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SESSION 1

	FACILITATION GUIDE

	SESSION:
	Session 1 – Introduction and Empowering Line Managers: Strategies for Enhancing Team Performance

	DURATION:
	Approximately 1 hour

	DELIVERY:
	In-person delivery 

	SET-UP:
	3x table groups

	MATERIALS:
	Screen and laptop 


	

	Slide: 
	Minutes (m):
	Notes:

	S1
	2m
	Follow presenter notes

Build engagement with learners, encouraging participation and reinforce learning

	S2
	2m
	

	S3
	8m
	

	S4
	3m 
	

	S5
	1m
	

	S6
	2m
	

	S7
	5m
	

	S8
	7m
	

	S9
	8m
	

	S10
	4m
	

	S11
	3m
	

	S12
	10m
	

	S13
	2m
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Description automatically generated]
Welcome audience and introduce self.
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Discuss housekeeping rules.
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· Evaluation of all sessions using Kirkpatrick’s evaluation framework. 
· Four levels to evaluate the effectiveness of training whereby, each level has a more concise measurement of effectiveness (Stewart and Cureton, 2014; Kurt, 2018).
· Level 1 reaction: how learners react to the training. 
· This will be assessed through surveys at the end of each session.
· Level 2 learning: the level of knowledge and skills acquired. 
· Assessments have been conducted before the roll out of these sessions, and will be replicated after the sessions, to measure the level of knowledge and skills acquired. 
· Level 3 behaviour: if the training was applied. 
· This will be assessed using a 360-degree feedback process, gathered from peers, line manager and direct reports, to assess for behavioural changes linked to these sessions. 
· Level 4 results: overall success of the training to the organisation. 
· Performance metrics linked to the sessions will be assessed to establish if improvements have occurred over time. 
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Discuss training purpose and outline of the following 3 sessions.
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Highlight the session objectives.
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· Line managers are central to every organisation by ensuring that their team are high performing, through effective management of people, time, and resources (Armstrong, 2013). 
· Line managers are accountable for their team’s performance and play an integral role in creating a high-performing team. 
· The traditional model of management saw managers take a systematic and logical approach to leading their teams. However, the modern manager is dynamic and strategic, often responding to conflicting demands in turbulent environments, balancing their day-to-day tasks alongside people management (Armstrong, 2013). 
· Line managers are accountable for implementing policies and people management processes, which if effectively implemented, will positively impact organisational performance and culture (Hewett et al., 2023; Armstrong, 2013).
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· Effective communication, particularly within Ateb’s hybrid environment, is vital ensuring information exchanged is relevant, timely and articulated clearly and concisely to reduce miscommunication and promote transparency (CIPD, 2024a).
· Empowerment is a key value within Ateb to influence performance, as it promotes autonomy and creates a sense of ownership and accountability (Ateb, 2019). 
· Teams will feel motivated, valued, and committed to achieving objectives (De Smet, Hewes and Weiss, 2020).
· Creating a positive work culture, underpinned with inclusivity, respect and collaboration will drive high performance. 
· Positively recognise difference to encourage individuals to be their true selves. 
· Embrace innovation, ideas generation and collaboration. 
· Be a sincere champion of their teams and demonstrating their commitment through tangible actions. 
· Provide valuable and meaningful feedback to increase motivation to learn and achieve. 
(Young, 2019).
· The relationship between line manager and their team members contributes to team performance and dynamics. Positive relationships will likely result in increased loyalty, commitment, and higher performance (Quilliam, 2024).  
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· Leadership theories seek to explain what makes people good and effective leaders. Understanding leadership theories and styles helps line managers to develop their own leadership style that is authentic.
· There are multiple theories explaining the many facets of leadership; together these provide a comprehensive understanding of leadership (Cherry, 2022; Armstrong, 2013). 
· Trait theory suggests that effective leaders possess specific traits like enthusiasm, integrity, and humility, among others; although which combination of traits truly defines leadership is unknown. Critics argue that it oversimplifies leadership complexities, acknowledging that while traits contribute, they do not solely determine leadership effectiveness (Armstrong, 2013; Quilliam, 2023). However, trait theory serves as a valuable framework for identifying effective leadership traits.
· Situational leadership theory suggests that leaders adapt their styles based on situations, considering task and team maturity, with no single best leadership style (Cherry, 2023). Leaders shift between directing, coaching, supporting, and delegating, but continual assessment for the appropriate style can be time-consuming (Armstrong, 2013). This is a flexible framework emphasising the importance of adapting to the needs of individual situations.
· Servant leadership prioritises the development, wellbeing, and growth of individuals and teams over organisational success, unlike traditional theories. It adopts psychologically safe environments of trust and inclusion, allowing free expression without judgement (White, 2022). However, it may not suit fast-changing environments requiring quick decision-making (Canavesi and Minelli, 2022).
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· There is no one leadership style that is the best; it depends on the circumstances. Factors affecting a change of style include the type of organisation, the leader’s personality, individual and team characteristics, and the nature of the task (Armstrong, 2013). 
· There are six leadership styles that are agreed is an effective framework for good leadership whereby, understanding each style will help leaders navigate different situations and drive team performance (Knight, 2024). 
· Coercive – demanding compliance. 
· Authoritative – assembles people towards a vision and new direction.
· Pacesetting – setting high standards and expecting excellence.  
· Affiliative – creating harmony and bonds. 
· Democratic – forging agreement and consensus. 
· Coaching – developing people for future success. 
(Knight, 2024; Armstrong, 2013).
· Effective leaders will adapt their style to suit the situation and driving their team whereas, poor leaders will change their style randomly leaving their team in a state of confusion. Therefore, it is vital to understand each style and take stock of the situation to adapt leadership styles accordingly.  
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Reinforce the key takeaways of the session. 
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Describe the activity and gather feedback from the groups. 
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Encourage participants to undertake further reading to reinforce the training. 

















SESSION 2

	FACILITATION GUIDE

	SESSION:
	Session 2: Creating & Leading Effective Teams

	DURATION:
	Approximately 1 hour

	DELIVERY:
	In-person delivery 

	SET-UP:
	3x table groups

	MATERIALS:
	Screen and laptop 


	

	Slide: 
	Minutes (m):
	Notes:

	S1
	2m
	Follow presenter notes

Build engagement with learners, encouraging participation and reinforce learning

	S2
	2m
	

	S3
	2m
	

	S4
	2m 
	

	S5
	3m
	

	S6
	4m
	

	S7
	3m
	

	S8
	4m
	

	S9
	5m
	

	S10
	4m
	

	S11
	10m
	

	S12
	3m
	

	S13
	3m
	

	S14
	4m
	

	S15
	3m
	

	S16
	2m
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· Welcome audience and introduce self.
· Introduce training session.
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Discuss housekeeping rules.
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Highlight the session objectives.
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What is an effective team?
A team is a unit of people, interacting and relying on one another, and sharing a common goal or purpose. An effective team will consistently deliver strong performance over time, demonstrating resilience, adaptability and perseverance; whereas, short-term results compromising future capabilities and team wellbeing, is not a true reflection of team effectiveness (Tannenbaum and Salas, 2021). 
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What influences team effectiveness?
· Team composition concerning the combination of characteristics within the team, such as, gender, educational level, and age. Line managers should focus on accurately aligning skillsets to the best role and ensure talent is distributed effectively. 
· Recognise that team diversity and team similarity can both result in successful outcomes therefore, encourage active collaboration across the team (Young and Gifford, 2023; Tannenbaum and Salas, 2021). 
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· Interpersonal dynamics concerning how relationships and experiences impacts the development, functioning and innovation of the team. Establishing trust, psychological safety and team cohesion will influence the team dynamics (Young and Gifford, 2023). 
· When teams face challenging circumstances, it is essential to have a culture of trust to ensure performance is maintained and achieved. Trust is a cornerstone to productive and sustainable team relationships and is especially important for hybrid teams, alike teams at Ateb. 
· Psychological safety is an environment where a team feels safe for risk-taking and challenging the status-quo whereby, they can speak up without fear of reprimand, embarrassment, or judgement (McKinsey & Company, 2021; Friedman, 2021). Psychological safety results in adaptive, innovative, and high-performing teams. 
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· Trust within teams is built up through small interactions, bonds, and familiarity over time therefore, encourage development of relationships and team cohesion through team building and collaboration (Lamb, 2019; Cioca, 2020). 
· Line managers creating a positive team culture will build psychological safety. Research shows that understanding how team members individually work, proactively knowledge sharing for transparency, and celebrating credit and recognition as a team will create psychological safety (McKinsey & Company, 2021; Friedman, 2021).
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Organising knowledge whereby, how information is distributed and represented in the team. If this is done effectively, team cognition will develop whereby, collective knowledge and thinking processes occur, which significantly influences team performance (Fernandez et al., 2017). To create team cognition, line managers can:
· Ensure personal knowledge and experience is stored and can be accessed by the wider team. 
· Ensure team members are aware of who holds what information within the team and across the organisation. 
· Create channels for knowledge sharing and information exchange and praise team members who are actively sharing information.
(Young and Gifford, 2023). 
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Understanding how teams form and develop is essential for line managers to manage high-performing teams. A framework, such as Tuckman’s model, outlines the five main stages of team development namely;
· Forming – Purpose, role and team dynamics are not established. 
· Establish goals, facilitate introductions, and encourage open communication.
· Storming – Conflict may occur, and boundaries challenged. 
· Establish clear processes, respond to conflict to create harmony, and develop a culture of trust.
· Norming – Relationships are settled, and the team is committed to its purpose and goals. 
· Continue facilitating collaboration and team cohesion.
· Performing – Roles and processes are structured and performing to full potential. 
· Empower team autonomy and growth.
· Adjourning – Projects end and teams disbanded. 
· Celebrate successes.
(MindTools, no date-a; Stein, no date; Wallbridge, 2021).
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· Measuring team effectiveness provides valuable insights into how the team is performing, team strengths and areas requiring improvement therefore, harnessing opportunities to increase effectiveness and performance. 
· Within Ateb there are many hybrid teams where there is an absence of ad-hoc conversations and check-ins; it is vital to measure effectiveness to align productivity expectations, maintain relationships, and promote accountability through feedback and performance metrics (Hickman and Maese, 2021).  
· Measuring team effectiveness and performance is difficult as there is no ‘one size fits all’ framework however, organisations will typically use metrics to form key performance indicators (KPIs) relevant to the role and objectives to measure effectiveness (Hickman and Maese, 2021; McKinsey & Company, 2017a). Along with KPIs, team effectiveness can also be measured through ongoing performance conversations, assessment tools and feedback channels. 
· When opting for measurement methods, consider the relevance, reliability, and validity of the methods to ensure the information captured is valuable. 
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Describe the activity and gather feedback from the groups. 
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Line managers can use coaching and mentoring to improve the performance of their team, support change, drive retention strategies, improve skills and knowledge, and develop team members (Garvey, Stokes and Megginson, 2009). Coaching and mentoring are valuable tools to support the success of high-performing teams. 
What is coaching?
Coaching is delivered by a trained Coach typically for a defined period, focusing on specific goals typically linked to an individual achieving high performance or improvements (Hayden, 2023). It is a non-directive method, using open-ended questioning, to empower the individual to explore their thoughts to find solutions (MindTools, no date-a).
What is mentoring? 
Mentoring is a relationship with a more experienced person who shares their skills and knowledge to support the development and growth of an individual who is less experienced (Hayden, 2023). Mentoring is typically longer than coaching and can focus on personal development, as well as professional. Mentoring is also non-directive whereby, the mentor shares experiences and perspectives to empower the mentee to establish their own solutions (ILM, 2023). 
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· Whilst specific coaching sessions are delivered by trained coaches, line managers can act as a coach by applying coaching strategies in their day-to-day management responsibilities. 
· It is argued that there is an expectation from organisations and individuals for line managers to apply a coaching style to their management (Garvey, Stokes and Megginson, 2009). 
· In modern fast-paced business environments, it is not feasible for line managers to be available to have all the answers. Furthermore, in environments of empowerment alike Ateb’s, the traditional ‘command and control’ management style is no longer appropriate. Therefore, many organisations are adopting a coaching model for line management, by offering guidance and facilitating problem solving, instead of directly providing answers (Ibarra and Scoular, 2019). 
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· Line managers can adopt the GROW model to embed a coaching method of management and empower their team members. Adopting a model is useful as research has shown that it can be difficult to embed coaching skills naturally whereas, a model will guide the coach to achieve the desired outcome (Zenger and Folkman, 2016).
· The GROW model is an acronym for:
Goal – establish the goal
Reality – identify the current reality 
Options – explore all options
Will – create a plan of action
· As line manager, you will use the model to facilitate the conversation, guiding the individual to explore different options to empower them to identify solutions (Clarke-Wedderburn, 2023). 
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Reinforce the key takeaways of the session. 
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Encourage participants to undertake further reading to reinforce the training. 

















SESSION 3


	FACILITATION GUIDE

	SESSION:
	Session 3: Strategies for Team Retention & Capability Management

	DURATION:
	Approximately 1 hour

	DELIVERY:
	In-person delivery 

	SET-UP:
	3x table groups

	MATERIALS:
	Screen and laptop 


	

	Slide: 
	Minutes (m):
	Notes:

	S1
	2m
	Follow presenter notes

Build engagement with learners, encouraging participation and reinforce learning

	S2
	2m
	

	S3
	2m
	

	S4
	3m
	

	S5
	4m
	

	S6
	3m
	

	S7
	3m
	

	S8
	5m
	

	S9
	3m
	

	S10
	4m
	

	S11
	4m
	

	S12
	4m
	

	S13
	10m
	

	S14
	2m
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· Welcome audience and introduce self.
· Introduce training session.
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Discuss housekeeping rules.
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Highlight the session objectives.
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· Retention refers to the number of team members that are retained, or staying, with their employer; it is measured using the proportion of team members employed with a specified length of service (Peters, 2024). 
· It is vital line managers use strategies to retain talent as retention provides team stability and productivity, driving team performance. Research found that high-performers are up to 8-times more productive (McKinsey & Company, 2017b); in addition, it is anticipated that vacancies will be difficult to fill in the coming year within Ateb’s industry (CIPD, 2024b), therefore, losing talent could be devastating to team performance. 
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· Team members resign for various reasons; some reasons may be a pull factor or a push factor.
· A pull factor is something positive attracting them to something outside of the workplace; such as, a new role, better work/life balance, or increased pay. Pull factors can be addressed through various methods for example, competitive compensation package and flexible working options. 
· A push factor is when the team member feels they need to find alternative options as they are dissatisfied in their role or workplace; this can include organisational change, lack of progression or relationship breakdown (Peters, 2024). Push factors can be addressed through organisational improvements for example, established progression pathways (Tupper and Ellis, 2022).
· It is important to understand why somebody is leaving the organisation and critically is it something that the organisation can control however, it can be difficult to obtain accurate information (Thomas, 2019; Peters, 2024). Methods to understand why people are leaving include conducting exit interviews, confidential surveys, and analysing performance data to identify strengths and areas for improvement. 
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· Exit interviews can provide valuable insights into why people are leaving, establishing what the push and pull factors are, and possibly identifying hidden issues and opportunities which, if addressed, could drive improvements and support retention (Spain and Groysberg, 2016). 
· The effectiveness of exit interviews is debated due to the sincerity of responses and how the information is handled. Typically, line managers conduct exit interviews which can discourage individuals to be truly honest. Additionally, many organisations do not analyse exit data or share it with leaders who can implement change therefore, reducing it to a tick-box exercise (Spain and Groysberg, 2016).
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To conduct an effective exit interview:
· Remove yourself from the process; the HR Lead can conduct the interview. 
· Pay attention to the results, or actively seek the results. 
· Take action; what improvements can you make? 
· Share insights. 
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Capability issues refer to an individual’s inability to conduct their role to a satisfactory level; there are many reasons for capability issues including, the individual’s ability, skillset, attitude, or ill health (Suff, 2023; Armstrong, 2013). 
Capability issues within a team can impact the performance of a team:
· Slowing down the pace of work resulting in reduced productivity.
· Individuals lacking the required skill and ability will compromise the quality of work.
· Increased workload and stress on other team members covering additional work.
· Risk of reduced team morale and relationships due to resentment and stress.
Therefore, demonstrating the importance of managing capability effectively and in a timely manner. 
It’s important to establish the reason for capability issues to ensure appropriate support can be provided, before progressing to formal processes. Consider:
· Ability – could not do the job.
· Skillset – do not know how to do the job.
· Attitude – would not do the job.
· Ill health or a disability is preventing them to fulfil their duties effectively. 
(Armstrong, 2013).
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· Organisational issues can also contribute to capability issues, such as people working whilst unwell which has been coined, leaveism and presenteeism. Leaveism is working whilst on annual leave whereas, presenteeism is attending work whilst unwell. These can be signs of poor work-life balance, blurred boundaries, and excessive workload, resulting in capability issues, as the individuals are not at optimal health to perform to the expected standard (van Stolk and Whitmore, 2020; CIPD, 2021). 
· Absenteeism is a high level of unplanned and regular absences; absenteeism can typically disrupt team productivity, quality of work and team cohesion (Mishra and Aditham, 2024). 
· Line management is essential to manage these issues and they must focus on methods to prevent these issues such as, promoting a positive work environment, understanding individual needs, and applying a healthy work-life balance (Cooper and Hesketh, 2024; Taylor and Perkins, 2021). However, if these issues continue, causing capability issues, managers will need to work towards formally managing performance and capability. 
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· Underperformance can be dealt with by providing additional support, such as implementing reasonable adjustments to help an individual do their job or providing training to improve their ability and skillset (Acas, 2022). 
· Provide wellbeing support through counselling referrals or signposting to wellbeing initiatives, which can help support the individual to manage issues impacting their performance.
· Conduct objective and honest appraisals.
· Be clear about expectations and regularly review these, being open and transparent about progress however, if performance does not improve, line managers must invoke a formal capability process (Armstrong, 2013). 
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· Appraisals are a good opportunity to continue conversations about underperformance such as, establishing clear expectations, providing feedback, and setting goals. If conducted effectively, appraisals have been found to improve performance (Gifford, 2016; Howe, 2023). 
· Appraisals are evolving as traditionally appraisals were infrequent, once or twice per year, focusing on performance from the previous year; the process was usually time-consuming and did not produce effective results. It is argued that modern appraisals are more effective as they are informal and frequent conversations, focusing on current performance aligned to objectives, along with feedback linked to development (Cappelli and Tavis, 2016). 
· Ateb’s appraisal process reflects modern practices encouraging line managers to have regular conversations about feedback, addressing performance issues promptly, and supporting individual and team development (Ateb, 2024).
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When managing capability, consider the guidance to mitigate legal risks:
· Compliance with the Equality Act 2010 to prevent discrimination. 
· Follow the capability procedure fully to ensure thorough, transparent, and fair process.
· Implement reasonable adjustments for disabled individuals as it is a statutory requirement.
· Document performance issues and process undertaken to improve underperformance. 
(Morris, 2021).
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Describe the activity and gather feedback from the groups. 
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Encourage participants to undertake further reading to reinforce the training. 












[image: ]









[image: ]








[image: ]







[image: ]








[image: ]








[image: ]







[image: ]















References
Acas (2022) Conduct and capability procedures when managing performance. Available at: https://www.acas.org.uk/capability-procedures (Accessed: 29 April 2024). 
Armstrong, M. (2013) Armstrong’s Handbook of Management and Leadership – Developing effective people skills for better leadership and management. 3rd edn. London: Kogan Page. 
Ateb (2019) DNA. Available at: https://www.atebgroup.co.uk/wp-content/uploads/2019/11/DNA-Nov-19.pdf (Accessed: 19 April 2024). 
Ateb (2024) ‘Achieve Framework’. Ateb Group LTD. Unpublished. 
Canavesi, A. and Minelli, E. (2022) ‘Servant Leadership: a Systematic Literature Review and Network Analysis’, Employee responsibilities and right journal, 34(3), pp. 267-289. Available at: https://doi.org/10.1007/s10672-021-09381-3.
Cappelli, P. and Tavis, A. (2016) The Performance Management Revolution. Available at: https://hbr.org/2016/10/the-performance-management-revolution (Accessed: 29 April 2024).    
Cherry, K. (2022) The Major Leadership Theories – The 8 Major Theories of Leadership. Available at: https://www.verywellmind.com/leadership-theories-2795323 (Accessed: 20 April 2024). 
Cherry, K. (2023) Situational Leadership Theory. Available at: https://www.verywellmind.com/what-is-the-situational-theory-of-leadership-2795321 (Accessed: 20 April 2024).
Cioca, L. (2020) Developing effective virtual teams – lessons from research. Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/evidence-reviews/developing-virtual-teams-1_tcm18-76431.pdf (Accessed: 24 April 2024). 
CIPD (2021) Employers urged to address high level of people working when unwell. Available at: https://www.cipd.org/uk/about/news/employers-urged-address-high-levels-presenteeism/ (Accessed: 29 April 2024). 
CIPD (2024a) People manager guide: Supporting hybrid working. Available at: https://www.cipd.org/uk/knowledge/guides/line-manager-supporting-hybrid-working/#maintain-effective-communication (Accessed: 19 April 2024). 
CIPD (2024b) Labour Market Outlook – Views from Employers. Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/reports/2024-pdfs/2024-labour-market-outlook-winter-2024-8552.pdf (Accessed: 28 April 2024). 
Clarke-Wedderburn, R. (2023) Unlocking Your Potential: A Guide to the GROW Coaching Model. Available at: https://www.linkedin.com/pulse/unlocking-your-potential-guide-grow-coaching-model-reba/ (Accessed: 27 April 2024).   
Cooper, C. and Hesketh, I. (2024) ‘Leaveism’ and ‘presenteeism’ continue even when employers are more flexible – here’s how to be happier at work. Available at: https://www.manchester.ac.uk/discover/news/leaveism-and-presenteeism-continue/ (Accessed: 29 April 2024).    
De Smet, A., Hewes, C. and Weiss, L. (2020) For smarter decisions, empower your employees. Available at: https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/for-smarter-decisions-empower-your-employees (Accessed: 19 April 2024).
Fernandez, R. et al. (2017) ‘Developing Team Cognition: A Role for Simulation’, Simulation in Healthcare: The Journal of the Society for Simulation in Healthcare, 12(2), pp. 96-103. Available at: doi: 10.1097/SIH.0000000000000200
Friedman, R. (2024) How High-Performing Teams Build Trust. Available at: https://hbr.org/2024/01/how-high-performing-teams-build-trust (Accessed: 24 April 2024).
Garvey, R., Stokes, P. and Megginson, D. (2009) Coaching and Mentoring – Theory and Practice. London: SAGE Publications Ltd.
Gifford, J. (2016) Could do better? Assessing what works in performance management. Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/reports/could-do-better_2016-assessing-what-works-in-performance-management_tcm18-16874.pdf (Accessed: 29 April 2024).    
Hayden, D. (2023) Coaching and mentoring. Available at: https://www.cipd.org/uk/knowledge/factsheets/coaching-mentoring-factsheet/#what-are-coaching-and-mentoring (Accessed: 27 April 2024). 
Hewett, R. et al. (2023) ‘Answerable for what? The role of accountability focus in line manager HR implementation’, Human Resource Management, 63(2), pp. 165-185. Available at: https://onlinelibrary.wiley.com/doi/10.1002/hrm.22189 
Hickman, A. and Maese, E. (2021) Measure Performance: Strategies for Remote and Hybrid Teams. Available at: https://www.gallup.com/workplace/341894/measure-performance-strategies-remote-hybrid-teams.aspx (Accessed: 26 April 2024). 
Howe, J. (2023) Mastering effective appraisals. Available at: https://www.peoplemanagement.co.uk/article/1832460/mastering-effective-appraisals (Accessed: 29 April 2024).
Ibarra, H. and Scoular, A. (2019) The Leader as Coach. Available at: https://hbr.org/2019/11/the-leader-as-coach (Accessed: 27 April 2024). 
ILM (2023) What is Mentoring? Available at: https://www.i-l-m.com/news-and-events/news-and-blog/What-is-Mentoring (Accessed: 27 April 2024). 
Knight, R. (2024) 6 Common Leadership styles – and How to Decide Which to Use When. Available at: https://hbr.org/2024/04/6-common-leadership-styles-and-how-to-decide-which-to-use-when?registration=success (Accessed: 20 April 2024). 
Kurt, S. (2018) Kirkpatrick Model: Four Levels of Learning Evaluation. Available at: https://educationaltechnology.net/kirkpatrick-model-four-levels-learning-evaluation/ (Accessed: 18 April 2024). 
Lamb, P. (2019) Trust [Podcast]. 2 January. Available at: https://www.cipd.org/uk/knowledge/podcasts/trust/ (Accessed: 24 April 2024). 
McKinsey & Company (2017a) A map to better team performance. Available at: https://www.mckinsey.com/capabilities/operations/our-insights/a-map-to-better-team-performance (Accessed: 26 April 2024). 
McKinsey & Company (2017b) Attracting and retaining the right talent. Available at: https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/attracting-and-retaining-the-right-talent (Accessed: 28 April 2024).
McKinsey & Company (2021) Psychological safety and the critical role of leadership development. Available at: https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/psychological-safety-and-the-critical-role-of-leadership-development (Accessed: 24 April 2024).
MindTools (no date-a) Forming, Storming, Norming and Performing. Available at: https://www.mindtools.com/abyj5fi/forming-storming-norming-and-performing (Accessed: 24 April 2024). 
MindTools (no date-b) What is Coaching? Available at: https://www.mindtools.com/a1plnmq/what-is-coaching (Accessed: 27 April 2024). 
Mishra, S. and Aditham, K. (2024) What Is Absenteeism in The Workplace? Available at: https://www.forbes.com/advisor/business/software/what-is-absenteeism/  (Accessed: 29 April 2024).   
Morris, A. (2021) Capability Procedure for HR & Managers. Available at: https://www.davidsonmorris.com/capability-procedure/ (Accessed: 29 April 2024).
Peters, R. (2024) Employee turnover and retention. Available at: https://www.cipd.org/uk/knowledge/factsheets/turnover-retention-factsheet/ (Accessed: 28 April 2024). 
Quilliam, G.G. (2023) Leadership in the workplace. Available at: https://www.cipd.org/uk/knowledge/factsheets/leadership-factsheet/ (Accessed: 20 April 2024). 
Quilliam, G.G. (2024) Line managers’ role in supporting the people profession. Available at: https://www.cipd.org/uk/knowledge/factsheets/line-managers-factsheet/ (Accessed: 18 April 2024). 
Spain, E. and Groysberg, B. (2016) Making Exit Interviews Count. Available at: https://hbr.org/2016/04/making-exit-interviews-count (Accessed: 28 April 2024).
Stein, J. (no date) Using the Stages of Team Development. Available at: https://hr.mit.edu/learning-topics/teams/articles/stages-development (Accessed: 24 April 2024).
Stewart, J. and Cureton, P. (eds) (2014) Designing, Delivering and Evaluating L&D: Essentials For Practice. London: CIPD. 
Suff, R. (2023) Discipline and grievance at work. Available at: https://www.cipd.org/uk/knowledge/factsheets/discipline-factsheet/ (Accessed: 29 April 2024).  
Tannenbaum, S.I. and Salas, E. (2021) Teams that work: the seven drivers of team effectiveness. New York: Oxford University Press. 
Taylor, S. and Perkins, G. (2021) Work and employment in a changing business environment. London: Kogan Page.
Thomas, J. (2019) Retaining talent with leadership that cares. Available at: https://www.hrmagazine.co.uk/content/features/retaining-talent-with-leadership-that-cares (Accessed: 28 April 2024). 
Tupper, H. and Ellis, S. (2022) It’s Time to Reimagine Employee Retention. Available at: https://hbr.org/2022/07/its-time-to-reimagine-employee-retention (Accessed: 28 April 2024).  
van Stolk, C. and Whitmore, M. (2020) Managing the challenge of workforce presenteeism in the COVID-19 crisis. Available at: https://www.cipd.org/uk/views-and-insights/thought-leadership/cipd-voice/managing-challenge-workforce-presenteeism-covid-19-crisis/  (Accessed: 29 April 2024).   
Wallbridge, A. (2021) Tuckman’s Model of Team Development – Forming, Storming, Norming & Performing. Available at: https://www.tsw.co.uk/blog/leadership-and-management/tuckmans-model/ (Accessed: 24 April 2024).
White, S.K. (2022) What Is Servant Leadership? A Philosophy for People-First Leadership. Available at: https://www.shrm.org/executive-network/insights/servant-leadership-philosophy-people-first-leadership (Accessed: 20 April 2024).
Young, J. (2019) Creating and developing positive organisational cultures for learning and inclusion. Available at: https://www.cipd.org/uk/views-and-insights/thought-leadership/the-world-of-work/positive-organisational-culture-inclusion/ (Accessed: 19 April 2024). 
Young, J. and Gifford, J. (2023) High-performing teams: An evidence review. Practice summary and guidance. London: Chartered Institute of Personnel and Development.  
Zenger, J. and Folkman, J. (2016) People Who Think They’re Great Coaches Often Aren’t. Available at: https://hbr.org/2016/06/people-who-think-theyre-great-coaches-often-arent (Accessed: 27 April 2024).  
























[image: A purple letter on a black background

Description automatically generated][image: A purple triangle with white background

Description automatically generated]Written by:
Joanne Thomas – People Partner
A Critical Review of Team-Based Goal Setting at Ateb Group

Contents

Executive Summary	1
Introduction	3
Main Findings	4
Benefits of Team Goals	4
Assessing Individual and Team Performance	6
Recommendations	7
Recommendation 1 – Implement team-based goals	7
Recommendation 2 – Train line manager to develop and monitor goals effectively	7
Conclusion	9
References	10


Joanne Thomas - 1403229

Page | 2 

[bookmark: _Toc165819002]Executive Summary

Effective goal setting serves as a crucial measurement for both individual and organisational performance. Clear, challenging, and realistic goals are essential for enhancing engagement, improving performance, and driving success (Chowdhury and Hioe, 2017). Recent studies suggest that team-based goals are more effective than individual goals, highlighting improved outcomes through collaboration (van der Hoek, Groeneveld and Kuipers, 2018; Young and Gifford, 2023).
The critical analysis explores the benefits of team goals, highlighting their capability to create collaboration, improve communication, and improve overall team performance. Creating team goals and having a shared sense of purpose creates unity and accountability within the team (Senécal, Loughead and Bloom, 2008). However, team goals being used over individual goals can create challenges such as, the ability to sufficiently monitor individual contributions and manage accountability, and demotivating Ateb’s high performers. Therefore, demonstrating a tangible debate about taking a balanced approach between individual and team goal setting (Gifford, 2024).
Individual goals focus on personal targets and achievements, whereas team goals focus on collective targets, harnessing the strengths of multiple team members (Gothelf, 2020). Team goals encourage increased collaboration and communication, promoting a structured approach to goal development and continuous improvement which incorporates shared knowledge and skills (Hall, 2021). Previous research repeatedly demonstrates that team cohesion, collaboration and increased team performance are outcomes of team goal setting (Senécal, Loughead an Bloom, 2008; Durdubas and Koruc, 2023).
Assessing performance requires clear definitions and frameworks, with KPIs often used but proving insufficient for some roles and teams (Gifford and Wietrak, 2022). Individual performance assessments focus on specific contributions whereas, team assessments evaluate shared efforts and team cohesion (Griffith and Dunham, 2017). A balanced approach to performance assessment is crucial to avoid undermining either individual or team efforts (Gifford, 2024).
The recommendations propose implementing team-based goals to promote collaboration and enhance performance (Gothelf, 2020). Line managers should be trained to develop and monitor goals effectively, ensuring clarity, specificity, and team buy-in (MindTools, no date). The implementation of team-based goals is projected to incur costs primarily related to training costs and time investment.
In conclusion, the adoption of team-based goals is instrumental in enhancing organisational performance and promoting a collaborative culture. While acknowledging potential challenges, such as individual accountability and demotivation, a balanced approach incorporating both individual and team goals is essential for driving the best outcomes. 

















[bookmark: _Toc165819003]Introduction

In today’s busy and dynamic business environment, the effectiveness of goal setting is an important measure of both individual and organisational performance. Effective goal setting has the potential to enhance employee engagement, improve performance, and drive organisational success (Chowdhury and Hioe, 2017). Notably, the link between clear, challenging, and realistic goals and improved performance highlights the significance of goal setting (MindTools, no date). Furthermore, recent research suggests that team-based goals produce better outcomes compared to individual goal setting (van der Hoek, Groeneveld and Kuipers, 2018; Young and Gifford, 2023).
The critical analysis explores the benefits of team goals, emphasising the ability to promote collaboration, communication, and overall team performance. By aligning individual efforts with team objectives, team goals develop a sense of shared purpose, unity, and accountability among team members (Senécal, Loughead and Bloom, 2008). However, challenges such as, individual accountability and performance assessment suggests a balanced approach between individual and team goals is beneficial. 










[bookmark: _Toc165819004]Main Findings

Goal setting is used as a measure of employee and organisational performance and can improve employee engagement, performance and support organisational success if applied effectively (Chowdhury and Hioe, 2017).  Research has demonstrated a link between goal setting and performance in the workplace whereby, providing clear, specific goals, which are both realistic and challenging, will be a significant channel of motivation to improve performance (MindTools, no date). Furthermore, previous research established that team goal setting has an increased positive impact compared to individual goal setting (van der Hoek, Groeneveld and Kuipers, 2018; Young and Gifford, 2023).
Individual goals focus on personal targets and achievements, which are typically based on the strengths and role responsibilities of the individual. The individual will have measured and specific responsibility and accountability to achieve the goal. Whereas, team goals focus on collective targets which the specific team will collaboratively work towards achieving, and any success is measured by the impact the whole team had (Gothelf, 2020). Although, goal setting is an important tool for achieving the desired performance therefore, individual or team-based goals will contribute towards organisational efficiency and effectiveness (van der Hoek, Groeneveld and Kuipers, 2018).

[bookmark: _Toc165819005]Benefits of Team Goals
Team goals presents opportunities to gather individuals into a singular unit where team members can continue to develop individually however, collective efforts will result in the team achieving more compared to individual efforts (Hall, 2021). Marchington (2022) notes that individual goals are often impacted by external or internal factors which the individual cannot control, which can result in failure. Gothelf (2021) echoes this, highlighting that significant goals often cannot be achieved by a single person and requires the input of several team members to achieve success. 
For example, a current goal for Ateb’s Housing Coordinator is ‘to reduce the duration of a void property by 15%’ by reviewing and streamlining the process (Ateb, 2024). However, the objective fails to recognise that void property turnaround times is multi-faceted therefore, the Housing Coordinator, as an individual, will likely not achieve this goal. Whereas, a team goal involving several other team members working collaboratively would more likely achieve this goal. 
Team goals promote increased collaboration and communication amongst team members. During development of team goals, the line manager can encourage structured collaboration whereby, the team members communicate their shared knowledge and skills to identify valuable outcomes that will drive organisational success (Hall, 2021). Moreover, Gothelf (2020) argue that when individuals have input to structuring their individual goals, they are more likely to opt for goals that are easily attainable, as opposed to exploring ambitious goals therefore, stalling performance. Currently, Ateb team members are unable to contribute to the development of their goals, as this is solely completed by the line manager based on the strategic aims (Ateb, 2022). 
Research consistently demonstrates that team goal setting plays an important role in driving team cohesion, collaboration, and overall team effectiveness (Senécal, Loughead and Bloom, 2008; Durdubas and Koruc, 2023). Alignment of individual efforts with shared goals and tangible metrics creates a sense of collective purpose and commitment among team members whereby, team members were more readily focused on goal completion. Furthermore, when working towards a shared goal, through effective collaboration and communication team members are more likely to work together to review interim progress of goals and make necessary adjustments if required, to achieve success (Hall, 2021; Griffith and Dunham, 2017).
When individuals are working towards shared goals, it creates collective accountability and the team members hold each other to account, to ensure goals are achieved. However, individual accountability may be harder to monitor in team goals therefore, individuals can take a relaxed approach and reduce their performance in the shadows of high-performing colleagues (van der Hoek, Groeneveld and Kuipers, 2018). Ateb currently provide performance related pay on individual performance, not linked to specific goals, therefore, Ateb’s high performers may become demotivated by team goal setting if they feel they are not fairly compensated for their contribution (Cotton, Gifford and Young, 2022). However, research has demonstrated that linking pay awards to both individual and team achievements is better than focusing on specifically individual or team achievements (Cotton, 2023).

[bookmark: _Toc165819006]Assessing Individual and Team Performance
To assess individual performance or team performance, there must be a definition or framework of performance to assess performance against. Many organisations use KPIs however, for many roles and teams with a more complex nature, it is difficult to quantify what good performance is (Gifford and Wietrak, 2022). Once performance has been defined, organisations will be able to measure and assess performance therefore, goals which are clear and specific for individuals and teams is crucial to assess performance levels (Gifford, 2024). 
Assessing individual performance focuses on the specific contributions of the individual, providing a clear understanding of their strengths, weaknesses, and areas for improvement (Crocker, 2020). This allows line managers to provide detailed feedback and provide tangible information to inform performance rewards and recognition (Chowdhury, Hioe and Schaninger, 2018). Whereas, team performance assessments review the shared efforts of the team, team cohesion, and their shared sense of accountability, commitment, and responsibility (Griffith and Dunham, 2017). In addition, team performance assessment can identify team conflict enabling the line manager to intervene early, to mitigate any risk to team performance (Levi, 2017). 
Performance can be defined and assessed on either individual or team based goals however, where there is shared responsibility, line managers should focus on team performance. A combination of both individual and team performance can be possible although, it is vital that line managers sensitively strike a balance to not undermine one another (Gifford, 2024). Focusing solely on individual performance may overlook the benefits of teamwork and encourage a competitive and non-collaborative culture. Whereas, a sole focus on team performance may not address individual underperformance or on the other hand, celebrate individual excellence. 
[bookmark: _Toc165819007]Recommendations

The critical analysis has demonstrated that team-based goals are highly effective however, both individual and team-based goals have their own merits. Therefore, it is recommended to implement a balanced approach whereby, both individual and team goals are set. Ateb will benefits from both goals, adopting personal accountability, individual success, and team collaboration. 
It is proposed to implement the following recommendations based on the report findings: 

[bookmark: _Toc165819008]Recommendation 1 – Implement team-based goals
Implement team-based goals within all Property teams to promote collaboration, enhance communication and drive collective accountability, leading to improved team performance. 
Given the several restructures and quick expansion of the property teams, there have been ongoing challenges with individual ‘silo’ mentality of working (Ateb, 2023). Therefore, the team goals will align individual efforts towards shared goals, creating a sense of unity and purpose, which can result in achieving more than individual accomplishments (Gothelf, 2020). 
It is proposed to implement team goals in January 2025, to allow line managers to develop the goals with their teams in good time. 
Costs would be linked to time costs only, dependent on the duration taken to establish and monitor the goals. 

[bookmark: _Toc165819009]Recommendation 2 – Train line managers to develop and monitor goals effectively
Research demonstrates that for goals to be effective they must be clear, specific, challenging, along with the line manager providing objective and honest feedback, and promoting team buy-in (MindTools, no date). Therefore, to ensure the success of team-based goals, it is critical that line managers are properly equipped and knowledgeable about the development, implementation, and monitoring of goals, to enable team success. 
The training will be for all goal setting managers, and to be undertaken in a timely manner, to achieve recommendation 1. 
Based on Ateb’s current training provider rates and delegate guidance, it is expected to cost approximately £2,500. 




















[bookmark: _Toc165819010]Conclusion

In conclusion, the implementation of team-based goals is an important resource for organisations wanting to enhance performance and promote a collaborative working culture. By harnessing the collective cooperation of teams, organisations can achieve improved efficiency, performance, and success. Team goals not only promote collective accountability and shared ownership but facilitates knowledge sharing and continuous improvement (Hall, 2021). However, to achieve the benefits of team goals, it is essential for organisations to address potential challenges, such as individual accountability and possible demotivation of current high performers (van der Hoek, Groeneveld and Kuipers, 2018; Cotton, Gifford and Young, 2022). Therefore, a balanced approach that adopts both individual and team goals is essential for meeting diverse individual and organisational needs to maximise performance outcomes. 
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THE IMPORTANCE OF
RETENTION

Retention means the number of team
members that have stayed with an
organisation for longer than a specific
length of service.

Retaining talent is important for team
stability, productivity and performance. -

High-performers are 8x more productive

so losing talent can be highly disruptive
teams and their performance.

Creating
insey & Company, 2017b) Elevtl:?gr Solutions
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UNDERSTANDING RETENTION
Push & Pull Factors

PULL FACTORS PUSH FACTORS
Something positive attracting them When the individual is dissatisfied in
to something outside the their role or workplace and needs to
organisation i.e.: find alternative options i.e.:

+ New role « Organisational change
« Better work/life balance « Lack of progression
* Increased pay « Relationship breakdowns

Both factors can be addressed in various ways, depending on the specific reason for
resigning. Establishing why somebody leaving is important using appropriate methods.

Creating
pper and Ellis, 2022; Thomas, 2019) Eﬁ/ﬁf\z Solutions
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EXIT INTERVIEWS
YAY OR NAY

« Provides valuable insights « Individuals may not be honest

« Identify push and pull factors and sincere

« Identify hidden issues « Information not correctly

« Identify opportunities to change analysed

« Drive improvements to support « Information not shared with
retention leaders to implement change

« Used as a tick box exercise
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EFFECTIVE
EXIT INTERVIEWS

* Assure confidentiality

« Remove yourself from the process

« Pay attention to the results or
actively seek the results

EXIT =

« Take action; what improvements can |NTERV|EW
you make?

* Share insights and seek positive
change
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MANAGING CAPABILITY w

What is capability?

Capability refers to an individual's inability to carry out
their role. Capability issues can impact the performance
of a team - it's vital to deal with capability effectively.

Capability issues can occur for various reasons:

« Ability — could not do the job

« Skillset — do not know how to do the job

« Attitude — would not do the job

« |ll health —ill health or a disability is preventing them
to fulfil their duties effectively

ablish the reason to provide the right support

Creating
better
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MANAGING CAPABILITY w

Leaveism, presenteeism & absenteeism

LEAVEISM PRESENTEEISM ABSENTEEISM
The individual is working The individual is attending The individual is taking a high
whilst they are on annual work when they are unwell level of unplanned and
leave, or taking annual leave and not in a fit capacity to regular absence.
to work and catch up. work.

These issues can contribute to capability challenges impacting team performance, so timely
management of these issues are crucial.

Line managers can avoid these issues by promoting a positive work environment, apply
healthy work/life balance and understanding people’s needs.

Creating
better
ore, 2020; CIPD, 2021; Mishra and Aditham, 2024; Cooper and Hesketh, 2024; Taylor and Perkins, 2021) Living Solutions
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MANAGING CAPABILITY w

How to deal with underperformance

* Provide additional support
¢ Implement reasonable adjustments .‘
* Provide training to improve ability
and skills . Il * T
e Conduct objective and honest
appraisals
* Be clear about expectations and
monitor this \/
¢ Be transparent about progress and l
the possibility of invoking a formal
process

Creating
trong, 2013) better
Living Solutions
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Appraisals

Appraisals are a great opportunity to conduct conversations about underperformance.
Appraisals should be objective, honest and establish clear expectations. If conducted
effectively, appraisal can improve performance.

Appraisals are evolving to become more effective and aligned to current performance.
Ateb's appraisal process focused on modern practices to support individual and team
development.

TRADITIONAL MODERN
¢ Infrequent * Regular
¢ Formal * Informal conversations
¢ Focus on previous performance ¢ Focus on current performance
¢ Time consuming * Aligned to objectives
¢ Bureaucratic * Feedback linked in development

Ineffective results

Creating
better
avis, 2016) Living Solutions
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LEGAL CONSIDERATIONS

When managing capability, it's important to
consider legal risks and ways to mitigate them:

« Compliance with the Equality Act 2010 to
prevent discrimination

« Follow the capability procedure fully to ensure
thorough, transparent and fair process.

« Implement reasonable adjustments for
disabled individuals as it is a statutory
requirement.

« Document performance issues and process

undertaken to improve underperformance.
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ACTIVITY

Reflect on an occasion where either a high-performing team
member resigned, or when you have dealt with underperformance.

Share your experiences, and considering the training, is there
anything that you would do differently in the future?
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FURTHER READING

Understanding Retention
https://hbr.org/2022/07/its-time-to-reimagine-employee-retention

Conducting Effective Exit Interviews
https://hbr.org/2016/04/making-exit-interviews-count

Performance Management
https://www.cipd.org/uk/knowledge/factsheets/performance-factsheet/

nducting Effective Appraisals
i//www.peoplemanagement.co.uk/article/1832460/mastering-effective-appraisals
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