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Senior manager induction - Lunch and Learn Series: Performance Management
Presenter Notes
Three short, informal sessions (35-45 minutes each), to set out the aspirational standards for performance management in the Service.
Full notes are provided, however, the facilitator is encouraged to present in a more fluid way suited to an informal session. Two-way dialogue with participants should be encouraged throughout. All timings given are approximate, for guidance.
Resources
A learning pack has been prepared with some curated content for further reading, relevant Service procedures, a link to the Crest culture review report and a handout related to the session. A link to this will need to be provided to the participants by email prior to the session. 
Learning pack link: Performance Management Series - Learning pack
This series hopes to capitalise on the learning that participants (including the facilitator) can gain from each other, as it is recognised that these senior managers bring a wealth of knowledge and experience. Records of discussions should be made, to feed into future learning. 
Series Objectives:
· To give new managers the organisational context for refreshing the focus on performance management;
· To provide an evidence-based foundation for the establishment of a performance management culture;
· To share experience from both within and outside the organisation to enrich the learning for all participants 
· To support and empower senior managers to drive active, ongoing and effective performance management in their departments.


	Session 1: Welcome to our ‘Culture Journey’

	Suggested timing: 5 minutes
	Welcome participants. Facilitate introductions, ask participants to outline their professional background, give your own.

	Slide 1 – Introduction

	15 minutes
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	This Lunch and Learn series follows the Crest Culture report (Kincaid et al., 2025), which identified some undesirable elements of culture at Mid and West FRS.

MAWWFRS recognises the crucial role of line managers in establishing the culture within their team (O’Neil 2023; Bajorek 2020, p.1), and wants to tap into that in a positive way, to move forward in our cultural journey.

Here, we want to be open about where we are as a Service, and learn from each other; welcoming new perspectives and empowering you from the start to establish good practices with your departmental managers, to benefit your teams.

Ask participants about their impressions of the culture review, its’ impact, and what challenges and opportunities they foresee in their roles.

	Slide 2 – What is Performance Management for?

	2 minutes
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	According to the CIPD (2025), the purpose of performance management is: 

· to establish objectives 
· Improve performance 
· ensure accountability 

The Crest report showed that the Service has gaps in practice in all these areas, with line managers lacking confidence in essential people management skills (Kincaid et al., 2025 p.50), and accountability questioned across the organisation (Kincaid et al., 2025 p25; 27; 28).

This isn't a problem that is unique to the fire service (Bajorek, 2020, p. 7), but we can recognise that we spend a relatively huge amount of time and resources undertaking operational training and are far less systematic about training in other areas.

 The Crest report shows that neglect of people management skills has just as significant an impact on the organisation. 

The Personal Appraisal Process procedural guidance document (PGD) (MAWWFRS, 2023), provides our organisational framework for performance management, but it is likely that better application of the process could be achieved through a greater appreciation of the evidence-based context underpinning the administrative process (Armstrong, 2021, p.25).

According to Hewitt et al (2023), there is a demonstrable link between competency in management practices and a sense of accountability for them.

Managers at all levels should be expected to, regularly: 
· enable clear objective setting, with prioritisation 
· provide constructive feedback 
· agree actions, with particular focus on development 
(Hirsh et al., 2011, p.18)

If these activities can be robustly role modelled by all managers, performance will be more clearly defined and driven across the organisation, and accountability can be maintained at all levels (Hewitt et al., 2023).

	Slide 3: Line Managers and Organisational Culture

	6 minutes
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	This 2023 article (O’Neil) is a reminder that the everyday work done by line managers is where organisational culture is built and continually reinforced. 

The link between organisational culture and individual performance is crucial because trust drives employee engagement (Gowler, 2015). 

A lack of trust undermines management activity such as performance management. Research shows if an individual does not believe in the fairness of the process, then it is more likely to negatively impact performance (CIPD, 2016, p22-23; Murphy, 2020, p.21). 

Murphy (2020, p.21) highlights that a politicised workplace, which MAWWFRS undoubtedly is at present, can be even more detrimental to performance and engagement.

Illes and Matthew (2015), quoted on the slide, highlight the link between culture and performance.

Their report (p.22) explores the trust relationships between different layers of an organisation – highlighting the impact that relationships within a hierarchy have, which is important for understanding our roles as senior managers. 

Discussion - How do we, as senior leaders, support our managers to foster a positive and supportive organisational culture, for better performance management outcomes?

	The discussion should recognise the similar requirements for a strong organisational culture, and effective performance management including competence; accountability, communication; trust.

	Slide 4: Doing ‘Performance Management’ or managing performance every day? 

	4 minutes
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	The People Development facilitate a process for formal performance management, but research shows that it is the on-going implementation that is make or break for its’ effectiveness (Armstrong 2021, p.66).

Crucially, there is consensus in the research that the reduction of performance management to an organisational process, perhaps weighed down by onerous bureaucracy, rather than a day-to-day line management practice, devalues it for everyone (Cappelli and Tavis, 2016, p.62; Hirsh et al., 2011 p.17-18). 

Also, according to Armstrong (2021, p.49), performance management "will not always happen even if there is a system, but it will be carried out by effective managers when such a system does not exist”. 

This tells us the importance of developing effective line managers, confident in their goals and purpose, and equipped and motivated to support their staff, within a culture that actively manages performance day to day. 

The activity of these managers is supported, but not mindlessly directed, by a procedural document; less concerned with transactional, stand-alone 'performance management' events, such as the annual appraisal meeting. The procedure recognises that performance management conversations should be revisited regularly (MAWWFRS 2023, section 1). But managers need to know themselves, in the midst of all the other things they are trying to do, that leaving performance management to isolated conversations disconnected from day-to-day activity are unlikely to be effective, and might even be detrimental to performance.

	Preparation for next session:
Participants should read the Appraisal Process PGD (provided in the learning pack) and consider its’ strengths, weaknesses and one piece of advice they would give to managers planning appraisal meetings for their teams.

To get an understanding of how it is currently used and perceived, they could talk to individuals in their teams, to feed into discussion next time.




	Session 2: Managing effectively for a high performing team

	Slide 1: Discussion

	20 minutes
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	Welcome the participants back. 

Open with a discussion of the PGD, their thoughts and any feedback they've had in their teams

Strengths of the process might include:
· the need for regular check-ins throughout the year (MAWWFRS 2023, para. 1.5).
· priority is placed on employee health and wellbeing (MAWWFRS 2023, para. 1.4) 
· The appraisal process is recognised as an opportunity to embed Service values and support and sustain a positive development culture (MAWWFRS 2023, para. 1.3)

Weaknesses might include:
· The procedure refers to and promotes continuous development of individuals, but it also suggests that individuals may wish to decline development, and that this should be supported (MAWWFRS 2023, para. 5.3). This does not recognise the changing environment that an organisation and its’ employees must to be responsive to through development within their roles (CIPD, 2025).
· The procedure is one of six guidance documents available to support the appraisal process. This suggests awareness of a need for guidance, however, complicates rather than clarifies, with similar (but not the same) information duplicated across multiple documents.
 
Valuable advice could be:
· having a coaching approach (Armstrong 2021, p.152); 
· listening and responding to the employee, rather than going in with pre-conceived perceptions. If an employee doesn't agree with your judgement, your message with be undermined and ineffective (Murphy 2020, p.20).

	Slide 2: Current challenges for a performance management culture. Part 1 - Training

	3 minutes
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	Lawler et al. (2012) acknowledge that infrequency of formal performance conversations makes them more challenging for both manager and appraisee. They find that manager training can make conversations more effective. 

In MAWWFRS, no specific training is available for managers conducting appraisals. How likely is it that additional guidance documents provide adequate support to make these conversations effective? 

Pulakos and O’Leary (2011) identify a number different skills required for effective performance management conversations, primarily to affect improvements in communication and inter-personal relationships. 

According to Shields (2007 p.24), an effective performance management process fulfils four purposes: 
strategic communication; 
relationship building; 
facilitating employee development;
employee evaluation 

The complexity of the task should be acknowledged. 

Shields’ purposes are suggested in the PGD (MAWWFRS 2023, para. 5.1). However, the line manager guidance document (MAWWFRS, no date), provides far simplified guidance based much more around a transactional management process. This document - though simple to follow, reduces the expectation of management skill in communicating organisational objectives as aligned to individual duties (MAWWFRS 2023, section 5.1.1; Pulakos and O’Leary 2011, p. 149), or conducting a complex and nuanced conversation. 

Available skills workshops for 2025 (MAWWFRS, 2025) cover resilience, emotional intelligence and psychological safety at work. Likely to be generally beneficial for individuals, will they be adequate for the potential complexity of an effective performance management meeting? And, are these generally available courses adequate for the specialised roles of managers, whose impact on others drives the momentum of the organisation?
This might be expressed rhetorically for reflection, or participants may have relevant experience to share.

	Slide 3: Current challenges: Part 2 – Structure

	2 minutes
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	There is no consideration given in line manager guidance document to discussion of tangible forward looking objectives related to an individual’s job role. Focus is placed instead on the NFCC leadership framework for reviewing past performance. 

The practice of backward-looking appraisals is challenged by research as being irrelevant for driving future performance (Lee, 2005). In the MAWWFRS appraisal process, forward looking discussion is facilitated around personal goals and aspirations, and, although only for operational staff, career aspirations. 

Data from appraisals is used to identify training needs and deliver suitable courses, and in relation to operational staff undertaking temporary promotions, when formal performance updates are required (MAWWFRS 2023). Kiu and Chan (2024) explore the driving forces behind a data driven approach to performance management, and it is likely that MAWWFRS have some lessons to learn from more competitively driven organisations, to harness data effectively for driving performance.

The appraisal process perhaps demonstrates a cultural understanding that performance and development equates to promotion, rather than the ongoing evolution of an organisation in a changing environment. Performance is not expressed in terms of adaptive practice (CIPD, 2025). This is reflected in the paragraph discussed earlier, that future development might be declined by an individual (MAWWFRS 2023, para. 5.3).   


	Slide 4: Managing individuals vs managing a team

	6 minutes
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	Another difficulty for managing individual performance, is that none of us operate in isolation (Bouskila-Yam and Kluger, 2011). This means that managing your team is as crucial as managing individual performance.
Google's Aristotle project (Google, no date) identified characteristics common to effective teams:
· Psychological safety
· Dependability
· Structure and Clarity
· Meaning
· Impact
Interestingly, they also identified that less important for team effectiveness, was the co-location of team members, and the individual performance of team members.
In the learning resources is a team effectiveness discussion guide, produced based on this study, which provides indicators to help assess how effective your team is, and what you might do about it.
Tuckman's model 
You might want to consider your team through the lens of Tuckman's model - particularly as the event of new leadership will be disrupting to the existing team dynamic.
It is worth bearing in mind that progression through the stages may not be linear (Psych Safety, 2022). However, it is a useful tool for understanding the work required for a team to get to a place of high-performance.
‘Teaming’
In contrast to Tuckman’s model, ‘Teaming’ is a practice developed by Amy Edmondson (2012) (also well known for her work on psychological safety) for teamwork in settings that are highly changeable. Show video.
All the above research recognises that trust and psychological safety are essential for a successful collaborative environment (Edmundson, 2012, chapter 4; Psych Safety 2022). 
Further resource on this subject is provided in the learning resources.



	Session 3: Approaches to Performance Management – Management or Leadership?

	Slide 1: Introduction to the session

	7 minutes
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	Welcome the participants back
From a management perspective, a performance management system provides the tools and opportunity to formally facilitate expectation setting, assessment of outcomes, and agree appropriate on-going actions (Hutchinson, 2013, p. 1; Den Hartog et al., 2004, p.557).

According to researchers, traditional performance appraisals are authoritarian in nature (Davis, 2012). They require employees to account for past actions, on an infrequent basis, to be judged (Cappelli and Tavis, 2016). In MAWWFRS, there is possibility that they may have an impact on promotion opportunities, at least for operational staff. This style of appraisal process has a transactional flavour.

The most up-to-date research suggests that the role of managers should be less judgement, and more leadership and the facilitation of growth (Armstrong 2021, p.82).

Ask participants to share their own experiences – have they had managers or other figures who have helped them to improve and progress –are there any practices that they have taken into their own leadership role, or made sure to avoid?

	Slide 2 – Why does it matter?

	2 minutes
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	With skills gaps widely anticipated and the world and operating environments changing rapidly, people development is more critical that ever (CIPD, 2023).

With financial pressures ever present, the need to capitalise on internal potential and reduce avoidable attrition, providing effective on-going development is a valuable retention tool (CIPD, 2024, p.33). 

Through an effective performance management culture, managers work to engage and enthuse their employees, rather than judge them (Murphy 2020, p.26).

It is worth noting that retention in MAWWFRS is particularly a support staff challenge, because there are greater opportunities for support staff to move elsewhere. However, even where retention is high, performance is just as important - if people are committed to staying, we need to be harnessing and nurturing their potential fully, towards the attainment of organisational goals.

The final part of these session is to consider some approaches to performance management to emphasise the leadership role.

	Slide 3 – Strength based approaches

	2 minutes
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	Current research into performance management has found that focus on an individuals’ strengths and positive achievements has much better results for future performance than recounting occasions of poorer performance (CIPD, 2016, p.25; Buckingham and Goodall, 2015).

Goal theory has also been shown to help drive performance - clearly defined goals bring clarity and purpose, for better engagement and motivation (Armstrong, 2021, p.41). Goals should be demanding, but achievable and combined with performance feedback for maximum impact on motivation (Bandura and Cervonne, 1983).

Reflected Best-Self feedback. This strength-based approach taps into the value of the unique contribution of each individual (Bouskila-Yam and Kluger, 2011). An individual should seek feedback from a range of colleagues on themself performing at their best – to help them understand and augment their best work. 

As you are building relationships within your teams, you could take note of your team's 'best selves' - what lights them up, and motivates them to deliver their best work? See if this purposefully positive approach has an impact.

	Slide 4: Coaching and Mentoring

	2 minutes
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	The overwhelming conclusion of recent scholarship concerned with performance management emphasises the need for a coaching approach (Murphy, 2020, p.25; Armstrong, 2021; Cappelli and Tavis, 2016)

Armstrong defines it as a "non-directive form of development" (2021, p.152). It is therefore not judgemental, and it has the benefit of being future focused, to actively support better outcomes. 

Coaching promotes experiential learning through reflection – utilising a model such as Kolbs learning cycle (Kolb, 2014, p.49), and has been found to increase resilience and provided better tools for dealing with stress (Westcott, 2016).

Far more effective than the judgement approach that appraises past performance and commands that an individual 'do better', without necessarily understanding the barriers to the desired outcomes, or providing any support on which any improvement might be based (Murphy, 2020, p.26).   

Armstong (2021, p24-25) suggest that organisational context is crucial for performance outcomes. This makes the circumstance of our culture journey significant in this effort to drive organisational performance, and it helps to understand the cost of a culture without trust.  

Coaching and mentoring provide vehicles for managers to help individuals to better understand organisational drivers – the context - so that they are enabled to take more appropriate actions and therefore reach better outcomes. This indirect approach has the effect of improving the ability and engagement of the individual (Armstrong 2021, p.24; Jones, 1995, p.431). 

	Slide 4: Series Summary

	5 minutes
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	Session one – we recognised and championed the role of managers in building a culture of trust to drive effective and everyday performance management that will move the organisation forward.

Session two - we acknowledged and explored the current challenges facing the Service as we reach towards better performance management practices; working towards organisational self-awareness to help leaders drive more effective practice.
 
Session three – we considered the wider impact of performance management and advocated strength based, forward looking, developmental approaches, promoting the Service’s Coaching and Mentoring 2024 strategy.

Invite questions, comments or observations from participants, ask what key points they will take from the series.

	Slide 4: Conclude

	1 minute
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	Acknowledge contributions. QR code for feedback.
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