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LO1 — Personal Statement

+  Explanation of organisation’s policies & procedures, and roles and responsibilities of those
involved in them.

At Chwarae Teg we operate ROWE (results only Work Environment). ROWE is aimed at increasing
employees’ control over their work time and fostering team-level job redesign keying in on results,
not time spent in meetings or at the office. ROWE began as an innovation developed and
championed by insiders at Best Buy Co. in 2004 (Perlow and Kelly, 2014). HR employees created
ROWE initially in response to a department’s employee survey, which revealed that employees did
not feel trusted.

ROWE claims that current work practices are unproductive and outdated; the solution is for
employees to be “free to do whatever they want, whenever they want, as long as the work gets
done,” which will help employees be more focused, productive, and efficient at work while meeting
their personal goals and responsibilities (Ressler & Thompson, 2008). In the case of Chwarae Teg this
is founded on providing a flexible work environment (in line with organisational goals to increase
gender equality) that enables the organisation to attract and retain from a much broader talent pool
than the norms that artificially privilege breadwinners married to homemakers (Williams, et al
2016).

In Chwarae Teg flexibility is at the core of the organisational values and is integral to the work done
to create a high performance work system, driving recruitment, team work, training, work-life
balance and performance management in order to deliver on our organisational aims. As
Messersmith et al (2011) identified: “there is a positive relationship between a variety of measures
of high-performance work systems and various firm performance outcomes”.

Chwarae Teg runs a process called ‘Achieve’ which measures performance and an individuals’
contribution to their team and the wider organisation. A detailed overview of Achieve is given to all
staff and is used at management training (Evidence 1). However, it works in the following way:

Chwarae Teg has a Strategic Plan which is reviewed annually and agreed by the Board. This sets out
the vision and mission and our strategic priorities over a given period. Once this is agreed the
operational detail is set out in our Annual Operating Plan and other documents related to specific
projects and initiatives which sit under the Strategic Plan. The Leaders of different functions within
the organisation work with their teams to translate these operational plans into team plans — setting
out where their team contributes. These plans are then divided into individual plans which set out
what each individual’s contribution is. Through this process there should be a clear link between the
work of the individual to wider operational objectives and ultimately to strategic organisational
priorities.

The individual’s contribution is captured in our Achieve Sheets (see Evidence 2). These detail a
backward and forward look over an agreed time period — at a minimum, quarterly, with monthly
face-to-face or skype catch up between managers and employee. Each Lead meets with each person
within their team individually and reviews set objectives that were agreed to be achieved in the last
period and looks forward and agrees what objectives will be achieved in the next period. If some
agreed objectives haven’t been achieved, there is a conversation about why this is the case and if
needed, they are moved into the next period.

Achieve is built into the Chwarae Teg ethos; it ties in with our external objectives (for my team this is
partly the delivery of an EU funded project (Evidence 3). Outcomes are listed within the Achieve



documentation and a reviewed quarterly. Chwarae Teg’s DNA is a core component of the objective
setting process — all employees need to demonstrate they work within the values and specifics such
as value to their team, supporting the whole organisation is also captured and discussed (see
Evidence 4— DNA as part of objective setting).

Part of the achieve process is about gathering feedback from others in the organisation, e.g. peers
and subordinates. As Taylor and Woodhams (2016) suggest, there are issues with the process (would
an employee give negative feedback to a manager?) but generally the process is looked upon
favourably by managers and is useful to them and to the organisation. Evidence 5 shows a
completed 360 degree feedback form which is used within every achieve meeting.

Achieve is also referenced in our Capability and Performance Policy (see Evidence 6), where the
steps of poor performance are outlined and the role of the manager and the HR team are discussed.
With equality and diversity being a core focus on what we deliver to external organisations,
performance, and recruitment within Chwarae Teg is referenced in our Equality and Diversity Policy,
(Evidence 7) ensuring everyone has access to appraisals (Achieve) in line with the Equality Act 2010.
This is also true of our Pay and Reward Policy (Evidence 8).

e Materials from providing information to colleagues

In order to effectively run an Achieve meeting, managers/lead are provided with training and
support in how to run an achieve meeting and are provided with Guidance Notes (See Evidence 9). |
have helped to shape this document and use these notes when conducting an Achieve meeting with
people in my own team. These notes detail the process from informal to formal, if performance/
capability issues are identified. In line with employment law and CIPD best practice (CIPD, 2015)
which inform all Chwarae Teg policies, any identified issues are always to be tackled informally first
and the employee should be given an opportunity to improve, before proceeding to a formal
process. It should also be noted that Achieve is not designed to address conduct issues. Misconduct
is addressed immediately and are also flagged with HR for advice/ support, where appropriate.

Chwarae Teg has a formal induction process (Evidence 10 is a copy of part of the induction -
highlighting Chwarae Teg’s people strategy; performance, objectives, culture and engagement). As
part of this process it was my role to explain to them what Achieve was and how it worked from the
employee’s perspective. | delivered a PowerPoint presentation (Evidence 11), which detailed the
responsibility of the manager/lead and also what is required of the individual and how Achieve
should be seen as a live document and an on-going process of personal and business growth, rather
than a performance process that ‘happens to them’.

Manager are also provided with advice and training to ensure they are fully aware of Chwarae Teg's
core support for ‘modern working practices’ very much in line with Taylor and Woodhams (2016) list
of requirements for HPW organisations. This support forms a workshop with managers which |
deliver, running through a practical session on individual and management responsibility, reviewing
job descriptions and looking at how this practically works in the organisation (see Evidence 12).
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Chwarae ACHIEVE

Teg « ;“
"ACHIEVE

Purpose

The purpose of this document is to provide information on Achieve: the name given to how we
approach our work and time in Chwarae Teg.

The information is provided in three sections:

e The background explaining where the idea comes from and why we have developed and
adopted it.

e The detail on how it works and fits within the organisational structure and other policies.

o Frequently asked questions reflecting issues that have been raised during its development.

Background

Much of how employers address the organisation of work comes from ideas developed during the
19t and 20" centuries for an industrial context. Today, many thought leaders question their
compatibility with what employers and employees need to be effective in a modern context.

The command and control relationship between employer and employee that underpins the
traditional approach to workplace management has been questioned for many years and as a result,
many organisations have developed mechanisms which give employees greater flexibility such as
time off in lieu (TOIL) or flexi-time. These terms are often used to mean different things in different
sectors and employers. Although well intentioned, these can be seen as essentially “tinkering at the
edges” plus they focus attention on time input and rather than on what is being achieved.

The traditional organisation of work also undermines employee effectiveness by suppressing
elements necessary to human motivation. Daniel Pink’s work in this area outlines how autonomy,
mastery and purpose drive motivation:

e Autonomy — needing to be in control of what we are doing
e Mastery — an intrinsic drive to improving how we do something
e Purpose —feeling that what we are doing is contributing to something greater

Achieve has been developed as a method of working compatible with the needs of a modern
workplace and workforce and is founded on research from diverse study areas including neuro-
science, psychology and workplace analysis. Its aim is to improve organisational impact by
maximising performance through building autonomy and accountability into the
employer/employee relationship.

What we have developed has been significantly influenced by an approach developed in America
and widely adopted across private sector companies particularly within the high-tech sector. This
approach is known as ROWE: results only work environments.
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Chwarae
Teg -

Capability and Performance Policy and Procedure

Introduction

The Capability and Performance Policy and Procedure provides a framework within which managers
can work with employees of Chwarae Teg to maintain satisfactory performance standards and to
encourage improvement where necessary.

Concerns over performance should be dealt with fairly and steps taken to establish the facts.
Employees should not be dismissed or subjected to formal sanctions for poor performance unless
they have been given a written statement of the reasons for concern, a fair hearing has been held
and they have been given the right to an Appeal hearing.

Employees will not normally be dismissed for performance reasons without previous warnings.
However, in serious cases of gross negligence, or in any case involving an employee who has not yet
completed their probationary period, dismissal without previous warnings may be appropriate.

This procedure applies to all employees regardless of status or length of service. This procedure is
for guidance only and does not form part of your contract of employment. We may vary the
procedure including any time limits as appropriate to a particular case and will inform you if this is
necessary.

Informal Stage

In the first instance, performance issues should normally be dealt with informally between you and
your manager as part of day-to-day management. Informal discussions may be held with a view to
{for example):

= clarifying the required standards;
= jdentifying areas of concern;

= establishing the likely causes of poor performance and identifying any training
needs;

= setting targets for improvement; and/or

= Agreeing a time-scale for review.

The formal procedure should be used for more serious cases, or in any case where informal
discussions have not resulted in a satisfactory improvement.

Formal Stage

A capability hearing will be held at each stage of the procedure. Unless it is impractical to do so, we
will give you a minimum of 3 working day’s written notice of the date, time and place of the
capability hearing.

CT Capability & Performance Policy and Procedure

Version: | Version Date: Ownership: | Approved by: Nouran Al-Jandali, | Initialled: | Issue date: | To be Page
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2019 Biannually
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CHWARAE TEG - Equality and Diversity Policy

The Equality Act 2010 makes it unlawful for an employer or an employee to discriminate
against or treat an individual differently on the grounds of any of the following nine protected
characteristics - age, disability, gender reassignment, race, religion or belief, sex, sexual
orientation, marital status/civil partnership and pregnancy and maternity.

Chwarae Teg is committed to taking positive steps to promote and sustain equality and
diversity amongst its trustees, employees and in the services it provides. Chwarae Teg
intends to promote this policy both inside and outside the organisation. Overall responsibility
for implementing the policy lies with the Chief Executive.

Employees will be employed on the basis of their suitability for the work to be performed.
They will have equal access to development and promotion depending on their individual
ability and aspirations regardless of gender, marital status, sexual orientation, colour, race,
ethnic origin, nationality, language, age, political and religious beliefs, HIV status or disability.

Service delivery

In accordance with this policy Chwarae Teg will ensure that its services are appropriate and
accessible to and inclusive of all sections of society. Discrimination, whether direct or indirect
and on any grounds, in the delivery of any of Chwarae Teg's services is unlawful.

Chwarae Teg will ensure equality of opportunity in its service provision by:

= reviewing service provision in terms of its impact on equality

= developing service delivery guidelines that reflect Chwarae Teg’s
commitment to equality of opportunity
applying the principles of equality when determining Chwarae Teg's priorities
responding flexibly and imaginatively to requests for service
monitoring and reporting incidents where this policy has not been followed
working towards meeting the needs of the Disability Discrimination Act
ensuring that all Chwarae Teg buildings and external venues are accessible.

Organisations and others who use Chwarae Teg services and take part in Chwarae Teg
activities will be informed of Chwarae Teg's commitment to equality of opportunity and the
existence of this policy. Partnership & Stakeholder organisations and those that provide
services to Chwarae Teg will be expected to develop and implement an equality and diversity
policy of their own.

Recruitment and selection

Recruitment and selection will be conducted in line with Chwarae Teg's recruitment and
selection policy and this equal opportunities policy. All vacancies will be advertised in line with
the recruitment and selection procedure.

All person specifications will include only requirements that are justifiable for the effective
performance of the job. Selection decisions at all stages must be based on the relevant merits
and abilities of candidates to meet the requirements of the person specification. Reasonable
adjustments will be made during the selection and appointment process where required.All
Board members and staff involved in the recruitment process will be offered training in equal
opportunities.

Employee development

Selection of employees for further development will be on the basis of organisational, role and
individual need and potential for development. Recognition will be given to individual's
personal circumstances e.g. carer responsibilites and the requirements that Chwarae Teg
may need to meet in order for all employees to have equal access to employee development
opportunities.

Supervision and appraisal

Supervision and performance review arrangements will be undertaken for all employees in
accordance with this policy.

Final Version July 2011 1
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CHWARAE TEG Total Reward Policy

Introduction

Chwarae Teg offers an exciting, stimulating and dynamic place to work and
recognises that Reward is about more than financial remuneration alone. We are
committed to offering a package that is regularly benchmarked against the wider
employment market and in doing so enables employees to fully quantify the true
value of the Total Reward package offered. Chwarae Teg is committed to ensuring
that the management of reward complies with not only the letter of employment
legislation but also the spirit, a commitment which is an important part of our DNA
and one that is intended to contribute to Chwarae Teg being a great place to work.

The following policy details each element of the pay and reward package on offer to
all employees at Chwarae Teg.

Strategy
Chwarae Teg is a leader in the Welsh equality movement and in the Welsh charity

sector generally. It is important that what we do internally lives up to and supports our
external campaigning and position. We also see pay and reward as key to supporting
and advancing our business objectives.

Chwarae Teg’s pay and reward strategy:

o Aligns pay and reward with our charitable aims and the business strategy,
reflecting our vision and mission to build a Wales where women achieve and
prosper.

e Ensures fairness, rewarding roles fairly and lawfully, avoiding any form of
discrimination and ensuring equal pay.

o Ensures people are paid at the appropriate rate for the demands of the role
and the skills required carrying out the role within a leading member of the
charity sector in Wales.

e Maximises clarity, equity and objectivity for Chwarae Teg's employees in
relation to remuneration and career progression.

e Enables us to recruit, retain and motivate suitably qualified staff.

e Rewards staff appropriately and fairly where we ask them to deliver above the
requirements of their current role.

Chwarae Teg’s strategy on Reward Management recognises that reward is about
more than financial remuneration only. We have developed our approach to reward
in the knowledge that it will have a direct effect on organisational culture, employee
motivation, performance levels, recruitment and retention.

Page 1 of 1
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HR Guidance Note: Performance/ Capability issues identified through Achieve ACHIEV E

Related Documents:

This Guidance Note should be read in conjunction with the relevant supplementary documents,
available in the HR section on SharePoint:

- Achieve Guidance Note

- Achieve sheet

- Capability and Performance Policy
- Disciplinary Policy

Introduction:

Chwarae Teg strives to be a high performance organisation and while Achieve is not a performance
management tool, it helps to facilitate regular conversations between leads/ managers and
employees about expectations, objectives and performance. By documenting SMART Achieve
objectives and measuring output during Achieve meetings in an agreed timescale (meetings should
take place at least quarterly), leads/ managers can review performance and output against
objectives and identify under-performance/ capability issues.

This Guidance Note details the process from informal to formal, if performance/ capability issues are
identified. In line with employment law and best practice, which inform Chwarae Teg policies, any
identified issues should always be tackled informally first and the employee should be given an
opportunity to improve, before proceeding to a formal process.

It goes without saying that Achieve does not replace the manager-employee relationship/
psychological contract — if a lead/ manager identifies performance/ capability issues, they should
tackle this in a timely manner, rather than wait for the next Achieve meeting. It should also be noted
that Achieve is not designed to address conduct issues. Misconduct should be addressed
immediately (please refer to the Disciplinary Policy for guidance).

A standard process from informal to formal is detailed over-page. Matters should also be flagged to
HR for advice/ support, where appropriate.



Process:

Is the issue ¢
performance/ |
capability or |
conduct
related?

Performance/ Conduct
capability

expectations |
realistic?

e

Misconduct
Are agreed should be
outputs/ addressed
objectives/ immediately

(please refer to
the Disciplinary
Policy for

guidance)

Re-address
expecations and
adjust objectives as
appropriate. Review
progress as
required, in line with
Achieve process

Have you attempted to resolve
perfomance/ capability issue
informally?

Informal steps:
- clarify the required standards;
- identify area(s) of concern;

- explore likely causes for under-
performance with employee (i.e.
ask them why)

- identify any training needs and
put training in place to address
knowledge/ skills gaps;

- agree a performance
development plan - setting clear
targets for improvement and
agreeing a timescale for review;

- review progress j

\.

Refer to

Must attempt Capability
to resolve the and

~ matter Performance |
informally first | § Policy ‘
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LO2 — Personal statement

Be able to support line managers to deliver performance management activities within the
organisation.

Learners should analyse (using methods such as: examination of existing TNA information,
examination of performance management outcomes, direct consultation with managers or
employees) the types of support needed by line managers, in their own organisation, in relation to
performance management activities (see list above).

Learners should go on to provide support (e.g. specific advice, coaching, guidance or training) aimed
at developing line manager capabilities in performance management activities.

Rees and French (2016) are clear that successful organisations view performance management as a
strategic issue and not a tactical one. With this in mind there is a clear role for HR within the
performance/appraisal process. HR should support managers, who have a variety of on-the-job tasks,
social and psychological issues to take into account when carrying out a performance appraisal
(Gruman and Saks, 2011).

Internal Chwarae Teg staff and External managers need support to run an achieve session and a
performance management system. Internally, training needs are identified in a Personal
Development Plan (PDP) which is an outcome of an internal achieve meeting, or an external
appraisal or discussion. Evidence 13 is a PDP from an internal manager at Chwarae Teg that
highlighted the need for training in running an Achieve meeting and also brought up the idea of using
internal mentors to help line managers/leads manage better.

Mentoring is important and has become a necessary component of an organisation’s efforts to
improve quality. While some mentoring services are provided by external consultants or coaches,
many large organizations also provide coaching practices by internal HRD professionals, supervisors
and managers (Joo et al, 2012).

With this as backdrop at Chwarae Teg we run an internal mentor scheme to link skills used prior to
staff working within Chwarae Teg to current and future requirements to assist with learning and
development, specifically as part of my role, to assist with improving performance reviews. Evidence
14 shows a spreadsheet set up to match managers with potential internal mentors/coaches.

As mentioned, training needs were also identified in the PDP review. Taylor and Woodhams (2016)
are clear that managers need training in how to conduct performance reviews. As Harris (2001)
states “The architects of strategic performance interventions are reliant on line management to
transmit the desired corporate messages but line managers have also been identified as the weak
link in the application of performance management systems”.

To this end the provision of training to managers on how to manage the performance management
process is crucial. Appraisal training is highly participatory (Taylor and Woodhams, 2016), therefore
Evidence 15 highlights to role | play in the induction of new employees (those with performance
management responsibilities) into the team. It is often forgotten that just because someone is a
manager, it doesn’t mean they have the skills to manage.

The HR intervention does not end with induction. Kuvass et al (2014) highlight that managers need
support throughout an employee’s journey as this will impact the psychological contract and will
strengthen managers’ and employee’s commitment to the organisation.



Both internally and externally of the organisation | run performance management workshops to
ensure that managers are fully aware of the performance process and their role in its successful
delivery. Evidence 16 is a copy of a sign in sheet that shows a workshop | ran was attended by both
external clients and internal colleagues. Attendees were managers needing more support in the
performance process, and to help them develop their personal capabilities and to work through
shaping their own performance management processes to make them more effective and in line
with High Performance Working frameworks.

As part of these workshops | detail the role of PM in delivering organisational objectives and
investigate the setting of specific SMART objectives (output based assessments) and review
behavioural assessments too to measure general conduct as well as more quantifiable data (Taylor
and Woodhams, 2016). Evidence 17 is a practice session we work through on how to set SMART
objectives.

Further training is provided in another workshop for managers. This is more detailed and provides
specific support to ensure managers have the information and confidence they need to be
comfortable delivering performance review/appraisal meetings and giving feedback to employees.
Rees and French (2016) suggest that there is an issue with enabling managers within a performance
management process. They suggest many managers do not recognise the value of constant feedback,
both positive and developmental, and must be better at acknowledging when employees meet (not
just exceed) standards. The research also highlights the crucial role managers have in giving
feedback. Evidence 18 shows the training | provide on how managers like to receive feedback and
should give feedback. Evidence 19 highlights managers need to be trained to provide positive
affirmation and developmental feedback and the feedforward process (Kluger and Nir 2009).

Learners should also provide direct assistance (e.g. systems development, documentation,
administrative support, co-delivery, co-ordination of activities, collation and analysis of outcomes) to
managers in the delivery of staff performance and development reviews.

Providing on-going support to managers in their delivery of performance management/achieve is
important if they are to remain successful; both the employee and the manager need to be fully
behind the process, comfortable in how it works and confident it will achieve outcomes. Philip
(1990) stressed a common problem that can reduce the effectiveness of appraisals result from poor
management preparation. With this in mind, | provide documentation to leads/managers where we
work through some scenarios (Evidence 20). This provides managers with common questions
gathered from Achieve feedback, to help them prepare for forthcoming meetings. | work through
these with managers to ensure they are confident in addressing areas of concern for employees.

One to one advice to managers how to manage a poor performing colleague and to give them
support in delivering difficult performance reviews is also important. Jacobs et al (2011) identified in
research that managers need an integrated set of knowledge, skills, and attitudes to have productive
difficult conversations. These ‘challenging meetings’ can place a strain on the employee/manager
relationship and need addressing. Again, one to one support is offered to managers, with typically
coaching undertaken using Evidence 21 as a tool.

More specific examples of support managers has come in the forms of a manager wanting to review
their succession planning. So | worked with that manager to look at apprenticeships to fill current
gaps identified by a performance review. Evidence 22 highlights the meeting that took place with a
manager to look at apprenticeship schemes for their department. Evidence 23 shows successful



implementation of training and one to one support for a manager carrying out effective
performance reviews.
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e.g. “Understand the purchase process.”

Looking carefully at the above objective and you'll notice some problems in the phrasing of the
objective. The problems that come to mind are:

S: How will the manager know what to do? The verb understand is not really specific!

M: How will the manager measure the progress towards achieving this objective? The objective does
not have any measurable item.

A: Is it an achievable objective? If it isn’t, then de-motivation creeps in.

R: Is it a realistic objective? For example, if the manager does not have the skills or resources, the
objective may not be achievable. In the example above, as there is no timeline associated, the
objective is vague. Also, the manager may not have the supported resources.

T: By when should the objective be met? Time-line is critical. Humans work towards goals based on
some pressure applied by the time of completion. Hence, objectives should be time-bound.

The objective mentioned above can be rephrased to:
“Decrease the number of steps required to complete an order by 30% by the end of this quarter.”

Examples of objectives at Chwarae Teg:

Discussion points:

1. What is your organisation’s aim?

2 What are your organisation’s objectives?

3. What are your organisation’s values?

4. How does this translate into employee objectives?

5. How is this benchmarked/monitored/improved/evolved?

6. Should objectives be ‘SMART’.



Types of Feedback

FuiY

1. Positive Feedback

This applies where the person has performed
well. You use it to highlight how the job was
done well, how it linked to expected
outcomes or behaviours. Use it to *positively
reinforce good performance.

Your focus: Lead the process by asking a
range of open ended questions.

Your purpose: to encourage the staff
member to talk about their good work and
for you to reinforce it, in order to keep the
good performance going into the future.

The process:

i.  State and describe in specific terms
what the staff member did well.
Describe the actual behaviour and
actions.

ii. Indicate the positive impact of their
behaviour/actions.

iii. Ask the staff member for their input
e.g.

iv.  What do you believe contributed to
the excellent performance? Or what
do you believe you did particularly
well?

V. What did you learn that could be
applied to other work or projects in

future?
vi.  How can you share your experience/
learning with others in the team?
vii. Explore and reinforce their

suggestions. Set some goals and
describe the positive consequences
that will result from them following
through on the goals.

2. Developmental Feedback

This applies where a person has not performed /
behaved in line with expectations. You use it to
highlight where and why performance was not up
to expectations and explore how they might do it
better next time. Use it as a positive way of
improving future performance. Nobody is perfect
and everyone’s makes mistakes.

Your focus: to describe, be clear, and be specific
(not judge, blame or accuse). Lead the process as
a positive, coaching experience where you show
interest in rectifying the performance issue (s) to
the benefit of the individual as well as the broader
team/organisation.

Your purpose: to raise the person’s awareness and
understanding of the issue in a way that they will
take responsibility for improving. You want to
enable them to commit to a change in behaviour
or outlook and commit to taking action to improve
their performance.

The process:

i.  State and describe the concern in specific
and objective terms. Focus on actual
behaviours / actions, not the person.

ii. Ask for the staff member’s view. Give
them the chance to share with you their
thinking on why the problem exists.

iii. Use “I think" openers, rather than “You
are" statements.

iv. Indicate the negative impact created as a
result of their behaviour/actions on them,
the team, and the organisation.

V. Problem solve ways to
improve the performance to
meet those expectations. Ask
for, and listen, to their ideas.

vi. Coach them to help them achieve the
goals.

vi. Review the achievement of goals and
acknowledge improvements




Self-Reflection and Preparation

Ay

These are useful questions to ask yourself in thinking about how you might be performing in the
area of giving and receiving feedback. Reflect on the questions to which you answer “No* and

identify areas you may need to work on:

1)

2)

3)

6)

8)

Do you tell people when they are doing a good job?

Do you give credit to people for their ideas?

Do you praise achievement and behaviours?

Do you positively acknowledge creativity and ideas?

Do you compliment people on their strengths?

Do you explain clearly and non-judgementally where
a person’s performance is going off course? Do you
do this in a timely manner?

Do you coach people to facilitate them in finding
creative solutions to their work problems?

Do you encourage your staff to give you feedback, so
you can continually learn and grow as a manager?

Do you actively listen and consider if there is some
merit in the feedback you are receiving from staff?
Or do you react defensively?

10) Do you listen to reply or to understand?

11) Do you acknowledge what other people are trying to

say to you with paraphrasing or summarising?

Regularly

Sometimes

Rarely

>




SCENARIOS

‘People will take advantage and slack off.’

‘How can you ever reach anybody if they're not in the office”’

‘But what if you really, really, really need to reach somebody?’

‘A manager needs to be there for people.’

‘What if | get stuck with more work than anybody else?’

‘We're already doing this; this isn’t anything new.’

‘If everyone becomes more efficient are there going to be lay-offs?’

‘How can you advance your career if no-one sees you working?’

‘Isn’t it unprofessional to answer a customer’s question while you are shopping?”

‘What if somebody is out of the office for a whole month? Isn't it just common
courtesy to let people know where you are?’

This will work for some people but not everyone. Some people simply need
more supervision.’



ChwaraeTeg
«» Agile Nation2

Seven Steps for Undertaking a Difficult Conversation

1. Make an appointment with the worker or colleague stating that you have some
feedback you would like to provide.

Role model the behaviours you expect from the worker or colleague. Agree on a
suitable time and find a private place to speak with the worker or colleague.

2. Sometimes, particularly as a manager, a difficult conversation is taking place
because other workers have complained about the behaviour. Avoid amplifying the
feedback or excusing your responsibility by stating that a number of others have
complained. This may only heighten the embarrassment to the worker or colleague
and inhibit their recovery.

3. Do not go straight into the feedback. Tell them you must provide them feedback
that is difficult to share—set the scene. If you are feeling uncomfortable with your
role, you might say that. Most people are as uncomfortable providing feedback about
an individual's behaviour, as is the person receiving the feedback. This is a natural
response.

4. The best feedback is straightforward and simple. Be specific and factual about the
behaviour and provide examples, remain calm and avoid an accusatory approach,
for example—“1 am talking with you because [the behaviour] is an issue that we need
to address...”.

5. Look to the future. Emphasis the impact that changing their behaviour will have
from a positive perspective. However, explain that doing nothing about the
behaviour may have consequences for the worker.

6. Reach agreement on what the colleague will do to change their behaviour. Seta
due date, even tomorrow if needed.

As a manager, set a period for review. Record the exchanged agreement. Some
parties like to sign an agreement; however, a record of events exchanged via email
is usually sufficient. In other cases a record of events, a diary entry for example, is
advisable.

7. Follow-up. Acknowledge the use of positive behaviour. Should old behaviours
return, further clarification may be necessary. While considering that additional
feedback may be necessary it may also be appropriate to consider that more formal
action is the required next step.
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FW: performance management

Workshops <workshops@chwaraeteg.com>
To: Rhodri Packman <Rhodri.Packman@chwaraeteg.com>

Hi Rhodri,
Thanks for the information on performance management. Following up from the workshop you delivered and the support you provided 2 weeks ago we have implemented the following:
As part of the appraisal system, we now use 360 degree feedback, where staff observe each other during different activities, here they observe good practice and how to give good feedl

Through leadership training we have been trained in conducting appraisals every 6 months which results in ongoing training / in house training in whichever areas need developing.

Managers also carry out personal development to keep on top of trends in running appraisals and giving feedback. This information is stored in the PDP as you suggested.
Thanks

Charlette

Chwarae | acie [ i
Teg

Welsh Government

NATl o N 2 Cronfa Gymdeithasol Ewrop

~ European Social Fund

Safwe: chwaraeteq com | agiler n2.org.uk/cy
Website: raeteg.com |
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unrhyw gyfrifoldeb am unrhyw golled neu niwed sy'n cael ei achosi gan firws meddalwedd. Eich cyfrifoldeb chi yw i wirio am firws fel bo angen cyn agor atodiadau a fedrai gael eu cynnwys gyda'r neges hon.
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LO3 — Personal statement

Be able to assess the impact of performance management activities on organisational
performance and make recommendations for enhancement.

At Chwarae teg, as part of a regular feedback process where all employees are asked their opinions,
a benchmarking survey was undertaken. This survey benchmarked the organisation against other :
sector organisations and reviewed attitudes of all staff in a number of HR areas, one of which was
performance management. (Evidence 24). Running such a survey and eliciting feedback from all staff
is a way of demonstrating a culture of commitment to staff, of listening and responding to views of
employees. This in turn, as authors such as Holbech (2005) describe, leads to the development of a
sustainable psychological contract which is a way to create a high performance culture.

The survey results were shared with managers at a SMT (senior management team) meeting to help
review and assess the impact of the Achieve process. This prompted work on the Achieve process
which were to be raised in the meeting (Evidence 25). Firstly, how to ensure fairness in the process.
Comments had been received from staff that highlight a need to ensure that some employees did
not feel ‘picked on’ in terms of their performance being measured, when compared with less target
driven roles within the organisation. Specifically issues were addressed on how to ensure those
teams that have measurable outcomes in terms of finance and client targets do not feel they bear
the brunt of performance. Outcomes from this was a re-assertion that working towards values need
to be captured, as well as continuing to reward teams and specific employees for great performance
and share this with the entire organisation. This is now done more regularly as part of a weekly
communication to all staff (Evidence 26) Rees and French (2016) see this as a part of building
intrinsic motivation.

Secondly, Chwarae Teg strives to be a high performance organisation and while Achieve is not a
performance management tool, it helps to facilitate regular conversations between leads/ managers
and employees about expectations, objectives and performance. Managers need to be training
continually to ensure high performance is achieved.

Discussions are regularly held with managers based on employee feedback and their own
reflections, on the back of such a team meeting, a specific training session was held as a result
Evidence 27. The training session covered the evaluation of how effective Achieve has been and
evaluating managers/ abilities to deliver and looking at ways to improve the process, in line with
Chwarae Teg’s aims to be a high performing organisation.

Mangers were ask to consider their own and employees expectations arising from an Achieve
meeting, this is a process supported by HR, who try to look at the Achieve process from the point of
view of an employee (indeed, all HR staff are appraised using the system), a process Buchner (2007)
sees as a core part of HR’s role in performance management. Managers are also reminded that
performance management and development processes focused on engagement should always be

a two-way conversation (Latham et al, 2005).

A further discussion point was how to set objectives and what constituted good and poor
performance in line with Chwarae Teg’s core values. To this end objectives were reviewed on a team
level to ensure they are accurately leading to meeting overall organisational objectives. (Evidence
28)

The session also assessed the extent to which performance management processes supports High
Performance Working in Chwarae Teg and contributes to sustained organisational performance.



(Evidence 29) It goes without saying that Achieve does not replace the manager-employee
relationship/ psychological contract, but by continually seeking to empower all staff to make full use
of their talents to make work more meaningful. This is an on-going process.
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Minutes of Agile Nation 2 Leads Meeting

Present: Emma Richards, Judy D’ Abertson, Amy Kordiak, Natalie Griffiths, Tania Watts, Lorna Virgo,
Chris Hill, Trish Chalk, Jacqui Baker, Hazel Brophy, Jo Bishop, Natasha Davies,
Joined meeting at point Hayley Dunne, Joy Kent

Action Required Deadline
1. Welcome
2. Notes & Actions Arising from the last meeting
Copy write — Employers Programme, Catherine Gate has prepared a CG 20/06/2019
briefing to be sent to TC for approval
Complaints Procedure
- Complete
Purchase order system
- Complete ASAP
Europe Day — Complete
Women's Strand Final Qutcomes (See structure chart)
- PDP’s admin duties to be revisited.
- Mentoring partner to take on new responsibilities training
allowance and pick and mix.
- Senior PDPs line management with 50/50 team split, this will
be internal post only. Marsha is posting these roles.
QPI
- No more pre claim checks
- Changes will be made to the report from the feedback given.
LB
Project Plan
Complete
Achieve
- The feedback from staff is that Achieve is not fully understood
and currently not very effective management tool. Capacity TC 30/06/2019
issues: There is no way for the leads to monitor patterns.
- LV - a staff questionnaire will be issued to gain further
feedback
- All the job descriptions to have and over haul and include
much more detail to enable Leads to measure success against,
manage performance and KPI's
- Written feedback is not always uploaded to SharePoint, and
Leads would like to remove the sheets from Sharepoint LV
The review to cover the inconsistencies in application, how 30/06/2019
performance is measured, how additional hours and work is
recorded
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Objectives Cardiff
1. Understand the rationale and thinking behind Achieve Approx. 40
2. Equip you with the knowledge, skills and confidence to work in Achieve delegates
..L 3. Have a shared commitment to how we will take Achieve forward in CT.
>
E 'Resource: laptop, charger, slides, flip chart, pens, projector.
Start time: 10am Lunch time: 12.15 Close time: 4pm ish
Tuesday 30 April 2019
Times Activity Time Purpose
10.00am | Performance management 15 minutes Understand the rationale and thinking behind Achieve
e Whatis performance management
e Why is itimportant
e Historical / theoretical context
Maria
10.15am | Achieve — A framework for success 45 minutes Understand the rationale and thinking behind Achieve

e What Achieve aims to Achieve
What Achieve is not

Practical application

What skills will be needed

The role of a Leader in Achieve
Practical application

Revisit questions

Lorna, Rhodri and Maria




= J 35 2T

T1am Skills 1 hour 5 mins to set scene
Common questions with Achieve Numbering delegates 1-8 (wed night)
Eliminating the noise Discussion 8 tables
(see what if section in the ROWE book) 2 questions per able — 16 questions
20 mins feedback discuss on table
30 feedback
12pm Skills 30 mins Equip you with the knowledge, skills and confidence to work
Juggling exercise in Achieve
12.30pm | Lunch 30 mins .. . .
Tpm Skills 45 mins Time keeping and priotising 1 task. Preparing is important.
18 tasks exercise Individually. Saying no. Not all things to all people.
Set the scene
LORNA 5 mins think yourself
15 to put up on flip chart as table
15 mins to share
Equip you with the knowledge, skills and confidence to work
in Achieve.
1.45pm Skills 1 hour Equip you with the knowledge, skills and confidence to deliver
Bolton and Bolton
Lorna and Rhodri
3pm 30 mins

Team discussion re Achieve

How do we ensure fairness across
teams?




EV2Y

This analysis report will look at the current project targets, the achievements made to June 2019 and
predictions for meeting end of programme targets by June 2020 for EW & WWYV on the Business &
Women'’s strand Programmes. As enrolment for both programmes ceases in December 2019, the
relevant quarterly figures required are based on there being only two quarters left to reach certain
targets. In addition to this, the report will provide analysis on the disaggregated data that is
collected and identify any patterns and trends.

The report goes into detail about every outcome and where we are currently with each one, butasa
short synopsis, the report predicts the following based on the figures at Y5Q1 and relates to
achieving 100% of target.

Business Strand outcomes already met

e EW — Enterprises working differently
e WWYV — Enterprises achieving Exemplar Employer
e WWV - Enterprises working differently

Business Strand outcomes predicted to be met

e EW — Enterprises integrating sustainable development
e EW — Enterprises achieving Exemplar Employer
e WWV — Enterprises integrating sustainable development

Business Strand outcomes currently predicted not to hit target

e EW - Number of micro, small and medium sized enterprises supported

e EW - Enterprises having adopted or improved E & D strategies

e WWV - Enterprises having adopted or improved E & D strategies

e WWV — Number of micro, small and medium sized enterprises supported



High Performing Teams

Training centred on high performance, impact,
personal brand, resilience etc.

Managers taking a consistent approach to
performance management

Appropriate management of
underperformance

Chwarae




