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Supporting information
Method
Utilise Microsoft Teams to enable managers across Hywel Dda University Health Board (HDdUHB), which is geographically dispersed, to attend and avoid milage claims which is beneficial given the finical constraints and sustainability commitments (HDdUHB, 2024b). Facilitating discussion between managers attending the sessions will enable sharing of learning and knowledge (Bandura, 1977) and support HDdUHB’s continuous improvement (Jones, 2022).

Evaluation
Sessions will be evaluated beyond impact to explore engagement with learning and transfer into the workplace (Hayden, 2023). Utilising the Kirkpatrick model will enable rich evaluation of the sessions which HDdUHB will be able to use to modify the sessions (Andreev, 2024) in line with continuous improvement (NHS England, 2023) 
	Reaction
	Learning
	Behaviour
	Results

	Pulse survey attendees about the materials, quality and delivery by circulating a survey at close of sessions. 
	Apply Assessment for Learning (AfL) throughout the sessions during discussions (Steele, 2019). 
	Survey attendees three months after the session to explore their management behaviours and assess whether they have continued with their commitment. 
	Compare Key performance indicators surrounding management topics covered in the sessions at a base line and after the sessions (HDdUHB, 2024b).
 

	(Hilgers, 2023).



Resources
· PowerPoint presentation
· Curated content
· Commitment record sheet






Overview
	 
Session 1 

	Time  
	Slide 
	Content 

	12:00-12:01 
	1.1 
	Welcome 

	12:01-12:02 
	1.2 
	Housekeeping 

	12:02-12:07 
	1.3 
	Icebreaker 

	12:07-12:09 
	1.4 
	Learning Outcomes 

	12:09 – 12:12 
	1.5 
	Significance of performance 

	12:12-12:13 
	1.6 
	Manager’s influence on performance 

	12:13 – 12:16 
	1.7 
	Case Study: performance reviews 

	12:16-12:19 
	1.8 
	Leadership style 

	12:19 – 12:21 
	1.9 
	Case Study: coaching for wellbeing 

	12:21-12:26 
	1.10 
	Psychological safety 

	12:26-12:27 
	1.11 
	Building psychologically safe teams 

	12:27 – 12:28 
	1.12 
	Flexible working and hybrid teams 

	12:28-12:33 
	1.13 
	Case study: flexible working 

	12:33 – 12:45 
	1.14 
	Team effectiveness 

	12:45 – 12:47 
	1.15 
	Belbin and Tuckman models 

	12:47-12:50 
	1.16 
	Next time and questions 

	 
Session 2 

	12:00 – 12:01 
	2.1 
	Welcome 

	12:01-12:02 
	2.2 
	Housekeeping 

	12:02 – 12:04 
	2.3 
	Recap 

	12:04-12:06 
	2.4 
	Learning Outcomes 

	12:06 – 12:09 
	2.5 
	Measuring performance 

	12:09 – 12:12 
	2.6 
	Case Study: monitoring performance 

	12:12 – 12:14 
	2.7 
	Managing conduct and capability 

	12:14 – 12:15 
	2.8 
	Holistic Approach 

	12:15-12:16 
	2.9 
	Absence management  

	12:16-12:17 
	2.10 
	Presenteeism and leaveism 

	12:17 – 12:19 
	2.11 
	Coaching and mentoring 

	12:19-12:21 
	2.12 
	Coaching skills 

	12:21-12:23 
	2.13 
	Coaching models 

	12:23 – 12:27 
	2.14 
	Case study: coaching 

	12:27-12:28 
	2.15 
	Significance of staff retention 

	12:28-12:30 
	2.16 
	Push and pull factors 

	12:30 – 12:32 
	2.17 
	Good day at work 

	12:32-12:38 
	2.18 
	Exit interviews and inner resignation 

	12:38-12:45 
	2.19 
	Commitments 

	12:45-12:50 
	2.20 
	Thank you, feedback and curated content 



Lunch and Learn Series 
Session 1
S1.1
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(Welcome to session). 


S1.2
[image: ](Discuss housekeeping).
S1.3
[image: ](Facilitate the ice breaker).

S1.4
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(Introduce Learning Outcomes). 
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(Ask to write one word about why performance matters on the word cloud function of polls in MS Teams).
HDdUHB is currently under financial constraint (Welsh Government, 2023) and striving to deliver the best possible care to patients as part of its organisational purpose (HDdUHB, 2022). Employees are HDdUHB’s greatest asset and by monitoring performance and setting objectives it can motivate and support performance (Gifford, 2024).
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For an individual to perform and contribute to organisational performance their needs must be met (Maslow, 1954). 
Managers have a key role in:-
· Supporting their team members (Quilliam, 2024) to reach their full potential (Maslow, 1954) 
· Enable conditions for autonomy, mastery and purpose (Pink, 2009). 
Managers should not focus solely on targets as this can narrow focus to one area of a role (Brewster, Tarrant, Dixon-Woods, 2016) and ratings risk demotivating employees (Ewenstein, Hancock and Komm, 2016). 
· Whilst punishment may deter the repeat of an unwanted behaviour (Riggio, 2018) it:-
· Fails to reinforce the desired behaviour (Skinner, 1971).
· Can damage respect and trust between the leader and employee (Riggio, 2018).
· Creates fear and suppresses learning (Brewster, Tarrant, Dixon-Woods, 2016). 
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Leadership styles which support wellbeing can positively impact teamwork (Paganin et al, 2023). Management quality has been shown to be related to individual performance (Alfes et al, 2013) possibly due to strengthened psychological contract (Peters, 2024a). Whilst leaders are a key factor there are other contributors to poor culture (Maben et al, 2023). 
Line manager relationships with team members:-
· Enable them to lead the team effectively and provide support and guidance to the team to drive success (Sharma, 2022).
· Are related to job satisfaction, wellbeing, and overall life satisfaction (Allas & Schaninger, 2020).
· Positive relationships are key to performance (Maslow, 1954). 
Managers have a key role in supporting the psychological contract by managing expectations (Peters, 2024a) and leading with compassion (Baliey & West, 2022). 
Rather than carrying out an annual review in isolation, managers should:-
· Focus on what performance looks like and regularly check-in with employees as goals change in the fast-paced environment (Ewenstein et al, 2016). This would also strengthen relationships (HDdUHB, 2024a). 
· Role model asking for feedback to encourage bidirectional feedback loops within their team to enhance team performance (Miller, 2021).  
Compassionate leadership is particularly important given the growing pressures and constrained resources (Massie, 2017). It has been shown to aid staff wellbeing and patient safety (Salminen‐Tuomaala & Seppälä, 2023). Managers should shift from command and control and move towards shared, distributive and adaptive leadership to empower and unify teams (De Zulueta, 2015). Whilst command leadership is valuable in certain situations (Grint, 2020), healthcare organisations must be mindful that what is tolerated during high-stress situations becomes the value system (Smith & Bhavsar, 2021). Authentic leadership can support employee performance (Duarte et al, 2021).
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(Discuss what leaders could take away from this case study to their own team).
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It enhances team and individual performance (Edmondson & Bransby, 2023). Including improvements in successful completion of tasks and desired organisational behaviours (Wietrak & Gifford, 2024).  

Psychologically safe teams discuss and admit mistakes, seek feedback, trust team members, and feel valued (APA, 2024). It is a key factor to individual attitudes, performance, and the overall team dynamics (Wietrak & Gifford, 2024). It can also enable teams to collaborate across boundaries more effectively (Edmondson & Harvey, 2018). Leaders being authentic, non-judgemental, empathetic and respectful are conducive of psychological safety (Wietrak & Gifford, 2024). 

When teams are psychologically safe there are lower clinical error rates and increased reporting of mistakes when they occur (Edmonson, 1996) and staff can engage with innovation and view errors as learning opportunities (De Zulueta, 2015). Psychological safety is crucial to effective healthcare delivery and innovation (Grailey et al, 2021). Leaders must also ensure that issues are listened to and acted upon to make improvements (Martin, Stanford & Dixon-Woods, 2023). 

(Discuss how to nurture psychological safety in your team).
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(Draw on previous discussion). 
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Many teams in HDdUHB work across sites and engage with hybrid working and managers are encouraged to:-
·  Focus on outcomes and contribution through regular performance discussions (CIPD, 2024b). 
· Monitor wellbeing.
· Ensure all team members across locations are included in team conversations.
(Knight, 2020). 
· Flexible working arrangements can support retention (CIPD, 2021). Claims should be treated equitably to avoid employment tribunal claims (CIPD, 2024c). 
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Whilst HDdUHB currently struggles with some of the barriers to flexible working due to clinical areas being short staffed, it could work to establish communication with staff about what they want and modify the current working arrangements to support effective rostering, budget management and performance (CIPD, 2019).  
(Discuss how flexible working can be supported within their teams). 
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Team effectiveness describes how functional a team are and how they enhance organisational performance (Young & Gifford, 2023). Task and person focused leadership behaviours contribute to team effectiveness (Pratoom, 2018). It is influenced by team composition, interpersonal dynamics and how the team organise knowledge (Young & Gifford, 2023).

(Explain that each of the breakout group has 5 minutes to discuss how leaders can support team composition (Room 1), interpersonal dynamics (Room 2) and team cognition (Room 3). Then feedback to the wider group). 

Whilst teams need members that have the skills and knowledge to carry out individual roles, it can be argued that composition is not a major factor in team performance (Young & Gifford, 2023). Teams composed of people with a diverse range of skills, backgrounds and protected characteristics can work well together (Young & Gifford, 2023) and harness a range of skillsets (Paros, Kelly, and Sprinkle, 2022). 

To enhance team synergy, leaders need to:-
· Enable shared understanding of the value of diverse perspectives (Van Knippenberg, Nishii and Dwertmann, 2020) 

· Value the contribution of every individual 
· Minimise hierarchy 
(West, 2021). 
To ensure effective interpersonal dynamics, managers can:-
· Understand that social cohesion fluctuates.
· Apply teambuilding activities to strengthen trust and psychological safety.
· Create a sense of belonging. 
(Young & Gifford, 2023).
· Role model compassionate leadership.
· Encourage collaboration. 
(West, 2021). 
· Ensure that there are regular team meetings and facilitate effective communication (Asakawa et al, 2017).

To ensure effective team cognition managers can:-
· Identify the information members need to function in their role.
· Familiarise the team with everyone’s skills and strengths.
· Establish communication channels to quickly exchange information.
(Young & Gifford, 2023).
· Ensure the team purpose and objectives are clear.
· Provide regular feedback.
 (West, 2021).  
· Setting SMART objectives can support understanding of the objective and how to achieve it (RCP, 2017).
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Understanding Belbin and Tuckman’s models can support teams to articulate about and form cohesive teams (Isaikina & Navalna, 2022). Applying the Belbin roles when forming teams can enhance performance by enforcing interpersonal skills, interdependence, and team engagement (Aranzabal, Epelde & Artetxe, 2022). Contrastingly, teams can perform better with less diversity with argument that Belin roles do not impact performance (Batenburg, et al, 2013). 

Awareness of Tuckman’s model enables leaders to enhance team effectiveness by guiding the team through the stages (Natvig & Stark, 2016).
  
The Goals, roles, processes and interactions model compliments these sentiments as it outlines that efficient teams have clear goals, roles, processes and interactions (Gifford & Wietrak, 2022) which enable individual team members to understand their role, be motivated and collaborate with others (Makhalemele & Nel, 2021).  The Job Demands-Control-Support model illustrates that manager support can alleviate work-based stress and enabling an individual to have autonomy over, supporting with job demands can enable them to perform their best (Navajas-Romero, Ariza-Montes, and Hernández-Perlines, 2020). 
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· Thank attendees. 
· Ask to scan QR code and complete feedback for session 1 (explain that this is anonymous).
· Highlight next session
























Session 2

Slide 2.1
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(Welcome attendees).


S2.2
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(Introduce Learning Outcomes). 



S2.3
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(Invite attendees to share most useful part of last week’s session on Poll Cloud).
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(Introduce Learning Outcomes). 
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There are several ways which performance can be measured, and the measure will depend on the context (Young & Gifford, 2023). Within HDdUHB the values and behaviours framework (HDdUHB, 2016) illustrate the standards that every individual should be adhering to and can be applied to gauge performance. Through collection of intelligence from a range of sources HDdUHB measures performance related to Service outcomes, staff and patient experience and these are collated in our performance dashboard (HDdUHB, 2024b) and can be used to measure team performance. However, caution should be aired on setting targets which are unrealistic and may lead to unethical behaviour (Ordóñez & Welsh, 2015).

(Discuss how they can use data to measure performance). 
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(Discuss how they would feel being monitored at work – how can they ensure team members do not feel that way?)

Whilst technology can be utilised to monitor employee performance by gathering real-time performance data with reduced bias, caution should be aired as it may breach data security and privacy and harm trust (CIPD, 2023e). Measures should be relevant and necessary and communicated clearly to employees (Mohdzaini, 2022).  
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Organisational procedures and ACAS Code of Practice should be followed correctly when managing capability (Suff, 2023b) as failure to do so could result in a tribunal claim (ACAS, 2020). In HDdUHB managers are encouraged to support individuals with capability issues to improve through training, reasonable adjustments, or counselling sessions (ACAS, 2022). By law employers must do all they reasonably can to make reasonable adjustments in the workplace (The Equality Act, 2010), failure to comply could result in a discrimination claim (ACAS, 2023).   
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Functional conflict can support team effectiveness and lead to better outcomes (Jones, 2024). When dysfunctional conflict arises, formal grievances can be avoided through early intervention by line managers (Suff, 2023b), through difficult conversations and empowering the team to solve conflict (Cassidy, Black, Jones & Miller, 2020). HDdUHB (2024e) encourages staff to be open and honest about their issues and has informal resolution pathways in place. When informal methods do not work, formal disciplinary and grievance processes must be followed (Suff, 2023b). Mental health and wellbeing need to be key considerations when carrying out disciplinary or grievance investigations which align to the organisational values (Neal et al, 2023).
The significance of individuals to the organisation (Reiman & Väyrynen, 2018) and team dynamics are a key factor in employees holistic health (Brassey et al, 2023). 
To support employee wellbeing managers should:-
· Regularly check-in with team members.
· Signpost to wellbeing resources as appropriate.
· Build meaningful relationships to enable psychological safety.
(Sinclair & Suff, 2023). 
· Seek to understand why someone is behaving in a poor way and what can be done to support them (Cassidy, Gallo, Lewis, & Suff, 2020).
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NHS Wales (2018) managing attendance at work policy breaks down different aspects of how to manage attendance. Managing attendance is important because the Welsh Government target is 12 months at or below 4.7% but HDdUHB is currently at 6.23%, which is costing £22,803,073 (HDdUHB, 2024b). Line managers have a key role in managing attendance and should follow policy and work to support the employee (Hadjisolomou, 2015).
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They are a global phenomenon related to performance (Lohaus & Habermann, 2019). Presenteeism is prevalent in healthcare workers and has been linked to stress, burnout and patient safety (Goncalves et al, 2023). 
Managers need to support the wellbeing of their team by:-
· Having sensitive conversations. 
· Signposting to further support.
(Suff, 2023a).  











S2.11
[image: ]
(Discuss differences between coaching and mentoring).
Coaching and mentoring are approaches to development which utilise conversations to develop an individual’s skills, knowledge or performance but distinctions can be made between them (Hayden, 2023a). Coaching inspires and motivates an individual to develop (Lowisz, 2019) with limited advice and a focus on supporting the coachee to find solutions (Beevers, Rea & Hayden, 2019). The coachee needs to want to engage with the process (Norman, 2019). Whereas mentoring imparts knowledge and experience to someone and could be described as instructional rather than employee led (Lowisz, 2019), although mentoring works better when not directive (Hayden, 2023a). Coaching is run over a set number of sessions whereas mentoring is a longer-term commitment (Hayden, 2023a). Whilst the difference is controversial, coaching can be described as skills development with a specific focus whilst mentoring provides the individual with opportunities to develop which can have a broader focus on general performance (Brockbank & McGill, 2012). Coaching conversations can often be emotionally or intellectually challenging and require the coach to apply active listening skills (Burt, 2019).
Coaching can be conducted face-to-face or using a blended approach (Jones, Woods and Guillaume, 2016). HDdUHB (2024d) has a dedicated team to support with coaching needs and ascertain which development method is most suitable to the situation (Hayden, 2023a). Leaders can also engage with coaching for their own development which can enhance their leadership self-efficacy and through working on leadership behaviours associated with authenticity, leaders can improve their performance (Halliwell, Mitchell and Boyle, 2023).
S2.12
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Facilitating development can be done within a team to drive positive change and development (Lessard et al, 2016). Whilst dyadic coaching is popular, coaching can be carried out with the team to strengthen understanding of goals and support team effectiveness (Maseko, Van Wyk and Odendaal, 2019). 
Managers can:-
· Apply coaching skills in regular one-to-ones to support team members.
·  Role model accessing coaching to develop skills and abilities (Norman, 2019; HDdUHB, 2024d).
· Support the development of a coaching culture (Beevers et al, 2019).  
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There are several models of coaching which provide structure to coaching conversations (Adams, 2016). 
There is argument that different models may suit different types of coaching (Adams, 2016). Whilst the GROW model can be applied for individual or group coaching, it is time consuming so OSCAR may be more appropriate for everyday management tasks (Miller-Snell, 2021). There is argument that GROW can effectively be applied to manage short term goals (Deiorio et al, 2022).
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(Discuss how managers could implement coaching within their team). 
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Turnover can have a negative effect on performance and organisational finance (Peters, 2024b). Competition for talent has increased over the past few years (CIPD, 2022) with high intentions to recruit in the public sector due to hard-to-fill vacancies (CIPD, 2024a).  
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Pay and benefits are ranked the most important elements to attract candidates (CIPD, 2022). Whilst hygiene factors such as pay and work conditions can decrease job satisfaction if they do not meet a minimum requirement, motivational factors such as sense of achievement, development and recognition can drive job satisfaction (Herzberg, 1964). When applying hygiene theory to hospital nurses, it has been found that work satisfaction has the highest impact on intent to stay (Lee & Lee, 2022) so managers should support HDdUHB to ensure that team members have a good day at work. 
With inflation still driving the cost of goods up, financial wellbeing is crucial to supporting staff with resources currently available through the benefits package (CIPD, 2024a). West London NHS Trust implemented a free breakfast for staff to support in the cost-of-living crisis after surveying staff to understand their needs and discussing money issues and financial wellbeing with staff (CIPD, 2023a). HDdUHB is aware of the rising cost of living and has pooled resources and guidance together about a range of topics including childcare, financial webinars, discounts and free, independent advice (HDdUHB, 2023).
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[image: ]Dimensions include pay and benefits, contracts, work-life balance, job design, relationships, employee voice and health and wellbeing (Brinkey, 2023). Mental health and burnout were reported more in the public sector than private sector as non-pay issues impacting work (Brinkey, 2023).  Autonomy is key to job satisfaction and flexible working arrangements should be utilised where possible (Brinkey, 2023). Managers have a key role in ensuring that team members are:-
· Engaged with the organisations brand, culture values and goals whilst also understanding the employees’ aspirations and needs (CIPD, 2018). 
· Feel psychologically safe to raise concerns and that HDdUHB processes are followed (Brinkley, 2023).
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The peak-end-rule suggests that an employee will judge their time at an organisation by the peak and the end of the experience which is often emotional (Kahneman, 2012). Understanding why staff leave, enables the organisation to try and reduce turnover and retain more employees (Peters, 2024b). Key factors in retention include pay and benefits, flexibility, fairness, wellbeing, development and voice (Peters, 2024b). Similarly, HDdUHB (2024c) exit interview data highlights flexibility, progression and pay as the top issues. 
(Discuss how they can positively impact the data shown).

The phenomena of quiet quitting involves employees disengaging and reducing productivity and it is believed that managers can intervene and support the organisation and employees to modify this attitude to the workplace (Cholteeva, 2022). 
(Discuss how a manager can notice and reduce the occurrence of the inner resignation).
Managers can reduce the occurrence of inner resignation by:-
· Building positive relationships, being consistent and building trust (Zenger & Falkman, 2022). 
· Being open with the team about organisational policies, procedures and goals whilst being authentic (Hartner-Tiefenthaler, 2021).
· Setting realistic workloads, improving the employee experience, valuing contribution, discuss the issue with the employee and collaborate with them (Cholteeva, 2022).
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(Invite attendees to make a commitment following on from the session and add to record sheet (Appendix A).
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· Thank attendees.
· Ask to scan QR code and complete feedback for session 2 (explain that this is anonymous).
· Paste Appendix C into the chat.
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Appendices
Appendix A 
Commitments record sheet.
Commitments Record Sheet 
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Appendix B 
Feedback form (Digital MS Forms content).
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Appendix C 
Curated content (To be pasted into the chat bar and provided in a follow up email to attendees). 
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[image: ]Executive summary
Since work began on staff engagement with annual performance appraisal development reviews (PADR) (HDdUHB, 2024a), compliance with the PADR process has improved by 10% (HDdUHB, 2024b). However, HDdUHB should consider if the current performance goals are meaningful and adding as much value as possible (Cespedes, 2022). This report will critically analyse whether team goals should replace individual goals to support team performance in HDdUHB as staff are the organisations’ greatest asset (Gifford, 2024a). 
Team goals have been shown to aid understanding of roles within the team (Cioca, 2020), encourage teamworking and collaboration (Sutton & Wigert, 2019), and positively impact on performance (Courtright et al, 2015) and learning (Koeslag-Kreunen, 2018). However, they can lead to groupthink (Janis, 1982). Given that team performance is largely driven by the performance of individuals (Young & Gifford, 2023), it can be argued that by holding individuals accountable through individual goals, social loafing can be minimised (Pham, 2023) and psychological safety could be supported (Wietrak & Gifford, 2024). Caution should be aired if using both team and individual goals to avoid negative effects on performance (Gifford & Wietrak, 2022) or increased conflict (Systemic Excellence Group, 2013). It should also be noted that managers’ styles influence employee commitment and performance (Van Lill et al, 2020). Managers also have a key role in goal setting and can influence commitment (NHS Employers, 2024).
It is recommended that HDdUHB take action to improve its performance reviews by investing in the development of managers by implementing a series of lunch and learn sessions. Managers are key to driving performance (Van Lill et al, 2020), goal setting (NHS Employers, 2024) and facilitating meaningful reflections on performance (Gifford, 2024b). It is also recommended that HDdUHB seek to encourage teams to utilise team and individual goals which complement each other (Gifford & Wietrak, 2022) to support teams to understand roles within the team (Cioca, 2020), enhance cohesion (Sutton & Wigert, 2019) and utilise diversity of skills and views (Van Knippenberg et al, 2020) whilst individually holding team members accountable (Pham, 2023) and developing psychological safety (Wietrak & Gifford, 2024).
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Introduction
Hywel Dda University Health Board (HDdUHB) currently encourages all staff to engage with regular performance conversations and an annual performance appraisal development review (PADR) (HDdUHB, 2024a). Since 2021 work has been ongoing to increase staff engagement with PADR’s through webinars and discussions with staff about meaningful PADR’s (HDdUHB, 2024a) which has seen a rise in compliance of 10% (HDdUHB, 2024b). However, caution should be aired with this key performance indicator (KPI) as completion of a PADR does not mean it was meaningful (Cespedes, 2022). In their PADR, staff are currently expected to set out their personal goals which link to the service and team objectives (HDdUHB, 2024a). However, there is argument that working towards a shared purpose and setting team goals can strengthen the team and increase collaboration (CIPD, 2017). Given that staff are HDdUHB’s greatest assets (Gifford, 2024a), this report will critically analyse whether team goals should replace individual goals to support team performance in HDdUHB as the organisation strives to continuously improve (HDdUHB, 2024b). 

Main findings
Performance reviews enable meaningful discussion and feedback about individual performance but should form part of regular, ongoing discussions rather than standalone annual reviews (Gifford, 2024b). Setting challenging goals that are realistic can motivate employees and increase performance (Gifford & Wietrak, 2022). HDdUHB does not attach financial reward to goals (HDdUHB, 2024a) which is in line with best practice as this can incentivise deviant behaviour and encourage scandals such as the VW emissions scandal (Gifford, 2016). Individual goals may create competition and drive unethical behaviour (Niven & Healy, 2016). Research suggests that rather than the goals themselves, value is added by applying critical thinking to identifying obstacles that may occur and planning how to overcome barriers (Peters, 2020). 
Individual personality types and self-construal’s have been highlighted as a determining factor in how effective interpersonal and individual goals are (Downie et al, 2006). Consequentially, HDdUHB could consider personality traits when goal setting to ensure that goals enable people to perform at their best (Downie et al, 2006), but this is only one factor (Gifford, 2016). Individual goals which focus on mastery can support managers to build psychological safety within the team (Wietrak & Gifford, 2024). The overall performance of a team is largely based upon the performance of the individuals within it, with goal clarity, support, feedback, and recognition highlighted as key drivers of individual performance (Young & Gifford, 2023). 
Whilst setting specific and challenging goals at an individual level can be effective, research suggests that team-level goals can harness greater performance, communication and cognitive processes (Young & Gifford, 2023). Team goals can enable meaningful performance reviews by encouraging teamworking and collaboration (Sutton & Wigert, 2019) and have been shown to have a positive impact on performance (Courtright et al, 2015) and learning (Koeslag-Kreunen, 2018) which are a current focus of HR (Gostling, 2020). 
Team performance is supported by common understanding of goals and roles within the team and regular engagement with reflection and debriefs about team performance (Cicoa, 2020). Given that many teams in HDdUHB work across multiple sites or virtually (HDdUHB, 2024b), HDdUHB should consider how teams develop shared understanding in hybrid working environments and encourage sharing of goal information and regular debriefs (Cioca, 2020). A meta-analysis suggested that when people within a team are interdependent, setting group goals yields more effective results, and individual goals can have a negative effect on the team performance (Kleingeld, van Mierlo, and Arends, 2011). Utilising team or individual objectives is dependent on whether the responsibility is shared and if collaboration is important to successfully meet the goal (Gifford, 2024). Therefore, it is important for HDdUHB to consider if team members are working together to achieve a shared purpose where their efforts are interlinked or if their roles are working on disconnected goals. Caution should be aired when developing highly cohesive teams as it can lead to groupthink and hinder teams from finding the best solution to a problem as there is no diversity in perspective (Janis, 1982). Focusing a team on the purpose of HDdUHB by linking goals to patient care can support teams to avoid groupthink (DiPierro et al, 2022). 
When analysing team effectiveness; the goals, roles, processes and interpersonal relationships (GRPI) model has been highlighted as an evidence-based model (Gifford & Wietrak, 2022). GRPI highlights goals and individual commitment as a key element of team effectiveness (Tartell, 2016). However, the GRPI model is static and does not see the evolution of team performance (Tartell, 2016). Other models of team effectiveness also highlight shared goals and common purpose as a key element of successful teams (Gifford & Wietrak, 2022). When considering medical errors, viewing the performance as a team, rather than individual issue, to develop the systems and processes in place leads to safer patient care and reduces medical injury (Leape, 2009). However, self-management has been shown to have a greater effect on performance than goal clarity so there is a need to ensure that individuals carry out their role fully (Van Der Hoek, Groeneveld, and Kuipers, 2018). 
HDdUHB risks negative consequences if goals focus narrowly on organisational KPI’s and do not reflect the breadth of performance expected in that individual job role (Gifford & Wietrak, 2022). Effective team performance involves multiple goals which require both team and individual regulation to assign the correct skills, resource and time to a given goal (Kozlowski, 2018). To avoid social loafing when team goals are utilised, managers’ need to establish clear individual responsibilities and accountability measures (Pham, 2023). 
If individual and team objectives are being used, HDdUHB should ensure that they are harmonious (Gifford, 2016) as disparity can decrease performance (Gifford & Wietrak, 2022) and clarity of goals and roles within the team are a key factor in conflict (Systemic Excellence Group, 2013). Managers have a key role in goal setting and can influence the commitment of team members (NHS Employers, 2024). Constructive feedback can support accomplishment (Kozlowski, 2018). Managers’ goal setting styles have implications for employee goal commitment and subsequent performance (Van Lill, Roodt, and de Bruin, 2020). Notably, HDdUHB should consider encouraging managers to utilise deliberative goal setting styles to foster motivation and commitment to the goal (Van Lill et al, 2020) and create a culture which harnesses team reflection and constructive feedback (Koeslag-Kreunen, 2018). Teams need to be empowered to embrace the performance enhancements that diversity can provide by gaining different perspectives and skills to reach a shared goal (Van Knippenberg, Nishii and Dwertmann, 2020).

Conclusion
Setting challenging, realistic goals can drive performance (Gifford & Wietrek, 2022), but it can be argued that critical thinking adds more value than the goal setting itself (Peters, 2020). To engage with critical thinking, managers can engage with regular performance discussion (Gifford, 2024b) which encourage reflection (Cioca, 2020) and provide constructive feedback (Kozlowski, 2018; Koeslag-Kreunen, 2018). Managers’ styles influence employee commitment and performance (Van Lill et al, 2020). 
Team performance is largely driven by the performance of individuals within the team with goal clarity, support, feedback, and recognition highlighted as key drivers of individual performance (Young & Gifford, 2023). Team goals can aid understanding of roles within the team (Cioca, 2020), encourage teamworking and collaboration (Sutton & Wigert, 2019), and positively impact on performance (Courtright et al, 2015) and learning (Koeslag-Kreunen, 2018). Embracing diversity can enable a team to gain wider perspectives on a shared goal (Van Knippenberg et al, 2020). Individual responsibilities and accountability measures need to be clear to avoid social loafing if interpersonal goals are used (Pham, 2023). Groupthink is another issue with interpersonal goals (Janis, 1982), but focusing on organisational purpose can minimise groupthink and encourage diverse perspectives (DiPierro et al, 2022). Psychological safety can encourage individuals to share perspectives, and this can be enabled using individual goals which focus on developing individuals (Wietrak & Gifford, 2024).  If team and individual goals are both being utilised, they must be harmonious (Gifford, 2016) to avoid disparity which negatively effects performance (Gifford & Wietrak, 2022) and can lead to conflict (Systemic Excellence Group, 2013).


Recommendations
The findings of this report suggest that HDdUHB would benefit from implementing the below recommendations. 
1. Encourage teams to set team goals and individual goals which complement the shared purpose.
Why: Harmonious team and individual goals can aid performance (Gifford & Wietrak, 2022) with individual goals supporting the development of psychological safety (Wietrak & Gifford, 2024) and accountability (Pham, 2023) whilst team goals aid understanding of roles within the team (Cioca, 2020), enhance cohesion (Sutton & Wigert, 2019) and harness the diversity of skills and views (Van Knippenberg et al, 2020). 
How: Build on the current PADR webinar to engage staff with the value in setting team and individual goals. 
Cost: Band 6 Organisation Development Practitioner time to develop this into existing session (4x £21.80 = 87.20) utilising Office 365 which the organisation already has access to. 
Total = £87.20 (plus time of staff to attend the training). 
By: June 2024.

2. Develop managers to set purposeful goals which motivate and drive commitment whilst working towards a shared purpose. 
Why: Managers have a key role in driving performance, employee commitment (Van Lill et al, 2020) and goal setting (NHS Employers, 2024). To increase performance goals need to be challenging and realistic (Gifford & Wietrek, 2022) and employees need to engage with critical thinking to understand and enhance performance (Peters, 2020). 
How: Design and implement a series of lunch and learn sessions for managers which develop their understanding and ability to drive team performance. 
Cost: Band 6 Organisation Development Practitioner time to develop series of sessions (22.5x £21.80 = £490.50). Time to present (1 hour session x 12 = £261.60). Utilise Office 365 which the organisation already has access to.  
Total = £752.10 (plus time of staff to attend the training).
By: September 2024.

A further paper will provide further detail of the implementation of these recommendations.
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                     Case Study: Flexible working Calderdale and Huddersfield NHS Foundation Trust implemented flexible working which improved retention and reduced sickness absence (CIPD, 2019). Managers reported improved productivity, retention and ability to fill shifts (CIPD, 2019).
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              Team effectiveness  Team Effectiveness   Team Composition   Interpersonal Dynamics   Team Cognition Interpersonal dynamics are the experiences and relationships that influence how a team functions and include factors such as trust, psychological safety and social cohesion (Young & Gifford, 2023). Team cognition is an emergent state which occurs when members interact (Young & Gifford, 2023) and share knowledge (De Zulueta , 2015). Team composition involves the people, backgrounds, skills and knowledge that the team is comprised of (Young & Gifford, 2023).
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      Learning Outcomes  • To understand different approaches to managing capability. • To understand how coaching and mentoring can be applied to assist performance. • To understand and be able to utilise strategies to retain employees.
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Case Study:
Monitoring
performance and
productivity

The Daily Telegraph had to
remove motion and heat
sensors which were monitoring
if staff were at their desks as
staff were not happy.

(Razaq, 2016).
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Importance
of
managing

conduct
and
capability

Capability

« Employees usually
do not have control
over capability
issues (ACAS,
2022).

Conduct

* Employees
usually have
control over
conduct issue and
these should be
managed by
following the
disciplinary
procedure (ACAS,
2022).
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Presenteeism &
Leaveism

« Managers should:-
« encourage team members to
take annual leave

« Check if workloads, targets and
deadlines are realistic

« role model not working when ill
or outside of contractual hours

« Discourage presenteeism

&Sinclair & Suff, 2023a; CIPD,
023c).

Presenteeism
involves employees

attending work when
they are unwell.

Leaveism involves
employees working
outside of
contractual hours or
in allocated time off.
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Coaching
skills

Constructive feedback that builds confidence
by being clear, open and systematic about the
goal and current progress

Active listening is vital to ensuring that the
coach understands the coachee

Coaching questions should be clear with a
purpose of clarifying understanding and
supporting the coachee to reflect and become
self-aware

(Parsloe & Leed|
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Coaching models

(Pearce, 2021)
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Case Study:

NHS Hospital Team Coaching

A study conducted in an NHS Hospital
explored team coaching and found that:-

« It gave time and opportunity for the team
to collectively discuss issues in a
psychologically safe environment and
eased the cascading of information

« Gave team members focus and clarity of
shared goals across disciplines which
helped overcome working in stilos

« Enabled team members to see the
human factors in their job roles

« Developed understanding of different
disciplines within the team

(Woodhead, 2011)
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Why should you care?
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What makes a good day at work?
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Commitments





image46.png
Feedback Form

Thank
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              Thank you Feedback Form
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