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	Time
	Topic
	Essential Documentation

	12:30
	Agenda & Icebreaker
	

	12:40
	Learning Objectives
	

	12:45
	The crucial role that line managers have in influencing performance
	

	12:50
	How to lead effective teams
	Handout: Belbin questionnaire (appendix 1)

	13:00
	Strategies to retain employees
	Handout: Case Study - Employee Retention Issues and Solutions (appendix 2)

	13:10
	Approaches to managing capability
	

	13:20
	The use of coaching and mentoring in assisting performance
	

	13:30
	Evaluation
	Handout: Survey  (appendix 3)
Handout: Quiz (appendix 4)
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Introduce lunchtime learning session on how to lead high-performing teams. 
Session will last an hour and will conclude at 13:30pm.
There are no fire alarms scheduled for today. Should the fire alarm ring, attendees to use nearest fire exit which is located at the rear of the room.
Questions are welcomed throughout the session or privately at the end of the session. 
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Agenda details are as follows.
Session will conclude with a short survey to determine the effectiveness of the session.
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Take 2 minutes to think about, if you were a herb or seasoning, which would it be. 
Attendees to discuss their answers with the person sitting to their left.
(Allow the room 4 minutes to discuss)
This has allowed the room to get to know each other a little better and got everyone thinking. 
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Today’s session will cover a wide range of topics (see above):
1. Exploring how like managers behaviour impacts an employees productivity and job satisfaction
2. Understanding what makes an effective team and learning about various leadership styles that you as managers can adopt
3. Cover the various factors that contribute to employee turnover and identify the key drivers for employee engagement and satisfaction
4. Covering the impact of underperformance and absence within the team
5. Explore the principles and techniques of coaching and mentoring and their role in driving performance improvement.
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· Studies discuss the line managers’ responsibility for people management issues, including motivating colleagues and improving the way in which they work (Gilbert, De Winne & Sels, 2011). Many consider managers as an important factor in creating high-performance teams as they are often involved in the implementation of HR practices (Op de Beeck et al, 2017). CIPD (2024) reinforce this and emphasise that building a positive relationship between a manager and their employee results in heightened job satisfaction, dedication, and loyalty which is consequently proven to link with increased performance levels and behaviour exceeding the requirements of the job. 
· The pivotal role of managers involves assessing and acknowledging the performance through establishing challenging goals and objectives, tracking progress and providing feedback (Nikolić, Perić and Bovan, 2020).

· Ulrich and Allen (2014) have labelled line managers as the ‘owners of talent’ as they bear the primary responsibility for decision-making and investments in talent, given its profound impact on business performance. The Social Exchange theory suggests that there is a ‘norm of reciprocity’, whereby individuals who receive favourable treatment from a person or entity, are inclined to reciprocate the kindness due to a sense of obligation (Blau, 1967). This highlights the fact that manager behaviour is an essential contributor to employee performance (Alfes et al., 2013).
· Ulrich and Allen’s (2014) research suggests that organisations who excel in leadership development typically have managers dedicating 20-25% of their time to cultivating future leaders, those of which that are existing employees rather than new ones.

· Nevertheless, studies indicate that managers should be given the support, encouragement and accountability to enhance the development of their teams, with assistance from the HR department (Bos-Nehles et al., 2020). Many studies emphasise the importance of situation leadership, as it requires the manager to adapt their style according to the situation (DuBois et al., 2015). Many favour this leadership style over others as it refrains from having a fixed, dominant style (Ahern and Loh, 2021). The motive of the leadership style is to develop and increase the effectiveness of the team and organisation (Riaz & Haider, 2010). 
[bookmark: _Toc164793247]How to lead effective teams 
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· Team effectiveness has been shown to contribute to increased job satisfaction and productivity among employees (Donley, 2021) and includes individuals who are inclusive in their thinking, diverse, show respect and trust, communicate well, are engaged with the organisation and are able to adapt to differing situations (Forbes, 2020). 
· According to the research by Watson and Reissner’s (2023), advantages include collaboration, resulting in greater solutions, whilst disadvantages include potential of conflict among team members and extreme cohesiveness. 
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Google’s Project Aristotle concluded that there are certain traits to an effective team, of which you as managers may wish to ensure are present:
· Psychological safety
· Dependability
· Structure and clarity
· Meaning
· Impact (Duhigg, 2016)

· Smart and Barnum (2000) describe the essence of teamwork to be “creating a product through collective effort that exceeds the quality of an individual endeavour”. To effectively lead a team, Daryl Wee recognises that forming teams solely on skills and capabilities, rather than compatibility, can often lead to tensions (CIPD, 2017). Hence, as a manager, it is crucial to invest time in fostering relationships and trust among team members (CIPD, 2017).  
· Mackenzie (2023) believes that for employees to excel in their performance, they require essential attributes, a drive for excellence, and support from the organisation. Max Weber’s early research delves into the effectiveness of bureaucracy within organisations, outlining essential elements such as clearly defined roles, written rules and procedures, and hierarchical control (Constas, 1958). Paul Du Gay (2005) reiterated this concept, suggesting that bureaucracy guarantees clarity regarding roles and adherence to standardised rules, facilitating collaborative efforts towards shared goals and objectives. Recent studies however have explored the disadvantages of a bureaucratic approach, including the potential for errors and flaws arising from junior staff encountering difficulty in questioning decisions made by supervisors (Erude, Igere and Okereka, 2023). 

· UWTSD has a hierarchical structure, but it could also be argued that is incorporates a matrix management structure. For instance, many lecturers are members of multiple teams, with their manager not necessarily working within those teams (Larson and Gobeli, 1987).

· Line managers are responsible for mastering the skills required to lead a team effectively. Early and recent research examine the various categories of leadership styles available. 
· Leadership is a key function of any social grouping (Cartwright, 2017). Many theorists have explored how transactional leadership encourages managers to establish clear goals and objectives, as studies have proven that employees performance is optimised when team expectations are clearly outlined (DuBois et al., 2015). 
· As a result, transactional leadership has proven to enhance the goal achievement and task completion of employees, but can also diminish employee morale and motivation (Boseman, 2008). 
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· Belbin’s Team Role Model (1981) focuses on the individual inclinations of team members to carry out various roles. Belbin (1981) suggests that optimal team balance is achieved when there is a diverse representation of all the preferred role inclinations within the team. Belbin believes that assessing a team’s effectiveness requires the presence of at least one member embodying each of these behavioural attributes and as managers you should be trying to recruit each of these types of individuals and refraining from hiring individuals with the same characteristics. 
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· Tuckman’s model describes the stages that groups typically go through as they form, grow, and eventually disband. Recognising the current stage of development a team is in is crucial for managers, as it allows for targeted support to help the team progress to a stage that aligns with the collaborative effort being undertaken (West Chester University, 2022).  
Handout (see appendix 1)
Participants to complete the Belbin questionnaire to determine how they operate in a team environment and can use this for their teams.
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· Talent retention is defined as the organisation’s ability to retain it’s staff (Mey, Poisat & Stindt, 2021) and is a popular research topic due to it’s significance in ensuring the success of an organisation (Gabriel, 2023). Existing literature indicates a robust correlation between a positive employee experience and employee engagement (Itam & Gosh, 2020; Plaskoff, 2017) which is said to consequently increase work performance, motivation and retention (IBM & Globaforce, 2017). 

· We are seeing organisations investing more into retention strategies to enhance employee retention (Rodrighuez-Sanchez, 2020). The demand for effective leadership is significant as many recognise the role managers have in implementing retention initiatives (Pandy, 2017). 

· COVID-19 has changed the way in which people work, therefore managers must adapt business models to attract and retain employees (Findlay, Lindsay and Roy, 2021). Research has shown that younger generations prioritise flexibility and improved work-life balance over other job characteristics that were previously more important such as salary (Jenkins, 2018). 

· However, more recent research believes employers should focus on life stages rather than generations, as societal changes impact all ages not only the youngest generation (CIPD, 2020). Consequently, managers must be aware of behavioural changes are adapting to new employee needs. 
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In relation to your teams and the university, are you able to think of any ways in which you as line managers and the university can improve our retention strategies? (allow for 5 minutes of answers)
· CIPD (2022b) published a strategy which can be useful for you to follow to improve retention within your teams:

· Be flexible – Due to differing individual desires and needs, it is important to wherever possible, accommodate individual preferences. 
· Treat people fairly – Offering praise and rewards to high performing employees is important, however, you must be doing so in an un-bias manner as unfairness around rewards is highly likely to result in resignation.
· Employee wellbeing – Stress and presenteeism are common issues within the workplace. It is important that as a manager you develop your people management skills to identify and signpost your team. 
· Career development -  Providing opportunities to your team to develop their skills and grow their careers is important for staff retention.
· Consult employees – Ensuring staff have a ‘voice’ is important for them to feel valued and part of the organisation. 
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Performance Data
Only 38% of respondents to a CIPD (2022c) survey indicated that talent management has been a primary focus for their CEO in the past 12 months. This is surprising given the research demonstrating the significance employee retention rates have on an organisation (Dennis, 2022). Data collected from performance reviews and appraisals, employee surveys and through the use of models such as Churn model (Puri, no date), will broaden the perspectives of managers, providing you with insight into your team.  
Exit Interviews
Exit interviews are a useful method for understanding why an employee has resigned, however it can often be difficult to receive accurate data due to employees feeling uncomfortable with telling the truth (Modak, 2016). Best practice would include using an external provider to conduct the exit interview which will allow for a more accurate representation of the leave reason (CIPD, 2024a) or distribute confidential surveys for those who are thinking of leaving and those who have already left (Spain and Groysberg, 2016). 
Push / Pull factors
Push and pull factors refer to the reasons why individuals depart from a company and what draws them or encourages them to remain (Orr, 2021). Although some of these factors can be out of your control, it is important that you are aware of them as some you could control.
Common push factors include (Khalid and Urbanski, 2021): 
· Poor salary and benefits
· Little or no development opportunities
· High workload and high stress
· Poor relationship with manager and other colleagues
Pull factors (Mutunga, 2021):
· Desirable company culture
· Good work-life balance
· Job is aligned with individual interests and goals
· Job autonomy and flexibility 
Case Study Handout: Employee Retention Issues and Solutions (see appendix 2)
Take a look at this case study and discuss among yourselves for 5 minutes how well you think Deb handled the retention issues within the organisation. 














[bookmark: _Toc164793249]Approaches to managing capability
[image: A person sitting at a table with a pen in his hand

Description automatically generated]
· Manging capability and performance and encouraging employees to perform well is a fundamental responsibility of line managers due to the impact it has on the success of an organisation (CIPD, 2024b). 
· You must provide the individual with the opportunity to improve through taking steps to support and enhance the employee’s performance (Horne, 2024). Often, capability issues relating to underperformance can be resolved informally (Acas, 2022) through following guidance from the university’s capability policy (UWTSD, 2024b). However if the employee’s performance does not improve, you may need to take a more formal approach and investigate the matter further. 
· You must understand if the underperformance is regarded as a capability issue or a conduct issue; whether the individual is unable to do their job or if they are choosing not to do it (Acas, 2022). 
· It is important to understand the impact underperformance will have on the remainder of the team and subsequently the organisation (University of York, no date). When a member of the team is underperforming, it can often affect the workload of other team members as well as their morale (Lisbona et al., 2020). This can effect the quality of work that is being carried out by the team which could effect the success of the organisation (Rivaldo & Nabella, 2023). It is important that you support your team through this ensuring they are meeting objectives, performing well and being held accountable for their work (CIPD, 2024b). 
· You must set clear goals and objectives, provide adequate training and development and regularly review and monitor performance to adjust expectations if required (Indeed, 2023a). 
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· Capability can be impacted by ill-health and absence (CIPD, 2024c). A survey conducted by CIPD revealed that stress and other mental health problems accounted for the majority of employee absence in 2023 (CIPD, 2023a). 
· Among these issues, management style is a top contributor to stress related absence, insinuating that managers must ensure they are providing adequate support to their team to ensure they do not reach these levels of stress (Churchill, 2019). Research has however begun to explore the drawbacks to employee engagement as studies have shown that employees can become too engaged with an organisation resulting in burnout (Kucera, 2022). 

· Leavism is observed when employees utilise their time off from work to address pending tasks, rather than use the time to rest. Many utilise this strategy as it enables them to complete work tasks without interruption from colleagues in the office or without receiving calls and emails during business hours (Choboda, 2023). Common ramifications of leavism for employees include burnout, reduced work-life balance and poor team morale (Choboda, 2023). Employee leavism can in turn reduce employee performance, impacting the success of the organisation as a whole (Patel et al., 2023). It is important as a manager that you are meeting regularly with your team to discuss workloads, as it may be that they need relieving of certain tasks or they simply need help in managing their work, perhaps through the use of prioritising tools (Choboda, 2023).

· Anxiety levels surged significantly at the onset of lockdown, particularly impacting remote workers (Kindred and Bates, 2023). 85% of individuals stated that mental health issues at work, such as stress and anxiety affected their personal lives (Oracle and Workplace Intelligence, 2021). With the rise of homeworking, there was an evident rise in presenteeism, which according to Johns (2010) is the “act of going to work despite feeling unhealthy”. Many studies have examined the correlation between various work-related factors and presenteeism which has shown that individuals who face unfavourable working conditions, such as a stressful office and lack of colleague support, are more inclined to work despite being unwell (Hirsch et al,, 2017). 
· Occupational or contractual sick pay is a payment that many employers offer if an employee is off work due to illness, which can act as an incentive to reduce presenteeism (Bryan, Bryce & Roberts, 2020). It is important you are promoting the options that UWTSD offer and encourage open discussions surrounding health (Irvine, 2011). 
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· Coaching is a method of personal development aimed at assisting employees in their growth and advancement (Diller et al., 2020). Coaching is described as a non-directive form of development with the aim of increasing performance and improvement of employees in the workplace (CIPD, 2023c). 
· Mentoring entails a dynamic where a more experienced colleague shares their extensive expertise to nurture the growth of a less experienced individual (CIPD, 2023c). Mentoring initiatives can take on a formal or informal structures; formal mentoring programs are commonly linked with new recruits (Hussey and Campbell-Meier, 2021). 
· It is important for managers to acquire both coaching and mentoring skills as they assist in aligning your employees’ performance with the organisations goals, values and vision (Rivaldo and Nabella, 2023). Coaching skills aid in building trust and engagement with your team which would enhance their motivation, job satisfaction and consequently retention (Elsafty and Oraby, 2022). Coaching and mentoring can also help in identifying and rectifying performance gaps and development requirements, so that action plans and follow-up strategies can be put in place (Rhaese, 2017).
· It is important to devise a well-structured coaching plan. This would include evaluating employee strengths, identifying areas of development, creating action plans and ensuring that you are meeting regularly (Palaez, Coo and Slanova, 2020). Building a rapport with the individual is important to create a safe space to discuss thoughts and ideas (Hallbom and Warrenton-Smith, 2005). Many employers have adopted various coaching tools and techniques such as the blob tree. This is where employees acknowledge and express their emotions regarding past experiences, current situations and future aspirations through selecting the most appropriate ‘blob’ figure (Feinberg, 2022).  
· Mentoring and coaching initiatives can be costly and time consuming for line managers, therefore it is important that as a manager you are committed and organised in providing the support to your employees (Preechawong et al., 2021).
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· Through employing the Kirkpatrick’s Four Levels of Training Evaluation model, this survey will gather your initial reaction and feedback from the training (Alsalamah & Callinan, 2022) for us to determine if the session has been effective and how we can improve in future sessions (Joshi, 2021) (See appendix 3).
· The survey will include a short quiz to measure the extent to which you have acquired the knowledge and skills, to compare your knowledge from the start of the session in tasks and discussions to after the training (Officer et al., 2023) (See appendix 4). 
· We will be providing further training to the heads of departments to evaluate the change in your in behaviour to see how well you are encouraging high performance in your teams (Hilgers, 2023). 
· We will constantly review our content to assess the impact of the training against organisational goals and outcomes through analysing any changes in departmental data, i.e. staff survey results, exit interviews, and team abilities in meeting goals and objectives (Coley, 2023). 
· Although many argue this is a time consuming and costly evaluation tool to use (Kruse, 2023), due to the extensive positive research surrounding the model, we believe it is a justified cost. 
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Please head to our staff development page on the university’s Intranet where you will find additional interesting information and readings. We will be uploading recordings of our lunchtime learning sessions for those who are unable to join in-person, so keep an eye on the site.
You will also be able to find a reference list from today’s session on there. 
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Next lunchtime learning session on Equality, diversity and inclusion:
· 24th June 2024 at 12:30pm 
· Room 123 IQ Campus, Swansea, SA1 8EW
· Comms to be sent out at the end of this week as a reminder. 
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Appendix 1: Belbin’s Team Roles - a Self-perception Questionnaire (UWTSD, 2024c)

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.


Appendix 2: Case Study: Employee Retention Issues and Solutions
https://www.linkedin.com/pulse/case-study-employee-retention-issues-solutions-robert-j-bob-
Appendix 3: Evaluation Survey
How satisfied were you with the content covered in the training session?
· Very satisfied
· Satisfied
· Neutral
· Dissatisfied
· Very dissatisfied

How engaging was the delivery of the training session?
· Very engaging
· Engaging
· Neutral
· Not very engaging
· Not engaging at all

Which aspects of the training session did you find most beneficial? (Select all that apply)
· Exploring how managers behaviour impacts an employees productivity and job satisfaction
· Adopting knowledge and skills necessary to lead an effective team
· Identifying strategies to increase retention
· Understanding ways to manage capability
· Learning about the principles and techniques of coaching and mentoring 

How likely are you to apply what you’ve learned in your role as a line manager?
· Very likely
· Likely
· Neutral
· Unlikely
· Very unlikely






Appendix 4: Kirkpatrick Evaluation Quiz

1. Does a line manager have any influence on an employees performance? If so, how?


------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------


2. What strategies could UWTSD adopt to improve retention?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

3. When you are faced with an employee that is underperforming, what should a line manager firstly identify?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

4. What is Belbin’s Team Role Model (1981)? 

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

5. Why is being able to coach business leaders important?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------
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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: _Toc164793257]Executive Summary 

This report critically evaluates the significance of individual and team goals in organisational settings, focusing on their impact on motivation, behaviour, conflict resolution, and performance assessments. Firstly, it underscores how individual goals provide structure and meaning to employees, enhancing their motivation. Then, the report discusses the importance of team goals in resolving conflicts and serving as a  foundation for assessment and evaluations through exploring a case study on Google. Thirdly, it recognises the continued prevalence of individual performance appraisals as a method of evaluating individual performance. It then highlights the potential for assessing team performance to yield more accurate results. However, the report explores limitations associated with each of these aspects. 
The report concludes by proposing that UWTSD adopts a strategy of setting both individual and team goals, recognising the diverse benefits each offers to the organisation. 

[bookmark: _Toc164793258]Introduction
Performance stands as the predominant outcome evaluated in management and organisations, therefore it is vital that employers possess a comprehensive grasp of performance definitions and measurement methodologies (CIPD, 2022a). Research across a wide range of industries has confirmed the effectiveness of goal-setting interventions in enhancing performance (CIPD, 2023b). A goal is defined as “what an individual is trying to achieve; it is the object or aim of an action” (Loke and Latham, 1985). Several studies have shown that setting group (or team based) goals over individual goals can yield better performance results for an organisation (van der Hoek, Groeneveld and Kuipers, 2018). 
UWTSD conducts annual individual appraisals and stablishes individual yearly objectives. It is unclear if the university set any team based goals as this hasn’t been measured. Therefore, it is important to determine if it is something the university should undertake. 
The following report will critically analyse the benefits of team goals and will compare and contrast the benefits of assessing individual performance against team performance in driving performance in an organisation. The report will conclude by determining whether UWTSD should replace individual goals with teams goals to create high performing teams. 
[bookmark: _Toc164793259]Main Findings
[bookmark: _Toc164793260]Evaluation of Individual Goals
The goal-setting theory is a well established concept that promotes the power of goals in shaping individual accomplishments (Latham and Locke, 1991). Setting individual goals provides a structure and sense of meaning to an individual in their work day (Vanourek, 2023), which is proven to be effective and valuable for guiding and enhancing performance (CIPD, 2016a). Individual goals create a drive and a passion for working, and individuals are usually most motivated to something that will benefit them personally (Rosberg, 2024). However, theorists have confirmed that this doesn’t necessarily mean that any challenging goal will motivate an employee and that an individual is committed to the specific target which is usually influenced by the degree to which they believe they can reach the goal (CIPD, 2016a). 
Individual goals can also be difficult to set as studies emphasise the significance of ensuring they are SMART (Specific, measurable, achievable, relevant and time-bound) (CIPD, 2016a). Not all criteria are equally easy to fulfil, therefore it can be difficult to determine if the goals are suitable (Hoffman, 2014).
While goal setting is widely acknowledged as one of the most effective organisational interventions for increasing performance, many scholars argue against it’s universal application as a one-size-fits-all solution for motivation (Tosi, 1991). Line managers must take care in setting individual goals and must adapt them to individual needs as studies have indicated that an excessive use of extremely high goals, combined with other economic incentives, can reduce self-regulatory capacity and encourage unethical behaviour, particularly when individuals narrowly miss achieving their goals (Welsh and Ordonez, 2014). Additionally, there exists a potential for individual goal-setting to result in micromanagement by the manager (Kerr, 2017). Although micromanagement can encourage individuals, it can also lead to low morale and a sense of distrust (Indeed, 2023b). 
[bookmark: _Toc164793261]Evaluation of Team Goals
A team refers to a group of people working together to achieve a common goal (CIPD, 2023c). There is no singular standardised metric for assessing the effectiveness of group performance however Guzzo and Dickinson (1996) have said that effectiveness within groups is demonstrated by the outputs the group produce (could be quantity, quality, customer satisfaction etc), or the improvement in the team’s ability to perform effectively in the future. 
Collaborating formally within a team has become an essential means of accomplishing tasks within an organisation, consequently, consuming a considerable portion of organisational resources. Often, a considerable amount of an individuals time is spent in teamworking environments, therefore, it is justifiable that their contributions are considered in their individual evaluations (Cross, Rebele and Grant, 2016). When individuals engage in various team environments, it provides a valuable opportunity to develop a more comprehensive understanding of their performance across different teams and settings (Kozlowski and Ilgen, 2006). This provides a greater understanding of the individuals strengths and areas for improvement (Shah, 2016). 
Johnson and Johnson’s (2009) research highlights the importance in setting team goals as they motivate behaviour, serve as the foundation for conflict resolution, and are essential for assessment and evaluation. Early research suggests that setting team goals improves performance by helping the team stay focused and encouraging cohesion (Widemeyer and Ducharme, 1997).  Aligning individual goals with organisational goals enhances teamwork (Barreto, 2020). It is important that managers communicate to their employees how their personal goals contribute to the team and organisation’s ability to reach goals and objectives, and through interconnecting their goals with those of their peers, employees with grasp the significance of collaboration (Mehta, 2022).
Establishing individual goals can provide enhanced ownership and showcase personal creativity (Sarwat and Abbas, 2021). However, setting team goals may result in reduced engagement, where team members feel demotivated due to their lack of direct involvement in the goal-setting process (Humane Consultancy, 2023). 
Ensuring individual goals align with team goals is essential in driving performance (Gambill, 2023). This can often be difficult and research indicates that the primary cause of conflict in the workplace often stems from goals that are not aligned (Franke, Forestl and Heese, 2021).  
Patrick Lencioni’s Thematic Goal Setting framework centres on establishing transparent, comprehensive objectives where an organisation will establish a significant theme or primary focus for the year (Morris, 2023). Google are an example of an organisation that have successfully adopted Lencioni’s framework where each team aligns it’s projects with a common objective, which has led to increased customer satisfaction (Morris, 2023).
[bookmark: _Toc164793262]Evaluation of Assessing Individual Performance 
Individual performance evaluations, also known as appraisals, are integral to a comprehensive approach to performance management (DeNisi and Prtchard, 2006) as a team performance is largely influenced by the performance of its individuals members (CIPD, 2023c). 
While the significance of annual reviews has been increasingly questioned in favour of more frequent discussions, performance appraisal continues to be a crucial component of the performance management process (CIPD, 2024d).
Regrettably, performance ratings are susceptible to various biases such as manager biases if they personally like or hired an employee (CIPD, 2024d). Employees’ responses to appraisals hold significant influence, particularly in terms of their perception regarding the fairness and usefulness of the appraisal judgements (CIPD, 2016b). 
[bookmark: _Toc164793263]Evaluation of Assessing Team Performance 
Teamwork skills remain crucial in our interconnected world as research has shown that employers consistently rank teamwork among the top ten soft skills that employees should possess (Robles, 2012). Team effectiveness if often used as a synonym for team performance, yet, a team might be perceived as high-performing despite lacking efficiency (CIPD, 2023c). 
Assessing team performance can provide more accurate results (Cooke et al., 2003).  Assessing each individual’s contribution solely based on their individual output may overlook certain valuable tasks; for example, some may provide less obvious and visual outputs than others, however their work and contributions are essential in enabling the work of other members of the team (Marriage and Kinnear, 2016).  
Identifying top performers becomes more challenging when assessing team performance (Chamorro-Premuzic and Kirschner, 2020). It can also be difficult to identify which individuals require additional support with workload etc which can often lead to burnout (Pinter and Cisar, 2018). 
[bookmark: _Toc164793264]Conclusion & Recommendations 
The above report serves to critically evaluate the benefits of setting group (or team based) goals as several studies have shown that they yield better results than individual goals.
The above secondary research suggests that setting both individual and team goals is positively influential in creating high performing teams. Individual goals provide employees with a passion for working and motivation (Rosberg, 2024), however team-based goals encourage cohesion and often generate greater outcomes (Widemeyer and Ducharme, 1997). Team-based goals are often more likely to be aligned with departmental and organisational goals. Understandably, within an organisation such as the university, there are specific roles that operate independently, therefore have limited involvement in team-based work (UWTSD, 2024a). 
As a result, it is proposed that UWTSD continue setting individual goals, but also set team-based goals based on the individual goals. Ensuring individual goals align with team goals is essential in driving performance within the university (Gambill, 2023). It is also strongly recommended that additional guidance be provided to managers by the senior leadership team, as no such guidance has been provided previously. Having a universal approach to this will aid the university in reaching the strategic goals and objectives (Santos, 2018). 
It is important to note that such guidance will require time from the senior leadership team which would occur some costs for the university. However, the above research suggests that this would be a necessary and beneficial step for UWTSD. 
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The crucial role that YOU have
in influencing performance

* A positive relationship with a line manager can
increase:

- job satisfaction

- dedication to the role

- loyalty

B - high performance (CIPD, 2024)

* You must set clear goals and objectives, and track
progress through providing feedback (Nikoli¢, Peri¢
and Bovan, 2020).

* You are the ‘owners of talent. Invest in your team to
shape them into leaders (Ulrich and Allen, 20]4)

* The role of HR is to support you in encouraging and
developing your teams (Bos-Nehles et al, 2020)




image9.png
How can you lead effective teams?

oodwin and Burks, 2
tive

butes to increased job satisf

i structure provides
s, 1958)





image10.png
Google’s Project Aristotle
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Google: Project Aristotle
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(Pinterest, no date)
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Tuckman: The 4 stages of teamwork

Forming

Team acquaints
and establishes
ground rules.
Formalifies are
preserved and
members are
treated as
strangers

¢ 9

Storming
Members start fo
communicate
their feelings but
sl view
themselves as
individuals rather
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team. They resist
conirol by group
leaders and show

hostility.
Y
o

Norming
People feel
part of the
team and
realize that
they can
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other
viewpoints.
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Performing
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trusting
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of little
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Strategies for you to retain employees

« Positive employee experience = employee engagement (itam and Gosh, 2020; Plaskoff,
2017)

« Younger generations are prioritising flexibility and work-life balance (Jenkins, 2018)

« The Simply Irresistible Organization model (Bersin et al., 2017):

1.Meaningful work

2.Supportive management

3.Positive working environment

4.Growth opportunity

B.Trust in leadership
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How can you as line managers and
UWTSD as an employer improve our
retention strategies?.....
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Performance Data

Use of performance data from
appraisals and employee surveys
(Puri, no date)

Exit Interviews Push & Pull Factors
Exit Interviews and confidential Having an understanding of push
surveys to understand the reasons and pull factors (Orr, 2021)
‘why a member of your team has

resigned (Modak, 2016)
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How do you approach managing
capability?

* You must understand the difference between
a capability issue or a conduct issue (Acas,
2022a)

You must:
* Set clear goals and objectives
* Provide adequate training and development
* Regularly review and monitor performance
(Indeed, 2023)
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Capability
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Presenteeism - Share
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provide adequate support meet regularly with
to your team (CIPD, 2023a) your team to discuss
workload (Choboda,

2023)
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Coaching and Mentoring
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Evaluation

V/ — Kirkpatrick’s Four Levels of Training
V — Evalution Model
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Further reading...
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THANK YOU!

Next session:
Equality, Diversity & Inclusion
24th June 2024 at 12:30pm.
Room 123 IQ Campus, Swansea, SA1 8EW.
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