figure 6-2. The reasonable goal should be de-
scribed using the same measures of quantity, quality, time, and cost as used for the
baseline analysis.

The reason for setting a reasonable goal is to give the employees a target that
can be met in short order and relatively easily, and which, when met, will provide
the motivation to continue meeting higher goals. Very often, when the desired level
of performance is too far from the present level of performance, the goal appears
impossible to reach. Performance is often improved one step at a time, and the
reasonable goal is a way of communicating that first step to your employees.
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FIGURE 6-1. DEFINING THE PERFORMANCE GAP

Where You Are:

Present Level of Performance

Where You’d Like to Be:

Desired Level of Performance

Performance Gap
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FIGURE 6-2. SETTING A REASONABLE GOAL

Where You Are:

Present Level of Performance

Where You’d Like to Be:

Desired Level of Performance

Performance Gap
Reasonable Goal
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Ultimately, to determine whether you are successful in closing a performance
gap, you will need to identify the factors working for you (driving forces) and the
factors working against you (restraining forces). Figure 6-3 depicts the forces work-
ing for and against closing the performance gap. Notice that these forces are shown
with different lengths, depicting their relative strengths. The longer the line, the
greater the impact on closing the performance gap. Chapter 7 details how to iden-
tify these forces, but for now you should just be aware of their existence.

This analysis gives a “snapshot in time” of the present level of performance, the
desired level of performance, the reasonable goal, and the forces working for and
against you as you try to close the performance gap.

Gathering Information from Employees

To gather the information you need in order to establish the present and desired
levels of performance and to examine the reasons for any performance gaps, you
will need to ask your employees the right questions, in the right order. Your goals
are to clarify the situation, to identify the performance gaps, and to determine the
causes before you develop strategies to improve performance. Of course, involving
them in the process will give them greater ownership of the results, and you’ll get a
greater commitment to improving performance.

While your questions may be prepared in a logical order, the actual flow of
conversation may move back and forth among these three types of questions:

1. Situation questions: You begin with open-ended questions to assess the over-
all situation and gather background information. If you have done your homework,
you can limit the questions to a few basic ones. Unfortunately, many new managers
spend too much time asking too many open-ended questions, usually to make up
for their lack of preparation. Examples of open-ended situation questions are: “How
have things been going on the job?” and “What problems or challenges are you
experiencing on the job?”
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FIGURE 6-3. IDENTIFYING DRIVING AND RESTRAINING FORCES

Restraining Forces
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Present Level of Performance
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2. Performance gap questions: You build on what you have learned by following
up with direct questions to determine the difference between the present perform-
ance (where you are) and desired performance (where you’d like to be). You also
determine how your employees presently measure their performance and how they
would close the performance gap. Examples of performance-gap questions are:
“How would you describe your present level of performance?” “Given your present
level of performance, what is the desired level of performance?” “How will we deter-
mine whether you’ve closed the gap between where you are and where you’d like
to be?”

3. Cause/opportunity questions: While your employees may not completely un-
derstand the performance gap and its causes, you must gain their perceptions. Begin
by asking about the work environment and follow with questions about how the
employee is performing the tasks. Examples of cause/opportunity questions are:
“What factors from the work environment are contributing to the performance
shortfall?” “Do you have a clear understanding of what’s expected?” “Do you re-
ceive enough feedback on your performance?” “Do you have the tools, time, and
other resources you need?”

Conducting a Performance-Assessment Meeting
Develop an agenda for a meeting with employees that follows a pattern of describ-
ing and getting feedback on present and desired levels of performance, on setting
reasonable goals for improving performance, and on identifying the driving and
restraining forces on closing the performance gap.

Think about who should attend the meeting, making sure that you have selected
formal and informal leaders of your workgroup. The meeting should be limited to
about six people, so as to get a good mix of ideas while having a group that is
manageable. Then pick a time and place for the meeting and inform the participants
of the agenda.

Begin the meeting by discussing the present and desired levels of performance
and get feedback from participants as to how they perceive the difference. Then
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solicit ideas on what would constitute a reasonable goal, and be sure it is expressed
in terms of measurable changes. Remember that you want the participants’ involve-
ment in the goal-setting and measurement process so that they will be committed
to reaching those goals.

Performance Coaching for Goal Achievement
Does this pattern of questioning sound familiar? Chapter 3 presented the Perform-
ance Counseling Guide as a tool for assessing follower readiness (see Figure 3-4).
This guide can also be used for conducting a performance-gap analysis with your
workgroup. Figure 6-4 shows how the questions you ask regarding any performance
gap fit with the Performance Counseling Guide.

Tips for Defining the Performance Gap
Here are some tips to help measure performance—as it exists and as you would like
it to be.

• Establishing a clearly defined performance gap is the first step in improving per-
formance.

• The starting point for identifying the performance gap is to describe the present
level of performance (where you are) in measurable terms (quantity, quality,
time, and cost where possible).

• The next step is to describe the desired level of performance (where you’d like
to be) in measurable terms.

• The final step is to set a reasonable goal that can be met easily and that will offer
the promise of closing the performance gap in the near future.

• Involve some of your people in the performance analysis so that they will buy
into the problem and its causes and be committed to the action that you jointly
decide to take.
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FIGURE 6-4. QUESTION-ASKING TECHNIQUES AND PERFORMANCE COUNSELING
GUIDE

Situation
Open-ended questions to

gather facts and
background information..

Performance Gap
Direct questions to identify

the present and desired
levels of performance.

Cause/Opportunity
Analysis

Direct questions to
identify the causes of the

performance gaps.

Performance Counseling Guide
Assessment of Follower Readiness

S4: Prepare
Low Direction
Low Support

1. Observe, monitor, and
track performance.

2. Review your records
and employee input.

3. Set counseling goals
and develop a strategy.

S3: Assess
Low Direction
High Support

1. Build rapport, trust, and
personal power.

2. Begin session with
open-ended questions.

3. Identify issues and
problem ownership.

S2: Diagnose
High Direction
High Support

1. Focus discussion with
direct questions.

2. Identify readiness level
for each issue.

3. Select an appropriate
leadership style.

Selection of Leader’s Style Matched to Follower Readiness
Able &

willing or confident
Able but

unwilling or iinnsseeccuurree
Unable but

willing or confident
Unable &

unwilling or iinnsseeccuurree
R4 R3 R2 R1

S4: Follow Up
Low Direction
Low Support

1. Document session in
performance record.

2. Follow through on all
commitments.

3. Observe, monitor, and
track performance.

S3: Reinforce
Low Direction
High Support

1. Reinforce self-worth
and self-esteem

2. Assess understanding
and commitment.

3. Encourage, support,
motivate, and empower.

S2: Develop
High Direction
High Support

1. Discuss goals to
improve performance.

2. Reach agreement on
best course of action.

3. Guide, persuade,
explain, and train.

S1: Prescribe
High Direction
Low Support

1. Clearly communicate
expectations and goals.

2. Define role as both
means and ends.

3. Inform, describe,
instruct, and direct.
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• Lead the discussion with your workgroup to identify the overall situation, iden-
tify the performance gap in measurable terms, and determine the causes and
solutions (to be discussed in Chapters 7 and 8).

A P P L I C AT I O N E X E R C I S E

Use Figure 6-5 to identify a performance gap that you currently face, set a reasonable
goal, and determine how you will measure results. (For a larger version of this and
the other application exercise forms, visit www.aboutiwp.com.)

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •
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FIGURE 6-5. GAP-ANALYSIS EXERCISE

Gap-Analysis Worksheet
Present Level of Performance:

Desired Level of Performance:

Reasonable Goal:

Remember that you should describe these with measures of quantity, quality, time, and cost if
possible.

What measurement is already being done by your organization to track this performance? What
measures are appropriate to track as you work to close the performance gap you have described
above?
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Note
1. Roger Chevalier, “Evaluation: The Link Between Learning and Performance,” Performance

Improvement 43, no. 4 (2004): 40–44.
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“If you pit a good performer against

bad system, the system wil l win

almost every time.”

— G E A R Y R U M M L E R A N D

A L A N B R A C H E

C H A P T E R 7

Identifying the Causes of
Performance Problems
Research has shown that about 85 percent of performance problems are related to
the work environment while only 15 percent are related to the individual.1 Yet many
managers spend most of their time trying to “fix their employees,” when it’s the
work environment that needs to be fixed.

Before deciding on a solution to remedy a performance shortfall, you should do
a systematic assessment of the possible causes. Then you will be in a better position
to choose the best solution to improve your employees’ workplace performance.
This chapter provides a way to analyze the many factors that can negatively affect
performance.

Is It the Environment or Is It the Individual?
The work environment consists of three elements that you as a manager must ensure
are correct if your people are to perform their jobs properly: information, resources,
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and incentives. That is, the work environment that you create should include ade-
quate information to guide them, the necessary resources to do the job, and the
proper incentives for doing the job right.

The individual must have a corresponding three elements: knowledge, capacity,
and motives. That is, the person must have the knowledge and skills to do the job,
the capacity to learn and do the job, and the right motives for doing the job and
remaining in the organization (see Figure 7-1).2 Keep in mind that your job is to
create a work environment where your employees can succeed, but this will only
happen if you have the right people.

Attention to the Environment
Let’s begin the examination of performance problems with a look at the three ele-
ments that constitute work environment.

Information
The most important means for improving employee performance is to provide clear
expectations. This starts with giving an up-to-date job description that is reinforced
every day by the comments you make. The performance-coaching cycle described
in Chapter 1 begins with this process, as you focus on both the means (the activities
needed to be successful) and the ends (the desired outcome of their work).

The next steps, which are repeated again and again in the performance-coaching
cycle, are observing performance, providing timely and specific feedback, recording
examples of the employee’s work, and adjusting goals as necessary. These activities
are necessary to shape the performance of your employees through the feedback
you provide, which helps to clarify and reinforce your expectations.

Another critical aspect of information is a relevant guide or job aid that provides
additional direction when needed. This can come in the form of a checklist, dia-
gram, or flowchart that provides a systematic approach to completing work that is
done infrequently or needs to be done with a high degree of accuracy.

Leadership and counseling, as described in Chapters 2 and 3, are necessary to
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FIGURE 7-1. IMPACT OF WORK ENVIRONMENT AND INDIVIDUAL ON PERFORMANCE
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create this part of the work environment. As mentioned earlier, you must adjust
your leadership style and the amount of direction and support you give to match
your employees’ readiness (ability and willingness) for their tasks. You must also
provide counseling as a way of offering feedback and direction as necessary. In sum-
mary:

1. Roles and performance expectations are clearly defined; employees are given
relevant and frequent feedback about the adequacy of performance.

2. Clear and relevant guides are used to describe the work process.

3. Leadership and coaching guide employee performance and development.

Resources
Your employees need to have the right equipment and materials to do the job. They
also need enough time to do the job right. They need the work processes and
procedures clearly stated and in a standardized way so work is done correctly.

Resources also include a work environment that is both physically and psycho-
logically safe, clean, and organized. Like the maintenance factors described in Chap-
ter 4, this will not ensure the best performance, but its absence will limit the
effectiveness of your employees. In summary:

1. Materials, tools, and time needed to do the job are present.

2. Processes and procedures are clearly defined and enhance individual perform-
ance if followed.

3. Overall physical and psychological work environment contributes to improved
performance; work conditions are safe, clean, organized, and conducive to per-
formance.

Incentives
It is with the incentives that you offer employees that measurement becomes criti-
cal, as was indicated in Chapter 6. Be sure that you have measures for quantity,
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quality, time, and cost, as all will impact performance. If you have measures for only
quantity, then quality, time, and cost may be affected, as your employees strive to
meet their numbers goal. Similarly, if you measure and set goals for only for quality,
then quantity, time, and cost will likely go out the window.

But measurement itself is not enough to ensure high performance. Some form
of reinforcement is necessary. While you want to have positive consequences for
good work and negative consequences for poor work, this is not always the case.
For example, when a manager gives top performers more work to do since they get
it done so well, the employees often perceive this as being punishment for doing
good work. The reverse can happen as well, as when a manager takes away work
from an underperforming employee, thus rewarding poor performance. Figure 7-2
shows the consequences and outcomes of differing performance.

The most fundamental incentive is positive feedback for good performance. The
feedback should be timely and specific. Financial incentives, such as pay raises and/
or bonuses, can be used to reward exceptional performance. Nonfinancial rewards
can also be used to reward performance; no one does this better than the military,
where medals are routinely used to reward performance. Many organizations have
special gifts with the company logo that can only be received for exceptional per-
formance. I still have the gold Cross pen with the Century 21 logo on my desk as a
reminder of the recognition I was given when working for that company.

As was discussed in Chapter 4, job enrichment can be a powerful incentive. Jobs
for which employees have a sense of accomplishment, are learning and using new
skills, and have greater responsibility will motivate top performers to continue deliv-
ering exceptional work. The overall work environment should be positive, one in
which employees believe that each challenge is an opportunity to succeed and there
are regular opportunities for advancement. All too often, the work environment can
best be described as “management by exception,” where managers focus only on
what has gone wrong. In summary:

1. Measurement and reward systems reinforce positive performance; financial and
nonfinancial incentives are present.
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2. Jobs are enriched to allow for fulfillment of employee needs.

3. Overall work environment is positive, where employees believe they have an
opportunity to succeed; career development opportunities are present. Any of
the factors listed under the headings of Information, Resources, and Incentives
in Figure 7-3 can impact performance.

Attention to the Individual
While the work environment has many important factors that must be right to pro-
duce sustained performance, you also need to have the right people. As mentioned
earlier in the book, selection is one of the keys to building a high-performing team.
If you start with the wrong people, you may never be able to get the results that
you need.

Selection should focus on employees’ knowledge and skills, capacity to learn,
and motives for working. Let’s look at each of these factors.

FIGURE 7-3. INFORMATION, RESOURCES, AND INCENTIVES THAT INFLUENCE
PERFORMANCE

Work Environment

Information Resources Incentives

1. Roles and performance ex- 1. Materials, tools, and time 1. Measurement and reward
pectations are clearly de- needed to do the job are systems reinforce positive
fined; employees are given present. performance; financial and
relevant and frequent feed- 2. Processes and procedures nonfinancial incentives are
back about the adequacy of are clearly defined and en- present.
performance. hance individual perform- 2. Jobs are enriched to allow

2. Clear and relevant guides ance if followed. for fulfillment of employee
are used to describe the 3. Overall physical and psy- needs.
work process. chological work environ- 3. Overall work environment

3. Leadership and coaching ment contributes to is positive, where employ-
guide employee perform- improved performance; ees believe they have an op-
ance and development. work conditions are safe, portunity to succeed;

clean, organized, and con- career-development oppor-
ducive to performance. tunities are present.
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Knowledge and Skills

While many managers believe that selecting employees with the requisite knowledge
and skill is the starting point for improving group performance, it is often the most
expensive and least effective way of doing so. You want to select employees with the
necessary knowledge and skills, of course, but you also must be prepared to train
and develop new members of your team. Additionally, you must properly place each
member of the team based on the knowledge and skills that the individual has.

All members of your team do not have to have the same knowledge and skills.
Just as with an athletic team, there are different positions that require different
abilities. While it is good for each team member to understand the others’ roles,
they do not need to know how to do those jobs. You may, however, wish to cross-
train the team so that you have greater flexibility in assigning tasks; this will also
allow employees to learn and use a greater variety of skills. In summary:

1. Employees have the necessary knowledge, experience, and skills to do the de-
sired behaviors.

2. Employees with the necessary knowledge, experience, and skills are properly
placed to use and share what they know.

3. Employees are cross-trained to understand each other’s roles.

Capacity

Employees should also be selected on the basis of their capacity to learn and do. All
too often, organizations try to make up for poor selection with additional training.
If you select the wrong people, you will spend a lot of time and money trying to
train them. Another element of selection for capacity is to hire people who are free
of emotional limitations for doing the job, such as salespeople who enjoy speaking
with people or roofers who aren’t afraid of heights.

For example, suppose you are a consultant for a major department store with a
reputation for outstanding customer service. After observing employees working
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with customers in the store, you ask, “How did you train your people to be so
polite?”

“We didn’t,” the trainer replies. “We hired people whose parents taught them
to be polite.”

In summary:

1. Employees have the capacity to learn and do what is needed to perform success-
fully.

2. Employees are recruited and selected to match the realities of the work situa-
tion.

3. Employees are free of emotional limitations that would interfere with their per-
formance.

Motives
Employees come with their own set of needs, as was discussed in Chapter 4. You
will not be able to change those needs that underlie their motives for working. But
you can be sure that your employees are selected properly so as to ensure that their
motives match the realities of the work environment.

An important question to ask when interviewing potential members of your
team is, “Why do you want to work in this organization?” This starts a communica-
tion about job expectations, both the applicant’s and yours. Actually, your expecta-
tions are first stated in the job announcement and advertising, and they continue to
be stated throughout the application and selection process. By communicating clear
expectations about the job, you inform applicants so that they can make correct
decisions about the position.

I was interviewing an individual for an important position, and after I informed
the applicant of the job requirements, he said, “You know, I didn’t realize all the
job required. I’m not sure that I really want the job anymore.” My response was,
“Thank you for your comment. We just saved each other from several unhappy
years together.”
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In summary:

1. Motives of employees are aligned with the work and the work environment.

2. Employees desire to perform the required jobs.

3. Employees are recruited and selected to match the realities of the work situa-
tion.

Any of the individual factors for Knowledge and Skills, Capacity, and Motives,
as shown in Figure 7-4, can also impact performance.

A Cause-Analysis Model
By combining the environmental and individual factors, you have a model for ana-
lyzing the causes of performance gaps,3 as shown in Figure 7-5. This model can also
be used to determine what needs to be done when creating a new work environ-
ment or a new team to respond to an existing environment.

FIGURE 7-4. KNOWLEDGE AND SKILLS, CAPACITY, AND MOTIVES THAT
INFLUENCE PERFORMANCE

Individual

Knowledge/Skills Capacity Motives

1. Employees have the neces- 1. Employees have the capac- 1. Motives of employees are
sary knowledge, experi- ity to learn and do what is aligned with the work and
ence, and skills to do the needed to perform success- the work environment.
desired behaviors. fully. 2. Employees desire to per-

2. Employees with the neces- 2. Employees are recruited form the required jobs.
sary knowledge, experi- and selected to match the 3. Employees are recruited
ence, and skills are realities of the work situa- and selected to match the
properly placed to use and tion. realities of the work situa-
share what they know. 3. Employees are free of emo- tion.

3. Employees are cross- tional limitations that
trained to understand each would interfere with their
other’s roles. performance.
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FIGURE 7-5. MODEL FOR ANALYZING POTENTIAL CAUSES OF PERFORMANCE GAPS

Cause Analysis Model
Work Environment

Information Resources Incentives

1. Roles and performance ex- 1. Materials, tools, and time 1. Measurement and reward
pectations are clearly de- needed to do the job are systems reinforce positive
fined; employees are given present. performance; financial and
relevant and frequent feed- 2. Processes and procedures nonfinancial incentives are
back about the adequacy of are clearly defined and en- present.
performance. hance individual perform- 2. Jobs are enriched to allow

2. Clear and relevant guides ance if followed. for fulfillment of employee
are used to describe the 3. Overall physical and psy- needs.
work process. chological work environ- 3. Overall work environment

3. Leadership and coaching ment contributes to is positive, where employ-
guide employee perform- improved performance; ees believe they have an op-
ance and development. work conditions are safe, portunity to succeed;

clean, organized, and con- career-development oppor-
ducive to performance. tunities are present.

Individual

Knowledge and Skills Capacity Motives

1. Employees have the neces- 1. Employees have the capac- 1. Motives of employees are
sary knowledge, experi- ity to learn and do what is aligned with the work and
ence, and skills to do the needed to perform success- the work environment.
desired behaviors. fully. 2. Employees desire to per-

2. Employees with the neces- 2. Employees are recruited form the required jobs.
sary knowledge, experi- and selected to match the 3. Employees are recruited
ence, and skills are realities of the work situa- and selected to match the
properly placed to use and tion. realities of the work situa-
share what they know. 3. Employees are free of emo- tion.

3. Employees are cross- tional limitations that
trained to understand each would interfere with their
other’s roles. performance.
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Performance Analysis

Chapter 6 defined a performance gap as the difference between present and desired
levels of performance, and there was information on how to set reasonable goals for
performance improvement. There was also mention of the forces that work for or
against employee improvement. Thus far in this chapter, there’s been discussion of
the environmental and individual factors that affect performance. The next step is
to put this information together in a useful document to analyze performance.

The Performance Analysis Worksheet, depicted in Figure 7-7, provides a means
for describing present and desired levels of performance and setting reasonable
goals. On the left-hand side of the worksheet you will find the factors to evaluate in
determining causes of a performance gap; these are the environmental and individ-
ual factors discussed earlier.

Performance Analysis Worksheet

Conducting a thorough cause analysis will help you to better define the reasons why
a gap in performance exists. As described in Chapter 6, the starting point in using
the Performance Analysis Worksheet is identifying the individual’s or the organiza-
tion’s present level of performance (where you are) and their desired level of per-
formance (where you’d like to be). The difference between the present and desired
level of performance is the performance gap.

The next step is to communicate the performance gap to your formal and informal
leaders and get feedback. The process continues in asking your employees questions to
identify how each of these factors is presently impacting their performance gap. Force
field analysis4 provides a methodology for identifying and weighting the relative
strength of the factors you have identified relating to performance. Driving forces are
those factors that are already working to close the performance gap; these are evaluated
as to relative strength on a scale from �1 to �4. Restraining forces are those factors
working against closing the performance gap; these are evaluated as to relative strength
on scale from -1 to -4. Figure 7-6 graphically depicts these opposing forces.
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FIGURE 7-6. IDENTIFYING DRIVING AND RESTRAINING FORCES

 Driving Forces        Restraining Forces
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Tips on Identifying the Causes of Performance Problems
Keep these tips in mind when you complete the Performance Analysis Worksheet.

• Eighty-five percent of performance shortfalls are caused by the work environ-
ment, whereas only 15 percent are caused by individuals.

• The work environment includes information (clear expectations, proper feed-
back, and coaching), resources (materials, equipment, time, clearly defined
processes and procedures, and a safe work environment), and incentives (the
right measures and rewards, enriched jobs, and career opportunities).

• Individuals should be selected based on their knowledge and skills, capacity to
learn, and motives for seeking work.

• An analysis of the causes should be done before deciding on how to close the
performance gap.

• The Performance Analysis Worksheet is a structure to analyze and display the
performance gap and its causes.

A P P L I C AT I O N E X E R C I S E

Using the Performance Analysis Worksheet (Figure 7-7), analyze the performance
gap that you identified to complete the Application Exercise for Chapter 6. Do this
analysis on your own, as Chapter 8 will describe how to repeat it with your workgroup.
(For a larger version of this and the other application exercise forms, visit www.about
iwp.com.)

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •
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FIGURE 7-7. PERFORMANCE ANALYSIS WORKSHEET FOR PERFORMANCE
ANALYSIS EXERCISE

Present Level of Performance:

Desired Level of Performance:

Reasonable Goal:

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .

relevant feedback . . . . . . . .

relevant guides . . . . . . . .

performance coaching . . . . . . . .

Resources
materials/tools . . . . . . . .

time . . . . . . . .

clear processes/procedures . . . . . . . .

safe/organized environment . . . . . . . .

Incentives
financial incentives . . . . . . . .

other incentives . . . . . . . .

enriched jobs . . . . . . . .

positive work environment . . . . . . . .

Motives
motives aligned with work . . . . . . . .

employees desire to perform . . . . . . . .

expectations are realistic . . . . . . . .

recruit/select the right people . . . . . . . .
(continues)

PA................. 16248$ $CH7 01-08-07 15:28:22 PS



116 I D E N T I F Y I N G A N D R E M O V I N G B A R R I E R S T O P E R F O R M A N C E

FIGURE 7-7. CONTINUED

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Capacity

capacity to learn . . . . . . . .

capacity to do what is needed . . . . . . . .

recruit/select the right people . . . . . . . .

emotional limitations . . . . . . . .

Knowledge/Skills
required knowledge . . . . . . . .

required skills . . . . . . . .

placement . . . . . . . .

cross-trained . . . . . . . .

Notes
1. Geary Rummler and Alan Brache, Improving Performance, 2nd ed. (San Francisco: Jossey-

Bass, 1995).
2. Thomas Gilbert, Human Competence, Tribute Edition (Washington, D.C.: International

Society for Performance Improvement, 1988).
3. Roger Chevalier, “Updating the Behavioral Engineering Model,” Performance Improvement

42, no. 5 (May/June 2003), 8–13.
4. Kurt Lewin, “Frontiers in Group Dynamics,” Human Relations, vol. 1 (1947), 5–41.
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“Why is it that we never have time to

do it right, but we have time to do it

again?”

— M A R K T W A I N

C H A P T E R 8

A Performance-Assessment
Case Study

This chapter presents a case study of performance assessment in the area of sales.
My role in this situation was that of a consultant working with the sales manager,
but I have combined the roles so as to make the case study easier to follow. First,
read the case study and define the performance gap. Then, you will be able to
describe the reasonable goal and identify the driving and restraining forces using
the Performance Analysis Worksheet. The suggested responses are provided later in
the chapter, with explanation.

This case study is instructive because sales managers have a unique leadership
challenge in that they do not see the vast majority of work done by their employees.
While they sometimes accompany their salespeople on calls to prospective custom-
ers, the employees are not routinely observed, and without regular observation it is
difficult for a sales manager to provide specific feedback.
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The Case Study1

You have just been placed in charge of a new sales team; the former sales manager
has left the job for health reasons. Your company has provided software products
and services for large financial organizations and government agencies for the past
eight years. The company recently decided to develop products and services for
medium-sized financial institutions as well, and it formed a sales team to bring the
new product to market. There has been only one sale to date, and that was made
by your chief executive officer (CEO).

While the sales team is asking for additional training to enhance their skills, you
would like to analyze the situation first to determine the underlying causes for the
lack of success. Your immediate plan is to help develop the sales team while also
establishing a relationship with Customer Service. While your long-term goal is to
achieve three sales per salesperson each month within eighteen months, your short-
term goal is one sale per salesperson per month within three months. The cost of
the product is high, but it promises to make a customer’s operations much
smoother; also, your company will provide customer service after the sale, as well as
installation of the product and training in its use.

In an interview with the sales team, you have discovered the following informa-
tion:

1. The six salespeople on the team have a wide range of sales experience and
knowledge of the products and services being offered. Two of them have been in-
volved in the product’s development but know little about sales. Two of them have
excellent track records in selling software and technical products but know little
about the new products and services. Another has some experience with the prod-
ucts and services and some sales experience. The last member is the brother-in-law
of your company’s CEO and has had some experience in real estate sales.

2. The former manager tried cross-training by sending them out on sales calls
with salespeople who had different backgrounds. He also went on sales calls with
each person to observe and provide feedback. He was not happy with the results
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and felt that he was running out of time. The company had not made another sale
in addition to the one made by the CEO.

3. The CEO indicates that you must have one sale per salesperson in three
months or he will end the project. He has legitimate concern that the salespeople
will be discouraged if they do not achieve this goal, and that they will have taken
too much in pay advances against future sales to want to stay. The team knows that
they each have three months within which to make one sale; this would allow the
company to break even on the investment and provide each person with a living
wage. Your salespeople receive a base salary and work on commission. To earn a
living wage while they learn to sell the product, they have been taking pay advances
that must be paid back with commissions.

4. The software product is very expensive—just over $100,000 for the product,
installation, and training. Additionally, the customer pays $5,000 a month for
customer-service support and guidance. The one company that purchased the prod-
uct has had the software in place for only two months. From all indications, that
company’s increased profits would pay for the initial investment in six months and
would then start producing a substantial profit.

5. There is no tracking system in place to manage the leads obtained from
three sources: (1) referrals made by present customers, which are large financial
institutions; (2) trade shows where salespeople meet potential customers; and (3)
government reports that identify and qualify potential customers. The salespeople
follow up on the leads.

6. The selling process is not defined, since there hasn’t been a successful sale
yet; the single sale was unique.

7. The best leads are generated by the large financial institutions, which invite
mid-sized companies that are customers to attend a sales presentation. But only one
of the decision makers needed to make the sale typically attends. The salespeople
need to reach three decision makers—the CEO/owner, CFO, and IT manager—for
the sale to be approved. These individuals need different information before they
can contribute to the overall purchase decision.
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8. Your salespeople indicate that they are becoming concerned about making
the sales goal. They are well equipped with laptop computers and demo programs
but lack a structured selling process and analysis of their progress. They have re-
ceived feedback from each other and from the former sales manager when he went
on sales calls with them. While they believe in the product and enjoy the job, they
are becoming discouraged.

9. The sales team is a mixed group. While together they have what it takes to
be successful, individually each one is lacking some knowledge and skills. Guidance
from the former manager was limited at best, and feedback from their prospects has
been nonexistent. All want to do a good job and appear to be highly motivated, but
they do not know what it takes to become successful.

10. Because of time constraints, you have to move quickly to assess the situa-
tion, develop a solution, and put it in place.

The Performance Analysis
Use the Performance Analysis Worksheet (Figure 8-1) to do the following:

1. Describe the team’s present level of performance, using both descriptive terms
and measurable results.

2. Describe the long-term desired performance level, using both descriptive terms
and measurable results.

3. Describe the reasonable goal, using both descriptive terms and measurable re-
sults.

4. Identify the factors working for and against closing the performance gap.
Weight the impact of each factor on a scale of 1 to 4 and indicate its force by
the length of the arrow.

5. Compare your results with the completed case study Performance Analysis
Worksheet (Figure 8-2).
The following comments explain how the Performance Analysis Worksheet fac-
tors were placed and weighted.
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FIGURE 8-1. BLANK PERFORMANCE ANALYSIS WORKSHEET

Present Level of Performance:

Desired Level of Performance:

Reasonable Goal:

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .

relevant feedback . . . . . . . .

relevant guides . . . . . . . .

performance coaching . . . . . . . .

Resources
materials/tools . . . . . . . .

time . . . . . . . .

clear processes/procedures . . . . . . . .

safe/organized environment . . . . . . . .

Incentives
financial incentives . . . . . . . .

other incentives . . . . . . . .

enriched jobs . . . . . . . .

positive work environment . . . . . . . .

Motives
motives aligned with work . . . . . . . .

employees desire to perform . . . . . . . .

expectations are realistic . . . . . . . .

recruit/select the right people . . . . . . . .
(continues)
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FIGURE 8-1. CONTINUED

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4

Capacity
capacity to learn . . . . . . . .

capacity to do what is needed . . . . . . . .

recruit/select the right people . . . . . . . .

emotional limitations . . . . . . . .

Knowledge/Skills
required knowledge . . . . . . . .

required skills . . . . . . . .

placement . . . . . . . .

cross-trained . . . . . . . .
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FIGURE 8-2. COMPLETED PERFORMANCE ANALYSIS WORKSHEET FOR CASE
STUDY

Present Level of Performance: A sales group of mixed readiness levels, with an inexperi-
enced sales manager, in danger of floundering with no sales made to date.

Desired Level of Performance: A trained, confident, productive, and continuously improv-
ing sales team making three sales per salesperson per month within 18 months.

Reasonable Goal: A cross-trained sales team with one sale per salesperson within three
months.

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .

relevant feedback . . . . . . . .

relevant guides . . . . . . . .

performance coaching . . . . . . . .

Resources
materials/tools . . . . . . . .

time . . . . . . . .

clear processes/procedures . . . . . . . .

safe/organized environment . . . . . . . .

Incentives
financial incentives . . . . . . . .

other incentives . . . . . . . .

enriched jobs . . . . . . . .

positive work environment . . . . . . . .

Motives
motives aligned with work . . . . . . . .

employees desire to perform . . . . . . . .

expectations are realistic . . . . . . . .

recruit/select the right people . . . . . . . .
(continues)
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FIGURE 8-2. CONTINUED

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Capacity

capacity to learn . . . . . . . .

capacity to do what is needed . . . . . . . .

recruit/select the right people . . . . . . . .

emotional limitations . . . . . . . .

Knowledge/Skills
required knowledge . . . . . . . .

required skills . . . . . . . .

placement . . . . . . . .

cross-trained . . . . . . . .
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .
While there are clear expectations regarding the desired outcome (one sale per salesperson within
three months), there are no clear expectations as to what activities are necessary to accomplish
this.

relevant feedback . . . . . . . .
Feedback is very limited since the sales manager cannot routinely observe the salespeople in the
selling process.

relevant guides . . . . . . . .
Since the selling process is not defined, there are no guidelines for the salespeople to follow.

performance coaching . . . . . . . .
Performance coaching can have very little effect without a clearly defined selling process.

Resources
materials/tools . . . . . . . .

The sales team has the necessary equipment to make sales calls.

time . . . . . . . .
The sales team is running out of time with only three months left.

clear processes/procedures . . . . . . . .
The selling process has not been clearly defined.

safe/organized environment . . . . . . . .
The work environment is safe and organized.

Incentives
financial incentives . . . . . . . .

The commission system provides financial incentives, although these can become a restraining
force as the sales team draws more advances against future sales.

other incentives . . . . . . . .
There weren’t any other incentives in place. With a low-readiness team like this one, there should
have been incentives for doing the right activities since results are not immediate.

enriched jobs . . . . . . . .
The jobs are enriched in that they require a variety of skills, offer autonomy and responsibility,
and allow the salesperson to identify with the selling process and the significance of the parts.

positive work environment . . . . . . . .
The overall work environment is positive.

Motives
motives aligned with work . . . . . . . .

The salespeople are there for the right reasons.
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
employees desire to perform . . . . . . . .

All would like to succeed.

expectations are realistic . . . . . . . .
With no clear course of action, there are unclear expectations at all levels.

recruit/select the right people . . . . . . . .
With the exception of the CEO’s brother-in-law, they all appear to have been selected well.

Capacity
capacity to learn . . . . . . . .

They all have the capacity to learn.

capacity to do what is needed . . . . . . . .
With proper direction and a clearly defined process, they should be able to do the job.

recruit/select the right people . . . . . . . .
The right people are in place.

emotional limitations . . . . . . . .
There are no obvious emotional limitations.

Knowledge/Skills
required knowledge . . . . . . . .

While they all have part of what is needed, no one is complete as a salesperson.

required skills . . . . . . . .
While they all have part of what is needed, no one is complete as a salesperson.

placement . . . . . . . .
No problem with placement.

cross-trained . . . . . . . .
Together as a team, they have the necessary knowledge and skills but need to be cross-trained to
be effective as individuals.

Cause-Analysis Questions2

To assist you in analyzing a performance gap for your own workgroup, the follow-
ing questions are provided. Please note that your meeting should begin with a dis-
cussion of present and desired levels of performance and should allow for employee
participation in setting the reasonable goal for interim achievement.
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These questions can also help you identify the impact of driving and restraining
forces that you uncover when completing the Performance Analysis Worksheet.
Each section starts with an open-ended question intended to promote discussion;
follow-up direct questions should be used only if the matters have not been covered
in the discussion.

A. Information

Open-ended, exploratory question: Do you have the information you need to be

successful in closing the performance gap?

Direct, follow-up questions:

1. Do you know what needs to be done?

2. Are you receiving enough feedback from me regarding your performance?

3. Do you have clear and relevant performance aids to guide your work?

4. Am I providing the necessary direction and support you need to be successful?

B. Resources

Open-ended, exploratory question: What additional materials, equipment, or other

resources do you need to be successful?

Direct, follow-up questions:

1. Do you have the materials and tools needed to do your job?

2. Do you have the time needed to do your job?

3. Do we have the necessary processes and procedures defined for you to be able to do your

job?

4. Is the work environment safe, clean, organized, and conducive to excellent performance?

C. Incentives

Open-ended, exploratory question: What else would you like to see implemented to

encourage outstanding performance in the workplace?
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Direct, follow-up questions:

1. Are there sufficient financial incentives present to encourage excellent performance?

2. Are there other ways that we can encourage excellent performance?

3. Do you enjoy your job?

4. Is this a positive work environment where you feel you have the opportunity to succeed?

D. Motives

Open-ended, exploratory question: What do you think of the incentives we have in place

to encourage exceptional performance?

Direct, follow-up questions:

1. Do you feel that this is a good place to work?

2. Do you desire to do your job to the best of your abilities?

3. Do you view the work environment as positive?

4. Are we the right people to do the job successfully?

E. Capacity

Open-ended, exploratory question: Are you able to learn and do what is needed to be

successful?

Direct, follow-up questions:

1. Are you able to learn what is needed to get the job done?

2. Are you physically able to do your job?

3. Is there anything that is holding you back from doing your best?

4. Do we need people with different skills to do the job better?

F. Knowledge and Skills

Open-ended, exploratory question: What additional training and skills do you need to be

successful?
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Direct, follow-up questions:

1. Do you have the knowledge necessary to be successful at your job?

2. Do you have the skills needed to be successful at your job?

3. Is there a good match between your skills and the job?

4. Are there other jobs that you’d like to learn?

A P P L I C AT I O N E X E R C I S E

Select a representative group of your employees to meet and discuss the performance
gap that you identified in Chapter 7. Make sure you include some of the informal
leaders in this group. Even though you have analyzed the gap on your own, start over
again with your employees by describing the present and desired levels of perform-
ance, then ask for comments. Have them set a reasonable goal that will begin to close
the gap over the next three to six months.

Show them the Performance Analysis Worksheet, and ask them to identify and weight
the driving and restraining forces. Note: While the worksheet gives you structure, the
cause-analysis questions will help you to lead the discussion.

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •

Notes
1. This case study originally appeared in Roger Chevalier, “Updating the Behavioral Engineer-

ing Model,” Performance Improvement 42, no. 5 (May/June 2003): 8–13.
2. The cause-analysis questions were first published in Roger Chevalier, “Leadership in Per-

formance Consulting,” Handbook of Human Performance Technology, 3rd ed. (San Fran-
cisco: Pfeiffer, 2006).
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“And a decision without an

alternative is a desperate gambler’s

throw . . . .”

— P E T E R D R U C K E R

C H A P T E R 9

Selecting the Best Solutions
With the Performance Analysis Worksheet as a starting point, you are ready to de-
velop solutions to any performance gap. You do this by strengthening or adding the
driving forces, weakening or removing the restraining forces, or, ideally, both. And
since there are often a variety of causes for a performance gap, you may need to use
a number of solutions to improve performance. In most cases, you will add new
supports to improve performance while removing barriers to performance.

Solutions need to be selected on the basis of the causes of the problem, the
costs involved, and the organization’s culture. Primarily, you must make sure that
the costs of the solutions you select are not greater than the benefits that will be
derived. Likewise, if your solutions are not aligned with organizational culture, the
odds of successful implementation are small.

Generating Potential Solutions
Each of the six areas of the cause-analysis model (information, resources, incentives,
motives, capacity, and knowledge and skills) has potential solutions. Figure 9-1,
derived from Figure 7-1 presented earlier, depicts the potentials in each area.
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FIGURE 9-1. POTENTIAL SOLUTIONS FOR DIFFERENT CAUSES

Select in/select out.
Train and develop.
Cross-train team.

Identify performance measures.
Reinforce positive performance.

Hold employee accountable.
Enrich jobs.

Develop career tracks.

           Information                              Resources                              Incentives

        Knowledge/Skills                         Capacity                                 Motives

Select in/select out.
Encourage personal and

professional development.

Select in/select out.
Align individual goals.

Shape expectations.

Provide necessary tools,
equipment, time, and materials.

Refine processes and
procedures.

Provide a safe workplace.

Provide clear expectations.
Develop guides/checklists.

Give timely, specific feedback.
Refine work standards.

Coach regularly.
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An important aspect of performance analysis is leveraging your solutions. That
is, you want to leverage incentives, resources, and information solutions to support
changes in knowledge, capacity, and motives. For example, changes in the work
environment are more effective, and often a lot cheaper to make, than trying to
change individuals. Stated another way, attempts to change the individuals you have
on your team, through better selection and additional training, might not improve
performance if you do not also change the environment to ensure that expectations
are clearly stated, that adequate feedback and coaching are provided, that the neces-
sary materials, time, and equipment are available, and that there are proper measure-
ments and rewards for performance. Figure 9-2 depicts this leverage of individual-
based solutions with changes in the work environment.1
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FIGURE 9-2. LEVERAGING MULTIPLE PERFORMANCE SOLUTIONS

Impact

Cost

Knowledge
and Skills

Capacity

Motives

Resources

Performance
Results

Information

Incentives

Reprinted with permission of the International Society for Performance Improvement (www.ispi.org).
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Developing Solutions for the Case Study
The following solutions were applied in the organization described in the case study
given in Chapter 8.

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .
Analysis: While there are clear expectations regarding the desired outcome (one sale per salesper-
son within three months), there are no clear expectations as to what activities are necessary to
accomplish this. Solution: A clearly defined process with step-by-step procedures was developed
and communicated to the sales team.

relevant feedback . . . . . . . .
Analysis: Feedback is very limited since the sales manager cannot routinely observe the sales-
people in the selling process. Solution: A customer feedback system was developed that provided
each salesperson with an evaluation of his or her performance on a postcard sent directly by the
customer after each sales call. The salesperson received a copy of the card immediately while the
sales manager’s assistant developed profiles of each salesperson’s strengths and weaknesses as
perceived by their customers.

relevant guides . . . . . . . .
Analysis: Since the selling process is not defined, there are no guides for the salespeople to follow.
Solution: Once the selling process was defined, checklists and other guides were developed to assist
the salespeople in following the process.

performance coaching . . . . . . . .
Analysis: Performance coaching can have very little effect without a clearly defined selling proc-
ess. Solution: Armed with the customer feedback and a clearly defined selling process, the sales
manager was able to give timely, specific feedback to each salesperson.

Resources
materials/tools . . . . . . . .

Analysis: The sales team has the necessary equipment to make sales calls. Solution: No change
for this factor was necessary or implemented.

time . . . . . . . .
Analysis: The sales team is running out of time with only three months left. Solution: The element
of time was discussed with the sales team and re-framed to be a driving force for changing the
way they were selling immediately.

clear processes/procedures . . . . . . . .
Analysis: The selling process has not been clearly defined. Solution: The selling process was clearly
defined and integrated into the expectations given to the salespeople, provided on the customer
feedback form, and a part of the sales manager’s feedback.
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
safe/organized environment . . . . . . . .

Analysis: The work environment is safe and organized. Solution: No change for this factor was
necessary or implemented.

Incentives
financial incentives . . . . . . . .

Analysis: The commission system provides financial incentives although these can become a re-
straining force as the sales team draws more advances against future sales. Solution: To avoid this
becoming a restraining force, past draws against future commissions were cancelled so that the
salespeople could see themselves as earning a living wage if they were successful from that point
forward.

other incentives . . . . . . . .
Analysis: There weren’t any other incentives in place. With a low-readiness team like this one,
there should have been incentives for doing the right activities since results are not immediate.
Solution: Many nonfinancial incentives were developed to encourage the appropriate activities
necessary to be successful. Incentives were mostly psychological in nature, but some inexpensive
gifts were also used as rewards.

enriched jobs . . . . . . . .
Analysis: The jobs are enriched in that they require a variety of skills, offer autonomy and responsi-
bility, and allow the salesperson to identify with the selling process. Solution: No change for this
factor was necessary or implemented.

positive work environment . . . . . . . .
Analysis: The overall work environment is positive. Solution: No change for this factor was neces-
sary or implemented.

Motives
motives aligned with work . . . . . . . .

Analysis: The salespeople are there for the right reasons. Solution: By clearly defining expecta-
tions and providing specific feedback, this factor was strengthened.

employees desire to perform . . . . . . . .
Analysis: All would like to succeed. Solution: By clearly defining expectations and providing spe-
cific feedback, this factor was also strengthened.

expectations are realistic . . . . . . . .
Analysis: With no clear course of action, there are unclear expectations at all levels. Solution: By
clearly defining expectations and providing specific feedback, the negative impact of this factor
was weakened.

recruit/select the right people . . . . . . . .
Analysis: With the exception of the CEO’s brother-in-law, the salespeople all appear to have been
selected well. Solution: The CEO’s brother-in-law was eventually fired for his poor performance
and for being a liability to the team.
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Capacity

capacity to learn . . . . . . . .
Analysis: They all have the capacity to learn. Solution: The only salesperson with a problem in this
area was fired.

capacity to do what is needed . . . . . . . .
Analysis: With proper direction and a clearly defined process, they should be able to do the job.
Solution: The only salesperson with a problem in this area was fired.

recruit/select the right people . . . . . . . .
Analysis: The right people are in place. Solution: There was not enough time to recruit, select, and
train new people, so this factor was not changed except for the firing of the CEO’s brother-in-law.

emotional limitations . . . . . . . .
Analysis: There are no obvious emotional limitations. Solution: No change for this factor was
necessary or implemented.

Knowledge/Skills
required knowledge . . . . . . . .

Analysis: While they all have part of what is needed, no one is complete as a salesperson. Solution:
A training program was used to define the selling process and to communicate expectations
clearly.

required skills . . . . . . . .
Analysis: While they all have part of what is needed, no one is complete as a salesperson. Solution:
The salespeople were cross-trained to learn from each other’s strengths.

placement . . . . . . . .
Analysis: No problem with placement. Solution: No change for this factor was necessary or imple-
mented.

cross-trained . . . . . . . .
Analysis: Together as a team, they have the necessary knowledge and skills but need to be cross-
trained to be effective as individuals. Solution: The salespeople were cross-trained to learn from
each other’s strengths.

What Happened in the Real Case
In the case study, the new sales manager was looking to training to enhance the
skills of his team, but he also knew a broader solution was needed: to build the
systems that would systematically track leads and sales, as well as provide feedback
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that would continuously improve the performance of his people. Additionally, he
would need a way to bridge the gap between sales and customer service.

Immediate Solutions

Sixteen hours of sales and customer service training were delivered in a weekend
workshop. The consultant provided the structure by presenting various sales and
customer service models, and he cross-trained the participants as they moved from
the generic models to practical courses of action. During this training, a clear selling
process was developed as well.

For instance, two sales-management systems were developed from the coaching
and sales performance aids and from the employee input received during the train-
ing programs. The systems focused on the means (how salespeople were perceived
by their clients) as well as the ends (how clients moved through the “sales funnel”
to become customers).

A client and customer survey, derived from the sales performance guide, was
developed to be used in gathering information from clients and customers regard-
ing the selling process and the value of the products and services being offered.
First, a short postcard survey was set up to gain customer feedback on all sales calls.
Second, as soon as a lead would be declared dead, a one-page survey would be sent
to the failed prospect. Third, a more comprehensive two-page survey would be sent
to customers after the purchase was made, the software installed, and the first
month of service provided. When the surveys were returned, a copy would be imme-
diately given to the salesperson. The sales manager’s administrative assistant would
analyze the feedback on each salesperson and prepare a monthly summary for the
sales manager, who would then provide feedback on selling tendencies and ways for
each salesperson to become more effective.

A parallel survey was also developed to gather information every three months
from the salespeople regarding the leadership they were receiving from the sales
manager. The net effect would be to develop an interrelated survey system for the
regular assessment and continuous improvement of the sales and coaching proc-
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esses. Ongoing customer service surveys would later be developed to bring that
division under the same system.

Long-Term Results and Conclusions

While training was the initial part of this intervention, use of performance evaluation
provided systematic assessment and continuous improvement for the new sales
team. Tracking individual and collective performance after the training encouraged
employee use of what was learned in the classroom while providing an ongoing
source of feedback with which to improve performance.

As mentioned at the beginning, sales managers have a difficult leadership task in
that they do not routinely observe much of the work done by their salespeople. The
client and customer surveys developed in this case empowered sales managers with
the information necessary to coach their teams to improve performance. The client,
customer, and salesperson feedback received via the various surveys also served to
identify specific knowledge and skill deficiencies in the sales team. These were reme-
died with short training sessions held during the weekly sales meeting and were
presented by either the sales manager, one of the salespeople, or the outside consul-
tant. The weekly sales meeting also served to reinforce the idea that the salespeople
were members of a team rather than individuals working on their own. Salespeople
who were on the road phoned in to participate in the one-hour meetings whenever
possible. The agenda allowed salespeople to describe their progress and get credit
for their victories by ringing a bell for each victory.

The weekly sales meeting was designed to improve team performance by shap-
ing group norms. While the emphasis was on assessing progress and reinforcing
success, the final part of the agenda allowed each member of the sales team to talk
about what was happening in their personal lives to further build esprit de corps.
This team-building process was complemented by having salespeople attend various
marketing programs to work together and with clients.

The combination of these interventions provided the needed training and built
a basic sales system that helped the fledgling sales team surpass all sales goals during
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the first two quarters following the training while developing a strong foundation
for their future success. Bringing the customer service team under the same system-
atic assessment and continuous improvement survey system the following quarter
further integrated the two divisions. The group made its sales goal of one sale per
salesperson within in the third month by making five sales and by terminating one
salesperson. They went on to great success and were eventually acquired by a major
software producer.

Tips on Selecting the Best Solutions
Follow these suggestions for picking the solutions to performance problems that
will ultimately yield the best results.

• Once the causes of a performance gap are determined, you are ready to select
the appropriate solutions needed to improve workplace performance.

• Since there are usually multiple causes for a performance gap, you will need to
use multiple solutions to close that gap.

• Solutions should take into account the causes of the problem, the costs of mak-
ing a change, and the culture of your organization.

• Changes at the individual level should be leveraged with changes in the work
environment.

A P P L I C AT I O N E X E R C I S E

Revisit the Performance Analysis Worksheet that you developed with your staff. Iden-
tify the driving forces that you will strengthen or add as well as the restraining forces
that you will weaken or remove. Now select the solutions you will use to improve
performance, taking into account the causes of the performance gap, the cost of each
solution, and the culture of your organization. To have the greatest impact, remember
to leverage changes at the individual level with changes at the work environment level.

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •
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Note
1. International Society for Performance Improvement Online Institute, Principles and Prac-

tices of Human Performance Technology Participant Manual (Silver Spring, MD: ISPI,
2001).
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“It’s not the strongest of the species

who survive, not the most intel l igent

but the ones most responsive to

change.”

— C H A R L E S D A R W I N

C H A P T E R 1 0

Managing Change
One of the most important roles that you have as a manager is that of managing
change. This chapter provides the guidance you need to plan for and implement
changes to improve workplace performance.

A Manager’s Ability to Cause Change1

Many managers believe that if they change the knowledge of an individual or group,
that a behavior change will invariably follow. Unfortunately, this is not always the
case. As stated earlier in this book, about 85 percent of performance issues are the
result of environmental factors and are not the individual’s fault. You should there-
fore focus more energy on improving the work environment and stop trying to fix
the individuals who work for you.

Training and other forms of participative change should be part of a more com-
prehensive performance-improvement strategy. By focusing on the work environ-
ment, you will develop a change strategy that complements the training you also
provide.
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The Power to Change
The starting point for any discussion of change strategies is an understanding of
what power is and how it is used to implement change. A very useful way to under-
stand a manager’s power is to divide it into two distinct areas: personal power and
position power.2

Personal power is the strength that comes when you gain the confidence and
trust of others (based on their perception of your personality, competence, and
integrity) and it is the basis for participative change. Position power is the authority
to reward or sanction your employees, and it is the basis for directive change.

In training, a participative change begins as the instructor uses personal power
to deliver new ideas to an individual or group, with the belief that if their knowledge
and attitudes can be changed, then a change in behavior will invariably follow. This
strategy is effective only with employees who are ready to change and will return to
an environment that supports the change. This is a bottom-up approach in which a
manager uses involvement to gain the commitment of those who must change.

Position power can be used to implement a directive change more quickly by
communicating expectations and shaping behavior with new systems and work
processes. The problem is that a directive change may be resisted. While a manager
can quickly impact group and individual behavior with position power, the change
may have little impact on attitudes. In other words, mandated change may lead to
short-term compliance but not to long-term commitment. This is a top-down ap-
proach that holds people accountable as the means of ensuring compliance by those
who must change.

Preparation, Change, and Reinforcement

Many change strategies fail because the individual or group is not prepared to
change, or the changed behavior is not reinforced. Managers should use a total
change strategy of preparation, implementation, and reinforcement. These phases
of change are some times referred to as unfreezing, changing, and refreezing.3
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Preparing for the Change (Unfreezing)
Unfreezing is not always necessary, as sometimes the individual or group has real-
ized that the present way of working is no longer getting the results wanted. But
sometimes, the individual or group is unaware of, or does not care that the results
do not meet, the standard that has been set. If your employees are not prepared to
change, and you can’t wait for them to discover the need to change, you will have
to unfreeze them, thus preparing them for change.

There are many ways to prepare or make your workgroup ready for change. The
most common way is to explain the situation and solicit input. Another way is to
allow an individual or group to fail and thus become dissatisfied with the present
way. Of course, this should be done in such a way that does not risk injury or
impose a negative financial impact. In essence, you are trying to get the individual
or group to let go of a way of working that is not producing the desired results.

For example, when I was teaching one of my sons to drive, I worked with him
as he learned to drive with a standard transmission. He became fairly proficient in
driving around our town, which has no hills. The day he received word that he had
passed his driving test, and was now licensed, he announced that he was going to
take a trip to San Francisco, about 35 miles south of where we live.

I could foresee problems with his driving a stick shift in San Francisco, with its
very steep hills. I could have tried to tell him about the problem, but I don’t think
he would have listened. Instead, I asked if we could take one more ride together. I
had him drive to the hilly farmland that surrounds our town. I had him stop on a
steep hill where there was no traffic and asked him to pretend that he was on a hill
in San Francisco, stopped at a red light. To complete the scene, I told him that an
imaginary car had just pulled up three feet behind him, and the light had just turned
green. As he tried to shift his feet from the brake to the clutch, the car rolled back-
ward. I started yelling at him as if I were in the imaginary car behind him: “You hit
my new car! Who taught you how to drive, you dumb *̂$�*@!” My son now real-
ized that he wasn’t ready to drive in San Francisco and was willing to practice using
the parking brake until he learned how to “ride the clutch” to deal with being
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stopped on a hill. He had over a month of practicing in the local hills before he
made the trip to San Francisco.

Unfreezing is a systematic way of breaking down someone’s habits of doing
things the old way so that he or she accepts a new alternative. The present way of
doing business must be challenged so that the need for change is accepted.

Learning the New Way (Changing)
Once the individual or workgroup realizes that the old ways of doing business no
longer work, or when you have helped them see that they will no longer be success-
ful, they are ready to change. There are three strategies for change: compliance,
identification, and internalization.

1. Compliance is accomplished by using your position power and telling the
individual or workgroup that change is necessary. If the individual or group per-
ceives that you have enough position power, there will be compliance with, but not
necessarily commitment to, the change. Compliance can be a way of unfreezing a
group, or it can be a way of bypassing the preparation stage. But in either case,
though the change will happen quickly, it may not be permanent.

2. Identification encourages change based on trust and is effected through per-
sonal power. It works only with an individual or workgroup that is prepared to
change and is willing to follow the example of an instructor or other role model.
Identification requires that individuals be prepared to change; it takes longer to
affect performance than does compliance, but it produces a more permanent form
of change.

3. Internalization is not a way to bring about change, so much as it is the
desired process. The individual or workgroup learns the new behavior and adopts
it. In effect, the changes have been internalized, making the new behaviors the
natural and correct ones. The starting point for internalization can be either compli-
ance or identification, followed by acceptance and acknowledgment by the individ-
ual or group of the value of the change.
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Reinforcing the Change (Refreezing)
When an individual or workgroup experiences a change in work habits or proce-
dures, there’s usually some anxiety about doing things differently. You must set
reasonable goals for the individual or group to make the change and provide posi-
tive reinforcement as the change affects behavior. Regular reinforcement is neces-
sary if the behavior is to be continued.

Change Process Case Study: Officer Candidate School
I lived through the change process in my personal life at Coast Guard Officer Candi-
date School (OCS). The unfreezing began the moment I arrived, as my civilian
clothes were taken from me and were replaced with a uniform. My hair was cut
short to make me look like everyone else. My contacts with the outside world were
restricted to one telephone call each week. My life was given a new structure as I
was forced to comply with the orders I was given. My only alternative was to quit
and end up as an enlisted man in the Coast Guard, and that didn’t sound like a
good alternative to me.

Demerits were given for noncompliance, but they were removed for each week
in which no demerits were received. I had real problems with change, and so I
received 75 demerits in the first five weeks of training. I knew that I would be
thrown out if I reached 100 in the seventeen weeks it took to complete the pro-
gram. Because of all the demerits, I was sent to our platoon adviser, a senior officer
who had no connection to the training process. He allowed me to relax in his office
and asked me about my past. I told him I was married and had worked my way
through college. He then said that he thought he knew my problem: I was taking
OCS too seriously. I needed to see it as a game and play it to win. Following his
advice, I never got another demerit.

The Coast Guard had intended that my platoon officer be my role model, but
instead they supplied me with another, the platoon adviser who gave me the means
to survive. Thanks to him, I started on what turned out to be a marvelous career.
His other words of advice were on a small sign that he had on his desk: “Non
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illigentium carborundum est,” which, loosely translated, means “Don’t let the bas-
tards get you down.” This phrase saved me many times in my Coast Guard career
and in my other jobs that have followed. It’s funny the things that we decide to
internalize.

Participative vs. Directive Change
Participative change, as mentioned earlier in the chapter, uses personal power based
on the employee’s perception of the manager’s or trainer’s personality, competence,
and integrity. The goal for the manager is to gain commitment to a change by
allowing employees to participate in the change process, so that employees feel
involved and empowered. Participative change tends to be a slow process; change is
gradual and evolves. It is a bottom-up approach that focuses on selling and guiding
the employee.

Directive change, also mentioned earlier, is based on position power, or the
manager’s authority to reward and hold others accountable. Using position power
to effect change will lead to compliance, not commitment, since it involves inform-
ing and controlling others. The results are immediate, in that you tell employees
what to do and structure the work environment. Figure 10-1 shows the key ele-
ments of participative and directive change.

Many effective change strategies involve the use of both position and personal
power. The directive strategy overcomes inertia and creates some movement toward

FIGURE 10-1. STRATEGIES FOR EFFECTING CHANGE

Participative Change Directive Change

Personal power Position power
Commitment Compliance

Involve/empower Inform/control
Gradual change Immediate change

Evolutionary Revolutionary
Bottom-up Top-down
Sell/guide Tell/structure
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the desired change. The participative strategy then trains the target group by adding
new knowledge to affect attitudes. Many times these change-agent roles are played
by different people—someone who “turns up the heat” with position power and
another who “puts out the fires” with personal power.

An example to show how participative and directive change strategies are used
together is the effort that has been made to get people to use seatbelts in their cars.
Despite extensive educational programs, seatbelt use was not the norm in many
states until the laws were changed. A combination of education and sanctions was
necessary to change the behavior of many drivers.

Similarly, a manager should use both participative-change strategies (such as
training and group decision making) and directive-change strategies (such as chang-
ing work processes and management systems) for a comprehensive change strategy
that improves performance. While its original source is unknown, Figure 10-2
shows how participative and directive change improve workplace performance.4

Participative change alters the knowledge of the individual or workgroup to
substitute more preferable attitudes, which then leads to changed individual and
organizational behavior. Directive change impacts organizational and individual be-
havior more quickly and then changes the knowledge underlying the change. For
the latter, existing attitudes are the last thing to change, and may remain unaffected
because the individual or group is merely complying with directions.

Examples of methods of participative change include training, coaching, model-
ing, shared decision making, focus groups, quality circles, and autonomous work-
groups. Examples of directive change methods include modification of work
processes, operating procedures, and performance management; measurement,
evaluation, compensation, and reward systems; and restructuring, reorganizing, or
changing resources. Figure 10-3 provides examples of participative and directive
change.

Tips on Managing Change
Follow these tips when you contemplate making changes in individual or group
behavior.
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FIGURE 10-2. LEVELS OF CHANGE
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• Power is the basis for implementing change.

• Position power is the authority given to you to use in your formal role in your
organization; it gives you the ability to offer rewards and hold employees ac-
countable.

• Personal power is given to you by others based on their perception of your
personality, competence, and integrity.

• The three phases of change are unfreezing, changing, and refreezing.

• Participative change is based on your use of personal power and gains commit-
ment from your employees; examples of participative change include training,
coaching, and shared decision making.

• Directive change is based on your use of position power and gets compliance
from your employees; examples of directive change include changing work pro-
cedures, measurement systems, and reward systems.

• Most successful change strategies have elements of both directive and participa-
tive change.

FIGURE 10-3. EXAMPLES OF PARTICIPATIVE AND DIRECTIVE CHANGE

Participative Change Directive Change

Training Work processes
Coaching Operating procedures

Modeling/identification Performance management
Shared decision making Measurement/evaluation

Focus groups Compensation/rewards
Quality circles Restructuring/reorganizing

Autonomous workgroups Resource allocation

A P P L I C AT I O N E X E R C I S E

You have determined the performance gap, identified the causes of the gap, set a
reasonable goal, and determined what needs to be changed. You now need to decide
how to prepare your workgroup for change and what types of changes are necessary.
Using the Change Strategy Worksheet, Figure 10-4, describe how you will prepare
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your workgroup for change and what elements of participative and directive change
you will use. (For a larger version of this and the other application exercise forms,
visit www.aboutiwp.com.)

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •

FIGURE 10-4. WORKSHEET FOR IMPLEMENTING CHANGE

Change Strategy Worksheet
Describe the readiness level of your workgroup for the change.

If the group’s readiness level for the change is low, how will you prepare them for the change?

What elements of participative change will you use?

What elements of directive change will you use?

How will you reinforce your people after the change to ensure that they continue?
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“Count what is countable, measure

what is measurable. What is not

measurable, make measurable.”

— G A L I L E O G A L I L E I

C H A P T E R 1 1

Evaluating the Results of
Performance-Improvement
Initiatives
As a manager, you are responsible for the performance of your employees. Perform-
ance is the activity—what your people need to do to be successful—and the result
is what is accomplished. You observe your employees to see that they are doing
what is expected, and you measure the results to make sure that the outcome meets
the goals for performance.

This chapter focuses on how to evaluate the results of the training your people
receive and on how to evaluate the success of your attempts to improve perform-
ance.

Assessing the Value and Outcome of Training
One of the ways you may choose to improve the productivity of your employees
is by putting them through some additional training—what is termed a training
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intervention. Training interventions can be divided into two groups: those that are
controlled by others and those that are controlled by you. Classroom instruction,
use of simulators, laboratory training, and computer-based training are usually pro-
vided by others; self-study is a type of training intervention controlled by individual
employees, who might be trying to improve their knowledge and skills; and exam-
ples of training that you control are on-the-job training, mentoring, coaching, and
team building.

A manager has control over most of nontraining interventions. For instance,
you are responsible for the information given to your people, the documentation of
their performance, the feedback offered, the job aids provided, the design of the
work, the organizational structure, and the consequences for how the job is done
and the results produced. You are also responsible for the individual and group
behavior of your employees, in that you guide them through the processes and
procedures they use to get the work done. You have at least partial control over the
factors that influence behavior, such as leadership and coaching, the way perform-
ance is measured and rewarded, and the tools and equipment they have to do the
work, as well as the selection and development of your workgroup. The culture of
your organization is out of your control, yet that can also influence the way you and
your employees do your jobs. Figure 11-1 is an outline of training and nontraining
interventions, as well as the activities and results controlled by a manager.

What You Need to Know About Training
To get the most out of the training you offer your employees, you need to control
what is taught in the courses to ensure that they receive the knowledge and skills
necessary to be successful on the job. You also must ensure that the work environ-
ment reinforces what they have learned, so they use that newly acquired skill and
knowledge on the job. Lastly, you need to provide feedback to the trainers so they
can continue to be useful to you.

Training is a major investment. The training staff spends time and money ana-
lyzing what knowledge and skills the employees need, they design and develop the
courses, and then they deliver those courses. There is a corresponding major invest-
ment in time, in that your people are away from the job while in the training.
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FIGURE 11-1. INTERVENTIONS, ACTIVITIES, AND RESULTS

Training Nontraining
Interventions Interventions Activities Results/Value

• Classroom • Information* Individual Behaviors • Quantity**
• Simulator • Documentation* and Organizational • Quality**
• Laboratory • Feedback* Behaviors • Time**
• Computer-Based • Job aids* • Work practices • Cost**

Training (CBT) • Workplace design* • Work Processes • Productivity**
• Self-study • Organizational • Sales**
• On-the-job training* structure* Mitigating Factors • Calls on warranty**
• Mentoring* • Empowerment* • Leadership/coaching* • Customer retention**
• Coaching* • Measurement* • Measurement* • Profitability**
• Team building* • Consequences* • Incentives* • Market share**

(rewards/sanctions) • Tools/equipment*
• Staffing*
• Culture

*Controlled by you *Controlled by you *Controlled by you **Measured outputs

Since training is an expensive way to improve performance, you need to make
sure there is a return on this investment. Managers have traditionally asked ques-
tions like:

• “Did you like the training?”

• “How many people attended the course?”

• “What did you learn?”

But with more of a bottom-line orientation, you should also be asking:

• “How are you using what you’ve learned?”

• “Are there other things you need to apply what you’ve learned?”

• “How has the training you received impacted your on-the-job performance?”

• “What is our return on investment for the training?”

Get the answers to these questions by evaluating the training your people re-
ceive. While the training staff systematically evaluates training in terms of its applica-
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tion on the job and its impact on organizational results, in most cases the results are
measured by the employee’s reaction to the training and a test of what has been
learned.1 Instead, you need to be sure that the training is applied to the work and
that there is a positive and measurable impact on group performance.

The Evaluation of Training

The training staff routinely evaluates the training they provide during the design,
development, and implementation stages to ensure quality and consistency. Gener-
ally they get input from experts or users to review what is being taught, or they use
a pilot test of the course to provide feedback. Unfortunately, this is where the evalu-
ation usually stops.

What needs to follow is an evaluation of the graduates to see whether they have
applied what they learned. This can be done by direct observation, by surveys of the
graduates and their supervisors, by measurement of performance indicators for the
activities involved (such as quality, productivity, or customer satisfaction), and/or
by measurement of a business outcome (such as number of sales, calls on warranty,
customer retention, profitability, or market share).

There are four levels of evaluation to determine the impact of training.2 Level 1 fo-
cuses on the reaction of individuals to the training or other performance-improvement
interventions. These are commonly described as “smile sheets,” as they report the
reactions of students to the training. Alas, while end-of-course questionnaires pro-
vide immediate feedback, they are not good indicators of whether the students will
apply what they have learned.3

Level 2 assesses what has been learned via end-of-course tests. All too often,
these tests are knowledge-based, asking students questions about what they have
learned. A better end-of-course test is performance-based, evaluating students’ abil-
ity to perform the same tasks that are required on the job. While most Level 2
evaluations are limited to end-of-course tests, pre-tests are helpful in determining
what students know before the training, and then the difference between the pre-
test and the post-test indicates what was actually learned during the training.
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Level 3 measures how much of what has been learned is actually applied to the
workplace. By observing the graduate on the job or by surveying the graduates and
their supervisors, you can determine how much training was transferred to the job.
Your role is to ensure that the training is applied and that there is a sustained level
of consistency for productivity (how much they produce), quality (how well they
produce it), time it takes to do their job, and costs (such as waste).

Level 4 measures the impact of training on a designated business outcome, such
as improved sales, decreased calls on warranty, increased customer retention and
referrals, and higher profitability and market share. This is where the return on
investment for training should occur. Despite making expensive investments in
training, very few organizations determine whether that training actually improved
organizational performance.4

Evaluation not only measures the impact of training but also encourages partici-
pants to use what was learned because it focuses attention on that training. By
evaluating the impact of your training programs, you will also encourage the use of
the knowledge and skills that were taught. As a manager, you are responsible for
Level 3 evaluation to ensure that the training is applied and for Level 4 evaluation
to ensure that the training improves individual and group performance.

Assessing Performance-Improvement Interventions
A manager evaluates the performance-improvement initiatives that he or she has
imposed on the individual or workgroup. In the short term, you need to observe
the activity or behavior of your people; this is a Level 3 evaluation that determines
how successful you were in the short term. In the long term, you need to evaluate
the impact of the intervention on your group and on the organization as a whole;
this is a Level 4 evaluation that shows how effective you have been in the long term.
Figure 11-2 portrays the two levels of evaluation.

Your initial focus after employees go through training, or after an intervention
that you make, is to determine whether the employees are doing the job the way it
should be done. Note that it is not sufficient to determine the effectiveness of the
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FIGURE 11-2. MEASURING SHORT- AND LONG-TERM RESULTS
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intervention. Though you may have successfully changed employee behavior, you
need to evaluate whether this change has also positively impacted business results.
Remember, performance is both the activity and the results.

This is much more than an academic exercise. Managers need evaluations in
order to make decisions. Level 3 evaluations ensure that the investment in training
or other performance-improvement interventions has changed the behavior of the
employees. Level 4 evaluations determine the value of the training or other inter-
vention—in other words, was there a positive return on investment, or “Was the
pain worth the gain?”

There are many other reasons you should evaluate training and other perform-
ance-improvement initiatives. These include:

• Improving the quality of the training or other intervention

• Identifying the best performance-improvement strategies

• Identifying what else needs to be done to improve performance

You identified the measures you will use to determine your success and effective-
ness when you started the project, determining the performance gap and setting
the reasonable goal. When you described these in measurable terms, you included
measures of success and effectiveness. Whenever possible, use existing measures of
performance. For example, for sales performance, use actual sales data. For manu-
facturing, use existing measures for quantity, quality, time, and cost. For customer
service, use measures of customer satisfaction, customer retention, and referrals.
Using existing measures gives you a strong baseline as to the present level of per-
formance and any change that results from the intervention. Senior management is
more likely to see the impact of the intervention when you present changes in the
numbers that they routinely use to track performance.

A Level 3 Evaluation
In 1983, the Coast Guard Training Center in Petaluma, California, trained about
4,000 students in twenty-five courses, none of which had ever been systematically
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evaluated. While course content was periodically rewritten, no feedback was ever
obtained from the field to assess the effectiveness of the training. A more systematic
approach was necessary, and the best tool was evaluation.5

After the curriculum was rewritten to correspond with desired behavioral out-
comes for each course, surveys were sent to recent graduates and their supervisors.
The intent was to assess (1) how well the graduates were able to adopt the desired
behaviors, (2) how often those behaviors were evidenced on the job, and (3) how
important it was that graduates be able to adopt those behaviors. Open-ended ques-
tions were also asked of supervisors to determine what else the graduates should
have learned during the training that would have prepared them for their roles in
the field.

This systematic assessment led to a continuous refinement of the courses, mak-
ing the training more efficiently delivered and more relevant by removing material
of little value and adding needed topics. The time students spent in class was re-
duced as job aids were introduced. The net savings to the Coast Guard was $3
million a year recurring from a base cost of $9 million for student and instructor
salaries alone.

There are some critics who feel that self-reports are not reliable enough for Level
3 evaluations. While I agree that direct observation is a better Level 3 technique, it
is not always feasible. Coast Guard graduates are dispersed around the world upon
completion of training. The self-report feedback is the next best thing, obtained for
a fraction of the cost of other measurement methods. It is an example of the old
80/20 rule in action: for 20 percent of the cost, the Coast Guard gets 80 percent
of the information needed.

A Level 4 Evaluation

In 1995, Century 21 Real Estate Corporation redesigned the one-week training
program it provides to over 15,000 to 20,000 new real estate agents each year,
offered by more than 100 trainers in various locations. A pre- and post-test system
(Level 2 evaluation) was added to the participant evaluation (Level 1 evaluation)
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that had been used in the previous version of the course.6 In addition, to measure
the effectiveness of the training, the graduates’ progress was tracked through a sales-
performance system (Level 4 evaluation). That is, the number of sales, listings, and
commissions for each graduate was cross-referenced to the office where they worked
and the instructor who delivered the training.

While the initial goal of the evaluation was to measure the value of the training,
the more important return was in being able to provide feedback regarding the
actual performance of the graduates and to improve the performance of the sales
managers and instructors. Before this Level 4 evaluation, instructors were rated pri-
marily on feedback from the participant evaluations. By tracking the students’ per-
formance post-graduation, there was a better measure of instructor performance.

For example, when the graduates were tracked by office, different patterns of
success were observed. A typical class had eighteen to twenty-four new agents from
various offices in the same geographic area. In reviewing agents’ performance dur-
ing the six months that followed training, managers found unusual patterns of suc-
cess. For instance, several agents from the same office greatly outperformed agents
from another office who had taken the same course with the same instructor at the
same time. It soon became obvious that agents from some offices had a higher
probability of success than those from other offices. Graduates were then surveyed
to identify the differences in work environments that contributed to varying per-
formance. Not surprisingly, the high-performing graduates came from offices where
they received direction, had access to ongoing training, and received psychological
support. The low-performing graduates tended to be from offices where all or some
of these factors were not present.

Subsequently, the titles of the more than 100 trainers were changed to Sales
Performance Consultant. While still responsible for delivering the training, they
now worked with the field offices to better shape the environments to which the
graduates would return. About 120 business consultants were also given access to
the performance data so as to provide feedback to the brokers regarding the work
environment of their offices and the impact it was having on their new salespeople.

Another lesson learned concerned overreliance of Level 1 evaluations to assess
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the instructors’ performance. In one case, a trainer rated in the bottom third of all
trainers by his students was found to be one of the most effective when the first
three months’ performance of his graduates was examined. Why? During the course,
the trainer was running evening sessions that gave the students an immediate oppor-
tunity to practice what they had just learned. After hearing about how to make cold
calls to identify potential clients, the graduates would spend two hours that evening
making such calls and another hour debriefing what they had done. Some of them
made appointments to meet those prospects whom they contacted during the eve-
ning sessions during their training. While they were unhappy about working eve-
nings (as was reflected in the Level 1 evaluations), they were being much better
prepared for the working world.

Level 3 and Level 4 Evaluations as Part of the Intervention
Sometimes it is easier to sell the idea of more in-depth evaluations as an integral part
of the intervention rather than as a separate event. As was mentioned in Chapter 6,
the act of measurement encourages graduates of training programs to use what they
have learned in the classroom. While many organizations view evaluation as “nice
to have” at best, managers need to show that evaluations can be an important part
of the overall intervention strategy.

The very act of measuring performance encourages the use of what has been
learned in the training and reinforces desired changes that are associated with other
performance-improvement initiatives. This may be an application of the Hawthorne
Effect (the tendency of individuals and groups to perform better if they believe they
are being observed), in that the act of evaluation is a form of observation that leads
to increased performance.7 By tracking individual and collective performance after
training, a manager encourages use of what was learned in the classroom while
obtaining information that can be used to provide feedback to employees so they
can improve their performance. In tracking the progress in converting leads into
actual sales, and then evaluating this progress, salespeople become more motivated
to follow up leads that might otherwise have lapsed.
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Tips on Evaluating the Results of Performance-Improvement
Initiatives
Use the following tips to compile more in-depth evaluations of your performance-
improvement interventions.

• Evaluation should focus on intermediate goals (improving quality, customer ser-
vice, and cost reduction) as well as desired business outcomes (sales, profitabil-
ity, and market share).

• Use existing measurement systems where possible. Since they already exist, there
is baseline information available, management believes the metrics measure a
desired business outcome, and it’s cheaper than setting up a new evaluation
system.

• Evaluation should be used as part of the intervention itself. The act of measuring
encourages the use of what was learned. Evaluation improves transference.

• Use multiple measures so that performance is not driven by just one desired
outcome.

• Evaluation documents the improvement as your people move from their present
level of performance toward the desired level of performance.

• The work environment can be more important than the classroom experience
in determining what gets transferred back to the job.

A P P L I C AT I O N E X E R C I S E

Use Figure 11-3 to evaluate the ongoing analysis you have been developing for your
workgroup. (For a larger version of this and the other application exercise forms, visit
www.aboutiwp.com.)

• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •
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FIGURE 11-3. WORKSHEET FOR EVALUATION-OF-CHANGE EXERCISE

How will you evaluate the short-term success of the training your people receive or any interventions
you make as a manager?

How will you evaluate the long-term success of the training your people receive or any interventions you
make as a manager?

List the business metrics your organization uses to measure results.

How are you going to link the results your workgroup gets with what your organization already
measures?
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“Change agents either come with

thick skin or develop a lot of scar

tissue.”

— R O G E R C H E V A L I E R

C H A P T E R 1 2

The Manager as Change Agent:
A Case Study

This chapter is a case study based on personal experience and involving a six-year
process to change the culture and performance of a major training center.1 The
program was born during a meeting with my future boss in a hotel bar. Over a
couple of drinks, we mapped out our strategy for change at the Coast Guard Train-
ing Center in Petaluma, California. Little did we know the impact of our plan,
which would ultimately influence the way the Coast Guard trains its people.

I had worked with Captain Dick Marcott before, when I was in charge of the
leadership and management school on the West Coast and he was in charge of the
entire Coast Guard leadership program. He was assigned to become the command-
ing officer of the Coast Guard’s west coast training center, and I was assigned to be
in charge of the training division. Captain Marcott had insight into the culture of
Training Center Petaluma because he was about to leave his present assignment as
the head of the Coast Guard’s training and education division, where he oversaw
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the operations of all of the Coast Guard’s training centers. I also had some insight
into Training Center Petaluma as that was where I had headed to leadership and
management school four years before.

We started planning our strategy for change by sketching the change model
described in Chapter 10. At first I thought he would play the role of the directive
change agent and I would get to be the participative change agent. Then he told
me that I would be the directive change agent and that he would be there to cover
my back. Thus, we would need to find other staff members to play the participative
change roles.

We knew that we did not have a complete picture of the situation but we could
identify some of the performance gaps. In general terms, we knew that the efficiency
and effectiveness of the training were not acceptable. My role initially was to get a
clearer picture of these performance gaps and uncover the driving and restraining
forces that shaped the center’s present level of performance.

Captain Marcott then told me to call one of his staff officers and get a set of
orders to spend one day at the Coast Guard Training Center on Governors Island
in New York City, one day at the Coast Guard Training Center in Yorktown, Vir-
ginia, and two days with Charlie Swaringen. I asked who Charlie Swaringen was
and was told I’d find out shortly. It turned out that Charlie was a civilian education
specialist at the Coast Guard Training Center in Elizabeth City, North Carolina,
and that the center there was the most advanced at using a systematic approach to
training design and development. Charlie was one of the giants upon whose shoul-
ders I would stand.

The Overall Situation
The training division at Petaluma consisted of 115 instructors, instructional design-
ers, and support personnel who were responsible for assessing the need for training
and then designing, delivering, implementing, and evaluating twenty-five courses
delivered to 4,000 students a year. My responsibility was to create and implement a
new mission, vision, and culture that would make the training more efficient and
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effective, as measured by reduced training costs and by improved performance of
the graduates when they return to the field.

After arriving, I discussed present and desired levels of performance with key
staff and observed performance at the training center; I used a lot of “management
by wandering around” to accomplish this. I then met with key members of my staff,
first individually and then as a group, to gain their input on uncovering the driving
and restraining forces that influenced performance.

Present performance left a lot to be desired. There were performance gaps in
the way the need for training was assessed, the way it was designed and developed,
the way it was delivered in the classrooms, and the way it was evaluated. While the
staff appeared to be working hard, they were not doing the right things.

Many restraining forces would have to be eliminated or weakened if perform-
ance was to improve. There was a lack of clear expectations, feedback, and perform-
ance coaching at all levels. There were no clearly defined processes and procedures
for analysis, design, development, and evaluation. There was a lack of necessary
equipment, with only two obsolete computers for the entire division. The evalua-
tion and reward systems were not measuring and rewarding the right behaviors.
Instructors and staff were not being properly selected, based on their motives, ca-
pacity, knowledge, and skills. The Performance Analysis Worksheet showing the
performance gaps and the driving and restraining forces is displayed as Figure 12-1.

Rationale for the Analysis and Changes Made
The following comments will explain why the Performance Analysis Worksheet fac-
tors were placed and weighted as shown in Figure 12-1. Both analyses and subse-
quent solutions are given beginning on page 174.

(text continued on page 174)
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FIGURE 12-1. PERFORMANCE ANALYSIS WORKSHEET FOR CASE STUDY

Present Level of Performance: A training division staff that was working hard but was
neither efficient nor effective in the way it developed and delivered training.

Desired Level of Performance: A nationally recognized training organization that uses
systematic assessment and continuous improvement to deliver training efficiently and ef-
fectively.

Reasonable Goal: Have a systematic approach for the assessment, design, development,
implementation, and evaluation of training in place within one year.

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .

relevant feedback . . . . . . . .

relevant guides . . . . . . . .

performance coaching . . . . . . . .

Resources
materials/tools . . . . . . . .

time . . . . . . . .

clear processes/procedures . . . . . . . .

safe/organized environment . . . . . . . .

Incentives
financial incentives . . . . . . . .

other incentives . . . . . . . .

enriched jobs . . . . . . . .

positive work environment . . . . . . . .

Motives
motives aligned with work . . . . . . . .

employees desire to perform . . . . . . . .

expectations are realistic . . . . . . . .

recruit/select the right people . . . . . . . .
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Capacity

capacity to learn . . . . . . . .

capacity to do what is needed . . . . . . . .

recruit/select the right people . . . . . . . .

emotional limitations . . . . . . . .

Knowledge/Skills
required knowledge . . . . . . . .

required skills . . . . . . . .

placement . . . . . . . .

cross-trained . . . . . . . .
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .
Analysis: Expectations of individual and group performance for all levels of personnel were not
aligned with what was needed to be done to close the performance gap. Solution: Meetings were
held with managers and staff to make sure that all personnel were aware of the new standards for
performance.

relevant feedback . . . . . . . .
Analysis: Feedback at all levels was reinforcing the present level of performance. Solution: Once
expectations were made clear, feedback was regularly given to individuals and groups on their
willingness to change and their progress in doing so.

relevant guides . . . . . . . .
Analysis: Guides for the analysis, design, development, implementation, and evaluation of training
either did not exist, were not used, or were not aligned with what was needed to improve perform-
ance. Solution: Guides were developed to assist staff members in their roles as course designers
and as instructors.

performance coaching . . . . . . . .
Analysis: While some coaching was taking place, it focused on maintaining the present level of
performance. Solution: A new performance-management system was developed that solicited em-
ployees’ input on their own performance. This provided an opportunity for ongoing coaching and
development.

Resources
materials/tools . . . . . . . .

Analysis: Much of the required equipment for designing and delivering training was either obsolete
or nonexistent. Solution: New equipment was purchased, including computers to support course
design and development of training materials.

time . . . . . . . .
Analysis: Most of the staff were working around 50 hours per week but were not doing the right
things. More time would be necessary to make the needed changes. Solution: Nonproductive work
was identified and reduced so that more time was available to make the needed changes. Key staff
members were moved to positions that made them more responsive to doing what was needed to
improve performance.

clear processes/procedures . . . . . . . .
Analysis: Processes and procedures for the analysis, design, development, implementation, and
evaluation of training either did not exist, were not used, or were not aligned with what was
needed to improve performance. Solution: Clearly defined processes and procedures for analyzing,
designing, developing, delivering, and evaluating training were developed.

safe/organized environment . . . . . . . .
Analysis: While the work environment was safe, it was not properly organized, since there was no
systematic approach to developing and delivering training. Solution: The division was reorganized
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
to reflect the needed changes. While training was decentralized, those responsible for analysis,
design, development, and evaluation reported to a centralized staff that ensured consistency of
activities and results.

Incentives
financial incentives . . . . . . . .

Analysis: Financial incentives were not available in the military compensation system.

other incentives . . . . . . . .
Analysis: Medals and other awards were used infrequently and reinforced the wrong behaviors.
Solution: Praise was given and medals awarded to those who made the most progress toward
meeting the new standards.

enriched jobs . . . . . . . .
Analysis: The jobs of those who developed and delivered the training were very enriched, requiring
a variety of skills and individual responsibility. Solution: New roles and responsibilities further
enriched the number of skills and the amount of individual responsibility required.

positive work environment . . . . . . . .
Analysis: The work environment was positive, although it reinforced the wrong behaviors. Solu-
tion: This eventually led to a more positive work environment where personnel had greater oppor-
tunity to develop new skills.

Motives
motives aligned with work . . . . . . . .

Analysis: The course developers and instructors wanted to do the best job possible, although the
mid-level managers were content to do “business as usual.” Solution: The desire to change was
rewarded while some mid-level managers had to be removed because they were seen as barriers to
improving performance since they resisted the change effort.

employees desire to perform . . . . . . . .
Analysis: The staff wanted to do things right, but the mid-level managers wanted to maintain what
was already being done. Solution: The new work environment encouraged a higher level of per-
formance that was routinely rewarded.

expectations are realistic . . . . . . . .
Analysis: Expectations were aligned with the present level of performance, not the desired level of
performance. Solution: While there were some doubts about the new standards, the staff met or
exceeded all expectations.

recruit/select the right people . . . . . . . .
Analysis: Many members of the staff were assigned for reasons other than being the best people
available to perform the roles needed to develop and deliver training. Solution: New standards for
selection of instructors and managers were developed and used, resulting in better-qualified people
who supported the change effort. All new personnel were handpicked using the same guidelines
that included recent experience in what they would instruct, interpersonal skills, and a genuine
concern for others.
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Capacity

capacity to learn . . . . . . . .
Analysis: Despite poor selection methods, many of the personnel had the capacity to learn what
was needed to be successful. Solution: Better selection methods provided people with the capacity
to learn and do what was needed to be successful.

capacity to do what is needed . . . . . . . .
Analysis: Despite poor selection methods, many of the personnel had the capacity to do what was
needed to be successful. Solution: Better selection methods provided people with the capacity to
learn and do what was needed to be successful.

recruit/select right people . . . . . . . .
Analysis: Some personnel were very qualified and would adapt to the new requirements, while
others would not. Solution: All new personnel were selected to ensure that they had the necessary
skills and attributes to be successful. Those who were not successful in the new environment were
“selected out.”

emotional limitations . . . . . . . .
Analysis: Most of the staff was willing to make the needed changes, although there was resistance
from the mid-level managers. Solution: Six out of twelve mid-level managers were replaced during
the first year by managers who were committed to the change effort.

Knowledge/Skills

required knowledge . . . . . . . .
Analysis: Personnel lacked the necessary knowledge to properly analyze, design, develop, imple-
ment, and evaluate training. Solution: With the staff being selected based on their experience,
interpersonal skills, and caring about others, they responded well to the training provided to im-
prove their ability to develop and implement training.

required skills . . . . . . . .
Analysis: Personnel lacked the necessary skills to properly analyze, design, develop, implement,
and evaluate training. Solution: Following training, staff members were coached and developed in
a positive work environment to develop the necessary skills to be successful.

placement . . . . . . . .
Analysis: Many personnel were not placed in roles that would capitalize on what they had to offer.
Solution: Some staff members were better suited for analysis, design, development, and evaluation
of training, while others were better suited for delivery of the training. Staff members were placed
accordingly.

cross-trained . . . . . . . .
Analysis: There was no ongoing exchange of roles to ensure mutual understanding and support
between those who delivered the training and those who developed it. Solution: Where possible,
staff members were cross-trained to ensure that they understood how their roles impacted others.
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Implementing the Change
My role in the process was to orchestrate the change in a way that corresponded
with the way the training division did business. My most important job was to
clearly communicate the change in expectations that would accompany a change in
operations. In essence, I prepared the personnel for change. For example, I met
everyone in the division at an “all hands” meeting that was held in the base theater
at the close of a work day. I was presenting my vision of the future training center
when I was asked, “Commander, if I understand you right, the students are now
the most important people in the training division?”

I responded, “Chief, the students are not only the most important people in the
division, they are the only reason we are here.” I then added that instructors, who
were previously considered to have the most important role in the division, had
been moved down two notches because I had also elevated the course designers to
the second position in this new pecking order.

Another example of how I communicated the new expectations was in the way
I changed the performance-management system. The formal system had required
that all personnel be evaluated in just three areas: proficiency, leadership, and con-
duct. In addition, evaluations under the old system were inflated, with most instruc-
tors receiving a perfect score, which made the system useless for improving
performance. I added a new form to be completed by each division member before
he would be evaluated every six months; the form included a brief description of
the individual’s role, a list of five accomplishments for the period, a list of five things
he had done to develop professionally, and a list of three things he had done in the
community to represent the Coast Guard in a good light. The purpose of the form
was to communicate the new expectations and encourage acceptance of these stan-
dards by linking the descriptions to the performance appraisal.

The phrase that I embraced in my role of directive change agent was “Lead,
follow, or get out of the way.” I wanted people who were committed to the change
and who would help lead the change. If I couldn’t get commitment, I would accept
compliance if they just went along with the change. If I couldn’t get compliance, I
would help them get another assignment so that I could select a better replacement.
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In summary, I was responsible for communicating the overall vision; guiding the
development of new training programs for the staff; developing the new perform-
ance-management system; implementing a structured way for the analysis, design, de-
velopment, implementation, and evaluation of training; measuring outcomes;
rewarding desired performance; and holding the staff accountable for shortfalls.
While a directive change was necessary to communicate the new expectations and
to overcome inertia, it would have a limited impact in the long term if it were not
complemented with elements of participative change. To accomplish the participa-
tive change, I identified key informal leaders from the existing staff and brought in
talented new personnel to assist. My job was to “turn up the heat,” while theirs was
to “put out the fires” by working with personnel who were willing to change.

A purely participative change strategy was considered but ruled out since it would
not overcome the inertia, yield the systems needed for management and instruc-
tional design, or deal with those who would not accept the needed changes. How-
ever, I worked with key staff members to identify the important components of the
change strategy. We first looked at elements of a participative-change strategy to
identify ways to change the knowledge and skills of the staff. For instance, we brought
in an outside consultant to present several different evening programs on adult
learning theory and instructional design. We sent some of the staff to other organi-
zations to benchmark what was being done. We implemented a new performance-
management system to communicate expectations, encourage greater participation,
and provide behaviorally specific feedback. We complemented these initiatives with
a systematic evaluation of all training programs, measurements of results, and re-
wards for greater training efficiency and effectiveness. I also changed the performance-
management and reward systems to reflect the new ways of doing business and new
desired results. Members of my immediate staff played participative-change roles by
training the staff, listening to their concerns, facilitating problem-solving groups,
and gaining commitment from the staff.

As described in Chapter 11, the Level 3 evaluation of the change effort consisted
of a survey sent to graduates and their supervisors. The goal was to determine the
level at which graduates were able to perform, the frequency with which certain
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tasks were done, the importance of those tasks, and what else should have been
taught. This provided the information we needed to eliminate extraneous material,
add new topics, and identify potential job aids. The performance baseline allowed
us to measure improvements in the preparation of students for the field as we re-
duced the time it took to train them. This also prepared personnel for further
changes based on feedback from customers.

Based on the systematic assessment and continuous improvement process of a
Level 3 evaluation, we were able to save our organization $3 million in recurring
training expenses. Roughly $2 million was saved in student salaries by reducing
training time, and another $1 million was saved in instructor salaries with reductions
in staff. Because of the service nature of our organization, a Level 4 evaluation was
too difficult and expensive to do. Nevertheless, the Level 3 evaluation provided
information to make our training more efficient and effective. Other measures of
success included feedback from our parent organization regarding the improved
curriculum outlines, organizational awards for improved efficiency, and professional
association awards for our performance-improvement efforts.

Results

The performance of the training center was so improved that it received two consec-
utive Unit Commendations from the Coast Guard for two-year periods ending in
1987 and 1989. In 1989, six years after the change process was begun, the training
center was recognized by the Armed Forces Chapter of the National Society for
Performance and Instruction (NSPI) as the Military Training Organization of the
Year for 1988.

But the results went much further, influencing the entire Coast Guard training
system. The methodologies for analysis, design, development, implementation, and
evaluation were exported to the other Coast Guard training centers through a Per-
formance Systems School that was developed to train instructors and designers from
all the other training centers. The efforts made at the training center in Petaluma
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were part of a culture change that led to improved methodologies for training all
Coast Guard personnel.

Tips on Being a Change Agent
• Be sure you have the support of your seniors and peers before implementing

change.

• Analyze before you act; the most obvious solution usually treats a symptom
rather than the underlying causes.

• Multiple solutions are necessary for complex problems.

• Create and communicate a clear vision of the desired future state.

• While the end (improved performance) is very often not negotiable, the means
(how the change is done) usually is.

• Be prepared for resistance to change.

• Measure your results in terms that senior management will understand.

• Managers who successfully implement change might not win popularity contests
but are invaluable to the continued success of their organizations.

Note
1. Roger Chevalier, “Systematic Change,” Performance and Instruction 29, no. 5 (May/June

1990): 21–23.
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Synergy: when the whole is greater

than the sum of the parts.

C H A P T E R 1 3

Using All the Tools

This book has presented a number of tools for the management toolbox. While
there is value in each tool individually, their real power is unleashed when used
together. The whole really is greater than the sum of its parts. This chapter reviews
the major tools and describes how to combine them. However, to realize their full
value, you need to bring two important elements to the process: your work experi-
ence and your belief in developing people to their fullest potential.

Performance Coaching

The performance-coaching process, introduced in Chapter 1 and reproduced here
in Figure 13-1, embraces what you need to do to develop your employees. Perform-
ance coaching complements nearly every performance-management and/or ap-
praisal system; the process presented in this book provides a structure for the way
you can interact with employees during the appraisal periods. As explained in Chap-
ter 1, the process begins with planning, communicating expectations regarding ac-
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FIGURE 13-1. THE PERFORMANCE-COACHING PROCESS.

The Performance-Appraisal Period
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Provide timely feedback

Adjust goals & activities
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The Performance-Coaching Process
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tivities and results, and developing a game plan for the appraisal period. During the
entire period, you routinely observe the performance of your employees, provide
timely and specific feedback, keep good records, and adjust the goals as necessary.
The process ends with a counseling session that focuses on reinforcing positive per-
formance and urging continued development of areas that fall short. The counseling
session itself begins by soliciting input from your employees as to how they see their
performance, and reviewing your records before counseling them and then writing
your appraisals.

Situational Leadership
The Situational Leadership Model, as presented in Chapter 2 and reproduced here
in Figure 13-2, is a structure for analyzing the readiness of your employees to do
specific tasks based on their willingness and ability and then choosing the appro-
priate leadership style. You vary the amount of direction and support you give em-
ployees, based on their willingness and ability to do specific tasks during the
performance-appraisal period.

When beginning the performance-coaching process, vary your leadership style
based on the employee’s readiness level. For low-readiness personnel, you will need
to communicate your performance expectations clearly in order for the individuals
to be successful. For high-readiness personnel, you can encourage the individuals
to participate in the goal-setting process for those activities they need to do well to
be successful. Similarly, you will observe and give feedback to low-readiness employ-
ees but provide feedback on goal accomplishment to high-readiness employees.

Performance Counseling
The Performance Counseling Guide, introduced in Chapter 3 and reproduced here
in Figure 13-3, is based on the principles of Situational Leadership and describes
how to lead employees in a formal counseling session. In essence, you back through
the model from Style 4 to Style 3 to Style 2 (S4, S3, S2) as you assess the readiness
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FIGURE 13-2. THE SITUATIONAL LEADERSHIP� MODEL

© Copyrighted material. Adapted with permission of Center for Leadership Studies,
Escondido, CA 92025. All rights reserved. For more on Situational Leadership®, call

760-741-6595 or e-mail info@situational.com.
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FIGURE 13-3. THE PERFORMANCE COUNSELING GUIDE SHOWING LEADERSHIP
STYLE MATCHED TO FOLLOWER READINESS

Performance Counseling Guide
Assessment of Follower Readiness

S4: Prepare
Low Direction
Low Support

1. Observe, monitor, and
track performance.

2. Review your records
and employee input.

3. Set counseling goals
and develop a strategy.

S3: Assess
Low Direction
High Support

1. Build rapport, trust, and
personal power.

2. Begin session with
open-ended questions.

3. Identify issues and
problem ownership.

S2: Diagnose
High Direction
High Support

1. Focus discussion with
direct questions.

2. Identify readiness level
for each issue.

3. Select an appropriate
leadership style.

Selection of Leader’s Style Matched to Follower Readiness
Able &

willing &
confident

Able but
unwilling or

insecure

Unable but
willing or
confident

Unable &
unwilling or

insecure

R4 R3 R2 R1

S4: Follow Up
Low Direction
Low Support

1. Document session in
performance record.

2. Follow through on all
commitments.

3. Observe, monitor, and
track performance.

S3: Reinforce
Low Direction
High Support

1. Reinforce self-worth
and self-esteem.

2. Assess understanding
and commitment.

3. Encourage, support,
motivate, and empower..

S2: Develop
High Direction
High Support

1. Discuss activities/goals
to improve performance.

2. Reach agreement on
best course of action.

3. Guide, persuade,
explain, and train.

S1: Prescribe
High Direction
Low Support

1. Clearly communicate
expectations and goals.

2. Define role as both
means and ends.

3. Inform, describe,
instruct, and direct.
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of your employees to do specific tasks. You also assess the location of problems in
terms of how you and the employees see the situation.

After you’ve assessed your employees’ readiness levels, you chose the appro-
priate leadership style for your intervention. You should use an S1, describing what
needs to change and clearly communicating your expectations when you have an
employee who is neither willing nor able to change, or does not see the performance
problem at all. However, for an employee who sees the problem and is willing to
change, S2 will do the job. S3 is used to provide feedback to an employee who is
performing to standard but who lacks confidence. Lastly, S4 is for an employee who
is truly willing and able to do the job.

Job Enrichment
Chapter 4 discussed employee needs and motivation. While it is good to know that
employees do things to satisfy their own personal needs, the business application of
this information is found in job enrichment. You satisfy lower-level needs for sur-
vival, security, and social interaction by providing acceptable policies, supervision,
interpersonal relationships, salary, security, and low impact of the job on personal
life before you can attempt any job enrichment.

Job enrichment is a way you can build opportunities for individuals to fulfill
their higher-level needs by providing chances for achievement, responsibility, recog-
nition, personal growth, and enjoyment of the work itself. You should review your
employees’ jobs to see how you can add to their personal satisfaction. Figure 13-4
presents a summary of the core dimensions of job enrichment that were presented
in Chapter 4.

Building a High-Performance Team
There are a number of factors necessary to build a high-performance team. Selection
in, training and development, and selection out all ensure that you have the right
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FIGURE 13-4. JOB ENRICHMENT AS AN INTERVENTION

Job Enrichment
Task identity: Employees can identify with the final product and are not isolated from the results;
employees produce an identifiable product that they can take pride in making.

Task significance: Employees can see how their work affects the finished product, the others they work
with, and the customers who will use the product.

Variety of skills: Employees use many different skills to complete their work.

Autonomy: Employees make decisions regarding how the work process is done, such as the production
schedule and procedures to do the job.

Feedback: Employees receive timely, specific feedback on the quality of their work.

Responsibility: Employees are given responsibility for the completion of the tasks.

employees in place. As a manager, you must also ensure that there is enough task
behavior (direction) to keep the group focused, enough maintenance behavior
(support) to keep the group together, and enough outlets for personal behavior.

You also should identify the informal groups, the informal leaders, and the un-
official norms for your workgroup. These need to align with the organization’s
culture, policies, and regulations. The greater the alignment of your workgroup and
the organization, the more productive it will be. Figure 13-5, presented in Chapter
5 as Figure 5-1, describes this needed alignment.

Identifying Performance Shortfalls

Another important role you have as a manager is to identify performance shortfalls.
One of the best ways to do this is to compare present and desired levels of perform-
ance in terms of quantity, quality, time, and cost. After setting these two endpoints,
you identify a reasonable goal that lies between them and that can be accomplished
in a relatively short time. Figure 13-6, introduced in Chapter 6, describes this
process.

PA

(text continued on page 192)

................. 16248$ CH13 01-08-07 15:28:47 PS



190
S

Y
N

E
R

G
Y

FIGURE 13-5. COMPETING FORMAL AND INFORMAL ORGANIZATIONAL STRUCTURES

               Organizational Alignment
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FIGURE 13-6. SETTING A REASONABLE GOAL
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Analyzing the Causes
Once a performance gap has been described and the reasonable goal set, you then
need to identify why performance is at its present level. All too often, a manager
focuses on the employees as the cause of performance shortfalls, yet research has
shown that about 85 percent of such shortfalls are the result of the work environ-
ment. For this reason, you begin your analysis by focusing on the work environ-
ment.

The work environment includes the information you provide as manager, the
resources you make available to the employees, and the measurement and incentive
systems that are in use. Many information factors overlap with the performance-
coaching, leadership, and counseling tools already discussed, and they include clear
expectations, timely feedback, relevant guides, and adequate coaching. Resources
include time, equipment, materials, processes and procedures, and a safe work envi-
ronment. Measurement and incentives include how performance is measured and
rewarded, whether jobs are enriched, and how positive your employees find the
overall work environment.

You must also look at your employees to see whether they are motivated, have
the capacity to do and learn, and have the necessary knowledge and skills to be
successful on the job. Employee motives must be aligned with what your organiza-
tion can provide if individuals are to sustain positive performance. Employees
should be selected for their motives and for their capacity to learn and do the job.
Lastly, you need to examine whether your employees have the necessary knowledge
and skills to do the job.

Do not think about developing solutions to close the performance gap before
you have adequately identified its causes. In management, as in medicine, prescrip-
tion without diagnosis is malpractice. Figure 13-7 here repeats Figure 7-5 and iden-
tifies the potential causes of performance gaps.

Performance Analysis Worksheet
The Performance Analysis Worksheet, depicted here as Figure 13-8, but introduced
in Chapter 7 as Figure 7-7, is a way to systematically analyze and display the present
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FIGURE 13-7. MODEL FOR ANALYZING POTENTIAL CAUSES OF PERFORMANCE
GAPS

Cause Analysis Model
Work Environment

Information Resources Incentives

1. Roles and performance ex- 1. Materials, tools, and time 1. Measurement and reward
pectations are clearly de- needed to do the job are systems reinforce positive
fined; employees are given present. performance; financial and
relevant and frequent feed- 2. Processes and procedures nonfinancial incentives are
back about the adequacy of are clearly defined and en- present.
performance. hance individual perform- 2. Jobs are enriched to allow

2. Clear and relevant guides ance if followed. for fulfillment of employee
are used to describe the 3. Overall physical and psy- needs.
work process. chological work environ- 3. Overall work environment

3. Leadership and coaching ment contributes to is positive, where employ-
guide employee perform- improved performance; ees believe they have an op-
ance and development. work conditions are safe, portunity to succeed;

clean, organized, and con- career-development oppor-
ducive to performance. tunities are present.

Individual

Knowledge and Skills Capacity Motives

1. Employees have the neces- 1. Employees have the capac- 1. Motives of employees are
sary knowledge, experi- ity to learn and do what is aligned with the work and
ence, and skills to do the needed to perform success- the work environment.
desired behaviors. fully. 2. Employees desire to per-

2. Employees with the neces- 2. Employees are recruited form the required jobs.
sary knowledge, experi- and selected to match the 3. Employees are recruited
ence, and skills are realities of the work situa- and selected to match the
properly placed to use and tion. realities of the work situa-
share what they know. 3. Employees are free of emo- tion.

3. Employees are cross- tional limitations that
trained to understand each would interfere with their
other’s roles. performance.
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FIGURE 13-8. BLANK PERFORMANCE ANALYSIS WORKSHEET

Present Level of Performance:

Desired Level of Performance:

Reasonable Goal:

Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Information

clear expectations . . . . . . . .

relevant feedback . . . . . . . .

relevant guides . . . . . . . .

performance coaching . . . . . . . .

Resources
materials/tools . . . . . . . .

time . . . . . . . .

clear processes/procedures . . . . . . . .

safe/organized environment . . . . . . . .

Incentives
financial incentives . . . . . . . .

other incentives . . . . . . . .

enriched jobs . . . . . . . .

positive work environment . . . . . . . .

Motives
motives aligned with work . . . . . . . .

employees desire to perform . . . . . . . .

expectations are realistic . . . . . . . .

recruit/select the right people . . . . . . . .
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Factors Driving Forces Restraining Forces

+4 +3 +2 +1 0 �1 �2 �3 �4
Capacity

capacity to learn . . . . . . . .

capacity to do what is needed . . . . . . . .

recruit/select the right people . . . . . . . .

emotional limitations . . . . . . . .

Knowledge/Skills
required knowledge . . . . . . . .

required skills . . . . . . . .

placement . . . . . . . .

cross-trained . . . . . . . .

and desired levels of performance, to set the reasonable goal, and to identify the
impact of the driving and restraining forces on closing the performance gap. Driving
forces have different strengths, which you evaluate from a low of �1 to a high of
�4. Restraining forces also have different strengths, which you evaluate from a low
of �1 to a high of �4.

The completed Performance Analysis Worksheet gives you a snapshot of the
performance gap and its causes. From that, you identify the factors that you have the
ability to change and others that are out of your control. For a complex problem, it
is not unusual to have many possible factors that you must change in order to
improve performance.

Selecting the Solutions
Once you have determined the factors working for and against you, in order to
close the performance gap, you select the best combination of solutions. As shown
in Figure 13-9, and as originally introduced as Figure 9-2, you need to leverage the
less expensive environmental factors (information, resources, and incentives) against
the more expensive and usually less effective individual factors (motives, capacity,
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FIGURE 13-9. LEVERAGING MULTIPLE PERFORMANCE SOLUTIONS
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and knowledge). Another application of this idea is to complement the training
your employees will receive with clear expectations, feedback, and coaching, as well
as to make sure that the necessary time, equipment, processes, and procedures are
present and that the desired behaviors are measured and rewarded.

Implementing Change
It is necessary to take a balanced approach to implementing change. Participative
change strategies, such as training and shared decision making, should be comple-
mented with directive change strategies, such as consistent operating procedures
and measurement systems. Figure 13-10, introduced originally as Figure 10-2,
shows the relationship between participative and directive change. Participative
change has great value in getting employees’ commitment, but it can take a long
time to have an effect. It requires that you have personal power with your people as
they allow you to lead because of their respect for your personality, competence,
and integrity. Directive change is quicker but might result in compliance only and
might not have a lasting effect. It requires that you have position power with the
authority to use rewards and sanctions for compliance. The best change strategies
use aspects of both participative and directive change.

Evaluating Performance (Activities and Results)
Evaluation is necessary to encourage employees to do what they have learned and
to evaluate the results of an intervention. Figure 13-11, introduced in Chapter 11
as Figure 11-1, organizes the types of interventions and the resulting activities and
results. While many of the training interventions are controlled by others, you are
still responsible for evaluating the results of the training and the other training and
nontraining interventions you try. The training interventions that others provide
should be evaluated using the the four levels described in Chapter 11.

As a manager, you have an investment in the training of your people. When they
receive some form of classroom training, you have an opportunity cost for having
them off the job to attend the training. When you train them on the job, your time
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FIGURE 13-10. LEVELS OF CHANGE
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FIGURE 13-11. INTERVENTIONS, ACTIVITIES, AND RESULTS

Training Nontraining
Interventions Interventions Activities Results/Value

• Classroom • Information* Individual Behaviors • Quantity**
• Simulator • Documentation* and Organizational • Quality**
• Laboratory • Feedback* Behaviors • Time**
• Computer-Based • Job aids* • Work practices • Cost**

Training (CBT) • Workplace design* • Work processes • Productivity**
• Self-study • Organizational • Sales**
• On-the-job training* structure* Mitigating Factors • Calls on warranty**
• Mentoring* • Empowerment* • Leadership/coaching* • Customer retention**
• Coaching* • Measurement* • Measurement* • Profitability**
• Team building* • Consequences* • Incentives* • Market share**

(rewards/sanctions) • Tools/equipment*
• Staffing*
• Culture

*Controlled by you *Controlled by you *Controlled by you **Measured outputs

is another factor in the cost. With this investment you are making in training, you
should be sure that your employees actually change the way in which they perform
and that there is an actual return on investment as measured by increased productiv-
ity (quantity) and quality and/or decreased time and cost of production.

For your training and nontraining interventions, measure whether the behavior
of your employees actually changes and whether the change increases productivity
and quality, as well as decreases the time and cost of production.

Synergy in Conclusion
Never lose track of the fact that you create the work environment for your people.
They will either excel or flounder based on the work environment you create with
your coaching, leadership, counseling, and team-building skills, as well as the way
in which you analyze performance gaps and causes, identify and implement solu-
tions, and measure results. My hope is that you will use the tools presented in this
book and will return to this book again and again as you see positive results each
time.
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Resources and Additional Reading

Internet Resources
For more information about the background to this book and to download full-size
versions of the application exercises, visit the author’s website at www.aboutiwp
.com where you will find several articles that provide more in-depth material that
served as the basis for this book.

For more information on Situational Leadership�, visit the Center for Leadership
Studies at www.Situational.com.

For many exceptional free learning resources from Marshall Goldsmith, visit www
.marshallgoldsmithlibrary.com.

For more information on performance improvement, visit www.ispi.org where you
will learn more about the International Society for Performance Improvement. Also
visit www.performancexpress.org for a free monthly newsletter with short articles
on performance improvement.

For three great articles on organizational change, partnering, and leadership, visit
www.vanguardc.com.

For more information on the relationship between training and performance, visit
Harold D. Stolovitch & Associates at www.hsa-lps.com.
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For more information on the role of training in performance improvement, visit the
Center for Effective Performance at www.cepworldwide.com.

Books to Further Your Development in Leadership, Coaching, and
Performance Improvement
Management of Organizational Behavior, Eighth Edition, Paul Hersey, Kenneth H.
Blanchard, and Dewey E. Johnson (Upper Saddle River, N.J.: Prentice Hall, 2001).
From the creators of Situational Leadership, one of the most successful manage-
ment books ever written.

Handbook of Human Performance Technology, Third Edition, James A. Pershing,
editor (San Francisco: Pfeiffer, 2006). A comprehensive collection of articles from
some of the best performance improvement professionals.

Coaching for Leadership, Marshall Goldsmith, Laurence Lyons, and Alyssa Freas,
editors (San Francisco: Jossey-Bass/Pfeiffer, 2000). A great collection of articles on
leadership and coaching from a variety of authors.

Coaching for Leadership, Second Edition, Marshall Goldsmith and Laurence Lyons,
editors (San Francisco: Pfeiffer, 2006). The second edition with many new authors
and articles on leadership and coaching.

Training Ain’t Performance, Harold D. Stolovitch and Erica J. Keeps (Alexandria,
Va.: ASTD Press, 2004). An exceptional presentation of the relationship between
training and performance.

Fundamentals of Performance Technology, Second Edition, Darlene M. Van Tiem,
James L. Moseley, and Joan Conway Dessinger (Silver Spring, Md.: International
Society for Performance Improvement, 2004). An excellent resource for those who
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want more information on the systematic and systemic approach used in improving
performance.

Conquering Organizational Change, Pierre Mourier and Martin Smith (Atlanta,
Ga.: CEP Press, 2001). A great resource for those interested in understanding the
process of organizational change.

Evaluating Training Programs, Third Edition, Donald Kirkpatrick and James D.
Kirkpatrick (San Francisco: Berrett-Koehler, 2005). The best book around on eval-
uation of training and other performance improvement interventions.

The Performance Appraisal Question and Answer Book, Dick Grote (New York:
AMACOM, 2002). Addresses more than 140 commonly asked questions about the
dreaded appraisal process, with straightforward, practical answers for managers and
HR practitioners alike.

Coaching, Counseling & Mentoring, Second Edition, Florence M. Stone (New
York: AMACOM, 2007). Distinguishes between three performance improvement
techniques and when each is most appropriate.

The Nature of Leadership, B. Joseph White with Yaron Prywes (New York: AMA-
COM, 2007). A unique and exceptionally readable view of what it takes to be a
great leader, including a survey to help you identify your strengths, preferences, and
self-development needs.

Beyond Training and Development, Second Edition, William J. Rothwell (New York:
AMACOM, 2005). A comprehensive, step-by-step guide to move ‘‘Training’’ from
a concentration on quick fixes to become a driver of long-term, demonstrable
human performance improvements across the organization.
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Articles and Book Chapters by Roger Chevalier
The following articles and book chapters (some of which appear in the books listed
above) will provide background information that served as the basis for this book:

‘‘Leadership in Performance Consulting,’’ Handbook of Human Performance Tech-
nology, Third Edition.

‘‘Situational Leadership and Executive Coaching,’’ with Paul Hersey, Coaching for
Leadership, Second Edition.

Foreword to Human Performance Technology Revisited, Roger Chevalier, editor
(Silver Spring, Md.: International Society for Performance Improvement, 2004).

‘‘Evaluation: The Link Between Learning and Performance,’’ Performance Improve-
ment, vol. 43, no. 4 (April 2004), pp. 40–44.

‘‘Updating the Behavioral Engineering Model,’’ Performance Improvement, vol.
42, no. 4 (May/June 2003), pp. 8–13.

‘‘Performance Consulting: Job Aids for Interacting with Clients,’’ Performance Im-
provement vol. 40, no. 1 (January 2001), pp. 28–31.

‘‘Situational Leadership and Performance Coaching,’’ with Paul Hersey, Coaching
for Leadership.

‘‘HPT: The Power to Change,’’ Performance Improvement, vol. 39, no. 1 (January
2000), pp. 23–25.
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levels of, 159
overreliance on Level 1, 163–164
of training, 158–159

expectations, 102, 109
defining, 11
manager vs. employees, 18

feedback, 139
from customer on sales calls, 138
to employees, 13
in performance counseling, 8
quality, 15–16
timing for, 13, 15

financial incentives, 105
follower readiness, 25–27

assessment, 40–42
formal group structure, vs. informal, 73–74
forming stage of team building, 80

Galilei, Galileo, 155
goals

achievement, 96
adjusting, 13
setting reasonable, 90–93

Goldsmith, Marshall, 1
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group
decision making, 82–83
informal vs. formal structure, 73–74
process vs. content, 81–82

Hersey, Paul, vii, 1, 31
Herzberg, Frederick, 62, 64
hygiene factors, 64

identification in change, 146
incentives

questions for assessing, 127–128
in work environment, 104–107

individual needs, motivation and, 53–58
individuals

and performance problems, 101–102
work environment, 107–110

inflated evaluations, 177
informal group structure

dynamics, 74–75
vs. formal, 73–74

information
about training, 156–158
gathering from employees, 93–95
questions for assessing, 127
in work environment, 102, 104, 192

input, from employees, 19, 20
instructor performance, measurement, 163
interim goals, 90–93
intermittent reinforcement, 69
internalization, 146
International Society for Performance Im-

provement (ISPI), 2
interventions, assessing performance im-

provement, 159–164
investment, in training, 156–157

job, impact on personal life, 64
job description, and expectations, 102
job enlargement, 66–67
job enrichment, 65–66, 188, 189
job requirements, 109
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job rotation, 66–67
job satisfaction, 62–63

‘‘keeping’’ book on employees, 13
Kelvin, William Thomson, Lord, 89
knowledge of employees, 108

questions for assessing, 128

leadership, 23–37
choice of style, 42–45
definition of, 24
follower readiness, 25–27
in informal groups, 75
model for, 27–31
style adjustment, 23–24
tips on, 35–36
in work environment, 102, 104
see also Situational Leadership Model

Lombardi, Vince, 53
long-term relationship, needs and, 55

maintenance behavior, 81
maintenance factors, 63, 64–65
maladaptive behavior, 55, 70
management by exception, 16
management by wandering around, 171
manager, 2

ability to cause change, 143–144
becoming, 24–25
expectations, vs. employees’, 18
responsibility for employee performance,

155
Marcott, Dick, 169
Maslow, Abraham, 58, 60
Maslow’s hierarchy of needs, 58–62, 70

putting it to work, 62–64
measurable goals, 10
measurement, 89

impact on performance, 164
and incentives, 104–105
of performance, 161
in work environment, 192

................. 16248$ INDX 01-08-07 15:27:40 PS



208 I N D E X

mentors, 77
milestones, 10
motivation, 53–72

individual needs and, 53–58
tips on, 69–70

motivational feedback, 13
motivators, 63

recognition as, 67–69
motives

of employees, 109–110
questions for assessing, 128

National Society for Performance and In-
struction (NSPI), Armed Forces Chap-
ter, 179

needs
impact on behavior, 55
Maslow’s hierarchy, 58–62
satisfied by informal groups, 74–75
substitution for satisfying, 55, 58

negative performance, focus on, 16
Newton, Isaac, 1
nontraining intervention, manager control

over, 156
norming stage of team building, 80
norms, 74

changing undesirable, 79
of group, 75–79
introducing new employees to, 77–79

once-a-year appraisal, 8
One Minute Manager, The (Blanchard), 16,

20
open-ended questions, 23, 47, 93
organizational goals, 19
orientation programs, 79

participative change, 144, 178, 197
personal power and, 148–149

performance
baseline, 179
causes of problems, 101–116
evaluating, 197–199
identifying shortfalls, 189

PAGE 20

manager responsibility for, 155
tips on evaluating results of initiatives, 165
tracking after training, 139, 163

performance analysis, 112
identifying causes of problems, 114

Performance Analysis Worksheet, 112, 171–
176, 192, 194–195

application exercise, 114
performance assessment case study, 117–129

description, 118–120
developing solutions, 135–137
event outcomes, 137–140
Performance Analysis Worksheet, 120–126

performance coaching, 8–20, 183–185
see also coaching

performance counseling, 39–50, 185, 188
Performance Counseling Guide, 39–45, 96,

185–188
follower readiness assessment, 40–42
using, 45–49

performance gap
analyzing, 90–93
analyzing causes, 192, 193
application exercise, 98–99
causes, 110
closing, 195–197
identifying, 170
questions from employees, 95
success in closing, 93
tips for defining, 96–98

performance measurement, 89, 161
establishing baseline, 89–90
impact of, 164

Performance Systems School, 179
performance-appraisal period

coaching at beginning, 11–12
coaching during, 13–16
ending, 16–17

performance-assessment meeting, 95–96
performing stage of team building, 80
personal behavior, 81
personal growth, 63
personal power, 144

participative change and, 148–149
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excuses for absence of, 9
reasons for, 9–10

policies, and job dissatisfaction, 64
position description, 19
position power, 144

directive change and, 148–149
positive feedback, 20, 105
preparing for change, 145–146
pre-tests, 158
priorities, 10
problem recognition, and leadership style, 45
productivity, measuring, 90

questions
about training, 157
cause-analysis, 126–129
open-ended, 23, 47
situation, 93

rapport, building with employee, 51
readiness levels, 25–26

application exercise, 36–37
and leadership style, 42–45, 188
in Situational Leadership Model, 31, 33

realistic goals, 10
recognition, 63

as motivator, 67–69
recordkeeping, 11, 20

of adjusted goals, 13
refreezing, 147
reinforcement

continuous vs. intermittent, 69
of positive work, 20
of work effort, 105

relationship behavior, 81
relationships, and job dissatisfaction, 64
resources

questions for assessing, 127
in work environment, 104, 192

responsibility, 63
in job enrichment, 65

restraining forces, and performance gap, 112
Rummler, Geary, 101
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salary, and job dissatisfaction, 64
sales team

pay advances, 119
training needs, 118

security needs, 60
self-actualization, 60
self-esteem, reinforcing, 50
self-evaluation, 16
self-reports, 162
self-study, 156
self-worth, reinforcing, 50
situation questions, 93
Situational Leadership, vii, 1
Situational Leadership Model, 31–35, 185

in action, 34–35
readiness levels in, 31, 33
using, 33

skills of employees, 108
questions for assessing, 128

SMART goals, 10
‘‘smile sheets,’’ 158
social needs, 60

informal groups and, 74–75
solutions, 131–141

for closing performance gap, 195–197
developing for case study, 135–137
generating potential, 131–133
leveraging, 133
tips on selecting, 140

specific goals, 10
specificity of feedback, 15–16
spirituality, 60
storming stage of team building, 80
substitution, 70

satisfying needs by, 55, 58
supervision quality, and job dissatisfaction, 64
support

importance of, 47, 49
from leaders, 27

survival/physiological needs, 60
Swaringen, Charlie, 147
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synergy, 183, 199
identifying performance shortfalls, 189
job enrichment, 188, 189
Performance Analysis Worksheet, 192,

194–195
performance coaching, 183–185
performance counseling, 185, 188
Situational Leadership Model, 185
team building, 188–189

task behavior, 81
task identity, in job enrichment, 65
team building, 80–83, 139, 188–189

tips on, 83–84
teamwork, 73–85

formal vs. informal structures, 73–74
terminating poor performers, 13
tests, end-of-course, 158
Thomson, William, Lord Kelvin, 89
time-bound goals, 10
timing, for feedback, 13, 15
tracking performance after training, 139
training, 26, 138–139

assessing value and outcome, 155–159
determining value of, 161
evaluation of, 158–159
information about, 156–158
interventions, 156
long-term results and conclusions,

139–140
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Twain, Mark, 117

unfreezing, 145–146
U.S. Coast Guard

course evaluation, 161–162
group norms in, 76
identifying performance gaps, 147–148
Leadership Model in, 34–35
Officer Candidate School, 147–148
overall situation, 170–171
training, 47, 49
Training Center in Petaluma, CA, 169–180

vision, 9

Web resources, 201
application exercises larger versions, 4, 201

Welch, Jack, 89
willingness, 25
work, satisfaction from, 63
work environment, 192

focus on improving, 143
incentives in, 104–107
individual, 107–110
information in, 102, 104
and job dissatisfaction, 64
manager responsibility for, 2
and performance problems, 101–102
resources in, 104

work standards, and workgroup norms, 77
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