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STEP 1 Identify Critical (10-25%)
Current & Future Positions
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Develop KRA’s & CT’s 
for Select PositionsSTEP 2



Defines WHAT Results A Job Ultimately Delivers  
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WHY That Result Is Of Value to The Organization
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HOW To Achieve the Result 
At A High Level of Performance
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And Ranks WHICH KRA’s & CT’s 
Have The Greatest Impact  on Total Job
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Assess Performance Level of 
Current Job Holders & BackupsSTEP 3
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Design Performance
Hiring & Development ProcessesSTEP 4
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The 90 Action Plan
[Example]
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H-M-L Management “Tips”

1. These conversations should take around 15-30 minutes.  
2. They should take place once a  year at the 6 months mid-point 

between the yearly review.
3. Have your conversation in the H-M-L order.
4. Share that you are meeting with each of member by telling them 

you want to be a better leader by giving them feedback as part of 
their professional development.

5. You can tell members what group they are in, but remember the key 
is the content of your observations, feedback and questions for 
them.  This is why preparing for these conversations is important.

6. If you have already counseled a low performer on making specific
change and the low performer hasn’t changed anything, move to the 
next step of the disciplinary process in your organization.

7. Research shows that you need three compliments to one criticism 
to have a positive relationship.  So with the middle performer use 
the structure of : 1) I want to retain you (pos) 2) support (pos)  3) 
coach (develop) and 4) support (pos)
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Moving the High Performers

1. Tell them where the organization is going
2. Thank them for their work
3. Outline why they are so important
4. Ask is there anything you can do for them

Source: Studer
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Moving the Middle Performers

1. Reassure: Goal is to retain
2. Support:  Describing good qualities
3. Coach: Covering developmental 

opportunity
4. Support:  Reaffirm good qualities

Source: Studer
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Moving the Low Performers

1. Do not start meeting out on a positive 
note

2. Describe: What has been observed
3. Evaluate: What impact it has had on the 

organization, on you
4. Show:  What needs to be done
5. Know: Consequences of continued same 

performance (up or out)

Source: Studer
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Integrate Into On-Going
Performance Mgt ProcessesSTEP 5
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GAP Action Development Plan

1. Setting & Specifying The Goal
2. Identifying The “Field of Forces” For Achieving The 

Goal
3. Identifying The Key Actions Required To Achieve The 

Goal
4. Identifying The Measures/Indicators Of Successful 

Goal Achievement
5. Identifying The Consequences Of Goal Attainment & 

Non-Attainment
6. Monitoring Goal Achievement Progress & Making 

Needed Adjustments
7. Building Upon Wins & Breakthroughs Gained By 

Achieving This Goal
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[Example]
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Handout Page 3
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Sustain
Capacity
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Select 
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Behavioral Interviewing
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6 Month H-M-L Interviews

Strategic
Development

Operational
Plan

KRA/CT Tracking

Framework of Choices

90 Day Action Plans

Mission
Values

Values Into Behaviors

Develop for High
Performance

Resource Allocation

Linking Activities AT All Levels
To Highest Level Goals/Value

Organizational Clarity

Identify Critical Position 
Now & Future

Develop Backups

Competencies & Motivation
Prioritized Critical Tasks & Behaviors


