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Introduction

The biggest increases in labour productivity on New Zealand dairy farms are likely to arise from the development of leadership skills within our industry.

In general, people want to do the best they can with the resources they have. A key incentive for leaders is to ensure they are resourced in a way that enables them to perform beyond predetermined standards.

Performance management enables a business to assess and develop the performance of individuals to achieve business goals. Performance management has three key phases within its cycle: performance planning, performance coaching and performance reviewing. It is critical that performance is lead by the business leader and that simple systems are in place to ensure its timely management. 

Five fundamental behaviours of leaders are: to envision, energise, enable, empower and experiment (Mick Yates, Johnson and Johnson New Leaders Forum, 1998).

Envision involves having a clear description of your desired future and being able to inspire the commitment of others to this future.

Energise is the ability to lift your own and others contribution and performance.

Enable is to provide the resource required to allow others to perform beyond their expectation.

Empower is to be a role model and to support and resource responsibility in others.

Experiment is the preparedness to challenge personal and business beliefs.

It is imperative all these behaviours are considered when developing your performance management system or before taking any action to rectify any identified performance issues.

What is performance management?

Performance management is the process by which employees’ performance at work is monitored, assessed, reviewed and developed. Performance management is much more than an annual performance review. It is a cyclical process by which the performance of all employees is encouraged and managed. Performance management is not just about recognising and rectifying poor performance but also about recognising and motivating those employees whose performance meets and exceeds expectations. If an employee’s performance meets expectations they can be praised, if it dips they need to be informed. This leads to the three distinct phases of planning, coaching and reviewing.

Performance planning

·    Setting goals for performance.

·    Clarifying performance expectations.

Determining performance settings, clarifying goals and expectations and clearly communicating them to employees is an important first step in the performance management cycle. This involves the leadership behaviours of envisioning and energising.

Performance planning involves the joint setting of performance objectives and standards for a given period of time. The input into this phase is the position description. The output is a clear set of performance objectives, standards and action plans for the next review period.

It is the leader’s job to clearly communicate the goals of the position and the behaviours that are expected in achieving that goal. This is the “what and how.” What do you expect the person to do and achieve and how do you expect them to go about their work.

Areas of technical support for performance planning are:

Position description - A position description needs to clearly state:

· The scope of the position.

· The purpose of the position.

· To whom the position is accountable.

· The key accountabilities (tasks and goals).

· The key attributes required (skills and behaviours).

Induction process - A key part of any induction process for new employees is to ensure they understand what performance is expected of them. Take the time to:

·    Discuss the business background, history and vision for the future.

·    Describe their position, roles and contribution towards that vision.

·    Outline the goals of the business and their job in particular.

·    Describe the business culture, what type of behaviour is encouraged and expected and what  

       behaviour is unacceptable.

·    Describe your performance management system and policies.

The first 48 hours of employment are when new employees establish their fundamental beliefs and understandings of the business and its culture. These initial perceptions are extremely hard to change meaning it is imperative that new employees are exposed to what they require to perform to the businesses required standards.

Operational manual - While seemingly administrative, an operational manual describing generic processes and policies that apply to every employee will:

·    Encourage you to define how you want things done.

·    Provide a reference point for employees.

·    Ensure everyone has the basic information they require and that this information is standard.

Some suggested policies to include are:

·    Rosters, holidays and time off.

·    Description of business values.

·    Dispute resolution process.

·    Performance management system including training and development.

·    Leave requests.

·    OSH policy requirements.

·    Supply ordering process.

·    Emergency procedures.

·    Reporting and communication.

·    Animal welfare and handling.

·    Misconduct and serious misconduct.

 Vision and values - As a leader it is imperative you have a clearly defined vision of the future and a description of behaviours that you believe are critical to the success of your business and which you will not compromise.

Your vision must be communicated to all those involved in your business who have influence over its success. Your values need to be clearly stated and understood by all staff and you need to display them in all your daily dealings.

Values can then be included in a description of core competencies. A competency is a skill, ability or characteristic that an employee must demonstrate to successfully contribute to the achievement of your business vision. Some competencies will be relevant to every job within your business. These are called core competencies and it is imperative these are described and defined in a way that enables you to assess actual performance against desired performance. These definitions and descriptions need to be freely available to all staff and they need to understand them and what they mean for their daily activities and for their overall job performance. 

Performance coaching

Performance coaching involves:

·    Ongoing monitoring of goal achievement

·    Assessment of employee performance

·    Identification of training and development needs

·    Rewarding performance and providing feedback

Performance coaching involves the ongoing monitoring and feedback to support performance that will deliver on the defined job goals. The inputs to this phase are the performance objectives and the action plans. The output of the coaching phase is written documentation of the employee’s performance. This phase involves the leadership behaviours of enabling and empowering.

To be successful at performance coaching a leader must have a system that allows them to know the employee’s actual performance, goal achievement and personal development requirements. To enable this to happen you as leader need to be aware of any obstacles and limitations and to work with the person to remove these. Limitations or obstacles may take the form of a lack of a physical resource, communication breakdowns or barriers, conflicts, lack of skills or conflicting requirements, goals and priorities.

The simplest way to monitor ongoing progress toward achievement of job goals is to have regular constructive communication that enables you to:

·    Quickly assess current position against targeted position.

·    Identify actual or potential obstacles.

·    Design strategies or plans to overcome or minimise the effect of identified obstacles.

·    Discuss and present your experience in a manner that enhances early detection of 

   possible obstacles and plans to avoid them.

Communications must embrace the leadership behaviour of empowerment and plan strategies for goal achievement. Responsibility must be handed over and a system for holding individuals accountable put in place. This will allow employees to feel a sense of trust and responsibility while ensuring they are supported and, as the business leader, you are informed when key performance indicators are missed.

The key to successful monitoring is wanting your employee to win. With each individual employee attaining their individual goals your business will achieve its goals and you will move towards your vision for the future. It is critical that if a person lacks the skills or confidence to complete a task to your prescribed standards that action is taken to rectify this skill or confidence deficiency. The first step is to clearly identify what is causing the difference between actual and targeted performance. Reasons for differences between actual and expected performance are:

·    Lack of knowledge about what expectations are.

·    Not realising targets are being missed.

·    Not caring that targets are being missed.

·    Not possessing the skills required to deliver to expectation.

Potential solutions are to:

·   Clearly state targeted performance level or expectations of performance, discuss your 

      perception of current performance and discuss why the difference between actual and 

      expected performance exists.

·    Ensure there are consequences in place if targets are not being met.

·    Identify required training and implement a process for enabling the person to develop 

     required skills.

Performance review

Performance review involves:

·    Formal and informal assessment and discussion of performance.

·    Identification of future goals, training and development opportunities and career 

      progression.

·    Providing documented feedback.

·    Determining performance rewards.

Performance reviewing involves the evaluation of the employee’s performance for a given period of time against the agreed performance outputs and standards set in the planning phase. The input to this phase is the documented performance targets. The outputs of this phase are agreed and documented actual performance, recommendations for rewards, further employee development or remedial action. To enable a review process to be constructive and productive it is imperative the first two phases of the management cycle have been carried out effectively. The formal review then becomes an opportunity to reflect on actual performance in relation to the performance targets set.

Feedback plays a key role in the management of performance. Within the review there are two forms of feedback:

·    The formal feedback given during the performance review.

·    The ongoing informal feedback given between the formal reviews.

Feedback, both the formal and on-going, serves three key functions:

·    Recognition and motivation serving to encourage and sustain high performance.

·    Improving performance by remedying sub standard performance.

·    Encouraging personal development by identifying knowledge and skills that need to

   be further developed.

Ongoing feedback is continuous and is most effective when given directly after an event (positive and corrective). For feedback to be effective and result in a behavioural shift it needs to meet the following criteria:

·    Regular and goal directed.

·    Clear, specific and unambiguous.

·    Timely and brief.

·    Sincere and genuine.

·    Focused on behaviour.

·    Maintain the other person’s self esteem.

·    Individualised if possible.

·    Face to face if possible.

·    Carried out in an appropriate setting.

There are many daily interactions that allow the opportunity to deliver performance-building feedback (both motivating and corrective). A business should have a zero tolerance policy for poor performance. Rarely will an employee’s performance improve by itself, and often once deteriorated it becomes resistant to improvement. It is imperative that any substandard performance is identified and addressed quickly and appropriately.

It is also imperative that positive feedback is also delivered regularly - often it is easier to deliver, but we forget to do so.

The formal review process involves the formal assessment and documentation of an employee’s performance. It is an opportunity to reflect on actual performance and compare it to the targeted performance. The formal review process allows both parties to reflect on performance and to provide and discuss their perspectives on actual performance, future goals and future development needs.

Suggested areas of the performance review to document are:

·    A summary of what has been achieved over the appraisal period.

·    The level of demonstration of competencies (values or behaviours) displayed by the 

   employee.

·    Training and development needs identified.

·    The overall performance rating gained by the employee for the review period.

·    What the agreed goals are for the next review period.

·    Any difficulties experienced by the individual with the review process.

There are many different systems and techniques available to support this formal review process varying from a simple formal meeting to paper and pencil survey formats to sophisticated computerised surveys. Regardless of the process used it is imperative feedback given as a result of the review process be seen as objective and fair.

Key components of the formal review process are:

·    An opportunity is provided for both parties to reflect and rate performance.

·    Actual performance is rated objectively and actual examples of performance are used 

   to support the rating given.

·    An opportunity is provided to:

· Discuss the rating of performance given.

· Identify and set targets for the next review period.

· Identify and plan how performance is to be improved or maintained in order to achieve set targets.

Performance ratings must include both performance in relation to job goals and performance in relation to competencies or business values. This involves both what is being achieved and how the employee is going about achieving goals.

Performance review process


The basis for any performance review process is a focus on what has been achieved during the appraisal period, how the person has gone about achieving their objectives and how to develop the individual.

· Objectives: The “what” of the process

An objective is a statement that identifies what is going to be achieved, by when and how the achievement will be measured.

Objectives convert the key results identified in the position description into specific action items to ensure that the key results are achieved. Objectives need to be reviewed to see whether they have been met as an indication of what an employee has accomplished within their role. Key results contained within the position description will remain static, conversely objectives may change from time to time. Objectives are agreed to between the manager and the employee as part of the performance review process.

Objectives must meet the “SMART” criteria. That is they are Specific, Measurable, Attainable, Results orientated and Time-bound.

Objectives written need to reflect the key accountabilities of the position as identified in the position description.

The four basic steps to writing objectives are:

1. Review the key accountabilities in the position description and identify major tasks within each key result area.

2. Identify one specific task at a time.

3. Identify by when the task should be completed.

4. Identify how you will measure how well the task has been achieved.

When reviewing objectives it is important you focus on whether the objective was achieved or not, concentrating on what was achieved rather than how it was achieved.

When an objective is partially achieved or not achieved it is important to identify why, so that appropriate action can be taken to get back on track. Common reasons for objectives not being achieved are:

· Technical or operational problems beyond the employee’s control.

· Poor performance planning or objective setting. This may reflect both the employee’s 

   and the manager’s initial failure to identify realistic objectives and or appropriate 

   performance measures.

· Specific performance failures arising from poor planning, poor problem solving or 

poor follow through by the employee.

· Failure by the manager to clarify expectations and requirements or to provide 

      appropriate direction during the review period.

· Competencies: The “how” of the process

A competency is an ability, skill or characteristic that an employee must demonstrate to successfully meet the needs of your business. Competencies are linked to key behaviours that are required for vision or mission achievement according to set values. 

Reviewing competencies involves focussing on employee’s actual behaviour. This will identify whether a competency has been demonstrated and to what level. To be able to objectively review competencies they must have been clearly defined with the behaviours you would expect to see demonstrated when a particular level of performance is achieved outlined.

·  Training and development: the “how to develop” of the process

Personal development plans provide a format to map out future training and development needs for each employee. Development needs are aspects of an employee’s performance that can be improved to lift overall personal and business effectiveness.

Reviewing training and development involves managers and employees discussing the achievement of objectives and the demonstration of competencies. During these discussions areas of improvement are identified and development plans created.

Creation of development plans is important as it provides the motivation to plan for the future.

A key question to help identify development needs is “what does this person need to change or improve?” Once the need has been identified then possible solutions can be considered. Solutions can vary immensely and there is an opportunity to be creative in the mediums chosen to deliver particular development requirements. It is then important to define time frames and responsibilities. These need to be agreed to between the employee and their manager.

Performance management skills

Delivering effective performance management systems involves communication, listening, conflict and feedback skills.

Communication - Performance management is grounded in two-way communication between the employee and their manager. Two way communication is encouraged by the use of open-ended questions and by seeking comments or opinions by the use of questions such as “what do you thing?” Questions can also be used to ensure that the listener fully understands the message intended. Silence is a powerful tool that can be used to encourage a person to tell you more.

Feedback -  One of the key factors influencing a person’s intrinsic motivation is feedback. Without feedback there is nothing for individuals to measure their level of competence and performance against. Research has shown that one of the most critical requirements for sustained, high level performance and commitment in the workplace is providing individuals with feedback on “how they are doing.” 

One of the most pervasive causes of poor performance and low motivation in the workplace is the lack of adequate feedback and it is essential that all staff receive regular on-going feedback that enables them to build their performance. The consequence of not receiving feedback is that people invent their own version of reality. Very often no feedback is interpreted to mean “no news is good news I must be doing OK as I haven’t heard any complaints.” Or “no one else cares so why should I” and “why bother no one ever notices.” This fact of individuals receiving no feedback creating their own interpretations means that in essence it is not possible to give no feedback.

Feedback increases an individual’s intrinsic motivation and sense of empowerment. Intrinsically motivated and empowered staff have the internal drive to achieve their goals.

Conflict Resolution - Conflict is when people perceive their goals a re not compatible and either one or both parties take the opportunity to block the other’s chance of achieving their goals.

Some specific skills to deal with conflict are:

·  Distinguish between issues and personalities and focus on resolution of issues.

·  Be clear on what you are reacting to - is it competency, attitude, roles / 

       responsibilities or the environment?

·  Keep conflict to a moderate level - remember that from conflict creativity is born, 

       however, excessive conflict contributes towards permanent relationship damage.

·  Truly try to put yourself in the other person’s place - listen to understand not 

        evaluate.

·  Exercise self-control remembering you have the right to choose your reaction to any 

        event.

·  Employ active listening skills:

· Give your full attention.

· Search for the speaker’s main idea or theme.

· Avoid letting emotions block your listening.

· Don’t formulate counter arguments while the other person is speaking.

· Ask questions if you do not understand.

Listening is the ability to paraphrase what the speaker has said, including the mood in which it was conveyed. Listening is the basis of good communication and communication the basis of all performance management systems.

Listening is a skill that takes practise. Some keys to becoming a good listener are:

·  Clear your mind in preparation for listening.

·  As you make interpretations check by asking questions that you have made a correct 

      interpretation and not an incorrect assumption.

·  Shift from being a speaker to being a listener - do not think about the message you 

        just sent or will send while you are listening to some one else’s message.

Conclusions

Performance management systems provide an opportunity for business leaders to determine their performance expectations of the people they employ to manage and operate their business. Performance management involves the planning, coaching and reviewing of performance and is focussed on ensuring employees achieve their performance goals. A critical function of performance management is the delivery of performance building feedback. In the absence of feedback people make assumptions about their performance and contribution - either that they are doing fine or conversely that no one cares so what does it matter? Key skills in performance management are communication, feedback, conflict resolution and listening.

Performance management is an integral part of leading a business to achieve its purpose.

Workshop summary

Background summary


This workshop focused on how to resource yourself to deal with behaviours and poor performance. It also provided some practical tools and systems to get the most from one of your most valuable resources, staff. These were drawn from Justine’s experience and expertise from her business “Ignite” and shareholding involvement with Robindale Dairies, Canterbury.

Presentation summary

· If you don’t like it, change and if you don’t want to change it, it can’t be worth changing.

· Make sure you ask the following questions before changing system or performance measure and if it doesn’t affect these, why change:

· Will it cause financial loss?

· Will it result in Health & Safety issues?

· Will it cause and waste of resources?

· Will it have a negative impact on customer or supplier?

Performance management mode:
PLANNING  



    




(Model requires continual


REVIEWS

          
COACHING

review)

· Planning Phase: 
Purpose is to produce results.

Should include leadership behaviour that is enabling and empowering.

Goals should be communicated clearly to all staff.

· Coaching Phase: 

Should be:


Supporting the achievement of goals.




Good clear communication.




Effective two way feedback - remember to listen.

   


Identify the issues and address them immediately.

· Reviewing Phase:
To identify the issues, solve the problems, and provide training

and development to individuals involved.

Discussion summary

· Important to align individuals to the goals of the farming operation. 

This can be done:


· in the recruitment process by making your goals clear.

· by ensuring that the goals benefit all involved, staff and management.

· Spend time on personality types within your farming business. This should involve staff as well as management and identify weaknesses within the team so these can be filled.

· When providing performance rewards ensure you link it clearly to what it is for and have a variety of rewards as dollars do not motivate everyone.

· Performance management requires strong leadership which includes honest, timely and direct communication.
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