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Dealing with underperformers - Facilitator's Guide

Session length: 60-90 minutes
The facilitator’s job:

1. To create a positive learning environment

2. To maintain the group’s focus and keep them on track with course material

3. To encourage everyone to participate 

4. To remain neutral, treating everyone fairly, making sure everyone has a chance to participate, and encouraging
everyone to engage

5. To ask the sample questions below, or insert your own
Learning objectives for the course:

1. Know and implement the four steps needed to prepare for difficult conversations

2. Understand a variety of possible reactions and know how to respond to each one
Ask participants to bring their downloaded tools with them to the session.
Session length: 60-90 minutes
Module 1: Why take action with underperformers?

10 minutes

1. Trevor states, “Underperformers don’t know that they’re underperformers.”

Do

you find this to be true?

Can

you

give an example?

2.

Can

you tell about a time where you found out something about yourself that was a blind spot to you?

you discover it?
3.

Have

How

How

did

did you feel when you first heard about it?


you ever left a place or experienced significant frustration (not here!) because you had to work with - or

report to - an under performer?
Module 2: How to prepare for conversations with underperformers

1.

How

2.

If

10 – 15 minutes

do you feel when you think about confronting an under performer?


you were being confronted, where would you want the discussion to take place?

Module 3: How to conduct a difficult conversation

10 – 15 minutes

1.

Which

approach works better if you’re being confronted; anger or empathy?


2.

Which

are you more inclined to approach someone with; anger or empathy?


3.

Break

into pairs.

Give

a summary of your day so far, and score your partner on their listening skills.

forward, nod, encourage you to continue, and show that they were listening?
4.

“Focus

5.

Do

6.

What’s

7.

Have

on observed evidence, not hearsay.”

Do

Now

Did

they lean

switch roles and try it again.


you agree? Are there drawbacks to this approach?


you ever hold back the truth in a difficult conversation at home or at work?

What

is the result when you do?


the advantage of using ‘I’ statements like ‘I feel’ and ‘I think’?


you tried any of these approaches outlined in this module?

How

have they worked?
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Module 4: How to respond to their reactions

10–20 minutes

Module 5: What to do after the conversation

10–15 minutes

1.
2.
3.
4.
5.

In conflict, do you have a tendency to take it personally? Why?

Have you ever had an emotional reaction to a difficult conversation? Can you share it?

Which reaction have you seen in real life?

Have you seen someone respond to a difficult conversation with maturity? Immaturity?

How can you encourage a person to respond in a mature way?

1. Do you keep notes of any conversations you have?

2. Who is an appropriate witness in our setting to include in a difficult conversation?
Wrap up

1. Any other questions or comments?

2. What is your biggest take-away from the course?

3. Discuss which course is next, when it will be completed and the date and time of our next meeting.

5 minutes
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