THE PERFORMANCE MACHINE  ·  ONLINE TOOLKIT  ·  TOOL 2
Expectation-Setting Canvas
Chapter 5 · for managers · use in January, re-set in June
Expectations set in January are the foundation every later tool stands on. Set three to six per person, in a real conversation, in writing.
The January questions (ask these before you write anything)
1. What are the three to six outcomes this person owns this year?
1. For each, what does "done well" actually look like, in a measure we both name now?
1. When two of these collide in August, which one wins? (Give a priority order, not a list.)
1. What is each outcome connected to, so the person can use judgment when the unforeseen arrives?
1. What part of this did the person help shape? (An expectation they had no hand in is a quota.)
1. Last one, and the most important: can this person tell me no? If every yes was compelled, the commitments mean nothing.
The per-person expectation template (the five properties)
Write one block per expectation. Every block needs all five.
	Property
	Your entry

	Outcome (not an activity)
	e.g. "Fewer customer-facing incidents," not "work on reliability"

	Measure (named now, so December needs no archaeology)
	

	Priority position (where it ranks when commitments collide)
	

	Connection to consequence (why it matters / what it serves)
	

	Negotiated element (what the employee shaped)
	



Repeat for each of the 3–6 expectations.
Mid-year re-set page (June)
One hour per person. Put the January document on the table.
1. Which expectations still hold as written?
1. Which need revising because the ground moved? (Revise and date the change.)
1. Anyone drifting toward a performance conversation? If a gap is real, the formal feedback starts now, while the year is salvageable, not in October.
Signed/dated by both. The dated re-set is what makes the year a two-party agreement instead of a decree.
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