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OVERVIEW
We have devised a useful mnemonic, C L E F T, for developing a good process for
performance conversations:

Conversations
Leadership
Expectations
Future focus
Timely
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OVERVIEW
And now a little of the detail:
●

Conversations: just like ordinary conversations, performance conversations should
be fully two-way. They should focus primarily on current and future priorities, with
the clear objective of motivating your team member

●

Leadership: your leadership role requires that you create a meaningful vision with
clear direction that will be sufficiently strong to provide focus and motivation for
people

●

Expectations: reaching a shared and clear understanding of expectations and clarity
around the objectives that will deliver those expectations

●

Future focus: maintaining a shared focus on current and future priorities, with only
minimal ‘looking back’

●

Timely: establishing a pattern of monthly or six-weekly conversations will enliven
commitment and productivity

As the core part of this book, we will treat each element of C L E F T in turn in the
coming pages.
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C L E F T – ‘C’ for CONVERSATIONS
Conversations are dialogues that we regularly engage in during our daily lives, with the
emphasis on them being two-way, fully involving the other person.
Performance conversations should be no different and it is up to you to ensure that they
are truly two-way, ensuring the full participation of your team member.
Time and time again, employees have indicated that such performance conversations
are motivating for them, particularly when their managers are genuinely listening.
You as the manager can best do this by asking for the employee’s view of the current
work programme and about what is planned for the immediate future; doing this will get
the conversation flowing in the right way from the start.
All of this will help your critical task of providing increased focus and motivation.
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C L E F T – ‘L’ for LEADERSHIP
Your role as a leader does not take from your role as a manager, it enriches it.
Leadership requires you to inspire those around you with your view of the future and the
manner in which you go about achieving that vision.
Your primary task as a leader is to get your team members committed to the vision and
fully aboard; this you do by encouraging them to ‘get on the bus’, as it were. Good
leaders behave in a manner that brings team members with them on a shared journey.
Regular use of performance conversations will contribute greatly to ensuring that you get
to this point of full sharing of where you and your team member need to go to achieve
the planned outcomes.
If you think of well-known successful leaders you will see that is what they do – they
inspire team members to work assiduously on delivering this shared vision over the short
and long-haul.
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C L E F T – ‘E’ for EXPECTATIONS
Clarifying expectations between you and your employee will develop further your mutual
understanding of the areas you want them to concentrate on.
‘Expectations’ is our term for what each of you see as the outputs that are required, and
a clear mutual understanding of these is essential. You will only get mutuality if you
clearly search for and listen to his or her expectations.
Focusing on the key result areas within the job will allow both you and the team member
to identify (i) the most important areas for emphasis and (ii) the outputs that are required
in those areas.
Thus, your performance conversations should clearly give attention to this process of
clarifying expectations to the point where you will be able to set jointly agreed objectives
around these outputs; we will treat this key skill of objective setting in a later chapter.
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C L E F T – ‘F’ for FUTURE FOCUS
Keep the focus on the future by stressing from the outset that current and future priorities
are your main concern. Ask questions that prompt discussion, such as:
●

Can we share our view of your priorities for the immediate future?

●

What in your view are achievable objectives with tangible outputs?

●

What obstacles can we foresee and how might we surmount them?

●

From whom do we need full collaboration and how can we be sure to get it?

●

What can I do to support your achievements in the coming period?

Having opened various sections of the discussion with the above or similar questions, it
is then up to you to add your view, get to agreement and ensure that a good action plan
is in place.
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C L E F T – ‘F’ for FUTURE FOCUS
A final thought about future focus. Don’t forget to take a quick look backwards as well.
Whilst maintaining your forward looking focus you should briefly include the period just
past by asking:
‘What went well
and why?’

‘What could we
improve and how?’

You may gain great learning for the future period
from this quick look-back.
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C L E F T – ‘T’ for TIMELY
Completing your schedule of performance conversations on time is a personal discipline
that really should grab your commitment.
If you have fully internalised the idea that such conversations are highly motivational for
your team, then it should be relatively easy to set aside the necessary time.
Failure to make the time for these conversations sends a poor message to your team, a
message that you can do without.
You all stand to reap the benefits of such prioritisation of your time. So, it is up to you to
prioritise your time management to ensure that you take these regular opportunities for
developing togetherness of thought with your team members.
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SUMMARY
For successful performance conversations you need C L E F T:
C – Get into conversation mode through being sure to listen attentively to your team
members
L – Inspire them to enhance performance for the long term
E – Clarify really well what important outputs are required
F – Maintain a predominant future focus
T – Get into the habit of having these conversations every four to six weeks

KEY QUESTIONS FOR YOU
Take a moment to reflect on the above brief explanation of performance conversations
and ask yourself:
●
●
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●

Could performance conversations be a useful process with my team members?
If so, where would I start?
Have I enough of the required skills to make a start with the process?
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