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Module Two: Setting Expectations 

First things first: your employees need to know what you expect of 

them in order to succeed. In this module, we will work through the 

four steps of setting expectations.  

1. Define the requirements. 

2. Identify opportunities for improvement and growth. 

3. Discuss the requirements. 

4. Put it all in writing. 

 

 

Defining the Requirements  

The first step is to define the requirements for the chosen task. In other words, 

what will success look like? You will want to develop your own set of criteria first, 

and then review it with the employee to get their valuable ideas and input. 

Here are some questions to help you get started, focused around the five W’s and 

the H. 

• How does the task tie into organizational goals? 

• Why are we doing this task? 

• What are the key parts to the task? 

• What steps will be involved? 

• What should the end result look like? 

• Who will the employee need to talk to? 

• When should the employee report back? 

This framework can be used for individual tasks, projects, and even expectations about the position 

itself. 

Management is nothing more than motivating 

other people.      

       

      Lee Iacocca 



© Global Courseware 

Estimated Time  10 minutes 

Topic Objective To understand the first step in setting expectations. 

Topic Summary What will success look like? 

Materials Required None 

Planning Checklist 

Write out the five W’s and the H on flip chart paper. 

• Who? 

• What? 

• Where? 

• When? 

• Why? 

• How? 

Recommended Activity 

Divide participants into pairs. Explain that there are two rounds to this 

activity. For Round One, participants will play the game 20 Questions, 

where one person chooses a person, place, or thing, and the other person 

must guess it by using only closed questions, such as, “Is it alive?” or, “Is it 

smaller than a microwave?” Play this round twice, so that each person gets 

to be the questioner and the answerer. 

Round Two is the same, except participants must use only questions that 

start with the five W’s and the H. 

Discussion points: 

• Which round was more exciting?  

• Which round was more efficient and got the answer faster? 

• What can we take back to the workplace from this exercise? 

Stories to Share 

There were once four people named Everybody, Somebody, Anybody, and 

Nobody. There was an important job to be done and Everybody was sure 

that Somebody would do it. Anybody could have done it, but Nobody did 

it. Somebody got angry about that, because it was Everybody's job. 

Everybody thought Anybody could do it, but Nobody realized that 

Everybody wouldn't do it. It ended up that Everybody blamed Somebody 
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when Nobody did what Anybody could have done. 

Delivery Tips If you have an uneven number of participants, pair up with a participant. 

Review Questions What are the five W’s and the H? 

 

Identifying Opportunities for Improvement and Growth 

The best expectations are those that encourage the employee to grow and stretch. 

So, when setting expectations, you should explore all the possibilities and share 

them with your staff members. 

Here is an example: Let’s say you have some training tasks that you would love to 

delegate, but you’re worried that the task would overwhelm anyone on your team. 

After all, many people aren’t comfortable speaking in public. 

However, during your expectations meeting, one of your senior staff members mentions that she is 

interested in learning more about training. This is the perfect opportunity to reduce your workload and 

to help your employee develop her skills, not to mention increase her job satisfaction. Everyone wins! 

Likewise, your employee may have hopes and dreams but may be unwilling to share them for fear of 

being rejected, or for fear that they can’t meet their own expectations. Your leadership and 

encouragement is essential to help your employees grow and develop. Encourage employees to try new 

things and provide them with the support they need. An action plan that gradually increases tasks and 

responsibilities is one way to do this. 

 

Estimated Time  10 minutes 

Topic Objective 
To understand that expectations can include opportunities that you never 

imagined. 

Topic Summary 
When setting expectations, you should explore all the possibilities and share 

them with your staff members. 

Materials Required Action Plan 

Planning Checklist One Action Plan per participant 

Recommended Activity 
Have participants write at least one opportunity for themselves, their team, 

and/or their staff in the action plan. 

Stories to Share Many great inventions were not planned, including penicillin, chocolate chip 
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cookies, Teflon, Post-It notes, and potato chips. 

Delivery Tips 
If action plans were handed out at the beginning of the workshop, transition 

into this activity should be fairly seamless. 

 

Setting Verbal Expectations 

Expectations can be verbal or written, depending on the situation. For informal expectation-setting 

meetings, such as a new, simple task, verbal expectations can suffice. To make sure you’ve covered all 

the bases, use the 5 W’s and the H during your discussion. 

• Who? 

• What? 

• When? 

• Where? 

• Why? 

• How? 

 

Estimated Time  10 minutes 

Topic Objective To understand how to deliver effective verbal expectations. 

Topic Summary 
For informal expectation-setting meetings, such as a new, simple task, verbal 

expectations can suffice. 

Materials Required Example tasks written on flip chart paper 

Planning Checklist To save time, write the list of example tasks listed below on flip chart paper. 

Recommended Activity 

Ask participants to identify an upcoming task. Then, partner them off and 

have them share their expectations verbally. 

If they cannot think of a task, they can use one of the following examples: 

• Writing a weekly status report 

• Designing a new widget 

• Delivering a presentation 
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• Planning a conference 

• Making a satisfaction check call to an important customer 

Delivery Tips 
If there is time and volunteers, have participants role play their expectations 

in front of the class. 

 

Putting Expectations in Writing 

It’s never a bad idea to write down your expectations. This document can be kept for 

your records, and it can be shared with the employee so they have something to 

refer to. You can use the following template for written expectations. 

 

 

EMPLOYEE NAME: 

EXPECTATION STATEMENT: 

DATE: 

WHAT ARE THE KEY PARTS TO THE TASK? 

 

WHAT STEPS WILL BE INVOLVED? 

 

WHAT SHOULD THE END RESULT LOOK LIKE? 

 

WHO WILL THE EMPLOYEE NEED TO TALK TO? 

 

WHEN SHOULD THE EMPLOYEE REPORT BACK? 

 

Estimated Time  10 minutes 

Topic Objective To understand how to frame written expectations. 
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Topic Summary 
Written expectations can be kept for your records, and it can be shared 

with the employee so they have something back to refer to. 

Materials Required Worksheet 1: Template for Written Expectations 

Planning Checklist 
One copy of Worksheet 2 per participant, if desired. (Students can also use 

the template in their Student Training Manual.) 

Recommended Activity 

Ask participants to use the template in their Student Training Manual, or 

you can provide a worksheet. Their task is to write out their verbal 

expectation from the previous exercise using the template. 

Stories to Share 
Your short term memory can hold only an average of seven items. (This is 

why most North American phone numbers are seven digits long.) 

Delivery Tips Participants can work in their pairs from the previous exercise. 

Practical Illustration 

Sara and Jorge were setting out a task for their newest employee in the Human Resource 

Management Department at their company. They were exhausted after a long day at work, 

and were struggling to come up with ideas for how to set out the task. Sara suggested they 

define the requirements for the task, and Jorge agreed. They asked: what the end result of 

the task should look like, when the employee should report back, and what the key parts of 

the task were. They compiled the answers to the questions and were happy when they could lay out the 

task and present it to the employee the next day.  
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Module Two: Review Questions 

1.) The following is NOT a question you would ask when Defining Requirements for a task: 

a) What are the key parts of the task?  

b) What steps will be involved?  

c) Why are we doing this task?  

d) None of the above  

All are questions you would ask when defining requirements for tasks. 

2.) The best expectations are those which: 

a) Bog employees down with work  

b) Encourage growth and development  

c) Encourage team work  

d) Are easy to fulfil  

The best expectations are those which encourage growth and development  

3.) Leadership and encouragement is essential for:  

a) Employee development and growth  

b) Task delegation and retribution  

c) An action plan  

d) Both b and c 

Leadership and encouragement is essential for employee development and growth  

4.) The following statement is TRUE: 

a) Expectations can be verbal 

b) Expectations can be written only  

c) Expectations can be both written and verbal  

d) Expectations should be written in silence  

Expectations can be both written and verbal. 

5.) Which of these best fits the 5 W’s and H?  

a) Who, What, Whether, When, Why and How 

b) Who, Whether, Why, When, Where and How 

c) Who, What, Why, When, Where and How 

d) All of the above 

W5 +H=Who, What, Why, When, Where and How 
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6.) When noting expectations you should:  

a) Write them down then throw the document away  

b) Keep the document on record 

c) Never put anything in writing for legal reasons 

d) None of the above  

When noting expectations you should keep the document on record. 

7.) The following statement is FALSE: 

a) The first step is to define requirements for the task 

b) The third step is to discuss requirements for the task 

c) The fourth step is to talk to the employee about the task 

d) The second step is to identify opportunities for improvement and growth 

4. Put it all in writing. 

8.) Which is NOT one of the four steps for Setting Expectations?  

a) Identifying Opportunities for Improvement and Growth 

b) Defining Requirements 

c) Setting Tasks 

d) Discussing the Requirements 

Setting tasks is not one of the four steps in setting expectations. 

9.) The first step in Setting Expectations is: 

a) Identifying Opportunities for Improvement and Growth 

b) Defining Requirements 

c) Setting Tasks 

d) Discussing the Requirements 

1. Defining Requirements 

10.) After you have developed a set of criteria you should:  

a) Review it with yourself 

b) Implement it straight away  

c) Review it with the employee in question 

d) Both b and c  

After you have developed a set of criteria you should review it with the employee in question. 
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Sample Worksheet 1 

Template for Written Expectations 

EMPLOYEE NAME: 

EXPECTATION STATEMENT: 

DATE: 

 

WHAT ARE THE KEY PARTS TO THE TASK? 

 
WHAT STEPS WILL BE INVOLVED? 
 
WHAT SHOULD THE END RESULT LOOK LIKE? 
 
WHO WILL THE EMPLOYEE NEED TO TALK TO? 
 
WHEN SHOULD THE EMPLOYEE REPORT BACK? 
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Icebreaker: A New Leader 

PURPOSE 

To help participants get acquainted and start talking to each other. 

MATERIALS REQUIRED 

1. Index cards 

PREPARATION 

Write the name of a different famous person on five or six index cards.  Some examples: Madonna, Tiger 

Woods, Lance Armstrong, Nelson Mandela, Bill Gates, Angelina Jolie. 

Divide participants into groups of four to six. Give each group one of the cards. 

ACTIVITY  

Tell participants that the president of their company (or the head of their department) has resigned and 

the position is now being taken over by the person on their index card. Ask each group to think of one 

characteristic of this person that will help him or her do well in this new role. 

After a few minutes, ask the groups to report on what they decided. 
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