Performance Counseling Activity 

	
	Instructions 

Objective: Conduct a performance counseling session. 

Procedures: Break the class into groups of three. Each group of learners will rotate these roles: 


The supervisor performing the counseling session.
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An employee with a behavioral problem.
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A facilitator to provide feedback and coaching to the supervisor.


There are Five role play exercises listed below. Each learner within a group will practice each role in every exercise. For example, in exercise one, the first learner will be the supervisor, the second learner will be the employee, and the third learner will be the facilitator or coach. After completing the exercise, they will then rotate roles and repeat exercise one. This process will be repeated a third time so that they all get to role play the supervisor, employee, and facilitator in exercise one. 

Once each learner has played all three roles in exercise one, the group will then move on to exercise two, and repeat the process. They will then continue on to exercise three, four, and five, using the same procedure. 

It is important that each learner performs at least the role of supervisor in each exercise as they build upon each other.  

Allowing each learner to perform all three roles has several advantages. Each learner gets to: 
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practice it (we learn what we do).
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coach it (we gain a deeper understanding by teaching something).
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be on the receiving end of it ("Great Spirit, help us never to judge another until we have walked for two weeks in his moccasins").
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	Exercise One 

Most of your counseling sessions will be relative easy. A employee breaks a rule, such as being late or does not meet a performance standard, such as not completing a task correctly. The majority of employees try to follow the rules and exceed the standards. But, like you, they are human and make mistakes. The main reason for conducting these counseling sessions is to get them documented. Then, if their performance begins to deteriorate, you have it on record so that you can legally take the appropriate disciplinary action. 

Sally has been an excellent employee who has not needed any performance counseling up to this point. But, when you review the time sheets for yesterday, you notice she clocked out 15 minutes early. You check your records and there is no record for a request to leave early. Using the following guide, conduct a counseling session: 
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Identify the problem - Sally left work early without giving any notice. A good rule for being objective is, if you have a problem but cannot describe it in measurable terms, you do not have a problem, you just think you do.
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Analyze the forces influencing the behavior - This is a time issue, which both you and the employee have control. You set the work schedule to meet all mission requirements and the employee meets the work schedule standards.
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Plan, coordinate, and organize the session - You arrange to meet with her in your office at 8:30.
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Conduct the session using sincerity, compassion, and kindness, but be firm and in control - For example: "Sally I have been very pleased with your performance. But, yesterday you clocked out 15 minutes early, which is in violation of our company policy." 
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Determine what the worker believes caused the counterproductive behavior and what will be required to change it - For example, "Could you please explain why you left early?" Sally might reply, "I'm so sorry, when I looked at my watch, I thought it was quitting time. It was not until I was on my way home that I realized I left early." 
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Maintain a sense of timing of when to use directive or non-directive counseling: example - (Directive) "From now on, please double check the time before you leave." or (Non-directive) "How do you plan to ensure this will not happen again?" Sally might respond "I will look at the time more closely to ensure I do not make the same mistake twice" 
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Make a decision and/or a plan of action to correct the problem. If more counseling is needed, make a firm time and date for the next session - Since this was not a serious violation, no further action is needed and you have no reason to believe that it was nothing more than human error. Example, "Sally, I'm sure you will not let it happen again. Except for that one mistake, your performance has been great, your tasks are always on par and on time, and this is the first rule you have broken." 
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After the session, evaluate the worker's progress to ensure the problem has been solved.
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	Exercise Two 

Tom has been a valued employee for you for the last 18 months. But, when you review the production report for last week, you discover that he was not up to standards for both Thursday and Friday. The standard is to assemble at least an average of 12 kits per hour. For Thursday, his average was 10 kits per hour and for Friday it was 11 kits per hour. You check the schedule and note that he was not away from the assembly line for training, meetings, etc. Using the following guide, conduct a performance counseling session: 
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Identify the problem.
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Analyze the forces influencing the behavior.
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Plan, coordinate, and organize the session.
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Conduct the session using sincerity, compassion, and kindness; but remain firm and in control.
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During the session, determine what the worker believes causes the counterproductive behavior and what will be required to change it.
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Try to maintain a sense of timing of when to use directive or non-directive counseling.
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Using all the facts, make a decision and/or a plan of action to correct the problem.
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After the session and throughout a sufficient time period, evaluate the worker's progress to ensure the problem has been solved.
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	Exercise Three 

Susan has worked in the company for three years and has been a very good employee. But, she has been late for the last three project meetings, which she is a key player. This has caused the meetings to run late, since she brings some critical decision making information and she has to be brought up to date. The first time, you let the incident go by, while the second time you explained the situation to her. 

Using what you have learned, conduct a performance counseling session. The only difference is, you want to use a more non-directive approach by having Susan make a firm commitment to correcting her behavior. For example, "Susan, this behavior is very disruptive to the department. What are you going to do to correct it?" 
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	Exercise Four 

The next two exercises are more difficult than the previous three. In the last three exercises, the employees knew they made mistakes, took the counseling in stride, and moved on. In this one, the employee is walking on an extremely thin line. His performance has extremely disintegrated and he is about ready to get fired. 

Sam has been an excellent employee since he started working in your department two years ago. However, in the last few weeks, he has not been performing up to standards: 
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He has been late three times
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His production goals have been below standards on many occasions.
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Two of his coworkers have reported that he seems to be extremely agitated most of the time and in a "very cranky mood." (You checked this out with some other employees and found it to be true.)


Today he was late for the forth time. You have called him into your office for a performance counseling meeting. 

Start the meeting 
First, start off by being firm and confident. For example: 
"Sam, I have called you in because there is a problem, and quite frankly the problem involves you. I have been going through the documentation on your performance over the last few weeks. Sam, you know that today is the fourth time you have been late and your production standards have not been up to standards. Recently it was report to me that you have not been getting along with your coworkers. Your unacceptable performance cannot continue. We are here to find out what you are going to do about it." (Notice it is not our problem) 

Use your power base 
Your "Power Base" is in the documentation that you have built from the previous counseling sessions. Go directly to your power base and begin to lay it out. 

This is the first time Sam has the opportunity to manipulate the meeting. Sam tries to interrupt by making a excuse why he was late today, such as: 
"My car had a dead battery this morning and my neighbor had to help me jump start it." 
Do not let this occur. If the employee tries to interrupt, stop him. For example: 
"Excuse me Sam, I want to give you the opportunity to respond, but I feel it is important for you to see the entire picture. Once I lay out the pattern of your deterioration over the past few weeks, then I certainly want to hear from you." 
Be objective and specific. Avoid "you always" and "you never" traps. Remember if you have a problem but cannot describe it in measurable terms, you do not have a problem, you just think you do. 

Show and explain to Sam the following documentation: 

1. April 6 - Production 5% below standard 

2. April 17 - 30 min late 

3. April 20 - Production 12% below standard 

4. April 24 - Production 14% below standard 

5. April 29 - 25 min late 

6. May 5 - 35 min late 

7. May 8 - Yelled out to other worker that they were not doing their work correctly and was making his job harder to do. 

8. May 11 - Production 10% below standard 

9. May 20 - Used profanity when telling a coworker how to set up a line. 

10. May 26 - Production 15% below standard 

11. June 1 - 30 min late (today) 


When in doubt, return to the facts 
Sam becomes very defensive, examples: 
"I cannot meet my production goals because the other workers are getting in my way!" 
or 
"I been having car trouble!" 

In spite of efforts to remain in control, you might feel you are being backed into a corner, you take on the defensive, you feel your emotions taking over, or you are about to loose control. If any of these happen, simply return to the facts. For example: 
"Sam, you may feel that is important to the meeting, but the primary issue is..." Get back to your documentation...show a pattern, that is your Power. 
Move to Closure 
After the documentation and the issues have been covered, move to closure. This requires three issues to be addressed, you want the employee to "own" the problem, the reason for the decline in performance, and is it a personal problem. 

First, get the employee to own the problem, for example: 
" Do you understand the problem I have just addressed?" 
This requires the subjective employee to become objective, for example: 
"Yes, I understand the problem as you have described it" 
Next, ask for the reason the performance has been poor, for example: 
"What is the reason for your decline in performance?" 
You will probably not get a good reason, you might only get a shrug, for example: 
"I don't know." 
Do not worry about the answer unless it is really explained to you. What you are doing is re-emphasizing the pattern of poor performance. 

If the employee did not explain to you in the step above, then you want to show concern about the problem, for example: 
"Is there a personal problem causing your performance to deteriorate?" do not wait for a response, continue by saying, "Because if there is, we have assistance counselors and programs that can help." 
You might get a negative response to this question also. But, by asking this question, you show the employee your concern about the problems underlying the poor performance. 

Sam replies that he does not have any personal problems, he has just been having a string of bad lucks. 

Commitment 
Now it is time to apply the "Principle of Pain." This is a process in which people with a performance problem must make a choice between keeping their disruptive behavioral pattern or keeping their job. The pain of losing their job may be the pain that is necessary to make the choice. For example: 
"Sam, what ever the problem is that is causing your performance to deteriorate, there is help if you want to deal with it. I want you to know that we so value your potential here that you have a job if you want to deal with your personal issues. However, if there is no problem or you choose not to ask for help then you leave me no choice other than to fire you strictly for your unacceptable performance problem. What is your choice?" 
You may ask if the employee wishes to speak confidentially with a counselor, or you may wish to force the issue by silently waiting for an answer. If the employee ask for time to think it over, then give it, but no more than one or two hours. 

Always couple your offer of help with a firm and precise outline of the performance based consequences should the employee deny a problem exists.
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	Exercise Five 

Judy started working for you three months ago. Since that time, you have counseled her on the following: 
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Jun 8 - 20 minutes late for lunch
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Jun 23 - Did not have a hat on in the production area (health and safety violation)
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Jul 14 - 45 minutes late for work
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Jul 24 - 10 minutes late for break
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Aug 5 - Bumped into rack with a forklift (safety violation)
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Aug 13 - left 10 minutes early for lunch


Today, she left for her 15 minute break and was gone for 25 minutes. 

Using the following guide, conduct a performance counseling session: 
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Start the meeting (being firm and confident).
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Use your power base (documentation).
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When in doubt, return to the facts. (Judy comments, "I thought we were friends?" Note: If they play on friendship - real friends do NOT let their buddies self-exit out of an organization, real friends help.

[image: image39.png]+




Move to Closure: 
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Get the employee to own the problem.
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Ask for the reason for the poor performance.
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Is there a personal problem?
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Get commitment!
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	Notes 
Created January 19, 1998. Last update April 9, 2000. 
Leadership Training and Development Outline
About 
http://www.nwlink.com/~donclark/leader/councel2.html 
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