PAT (Pinpoint, Action Plan, Track)

It is rather easy to speak of performance problems in terms of “attitude,” “morale” or “not caring.” But these terms do not fully define the problem – they only define our assumptions about what a Counselor thinks or feels. When we speak in such terms, we cannot tell the Counselors how to improve actual performance, because attitude is not the same as actual behavior. 

Although attitude can certainly impact performance, lack of results in a particular area of performance is often the cause of an attitude problem.  So impacting the Counselor’s results through additional training and follow up can be considerably more effective than attempting to directly change the attitude.  A clear understanding of the desired behavior and outcomes regarding that behavior is a direct influence on attitude.  For example, a Counselor may have a poor attitude about performing a certain task because of a misunderstanding of what the process or results should be.

Pinpointing

A useful concept in the definition of performance is pinpointing – zeroing in carefully on a specific behavior. Pinpointing defines behavior as only what can be seen, heard or counted. 

Pinpointing does not leave you with a vague statement about attitude, open to many subjective interpretations. Instead, it gives you a clear definition of exactly what is going wrong. This prevents you from labeling the Counselor as “sloppy” or “uncaring.” Instead of saying, “John is not conducting enough interviews,” the manager says, “John is not conducting enough interviews because he is not effectively handling initial objections.” 

In evaluating a Counselor’s behavior, a manager or trainer should pinpoint and compare two types of behavior:

1. The current behavior – specifically what the Counselor is now doing that you do not want the Counselor to do.

2. The desired behavior – what you want the Counselor to do and exactly how you want it done.

In pinpointing, two issues must be addressed and clearly understood by you and the Counselor. These are the task and the standard, defined as follows:

1. The task is an activity the Counselor is expected to do. Unless a Counselor clearly understands that doing something is an expected part of the job, addressing performance in that activity is difficult.
2. The standard is the statement of how well the Counselor’s task should be done. It serves as a measure of the Counselor’s competence and covers such items as timeliness, quantity, quality and cost. As an example, the standard for effective interviewing involves such measures as the amount of time spent per interview, conversion rate of inquires and contacts to interviews, and the conversion rate to applications received.
Standards must meet the following criteria to be helpful both to you and to the Counselor:

· Realistic. A standard should be something the Counselor has a good chance of achieving. Standards can demand that the Counselor’s capabilities be stretched to achieve them. They should never be so low that the Counselor cannot miss achieving them or so high that achievement is all but impossible.
· Behavioral. A standard should be stated in clear behavioral terms so that both the manager and the Counselor can understand what is required and know when it has been achieved.
· Specific. The standard should be as clear as possible to the Counselor. Standards should not include statements such as “maintaining high efficiency,” “keeping good records” and “getting organized.” These are all too subjective to tell the Counselor what is expected.
· Relevant. The standard should relate to variables that are important parts of the Counselor’s job and to items that are actually under the Counselor’s control.
Once the standards are realistic, behavioral, specific, and relevant, and you have pinpointed what the Counselor’s behavior really is, you can compare the two and communicate the difference to the Counselor in terms of observed facts. Pinpointing poor performance and desired performance establishes the distance between them, so that you, as manager or trainer, can help the Counselor cross the gap and set up an action plan to address the difference.

Action Planning

Action planning includes deciding who is going to do what and by when and in what order for the Counselor to reach her goals. Action planning may seem detailed and tedious compared to pinpointing, but is necessary in order to change the behavior. It is useless to only point out what a Counselor is or is not doing incorrectly without providing him with a plan to improve.  To create an action plan with the Counselor, list the tasks that the Counselor needs to carry out to achieve the goal and the order in which the tasks need to be completed. 
Steps to Creating an Action Plan:

1. Discuss with the Counselor the behavior that you have pinpointed. Gain agreement on the improvement area.

2. Agree on a measurable amount of improvement that must be reached. Example: 10% increase in interviews conducted. 

3. Create a list of tasks the Counselor should carry out in order to improve this behavior. Examples include reviewing training materials, shadowing a veteran Counselor, manager or trainer observation and feedback, etc.

4. Agree on a timeline for implementation and results. Example: Take detailed notes during each interview and review with manager/trainer at the end of each call. Increase interviews conducted by 10% by the end of two weeks.  

5. Agree on a tracking method.

Tracking

Tracking involves counting and charting of the pinpointed behavior and/or action plan. We track behavior to find out how frequently it occurs, how serious a problem it is and if it is improving after implementation of the action plan. 

When a one decides that the problem is serious enough to address, she should first establish a baseline to then track the Counselor’s behavior against.  Charting a pinpointed behavior, like appointments made or interviews conducted is especially effective. It gives the Counselor visual feedback both of the baseline data and of any improvements achieved.  

There are two things a manager or trainer may want to track: behavior and activity. 

1. Behavior refers to telephoning skills, interviewing skills, etc. 

2. Activity refers to the visible results of behavior, such as number of appointments, number of interviews, number of applications, etc.

There are also two ways something can be tracked: continuous tracking and sampling. 

1. In continuous tracking, the manager or trainer keeps a behavior or activity under continuous observation. This method is suitable for changing behavior patterns but is too time consuming to maintain for long periods of time. 
2. To sample, the manager or trainer checks a behavior every week or two, an activity every progress review – that is, frequently enough to see what is happening without putting behavior or activity under continuous observation. Sampling is suitable for long-term monitoring of performance areas.
The following chart identifies the processes and tools you can use to effectively manage PAT.
	Pinpoint
	Action Plan
	Track

	· Manager/Trainer and Counselor Self Analyses

· Reports

· Goal Setting Sessions

· Progress Reviews

· Training Observations

· Performance Appraisal
	· Assign Training as Appropriate 

· Assign ‘Task’ List as Appropriate

· Coaching Sessions
· SMART Objectives
	· Goal Tracker

· Reports

· Training Observations

· Progress Reviews


Application

Pick a Counselor on your team and pinpoint an issue, create an action plan and track the results.  

Pinpoint. 
Describe this Counselor’s area of opportunity in one or two sentences.

Action Plan. 
Briefly describe the action plan you and your Counselor agreed upon.

Track. 
What method will you and your Counselor use to track the action plan?
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