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Exercise 4.2
What is Social Performance?
Example 1
Performance can be shown as hard evidence, but you would surely want some qualitative change? If people are performing their job correctly, they are showing some change in their ethics … their broad values and approaches which aren’t open, or only with great difficulty, to hard facts.
Example 2
It’s not about efficiency, not about tasks, it is about being effective … and personal happiness and goals and things. If people aren’t happy, they don’t perform … Happiness is the key to it all for me. Sounds a bit on the hippy side, but there you are.
Example 3
I get frustrated … while I like the debate … I like to move forward to action and achievement as a result. That will be different for different people … The other thing that comes into it … this is the bit where I hesitate because it is so difficult to measure … it is someone who achieves what they’ve got to do, but also achieves growth and has a good attitude. Now how do you measure a good attitude?
Example 4
It’s keeping that cycle of learning and ongoing movement … not stagnating … when you talk in all those [competency] terms that are the ‘in’ terms … it switches people off … it’s good stuff, it is, but people think of all these manuals, and forms they have to fill in. I like to keep the free flow, something that you don’t feel strangled by. That helps you to get through the competency framework.
(Health sector manager interviews, February/March 2009)
Questions:
1. 	How well can social dimensions of performance (ethics, attitude, happiness and learning) be measured?
1. 	What proxies might indicate ‘good’ social performance?
1.  	How does social performance impact on social value creation?
1. 	What management practices / assumptions might be formed at the intersection of social and economic rationality? 





Here are the four interview extracts from which the above quotations were taken. It may be helpful to read their comments in context. Each extract is taken from interviews with managers about ‘performance’ in a large health organisation, and the role of coaching in assisting performance improvements.  The organisation in which the interviews were conducted had 9 grades for employees.  The interviewees’ grades were:

Case 1 – Grade 7
Case 2 – Grade 8
Case 3 – Grade 8
Case 4 – Grade 8

The interview questions that prompted the responses were:
· What is ‘performance’?  
· How would you recognise ‘performance’ amongst the staff that you manage and/or coach?
Case 1
Interviewee:	You could anonymise enough data to show that individuals, rather than big idea stuff, that people had taken actions after the coaching.  You could demonstrate that coaching has a theoretical effect, then look at what people had actually done.  You could show that if someone was unsure, suppose they were an assistant that wanted to move forward, then you had a coaching session and several factors were identified, then this assistant then took action and the end result was an NVQ, then you have a clear line of progress.  I suspect that is what you can do as an individual.
Researcher:	That raises a question in my mind.  Is activity the same as performance?  I’m interested…when you look around and see someone that you, not the organisation, see as performing…is ‘performance’ a problematic word?  What would you want to see in other people to satisfy your understanding of performance?  It is ticking the boxes to show people are doing things, or is it something else?
Interviewee:	It is the qualitative things.  Does it produce some feel good?  Performance can be shown as hard evidence, but you would surely want some qualitative change?  If people are performing their job correctly, they are showing some change in their ethics, if you like, their broad values and approaches which aren’t open, or only with great difficulty, to hard facts.
Interview, 19th February 2009
Case 2
Interviewee: 	People in my team…how would I know if they are performing?  You get a bit of…I have two people at the same level as me…I don’t know…you get a sense.  One seems to be outperforming herself…she tells us what she’s doing…the other one, I think “what are you doing?”
Interviewer:	People are very thoughtful about this.
Interviewee:	I wonder if it is the right word.  I wonder if it is…(long pause)…it’s on the tip of my tongue…effectiveness.  Performance for me is about being effective.  Whatever it is you are doing, however you do it, it is effective and you can see some demonstrable results.  
Interviewer:	In one session…(pause)…somebody said they could see things were getting done.  I asked about the difference between activity and performance.
Interviewee:	I suppose, for me, is that it helps the individual that we are coaching to be more effective in their roles.  It’s not about efficiency, not about tasks, it is about being effective…and personal happiness and goals and things. If people aren’t happy, they don’t perform.  It could be their dog is ill, or something to do with the organisation.  It feels that if they have somewhere to go to talk about what is troubling them, to move on from that, to move on more quickly, they’ll start performing again.  Happiness is the key to it all for me.  Sounds a bit on the hippy side, but there you are.
Interview, 19th February 2009.
Case 3
Interviewee:	Someone who achieves their objectives (laughter).
Researcher:	I’m going to play devil’s advocate here…based on another interview, I asked if there is a difference between activity and performance?
Interviewee:	If there is a lot of activity and no performance you tend not to meet your objectives.  You can run round and round like a headless chicken.  I get frustrated…while I like the debate…I like to move forward to action and achievement as a result.  That will be different for different people, depending on what level they are working at.  As long as the objectives are reasonable in the first place, then…
Researcher:	The nub of this is connecting…objectives to achievement.
Interviewee:	Yeah.  And within timescales.  The other thing that comes into it…this is the bit where I hesitate because it is so difficult to measure…the objectives can be quite cold in their…they have to be if are you trying to measure …but we all have different values.  We like people that are like us and all those sorts of things…  There is something about performance to me, it is someone who achieves what they’ve got to do, but also achieves growth and has a good attitude.  Now how do you measure a good attitude?  That’s the difficulty.

Interview, 19th February 2009
Case 4
Interviewee:	I think it is motivation…seeing people who maintain, or reclaim their motivation…that happens to us all…having that positive thinking, and positive doing…always aiming to achieve and learning from the times that you don’t, and taking that forward again.  It’s keeping that cycle of learning and ongoing movement…not stagnating, not doing what we did 10 years ago because that’s what we’ve always done…not being put off by one bad experience “I’m a bad manager because I couldn’t sort out those people”.  It is about the situation, about the history, not all about me…and getting positive outcomes out of that.  Keeping people off the sick list…these are positives for the organisation.
Researcher:	That’s very interesting, because there are clearly a subset who think of performance in terms of achieving targets, or the skills frameworks, competencies…
Interviewee:	And all that as well…
Researcher:	…keeping people off the sick list is a performance outcome too?
Interviewee:	When you talk in all those [competency] terms that are the “in” terms…it switches people off…it’s good stuff, it is, but people think of all these manuals, and forms they have to fill in.  I like to keep the free flow, something that you don’t feel strangled by.  That helps you to get through the competency framework.

Interview, 9th March 2009
Table 4.4 – Understanding Different Types of Performance
	Type
	Characteristics
	Implications for Assessing Performance 

	Social Performance (supported by social rationality) - “Developing a community of interest”
Skills in getting and giving attention in order to form, develop, maintain and end relationships.
(Interactive social capital)

	
	Emotion
	Giving and getting access / information that clarifies emotional commitments.
Giving and getting access or information that stimulates emotion, and communicates emotional attitudes and intentions.
	Performance as the ability to interpret social network dynamics and clarify emotional commitments in order to help people process emotions and make decisions about their relationships.

	
	Information
	Giving and getting information about people, ideas and tasks so that access to people can be organised or direct assistance offered.
Giving and getting attention through sharing knowledge, story-telling and joking.
	Performance as the ability to obtain, organise, analyse and use information to develop human relationships for their own sake (rather than in pursuit of a task).

	
	Access
	Giving and getting access to people, ideas and resources.
Giving and getting attention (verbal and non-verbal) that conveys personal interest.  Presenting oneself in ways that induce others to communicate and commit to an ongoing relationship.
	Performance as the ability to create, use or shape tasks in such a way that they contribute to the formation and development of satisfying relationships.

	Economic Performance (supported by economic rationality)  - “getting the job done”
Skills in getting and giving assistance in order to complete tasks
(Transactive social capital)

	
	Physical
	Giving and getting commitments to meet face-to-face, travel and relocate.  Facilitating meetings and providing direct assistance with physical tasks.
Physical behaviour that fuels commitments to care for (and economically support) colleagues and dependants.
	Performance as the capacity to motivate oneself to arrange and attend meetings with others, and adopt or model behaviours that support the effective and efficient completion of tasks.

	
	Intellectual

	Giving and getting (sharing) conceptual ideas that provide alternative ways of understanding how to go about tasks.
Knowledge of how to give/get assistance in ways that induce and maintain mutual commitment.
	Performance as the capacity to develop and disseminate expertise, and apply it in ways that brings about the effective and/or efficient performance of tasks. 

	
	Material
	Giving and getting non-physical and non-intellectual support (e.g. money, time, contracts) that leads to material gains in pay, cost-effectiveness and service / trading opportunities.
	Performance as the capacity to manage money and time effectively in the acquisition, delivery and completion of tasks / contracts.


Adapted from: Ridley-Duff (2009: 45), Table 5.
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Social Impact Analysis Grid
Using table 4.4, analyse the four interview extracts, identify the way they assess performance.  Assess the long-term social impact of their approach.

	Performance Type
	Case 1
	Case 2
	Case 3
	Case 4

	Social - Emotion
Performance as the ability to interpret social network dynamics and clarify emotional commitments in order to help people process emotions and make decisions about their relationships.
	
	
	
	

	Social - Information
Performance as the ability to obtain, organise, analyse and use information to develop human relationships for their own sake (rather than in pursuit of a task).
	
	
	
	

	Social - Access
Performance as the ability to create, use or shape tasks in such a way that they contribute to the formation and development of satisfying relationships.
	
	
	
	

	Economic – Physical
Performance as the capacity to motivate oneself to arrange and attend meetings with others, and adopt or model behaviours that support the effective and efficient completion of tasks.
	
	
	
	

	Economic - Intellectual
Performance as the capacity to develop and disseminate expertise, and apply it in ways that brings about the effective and/or efficient performance of tasks.
	
	
	
	

	Economic - Material
Performance as the capacity to manage money and time effectively in the acquisition, delivery and completion of tasks / contracts.
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