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                                The Ultimate Sales Tool Kit




	8-Point Checklist To Diagnose Poor Performance
	 

	
	 

	Managers can get so disgusted with a poor performer they fail to diagnose why the person is failing. Thus, not only does a manager not salvage the employee; he doesn’t learn lessons that can prevent deficient performances in the future. When you have someone failing in a job, it may not be his or her fault; it may be a management failure. Go over the following checklist at your next management meeting and see if you can determine the ‘why’ behind some of your poor performers. If you diagnose the problem properly, you have an opportunity to take appropriate action but until you do, you and the employee will wallow in mediocrity and frustration. 


1. Does the person have a talent for the job? While you can teach skills and knowledge, you cannot teach talent. Thus, if a person has no natural strength or gift for the job at hand you have to stop trying to fix the person and fix the casting error. Get the person doing what he or she is wired to do. 

2. Were expectations clearly defined? As simple as this sounds, most of the time clear performance targets are not established up front: what must be done and by when. Thus, people work long and hard and hope it all works out. Good people will try hard to hit a standard if they know what it is. Clearly define, up front, job expectations. If necessary, go back to square one and redefine what you expect in no uncertain terms. 

3. Is feedback on performance given quickly and often? The number one cause for poor performance is feedback deficiencies. When people are doing well you must let them know and let them know quickly because without fast and frequent reinforcement, good behaviour will not continue. On the other hand, when someone is performing poorly you must confront it quickly. In fact, when you don’t confront poor performance you, in effect, reinforce it and can expect to see more of it. Feedback should be given formally, at sit down reviews and informally, on the fly, throughout the average workday. 

4. Have you attached appropriate consequences to poor performance? Until you attach a consequence to a behaviour, it will continue. You can talk until you’re blue in the face about ‘stepping up’ and doing more but until you attach an appropriate consequence to continuing to perform poorly, your speeches will have little effect. Remember psychology 101: if you want to change the behaviour, change the consequence for the behaviour. 

5. Does the person share corporate values? This should have been determined before the employee was hired but it’s better late than never. Values influence behaviour and if the poor performer doesn’t share company values: working as a team member, taking unprecedented care of the customer, continual personal growth, etc. he or she will never perform according to expectations. Your organisation should have a clear set of core values you use as hiring criteria. These values should be taught extensively during training orientation periods. Employees should be measured against their adherence to values at review times just as they are measured against performance objectives. People who don’t live your corporate values should be weeded out of your company.                                                                                                                                     

6. Are intrinsic needs being met? Intrinsic motivators: feeling part of a special team, being connected to a higher purpose through a compelling vision, the ability to grow personally and contribute at a higher level and like motivations must be in place at work or external motivators like incentives, bonuses, company cars and additional days off have no lasting effect. If a manager or an organisation doesn’t meet the intrinsic motivations of its employees it will never have a high performing team; simply a band of mercenaries who pick up their paychecks each week until a better job comes along. 

7. Do you know the motivational trigger for the employee? Once the intrinsic motivators are addressed, do you know the employee’s individual motivational trigger—or are you using a canned, panned motivational approach where you try to motivate all your people the same way? Some employees are turned on by recognition, others by more responsibility, and others still by material rewards. You have to know your people to move them. Very often someone is performing poorly and it’s the managers fault because he hasn’t learned how to motivate the person as a unique individual. If you don’t know what moves your people it’s time to find out. And don’t guess—ask. 

8. Has adequate training been provided to ensure job competence? It’s an unforgivable leadership sin to hire good people and not equip them for the job. If you don’t invest irrational amounts of time and money in your people, you don’t deserve them. Nor do you deserve your job as their leader. 

If you continue to misdiagnose poor performance you will continue to mistreat it. People are not disposable. Find out why they’re not performing before you ‘throw them away.’ You may find that you do need to part company, but perform due diligence in going through these eight points to fix the situation first. The eight points listed are management responsibilities. Do your job first and the chances of those working for you being able to do theirs increase dramatically
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