Performance standards and behavioural codes.

Two must haves for successful Performance Management

By Dr Hillary Bennett

Performance in the workplace relates not only to competence of staff to meet required performance standards but also includes staff behaving in a manner that meets the expectations of the role and the organisation.  Managing performance in the workplace involves a 3-stage cycle.

1. Performance Planning is the skeleton of performance management.  It involves the joint setting of performance goals for a given period of time.  These goals clearly outline what outcomes are expected over a certain time period and how these outcomes will be achieved.  After a performance planning session an individual should be clear about both expected performance standards and behaviours for their role.  This reflects two approaches to managing performance. 

An outcomes approach, which describes job performance in terms of outcomes, achieved e.g. number of new clients, completion of project. 

This approach emphasises WHAT work needs to be done and to what standard. Focusing on this aspect of performance will ensure that an employee has a clear understanding of the acceptable performance standards.  This will be embedded in the performance standards e.g. report writing up to date, no client complaints

A behavioural approach which describes job performance in terms of what the individual should or should not do e.g. communicate effectively, problem solve.

This approach emphasizes HOW the works needs to be done.  The process or means for obtaining the results.  Focusing on this aspect of performance will ensure that an individual has a clear understanding of what are and are not acceptable behaviours.  

This approach can be further developed by embedding these behaviours in a Code of Behaviour (or conduct) that reflects the “do’s and don’ts” of the ‘ way we do things around here” e.g. we come to meetings on time, we respect each other, we always wear appropriate safety gear.

Common areas that a Code of Behaviour can over include:

· Time management (punctuality, return form breaks)

· Attendance (time off, notice)

· Team relationships (respectful towards each other, helping others out, 

· Language (no swearing, no use of offense of language)

However a Code of Behaviour can include whatever impacts on delivering a happy, safe and productive workplace.  Specific examples include:

· Respond to all customers and all employees with respect and in a friendly and timely manner

· Respect and value the contribution of every employee regards of what they do

· Respect the privacy/ confidentiality of all customers / employees

· Helping colleagues when they need you

The development of clear expectations around behaviours minimises the occurrence of complaints staff make about each other’s conduct as will as incidences of mistreatment, harassment and bullying.  The Code of Behaviour should be developed jointly and reviewed on a regular basis. 

The two remaining stages of a the performance management cycle are:

2. Performance coaching is the lifeblood of performance management.  It involves the ongoing feedback and reinforcement of individuals regarding their progress in terms of meeting the performance outputs and standards set in the planning phase.  The feedback needs to be specific and timely.  

Coaching should not be limited to corrective or remedial coaching for performance deficits but should also focus on performance enhancement.  It is an active process that requires a continual shift in the role of the coach, from assisting with the acquisition of the needed knowledge and skills, to identifying and addressing inadequate performance, to sharing experiences and encouraging and supporting the individual. 

The operating principles of a good coach include maintaining a commitment to supporting the individual, building a relationship based on openness and honesty, holding the individual responsible for the required changes and working as an equal partner in the change process.  The development of competent and confident workplace coaches is key to successfully facilitating high performance.  

Ask about our Coaching the Coaching workshops

3. Performance Review is the muscle of performance management.  It is the formal evaluation of the individual’s performance for a given period of time against the agreed performance standards and behaviours set in the planning phase.  Two key questions to consider regarding the performance review are “Who will do the assessment?” and  “What aspects of performance will be measured?”

Who will assess the performance?

Traditionally the person’s immediate manager reviews his or her performance.  An alternative options is to use a 360-degree approach in which the performance is assessed by significant others e.g. manager, peers, direct reports, customers. SEE ASSESS 360 Feedback Reports

What aspects of performance should be measured?

It is sometimes argued: “If you can’t measure it you can’t manage it.”

The key issue in relation to what should be measured pertains to issues we addressed in the performance planning section, namely whether to measure:

· What the individual has achieved i.e. sale, completion of project

· How the individual has performed in terms of the competencies i.e. the behaviours and skills that need to be demonstrated in order to achieve results.
Increasingly the trend is to assess both the WHATs i.e. the competencies and related behaviours that are key to performing effectively in the role and the HOWs i.e. what has been achieved.  By using competencies as a basis for performance management, an organisation can more effectively align people’s attitudes and behaviors with what is needed to be effective and successful as an organisation. 

SEE ASSESS 360 Feedback Reports - 
" 

http://www.assess.co.nz/pages/assess_360.htm



Assessing both the WHATs and the HOWs ensures that the formal assessment of performance is done in terms of both outcomes and behaviours.  The two must haves of performance management.  

