High performer

Closed to
learning

Open to
learning

Low performer

Resource 1 – Learning–performance matrix
Taken from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

Feedback survey
Questions 1–22 work on a sliding scale of: strongly agree, agree, disagree and strongly disagree. We include a
‘Don’t know’ in case there is a new team member.
Please indicate the extent to which you agree or disagree with the following statements:
1

There is shared clarity about the processes to be followed and what ‘excellent’ performance looks like in our
team.

2

Workload is a major barrier to developing shared clarity in our team.

3

There are significant inefficiencies in how our team works which make improving what we do difficult.

4

There are sufficient opportunities to discuss how the team is performing/identify areas to develop.

5

Expectations of performance are clear in our team.

6

Feedback from colleagues is helpful in closing performance gaps.

7

We are effective in prioritising our time to address all important tasks.

8

High quality dialogue in our team helps to develop a deeper ‘shared language’ for the things that we do.

Questions 1–8 seek to gain feedback on:
■ The level of processing overload in the team.
■ The extent to which there is shared clarity in the team.
■ Whether inefficiency/lack of time is a barrier to improvement.
■ Whether dialogue in the team feeds shared clarity or not.
■ Whether feedback is helpful/clear in helping others to improve what they do.
9

Colleagues in the team who deliver high performance are recognised.

10 I believe relational trust in our team is strong.
11 I challenge myself based on professional conversations I have with others.
12 Colleagues constructively challenge me during professional conversations.
13 Time is made for listening to others in our team.
14 There is a culture of honesty and truthfulness in our team.
15 Colleagues in the team feel valued and respected.
16 Problems/setbacks are openly shared in our team.
Questions 9–16 seek to gain feedback on:
■ The level of trust in the team.
■ The level of honesty and truthfulness in the team.
■ The extent to which colleagues feel recognised and valued.
17 There is a culture of open accountability in our team.
18 Colleagues are clear on their own performance level compared to the expected level.
19 Our team is consistently ‘open to learning’ in seeking to improve our performance.

Resource 2 – Feedback survey (page 1 of 2)
Taken from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

20 There are sufficient opportunities to learn about the impact of colleagues/other teams to help improve my
own performance.
21 Our team doesn’t make the mistake of ‘over-assuming’ when problem solving.
22 In our team there is a tendency to externalise blame when things go wrong.
Questions 17–22 seek to gain feedback on:
■ The level of open dialogue about improvement.
■ How open and honest the team is about mistakes/setbacks.
■ The extent to which open accountability exists.
■ Whether colleagues have opportunities to identify any perception gaps about their own performance.
■ Whether the team is open to learning.
Please complete the following statement:
23 The three most important changes that I believe would help our team to be more ‘open to learning’ are:

Resource 2 – Feedback survey (page 2 of 2)
Taken from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

High

Openness

Conscientiousness

High

High

Low

Extraversion

Nervousness

High

Agreeableness

Resource 3 – Self-scoring wheel
Taken from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

High

5. Take actions
4. Draw conclusions
3. Interpret selection using
assumptions and
preconceptions
2. S
 elect information from reality
1. Reality

Resource 4 – Ladder of inference
Taken from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

Learning Programme Planner
The Gap

Destination

What specific aspects of learners’ KASH will the
programme develop?

The Me Stage

How will shared clarity be created with learners?

The We Stage

How will learners demonstrate that they are ready
to apply the new learning?

Why?

K

A
What?
S

The You Stage

How will learners be supported to effectively
embed the new aspects of KASH in their role?

H
How?

Starting Points

How will the starting points of learners be
established?

Resource 5 – Planning tool (page 1 of 2). Adapted from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

Learning Programme Planner Help Guide
Destination

The Gap

What specific aspects of learners’ KASH will the
programme develop?

What, specifically, are the new Knowledge, Attitudes, Skills
and Habits you are seeking to develop in those taking part
in your programme?
Where the learning destination is fuzzy and ill-defined,
there is a much greater likelihood of cognitive overload, as
it is more likely that learners will become confused and
frustrated. Furthermore, in our experience, lack of clarity in
programme design often leads to the insertion of far too
much content.

K
A

The Me Stage

How will shared clarity be created with learners?

Shared clarity happens when leader and learners have a
common understanding of the answers to three
fundamental questions: why, what and how? These three
questions can be applied to the programme as a whole as
well as to each individual session within it.

Why?

‘Why’ is the first and most powerful of the three questions.
■ Why do I need this?
■ Why should I commit time to or prioritise this?
■ Why do I need to improve my performance?
The answers to these questions provide learners with the
hook to engage with the programme. A powerful
justification of the ‘why’ can have a profoundly positive
impact on those who may be ‘closed to learning’.

What?

S
H
Starting Points

How will the starting points of learners be
established?

What are the starting points of learners on the
programme? How can you establish these in advance of
the programme, or at the start, to ensure you pitch the
programme at the correct level?
If starting points are underestimated, then there is the
danger that learners leave having learnt nothing new.
Alternatively, if the starting points of learners are
overestimated, then learners may be overwhelmed with
new information.
Getting feedback from learners is also likely to give them
confidence that the programme will meet their needs.

‘What’ provides learners with clarity about the process and
what the end result will look like. It also helps learners on
how to move their learning forward, such as overcoming
possible challenges that may arise. These questions
include:
■ What is the difference between what I currently do and
this new approach?
■ What is the reasoning or research behind this change?
■ What are the potential problems I need to be aware of?

How?

Learners may feel frustrated if the ‘how’ question is left
unanswered. Unless they have tools, strategies and stepby-step support to get from their individual starting
points to their desired destination, they are more likely to
get stuck.
■ How will they be able to apply what they are learning and
get feedback?
■ What are the tools or strategies that they will be able
to use, and how do they use them?
■ How will they get started?

The We Stage

How will learners demonstrate that they are ready
to apply the new learning?

The we stage is crucial for two main reasons:
1. It enables the leader to get feedback about whether
delegates have clearly understood the new learning
presented during the me stage. Without shared clarity,
learners will find it hard to grasp the full implications of
the why, what and how outlined before.
2. To create opportunities for learners to engage in
thinking deeply about what they are learning. For
learning to be sustainable, the skills and practices
need to be transferred to the delegates’ long-term
memory. Deep thought and reflection are a crucial part
of this process, so it is important to consider two
fundamental questions:
A. What do I want learners to remember from
this programme?
B. How will I make sure there is maximum time to
engage in thinking hard about the answer(s) to
question A?

The You Stage

How will learners be supported to effectively
embed the new aspects of KASH in their role?

You can provide effective opportunities for learners to
practise by ensuring they have:
A micro focus for improvement to focus their own
thinking and practice
Gain ‘plus one’ feedback that gives them clarity about
their progress in developing the new KASH
Are set ‘plus one’ challenges that push them to
develop their performance from their own starting
point
Multiple opportunities to practise and gain feedback
on performance
An environment where they and their coach are opento-learning and motivated about the learning journey
associated with incremental ongoing improvement

Resource 5 – Planning tool (page 2 of 2). Adapted from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

Pre-assessment exemplar
Name:
Job role:

Number of years in current position:

Previous positions held in last five years:

I am in leadership because ...

What are the strengths of my leadership?

What are the strengths of my team?

What specific areas would I like to improve in my leadership?

What specific areas would I like to improve in my team?

What previous training in this field have I received?

Resource 6 – Pre-course questionnaire. Adapted from The Learning Imperative
© Mark Burns and Andy Griffith, 2018 and 2020

Compare and contrast
Different

Same

Idea/Construct A

Idea/Construct B

Resource 7 – Visual organisers (page 1 of 6). Adapted from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

Unique

Concept X

Same

Concept Y

Resource 7 – Visual organisers (page 2 of 6). Adapted from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

Unique

Short term

Long term

Resource 7 – Visual organisers (page 3 of 6). Adapted from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

High impact

Short term

Resource 7 – Visual organisers (page 4 of 6).
Adapted from The Learning Imperative
© Mark Burns and Andy Griffith, 2018 and 2020

Long term

Low impact

Stage 1

Step 1

Stage 2

Stage 3

Stage 4

Stage 5

Step 2

Resource 7 – Visual organisers (page 5 of 6). Adapted from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

Cause

Effect

Cause

Effect
Event

Resource 7 – Visual
organisers (page 6 of 6).
Adapted from The
Learning Imperative ©
Mark Burns and Andy
Griffith, 2018 and 2020

Cause

Effect

Cause

Effect

Not a cause:
……

Not an effect:
……..

REFRESH
characteristic

Coach reflection
questions

Learner reflection questions

Resilience

■ Where do opportunities exist for
learners to reflect on the relationship
between learning from setbacks and
later success?

■ What have I learned about my own
resilience through the course of the
programme?

■ How am I helping learners to recognise
the role that resilience plays in their
ability to overcome obstacles?
Enquiring

■ How am I using open questions to
stimulate deeper reflection and analysis
of learner performance?

■ What could be my next learning steps?
■ Where, in the future, might I utilise this
spirit of enquiry?

■ In what ways can I nurture the curiosity
of learners through the practice stage?
Feedback

■ How am I modelling the characteristics
of effective feedback that is kind,
specific and helpful?
■ How am I helping learners to reflect on
the connection between acting on
feedback and their subsequent
improvement?

■ What was it about the feedback I
received that helped me?
■ Were there any points at which the
feedback I received failed to help?
■ Where might I find sources of quality
feedback that I can draw on in the
future?

■ How am I seeking feedback from
learners about the quality of the
feedback they are receiving from me?
Revising

■ Where do opportunities exist to reflect
on ways that revision has led to
improved performance?
■ How am I encouraging greater
openness to change?

■ What were the key changes I made that
helped my performance to improve?
■ How has my thinking changed over the
course of the programme?

■ How can I encourage greater risk Taken
in order to grow positive mindsets?
Effortful

■ How am I signposting the value of the
effort required to practise effectively?

■ Where have I had to focus most effort in
order to improve?

■ How am I recognising the effort that
each learner is making to improve
through practice?
Sharing

■ How does the practice ensure a two-way
sharing of ideas and an understanding
of ways to improve?
■ How can I engineer effective
collaboration between learners on the
programme?

■ What have I learned most from others
Taken part in the programme?
■ Where could there be other
opportunities for collaboration in the
future?

Resource 8 – Reflection question table relating to the you stage (page 1 of 2)
Taken from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

REFRESH
characteristic

Coach reflection
questions

Learner reflection questions

Habitual

■ How am I nurturing an appreciation of
the need for practice to become a
habitual performance boosting activity?

■ How can I maintain the improvements I
have made so they become ingrained
habits?

■ How am I ensuring that the you stage
exemplifies the importance of creating
sustained improvement through
changes in habits?

■ Which habits have been the hardest to
change? Why?

Resource 8 – Reflection question table relating to the you stage (page 2 of 2)
Taken from The Learning Imperative © Mark Burns and Andy Griffith, 2018 and 2020

