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How To Use This Toolkit

Different team leaders are at different stages and this toolkit provides a basic guide from which
team leaders can pick and choose topics they need support on.

Working successfully in teams does not necessarily come naturally to many of us; it is an acquired
skill in need of guidance and support.

This toolkit provides practical hints and tips on areas such as team leadership, performance and
communication.

It aims to aid managers when they are looking for practical ideas on how to address issues raised
in everyday situations.

Each section covers the following areas:

Using this section

Practical hints and tips

Comments from top scoring managers
Questions for you

B wn e

(Continued...)
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Using This Section

Unfortunately there may be times when an individual is not meeting the performance standards
expected of them. The role of the team manager is to confront the issue and to support the
individual to improve their performance.

Poor performance, if not tackled promptly, can have a demoralising effect on the rest of the
team.

Clearly, the only way to manage the problem is to discuss it with the individual.

This section provides some guidance on how to have what can often be a difficult conversation.

Practical Hints And Tips

Preparing For The Meeting

Questions To Consider:

How will you describe the situation/performance issue?
Is this a performance improvement or disciplinary issue?
What outcome do you want?

What can you expect of the individual's behaviour and response to you?

e W N

What approach would work best with this individual?

» Techniques

* There are two main approaches you can adopt, briefly described opposite.
*  More often you will need to apply both styles during the conversation at different

points in time.

» Responsive And Supportive Approach

* Listening to the other's needs.

*  Pulling to gain better understanding and to secure responsibility and commitment.

(Continued...)
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» Directive Approach

* Clear and direct questioning.

*  Pushing to meet your needs.

There will be two types of questions you will need to use; those that help unpack the issue and
those that look to find the solution. Here are some useful examples of both:

Problem Focused Questions Solution Focused Questions
» Describgo methe problem * What would you like to change?
*  Whatwouldyouliketo change? * Where are you now with that issue on a scale
of 1-10
* Howlonghaveyouknownaboutit? * What are you doing that gets you that resultp
* Whoor what causedhe problem? » Are there any times when you achieve a bet|

result? Why is that? What helps?

« What have you done to overcome the|+ What are the options you have/possible
problem? solutions to this situation?

Whathasworkedwell/lesswell?  What do want the result to be in x amount of
time. What benefits to you/others?

*  Whatcouldyouhavedonedifferently?

The Meeting

» Explain clearly the shortfall in current performance against expected standards.
» Ask for an explanation and listen attentively to the response.

» Carefully explore potential causes.

» Offer coaching and training support if appropriate.

» Agree solutions and actions to be taken and obtain commitment.

(Continued...)
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Explain consequences of no improvement.
Ensure standards are understood.

Set review period and date for future meeting.

YV V VYV V

Write to employee confirming actions and timescales.

Managing Disagreement

In the context of managing poor performance, there may be a whole range of emotional
responses that could arise. A common response is for the individual to disagree, deny and
become angry.

There Are Five Steps To Managing Disagreement In The Performance Discussion:

1. Listen - Don't judge or fight back. An individual's anger rises as they remember events that
have annoyed them.

2. Empathy. Try to see the situation from their point of view. This will encourage them their
anger to plateau.

3. Engage. Encourage them to look at some options for resolving the issue.

Action. Develop a plan of action.

5. Agree. A time to monitor the situation.

B

You may find the following approach useful when discussing poor performance:

> Flag
 “ heedto talk to you about. . ”
« “ Wwanttodiscuss . . ”
« “ | likedto have a chat about. . ”
« “ Cavaediscuss. . ?”
» Disclose
« “ | digappointed we needtotalkkgai n”
« “ | tonternedthatthishdsappened”
« “ | digwatisfied withthis i t uati on”
(Continued...)
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» Describe The Specific Behaviour

« “ ihoticed that you didn't respond when you were asked to belpt ...”
« " Y tave not delivered your work on the agre®eé@ a d | i ne ...”

« “ T lgwality of work is below whatwa g r ee d ...”

» Describe The Impact It Has Had
« “ T hnaeant that x had to cover when they were alreddy s y ...”

e “ T hgavésthewrong mpr essi on..”

» Say What You Want To Happen Next

(Continued...)

. |l *d Like You To Respond To Requests

e “Next Ti me | Want You To Ask For

He |

- “Before Submitting Reports I n Futur e,

» And/Or Ask For Their Input
* “ Wh eah you do to make sure you areontopdii s ?”

 “Whehldotchel p?”
« “ Wh are you goingtodo about hi s ?”

« “ Wh aybur response to what | have said

After The Meeting

If performance fails to improve, you will need to refer to your companies poor performance policy

and apply the formal stages of the procedure.

This will conclude in dismissal on the grounds of capability if the performance fails to improve to

the required standard.

(Continued...)
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If there is a conduct-related cause to the poor performance (e.g. attitude, negligence), refer to the
Disciplinary Policy and Procedures.

Personal health issues should be dealt with by reference to the Sickness Absence Policy. You may
also uncover personal issues or stress.

In all cases, consult HR.

"I always find it best to catch these things early, before they have a negative knock-on effect on
the rest of the team"

"Highlight why you think the person is under-performing and ask them to explain the reasons
and to offer suggestions for improvement"

Questions For You

1. Are there any performance issues in your team right now?
2. Are you addressing or avoiding these?

3. Do your people believe that you manage performance fairly and effectively?

Hints

» Don't try and resist or match any anger, otherwise the anger will escalate.

» Be fair and reasonable, treating the person in an adult and respectful way at all times.

(Continued...)
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Call Us On — 0333 006 5055

Email Us At — info@3spireslearning.co.uk

Contact Us Via Our Website —
www.3spireslearning.co.uk

Like Our Facebook Page -
https://www.facebook.com/3spireslearning

Follow Us On Twitter - @3spireslearning
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