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Group Expectations:

As a group:
• We leave what's said in the room inside and apply the learning outside.

• We agree to be present when we can, using camera, chat, speaking in, and reactions to 
participate.

• We listen when others are sharing.

• We recognize we do not all come from the same background and speak from our own experience.

• We assume good intent but name impact.

Please do:

• Actively participate, provide advice, ask questions

• Take breaks as you need them

• Ask for what you need



Accelerator 
Fundamentals

Cultivate self-
awareness.

Develop and sustain 
relationships built on 

trust.

Create comprehensive, 
realistic plans that align 

with overall 
organizational needs.

Accurately evaluate 
project and 

organizational 
outcomes.

Support employee 
growth and 

development.

Prioritize and advocate 
for inclusive and 

equitable approaches 
and outcomes.
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October 26th: Trust + Performance Mgmt

Learning Objectives:
○Participants will be able to explain the concept of psychological safety

○Participants will be able to identify the four components of trust

○Participants will be able to practice delegating using the Eisenhower or 

PTR matrix

○Participants will be prepared to develop a coaching or performance 

management plan for their team

Session Time:
• 12:00 – 12:30 | Intros and Overview
• 12:30 – 1:30   | Psychological Safety + Trust
• 1:30 – 1:45    | BREAK
• 1:45 – 2:45    | Tools for supporting employees
• 2:45 – 3:45    | Performance Management
• 3:45 – 4:00    | Questions + Close



Building and 
Sustaining 

Relationships 
Based on Trust



Psychological Safety



Psychological Safety Approach conflict 
as a collaborator, 
not an adversary.

Speak human to 
human.

Anticipate 
reactions and plan 

countermoves.

Replace blame 
with curiosity.

Ask for feedback 
on delivery.

Measure 
psychological 

safety. 



Trust + Levels of Trust

Trust: “A belief in someone or something.”

Trust is a verb AND a noun.

Verb = A decision to trust and be vulnerable

Noun = A created environment to enable 
belief to develop and sustain



Levels of Trust
Proficiency

Care

• Level 1: Competency
• “I know you will do the thing right.”

• Level 2: Consistency
• “I know you will do the thing right over time.”

• Level 3: Integrity
• “I know you will do the right thing.”

• Level 4: Compassion
• “I know you will do the right thing for me.”



Components of Trust



Trust + Levels of Trust

Transactional
Lack of Resilience and Adaptability

High Performing Teams

Little to No Trust
Limited Trust

Over-reliance on Relationship

P
ro

fi
ci

e
n

cy

Care



Conversation
In small groups, introduce yourselves, 
identify someone to be ready to report 
back, then discuss:

1. How do you see your 
department/team/ organization within 
the levels of trust?

2. How can you rebuild trust once eroded 
or build more durable trust?



Self 
Awareness + 

Trust





You're working with your team to organize an upcoming 
gathering in your community. The four folks you supervise 
have different experiences

Dolly: Able, Confident, and Willing | "I've got this! I can't 
wait to welcome folks in."

Garth: Able, but Insecure or Not Willing | "Can you remind 
me how to take tickets?"

Reba: Unable but Confident or Willing | "I know how to do 
it."

Blake: Unable and Insecure or Unwilling | "This is my first 
event with y'all, what should I expect?"

Which "situational leadership" behavior 
or approach might work best with each?  
How do you know?



How do I know where folks are?

• OBSERVE

• ASK

Proficiency

Care



Trusted Five

Make a five-by-six grid on a piece of paper

Names of Trusted 5 Your Gender 
Identity

Your Race/EthnicityYour 
Age/Generation

Your Belief 
System/Religion

Add check marks to each box that 
matches your demographics

X

X

X

What does your grid look like?



Measuring 
and Improving 

Trust



https://docs.google.com/document/d/16Q
3Oo3d8I2xt3li6RsUsx5KXyE20_DsCsT8BiUC
TDzI/edit

Measuring Safety + Trust: Internal

https://docs.google.com/document/d/16Q3Oo3d8I2xt3li6RsUsx5KXyE20_DsCsT8BiUCTDzI/edit
https://docs.google.com/document/d/16Q3Oo3d8I2xt3li6RsUsx5KXyE20_DsCsT8BiUCTDzI/edit
https://docs.google.com/document/d/16Q3Oo3d8I2xt3li6RsUsx5KXyE20_DsCsT8BiUCTDzI/edit


Measuring Safety + Trust: External
Questions to consider bringing into your check in or review process:

Worksheet in Thinkific

Adapted from Edmondson, A. (1999). 
Psychological safety and learning behavior in 
work teams. Administrative Science Quarterly, 
44, 350-383.



Skills for 
Supporting 
Employees



Delegation Tools: Eisenhower Matrix

Do Decide

Delegate Delete

Urgent Not Urgent
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+ Situational Leadership
+Planning Processes
+Job Descriptions



Delegation Tools: PTR

Consider the item you just decided to delegate. How would you 
communicate it using PTR?



Supporting Employees: Delegation

•Manager: Supports and holds owner accountable through delegation. Serves as a resource, shares 
feedback, asks probing questions, reviews progress, and intervenes if the work is off-track. This person 
may or may not be the owner’s supervisor.

•Owner: Has overall responsibility for driving the project forward and coordinating steps to accomplish 
the goal. Ensures all the work gets done (directly or with helpers) and involves others (consults) in a 
meaningful way. There should only be one owner.

•Consulted: Provides input and perspective. May share resources or referrals.

•Helper: Implements aspects of the work and actively contributes to project success. 
The helper may own a significant area of work with its own MOCHA 
(we call this a cascading MOCHA).

•Approver: Signs off on the final product or key decisions. May be the owner or manager, 
though it can also be a person or group with a clear decision-making role on the project.

From The Management Center



Trust, Supporting Employees, and Delegation

Trust: “A belief in someone or something.”

Trust is a verb AND a noun.

Verb = A decision to trust and be vulnerable

Noun = A created environment to enable 
belief to develop and sustain



Group Conversation

• What is your greatest strength when it comes to 
delegating or decision making? How does some of the 
work you’ve done to become a self-aware leader 
complement that?

• What would you like to improve on when you delegate 
or make team decisions?



Managing 
Conflict



“The most surefire way to avoid 
all conflict (crucial conversations) 
is to not lead a meaningful life.”

“Most relationships end because 
the lag time between feeling a 
problem and discussing a 
problem in a healthy way grows 
too large to recover from.”



Problems may go undiscussed 
(avoiding conflict), but they are 
rarely unfelt.



Difficult Conversations + Managing Conflict

Self-
awareness

Relationships 
built on trust

Shared 
practices for 
hard 
conversations

Healthy conflict

Supporting 
employee 
growth and 
development



Psychological Safety



Self Awareness + Professional Identity



Positional Authority



Difficult Conversations + Managing Conflict

Self-
awareness

Relationships 
built on trust

Shared 
practices for 
hard 
conversations

Healthy 
conflict

Supporting 
employee 
growth and 
development



Trust + Levels of Trust

• Level 1: Consistency
• “I know you will do the thing.” or “I know I will not be hurt.”

• Level 2: Competency
• “I know you will do the thing right.”

• Level 3: Integrity
• “I know you will do the right thing.”

• Level 4: Compassion
• “I know you will do the thing right for me.”

Proficiency

Care



Do I show my employees that I feel confident in their skills?
Do I show my employees that I care about their welfare?
Do I show my employees that I think they are capable of performing their jobs?
Do I give my employees influence over the things that affect them most on the job?
Do I give my employees the opportunity to take part in making job-related 
decisions that affect them?
Do I encourage my employees to take risks?
Do my words and deeds convey how much I trust my employees?



Difficult Conversations + Managing Conflict

Self-
awareness

Relationships 
built on trust

Shared 
practices for 
hard 
conversations

Healthy conflict

Supporting 
employee 
growth and 
development



1) Start with the heart 
(i.e. empathy and positive intent)

2) Stay in dialogue

3) Make it safe

4) Don’t get hooked by emotion (or hook them)

5) Agree a mutual purpose

6) Separate facts from story

7) Agree a clear action plan



Self- Awareness:
• What are you feeling and thinking that makes you want to have a difficult conversation?
• Manage Perspective, Insecurities, and Emotions.
• What are some thoughts you may have a hard time bringing to the table? Make a commitment to share them while exploring the other person's 

perspective.
Trust:
• How should I have this conversation so that everyone feels safe? What are words/phrases to avoid?
• How can I keep an open mind and truly invest in understanding the other person's perspective?
Planning:
• Keep the conversation on track.
• Make a plan for moving forward.
Evaluation:
• What are the potential solutions?
• What will be different as we move forward?
• How do we follow-up and stay on track?
Equity
• What are the holes in your view? (IE, what blind spots do I have)?
• What story are you telling yourself about the other person that may hinder your ability to fully engage in a healthy process? 

Write your assumptions down.



Difficult Conversations + Managing Conflict

Self-
awareness

Relationships 
built on trust

Shared 
practices for 
hard 
conversations

Healthy conflict

Supporting 
employee 
growth and 
development



Self Awareness + Professional Identity



Communication: Antidotes + Strategies for Connecting
https://www.whitesupremacyculture.info/comfort--fear-of-conflict.html



Reflect:

What am I protecting by avoiding 
difficult conversations?

What am I scared of when it comes to 
managing conflict and difficult 

conversations?

 How do I move beyond “why” I am 
hesitant and decide “what” I am going 

to do about it?



Communication



Communication Agreements



Performance 
Management



Reflect + Discuss

• Consider what you and your organization does well when supporting 
employees.
• What is within your control?
• What is outside your control but in your sphere of influence?

• Consider what you and your organization doesn't do well when supporting 
employees.
• What is within your control?
• What is outside your control but 

in your sphere of influence?

• What is common in your performance 
management system? What is unique?

Performance Management



Performance 
Management

Appraisal

Coaching

Planning

CoachingAppraisal



Performance Management:

Performance Planning
1. Operational Plan: Aligning work with the priorities and 

goals of the organization
2. Job Description: Defining unique and specific roles 

and responsibilities for each employee (fleet map!)
3. Competencies: Knowledge and skill needed to carry 

out the job description and operational plan
4. Personal Goals: Whole-person approach to work.
5. Organizational Values: The principles we abide by, 

no matter what.



Performance Coaching – 1:1 Meetings

• Same time, same place, same focus

Consistent

• Use a template or guide (tied to goals, plans, skills, and values)

Structured

• Multi-directional feedback, resolve “little-c conflict.”

Honest



Levels of Trust

• Level 1: Consistency
• “I know you will do the thing.” or “I know I will not be hurt.”

• Level 2: Competency
• “I know you will do the thing right.”

• Level 3: Integrity
• “I know you will do the right thing.”

• Level 4: Compassion
• “I know you will do the right thing for me.”

Proficiency

Care



Performance Appraisals

• Should feel like a continuation of planning and coaching system.

Integrated

• Not the time for surprises in evaluating performance.

Routine

• Should include feedback on job duties, competencies, projects, 
and goals.

Holistic



Performance Appraisals, Incentives, Raises...

• Not necessarily tied to review process

• All the basics on NP bonuses and comp

• Moving towards compensation equity + 
transparency

• Letting go of negotiation processes

https://www.councilofnonprofits.org/tools-resources/compensation-nonprofit-employees


Performance Management: Feedback
First Things First:
✓Am I interrogating my own bias and self-awareness?
✓Am I fostering psychological safety?
✓Am I developing relationships of trust?
✓Am I basing feedback on operational plans and measured outcomes?
✓Am I basing feedback on something I can reasonably expect an employee 

to change?
✓Am I systematizing and normalizing it with my weekly 1:1 check-ins?

Refining Feedback Skills:
Like any skillset, it can be improved with intentional practice. We'll explore 
the SBI model, how it can be used to practice giving and receiving 
feedback, and how to reflect and grow.



Performance Management: Feedback
Situation | Be specific. Describe the time, place, context of the event you 
want to discuss

Behavior | Describe behavior you witnessed without assuming intent or 
bringing in outside observations not based on your own experience. "I 
saw....I noticed...."

Impact | Share your interpretation of the impact of what you observed.

This helps you form a quick three sentence statement to open a 
conversation. Asking a question of intent or capacity at the end then 
allows your teammate to enter the conversation:

• What is your experience of this situation?
• What was your intent?
• Want to talk through your perspective?



Performance Management: Scenario 1
Reba supervises Hannah and one day noticed her helping a client through a 
confusing and frustrating billing process, all while staying patient and calm. The 
client left happy, and Hannah resumed her work. Reba had to go on to a 
meeting, and didn't have time to offer a "good job" right away.

During their next scheduled check in, Reba wanted to provide feedback on 
Hannah's customer service, one of the core competencies in Hannah's job 
description. She uses the SBI model to deliver it. She waits until they are walking 
through that part of the agenda, and then shares:

"Last Thursday afternoon at the front desk I saw you were working with a client 
on what seemed to be a frustrating billing process. You kept your demeanor calm 
and kind, and it looks like the customer walked away happy. The way you 
handled that situation shows our clients we are here to meet their needs, and 
helps build trust when folks walk in our door, which is so important to the 
mission. Thank you. Do you want to share your experience of that client with me? 
Was it hard or easy to maintain a sense of calm?"



The

Performance Management: Scenario 2
Reba supervises Hannah and one day noticed her helping a client through a 
confusing and frustrating billing process. The client was upset, and Reba saw 
Hannah's emotional state rise in response – her voice became louder and 
insistent. Reba had to go to a meeting and didn't have a chance to step in, but 
the last thing she saw was the client storming out of the door and Hannah sitting 
back down in the chair, crossing her arms and rolling her eyes.

During their next scheduled check in, Reba wanted to provide feedback on 
Hannah's customer service, one of the core competencies in Hannah's job 
description. She uses the SBI model to deliver it. She waits until they are walking 
through that part of the agenda, and then shares....

YOUR TURN



Performance Management: Scenario 3
Situation | Be specific. Describe the time, place, context of the event you 
want to discuss

Behavior | Describe behavior you witnessed without assuming intent or 
bringing in outside observations not based on your own experience. "I 
saw....I noticed...."

Impact | Share your interpretation of the impact of what you observed.

This helps you form a quick three sentence statement to open a 
conversation. Asking a question of intent or capacity at the end then 
allows your teammate to enter the conversation:

• What is your experience of this situation?
• What was your intent?
• Want to talk through your perspective?



Performance Management Tools

Word Doc: Check in Template

Excel: Performance 
Management Planning

Job Description Library: BridgeSpan

Roles + Goals: Management Center

https://montananonprofitassociation.sharepoint.com/:w:/s/MNATeam/Eb9E0ThVq8FFh9czAKIzDvIBr-XNpDSy9fi7yEF05qy8OA?e=1ApGnT
https://docs.google.com/spreadsheets/d/1US-32_P-d8Z0BaQpz1P8SQbo-FrwD-25/edit?usp=sharing&ouid=107341261078198068078&rtpof=true&sd=true
https://docs.google.com/spreadsheets/d/1US-32_P-d8Z0BaQpz1P8SQbo-FrwD-25/edit?usp=sharing&ouid=107341261078198068078&rtpof=true&sd=true
https://www.bridgespan.org/insights/library/hiring/nonprofit-job-description-toolkit
https://www.managementcenter.org/resources/role-expectations/


Reflection

What is within my sphere of control, influence and 
concern? What are three things they have control over 
they can do right away? What are a few things they can 
begin to advocate for or influence in the realm of 
performance management?

Performance Management



Accelerator 
Fundamentals

Cultivate self-awareness.

•Objective information from evaluation 
demonstrates where we are succeeding and fall ing 
short, it's data we can use to enhance our 
understanding of our strengths and areas to grow.

Develop and sustain relationships built 
on trust.

•Conveying accurate information to those we lead 
and those who lead us demonstrates compentency.

Create comprehensive, realistic plans 
that align with overall organizational 
needs.

•Planning and evaluation processes are two sides of 
the same coin.

Support employee growth and 
development.

•When we measure outcomes, we can better track 
performance and provide support and supported 
challenges to ourselves and our team. 

Prioritize and advocate for inclusive and 
equitable approaches and outcomes.

•We measure what matters, and what matters get 
measured. Progress towards equity within your 
mission and organization should be measured. 



Reflect

•Determine any changes or updates 
to your 1:1 check in process or 
schedule and build a timeline for 
implementing



.

October 26th: Trust + Performance Mgmt

Learning Objectives:
○Participants will be able to explain the concept of psychological safety

○Participants will be able to identify the four components of trust

○Participants will be able to practice delegating using the Eisenhower or PTR 

matrix.

○Participants will be prepared to develop a coaching or performance 

management plan for their team

Session Time:
• 12:00 – 12:30 | Intros and Overview
• 12:30 – 1:30   | Psychological Safety + Trust
• 1:30 – 1:45    | BREAK
• 1:45 – 2:45    | Tools for supporting employees
• 2:45 – 3:45    | Performance Management
• 3:45 – 4:00    | Questions + Close



Thank you!
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