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Welcome

Valleys to Coast
Managing performance for line managers

Introduction

Session Objectives
By the end of today's session we will be able to:

Define performance management
Understand why performance management is important
Understand our role and it’s importance for effective performance
Acknowledge how effective performance management supports Valleys to Coast. 
Recognise best practice of how to build effective teams and retain colleagues
Plan for and negotiate conversations about performance.


What is performance management?
‘A cycle of integrated activities which ensures that a systematic link is established between the contribution of each employee and the overall performance of the organisation.’ (Bach, 2005).
It’s aim is to ‘maximise the value that employees create.’ (CIPD, 2022)
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Why is it important to manage performance?
Currently we do not have a fair system to measure the success of colleagues within their job roles in order to engage with our teams to grow and develop.



Why is it important to manage performance?
For an individual, poor management of performance can lead to poor morale,  frustration,  lack of guidance and direction and potentially be a factor in deciding to leave the organisation 


 
Rethinking performance reviews
Only 30% of employees strongly agree that their manager involves them in goal setting. 

Employees are 3.6 times more likely to be engaged  when managers involving them in goal setting (Gallup, 2018) 


 
Your role in managing performance
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Your role in managing performance
Psychological safety is a belief that it’s OK to take risks, to express ideas and concerns, to speak up with questions, and to admit mistakes — all without the fear of negative consequences.


 
Your role in managing performance
Hybrid working now commonplace within our organisation, as managers we are having to develop new styles of techniques such as Mindful leadership, Increased emphasis on building strong relationships due to remote working and using appropriate digital tools to support us 


 
Building effective teams
A key Factor in building an effective team is trust, both to yourself as the line manager and peer to peer. (Forbes, 2013) . 


 
Building effective teams
Tuckman's Stages of Group Development theory consists of 4 stages describing occurrences as teams are build of:
Forming - Between gets to know each other establishes ground rules and formalities are kept.
Storming -  members will at this stage communicative feelings and opinions to each other but still themselves as individuals. 
Norming -  members feel part of a team and accept other team members viewpoints as valid
Performing -  the team functions with openness and trust, Individuals work flexibly and place little importance on hierarchy opposition. 


 
Building effective teams

 
Retaining colleagues 
Causes of employee turnover can fall into the 4 main categories of:
Pull Factors - the attraction of alternative employment opportunities
Push Factors - problems with an existing employer 
Unavoidable Turnover - factors outside the control of an organisation such as  retirement and ill-health 
Involuntary Turnover - Initiated by the organisation such as redundancies, end of fixed term contracts.
(Taylor ,2019)
Retaining colleagues 


 
Absence management
In the UK It is estimated that a ‘total economic cost of sickness absence, lost productivity through worklessness, informal care giving, and health-related productivity losses, are estimated to be over £100bn annually.’(Gov.uk, 2020). 


 
Absence management
Managers are encouraged to provide “helpful workplace adjustments and offering flexible or hybrid working” (CIPD, 2022) 


 
The performance management cycle
The performance management cycle is a process for continuous improvement consisting of 4 stages of 
Planning - The setting of appropriate and impactful goals.
Explore - options of how the colleague may achieve the goals.
Provide - resources and support to an individual to  put agreed  goals into action.
Review and reward - performance against those goals accordingly. 
(Stogdon, 2023)


 
The performance management cycle


The performance management cycle
 
The performance management cycle


 
How to plan for effective regular performance management
Monitoring progress against objectives regularly gives you opportunities to: 
∙	Tackle problems while they are still small and manageable 
∙	Identify learning and development needs beneﬁting from immediate attention; 
∙	Capitalise on instant  coaching opportunities. 


 
How to plan for effective regular performance management
Other considerations when assessing performance:
1 Performance and upholding against our corporate values
2 Performance against any KPI data or competencies
3 The individual’s experience
4 Anything else relevant to an individual’s performance
(CIPD, 2022), (Quast, 2013)


 
Top tips for performance management conversations
Continuously
Clarify performance expectations with set objectives
Monitor performance supportively help create a culture of psychological safety
Conduct regular reviews
Provide open and honest feedback

(O’Connell, 2020), CIPD, 2022)


 
Top tips for performance management conversations
When it’s time for a performance management conversations 
Start on time
Make the initial visual impact positive. 
Make the discussion relaxed but business-like. 
Ensure the colleague ‘owns’ their objectives. 


(O’Connell, 2020), CIPD, 2022)

Session Objectives (Re-cap)
We are now able to:
Define performance management
Understand why performance management is important
Understand our role and it’s importance for effective performance
Acknowledge how effective performance management supports Valleys to Coast. 
Recognise best practice of how to build effective teams and retain colleagues
Plan for and negotiate conversations about performance.

Summary
The effectiveness of performance management is intrinsically linked to us all as line managers. 

Any Questions?
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	Title of Training
	Managing performance for line managers

	Delivery
	Face to Face - training room.

	Training aimed at
	All line managers

	Resources Required
	Presentation
Attendance Sheet
Projector

	Length of Session
	2 hours



	Session Objectives
	· Define performance management
· Understand why performance management is important
· Understand our role and it’s importance for effective performance
· Acknowledge how effective performance management supports Valleys to Coast. 
· Recognise best practice of how to build effective teams and retain colleagues
· Plan for and negotiate conversations about performance.




	Key Point
	Instructions and presenter notes
	Resources
	Time

	Housekeeping
	Explain facilities - toilets etc (if applicable)
Highlight fire alarm procedure and collection points (if applicable)
	N/A
	1 min

	Objectives

	State session objectives and confirm understanding
	Slide 3
	3 min

	What is performance management? 
	As line managers a key part of our role is to help those that we manage to perform well and achieve success (CIPD, 2022). As a modern organisation we also recognise the organisational value created by our people (Burke, 2017). 

Performance management can be defined as ‘A cycle of integrated activities which ensures that a systematic link is established between the contribution of each employee and the overall performance of the organisation.’ (Bach, 2005). Essentially effective performance management not only provides purpose and meaning to individual roles but also a framework to ensure that the objectives and personal development of colleagues are aligned with our long-term organisational goals. It’s aim is to ‘maximise the value that employees create.’ (CIPD, 2022)

In practical terms, best practice performance management ‘centres on two-way discussion and regular, open and supportive feedback on progress towards objectives.’ (CIPD, 2022) with your reportees. 
	Slide 4
	12 min

	Why is it important to manage performance?
	Surveys suggest that a majority of organisations feel their current performance management systems and practices ‘have no effect—or even a negative one—on company performance’ (Chowdhury et al, 2018). However,  ‘organisations that get performance management right become formidable competitive machines.’ (Carpi et al, 2017). 

Unfortunately in many organisations performance management systems and practice are not fit for purpose (Wheeler, 2020). In our own case we do not regularly or formally aim to manage performance outside of assessing and supporting poor capability where an employee is having significant issues (V2C, 2021). Essentially we do not currently have a fair system to measure the success of colleagues within their job roles and continually monitor data in order to engage with our teams to grow and develop. This also has the add-on effect of being enabled to track good and underperformance well. 

For an individual, poor management of performance can lead to poor morale,  frustration,  lack of guidance and direction and potentially be a factor in deciding to voluntarily leave the organisation (Adobe, 2019). 
	Slide 6
	10 min

	Rethinking performance reviews
	Recent figures indicate that over half of employees feel that their managers do not get the performance review right (Cespedes, 2022). A 2018 Gallup employment survey provides insight that on average one in five agreed that their company’s performance practices motivated them. ‘30% of employees strongly agree that their manager involves them in goal setting. With employees with managers involving them in goal setting being ‘3.6 times more likely to be engaged’ (Gallup, 2018) 

As an organisation we aim to learn from this research and move towards an objective-based performance management process to support all our colleagues. In order to be successful however we must support our line managers with an effective process and guidance to have performance management conversations. (Cespedes, 2022). 

	Slide 10
	8 min

	Your role in managing performance
	As line managers we play a crucial role in influencing performance with our use of leadership styles and management techniques and - in line with our culture - creating a workplace of psychological safety (V2C, 2021).

High profile cases of seemingly poor leadership and it’s impact on individuals performance and wellbeing can be seen in examples such as that of Elon Musk taking an authoritative stance on Twitter staff members returning to the office, which he later had to amend due to employee backlash and increased resignations. (Robinson, 2022). This situation, although perhaps an extreme example highlights the pivotal role our actions and words as leaders play in the wellbeing and engagement - and consequently performance - of the colleagues we support. 


In 2019 it was reported that two-thirds (66%) of employees plan to leave within 12 months because of their boss’ poor leadership style with businesses still struggling to receipt and retain talent post the Covid pandemic and the impact of ‘The great resignation’ still being felt (Brand, 2022) - effective performance management becomes crucial in retaining talent. 

Overall research indicates that ‘charismatic, bureaucratic and transactional leadership styles have negative effects on organisational performance whereas ‘transformational, autocratic, and democratic leadership styles have a positive relationship with organisational performance.’ (Ebrahim, 2018). Others argue however the importance of being able to adapt one's leadership style to given situations and individuals preferences. (HBR, 2020) 



Psychological safety refers to the concept of creating a business environment where we are not afraid to fail and share innovations and ideas (Gallo, 2023). This is an important consideration when managing performance as we want to encourage our colleagues to learn and grow but also at the same time demonstrate success or acquired learning from their work. 

Best practice stresses the importance of a holistic approach when assessing employee performance as set objectives being passed or failed may not give the whole picture of an individual's progression and success. (Edmondson, 2019)


In addition with hybrid working now commonplace within our organisation and across the UK (Parliament, 2022), as managers we are having to develop new styles of techniques such as Mindful leadership, Increased emphasis on building strong relationships due to remote working and using appropriate digital tools to support us (CIPD,2021). 


It is important to highlight however that leadership style can only perform part of an assessment of a manager's leadership skills with ‘their ability to lead is affected by organisational factors, including hierarchical structures, performance management systems and people policies and practices.’ (CIPD, 2022)

With your effective leadership and support of an effective process for performance management, this will help us as an organisation to continue to meet the goals of our Corporate Strategy 2021-2031 (V2C, 2021) 

	Slide 11
	15 min

	Building effective teams
	Effective performance management will as discussed lead to individual growth and successes within the team.  It is also however important to recognise the importance of building effective teams and the further benefits that this can provide. 

As with building relationships of any kind a key Factor in building an effective team is trust, both to yourself as the line manager and peer to peer. (Forbes, 2013) . This can especially be a factor in our new world of homeworking with studies suggesting Trust is as, if not more important for teams working virtually (Breuer et al, 2016)

Research also suggests successful teams within the workplace have a ‘high degree of communication between members’ and our supported to succeed by this ability rather than the technical ability or personality of it’s individual members. (Tannenbaum and Eduardo, 2020) 

Tuckman's Stages of Group Development theory (Tuckman, 1965) consists of 4 stages describing occurrences as teams are build of:
· Forming - Between gets to know each other establishes ground rules and formalities are kept.
· Storming -  members will at this stage communicative feelings and opinions to each other but still themselves as individuals. 
· Norming -  members feel part of a team and accept other team members viewpoints as valid
· Performing -  the team functions with openness and trust, Individuals work flexibly and place little importance on hierarchy opposition. 


Communication is a critical component of success for a team to move to the next growth stage as suggested  by research indicating that communication is the primary factor to successful teams. 


This model provides a clear understanding of collaboration at each stages of a teams development  and highlights the challenges and nuances of each stage. The model however assumes that teams progress through the model linearly. 
As highlighted by various researchers in this field (McCahan et al, 2015) - teams may move backwards to previous stages, depending on events that may influence team and the communication strategies that they use. 
Although this model may be seen as over simplistic it's teachings give us as line managers the understanding that although not through a linear pathway teams can evolve and change through various stages. This may be through a change in equilibrium such as an introduction of a new member,  a new project or various other occurrences.  As line managers it is one of our key responsibilities to support and advocate for effective communication within the team in order for it to progress and grow. 

	Slide 18
	15 min

	Retaining colleagues
	Causes of employee turnover can fall into the 4 main categories of:
Pull Factors - the attraction of alternative employment opportunities
Push Factors - problems with an existing employer 
Unavoidable Turnover - factors outside the control of an organisation such as  retirement and ill-health 
Involuntary Turnover - Initiated by the organisation such as redundancies, end of fixed term contracts.
(Taylor ,2019)

On review of recent exit interview data a high number of respondents - whose reason for leaving would be considered a pull or push factor - described the organisation as having poor leadership and an unexpectedly high workload given as factors influencing their decision to leave (V2C, 2023). Through effective performance management and regular meetings with team members as line managers we can ensure workloads are fair and consistent as well as continually ensure that individuals feel valued and find value in their work that contributes to our organisation's goals. continuously working with individuals and developing them has been shown as a key factor in staff in staff retention. (Biro, 2018) 

Another key Factor in employee decisions to leave organisations is lack of personal development opportunities. (CIPD, 2021). Through effective performance management, learning opportunities can be identified with a continuous improvement mindset between line manager and colleague to fill gaps in an individual's knowledge and to build upon this successes continually (Beevers, 2020). 
	Slide 21
	12 min

	Absence management
	In the UK It is estimated that a ‘total economic cost of sickness absence, lost productivity through worklessness, informal care giving, and health-related productivity losses, are estimated to be over £100bn annually.’(Gov.uk, 2020). 

With large cost implications in addition to a lack of resources when employees are absent we have introduced a robust and return-to-work process as part of our absence management policy (V2C, 2023). In line with best practice, Managers are encouraged to provide “helpful workplace adjustments and offering flexible or hybrid working” (CIPD, 2022) to support our strategy to manage absenteeism. 

The CIPD reports that ‘Only 38% of managers in response to a 2022 wellbeing survey were confident enough to have sensitive discussions and only 29% said they were confident in spotting mental ill health (CIPD, 2022). 

In addition to future training for managers to better support colleagues with mental health issues, The implementation of the new performance management procedures aim to open up open and honest communication with colleagues so we can better support them to remain and return to work as soon as possible. 

	Slide 23
	5 min

	The performance management cycle
	A performance management cycle is a process for continuous improvement consisting of 4 stages of 
· Planning - The setting of appropriate and impactful goals.
· Explore - options of how the colleague may achieve the goals.
· Provide - resources and support to an individual to  put agreed  goals into action.
· Review and reward - performance against those goals accordingly. 

(Stogdon, 2023)
The cycle enables both line manager and reporting to track progress of specific criteria over time While enabling leadership to effectively reward individuals in an open and transparent process. 

To assist performance, managers may wish to employ coaching and mentoring techniques. 

Coaching Is a process whereby an individual is guided through options decided upon themselves in order to reach their goals and potential. A common coaching tool is the GROW model with coaches facilitation other through a simple 4 stage process.

G	Goal	
R	Reality
O        Options
W	Way Forward

(Whitmore, 2009)

Mentoring consists of a mentor who shares their knowledge,  experience or skill to help another individual to develop. (CIPD, 2021). An example of a model used in mentoring is Pegg’s 5Cs (Pegg, 1999). It consists of five prompts to be discussed with solutions and ideas contributed throughout by both parties.
Challenges
Choices
Consequences
Creative solutions
Conclusions

Both coaching and mentoring can support effective performance management by increasing the skills levels and engagement of colleagues. (City & Guilds, 2022) 


	Slide 25
	12 min

	How to plan for effective regular performance management
	Although more informal feedback can have it’s benefits depending on the situation (Schooley, 2021) - assessing performance in a one to one situation is often a problem for managers without a structured framework and who think about it for the first time when it is time for a performance review. 
As such their assessments often appear subjective or as a ‘tick box exercise’ to a colleague. Therefore it is imperative that via set objectives and the use of a model to provide continuous feedback (Wilken, 2019) we clarify performance expectations with colleagues so that assessment is accurate, objective and can be easily justified if challenged. 
Monitoring progress against objectives regularly gives you opportunities to: 
∙	Tackle problems while they are still small and manageable 
∙	Identify learning and development needs beneﬁting from immediate attention; 
∙	Capitalise on instant  coaching opportunities. 

(CIPD, 2022), (Cespedes 2022)

Other considerations when assessing performance:
There are four further areas to also consider when assessing performance against set objectives
1 Performance and upholding against our corporate values
2 Performance against any KPI data or competencies)
3 The individual’s experience - are they recently recruited or in a senior role?
4 Anything else relevant to an individual’s performance that may not have been included above.
(CIPD, 2022), (Quast, 2013)
	Slide 29
	5 min

	Top tips for performance management conversations
	Continuously
∙ Clarify performance expectations with set objectives
∙ Monitor performance supportively help create a culture of psychological safety
∙ Conduct regular reviews
- Provide open and honest feedback
(O’Connell, 2020), CIPD, 2022)

When it’s time for a performance management
conversations 

Start on time. 
Being punctual is saying to your colleague that their
performance and sucsesis is a  priority and matters to you;
being unpunctual says the opposite.

Make the initial visual impact positive. 
Look welcoming and ready to set the tone of the meeting and any discussions


Make the discussion relaxed but business-like. 
Performance can only develop when colleagues recognise the need  allow it to develop. You will have a better chance of gaining this  commitment by:

· Involving them throughout the discussion; 
· Being  open and honest with your feedback; 
· listening actively to their feedback about you; 
· Focusing on solutions and learning from any mistakes

Ensure the colleague ‘owns’ their objectives. Performance reviews are about future actions, and this action needs the colleagues commitment: 
∙	Avoid overloading the colleague with too many or unrealistic objectives (Think SMART) 
∙	Ask the reviewee to summarise and conﬁrm actions where necessary 

(Baker,2020), (Knight, 2016)
	Slide 31
	10 min

	Session Objectives (Re-cap)
	Recap of session objectives
	Slide 33
	2 min

	Summary
	In summary, effective performance management as line managers whilst fostering a culture of psychological safety can capitalise on the learning opportunities in and around a colleague's job and coach them to learn from those opportunities. Over time you will create  a working environment and team  of continuous performance improvement which will beneﬁt everyone within the organisation. 

Be mindful to plan and prepare for regular conversations with your reportees to review and monitor progress against objectives. Our HR business partners can support this process if you have any queries and guidance going forward - , however as we've covered the effectiveness of performance management is intrinsically linked to us all as line managers. 
Thank you for your time. 
	Slide 34
	5 Mins

	Q & A
	Ask if there are questions from attendees and answer accordingly
	Slide 35
	5 Mins

	Follow on:
Send post-course evaluation forms.
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