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Driving Team Performance
Lunchtime Learning Session Plan: 
· Although online sessions offer the benefits of convenience, flexibility and cost efficiency, face-to-face training is argued to still hold significant advantages in relation to achieving learning outcomes (Jalocha, 2024). 
· As a form of peer teaching, learning goals can be achieved when peers can share knowledge, collaborate, and encourage social connection which can be better achieved through face-to-face training (Stewart and Cureton, 2014). 
· All managers will be invited to attend in person at each HMT site however to ensure accessibility, a link should be included to access the session remotely if required (Indeed, 2023).
· Demonstrated to support development, collaboration, and set goals, the lunch-and-learn will offer a blended learning and social environment with lunch provided at the end for colleagues to continue their discussions and shared learning (HR News, 2021). 
Welcome Participants, introducing yourself to the session and procced through slides and presenter notes. Timings and discussion points are included for reference.
Set Learning Objectives  
Alongside your responsibility to develop your services, promote wellbeing, and support the Healthcare Management Trusts (HMT’s) strategic goals, this session will provide you with the tools to effectively build and maintain high performing teams. 
Learning objectives not only set out the expectations of the session, but also support in evaluating the effectiveness of the course in reviewing whether the purpose of the session is achieved (Armstrong, 2022). 
What do you already know? 
Participant Question: What does Performance Management Mean to you?
To introduce the topic and assess the participants level of knowledge, an icebreaker can create engagement in the session and underpin future evaluation models in assessing improved knowledge (LinkedIn, 2024). To ensure there is however no negativity bias from any staff that may not feel confident speaking in large groups or offering conflicting opinions, ask participants to contribute key words that they associate with performance management (Chapman, 2022). 
The Crucial Role that Line Managers have in Influencing Performance 
Performance management is a continuous review cycle aimed at maximising the value that an employee adds to changing organizational priorities (Gifford, 2024). Its importance should not be underestimated with organisations evidenced to be 23% more productive when the employees are performance managed through three basic principles: Objective setting, reward, recognition, and monitoring of performance through reviews (Taylor and Woodhams, 2022).
With growing evidence demonstrating the importance of your role as line mangers in managing performance, it’s important to understand the crucial role that you play (Beatson, 2023b). With a significant link between performance and engagement, research suggests that employees that feel supported by their line managers are over three times more likely to feel engaged (Urquhart, 2022). Adversely, poor line management can impact employee mental health, job satisfaction, and significantly, discourage employees from going beyond what is required in their job description (Webber, 2023). 
Why is this important to HMT? Significant evidence from Allas and Schaninger (2020) demonstrates that effective line management relationships can directly impact organisational performance through improved employee motivation and productivity, lower staff attrition and absence, and improve performance metrics. 
Within the healthcare sector line managers are argued to have a wider impact on performance than just how you manage the processes. Within England’s NHS health boards, effective management has led to improved social cohesion, support, empowerment, and psychological safety all of which are significant in the wider context of creating high performing teams (NHS Employers, 2019). Creating an inclusive work environment can encourage psychological safety which can positively impact team performance as team members will work more collaboratively and address any potential conflict or bias (Khan et al. 2020). 
Participant question – What positive management practices have you’ve seen or experienced within or outside of HMT and what impact you witnessed. 
As part of an effective performance development process, managers need to; communicate organisational values and objectives, set individual and team goals, communicate performance requirements, formally review development, identify learning needs, and agree reward incentives if applicable (Marchington et al. 2021).
Despite its recognised importance, ACAS (2018) report that as many as 84% of organisations have no formal performance management systems within organisations. Recent evidence suggests this is in part due to the recognised flaws in strict performance management structures whereby wellbeing and a culture of continuous improvement are overlooked diminishing its effectiveness (Marchington et al. 2021). Providing a central role to people management, your role can connect organisational and individual objectives, support wellbeing, motivate staff, but also hold them accountable to HMT expectations and performance standards (Gifford, 2024). 
You may be familiar with traditional performance management processes such as appraisals, personal development plans, inductions, and training plans, all of which are generally accepted practices within the healthcare sector (Kokko and Laihonen, 2022). There is however growing evidence that these traditional methods are becoming increasing ineffective due to inefficiencies, poor metrics, and insufficient links between personal and organisational goals (Carpi, Douglas, and Gascon, 2017). 
Within a rapidly changing business environment with changing labour trends and staff shortages in the healthcare sector (ONS, 2021), the importance of sustaining high-performing teams is becoming increasingly challenging. Therefore, traditional performance management structures such as single annual appraisals are argued to be outdated and ineffective in supporting high-performing teams (Chellappa, 2022). To adapt to this changing working environment, evidence suggests that more frequent reviews allow regular opportunities to provide feedback, monitor objectives, and work collaboratively as opposed to unilaterally which will encourage improved performance management (Tilca, Mare and Apatean, 2018). 
Case Study
This is evidenced within the BBC who in 2020 undertook a full review of their annual appraisal that stimulated a more engaging process that focuses on employees setting their goals and removing standardised performance ratings. This led to a 91% completion rate of their new appraisal format which led to improved positive views towards performance review discussions and outcomes (CIPD, 2023). 
How to lead effective teams
Participant question: What attributes do you think line-managers need to demonstrate to create effective teams?
Allas and Schaninger (2020) suggest that clear communication, demonstrating empathy, encouragement, and building trust are all key attributes required for line managers to effectively lead teams. In considering the impact of ineffective teams, Fernandez-Orviz (2021) demonstrates that poorly led teams can lead to decreased productivity, low morale, increased conflict, higher employee turnover, and increased absences. 
Significant research from Young and Gifford (2023) recommends that you can build effective teams by ensuring team composition considers diverse members, demonstrate trust, and organise knowledge through information sharing and learning. But how can we achieve this? It is recommended that performance can be boosted by ensuring the team composition has the right mix of staff who are sufficiently trained to do their role, and this can stem from correct skill-based recruitment that considers broader pools of talent to encourage diversity (Hancock and Patel, 2022). 
Despite being forty years old, Hofstede’s six dimensions also explores the cultural dimensions of a team that can create innovative and high performing teams if considered effectively (Taylor and Perkins, 2021). Social cohesion and trust can be built be developing psychological safety within the work environment which can be enabled by encouraging a safe environment for staff to speak up and avoiding a blame culture (Ravishankar, 2022). 
Young and Gifford (2023) also advocate the utilisation of ‘De-briefing’ and ‘Reflective tools’ to allow team members to reflect on their experiences with their line managers to identify learning opportunities. Whilst clinical supervisions are already promoted by the RCN (2022) in the healthcare sector, these could be a powerful tool if you meet with staff to regularly undertake clinical supervisions and provide staff the opportunity to engage in reflective practice. 
Research also links the importance of job design to create meaningful and challenging roles with Martin (2023) suggesting a failure to design suitable tasks can lead to team members redefining their own roles and working independently. With formal job design models available, traditional models such as Taylorism have been used to look at efficiency and work measurement however despite its broad acceptance, is argued to only look at short term goals that fails to enhance people working lives with newer models available to consider team effectiveness (Bosley, 2023). Within HMT, it is your role as a line manager to consider human, organisational, and external factors to maintain roles and teams that are motivated and offered meaningful work which should be achievable given HMT’s charitable status.  
Crucially in reviewing high performance teams, models such as Tuckman’s (1965) seminal work or Belbin’s (1970) team roles model are often utilised to break down the steps of team development and used to identify teams that could work successfully together. Despite their historic application, both models have faced criticism and shouldn’t be solely relied on when building your effective teams (Aranzabal, Epelde, and Artetxe, 2022).  
Goal setting is also a critical component to leading effective teams. Information on the importance of individual and team goals can be found in Handout 2 - Evaluation of Team Based Goals at the Healthcare Management Trust (Appendix B).
Strategies to retain employees.
Participant question: What do you think the average employee turnover rates are in the UK? 
The CQC (2023) report that within the UK Health and Care Sector, employee turnover stands at approximately 34.8% which is a significant risk to HMT given staff are argued to be the most critical component in achieving service provisions and strategic goals. 
The UK Parliament (2022) suggests the NHS and UK healthcare sector are already facing the greatest workforce crisis in history, understaffing, tight labour markets, and increased pressures on staff welfare are cited as a significant risk to staff and patients. Staff attrition and recruitment challenges are then evidenced to increase pressure on existing staff performance and patient experience at HMT. These factors together have a significant as you as line managers in ensure sufficient staffing levels to cover service provisions as you no doubt already experience and directly impact HMT’s ability to provide the patient care and service levels required to achieve financial targets. 
It is argued that given the challenges within the UK labour market, organisations such as HMT need to do more to measure and evaluate turnover and retention interventions with only 17% of organisations calculating the cost of turnover (CIPD, 2022). Boys (2023) does argue that a healthy level of staff churn is important to building effective teams by having the right people within teams to bring new ideas and challenge existing practices. 
Peters (2024) suggests organisations look at ‘push’ and ‘pull’ factors to establish whether it is external factors attracting to staff to roles outside of HMT, or whether disengagement or dissatisfaction in their role are pushing them out. Using organisational data is essential to achieving this with exit interviews a popular tool in encouraging an open and confidential discussion to explore factors contributing to turnover figures (König, Richter and Isak, 2022). Whilst we encourage exit interviews at HMT, wider reports suggest that over 50% of UK employees do not have formal exit interviews when leaving which is argued to be a missed opportunity to explore employee engagement and identify issues and concerns staff faced (Mayne, 2023). Adversely, Turtis (2021) does suggest that lack of openness and inconsistency in completion rates can lead to concerns over their reliability. It is therefore important that as line managers you explore any issues and action any concerns raised to build trust with existing staff. 
HMT’s HR team can utilise organisational data to identify leaver trends such as length of service, site, and department. This data alongside exit interview data can be utilised to develop costed retention strategies to focus on any issues. A Deloitte (2023) report supports that spotting trends are essential to improving retention with their own data identifying increasing themes amongst millennials and Gen Z employees seeking diversity, sustainability, and upskilling opportunities. It also means that we need to consider the changing workforce make up and what motivates and engages workers. 
Other factors that aid in staff retention include the identification of training and development opportunities, encouraging security, supporting flexible working, promoting employee wellbeing, and acting fairly as a manager (Tambay, 2024). 
Case Study
Thomas (2019) explored research within Neath Port talbot Council linking the role of both HR and line managers in creating supportive and caring cultures alongside the support of flexibility and teamworking to create an engaging workforce that can support improved staff turnover.  
Approaches to managing capability.
Given the risk to team effectiveness, it is important to identify capability issues early and then act on the concerns in a structured and proactive way. Undertaking a capability procedure allows us to first understand the reasons for the capability issue, and then take steps to try and support a sustained improvement (ACAS, 2022).
It is encouraged that any capability concerns are discussed with your HR department and HMT’s Capability policy and procedure reviewed prior to undertaking any formal process. If managed insensitively or incorrectly, it could lead to poor team morale, wider productivity, and performance concerns, and at its most sever, employment tribunal claims for unfair dismissal (Horne, 2024). It is evidenced that in practice, some managers either avoid confronting capability concerns, or attempt to circumnavigate a management process by moving staff to different departments or in some circumstances, hope that the staff leaver will eventually leave (Marchington et al, 2021).
Capability concerns can also be a symptom of underlying issues such as disengagement or an unknown staffing issue, so it is important at the first step to have an honest discussion with the staff member. Discussing the concerns in a constructive manner to explore any underlying issues can help identify any training or support required whilst also clearly setting the performance requirements expected of staff (ACAS, 2022). You are strongly encouraged to keep a record of what is discussed with the employee and discuss any reasonable adjustments, detail what support has been considered, and if it’s related to a disability, an understanding of how this affects their role (ACAS, 2023). 
In discussing performance concerns, a natural format is the use of a performance improvement plan (PIP) to provide clear expectations and consequences if the expected performance standards aren’t met. It can structure what is a sensitive discussion to set clear goals and objectives, but it is not a standalone tool and must form part of structured monitoring and review to ensure its effectiveness (Costakis and Pickern, 2022). 
Supporting staff wellbeing through what is recognised as an anxious time is also evidenced to support improved attendance and reduce stress on colleagues and is being promoted by Suff (2023) as key to promoting a healthy workplace. This can be achieved through staff check-ins, creating open spaces for discussion, support wellbeing action plans, and promoting social wellbeing across your teams (CQC, 2022).
There are heightened considerations when managing capability as if performance standards are not ultimately met, it is one of the five fair reasons to dismiss an employee under the Employment Rights Act 1996 if we have acted reasonably in doing so (Gov.UK, 2024). Considerations must also be given if the member of staff has a disability under the Equality Act 2010 as an employer cannot dismiss an employee just because they are disabled. 
Case Study
Examples of tribunal proceedings have recently been highlighted within the Department of Work and Pensions where 134 cases of discrimination were brought against them in a three-year period. Whilst there were reputational and financial implications, a key finding suggested that line managers must understand the link between behaviours and an employee’s disability (Spencer and Brown, 2020). 
The use of coaching and mentoring in assisting performance
Seen as a prevalent tool in driving effective performance, there has been a growing focus of the ‘coaching culture’ within organisations over the past decade to drive performance outcomes (Milner, Milner, and McCarthy, 2020). 
What is coaching and mentoring? Hayden (2023) defines it as an approach to enhance an individual’s skills, knowledge, and performance with a focus on developing specific goals or skills. Whilst most literature identifies a relationship between managers and the success of coaching, Kapoutzis et al. (2024) argues we need to consider broader stakeholder relationships such as peers or wider networks that are crucial for the development of a successful coaching experience. Therefore, it’s important to not just consider the importance of coaching individuals, but the opportunities for teams to engage in a coaching process. 
Significant benefits of coaching and mentoring have been explored with advantages to both the member of staff in their own development, and line managers through enhanced team performance, empowerment and engagement being evidenced (Carvalho, 2023). Zink (2023) also explores how coaching is an effective organisational development tool to build high performing teams as your conversations with staff can help build relationships, collaboration, accountability, and overall link into the wider organisational strategy. 
What behaviours should a good coach demonstrate? According to Boyatzis, Smith, and Oosten (2019), a good coach will not just give advice to employees, they will actively listen, genuinely care, ask exploratory and open-ended questions, and overall provide support to achieve change and learning opportunities. 
As your role as line managers, you are expected to operate as a peer coach to your teams, sharing the organisational goals and supporting staff with learning and development opportunities to assist in performance improvement and achievement of goals. Within the healthcare sector coaching and mentoring have been described as a key method of bridging increasing skills gaps in developing staff with the skills needed to support clinical services (Hu et al. 2022). There is significant evidence that supports effective coaching in the healthcare sector can enhance productivity, performance, and overall improve patient experiences and pathways which as essential to HMT. Although coaching is linked to performance development strategies, Hayden (2023) suggests coaching should be undertaken in association with other development interventions to suit individual and team needs to improve effectiveness. 
The effectiveness of coaching is also dependant on the ability to identify performance gaps through reviews, being able to effectively manage relationships and must be continually evaluated to monitor success criteria (Hayden, 2023). To ensure effectiveness, there are two primary coaching models to underpin a Coaching culture, the GROW and OSCAR model. 
The GROW coaching model is one of the most popular coaching frameworks derived by Whitmore in 1992 and despite its age, is evidenced to structure coaching sessions a encourage meaningful conversations in reviewing goals, reality, options, and a way forward (Palmer, 2021). There are however limitations recognised of the GROW model in that behavioural changes are not captured within the steps, and it relies on engagement from the employee which cannot be forced (Panchal and Riddell, 2020). Despite some shortcomings, others have adapted the model to ‘T-Grow’ or ‘GROWTH’ to incorporate topics to engage employees however it still fails to elicit behavioural changes (Hawkins, 2018). 
Appendix X – GROW Coaching Model Handout.
The OSCAR model developed in 2002 also builds on the GROW model to provide further structure to coaching conversations. The model is recognised to prompt a person to self-reflect and analyse their performance through open and probing questions designed to focus on outcomes, situations, choices, actions, and review (Grant and Gerrard, 2020). It is suggested to be more suitable for coaches with limited time which we recognise you face within the healthcare sector. 
Additional Resources
Encourage ongoing discussions – for line managers to review further information on the topics discussed (Indeed, 2023) 
Evaluation Model
To review the learning sessions effectiveness, evaluation tools are strongly recommended (Zhang and West, 2020). The evaluation approach will focus on Kirkpatrick’s seminal 1959 evaluation model which is widely accepted as popular evaluation tool. Whilst it is acknowledged that due to resource availability, it’s unlikely we will have the ability to assess all four levels of the model, reviewing completion and participation rates will consider any completion themes or accessibility issues, and post training evaluations can obtain qualitative data to identify knowledge and skills that have been learnt against the learning outcomes (Jay, 2021). To obtain level three and higher it would require third party observation and resource which would be cost ineffective at this stage however it’s an area that can be considered for the future. 
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Appendix A: HMT Values, Purpose and Vision Handout (HMT, 2024)

Appendix B: Evaluation of Team Based Goals at the Healthcare Management Trust. (Task 2)
Appendix B: HMT Wellbeing Services (HMT, 2023)
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Appendix X: GROW Coaching Model Explained (Palmer, 2021). 
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