Driving Performance Task 1
Supporting Information

Each ‘lunchtime learning’ session should be between 30 – 45 minutes in duration. These sessions are designed to be concise and accessible.  Each workshop is designed to be facilitated virtually.  There is still a growing debate on the effectiveness of virtual vs. physical training, however research shows that virtual learning can be effectively used for knowledge transfer (Dang, 2020).  Sessions will be hosted on Microsoft Teams which is already well-established through the organisation.
The sessions are designed to be standalone.  At the end of each session, attendees will be asked to complete an evaluation form.  This is based on Kirkpatrick’s 4 step model of evaluation (Reio et al, 2017).  Some criticisms of this model state how Kirkpatrick’s hierarchical structure isn’t appropriate (Kruse, 2023).  However, the model is simplistic, user-friendly and appropriate for this type of session.
Driving Performance: The role of the Line Manager
Welcome attendees.  
Facilitator Introductions
Ask attendees to introduce themselves if >20 attendees

Explain learning objectives and pause for questions
A high-performance team is one that exceeds all reasonable expectations and produces extraordinary results (Wilkinson, 2019).  Whilst this is a great definition, it doesn’t go deep enough into the meaning of high performance.   In organisations, you may hear the terms efficiency and performance used interchangeably, but they do have different meanings. The CIPD’s evidence review, splits performance into three types:
Task performance
Contextual performance
Adaptive performance
These are tiered and are strongly linked in with motivation (CIPD, 2023).
So what is the role of the line manager on team performance?  Line Managers have a unique and privileged role in any organisation.  Gallup’s starting point is for managers to build individual relationships with each team member (Hickman & Ott, 2023).
A recent report boldly stated that a line manager will have more impact on a person’s mental health than their doctor or therapist (Brett 2023).  For healthcare organisations, research has shown that managers who focus on the health of their employees, rather than performance, can have a positive impact on patient outcomes.  In reality, what does this mean for line managers? Are managers expected to be omniscient?
In terms of performance, it begins at the recruitment phase.  Patricio and Franco (2022) found that team composition, particularly team diversity, played a key role in team performance.  Evidence shows that high performing teams need mastery over interpersonal conflict (DeChurch et al, 2013), so we should consider the role of the manager here too.  Are managers expected to be mediators? Whilst it would seem so, it is prudent that managers have an awareness of conflict styles and manage these accordingly (Purcell, 2014).
One of the foundations of a team that performs highly is trust (Hakanen, 2015).  This is reciprocal, whereby employees in high-trust teams have higher levels of job satisfaction (Tseng & Ku, 2011) 
In  this video, Simon Sinek (2021) talks about how the highest performing teams are those that are there for each other.  
So what does this mean for you as managers in Hywel Dda?  We know that line managers play a crucial role in creating high-performing teams.  This has a direct impact on the services we provide:
Improving teamwork is a key driver for staff retention (Dall et al, 2015)
Healthcare settings with improved teamwork have less workplace injuries and illness (Lyubovnikova et al, 2015)
Teamwork has a direct correlation with burnout levels (Bowers et al, 2011)
What happens when it goes wrong?
The Ockenden report (BMJ, 2022) highlights the causes of failings in care in Shrewsbury and Telford NHS Trust.  In this case, poor working relationships and lack of trust led to catastrophic impacts for patients and staff.

Ask for questions, comments and remind attendees to complete feedback questionnaire.


Driving Performance: Team Effectiveness
Welcome attendees.  

Facilitator Introductions

Ask attendees to introduce themselves if >20 attendees

Explain learning objectives and pause for questions

What is an effective team?

A study published by the BMJ found that effective teams are almost 3 times more likely to achieve higher performance than teams that are not.  In this respect, performance was measured by patient outcomes (Schmutz, 2018 ). 

Put simply, team effectiveness is ‘a team’s capacity to achieve its objectives’ (Cooke & Hilton, 2015 ).  Whilst the definition is simple, the creation and stewardship of team effectiveness is not so simple.  Hackman (1987) adds another dimension to the definition by including how well the team work together.  The Royal College of Physicians (2017) highlight how effective teams are made up of the following components:

Communication and Psychological Safety  - In order to build an effective team, leaders must work hard to cultivate an environment of psychological safety (Carmeli et al, 2009).  This enables employees to be innovative, embrace failure and promote honest feedback (Baker et al, 2013).  

Individuality and Diversity  - Leaders of effective teams have meaningful relationships with their team members (Mills, 2009.  In turn, this can make employees feel valued and appreciated.  By empowering and celebrating individual contributions, managers are empowered to effectively delegate (Reitzig, 2022.

Shared visions and goals – Evidence shows that the most effective teams are those that have shared, co-created objectives (Bannister et al, 2014).
What do effective teams mean for Hywel Dda?

Effective teams are vital for improving patient care (RCP, 2017).  The entire NHS is facing unprecedented challenges, so the investment in effective teamwork is needed more than ever.  Crucially, research has demonstrated that patient mortality rates are lower in hospitals where staff worked in ‘real teams’ (West & Markiewicz, 2016, p.237).

So how do we measure effectiveness?
Performance Indicators – An effective team can be measured through metrics.  Discharge times are a good example here.  However, leaders should exercise caution as the complexity of the NHS means that metrics are impacted by many factors, not just by one team (Zajac et al, 2021) .
Employee voice – Staff engagement surveys provide an insight into an effective team’s collaboration and identity (Fletcher et al, 2014).  However, it should be noted that engagement surveys only represent a fixed point in time.  
Patient Feedback – Acting on patient feedback is a tried and tested method of improving patient care (Wong et al, 2020).

Resource tracking – At a systems level, resource tracking can improve organisational efficiency (Parnell & Carraher, 2001).  If you’d like more information, get in touch with the OD Team.

 Your Toolkit
For the rest of the session, we’ll go through some of the tools you need to lead an effective team.

Feedback

Developing a culture of honest, constructive feedback is key to improving performance and effectiveness.  In order to do this, you should get to know your team members on an individual level, asking them for feedback wherever possible (Henderson et al, 2021
Recognition and Reward

Reward and recognition systems are known motivators for individuals (Murphy, 2015).  However, it’s important that recognition is personalised in order to ensure its effective (CIPD, 2022).  Visit the recognition section of the intranet to explore our corporate reward packages.
Conflict Management

As a manager, it’s vital that you are well versed in conflict management.  This is particularly important for team effectiveness, where you and your team should be able to identify your own (and each other’s) conflict styles (Papenhausen & Parayitam, 2015).
Ask for questions, comments and remind attendees to complete feedback questionnaire.

Driving Performance: Team Effectiveness
Welcome attendees.  

Facilitator Introductions

Ask attendees to introduce themselves if >20 attendees

Explain learning objectives and pause for questions
In Hywel Dda, the word ‘retention’ is probably uttered in almost every management meeting.  Since the pandemic, it has become a key focus for all NHS leaders (Roberts, 2023) .  Retention is multifaceted and complex, but there are some key strategies you can employ to ensure that retention is paramount.

Push and Pull Factors

Ask group if they can name any push and/or pull factors?  After discussion, show list on screen:
(Weyman et al, 2023)
Push

Workload – NHS Workload levels are still excessively high, despite many efforts by NHS leaders (House of Commons, 2021)
Poor workplace culture –It is estimated that the cost of non-patient-facing, work-related stress cost the NHS over £14million in the last decade alone (NHS Resolution, 2023).

Lack of recognition – In one study, surveyed nurses left the NHS due to not feeling valued at work (Purvis & Cropley, 2003)
Unsafe work environment – Analysis of the NHS Staff Survey undertaken by Serra-Sastre (2024) shows how 15% of NHS staff are victims of violence.
Pull

Work-life balance – Last year, a record number of staff left the NHS in search of a greater work-life balance (Engage Britain, 2024)
Better pay and/or benefits – A recent poll by the Royal College of Midwives found that 80% would leave the NHS because of pay (RCM, 2022)
A desire for change – Sometimes, a change is as good as a rest!
Exit Interviews – are they worth it?

In Hywel Dda, we’ve transformed our process.  You can find more information on the intranet or from the OD Team.

In general, exit interviews can provide deep insight and analysis into staff retention (Mokibelo, 2020. However, it is crucial that the feedback is used appropriately.  Through listening to concerns of leavers, leaders can make positive changes for the future.  Research suggests that exit interviews are most effective when they form part of a strategic exit interview programme (Spain and Groysberg, 2016).  The key question is, do exit interviews improve retention? In truth, the opinion is mixed.  
The Truth about Data
People management in the NHS is awash with data.  The key to using data effectively comes from choosing the appropriate data to use.  Research suggests that the organisations that use predictive analytics are much more effective at improving retention (Singh et al, 2022). Predictive analytics is where organisations can use data to predict trends (Cote, 2021).  This could be used, for example, to predict when an employee is a ‘flight-risk’ and enable managers to intervene.  Bell et al (2022, p.12) theorise that predictive analysis will have an impact on employee retention.  
Predictive Analysis in the NHS

A case study of Medway NHS Trust successfully used data analytics to tackle retention.  From the case study, their model was able to predict leavers with 95% accuracy (NHS Shared Business Services, 2022).  Whilst this is impressive, the key to retention was that managers leveraged data and intervened appropriately.
Your Toolkit

For the rest of the session, we’ll go through some of the tools you need to retain employees.

Strategise! – Talk to your OD Relationship Manager about how the OD Team can support you to create a bespoke, data-backed strategy for your team or department
Avoid ‘Analysis Paralysis’ – Don’t get caught in the quagmire of data, it’s more common than you think (Goetz, 2018).  Identify what works and familiarise yourself with that.

Cultivate honesty and openness – Employees who feel valued will stay (Turner, 2023) so make sure you nurture relationships with each employee 
Ask for questions, comments and remind attendees to complete feedback questionnaire.

Driving Performance: Managing Capability
Welcome attendees.  

Facilitator Introductions

Ask attendees to introduce themselves if >20 attendees

Explain learning objectives and pause for questions

In order to deliver the best care to our patients, our organisation needs to perform well.  This means that we need robust capability management systems to do succeed.  Capability is defined by ACAS (2022a) as ‘an employee’s ability to do their job’.  Capability issues are distinct from ‘conduct’ issues, which concerns an employee’s behaviour at work (ACAS, 2022a).

This workshop will evaluate some of the common capability issues and provide you with examples of approaches to effectively manage these.

STOP – THINK.  Capability procedures are complex and unique to individuals. Capability is also one of the five fair reasons for dismissal (ACAS, 2022b).  Before commencing any procedures, please reach out to your local Workforce team.  Workforce.HDd@wales.nhs.uk

Sickness Absence
Absence from work through sickness can happen at any time.  As managers, you have a huge impact on how an absent colleague feels about returning to work (NHS Employers, 2024).   Some research suggests that poor leadership style and communication have a direct correlation with absence rates (Elshout et al, 2013).
Leavism

Leavism occurs when employees use time off (e.g. annual leave or non-working hours) to undertake work or when employees use time-off when they are not well enough to work (Richards et al, 2020).  Whilst not a new phenomenon, the rise of leavism could be attributed to the increase in flexible and remote working and increased connectivity (Deloitte, 2020).  Leavism can have a detrimental impact on performance and on an employee’s wellbeing.  Managers should be attuned to employee’s behaviours through genuine relationships (Cooper, 2020).
Presenteeism
Presenteeism is the act of working (being present) while unwell (CIPD, 2021).  Coupled with post-pandemic rising sickness rates (Nuffield Trust, 2023), presenteeism is a huge issue across the entire NHS system (Ireland, 2023).  Managers should be aware of the symptoms of presenteeism and focus on output over input (Robertson Cooper, 2022). Presenteeism has been shown to actually increase the severity and reoccurrence of some illnesses (Schultz & Edington, 2007).
Underperformance

The reasons for underperformance in a role are complex.  In this context, underperformance refers to chronic (or sustained) underperformance, rather than simply making one mistake (Pindek, 2020).  In order to prevent underperformance, it’s vital that managers set clear, achievable objectives coupled with frequent feedback and support (Horne, 2024).
Wellbeing
Capability and wellbeing are inexplicably linked.  In a general sense, employees who are well are more likely to succeed and successful employees are less likely to suffer detrimental impacts to their wellbeing (Sen, 1993).  Good work has a positive impact on general health and wellbeing (Public Health England, 2019) so line managers have a key role as the standard-bearers for good work.

Ask for questions, comments and remind attendees to complete feedback questionnaire.
Driving Performance: Coaching and Mentoring
Welcome attendees.  

Facilitator Introductions

Ask attendees to introduce themselves if >20 attendees

Explain learning objectives and pause for questions

The Same But Different
Most writers agree that coaching and mentoring are both used for the same purpose, namely using conversations to enhance someone’s skills or knowledge (Hayden, 2023).  Whilst often used interchangeably, the two terms are distinct from each other.

Coaching is usually future focused on a specific goal.  Individuals can improve their own performance through feedback from a coach (Mundey, 2023).  Whitmore (2002) eloquently defines coaching as ‘the art of facilitating the performance and development of another’

Mentoring, on the other hand, is where someone with greater experience (the mentor) provides advice, support and guidance to someone with less experience (the mentee) (Skills for Health, 2023).

There are, of course, times when coaching and mentoring overlap.
The Benefits of Coaching and Mentoring

It is well researched that coaching and mentoring are key tools in driving performance (Pousa & Mathieu, 2014).  In this respect, coaching and mentoring can:
Boost skills and knowledge

Increase levels of self-awareness – Studies have found that coaches involved in group coaching had significantly increased levels of self-awareness (Sutton & Crobach, 2022).

Heighten an employee’s engagement and/or motivation – In instances where managers act as coaches, employees reported higher levels of engagement in their organisation (Lyons & Bandura, 2022)
Improve problem-solving skills – One case study found that, in a school setting, one-to-one coaching contributed to a coaching culture, which in turn led to an increase in problem-solving ability across the board.

However
*Ask attendees to think about some of the barriers to effective coaching and mentoring? – Discuss*
Ideas may include time and capacity or quality of coaches.  Facilitator should be led by the attendees’ discussion.
The Hywel Dda Way
In Hywel Dda, the coaching culture is underpinned by the Coaching Network.  This network is accessible to any member of staff at any point.  The network also promotes ‘coaching conversations’ and has developed a two-day workshop called The Coach Approach.  More details can be found on the intranet.  These efforts are to ensure that there is a coaching culture embedded across the organisation.  There is strong evidence that demonstrates that a coaching culture improves performance(Xie, 2018), aids retention (Clutterbuck et al, 2016) and deepens relationships (Mansor et al, 2012).
Line Managers as Coaches: The Expectation
There is no requirement for all managers to become qualified coaches.  Interestingly, one of the principles of coaching is that the coach and coachee are equals, so managers who coach their direct reports will have to navigate the shift in power balance (Rogers, 2016). Managers should adopt a coaching style where they can. This could be through regular, supportive feedback or ensuring that regular appraisals happen (NHS England, 2023).    

The Theory
There are various coaching models available. One of the most well-known is the OSCAR model (Sutton, 2020).  This model lends itself well to increasing levels of autonomy by being solutions-focussed and led by the coachee (Pearce, 2021).
Your Toolkit

For the rest of the session, we’ll go through some of the tools you need to embed coaching to drive performance:

Network – Whether it’s through the Coaching Network or by getting in touch with the OD team, ensure you reach out and connect!
Develop a coaching mindset – Be open, curious and flexible in your approach
Role-model – To embody a coaching culture, remember that your team will look to you to role-model curiosity and compassion

Ask for questions, comments and remind attendees to complete feedback questionnaire.
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Task 2

Executive Summary
This report critically evaluates the effectiveness of individual goals in comparison to shared goals in promoting high performance in Hywel Dda University Health Board.  Individual goals are the norm in this organisation and are the centre of Hywel Dda’s performance management framework.  This report offers an insight into the benefits and drawbacks of implementing a focus on team goals.

Whilst research that directly compares individual vs. shared goals is lacking, there is evidence that demonstrates how shared goals can have a positive impact on the efficiency of teams, particularly in healthcare settings.  However, this paper also highlights some potential disadvantages, notably the effects of ‘groupthink and the potential reduction in individual accountability.

Thinking about the scale and scope of this organisation, this report recommends implementing a pilot programme within a specific directorate of the Board’s choosing.  This would entail each team focussing on shared objectives, supported by facilitated virtual workshops hosted by the Organisational Development team.

This report recommends an attitudinal shift from exclusively using individual goals towards an approach balanced between individual and shared goals.  
Introduction
Hywel Dda University Health Board (along with the entire Welsh NHS) have consistently used individual goal-setting as the foundation of its performance management framework (HDdUHB, 2022).  Theoretically, all individual goals should align with team or service goals, which in turn feed in to organisational and national goals.  However, the understanding and awareness of this cycle is not universally understood.  Whilst the organisation faces a plethora of staffing challenges, objective setting and regular appraisals are high on the list of tools to improve retention rates (NHS Employers, 2022).

There is growing research to suggest that team goals are more effective than individual goals to create high-performing teams.  This report will provide a critical analysis of this topic followed by a recommendation for the organisation to consider.

At this point, it is important to highlight the distinction between ‘goals’ and ‘objectives’.  Whilst the two are not synonymous, they are often used interchangeably.  A ‘goal’ is generally used to describe a long-term desired outcome, whilst an ‘objective’ tends to mean a specific, tangible milestone.  For the purposes of this short report, both terms have equal meaning.

Main Findings

Being able to define ‘performance’ in an organisational context is not straightforward.  At a linguistic level, ‘how well a person does an activity’ does not convey the depth of context covered in the People Profession (Cambridge Dictionary, 2024).  Similarly, trying to define what makes a high performing team is equally as complex.  The CIPD’s review highlights the interconnectedness of team effectiveness and team performance (CIPD, 2023).   Barnes (2022) believes a high performing team is one where each person excels, understands and enjoys their role.  Further research demonstrates that high performing teams, particularly in the health sector, have high levels of psychological safety, clear roles and the ability to self-manage interpersonal conflict (Rabkin & Frein, 2021).

It seems that there are many factors that influence performance within a team.  In a one of his most popular videos, Simon Sinek (2020) states that the highest performing teams are the ones that are there for each other, as opposed to those comprised of the strongest or smartest individuals. Salas et al (2008) highlight how shared cognition, well-designed technology and clear objectives are all proven factors needed for high-performing teams to function.  
There is a growing area of neuroscience that evidences how clear individual goals can positively influence human behaviour in the long term (Berkman, 2019).  This is corroborated by Northoff & Hayes (2011) who explore how performance has a neural aspect, linked with reward and motivation.

In the main, setting individual goals can be extremely advantageous.  It can provide an employee with clear direction and a feeling of ownership over a task, project or their work in general.  This fits well with the concept of ‘citizenship behaviour’, whereby an effective individual goes beyond their main responsibilities to aid the organisation’s goals (CIPD, 2023, p.3).

Setting individual goals is a tried and tested method of improving performance.  Locke’s Goal-Setting Theory states that through the identification of a clear target and pathway, individuals are more prone to working towards that target (Locke & Latham, 1990).

Generally, individual goals can provide opportunities for robust performance management, through providing benchmarks for evaluation (Williamson et al, 2022).  However, in order to be effective, individual goals should link with the goals of the organisation and should be versatile to match the changing environment (Chowdhury & Hioe, 2017).  This is supported by Pervaiz et al (2021) who state that goal-setting positively impacts proactive behaviour.

Consideration should also be given to the concept of ‘silo working’, whereby different parts of an organisation work in silos.  There is some evidence to suggest that focussing solely on individual objectives could perpetuate silo working (Bento et al, 2020).

The method of assessment plays a vital role in improving performance.  One of the most common assessment methods is Management by Objectives (MBO) whereby employees are measured or rated against specific objectives (Rahman et al, 2020). MBO can be advantageous through its ability to improve performance through incentives (Mwila, 2020).  However, MBO on an individual level is limited in that it is difficult to remove appraiser and appraisee bias without a robust assessment framework (Vung & Nguyen, 2022).  

There is a growing debate that setting team goals yields better results than setting individual goals (Courtright et al 2015, Kleingeld et al 2011). In their evidence review, the CIPD (2016) found that team goals have a positive effect on team performance.  There is a lack of empirical research that directly contrasts individual to team goal setting; however much is written about the concept of team efficiency.  Johansson (2004) highlights how diverse teams may experience increased levels of innovation.  Similarly, McDaniel & Salas (2018) infer that working on a shared goal may enhance the behavioural skills of individuals. This diversity of teams is particularly relevant to Hywel Dda, with teams consisting of a range of professionals from different backgrounds, demographics and cultures.  

Having shared goals will often mean there is shared accountability within a team.  Whilst this may be advantageous for some, it can mean that individual accountability is reduced (Torre & Voyce, 2007).  To combat this, leaders would need training on how to manage accountability through robust performance management systems.  Similarly, the varying sizes of teams should be considered.  In some cases, managers have up to 50 colleagues reporting directly to them which would place a huge strain on leaders.

In the health and social care industry, the evidence overwhelmingly shows us that effective teamwork improves patient care (Rosen et al 2019, Schmutz et al 2018).  It would not be enough to assume that high-performing teams have formal team goals, but it can be assumed that they have a shared purpose.

Consideration should also be given to the assessment of team goals.  Whilst the aforementioned MBO works well on an individual level, can the same be said for shared goals?  Overall, assessing team goals is most effective when assessing behaviours or outcomes (Marriage & Kinnear, 2016).  Similarly, organisations should be mindful of the risks of ‘groupthink’, which can stifle innovation and healthy challenge within teams (Gültekin, 2024).

With the exponential rise of remote working, specific consideration should be given to how to maximise performance in virtual teams.  The CIPD’s evidence review points out how virtual teams are effective when individual roles are clarified and where collaboration is encouraged and facilitated (CIPD, 2020).
Recommendations & Conclusion
This report has provided a critical analysis of the merits and drawbacks of implementing shared goals to improve performance.  There is much to be said for individual goal-setting, namely that it can improve intrinsic motivation.  Conversely, focussing solely on individual goals may increase silo working.  On the other hand, team goals can improve collaboration, enhance the behavioural skills of team members and provide a sense of ownership.  

Incorporating shared goals would signify a fundamental change to Hywel Dda’s performance management framework.  As such, this report recommends a softer approach.  This report has highlighted the balance needed for Hywel Dda to continue with individual goals but recommends that it begins to focus on and promote team goals across the organisation.

It is recommended that a pilot system is implemented, where each team in a specific directorate is asked to focus on shared goals.  Workshops would be facilitated by the Organisational Development Team where teams would be guided through objective setting using the familiar SMART (MindTools, 2022) model.  Throughout this 12 month pilot, teams would continue with their individual performance management system but would ensure that individual and team objectives are aligned.

In order to reduce monetary costs, these workshops would be held virtually via Microsoft Teams.  The time-cost attached is based on 2 hours per 14 teams, which totals 28 hours plus an additional 5 hours of administration time.  In order to assess the impact of this pilot, attention should be given to the current targets placed on the directorate, in addition to the existing monthly staff engagement survey.
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