Give, Get, Merge Job Aid

Give, Get, Merge Job Aid (continued)

Give, Get, Merge is a communication model that incorporates skills to optimize communication with your employees.

· Give your perspective in a way that the employee can understand and relate to.  Show your commitment to the communication process, not to your position of power over the employee.

· Get the employee’s perspective in a way that will build his or her involvement in the process.  Make sure the employee knows that he or she is not merely a passive observer but, instead, an active participant in evaluation and planning.

· Merge the perspectives and strive to come to agreement to increase the likelihood of a high level of performance and success.  Blend your view and your employee’s view to create as clear a consensus as possible.  Finish your discussion so that both of you are confident in the conclusions you’ve reached together.
GIVE Your Perspective


Give your perspective to communicate a clear and objective message about performance expectations/behavior—both expected and actual.  

What to Do
How to Do It

1. Describe expected performance 
Be concise.  Express yourself completely and directly, without excessive wordiness.

2. Describe actual performance or behavior
Be objective.  Keep your perspective free of emotions, personal prejudice, or judgments.

3. Describe why the performance or behavior is important
Be specific.  Focus your statements on particular, distinctive actions or accomplishments.

GET Employee’s Perspective


Get the employee’s perspective to involve him or her in the performance management process and strengthen his or her buy-in and commitment.

What to Do
How to Do It

Attend

Attending demonstrates to the speaker that you are paying attention and listening to what he/she is saying.
Give your full physical and mental attention to the employee:

· Maintain eye contact.

· Keep an alert but relaxed posture.

· Use appropriate facial expressions.

· Nod your head.

· Say “I see …” or “Uh-huh …” to let people know they have your attention.  

· Be sensitive to cultural differences that may exist in a diverse workforce.  (Be aware, for instance, that in some cultures maintaining direct eye contact can be offensive.)

Encourage

Encouraging can stimulate or spur other people to offer you more information, insight, or ideas.  It conveys to them that you are interested in what they have to say.
Draw the employee out to involve him or her in the discussion:

· Do not interrupt
· Provide cues that you are engaged; e.g., nod your head or respond to comments with “I see” or “Right”
· Use phrases such as “Tell me more” to elicit further elaboration of ideas and concerns.

Paraphrase 

Paraphrasing is the key skill to make certain that you have understood the other’s message. Paraphrasing is summarizing in your own words the gist of what someone has said.  

Paraphrasing:

· Lets the person know that you are listening

· Encourages the person to expand on what he/she is saying

· Helps you confirm what the person is saying before you react.
· Mentally summarize the key points of what the person is saying. 

· Reflect the gist of what the person has said in your own words.  Begin with a phrase such as:

· “What I hear you saying is … ” 

· “In other words, you’re saying …”

· “You’re saying ….”

Criteria for Effective Paraphrasing 

· Interchangeable (that is, you don’t take away from or add to what the person has said)

· Brief 

· In your own words

· Free from judgment (that is, you’re not agreeing or disagreeing with what the person has said; you’re simply acknowledging that you understand what he/she meant)

GET Employee’s Perspective (continued)


What to Do
How to Do It

Ask questions

Sometimes you don’t have enough information to really understand what the person has said or to understand it from his/her point of view.  Or you may simply need to elicit more information about a situation.  The best way to do this is to ask questions.
Closed Questions

· Are used to elicit a “yes” or “no” or other limited response—a finite amount of information; provide only the information you ask for (assuming you know what questions to ask).

· Typically begin with “have,” “is,” “can,” and “do.”  Examples include:

· “Is 2 days enough time?” 

· “Can Pat handle the job given her skill level?” 

· “Does this computer error occur often?” 

· Are used to elicit quick facts and stimulate closure; most useful for confirming understanding or agreement.  For example, “Did I understand you correctly when you said that…?”
Open-Ended Questions 

· Can yield a great deal of information; are used for gathering information, understanding a problem or concern, drawing out, solving problems.

· Often begin with “how,” “what,” “why,” “when,” “where,” or phrases such as “Tell me about ….”  Examples include:

· “How do you think we should proceed?” 

· “Tell me about ….”

· Encourage participation in the communication process or participation at a deeper level.

Listen for content
Reflect back what you heard, in your own words, to ensure that you understand what the employee has said.

Listen for feelings
Pay attention to more than just the words the employee uses:

· Observe the employee’s nonverbal language (body language, facial expressions)
· Listen to what the employee is saying and how he or she is saying it (tone, volume, pacing)
· Reflect back the feelings.

MERGE Perspectives


Merge perspectives to achieve agreement and alignment on issues related to performance—what performance is expected, what actual performance is, etc.

What to Do
How to Do It

1. Identify goals


Keep in mind the desired outcome of the discussion with the employee:

· Successful completion of a specific job, task, or behavior,

· Support of your professional relationship with the employee, or

· A combination of both.

2. Find common ground
Look for and build on similarities in interests, summarizing areas of agreement.

3. Determine specific differences
Identify where you and the employee differ.

4. Explore alternatives
Use a merge strategy—such as integrate, compromise, or accommodate—that will move you and the employee toward the goal.

Depending on your goals for the performance discussion, you will use one of the following five strategies for merging perspectives.

Strategy
Outcome
When to Use

Integrate
Fully incorporates the perspectives of both you and the employee


· You want to create a solution because you both have concerns that are too important to be compromised.

· You need to pull together various insights on how to deal with a problem.

· You want to increase the level of commitment from the employee.

· You need to work through contentious feelings that have been interfering with your relationship with the employee.

Compromise
Meets some, but not all, concerns/ needs of both you and the employee


· The goals you and the employee have set are moderately important, but not worth the effort or potential disruption of fighting it out.

· You want to achieve temporary settlements to complex issues.

· You need to arrive at an expedient solution under time pressure.

MERGE Perspectives (continued)


Strategy
Outcome
When to Use

Accommodate


Fully supports the employee’s concerns/needs, without meeting your concerns/ needs
· You lack information regarding a situation.  It is counterproductive to maintain an uninformed position, so the best resolution may be to accept the employee’s views as the blueprint for agreement.

· The issue is more important to the employee than to you.  Yielding to the employee’s position is a goodwill gesture that can help maintain a cooperative relationship.

· You and the employee have conflicting viewpoints on especially controversial issues.  You may decide that avoiding disruption is more important than forcing a resolution with which neither of you is happy.

Avoid


Neither your nor the employee’s concerns/needs can be addressed; decision is postponed
· The dividing issue is trivial.

· The potential damage of confronting a conflict outweighs the benefits of its resolution.

· You or the employee needs to cool down (to reduce tensions and to regain perspective and composure).

· You believe that others could resolve the conflict more effectively.

Impose


Fully meets your concerns, without considering or incorporating the employee’s concerns/needs
· You must resolve important issues that require the implementation of unpopular courses of action.

· You know you are right and the issues at stake are vital to the organization’s welfare.

· There are time constraints and you must set deadlines for the completion of work.
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