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Lunchtime learning Session - ‘How to build and lead high performance teams’
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	Time
	Topic
	Required documentation

	12:30
	Welcome and agenda
	

	12:35
	Ice Breaker
	

	12:40
	Learning Objectives
	

	12:45
	Critical role of Line Managers
	Appendix 1 

	13:00
	How to lead effective teams
	Appendix 2 and 3

	13:10
	Strategies to retain employees
	

	13:20
	Approaches to managing capability
	

	13:30
	The use of coaching and mentoring in assisting performance
	

	13:40
	Further reading and feedback 
	Appendix 4

	13:45
	Closing comments
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This lunchtime learning session is going to look at: ‘How to build and lead high performance teams’
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Here is the date, time and location details of the session 
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Here’s the agenda for this lunchtime learning session
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Welcome to the session, there’s not a fire drill scheduled today so if you do hear the alarm please leave by the closest exit. 

To begin the session, I’d like to do a short ice breaker. If you could stand up at the front of the room in order of your birthday months alphabetically - not by year. 

(After the ice breaker)

I just wanted to get you up on your feet to energise you ready for the session.
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During this lunchtime learning session we aiming to provide you as line managers with the tools to build and lead high performing teams. This includes:
· How the line manager influences performance
· What steps can be taken to lead an effective team
· What strategies you can use to retain employees
· How to manage capability 
· How coaching and mentoring can assist in performance
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According to CIPD (2024a) line managers play a key role in developing their team. 
· A Line managers :
· provides the key link between the senior management team and employees within an organisation (Impact factory, 2024) - having the skills necessary is paramount (CIPD, 2024a).
· are key in ensuring an organisation runs effectively and profitably (Morris, 2023) and ensuring the business’ goals and strategic objectives are aligned (Boswell, Bingham & Colvin, 2006).
· behaviour can have a damaging effect on the team and productivity can decline (O’Neill, 2023).
· should be encouraged to do what they can do to develop their team, including looking at the ways in which employees work. (Ulrich and Allen, 2014)
· Since the pandemic employees are working from home more (Smith et al, 2023) 
· Managers need to be able to trust employees, if employees feel micromanaged this can have a negative impact on their productivity leading to lower performing teams and organisations (Ndidi, Amah, and Okocha, (2022).
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· Managers should lead by example and set expectations from their team while providing support (O’Neill, 2023). 
· Bring the HR policies to life and play a role as a leader of their teams (Purcell, 2003). The concern with this however is whether the managers have the skills to manage people and bring the policies to life. 
· Research shows that at times managers can find HR processes overly bureaucratic, therefore its important you have the confidence and tools to perform your role (Guest and King, 2004).
· When employees have a positive relationship with their manager they’re more likely to have higher job satisfaction (CIPD,2024a) 
· Managers are responsible for supporting the wellbeing of their teams, preventing ill health caused by working conditions by monitoring workloads and ways of working  (Yarker, Donaldson-Feilder, and Lewis (2022).

· Getting the balance right is important. Managers often have other operational priorities so they may not have the capacity, time or desire to implement ideas (Guest and Bos- Nehles, 2013). 

· Use the right HR practices to help deal with performance issues 

· Be involved in the policy development and attending relevant training sessions is important (Purcell and Hutchinson, 2007).
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(Handout Appendix 1 - Case Study on NASA Apollo -  Allow between 5-10 minutes for them to read and discussion afterwards)
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· Research shows that organisational structure and design are important as it relates to high performing teams (Corkindale, 2011).
· Drucker (2005) argued that a poor structure diminishes performance, therefore ensuring that the organisational design starts with strategic objectives to provide meaningful and challenging jobs. 
· Taylor’s management theory discusses how employers should reward employees for being productive to encourage their teams (Peek, 2023). 
· Weber claimed a bureaucratic structure is an effective way to organise organisations, jobs are clearly defined and allocated based on expertise. Promoting is based on criteria and merit (Andreski, 2013). 

· Different types of organisational structures can help lead effective teams. Lecturers in the university operate a matrix model where they work in different teams but have a line manager who would sit separately (Asana, 2024). 

· A team is a group of people who are working together to achieve something (Cambridge, 2024). 

· Having employees who play different roles within a team is effective in facilitating team progress (Belbin, no date). Belbin (no date) looks at behavioural styles and breaks the roles down into the behavioural attributes and suggests teams should have people who fall into each of these to be successful. It can aid in forming an effective team
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· It is beneficial to have an effective team, a poorly functioning team may lead to dysfunction and conflict (CIPD, 2023a). 

· Leading an effective team requires:
1) Being clear and transparent in communication 
2) State the vision 
3) Trusting employees
4) Develop social and emotional skills
5) Engage employees
6) Innovation through shared interest (Williams, Armistead &Rude, 2022)

· Following the pandemic companies need to consider virtual workers to ensure team effectiveness (Whillians, Perlow and Turek, 2021). Collaboration, information sharing and trust is key and can be harder to achieve through virtual team working (Cassidy, 2021). Managers need to have the right training and skills to support teams in this virtual or hybrid working environment (CIPD, 2020).

· Team effectiveness is linked to team performance. Measuring team effectiveness can be done in different ways by different organisations (CIPD, 2023a). The way in which organisations performs can be seen as result of team effectiveness (Newman and Ford, 2021).

· Some research has shown that there can be disadvantages to team working as team meetings can be costly and there can be pressure to conform with the rest of the team (Watson and Reissner, 2014). 
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Tuckman’s describes how team dynamics can be challenging as there are different stages in the team; forming, storming, norming and performing (Teamhood, 2024), and that even a high performing team could be disruptive by changes to a manager, change in roles or redundancies (Bradt, 2018). 
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· Google’s Project Aristotle study found for an effective team employees need:
· Psychological safety is critical and that there’s a shared belief that you won’t be punished for speaking up (Syed, 2023).
· Being dependable - complete work on time
· Having clear structure and clarity on set goals 
· Having meaning and a purpose in the work or output of the work is important 
· Feeling that your work has an impact and is making a difference (Dumpeti, 2023) - As managers you should ensure you consider this when leading your team.
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(Hand out Appendix 2)
Can you please complete Belbins questionnaire.
(Allow between 5-10 minutes for this task - once completed review handout Appendix 3 – Belbins team roles)
Would anyone like to volunteers to discuss their outcome. 
It would be useful  to conduct the Belbin questionnaire with your team to see if there are any gaps, and consider how to fill these gaps.











[bookmark: _Toc164793454]Strategies to retain employees
Slide 13 
[image: A collage of images of people shaking hands

Description automatically generated]
· The great resignation occurred in 2021 whereby Klotz predicted that more people would resign following the Covid pandemic where some employees experienced burnout and desire for a better work life balance (Needelman, 2022; Ng and Stanton, 2023) and increased workloads (Ng and Stanton,2023). Organisations need to be aware of this and consider strategies on how they retain their employees (Crail, 2023).

· To retain employees, considering the employee experience is key as the quality of this directly links to employee satisfaction (Plaskoff, 2017). 

· If an employee isn’t satisfied at work they’re more likely to leave (Mayne, 2022; Gallup, 2024). 
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· The employee life cycle starts from recruitment through to departure (PeopleHR, 2023), the employee experience strategy needs to be aligned at each stage with the purpose, brand and culture of the organisation and built into the employee life cycle (Gallup, 2024). 

· Bersin (2017) discussed the idea that employee experience is a mindset and needs to consider the meaning of work, management relationship, working environment, growth opportunity and trust in leadership. 

· Although pay and benefits are important, to retain staff  CIPD (2024b) has identified key ways:
· being flexible - this includes working hours, 
· individual preferences, 
· ensure you treat people fairly, 
· employee wellbeing 

· As managers it’s important to attend training to gain the right skills to deal with:
· workplace stress
· presenteeism, 
· enabling career development - provide opportunities for employees to develop their skills to grow their career 
· enabling employees to have a voice.
· different life stages and generations within the organisation different  have different requirements and needs associated with their employment (Brower, 2022), having a more flexible approach in the workplace would be beneficial (Hogarty, 2021).
Performance Data
· Data analytics, like retention surveys are useful when trying to prevent employees leaving an organisation (Dennis, 2022), as they help employers understand any common themes or issues employees may feel to be able to look at potential changes to retain staff (Peopleinsight, 2023). 

· You’re more likely to get more honest responses from employees if they’re anonymous(Leapsome, No date). 
Exit interviews
· These help to review how employees feel while working at the university and can be beneficial (Stewart, 2023). 

· The reason exit interviews aren’t necessarily beneficial is because information gauged from them isn’t utilised or employees may not feel comfortable expressing their thoughts because they want a reference (Spain and Groysberg, 2016). 

· Ensuring that you analyse information and  from exit interviews to make adjustments or changes is important,(HiPeople, 2023).

· Using external providers to conduct the exit interviews would be beneficial (Brown, 2019). 
Pull and push factors
· When considering retention in employment we should consider the different push and pull factors within the organisation (Croner-I, 2016). 

· Push factors look at factors that push employees to leave employment and pull factors that attract/pull employees to an employment (Bevan, 2023). 

· Some examples of push factors include:
· lack of career progression, 
· organisational change, 
· poor relationship with managers, this can lead to disengagement  Afrahi et al, 2022)
· being unsatisfied with their current job 
· discrimination and exclusion and barriers at work especially women and LGBT+ (CIPD, 2024b). 

· Some examples of pull factors include:
· better salary and benefits,
· more career development, 
· values and culture being more aligned with their interests, 
· better location (Khan, et al, 2023).
As a line managers you should be aware of what your team offer as a pull factor and if there’s anything you can do to change the push factors (Orr, 2021).
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What are your teams push and pull factors? What can you do to change the push factors to improve retention?
Please discuss and share your ideas with the group
(Allow between 5 -10 minutes for this task)
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Managing capability
· If an employee is under performing it is important for the line manger to understand whether it relates to an employee’s conduct, the employees behaviour at work or their capability or the ability to do their job (ACAS,2022). 

· It is essential that managers are able to recognise the reason for under performance and manage it appropriately as it is vital in ensuring a high performing team especially working in a hybrid world of work (Newman and Ford ,2021). 
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Absence 
· Sickness absence rates are rising, the rate in 2022 was 2.6% an increase of 0.4% since 2021, with an estimated 185.6 million working days lost as sick days in the UK(ONS, 2023). 

· Sickness can have a huge impact and strain on a teams (CIPD, 2018), for the university especially as public sector has a consistently higher sickness absence rate compared to the private sector (ONS, 2022).

· CIPD (2023b) Health and Wellbeing at work report found that 76% of respondents reported stress-related absenteeism. 

· Managers need to be aware of why team members are off sick and be aware that stress can play a significant role in absences (CIPD, 2018), and managers can play a role in stress levels (Thomson et al, 2023). 

· Happier employees perform better, therefore the work environment should be a place that promotes positive wellbeing (Warr & Nielsn, 2018). 

· Focusing on the wellbeing of your team helps to create a more positive working environment and helps prevent stress.
Leaveism
· Leaveism is using annual leave or rest days to have time off when they’re too ill to work or can’t deal with the  workload (Hesketh, 2013).

· It creates a poor work-life balance and leads to burnout which can result in poor performance in the team (Richards et al, 2023; McKinsey & Company, 2022), 

· Consider the culture you want to create within your team, being against leaveism would create a more positive culture and likely attract more people to the organisation (Cooper et al, 2019), as well as encouraging more job satisfaction. 

· Identify signs of leaveism (Jackson, 2020), and if an employee is on annual leave encourage them to not to check emails or at the weekend.
Presenteeism
· Presenteeism is where employees work despite being sick , typically being less productive (Castrillon, 2023). 

· Health and Wellbeing at work report found that 87% observed presenteeism (CIPD (2023b). 

· At UWTSD our Health and Wellbeing survey found that, although the number of sick days recorded by employers has dropped since pre pandemic, ‘presenteeism’ was more prominent where employees feel the need to work when unwell (UWTSD, 2023). 

· Research shows that presenteeism can cut productivity by at least a third (Hemp, 2004), costing employers money as well as create low morale within the team (Simpson, 2023). 

· Some research shows that presenteeism can offer a positive result on performance if managed in the correct way (Lu and Lu, 2022). 

· Ensuring you’re able to understand the positive and negative implications of presenteeism and manage this effectively will help ensure high team performance (Karanika-Murray et al, 2021).

Lawful management underperformance
· How to manage underperformance in employees and avoid dismissal is important within any team (Fitzgerald, 2022). 

· ACAS’ code of conduct on capability is key here (ACAS, 2022) as well as following the capability procedure at the university (UWTSD,2022). Following the procedure will allow for consistency and help to guide managers against unfair discrimination which could result in a tribunal case (Horne, 2024).

· Managers should provide the employee with support and training to help them become better at their job (ACAS, 2022) and not necessarily view it as a disciplinary matter (Horne, 2024).
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What is coaching 
· Coaching aims to enhance workplace performance by enabling growth by looking at the skills and personal attributes of employees (CIPD, 2023d). 

· Coaching develops a partnership between a manager and employee about what needs to be achieved and how (Johnson, no date). 

· Coaching is about providing guidance on employees goals and helping them reach their potential (Pushfar, 2024). 

· It focuses on personal growth, professional development and improving skillset (Deloitte, 2024), by setting a supportive but demanding environment (CCL, 2023).

What is mentoring 
· Mentoring can be informal and formal (Holt et al, 2016), where an employee with more knowledge and experience helps to guide another employee by seeking advice or assistance (Indeed, 2022). 

· It can offer limitations as employees can be over dependant on their mentor (Cordes, 2023).
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· Undertake coaching, whereas training will focus on specific knowledge or skills in a more structured approach, coaching, is used to empower managers to use their own potential to develop ideas and strategies and enable them to maximise their leadership impact (Berg and Karlsen, 2012; Morris, 2023).
· There are many benefits to effective coaching, including improved motivation, trust, enhanced performance and more engaged employees (Deloitte, 2024). 
· To be a good coach its important to develop a partnership, commit to produce results, be responsive, sensitive and practice and prepare (Vesso and Alas, 2016). 
· It is important for managers to have creating the right culture offer coaching plans for employees to evaluate their strengths and identify any developmental areas. 
· Coaching plan you must meet with the employee and agree goals and plans, using coaching models for this process can be helpful(Giesen, 2023). 
· Managers they need to be aware that coaching can however be costly and time consuming (Coutu and Kauffman, 2009), making sure that you have the right model and plan in place is critical in seeing the benefits in assist performance (Bergenroth, 2021).
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There are many coaching models which can help managers to provide the support in a coaching role. One of the most famous coaching models is GROW which looks at:
· Goal – what the employee would like to achieve
· Reality – the coach helps the employee realise where they are now
· Options – this is helping the employee find what they could do to bridge the gap, what’s holding them back
· Will – the employee will identify what steps to take to get towards their goal (Imperial, 2014)
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To ensure the effectiveness of training evaluating the training is key (Urbancova, et al , 2021). We will be using the Kirkpatrick evaluation model to do this, it  which consists of 4 different levels: 
· Reaction – this looks at how participants found the training engaging, relevant and favourable, I will issue a survey to assess this
· Learning – whether the participants acquired the intended knowledge, skills and confidence, I will issue a short survey next week to assess this
· Behaviour – the degree that participants apply what they learnt during the training when they are in their job, your peer review sessions will be used to assess this
· Results – how much targeted outcomes occurred because of the training, your teams performance KPI’s will be used to assess this (Kirkpatrick Model, 2024).
(Issue Appendix 4 – Evaluation Survey)
(In a week after the lunchtime learning session send out Appendix 5 - Follow up Evaluation Survey)
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· Further reading and support is available on our UWTSD intranet pages - Staff Development Hub and Human Resources: Guidance for Mangers.

· In the lunchtime learning tile on the Staff development hub you will find these slides, and links to the resources used today.
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· Thank you for taking the time to listen to the lunchtime learning session today. 

· The slides will be sent out following the session and available on the hub. 

· Please complete the surveys I handed out and leave them on the desk as you leave.

· We look forward to welcoming you to our next Lunchtime learning session next month on Monday 22nd June 2024.

· The topic will be on ‘How to support your teams wellbeing’. More details to follow. 
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Apollo 11’s Transcendent Leadership Lessons
Michael Peregrine
Senior Contributor
Jul 16, 2019,09:30am EDT

The Apollo 11 astronauts are transcendent leadership role models. 
To paraphrase Walter Cronkite, it was, and remains to this day, the greatest adventure in the history of mankind.
The 50th anniversary of the Apollo 11 lunar landing says much about the capability of our country, the miracles of science and engineering and the commitment of the NASA team. But it also offers important lessons on leadership, which are as relevant today as they were in July, 1969.
These are leadership lessons that transcend time and circumstance, which corporate executives and board members may well want to consider as they commemorate this great event.
Lesson #1: Visions Can Come True. JFK’s memorable 1962 “Moon Speech” set forth the vision of Apollo. It included the famous “...because it is hard” acknowledgment, and the equally inspiring charge that “...to do all this, and do it right, and do it first before this decade is out—then we must be bold.” Some 57 years later, vision, boldness and the motivation they generate in others remain essential tools by which leaders take organizations to great heights. Their absence can create insurmountable barriers to growth.
Lesson #2: Teamwork Matters. The three Apollo 11 astronauts were not close friends. They had different personalities. Armstrong was emotionally remote. Aldrin acerbic and abrasive. Collins more “happy go lucky.” But they made it work; they interacted successfully under the most extreme circumstances. For leaders don’t need to be BFFs with their colleagues in order to be effective. They do, however, need to be accepting and respectful of who their colleagues are, and the contributions they offer.
Lesson #3: Confidence. They believed in their systems in spite of the risks: the Saturn V liftoff, the LM ascent engine firing, trans-earth injection, the re-entry and splashdown. Even at NASA’s famous 99.9% reliability standard, much could still go wrong. Yet they moved forward in reliance on confidence in the technical competency of the workforce and the efforts to remove risk from the conceptual design. Where leaders can establish an organizational commitment to quality, safety and risk management, managers can more comfortably implement even the most aggressive of products.
Lesson #4: We Need The Michael Collinses. It was not for Collins to land on the moon. It was for him to orbit the moon in solitude, waiting/hoping for the return of Armstrong and Aldrin from the lunar surface. His glory would be less; history would not treat him nearly as prominently. And he was good with it. Indeed, every organization needs leaders content to do their job, who are willing to be part of a larger effort and not likely to complain or worry about more glamorous tasks being assigned to others.
Top of Form
Bottom of Form
Lesson #5: Command Decisions Count. The legend is indeed the fact. Armstrong really did land the Lunar Module, manually, with just 16 seconds of fuel remaining. Aborting the descent was not an option. Like all good leaders, Armstrong was in charge. He knew the terrain. He knew his machine. He knew the stakes and he was going to get the job done. The absolute ultimate command decision. Leaders who “sit in the left seat” must be prepared to “make the call,” to make the most difficult of decisions, often in the most trying of circumstances.d More
Lesson #6: Encourage Ideas. It wasn’t store-bought. There wasn’t a model or prototype. The enormous “crawler” that transported the Saturn V from the Vehicle Assembly Plant to the launchpad was the brainchild of a member of the launch operations team, whose name is now lost to history. He reportedly got the idea from watching the strip-mining process. Ingenuity and creativity often have wildly diverse parentage, and smart leaders will encourage ideas from all elements of the workforce, starting with the mailroom and continuing up the ladder.
Lesson #7: “Code 1202” Events. It was the Apollo version of a “black swan.” On final lunar descent, an unusual program alarm (code 1202) flashed, indicating a problem with the guidance computer. With the landing in balance, a young control officer in Houston, familiar with the code from earlier simulations, provided the critical “go on that alarm” assurance. No company is immune to a Code 1202 event. The unforeseeable will occur. But leadership can set expectations concerning risk evaluation that will help the company respond in crisis situations.
Lesson #8: It Takes A Village. A very big village, in fact. The Apollo project team was estimated at over 300,000 people. It was an amazing partnership between the government, private industry and the astronauts—and, ultimately the American public. And on their final flight transmission, the Apollo astronauts paid a humble video tribute to that partnership. Effective leadership recognizes that success often requires a combination of management vision and workforce commitment. Rarely is it one or the other, and almost never “just about me.” 
Lesson #9: Learn from Mistakes. The great success of Apollo 11 was made possible in large part by the tragic failure of Apollo 1. That catastrophe forced NASA to confront its culture of complacency for risk and safety, and to restructure its entire operations. Indeed, great lessons can be learned from failure as well as success; from accepting responsibility for non-performance and moving forward from there. Even on the largest possible scale, leaders never stop learning-even from their own (or their organization’s) mistakes.
Lesson #10: Otherworldly Commitment. Armstrong attributed Apollo’s success to its nature as “a project in which everybody involved was...interested...involved...and fascinated by the job they were doing.” (“Rocket Men: The Epic Story of the First Men on the Moon” by Craig Nelson (Penguin, 2009) In today’s business environment, when leaders are increasingly focused on workforce culture and satisfaction, major initiatives are more likely to succeed when employees, like the Apollo team, are motivated “to [do] their job a little better than they have to.”
There is an understandable tendency to marginalize important events that happened long ago. Men in a spaceship—how interesting, but of course it was long ago, and we’ve progressed so much since then. It’s hardly relevant to our world today. But as to Apollo 11, that would be a huge mistake; it still matters, very much so.
In his Farewell Address to the nation, President Reagan spoke to the lasting value of the American heritage. He warned of an eradication of the American memory that could result, ultimately, in an erosion of the American spirit. “If we forget what we did, we won't know who we are.” And, one might add, of what we are capable of achieving, as a nation, as individuals—and as organizations. That’s the transcendent lesson of Apollo 11. And it’s a lesson that is meaningful in the boardroom, and the executive suite.
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Belbin’s Questionnaire

What sort of team member are you?  Are you the one who likes to come up with new ideas, or are you the sort of person who likes to make sure the I’s are dotted and the T’s crossed?  

Work carried out by the occupational psychologist Dr Meredith Belbin, suggests that everyone who is a member of a team tends to adopt one or more styles of behaviour within that team, that is, they tend to fill certain roles.

This questionnaire is designed to help you discover your preferred role in your team at work.  Please complete the questionnaire as instructed and then fill in the score sheet at the end.

Don’t think too long about the questions – your instinctive response is probably the most appropriate.  There are no ‘right’ or ‘wrong’ answers.  

Unfortunately, whatever role you play and however well you play it, we won’t be awarding Oscars however there will be a prize for the winning team!

[image: MCj02507470000[1].pdf]

Belbin’s Team Roles - a Self-perception Questionnaire


Instructions

Below are 7 sections each with 9 statements. 
Circle the 2 or 3 statements from each section which are most relevant and appropriate to you/your personality. 
Your task is to allocate a total of 10 points to the statement(s) you have chosen. The most relevant statement will receive a higher weighting out of 10. You are able to give the full 10 points to 1 statement.


 
Section 1

“What I believe I can contribute to a team...”	

I can quickly see and take advantage of new opportunities

I can work well with a very wide range of people

Producing ideas is one of my natural assets

I can draw people out whenever I detect they have something of value to contribute to group objectives

I can be relied on to finish any task I undertake

My technical knowledge and experience is usually my major asset

I am always ready to be blunt and outspoken in the cause of making the right things happen

I can usually tell whether a plan or idea will fit a particular situation

I can offer a reasoned case for alternative courses of action while maintaining freedom from personal bias 

Section 2

“Possible shortcomings I may have in teamwork..”

I am not at ease unless meetings are well structured and controlled and generally well conducted

I am inclined to be too generous towards others who have a valid viewpoint that has not been given a proper airing

I am reluctant to contribute unless the subject deals with a field I know well

I have a tendency to talk a lot once the group gets on to a new topic

My objective outlook makes it difficult for me to join in readily and enthusiastically with my colleagues

I am sometimes seen as forceful and authoritarian when dealing with important issues

I find it difficult to lead from the front, perhaps because I am over-responsive to group atmosphere

I am apt to get too caught up in ideas that occur to me and lose track of what is happening

I am inclined to become preoccupied when I realise that loose ends have not been tied up



Section 3

“When involved in a project with other people..”

I have an aptitude for influencing people without pressurising them

I can help prevent careless mistakes or omissions from spoiling the success of an operation

I like to press for action to make sure that the meeting does not waste time or lose sight of the main objective

I can be counted on to contribute something original

I am always ready to back a good suggestion in the common interest

I am quick to see the possibilities in new ideas and developments

I try to maintain my sense of professionalism

I believe my capacity for judgement can help to bring about the right decision

I can be relied upon to see that all essential work is organised



Section 4
		
“My characteristic approach to team work is that...”

I have a quiet interest in getting to know colleagues better

I contribute where I know what I am talking about

I am not reluctant to challenge the views of others or to hold a minority view myself

I can usually find a line of argument to refute unsound propositions

I think I have a talent for making things work once a plan has to be put into operation

I prefer to avoid the obvious and to open up lines that have not been explored

I bring a touch of perfectionism to any job I undertake

I like to be the one to make contacts outside the group

While I am interested in all views I have no hesitation in making up my mind once a decision has to be made



Section 5

“I gain satisfaction in a job because..”

I enjoy analysing situations and weighing up all the possible choices

I am interested in finding practical solutions to problems

I like to feel I am fostering good working relations

I can have a strong influence on decisions

I have a chance of meeting new people with different ideas

I can get people to agree on priorities

I feel in my element where I can give a task my full attention

I like to find a field that stretches my imagination

I feel I am using my special qualifications and training to advantage



Section 6

“When I am suddenly given a task with limited time and unfamiliar people..”

I like to read up as much as I conveniently can on the subject

I would feel like devising a solution on my own and then trying to sell it to the group

I would be ready to work with the person who showed the most positive approach 

I would find some way of reducing the size of the task by establishing how different individuals might best contribute

My natural sense of urgency would ensure that we did not fall behind schedule

I believe I would keep cool and maintain my capacity to think straight

In spite of conflicting pressures, I would press ahead with whatever needed to be done

I would tend to assert myself if I felt the group was making no progress

I would open discussion with a view to stimulating new thoughts and getting something moving



Section 7
“When I am part of a team which is working on a problem..”

I am apt to over-react when people hold up progress

I sometimes find my sense of objectivity has a demotivating effect on theirs

My desire to check that we get the details right is not always welcome

I tend to show boredom unless I am actively engaged with stimulating people

I find it difficult to get started unless the goals are clear

I am sometimes poor at putting across complex points that occur to me

I am conscious of demanding from others the things I cannot do myself

I am inclined to feel I am wasting time and would do better on my own

I hesitate to express my personal views when difficult or powerful people are around me








A Self-perception Questionnaire Analysis sheet

Using the answers to your questionnaire, fill in the table below. 
For each of the Sections, look for the statement(s) you have chosen (a– i) and write in the points you awarded, then add up the totals for each column.

	
Section
	IM
	Co
	SH
	PL
	RI
	ME
	TW
	CF
	
SP

	1
	h
	d
	g
	c
	a
	i
	b
	e
	f

	
	
	
	
	
	
	
	
	
	

	2
	a
	b
	f
	h
	d
	e
	g
	i
	c

	
	
	
	
	
	
	
	
	
	

	3
	i
	a
	c
	d
	f
	h
	e
	b
	g

	
	
	
	
	
	
	
	
	
	

	4
	e
	i
	c
	f
	h
	d
	a
	g
	b

	
	
	
	
	
	
	
	
	
	

	5
	b
	f
	d
	h
	e
	a
	c
	g
	i

	
	
	
	
	
	
	
	
	
	

	6
	g
	d
	h
	b
	i
	f
	c
	e
	a

	
	
	
	
	
	
	
	
	
	

	7
	e
	g
	a
	f
	d
	b
	i
	c
	h

	
	
	
	
	
	
	
	
	
	

	
Total
	
	
	
	
	
	
	
	
	





Whichever role has the highest weighting (points), is your preferred team role and is an indication of how effectively you work as part of a team. 
The next highest weighting is your backup or secondary team role.
The lowest score role will indicate an area that you may want to improve/develop.
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Evaluation Survey

Lunchtime learning session:
Date:
Trainers name:

Please take a few moments to complete this evaluation survey. Please note that your responses will be kept confidential.
	
	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree

	The content of the lunchtime learning session was relevant to your role?
	
	
	
	
	

	There was enough interaction and engagement in the session?
	
	
	
	
	

	The information in the session was clear
	
	
	
	
	

	I can see how I am able to use this information in the session in my role
	
	
	
	
	

	The person delivering the session was engaging
	
	
	
	
	

	I plan to apply what I have learning in the session in my role as a line manager
	
	
	
	
	

	I will likely attend another lunchtime learning session in the future.
	
	
	
	
	



Please also specify what particular aspect of the lunchtime learning session that you found most beneficial?
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Please indicate if you require future information on anything discussed during the session today:
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Thank you for taking the time to complete the form and your participation in today’s session, I hope you found it useful. You will receive an additional survey in a few weeks in order for us to assess whether you acquired the skills and knowledge from the session today.
I hope to see you again in our next lunchtime learning session next month.
 
 
[bookmark: _Toc164793469]Appendix 5 - Follow up Evaluation Survey
Follow up Evaluation Survey
Lunchtime learning session attended:
Date:
Trainers name:

Please take a few moments to complete this follow up survey to review what you learnt from the lunchtime learning session. Please note that your responses will be kept confidential.
1. What steps can you as a line manager take to influence performance within your team?
___________________________________________________________________________________________________________________________________________________________________________________________________________________________
2. As a line manager what can you put in place to ensure you lead an effective team?
___________________________________________________________________________________________________________________________________________________________________________________________________________________________
3. How can UWTSD improve retention?
___________________________________________________________________________________________________________________________________________________________________________________________________________________________
4. How would you approach an employee who is underperforming?
___________________________________________________________________________________________________________________________________________________________________________________________________________________________
5. Why is coaching an important aspect when assisting performance?
___________________________________________________________________________________________________________________________________________________________________________________________________________________________
Thank you for taking the time to complete the form and your participation in today’s session, I hope you found it useful. You will receive an additional survey in a few weeks in order for us to assess whether you acquired the skills and knowledge from the session today.
I hope to see you again in our next lunchtime learning session next month.
[bookmark: _Toc164793470]Task 2
Critically evaluate the benefits of setting group (or team based) goals as several studies have shown that they yield better results than individual goals. 
[bookmark: _Toc164793471]Executive Summary
This report looks to evaluate the benefits of having team based goals over individual goals. It provides an analysis of setting individual goals as they provide meaning for employees which helps to engage and motivate employees whereas team goals can lead to better performance. The report then goes on to review assessing performance individually as it focuses in on the individual, whereas at a team level it can lead to better results. The report concludes by providing a recommendation that the university would benefit by using a combination of both individual and team goals to achieve the best results.
[bookmark: _Toc164793472]Introduction 
Goals are targets set that a business, team or individual aims to achieve, usually in a set period of time (Laoyan, 2024). Setting goals both for individuals and as a team has been proven to be have a positive effect on performance within organisations (CIPD, 2023b). Goal setting is linked to both cultural and strategic aspects and goals of the organisation, it is important to ensure that all stakeholders are aware of the organisational goals and their role in achieving their specific goals (Sayyadi and Provitera, 2023). Having goals enables individuals and teams to have a focus and purpose, seeing results from goals that have been set helps to keep up momentum and is scientifically proven to release dopamine in your brain when a reward is attained (Boss, 2017). The university currently conducts individual annual reviews whereby goals are set for individual employees but it isn’t clear whether team goals are set as well.
This report will aim to critically evaluate the benefits of setting team goals rather than individual goals within organisations. To review this the report will look at the benefits of assessing individual performance against team performance in driving the performance within the organisations. This report will conclude whether the university would benefit from setting team goals rather than team goals.
[bookmark: _Toc164793473]Main Findings 
[bookmark: _Toc164793474]Evaluation of setting individual goals
Individual goals give an employee direction, they can help work to their strengths and interests, if an employee has a goal set specifically for them they are more likely to invest themselves into it more (Crocker, 2020). Individual goals gives an employee more control and can benefit an organisation by ensuring clear accountability, if an individual fails to meet a goal this is down to their performance and this can then be addressed by line managers (Crocker, 2020). Goal setting helps keep employees motivated and focused (Chowdhury, 2017), and research has shown that motivated employees are more engaged with an organisation, more engaged employees result in higher performing individuals (Schooley, 2024). Research has shown that goals need to be relevant to the individual and for them to feel involved in setting the goals in order for them to be committed to the goal (Hinsz, 1995), considering this however not all team based goals can be linked to individuals (Hoek et al, 2016; Latham and Locke 2006). It also helps to measuring success, if done correctly goal setting can measure an individual’s success (Mehta, 2022).
For an organisation setting individual goals can help to recognise and retain good performers and can relate pay directly to an individual’s performance (HR Daily Advisor,2017), however it’s worth noting that if the individual is not rewarded and overlooked or expectations are unrealistic this could create disengagement (Ganesh, 2023). A case study looked at EA roles and found that although they have the same job they are individual contributors so benefit by being given individual goals, however this lead to a competitive environment within the organisation (Cram, 2024).
There are limitations to setting individual goals as they can focus too much on achieving goals and put too much pressure on individuals by comparing with other colleagues, leading to self-doubt and feeling inadequate (Neagu, 2023). It can also result in burnout and exhaustion by putting too much pressure on individuals (Neagu, 2023). Also when setting individual goals there may be factors that are not in an employee’s control that could impact the outcome, this could be seen as unfair (HR Daily Advisor, 2017). It’s worth noting that when setting goals the SMART objective is often used and unfortunately not all tasks can fit into this model therefore making it difficult to set (Wang, 2017).
[bookmark: _Toc164793475]Evaluation of setting teams goals 
Previous research has shown that to support collaboration teams need to have shared goals (Appley and Winder 1977; Mattessich and Monsey 1992; Schrage 1995; Schöttle and Tillmann, 2018) as having common goals gives a purpose an direction for individuals (Latham and Locke 2006; Schöttle and Tillmann, 2018) and are more likely to be successful as they take into consideration what the team feel they can achieve (Schöttle and Tillmann, 2018). Setting goals as a team rather than an individual level may yield greater performance as team goals can enhance social and cognitive processes (CIPD, 2023b). Patrick Lencioni’s approach for example provides a practical framework for uniting team effort by working towards a common goal (Morris, 2023). Starbucks use this approach by adopting a common thematic goal to provide a unified direction for the teams and organisation (Morris, 2023). Working collaboratively as part of a team to reach goals can offer more flexibility, team goals tend to be bigger and more longer term than individual goals (Crocker, 2020). Teamwork has emerged as a crucial mechanisms for accomplishing tasks within an organisation, it offers a conducive environment for fostering learning, skill enhancement and competency development (Shah, 2016).
Although research has shown the benefits to setting team goals there are potential limitations, for example if goals are complex and above the skill set and competency of the team this will have a negative effect on the performance of the team (Indeed, 2023a). Some conflicting research has shown that sometimes goal setting can have a negative impact on an organisation as teams can focus on trying to complete tasks without necessarily performing at a high level as they would for individual tasks (Walters, 2020). 
[bookmark: _Toc164793476]Evaluation of assessing individual performance
Performance in an organisation looks at whether an individual or team has achieved its goals (CIPD, 2022). Assessing individual performance provides insight into how an individual is doing, this has historically been done through performance reviews appraisals (Cespedes, 2022). The aim of the performance review is to assess an individual’s performs and support their development (CIPD, 2024c). Ensuring that work is assigned to individuals based on their strengths is an important factor when assessing individual performance (Indeed, 2023b). Having the right people with the right skill set in the right job will help increase individual performance (CIPD, 2023c). Assessing an individual’s performance will give the manager an opportunity to not only identify what an employee is doing well but also to identify any training needs which can then be address (Cleave, 2021). In comparison many organisations are moving away from performance reviews/appraisals as a means of accessing an individual’s performance and are moving to more frequent development focused conversations with an individual and their line manager (Cappelli and Travis, 2016).
[bookmark: _Toc164793477]Evaluation of assessing team performance
Measuring team performance when assessing organisational performance is an important factor (Kline and Sulsky, 2009). Teamwork has emerged as a crucial mechanisms for accomplishing tasks within an organisation, it offers a conducive environment for fostering learning, skill enhancement and competency development (Shah, 2016). Assessing teams performance can help ensure organisation goals are met as well as improve professional relationships (CIPD, 2023b). Research has shown there is a strong link between employee engagement and performance (Bailey et al, 2017), if a team is performing well it is likely they are more engaged with the organisation. Assessing team performance can be beneficial, however there may be occasions whereby individual high performers are overlooked as they are just seen as part of the team, this can have a negative financial impact on an organisation (Williams, 2024). It can also be seen as a biased  process as the line manager can put focus on the employees in the team that they know better for example (Mackenzie, Wehner and Correll, 2019).
[bookmark: _Toc164793478]Recommendation and Conclusion 
Research has shown that there are benefits and limitations to using team goals as a replacement to individual goals in creating high performing teams. When individual goals are linked to organisation goals it helps to promote teamwork, once employees know how they fit in an organisation is will help to understand the importance of teamwork (Chellappa, 2023). For lots of employees they spend a significant amount of their time in a team working setting, considering this it would be reasonable that contributions within the team, are taking into consideration in their individual goals (Shah, 2016). Combining an evaluation of the overall team performance and the impact an individual has had on the team and its performance would be beneficial in reviewing the overall performance in the organisation (Shah, 2016). 
The report has alluded to the fact that organisations have moved on since the generic performance appraisals as a way to assessing performance within organisations. Although as a university getting rid of them completely would not fit with the bureaucratic type of organisation that it is (Jack, 2022) working with a hybrid approach and aligning both individual goals with team group goals would be key in assessing performance within the university (Schöttle, and Tillmann, 2018). 
The recommendation would be to use a combination of both individual and team goals and these need to be linked to organisational goals in order for employees to work more effectively (Chowdhury, 2017). Therefore the organisational goals should be fed through to the team goals, it is then for the line mangers to determine what of these goals are to be met at a team level and at an individual level. The annual appraisal process can then be used to review the individual and team performance combined to give an overall review. Consideration needs to be given to the cost as it would take peoples time for the new process to be implemented.
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Learning Objectives

During this lunchtime session learning we aim to provide you as line
managers with the tools to build and lead high performing teams. This
includes looking at:

How the line manager influences performance
What steps can be taken to lead an effective team
What strategies you can use to retain employees
How to manage capability

How coaching and mentoring can assist in performance
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Crucial role of line managers in influencing performance

According to the CIPD (2024a) line managers play a key role in implementing policies within organisations as
well as developing their team





image10.png
&> What you need to do as line
managers

*Lead by example (O’Neill, 2023)
+Bring HR policies to life (Purcell, 2003)

*HR Processes can be overly bureaucratic (Guest and King, 2004)

+Have good relationships with your employees (CIPD,2024a)
+Focus on wellbeing (Yarker, Donaldson-Feilder, and Lewis (2022)
+Get the right balance (Guest and Bos- Nehles, 2013)

*HR practices and policy development (Purcell and Hutchinson, 2007)
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Case Study

(NASA, 2015)

Read through the Case Study on NASA
Apollo and then discuss in groups how
it:

‘Demonstrates how crucial line
managers are in influencing
performance within teams.’

Timings - 5-10 minutes
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How to lead effective teams

Research has shown that organisational structure and design are important in organisations as it relates to high
performing teams (| , 2011)
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What you need to do as line
managers

2

«Effective team’s are beneficial, poorly functioning teams may lead to dysfunction and conflict
(CIPD, 2023a)

+Be clear and transparent in communication and state the vision, trust and engage your
employees.develop social and emotional skills and innovate through shared interest (Williams,
Armistead &Rude, 2022)

«Consider virtual workers (Whillians, Perlow and Turek, 2021)

<Take an evidence-based approach and measure the team effectiveness(CIPD, 2023a)

«Team working can have its disadvantages (Watson and Reissner, 2014).




image14.png
= it
iticapgcement

“Agrccmentand “Task complction
Undiearpurpose - Consensus «Good feeing about
“Guidance and e enyer ~Clear Roles and achicvements
Direction crmaed claky Respansibilty “Recogpition
purpose “Faciltation
“Power Struggles

| scoaching

(Sonal, 2015)

Tuckman’s model of team development

Tuckman'’s describes how team dynamics can be challenging as there are different stages in the team;
forming, storming, norming and performing (Teamhood, 2024), and that even a high performing team
could be disruptive by changes to a manager, change in roles or redundancies (Bradt, 2018).
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Project
Aristotle

(Goyer, 2021)

The study found for an effective team
employees need:

o Psychological safety is crucial (Syed,
2023).

o Being dependable

o Having clear structure and clarity on
set goals

o Having meaning and a purpose in
he work or output of the work

o Feeling that your work has an impact
and is making a difference (Dumpeti,
2023)
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Belbin, 2018

Task

Complete Belbins questionnaire (Appendix 2)
Once completed review scores with Appendix 3
Discuss
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Strategies to retain employees

The great resignation occurred in 2021 whereby Klotz predicted that more people would resign following the
Covid pandemic where some employees experienced burnout and desire for a better work life balance
(Needelman, 2022; Ng and Stanton, 2023) and increased workloads (Ng and Stanton,2023).
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'What you need to do as line
managers

+Align employee experience with organisation(Gallup, 2024)
<Improve retention (CIPD, 2024b)
+Attend training to give you the skills (Brower, 2022)

<Performance data is useful when prevent employees from leaving an organisation
(Dennis, 2022)

<Exit interviews should be reviewed and changes made (HiPeople, 2023)

<Pull and push factors for employees in organisations (Bevan, 2023)
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Agarwal, 2020

Task

What are your teams push and pull factors
How can you improve retention
Discuss
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Approaches to managing capability

If an employee is under performing it is important for the line manger to understand whether it relates to an
employee’s conduct, the emplovees behaviour at work or their capability, the ability to do their job (ACAS,2022)
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What you need to do as line
managers

«Absence - Sickness absence rate are rising in the UK (ONS, 2023).

or can’t deal with the workload (Hesketh, 2013)

-Presenteeism - Where employees work despite being sick , typically being less productive
(Castrillon, 2023)

+Managing underperformance in employees and avoid dismissal is important within any team
(Fitzgerald, 2022).
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Coaching and Mentoring

Coaching aims to enhance workplace performance by enabling growth by looking at the skills and
personal attributes (CIPD, 2023d)
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What you need to do as line
managers

%"4. ﬁ
-Coaching is used to empower managers to develop ideas and strategies (Berg and Karlsen,

2012; Morris, 2023)

“Benefits to Coaching — improved motivation, trust, enhanced performance and more engaged
employees (Deloitte, 2024).

“To be a good coach — be responsive, commit to produce results,
-Offer a coaching plan

“Be aware that coaching can be costly and time consuming
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GROW Coaching Model
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Feedback

KIRKPATRICK EVALUATION MODEL(KIRKPATRICK MODEL, 2024)

e Reaction — Feedback survey
e Learning — Follow up survey

e Behaviour — Peer reviews

e Results — Team KPI results
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Further Reading

Human Resources: Guidance for
Managers

Introduction

W

HTTPS://INTRANET.UWTSD.AC.UK/INFORMATION-
STAFF/STAFF-DEVELOPMENT-HUB

Staff Development Hub

‘Welcome to the Staff Development Hub, Information and resources to support your
learning and development at the Univers any queries or feedback please
contact staff development@uwtsd.ac

e

OEE

Staff Development Essential Information Mandatory Training

HTTPS://INTRANET.UWTSD.AC.UK/DEPARTMENTS/HU

MAN-RESOURCES-HR/HUMAN-RESOURCES-
GUIDANCE-MANAGERS
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Thank you

We look forward to welcoming you
to our next Lunchtime learning
session next month

Date: Monday 22M June 2024

Topic: How to support your teams
wellbeing
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