











Managing for High Performance

The Cracked Pot


The tale of The Cracked Pot is a great metaphor for the balancing act all managers face when managing the performance of their team. Listen to the start of the story and then in your teams consider the following:


	How do you think the undamaged pot feels about the situation?




	How do you think the cracked pot feels about the situation?




	How do you think the water bearer feels about the situation?



Mi-Spi


Setting SMART Objectives
Reflect on the briefs the candidates and assessors received. How SMART were they?


The Candidates’ Brief
Candidates were told: 

“The three of you are candidates for a place at the universally acclaimed and prestigious Mi-Spi Academy.

As a future Spi, your powers of observation and recollection are key, as is your ability to communicate relevant information to your colleagues quickly and accurately.

I’ll shortly show you an image, which you need to study before the assessors arrive. You’ll each have up to 1 minute to impress your assessors with your ability to clearly and accurately describe what you have seen.”


	How SMART was this objective? What were the implications of this?


The Alternative Candidate Brief
Here’s an alternative brief the candidates could have been supplied with. 

“The three of you are candidates for a place at the universally acclaimed and prestigious Mi-Spi Academy.

As a potential new recruit to Mi-Spi your powers of observation and recollection are key, as is your ability to identify what information is important and communicate this to your colleagues clearly and accurately.

To test those skills, you have up to 1 minute to accurately describe Viso the Alien so that anyone hearing your description would be able to identify them in from a line-up of the 24 aliens shown.”


	How SMART was this Objective? What are the implications of this?


SMART
	Specific
	The action, behaviour or outcome must be linked to a specific rate, number, percentage or frequency. 

‘Answer the telephone quickly’ is not specific and allows for a subjective judgement to be made about whether the objective has been achieved. In contrast, ‘answer the telephone within three rings’ is specific.



	Measurable
	You must be able to measure whether the objective has been achieved. If you’ve successfully created a specific objective linked to a rate, number, percentage or frequency, this will be easier. 


	Achievable
	An objective is achievable if, with a reasonable amount of effort and application, it can be achieved. Deciding what constitutes a realistic amount of effort and application calls for a subjective judgement to be made, which is one reason why objectives should be mutually agreed, and not ‘set’.

It is advisable to break any major goals down into a series of smaller, manageable objectives.

	Relevant
	This means that the outcome sought must be something the individual can actually impact upon. The key questions here are: Does the individual have the necessary knowledge, skill and authority to complete this objective?

	Time Based
	Is there a time within which the objective should be undertaken? If there is no deadline for completion or specific time for review/assessment, the objective is not SMART.





Setting SMART Objectives
My Personal Objective
Create an objective that’ll help you either personally or professionally to achieve something that you really value. Make sure that it’s SMART.

	




Review the objective to make sure it’s truly SMART:

	Is it Specific?
	

	Is it Measurable?
	

	Is it Achievable?
	

	Is it Relevant?
	

	Is it Time Based?
	



Using SMART Objectives


Improving Performance
Reflect upon your team. What three performance issues, if successfully addressed in the next three months, would have the greatest positive impact on the performance of the team and/or a particular individual.

The issue can relate to skills, knowledge or attitude to work and can apply to one person, several people or be a more widespread issue within the team. Try to avoid issues where formal disciplinary proceedings are currently underway.


	
	Issue

	1
	

	
	

	2
	

	
	

	3
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Smart Objectives - Action Plan
Break each goal you’ve identified down into smaller SMART objectives, that either you or your team member(s) will need to deliver on in order to achieve the goal.

	The goal to be achieved over the next three months is:




The objectives that will help achieve it are:

	Objective
	Who’ll be tasked with achieving this?
	Additional support needed
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Why Feedback Matters
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AIDing Feedback


Make a note of the behaviours you observe below:

	What you observed:
	What made it good/bad?

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	






	What you observed:
	What made it good/bad?

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	



AIDing Feedback


Learning Points
	1
	

	2
	

	3
	

	4
	

	5
	

	6
	




	How will I apply this learning?








	When?






	How will I know it’s been successful?









Re-Scripting Feedback


Working with your team, look at the following statements and decide whether each is constructive and helpful, or potentially destructive and unhelpful.

If you feel a statement is unhelpful or destructive, suggest an alternative.

	Original statement:
	Suggested alternative (where necessary):

	Thanks for that – it was great!
	

	Notes:




	Original statement:
	Suggested alternative (where necessary):

	That's not right. What is it about this task that confuses you?

	

	Notes:





	Original statement:
	Suggested alternative (where necessary):

	I think you did a good job there; the paperwork is all accurate and in the right order. That’ll help us later when we have to do a file audit – thanks.
	

	Notes:




	Original statement:
	Suggested alternative (where necessary):

	Your performance at the moment is just not up to scratch.
	

	Notes:





	Original statement:
	Suggested alternative (where necessary):

	The report contained all the necessary information, with a clear executive summary and was well presented too – many thanks for your effort.
	

	Notes:




	Original statement:
	Suggested alternative (where necessary):

	I'm sorry, but your attitude stinks!

	

	Notes:





	Original statement:
	Suggested alternative (where necessary):

	You'll have to do it again; it’s just not acceptable!
	

	Notes:




	Original statement:
	Suggested alternative (where necessary):

	Talk me through your ideas here. I’m not sure how this will take us to the outcome we are looking for. Perhaps we can walk through the process together?

	

	Notes:





Trouble at the Inn


Learning Reflections
What were the key learning points for you from this exercise?


	1
	

	2
	

	3
	

	4
	

	5
	

	6
	

	7
	

	8
	




Faced with the situation described in the brief now, what are the five steps you’d take first, and why?


	Action:
	Reason:

	
	





	Action (continued):
	Reason (continued):

	
	

	
	




What follow up actions would you take, and why?


	Action:
	Reason:
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