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Session 1 - Managing Performance

Delivery Notes
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	Welcome the co-hort and introduce the session by reading the slide.
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	· Ensures that employees perform to the best of their ability and in line with Company expectations and its strategic direction. Employees have a role within the organisation and this should be clearly laid out to ensure transparency. The approach is not singular, but collective across the business (CIPD, 2025c).
· Can be seen negatively as it has been associated with dismissal. Many factors can influence this, such as culture, but the overarching aim is to positively manage and support the colleague’s performance (Harvey, 2018).
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	The need is intertwined throughout the organisation, from business performance and financial success to customer satisfaction and being a supportive and development focused employer of choice.

Strong performance management sets the foundations and outlines expectations in how colleague’s outputs contribute overall. These factors enable managers to measure colleague performance and intervene when needed to highlight under performance or provide resources to elevate an employee to the next level (Koskarova, 2022).

DCWW is highly regulated and bound by various legal obligations meaning breaches and non-compliance have a significant reputational impact and potential risk to life. A strategic approach, beyond the bare minimum, is needed when managing a team’s performance (Cranfield, 2024).

Case law highlights how organisationally damaging failure to follow HR process can be. An underperforming employee was dismissed without being given warnings during the formal process, which led the tribunal to find in favour of the colleague (Machell, 2025).
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	Line managers play a crucial role in linking organisational objectives and colleague goals by providing regular, constructive feedback and holding accountable when things have not gone to plan (CIPD, 2025d).

Creating a high performing team is a manager’s duty and is evidenced by how they motivate, collaborate and drive their reportees forward (ACAS, 2019). Addressing under performance and building colleague’s skills and knowledge are a key part of that as it ensures the right people are in the right roles at the right time (Pasquale Bartlett, 2023).

The approach taken is influenced by the manager’s leadership style and how that interprets good performance. For example, transformational leaders would have an encouraging, motivational approach to driving performance by empowering individuals to unlock their full potential, whereas an autocratic leader would tell the individuals what is going to happen with very limited input from others, taking away collaborative, knowledge sharing opportunities, which can disengage individuals and stunt their development (Knight, 2024).





















	Slide 6

	Suggested Time - 

7minutes
	[image: ]

	· Managers need to address performance concerns in a timely manner to give the individual opportunity to acknowledge feedback and implement change.
· If sufficient change is not witnessed, the manager needs to have a further discussion and understand the reasoning behind the lack of progress to assist with any skill or knowledge gaps.
· An informal plan should be put in place with a pathway featuring expectations and how the manager will support. This would usually be over a 4 week period to allow for sustainable improvement.
· When concerns persist, the manager may need to initiate a formal improvement plan, with HR guidance. 
· The plan will involve detailed goals and objectives linked to the areas of under performance, along with mutually agreed supportive measures.
· Severity depending, the formal plan should last for a period of 3 months with monthly formal reviews and regular catch ups in-between led by the manager to review the goals and objectives set.
· It’s important that the plan needs to be mutually agreed between both manager and colleague to ensure clear understanding and acceptance and that it is realistic in terms of what is being asked within the timeframe and resources available.
· A final review will evaluate the overall outputs, with the manager determining if a sufficient, sustained improvement has been demonstrated. There are 3 potential outcomes:
· Additional time to allow for further improvement.
· Redeployment/Demotion can be used if evidence shows that the colleague has put in significant effort but is still not at the required level. This could demonstrate that the individual matches our values but the role isn’t the right fit. 
· Dismissal - this is used as a last resort and if the colleague has demonstrated a significant lack of progress and/or effort.
(Fitzgerald, 2024)
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	DCWW has an appraisal process requiring performance ratings for colleague’s goals, ranging from under achieved to outstanding. When looking progressively at our approach, there is a debate centred the removal of ratings in reviews and looking solely at the feedback being given to the colleague. Various reasons for this shift have been named, such as making the process more effective and efficient with the aim of increasing performance through detailed, constructive feedback rather than relying on ratings.

This will only succeed though if other performance measures are carried out, such as the opportunity in regular catch ups  to discuss performance, coupled with the individuals involved having the drive and skills required (CIPD, 2020).
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	· DCWW uses an MBO approach in its appraisal process, although its use is not consistent.
· Some objectives are basic and easily achievable, therefore not stretching colleagues to expand their skills and knowledge. 
· The process has financial links through pay increases and bonus, so this could be driving incorrect utilisation.
· A review should take place to remove the association of goals to financial incentive and focus more on driving performance. Senior managers need to be clear with their direct report’s own objectives and increase their accountability (CIPD, 2022).
· HR and senior managers need to strengthen the peer review stage to ensure managers are being consistent and robust in their approach to ratings and objectives (Indeed Editorial Team, 2025).
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	Answer - Regular 1 to 1 Catch Ups





Session 2 - Continuous Development

Delivery Notes
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	Welcome the co-hort and introduce the session by reading the slide.
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	CPD is essential for individuals to develop and improve within their professional field. This can be through building on their areas of strength or to fill in knowledge gaps. CPD is not singular, it encompasses many different learning opportunities, such as newsletters and professional courses. The aim is to boost confidence, build and maintain knowledge and strengthen abilities (CIPD, No Date b).

CPD can help prevent colleagues from feeling disengaged and demotivated from their field by introducing them to new trends and knowledge that could spark interest in other areas (Williams, 2022).

Some regulated roles have a requirement for CPD to maintain accuracy and relevance. This approach should be applied to all roles as legislation and practises are constantly evolving and colleagues enhancing their abilities and skills will positively impact upon everyone (NHS England, No Date). 
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	The aim of this process is to have competent colleagues within the Company, ready to step into critical roles with minimal operational impact. There are individual positions and pools of roles (such as operational supervisors) which are required for basic operational function, the latter having a large volume of potentially capable colleagues who can be developed (CIPD, 2024c).

The business needs to be agile and resilient in the face of upcoming challenges. The Covid-19 pandemic showcased many businesses failings in having insufficient resource and an inability to flex, which caused severe issues with meeting customer’s demands and during the ‘Great Resignation of 2021’ leaving many posts vacant within a short period (Dennison, 2024).

Developing talent internally can be the easiest and safest method when faced with a potential recruitment challenge. 
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	An employee’s work needs to have meaning and purpose. It has been shown that when employees feel their work, and in turn their employer, has a purpose, preferably one linked to a societal contribution, there are higher commitment and performance levels and a lower rendition risk (Morgan, 2022). 

Maccoby’s 4 Rs of Motivation theory breaks down meaningful work, showing that the principle driver is not always monetary.
· Responsibilities - Should align with the individual’s own values and interests
· Relationships - The manager-colleague relationship is crucial to ensuring other relationships are productive
· Rewards - Some are motivated by financial gain, but appreciation and recognition are drivers for high motivation
· Reasons - Understanding the ‘why’ behind the job an employee does can be highly motivating. This is a manager responsibility when driving a team to success (CIPD, 2018)
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	Coaching and mentoring can enhance an individuals knowledge, skills and overall performance and can be utilised through regular catch ups (CIPD, 2024b). There are similarities between the two approaches, but also differences.

Coaching:
· The facilitator needs to be trained in coaching skills
· There is a defined timeframe
· The activities are goal driven
· Primary focus is on improving performance and personal development

Mentoring:
· The facilitator is a more experienced colleague
· Conducted over a longer timeframe which can be linked to succession planning
· Focuses on questioning, listening, clarifying and reframing, similar to a coaching approach
· Most effective when both individuals are learning from each other

Coaching models:

GROW focuses on achievement through goal setting with the mentor asking questions and the individual developing through solution definition (Villegas Threadgould, 2023). However, it can be seen as too structured and unable to resolve complex, underlying issues (Lal Patary, 2023).

Whereas CLEAR encourages change through transforming values, beliefs and behaviours so is more personally focused. It is driven through conversations with the 5 stages used in each session (The World of Work Project, No Date). However, other models may be better suited where more structure and directive is required (Hoffman, 2023).
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	Employee retention can have a damaging impact on the Company if not properly managed. Closely linked to retention is employee turnover. These two areas need to be regularly reviewed to see if any trends are forming (CIPD, 2025a).

Impacts include:

· Insufficient skills and knowledge
· High costs on recruitment and onboarding
· Customer impact through inexperienced employees

Exit interview data can be used to investigate resignation reasons and actions can then be outlined for improvement.
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	Current culture does not consistently utilise exit interviews or value their impact.

Looking forward, as a senior manager, there is an expectation that you will drive this tool within your departments so constructive feedback can be gathered and change implemented (Groysburg and Spain, 2018). This will aid in keeping retention high and maintaining talent levels.

Totaljobs (2018) found that 2 in 3 workers had changed jobs due to a lack of development opportunity. Ensuring performance management techniques have been correctly utilised can aid in limiting this, especially in colleague groups where generational differences can be a contributing factor (CIPD, 2024a).
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	Answer - all of the above























Session 3 - Absence and Capability

Delivery Notes
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	Welcome the co-hort and introduce the session by reading the slide.
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	DCWW uses the Bradford Factor formula to manage sickness absence, which uses a calculation based on the number of incidents and days of sickness in a 12month period. The score correlates to a ‘stage’ indicating which level of action is potentially required (Morris, 2025). For fairness, the process always starts at stage 1 to ensure adequate support is given and managers can use their discretion throughout the process. 

Increasing levels of sickness absence have been linked to drops in performance and productivity. A study carried out by Recruitment and Employment Confederation found that nearly half of employers surveys reported that increased levels of sickness absence were linked to drops in performance and lower productivity (Soliman, 2025). This highlights the need for managers to effectively manage colleague absence.

A separate toolbox talk details the attendance management process. This session’s focus is on long term and repetitive absence and its link to performance and capability. As senior managers, there is an expectation that you will prioritise absence management within your teams and drive line manager training attendance to ensure a consistent approach is taken, company-wide.
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	Regular catch ups between managers and colleagues should include work and personal discussions, the latter within boundaries set by the colleague. Building a good relationship aids in understanding how an employee is doing and may raise any health concerns early on, before sickness absence becomes a concern and support can be explored. Occupational health is available anytime, not just when the colleague has started sickness absence. Research has shown that two thirds of absences could be prevented if employees were referred whilst still in work (Cardwell, 2023).  

With increased cost and strain put upon teams, regular contact needs to be maintained between managers and colleagues when sickness absence starts to offer support and set parameters on communication for the sickness period. This can prevent absences becoming long term as the manager is being proactive and offering assistance early on (Johnson, 2025). 

Understanding why a colleague has called in sick is key in being able to support. If the reason is work-related, you need to know this quickly to ensure that issues are addressed.
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	Sickness absence can have a significant impact on performance - for the individual, team and Company. Our first priority is to support the colleague.

In long term and high frequency short term cases, managers need to look at the larger picture and evaluate the impact the individual is having on the wider team and Company.

Occasionally, the issue may not be specifically with the individual, there could be a cultural concern that others are experiencing which needs further investigation. Reasons can include high stress levels, unmanageable workloads or colleague conflict. Research released in 2019 showed 8.6 million sick days were taken due to workplace dissatisfaction rather than actual illness (McCulloch, 2020). This has an impact on the Company’s performance through lower outputs, which can then lead to a decrease in the service provided to customers, risking reputational and financial implications.

HR analyse data to explore trends, including absence frequency, length and reason. This is to identify any current or potential concerns that need addressing. This could be through improvement or increased promotion of support tools or changes in manager approach (CIPD, 2025b).

For long term cases and those where a high number of short term incidents have developed, occupational health guidance is recommended so managers can have a medical understanding of the absence history and evaluate whether all support measures have been actioned, including reasonable adjustments. In general, roles can only be adjusted to a certain point before they become intangible long term due to the duties changing vastly beyond the role requirement. This is when capability needs to be evaluated. 
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	When absence levels become unsustainable, managers should evaluate whether a medical capability process should be initiated. Occupational health guidance is taken as the initial step to understand more about the colleague’s health condition, prognosis and if they are fit to work in their current or an alternative role (Peninsula Group, 2025). HR will work with managers throughout the process to avoid any discrimination or misinterpretation of policy (ACAS, 2024).

The business impact should be considered as there are significant implications due to sickness absence and having cases that are not improving will only exasperate that. The financial implications to the business are significant. Research conducted in 2023 found that the ‘hidden cost’ of sickness absence reached £103billion, a rise of £30billion on 2018 (Jackson, 2024). 

There is the impact on the team where the absence originated. When a colleague is off sick, the workload tends to be spread out to colleagues. This is acceptable for a short, singular period, but when it is frequent and long term, the health and wellbeing of the team can be harmed, creating a vicious cycle where secondary sickness absence can occur (HCML, 2024). 

Initially, managers would consider if the employee is fit for redeployment to a more suitable role or if their current role can be adjusted on a temporary basis. If neither of those are possible, ill health dismissal may be the only option.
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	The stages of the attendance management process allow managers to use discretion when determining the outcome of each formal stage. Each case should be evaluated based on its own merits and not a ‘one size fits all’ approach. This instills fairness in the process but comes with consistency issues. HR are present at meetings of stage 2 onwards to ensure this consistency. However, some view this as time consuming and withholding trust in a manager’s judgement without considering discrimination or legal implications. 

Looking forward, it would be empowering for managers to led on stage 2 meetings with HR involvement shifted to stage 3 onwards. This would, initially, be a trial depending on how managers handle the process. After a 12 month period, the Kirkpatrick model will be used as a guide when evaluating the impact on the business by looking at the level of verbal warning issued and the reasons why (Kirkpatrick Partners, No Date). If successful, this change would give time back to the HR team to focus on other projects and increase empowerment and autonomy for line managers. However, managers would only be allowed to led on stage 2 meetings if they have participated in attendance management training. This is where senior managers need to lead and influence their managers in understanding the value of effectively managing absence. 
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	Answer - All of the Above




Task 2

Content:

Driving Performance: A Line Manager’s Guide

Line managers play a crucial role in driving performance across the Company through the use of business and HR initiatives, whilst maintaining a well developed and performance minded group of colleagues. If a team is underperforming, it can reflect on the manager ’s ability to carry out their role effectively.

Senior leadership need to provide clear direction to the organisation so that managers can operate in line with this and manage their teams accordingly. An individual’s goals and objectives should filter down from the top of the structure through the ranks down to entry level positions (Leighton, 2022). This ensures that all colleagues are working towards the collective Company vision (Weddle, 2025). It is also the manager’s responsibility to bring to life a colleague’s contribution and involvement in the Company’s performance. This will drive engagement  and commitment whilst giving an employee’s work meaning and purpose. 

There are various HR processes that provide managers with a clear, consistent and fair method in managing performance. These range from performance improvement and attendance management to learning and development programmes and funding. 

Adaptability

Managers need to be adaptable when managing performance. The policy and principles for managing performance remain the same, but the approach should be individual.

Generational co-hort theory demonstrates that different age groups require varying levels of intervention and engagement due to differing values, workplace norms and expectations. For example, ‘Baby Boomers’ tend to be vocal and expressive with a strong desire for achievement and self-improvement and are willing to take career risks for financial prosperity and growth, whereas ‘Millennials’ place a higher value on flexible working arrangements and social impact rather than solely on financial reward (Huyler et al., 2025). Managers should tune into what individual’s driving forces are when setting goals and aligning personal and Company expectations with objectives. 

Fostering a constructive, progressive approach is linked with a colleague’s psychological safety at work. Feeling able to work creatively, take risks and feel heard are crucial elements to employees being able to perform highly and drive performance within the Company (Cooper, 2023).

Informal Initiatives

Touch points in an employee’s career provide opportunity for managers to discuss performance. Managers should have confidence in addressing underperformance and striving for a high performing team (Horne, 2024). Each point interlinks and, if underperformance continues, leads to the formal improvement avenue, which is made simpler when managers have followed all informal steps first. It is best practise to keep records of 1 to 1 meetings so individuals can reflect on the content, both positive and constructive (Timms, 2020). Touch points include:

Accurate and realistic job descriptions that outline expectations and performance metrics. They should not be static but collaboratively reviewed regularly as business focus and objectives evolve.
Probation periods last 6 months and should have SMART objectives with regular progress catch ups. These interactions contribute to a solid foundation and a sense of belonging. They offer an opportunity to address concerns and how improvement can be made. This is crucial, as highlighting issues early gives the colleague time to implement change (Humble, 2022). When managers have concerns with an employee’s conduct or performance, HR will assist with a formal review where expectations can be reaffirmed and possible formal action taken.
Training requirements should align with the colleague’s workload, with new starters having an induction plan. Training, whether mandatory or desirable, should be discussed regularly to ensure continuous development remains central to a colleague’s progression.
Managers should be conducting regular 1 to 1 meetings with their teams - monthly at a minimum. Concerns should be raised in a timely, constructive manner with well rounded feedback, support and next steps provided (Investors in People, 2019).
Development conversations offer a platform for managers and colleagues to discuss progression and career plan. They should be held regularly and focus purely on development, separate from a business as usual catch up. They can take place at various points in the year:

Annual Appraisal
Regular Catch Ups
Probation reviews

It is important to note that not all individuals strive to progress, which is acceptable, but all colleagues need to conduct continuous development to keep knowledge and skills up to date. Career goals should be discussed and pathways explored, whether internal or external, with support given on how this can be achieved. This could be through webinars and external course funding or role shadowing and mentorships (Fraser-Thill and Gopal, 2023).
Annual appraisals are a key juncture in reviewing the previous year, discussing successes and implementing improvement opportunities. This can contribute to planning goals around the Company objectives and personal opportunities for growth. They can involve potentially difficult conversations, which links back to the importance of having regular catch ups so the colleague is forewarned of performance concerns (Prokhorenko, No Date).

The focus needs to shift from only discussing development during the annual appraisal, as this can limit positive outcomes and not allow for regular, productive discussion. CPD is about being continuous in your development so needs to be mapped out throughout the year, not just saved for a single time, as this can lead to employees being disengaged and the Company loosing key talent (Machell, 2023).

Understanding your workforce is key to making succession plans as you can gain insight into their skillset, improvement areas and career aspirations. Some positions require in-depth knowledge of the business or sector which can be challenging to find externally (Granat, 2019).

Formal Initiatives

When the formal improvement process is required, managers need to work closely with HR to discuss what steps have been followed to date, what improvement is required and what level of improvement has been made since concerns were first raised. This information aids HR in evaluating whether sufficient informal measures have taken place. This is key to ensuring a fair process is being followed and helps mitigate any risk moving forward as there could be the potential of challenge in the formal stage if informal actions have not been fully explored. 

Case law highlights how this cause significant issues for employers. 

A baker was dismissed from his role due to performance concerns, which the employer felt they had addressed sufficiently. A tribunal found that the employer did not address the concerns in an acceptable, process driven way, follow the ACAS code of conduct or take into account the baker’s level of written English. The baker was awarded £15,000 in compensation (Webber, 2023). 

This level of openness and cooperation is required in all interactions with HR as it is their role to safeguard the employee and employer from potential risk and/or harm that stems from a people practise. The HR role is also to provide knowledge and resources to situations that are sensitive and complex, such as medical capability. This scenario is deeply personal and has many vulnerable points for the Company if not handled correctly, such as possible discrimination or unfair treatment, both of which have detrimental impacts on the business and colleague (IMA, 2023). 

As well managers working with HR, HR need to ensure that sufficient training is rolled out in a timely manner to new and existing line managers. This will give managers the initial tools to deal with underperformance informally, limiting the number of potential blockers further down the line. Senior management involved may be required if individuals are not attending mandatory training or following the processes laid out in the sessions. This relationship is crucial and should be ongoing, rather than reactive to an event, as it demonstrates the initiatives importance to the Company (Forbes Expert panel, 2021).
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