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Task 1 – Supporting Notes

Notes
This training programme is designed for new managers who have either joined the organisation or been promoted internally. It covers best practices on five important areas within management. This session is provided via MS teams and is meant to be interactive; learners are able to partake in discussion through chat and end of session feedback Forbes (2021). This lunchtime learning session is to provide and introduction and supporting framework for managers to understand key topics and encourage ongoing learning Indeed (2023).

Introduction (Slide 2)

The following lunch time learning session will cover a variety of learning outcomes for managers to support them in the day-to-day management of their teams. This session will be delivered via MS Teams Microsoft (2023) and can be accessed internally or externally to the organisation (This session will also be recorded). Over the next 45 mins we will cover:
· Understanding your leadership style
· Effectively managing Hybrid Teams
· Importance of exit interviews
· Supporting underperforming employees
· Introduction to coaching
This session will also link to external resources that you can access at any time to support your continued learning Mindtools (2023a).
Introduction to leadership (Slide 3-6)

Line managers can influence performance through their teams, the ability can be taught by the HR function, however it is ultimately the line manager who will be the implementor of performance management Murphy, A. (2018).
As a leader you should know your responsibilities, be able to communicate successfully HBR (2022), understand and be able to shape cultures in your teams and develop a personal leadership style. Understanding these basics will help you create a clear vision for your staff, influence outcomes, gain recognition as reliable and trustworthy in your actions and help you build resilience during times of change or conflict. Keeping yourself up to date with key developments through network meetings, training, webinars, or internal updates will improve your knowledge and create a well-rounded leader ACAS (2019).
Leadership styles have been proven to be effective in certain situations, the best way to utilise leadership styles is to blend them based on the outcome you’re looking to achieve Indeed (2023). The leadership styles on the next page highlight the common leadership styles:

Common Leadership Styles Indeed (2023)
Understanding what leadership style works best for you can help you shape you as a leader. Knowing yourself and what you prefer can help direct you to further learning and understanding of differing styles. Which style do you think works best for the following:
1. Yearly Performance Review
2. Employee conduct review
3. Policy review lead
Feedback in Teams chat with your comments.
It’s important to be genuine when moving between leadership styles, a different style might be challenging at first, but practicing the new behaviours is important so that they can become natural Toftdahl, S. (2020).
Supporting leadership through traits CCL (2023) can also add a support mechanism when you are unsure of the leadership style to use. Being open and absorbing to feedback will help people feel heard, it’s also recommended to actively seek feedback to improve communication. Ensuring a human First approach, allows manager to always put the human behind first behind the decision. The outcome for the organisation and employee should be preserved through investing time, ensuring difficult decisions are delivered as positive as possible. Business isn’t always win and lose, there can be other outcomes that provide improvement to business effectiveness or employee relations Rothschild, L. (2023).
What type of leader are you? Think about the research you have heard today and complete the leadership test below, remember to be genuine, there are no wrong answers, leadership to you will mean different things than to other people Patton, J. (2021).
Please complete the test and feedback to the group, do you feel this reflects you correctly? https://www.mindtools.com/azr30oh/whats-your-leadership-style Mindtools (2023b).




Learning Outcome – Effectively Managing Hybrid Teams (Slide 7-9)

Hybrid working has been embraced within companies across the world, allowing employees and employers to seek a more flexible way of working. Understanding hybrid working and the needs of employees is key, what an ideal work set up looks like to one worker, could be something most of the team dislike. Understanding this at the outset of setting a hybrid working model can lead to a better uptake and feedback between employees and managers BBC (2022).
Jobs and tasks can provide a good understanding of the ability to work using a Hybrid model, understanding the roles within your teams a different plan might be needed for different staff groups with some requiring full-service changes to be able to implement any form of Hybrid working. Employee preferences are also important, a role could be identified as suitable for Hybrid, but personal preference might dictate otherwise, engaging with your team early to discuss the use of Hybrid working is critical. Workflows should be assessed to better understand the positive impact this could have on the business Gratton, L. (2021).


How has hybrid worked well within your service, please comment in chat with your feedback.
A framework that can be followed to support the move to hybrid is Tuckman’s Forming, Storming, Norming and Performing. This model can support bringing a team together to support change.
	Forming
	Create a team road map, what are the goals, generate feedback via informal chats

	Storming
	Track the process, ask the team for formal feedback, work with disagreements and opposing views to refocus on solutions

	Norming
	Re-build team interactions using MS Teams, Virtual meetings or lunch breaks can support the teams, don’t forget to check in with your team throughout

	Performing
	Continue with informal meetings, empower your team to manage their hybrid schedule between themselves, what areas of hybrid working could support the business moving forward


Forming, Storming, Norming & Performing Wallbridge, A. (2021)
Remember to understand the individual needs of your team ahead of this work, some employees will preference, different employees might move at different rates to others so supporting them through this process is key to the success. Measurement through improved efficiency or key performance indicators should continue to understand any challenges Hybrid working could bring.  Iqbal, M. (2021).



Learning Outcome – Importance of Exit Interviews (Slide 10-11)

The cost associated with replacing a band 5 registered nurse is £12,000.00 per nurse, NHS total costs on retention for nursing is over £3 million per year Farrah, M. (2022). 
Understanding the detail behind employee turnover is a great way to create ways to reduce turnover and look to improve retention. The first part of understanding the reasons for leaving are taking part in “exit interview survey’s” these are vital to understand the trends between staff groups and the reasons for leaving Crowell, B. (2017).
If you or a member of your team are thinking of leaving, there is a survey that can be filled in anonymously if required to provide feedback directly to the organisational development team. This allows the business to engage with staff prior to them finding new employment and can foster conversations to support their retention, this information can be found on the health board intranet page. Exit interviews can also be submitting directly to Organisational Development Hywel Dda (2023).
The main topics of an exit interview include, perception of the work undertaken, allows HR to benchmark the salary and benefits, innovation through sharing ideas to improve the organisation, create advocates of the organisation. It’s recommended that a 2nd line manager level takes part in the exit interview to create honest feedback, it’s important to show caring for the departing employee’s opinions and thank them for their service. The way an employee’s departure is handled can have a lasting impact on their perception of the organisation Spain, E. Groysberg, B. (2016).

Learning Outcome – Supporting Underperforming Employees (Slide 10-13)

Supporting employees during underperformance can be challenging, understanding the possible causes to underperformance should be the first step in supporting employees. This can be brought on by a lack of skill, unsure about expectations, job dissatisfaction, stressful work environment, culture, and personal issues. Document as soon as the problem has been recognised, a meeting with the employee (informally) if suitable to then discuss the situation to gain perspective from the employee Boatman, A. (2023).
Examples that can be used to support employees during this period are through the informal routes, opening the conversation with “I’m a little concerned about you, your work doesn’t seem to be at your usual high level”. Opening a conversation softly allows the employee to partake in the discussion and hopefully open about any issues they are facing. Consider their feedback and discuss if any support can be made informally, you do need to make sure the employee does understand what is expected from the role, that this feedback on their recent performance and what improvements you are expecting to see from the employee BrightHR (2023).
Regular discussions and check ins can help the employee feel more supported, while also allowing you to review the employee’s performance and discuss any improvements that should be noted. Underperforming shouldn’t be left to a yearly review; this type of performance management should take place as soon as there is a pattern of issue. This not only benefits the manager who can possibly resolve this informally, but is also fairer to the employee allowing them to seek support as soon as possible Faragher, J. (2023)
Polices on employee performance can be found on our internal website by searching HR Polices.
Learning Outcome – Introduction to Coaching Slides (14-15)

Developing employees allow enhancements of skills, knowledge, and performance this can have a positive impact on work related skills and goals. Coaching lasts for a defined period and focuses on a topic for improvement. This can include improving performance, personal factors, organisational and individual goals. It’s important that the individual requiring coaching is committed to the process, ensuring the coaching is structured can also help the outcomes. Coaching role from a management perspective can look to improve team performance, change management, self-directed learning and sharing curated resources. Coaching can support both the employer and employee through structured improvements CIPD (2021).
Using coaching as a manager can be difficult, it can also be challenging to review your current skills and leadership, but the coach can only support you if you work with them. Here are some steps to support coaching:
· Ask for the help you need
· Highlight those tough goals you haven’t been able to manage yourself
· Trial and error will be part of the process as well as learning
· Bring your vulnerability, what isn’t working for you
Coaching is a partnership, you must first build trust, it’s also an investment, you need to be brave Norman, C. (2019).
There are many models for coaching, the GROW (Goal, Reality, Options, Will) model outlines the structure needed to support coaching. What does your team member want to achieve, this can be assessed through 1-2-1’s or PADR’s, this needs to be a SMART goal linked to their employee objectives. Next stage is to ask where they are now, what is the reality, have they taken any steps to meet this goal? And does this goal conflict with any other objectives or goals. What are the options, what is possible, brainstorming is a good place to start to get ideas down on paper, but importantly what else can they do, are there constraints or obstacles? Once this has been identified, the next step is to understand what will be done now. What risks could impact achievement? And how to keep yourself motivated MindTools (2023).
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[bookmark: _Toc132013212]Executive summary

Performance management dos and don’ts highlights the current and ongoing impact that they have on employees, managers, and the business.
Highlighted are the different models used between businesses, the objective of assessing individuals against business goals doesn’t change, the trend throughout these models is to ensure employees are meeting the needs of the business.
HR play a pivotal role in performance reviews, setting the frameworks, training managers, and supporting the business to deliver performance reviews.
Businesses need to ensure their strategic objectives meet that of the key service goals, without this performance reviews can lead to development and feedback that doesn’t match that of the business.
Two-way communication has been highlighted as a must for performance reviews, this has been highlighted in the recommendation to improve the understanding of the performance review process towards employees to improve engagement and build confidence in the process.
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[bookmark: _Toc132013214]Introduction
Performance management is changing, trends and research highlight the need to have ongoing performance discussions, instead of waiting for a yearly review. Ideas around the current need for reviews or allowing employees to create their own goals need to be backed up by research. There is not a single model that will give you the performance outcomes needed, instead it’s made up of understanding what has worked well and how that can be applied to improve overall employee performance CIPD 1 (2017).
[bookmark: _Toc132013215]Literature review
Forbes (2023) identifies a performance review as a “systemic process of evaluating an employee past performance and articulating future job expectations”. The use of performance reviews for managers is to motivate, understand potential career development and clarify responsibilities and accountabilities. Employees will use this as a guide to how well their effort effects the goals provided to them.
Indeed (2023) have a breakdown of the types of performance reviews, these include Negotiated appraisals, (MBO) Management by objective, Assessment Centre, Self-appraisal, peer reviews, customer, or client reviews and (BARS) Behaviourally anchored rating scale. This highlights the possible differences between organisations and how they conduct performance reviews and the outcomes sought. There are clearly challenges to getting this right for the organisation and employees.
Time consuming, demotivating, and unfair, Cespedes, F.V. (2022) instead of linking improvements and development they tend to focus on goals and salary improvements. Over half of employees feel they don’t get the performance reviews right. Laid out are five steps to improve the conversation during performance reviews:
1. Positive intent, this review is about feedback and to increase employee effectiveness.
2. Observations, be specific and descriptive in your feedback.
3. Impact of behaviour or action, employees could be unaware of their behaviour and how this impacts outcomes.
4. Give time to respond, this should be a two-way conversation, highlighting events and understanding the interpretation could impact on how people view this differently
5. So What? Now What? What support do they require? How will this be managed and benchmarked? Keep in contact with the employee
In their review of literature Cespedes, F.V. (2022) concludes that there is more to performance reviews than steps, the ability of leadership styles and how they impact on employees, managers are likely to adapt one leadership style, directing, coaching, supporting, delegating. These styles all apply to performance reviews but understanding the outcomes needed from the employee can help improve the leadership styles used during a performance review. It is also highlighted that lower management roles tend to lead directly which can lead to employees feeling their review is directed at them rather than a two-way conversation as highlighted by Cespedes, F.V. (2022).
There are businesses that have moved away from performance reviews, Dell, Microsoft, and IBM, they still use ratings to assess promotion and raises, instead moving to improve everyday management. Ensuring that the two-way conversation is a daily occurrence rather than yearly, moving away from ratings and manging by exception instead. Highlighted in this report, the top 1% of employees account for 10% of a company’s productivity, they will make the same contribution regardless of how much time is spent in performance reviews. This highlights the possibility that performance reviews are there to deal with the employees that don’t match the outcomes of the organisation rather than to develop Woolston, C. (2019).
Within the NHS performance reviews (PPM) is another descriptor used for management by objective with recommendations that fit into the research above, ensuring employees are engaged in conversations, listening outside of formal meetings, managing with fairness. Hywel Dda adapt this process highlighting underperformance, good performance and excellent performance while understanding the difference between capability (want to do it, but can’t) and conduct (can do it, but won’t) NHS Employers (2023).
The current NHS guidance is very detailed, in review covers the research recommendations above, but ensuring managers are provided with support along with guides to also assess their leadership and management needs this is where HR can have a positive impact.
The basics of influence are described in four components of influence, positional power, emotion, expertise, and nonverbal signals. These components balance each other positional power hold the most influence, this can though be influenced through emotion or expertise. Passion is a must when using emotion or expertise to be able to get the point across, it is important to be well prepared prior to challenging. Nonverbal signals can be used best in face-to-face conversations allowing subtle pauses to control the conversation Morgan, N. (2023).
Influence, persuading, and negotiating are key principles to supporting performance reviews. Cohen-Bradford Influence Model is based on influence without authority. It’s believed authority can be problematic in getting support and commitment from those around you. This model can be easily broken down into I give you something in the hopes of getting something back. This model has six steps, step 3, understand their situation and step 4, understanding what matters to you and them can be used outside of the model to better analyse how you can approach the topics needed. Influence through helping other wherever you can, allows building of a relationship that’s based on favours between employees mindtools (2023).
The role of business partners in HR is to support the business in achieving its goals, through supporting services by understanding the needs of management and employees this can be achieved through operational, strategic or specialist roles. Being able to develop people solutions that help achieve business objectives ensuring evidence-based practice is the main role of a HR business partner. Understanding the business model at depth, generating insight from data and evidence, connecting with managers, employees, and trade unions, and leading with integrity are four key areas that can support the business partnering model CIPD (2022).
HR must develop the framework and appraisal process, ensuring benchmarking against industry trends and regulations while ensuring historic data is used to create a process that empowers managers and employees to meet organisational goals. HR business partners should provide guidance to managers and even staff to improve the effectiveness of performance reviews. Behaviour and negative reviews should include HR to ensure documentation is clear if an employee moves to a more formal stage through conduct or competence. Managing the data in relation to performance reviews sits with HR also, allowing the data to be easily collected and compliance shared emPerform (2023).
HR business partners need to ensure they support managers to prepare and deliver feedback that is constructive to employees, training can be provided to support. Training should include fair feedback; feedback should also be part of the normal manager and employee relationship. Goals setting needs to take place prior to a performance review, employees need to understand what they are trying to achieve. HR business partners can review and positively impact performance reviews by effectively monitoring employee engagement and feedback from managers to improve the process CIPD (2022).
[bookmark: _Toc132013216]Conclusion
HR provide the key frameworks for performance reviews, the need to understand the business and how best for managers and employees to link day to day working to the goals of the organisation. HR can influence these discussions and put in best practice solutions to support managers and the business. Targets and goal settings are key to a performance review, ensuring team goals are linked to the business goals allows aligning of personal goals to truly impact on the business and drive performance reviews that have a positive impact on employees and the business CIPD 2 (2017).
[bookmark: _Toc132013217]Recommendations
Performance review training for employees
Providing performance review training for not just managers but also employees can help break down the barriers faced when completing a performance review. Providing training to managers and employees highlighting best practice lets both parties know what to expect in their next performance review. This allows movement away from one way communication to a two-way discussion. Changes to the existing training package within Hywel Dda would allow a more transparent performance review process, benefiting employees, managers, and the business. This brings the performance review to a coaching stance rather than a historic I tell, you do Mosca, J. ET, Al. (2022).
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Coach - Recognizes strengths and weaknesses, helps people set goals and provides a lot of feedback.



Visonary - Manages through inspiration and confidence.


Laissez-faire - Delegates tasks and provides little supervision.


Democratic - Considers the opinions of others before making a decision.


Pacesetter - Sets high standards and focuses on performance.


Servent - Focuses on helping team members feel fulfilled.


Autocratic  - Makes decisions with little input


Bureaucratic - Follows a strict hierarchy and expects team members to follow procedure.
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