Introduction
& How to use

Responsibilities
& tools

Management Skills

Additional Resources

Managers' Toolkit:

Performance management

Enabling good performance and addressing
performance concerns

University of London

.
! Queen Mary Organisational and Professional Development /ﬂ\ a @


https://connected.qmul.ac.uk/staff-support/

Introduction

Responsibilities
& How to use

& tools

Policies
and Processes

Management Skills Additional Resources

This toolkit aims to provide guidance on how you, as a manager, can support performance of your team.
This includes both managing poor performance and enabling excellence.

To navigate to the sections that interest you, you can either:
Introduction:

* Usethe tabs at the top of each page (as in the screenshot to e

the right). Each section has a second set of tabs for you to

Responsibilities & tools

select (also shown on the right).

* Click anywhere on screen to page through a page at a time.
Some pages will have links to resources on the Queen Mary
website or intranet (Connected).Remember that each section
may have 2 or 3 pages to look through.

There are also 3 icons in the lower right of each page: Watch out for these “Quick Self-reflection™

/\ exercises

Return to the first page of this document. They will give you the opportunity to check your

response to certain situations, and promptyou to
e Return to the contents page. think differently about the options available to you as
a manager.
@ Visit the Staff Support Hub on Connected.
Please contact opd@gmul.ac.uk with any queries about this document and its contents.
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Introduction

Responsibilities
& How to use

& tools

Management Skills

Additional Resources

Supporting staff to flourish and give their best is a central role of line managers and is crucial in helping the
University to deliver our Strategy 2030 ambitions.

This toolkit aims to support managers in developing the performance of their teams, both motivating and rewarding high
performance as well as recognising and addressing under-performance sensitively and effectively.

The following sections provide guidance on how you, as a manager, can support performance of your team.

Responsibilities *  Outlinesthe role ofa manager, employee and HR.
andTools *  Describes the tools available to managers to set expectations, monitor and review progress.
(11 pages) *  Suggests strategies to support managers acknowledge good work and develop their staff.

Management This section covers the skills you need when enabling performance, particularly:
Skills » Recognising different performance levels

* Providing feedback
(19 pages) * Having challenging conversations

The first 2 sections above should be considered before moving on to any formal processes

There is outline guidance on a manger’s responsibility when a member of the team calls in sick

This section supports managers when considering formal processes and details the Queen Mary Policies and
processes which need to be followed in different instances.

Resources

(5 pages) Links to further Queen Mary resources and will be updated with other useful material

ok
@ Queen Mary Organisational and Professional Development /ﬂ\ Q @

University of London



https://connected.qmul.ac.uk/staff-support/

i Responsibilities
g]gg\?vutcc;tll?sr:a & to%ls Management Skills Additional Resources (page 1 0f 11)
Introduction The roles involved Monitor and support Recognise and develop

The model below outlines the different tools a manager can use to enable their team members’ performance at Queen Mary and illustrates
that supporting performance should be a continuous process.

Tools to recognise

and develop:
» Discussion, both 1-2-1

Tools to set expectations:

» Ensure objectives are aligned to Strategy 2030, Faculty
Enabling Plans and strategic priorities

and in team meetings, * Agree (including standards of
to provide individuals performance) and expectations around behaviour
and whole team with using and

Creating trust

appropriate learning
and development
activities.

* Annual appraisal

* Reward and recognition,
including saying ‘thank
you’

Understanding yourself
and yourteam
Considering Equality,
Diversity and inclusion
Role modelling Our
Values in action

» Policies - Appraisal, Capability
» Job Profile

Tools to monitor & support

*  Weekly/fortnightly one-to-ones; regular team meetings

+ Offer support and guidance (including )

* Provide access to resources that teams need to do their role
and support in removing any blocks

* Monitor progress against objectives, including seeking out
others’ views

* Provide feedback, including “catching people doing it right”

* Raiseissues early with team members and seek early
support from HR if there are any concerns

.
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(page 2 of 11)

Enabling the performance of your team and addressing any concerns promptly is an essential part of being a manager.

Everyone is individually
accountable for delivering
their roles; asthe manager,
you have responsibility for
making sure that the team
as a whole isdelivering the
service oroutputs
required.

Under-performance from
one member of the team
can bedetrimental to the
morale of therest of the
team and can lead to an
unhappy working
environment that people
may choose to leave.

To be fair to everyone, you
need to recognise and
address any instances of
under-performance.

Everyoneis
accountable

\:QJ Queen Mary

University of London

N

Managers are often
worried that in an attempt
to manage performance,
they may open themselves
up to accusations of
bullying. Queen Mary is
committed to creating an
environment forwork and
study where staff and
students are treated with
dignity and respect, and
where bullying and
harassment are not
tolerated.

An employee may be
informed that their
performance falls below
required standards; this
doesnotindicate bullying
by a manager, provided
that the manager has acted
appropriately.

Managers worry
about bullying

\

(M anagers are allowed to A
be direct and clear about
performance expectations
and to explain what work
needsto be done andto
what standard or quality,
provided they act
appropriately in doingso.

You should expect staff to
meet reasonable
expectationsto do their
jobs.

Setting clear expectations
from the outset will help
employees to know where
they stand.

BN nnogementsiills

section of this toolkit
outlines the various stages
you should go through
when dealing with
performance that falls
short of those
expectations.

The Policies and Practice
section provides a step-
through of the formal
processes that might
eventually be called upon.

If thisis done sensitively,
clearly, consistently and
proactively, and follows
the organisations policies
and processes, you should
not worry about being
perceived as bullying.

N [

It’s OK to be clear
and direct

Use the
management skills
section

Organisational and Professional Development

And remember:

Innovation and continuous
improvement is often the
result of debate and
constructive discussion.

Diversity of thoughtis
welcomed and encouraged
at Queen Mary: disagreeing
how to do somethingisn’t
a performance issue.

It's good practise to check
your own thinking, and
your biases -you can do
this by going through the
‘Challenging Unconscious
Bias’ e-learning module
(this is part of Introducing
Inclusion)

Encourage
debate
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Introduction Setting expectations Monitor and support Recognise and develop

Responsibilities
& tools

Managers are responsible for:

’Q Queen Mary

Ensuring they role model good standards of

appropriate behaviour (see ‘Values in Action’).

Advising team members of those standards.
Setting clear objectives with team members.

Monitoring progress and responding to ensure

performance concerns are managed effectively.

Familiarising themselves with the University’s
policies and processes around managing staff
and following the requirements.

Seeking HR advice as necessary to understand
Queen Mary’s obligations as an employer, and
taking any actions that may be necessary.

Exploring how best to support each team

member to work effectively and considering any

changes that could be made e.g.reasonable
adjustments to ensure access to work and the
working environment.

Management Skills

Policies
and Processes

Each individualis responsible for:

» Making themselves aware of Queen Mary’s
expectations of:
o General standards of behaviour (see
‘Values in Action’)
o Performance while working to agreed
objectives to fulfil the expectations of
the job (as described in the Job Profile)

* Informing their manager of any issues or
barriers that might prevent these

expectations being met, in a timely manner.

* Keeping Queen Mary informed about any
specific requirements related to disabilities
or health conditions that will equip them
appropriately: reasonable adjustments.

n.b. No-one has to share information about
their disability, but doing so should prompt
their manager to open the space for
discussion of what support would be helpful.

Theroles involved:

Additional Resources (page 3 of 11)

HR is responsible for:

Upholding policy and legislation that relates
to employment practises at Queen Mary by:

« Briefing and advising managers on the
implementation of policies and procedures.

+ Providing impartial advice to managers
relating to employment practise.

« Ensuringthat all appropriate
documentation is provided to employees in
any formal HR processes.

+ Ensuring formal panels are convened as
necessary and arranging the members to sit
on them in any formal HR processes.

« Attending those panels to provide advice
and guidance.

 Keeping a record of formal meetings that
relate to employment practise.

Although the responsibility for ensuring good performance is shared as shown above, this toolkit will focus on supporting the manager in their role.

University of London

Organisational and Professional Development

Ah0D



https://connected.qmul.ac.uk/staff-support/
https://www.gov.uk/reasonable-adjustments-for-disabled-workers
https://www.gov.uk/reasonable-adjustments-for-disabled-workers
https://www.gov.uk/reasonable-adjustments-for-disabled-workers

Introduction Responsibilities Policies (page 4 of 11)

& How to use & tools Management Skills and Processes Additional Resources

The roles involved:
Introduction Manager Setting expectations Monitor and support Recognise and develop

Managers: make time for managing performance

Enabling the performance of your team and addressing any concerns promptly is a fundamental responsibility of
managers, and an essential part of the role.

Investing your time in managing the performance of your employees is essential to ensure that each of your team is
delivering excellent work, to the best of their ability, in a manner that meets Queen Mary’s expectations.

Make sure that you: Take the time to: I \

* Bookinregular time for line- * Getto know your team members’ strengths and preferences
management activities, e.g. .
one to one meetings and appraisals.

Set expectations and give feedback to make
sure your team are equipped, motivated, and know

» Are available to your team for any day- what is expected of them. Setting clear expectations from the
to-day concerns. outset and checking that they are understood will help to
- Keepin touch with each team member prevent confusion and possible under-performance later on.
so that you can spot any emerging * Checkinonprogress - is there any support you could offer?
concerns, yours or theirs. Look at the “Monitor and Support” section.
// * Acknowledge both effort and achievement. /

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @

University of London



https://connected.qmul.ac.uk/staff-support/

(page 5 of 12)

Introduction Responsibilities

Policies

and Processes Additional Resources

& How to use & tools Management Skills

The roles involved:
Introduction Manager Setting expectations Monitor and support Recognise and develop

Managers worry about accusations of bullying

A high number of bullying related claims in the workplace come from employees against their managers, with some claiming they feel bullied when
being performance managed. This emphasises the difficulty many experience in differentiating between bullying and performance management.

A key difference is whether the management action taken was reasonable and whether it was carried out in a reasonable manner.
If you have let performance drift, you are more likely to be frustrated which may lead to less constructive behaviours.

Try and reflect on whether your behaviour and approach to managing performance is reasonable and remind yourself of your own and your team’s
collective intent to improve.

Performance Management means: Db It moves to bullying when: I:Q

E tati ith bl ¢ l »  Expectations are unreasonable whether it be
Xpectations are SeF e Rl olo AT o s too much, or information needed to do the job is withheld.
standards and deadlines
* Communication is open, respectful and focused on
improvement

* Communication is one-sided, aimed at belittling/punishing
an individual, and ‘winning’

* Feedback is personal, vague and often unrelated to
performance

* The relationship is a based on an abuse of power, where
one person holds authority over anotherand uses it to
create an unfairadvantage

S y

» Feedback is constructive and focusses on specific behaviours
or performance issues

* The relationship is a collaborative one between manager
and staff member

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Introduction The roles involved Set expectations Monitor and support Recognise and develop

Why set objectives?
* They enable a shared understanding of what success will look like.

* They ensure work is prioritised based on areas that are aligned to Strategy 2030, Enabling Plans, Department
plans and (where possible) the individual’s interests and ambitions.

* They help people see the link between their work and wider team/University objectives.

How to set objectives
* Have a look at the Appraisal guidance and e-learning, or watch this LinkedIn video for a reminder about SMART objectives.

* Normally objectives are expressed as outcomes (what a success would look like), rather than detailed descriptions of how work is to be
done - this will encourage ownership and accountability.

* They should relate to all the main areas of a person’s role, including:
» Continuing or ‘business as usual’ work - here the standards expected would be included

» one-off projects - focussing on the outcome of the project

* Objectives should be aligned to what you would expect at a particular grade; link these to Appraisal and Probation objectives.

Remember: Some objectives will change in the face of shifting circumstances and opportunities; others may depend on the availability of
support and resources. It’s your responsibility to keep thatin mind when monitoring progress.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Introduction The roles involved Set expectations Monitor and support Recognise and develop

Be clear about expectations:

* Expectations sometimes go unspoken or can be misunderstood which can cause tension
and frustration for both manager and team member.

* It’simportant to be clear about expectations from Day One and pay particular regard to
individual circumstances and support needs.

Expectations can be set in a variety of ways:

Discussing Values in action and other behavioural expectations

* inteam meetings (the embedding values toolkit will help)

* andinonetoones
Sharing strategic documents and plans Quick Self-reflection exercise:
Referring back to Job Profiles
Role modelling

* How would you say your team’s work demonstrates Queen Mary’s
Values?

* When have you discussed Queen Mary’s Values with
your team?

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Introduction The roles involved Setting expectations Monitor and support Recognise and develop

Performance management is not just about managing poor performance. It is also about
providing ongoing support and motivating your team members on a day-to-day basis.

Regular one-to-one meetings are one of the best ways to provide ongoing support.

The One-to-One toolkit provides guidance on:

iti age 8 of12
I r— Additional Resources (pag )

* What to coverin aonetoone

* Tips and troubleshooting, including a coaching approach
* Guidance on giving feedback

* Links to resources including wellbeing support

In your daily interactions with your team, remember to:

Be mindful of agreed ways of working and any reasonable adjustments that have been put in place (have they been delivered, ar e they
working as intended, do they need to be reviewed)?

Catch people ‘doingitright’ and recognise work that is being delivered well.

Get to know your team and identify what a ‘normal’ level of performance looks like.

Address performance dips in one-to-one meetings, making specific observations. ‘Recently, I've noticed that...’
Help remove obstacles

In the [P I IREIMIE section of this toolkit, you'll find guidance on diagnosing the causes of poor performance or performance dips.

You’ll also find information on when to seek guidance from HR and the importance ofintervening early informally - and knowing when
moving to formal stages of the policy may be necessary.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Introduction The roles involved Setting expectations Monitor & support Recognise and develop

What support your team members need will depend on
the work and the individual.

Here are some aspects to consider:

. Find out what your team memberswant to achieve, in terms of
both their work and their career aspirations. For PS staff, the

PS Career Development resources might help.
. People typically value a sense of purpose - so ensure that your

staff know what’s expected of them, and how this contributes
to the overall vision of the University.

(

Quick self-reflection exercise

* Do you know what motivates the members of your team
(this may well be different to what motivates you)?

* Do you know the personal circumstances of your team

. Give regular feedback on how the person is achieving their members?
objectives (see the section) .
*  How do you communicate/consult on changes and
. Communicate what is happening in your own area and the developments in your area / the University? Do you do this
University more broadly, so that people feel informed at a before you make decisions?
local level and understand the ‘big picture’. Consult themon « How do you show your enthusiasm for your/their work?

decisions that impact on them. )
*  Whendid you last say ‘thank you’ to members of your team?

* Doyou actively listen?
* How mightyou be able to do any of these in a different way

\_ for greater impact? e)

. Understand what your team wants from you - and be clear
about whether you can deliver on their expectations.

. Show interestin your team and theirwork.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Recognise and
Introduction The roles involved Setting expectations Monitor and support develop

Regular one-to-ones and informalinteractions can recognise
day-to-day contributions.

The Queen Mary appraisal process provides a great
opportunity to review, acknowledge and reward
contributions and achievements in a more structured way. —

Quick self-reflection exercise:

An appraisal conversation also provides time to discuss
development requirements to support objectives and growth
as well as career aspirations. «  How much time do you spend with those people
who get on with the job, and consistently meet the
expectations of their role?

*  Whichemployees get most of your time?

*  When did you last thank a team member for effort
and not just results?

*  What doyou know about the various staff reward
and recognition processes?

*  When have you nominated any of your team for a

staff bonus?
\ 7 4
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Recognise and
Recognition

Queen Mary reward and recognition schemes enable you to acknowledge great contributions from individuals or
teams. Other ways to recognise and say thank you to team membersinclude:

/Individual recognition h Kream Recognition \

* When you hear a positive

* Arrange time for your team to reflect on their achievements
comment about someone

orobserve positive * Share these with other teams - in group e-mails, meetings
behaviour, let them know
as soon as possible * Celebrate these achievements - perhaps a team lunch or social activity
|
\// * Involve the team in decision making, acknowledging their ideas
,( * Send an e-mail of appreciation to all the team members

. » Use the Praise function on Microsoft Teams
» Offertime to work on a

project they are really * Share email accolades about someone’s work from colleagues and stakeholders
keen on, or to attend a

. * Acknowledge and celebrate key personal events such as birthdays, work anniversaries, moving
conference, seminar etc.

home, etc. as well as important cultural events for your team members.

N J\_ W,

Q) Queen Mary Organisational and Professional Development /ﬂ\ Q @
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Recognise and
Development

Encourage the team member to self-reflect using the Leading Together self-assessment tool.

Meet and Discuss their self-reflection:

 Listen and ask questions to help them explore their self-
reflection, provide some insight e.g. a skill they don’t think they
have but you have seen them use (and perhaps where they can use
it more), identifying a skill/knowledge/experience area which you 4 )
will be important for their work

Quick self-reflection exercise:

* Discuss what might help, diagnose the problem when things When could you consider these development approaches
don’t go well - are there any resources they need? Is there any for your staff:

support they need from the team/you (e.g. talk through to clarify
objectives, support with the detail). Can work be changed to play
more to their strengths.

Guided learning e.g. workshop, Linkedin learning,
Apprenticeship (or othertechnical training)

Self-directed e.g. Job shadowing, mentor or coach,

« Identify possible options for development. There’s a list in the project placement a community of practice or being a
box opposite; consider a variety of activities for each member of mentor, secondments, using a Self-assessment tool (e.g.

the team. Leading Together)

\_
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University of London



https://connected.qmul.ac.uk/staff-support/
https://connected.qmul.ac.uk/media/hr/organisational-amp-professional-development/documents/Leading-Together-Self-Assessment-Tool-LiL.docx

Introduction
& How to use

Responsibilities Management Skills Policies
& tools and Processes

| imtroduction [ Levet o Performance Giving feedback Tipsandjiook

Consistently Good

This section of the toolkit gives an overview of some of the skills you may need to use
when managing the performance of your team members.

(page 1 of 19)

Additional Resources

Remember, as their manager, you are probably the person best able to both influence and support the
performance of each member of your team. You are also in a good position to spot when an individual is
either achieving good results or starting to fall short of the mark, and you will need to respond
appropriately: it’simportant to give relevant, timely feedback in each case.

The pages in this section offer guidance on how to recognise where your team members are performing

well or not meeting the agreed expectations, and how to support them regardless of their performance
levels.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Introduction Levels of Performance Giving feedback Performance Conversations Tips and tools

Managing performance means recognising

... and using the appropriate
where an individual sits on this matrix...

strategies to support them.

High Will, High Skill,
Low Skill High Will

Low Will, Low Will,
Low Skill High Skill

+
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. . . Someone in this quadrant already has the
High Will - Low Skill N Y

motivation that they need to improve but may
need support to find the right development.

Your task is to look for opportunities for them to
build key skills (or knowledge) and then give
them confidence to apply those new skills.

Allow time to explore opportunities for
their development together. You might

Guide Empower
consider using a coaching approach here: for
more on this, sign up for "Coaching as a
Manager" (book on the CPD booking system)
Direct Motivate You may also need to encourage them to think
about how to make the most of different
learning opportunities.

Then, support them so that they can put those
new skills into practise.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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High Will - Low Skill Someone in this area already has the motivation

that they need to improve.

Your task is to look for opportunities for them to
build key skills (or knowledge) and then give
them confidence to apply those new skills.

Allow time to explore opportunities for
their development together. You might
consider using a coaching approach here: for
more on this, sign up for "Coaching as a

Manager" (book on the CPD Training system)

_ You may also need to encourage them to think
Motivate about how to make the most of different
learning opportunities.

Then, continue to support them so that they can
apply their learning from those experiences.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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People not yet Work with the team member to diagnose the issues:
meeting expectations * Do they have the resources they need to do the job well?
in their current role * Are they clear on expectations? Their job profile, SMART objectives Our Values in action, and Leading

Together can help here.
* Isill health ordisability causing issues? Have you discussed reasonable adjustments?
* Can the job be redesigned to suit them e.g. reassigning or delegating certain tasks?
* Have alook at the ‘Development’ page in the Managing Performance section

Your observation on their strengths and development areas
* What do you go to them for (Strengths) - what are your examples ?
* What doyou find yourself supporting (Development) - do they show consistent issues?
Try to ensure you get others' perspectives on yourteam member and that your judgements are objective

Staff tools: Encourage the team member to self-reflect using the Leading Together self-assessment

Identify possible development options:

* Guided learning e.g. workshops (if they are a manager Pathways to Leadership Programmes), LinkedIn
learning , or an Apprenticeship (or other technical training). Ask them to look at the CPD Training system.

* Self-directed: e.g. a mentor or coach could help them consider how to address any gaps orany roles that
might suit their strengths; job shadowing someone in a similar role who isstrong in areas they find
challenging; joining a community of practice.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Introduction Levels of Performance Giving feedback Performance Conversations Tips and tools

High Will - High Skill

(page 6 of 19)

Additional Resources

Someone with high skill and high motivation
needs you to be less of a coach, and more of
a mentor or "sounding board" for ideas.

Let them know that you're available if they

need to brainstorm and encourage them to
adopt a self-coaching approach to personal
development.

Empower

Make sure that you're clear on your
responsibilities as a mentor, and check that
there are no conflicts of interest.

Be clear about the work that needs to be
done while also supporting this person to
look at opportunities to stretch.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @

University of London



https://connected.qmul.ac.uk/staff-support/

Introduction Responsibilities Management Skills Policies - (page 7 of 19)
& How to use & tools and Processes REtlTiEnEl ReEeu Tass

Introduction Levels of Performance Giving feedback Performance Conversations Tips and tools

People performing Consider your observations on their strengths Know when to ‘fast forward’

. . (what do you go to them for) and development
conS|stentIy well in areas (what do you find yourself supporting). Try to get other's perspectives on your team

their current member and ensure your judgements are objective - what examples do you have?
role and aspiring t0  staff tools

a more senior role Suggest they self-reflect on their skills and experience:

* The career progression tool will help them identify what they need for the next grade and Leading
Together self-assessment will help them consider their behaviours, where they are strong and where they
might want to develop (along with giving suggestions for development.

Em power * Sign up forthe Queen Mary job alerts to identify the technical/professional skills they may need for jobs
they are interested in. Consider job shadowing.

* Toconsiderdifferent routes they may take to further their career read the Career Case studies.

Meet and Discuss

Ensure you acknowledge their success and strengths. Discuss their thoughts and plan for their future - in
their currentrole and the future.

+ Listen and ask questions to help them explore their self-reflection, provide some insight e.g. a skill they
don’t think they have but you have seen them or identifying a skill area which you will be important for
their next step

+ ldentify possible areas for growth (look at ‘Development’in the Managing performance section)

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Introduction Levels of Performance Giving feedback Performance Conversations Tips and tools

(page 8 of 19)

Additional Resources

Low Will - High Skill

Someone who falls into this quadrant has
the skills needed to perform effectively but
lacks the motivation to use them.

Explore what motivates this person. Then,
make a link between this and their
motivation in this role.

Your team member may reveal that
elements of the role or working environment
are negatively affecting motivation. If this is
the case, explore how you, or they, can
reduce or remove these demotivating
factors.

Motivate

.
! Queen Mary Organisational and Professional Development /ﬂ\ Q @
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People performing
consistently well
who may not aspire
to a more senior
role

Motivate

‘:Q:f Queen Mary

University of London

Responsibilities

Introduction Levels of Performance Giving feedback Performance Conversations Tips and tools

Management Skills Policies
and Processes

(page 9 of 19)

Additional Resources

Some of this group may have other priorities, butit’s Keep up the momentum
important that they still keep up with progress in their area;

they are valued team members and need to be acknowledged as much as your high performers.
Manager tools
* Oneto one toolkit

» Pathways to Leadership Programmes including Enabling performance workshop and Coachingas a
manager (book on the CPD Training platform)

Staff tools

» Reflect on whetherthey perform well on both delivering outcomes and demonstrating Our Values
and Leading Together.

* Acknowledge their successes and recognise their strengths.

* Discuss what motivates/interests them about their role and where they can get some stretch to
ensure they are challenged. Consider also where they need to update their skills/knowledge and
continuously improve.

» Job shadowing ora project placement may help to widen their interests

You could also consider how they might share their skills by:

* Coaching ormentoring others
* joining acommunity of practice - this will also develop their networks

Organisational and Professional Development /ﬂ\ Q @
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Introduction Levels of Performance Giving feedback Performance Conversations Tips and tools

People performing Some members of this group may need toregain  Keep up the momentum

Additional Resources

consistently well their enthusiasm.

who may not aspire  Manager tools

to a more senior *  CareerDevelopment toolkit

role Other ways you might motivate your team member include:

o Getting to know your team and their individual drivers and motivators
o Saying thank you and acknowledging successes in a way that works for both of you.

i e  Acknowledging and recognising people’s contributions both individually and in team meetings:
Motivate ‘catching people doing thingsright’ is a positive approach and is most impactful when it’s done in
away that the individual will recognise and value.

o Maintain a regular pattern of 1-to-1 meetings with each member of staff: these are the time to
discuss their career aspirations and development so you can help to create opportunities for them
to develop

o Working towards creating a psychologically safe work environment, so yourteam members feel
able to raise their concerns with you

° Queen Mary reward and recognition schemes

ok
Q) Queen Mary Organisational and Professional Development /ﬂ\ Q @
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& How to use & tools and Processes Additional Resources
. . Pause and consider
Low Will - Low Skill

Working with someone who isin the
“Direct” area takes a lot of time and effort.

As their manager be sure that you agree
clear deadlines with them and monitor
progress closely.

Encourage them to discuss deadlines and
instructions with you, and to ask for help if

they are struggling.

Consider using some of the tools and
Direct Motivate approaches later in this section to focus

on skills development, and on increasing

motivation.

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Dips in performance

(page 12 of 19)

Additional Resources

b Dips in performance can be caused by a variety of reasons both in and outside of work and should be dealt with sensitively. T hey
may only be short-term, but not addressing these issues can impact the productivity and wellbeing of the individual and the team.

While most staff will meet or exceed the expectations and objectives set for them, occasionally performance problems arise and an
honest conversation may be needed to highlight the areas of concern and to get back on track.

L)

Indications that performance has dipped include: ( . )

Some suggestions on how to approach:
*  Struggling to achieve personal objectives
HBEing evep Jectly * Be available for your team member; check in with them about

*  Not meeting the required performance standards for theirrole how they’re doing

*  Making repeated mistakes * Be clear about the purpose of any meeting if you need to discuss
«  Lacking energy and enthusiasm; persistent lateness performance; allow time for the staff member to prepare.
*  Failing to demonstrate the necessary initiative for theirrole * Be open about the changes you've noticed

Causing conflict with others through poor interpersonal skills * Bewilling to listen and prepared to dedicate time

< Poor feedback from others * Be clear about what you can/can’tdo

. . ) . * Be prepared forthe conversation:
*  Taking repeated short periods of time off sick .
* practise what you need to say

* Reactingin adisproportionate manner to certain situations « think through whatyou need to achieve

«  Beingrude to colleagues L * allow space forinnovation

Q) Queen Mary Organisational and Professional Development /ﬂ\ Q @
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& How to use & tools and Processes Additional Resources
Identifying causes of under-performance Pause and consider @

It isimportant to determine the reason(s) for under-performance, so that you can discuss practical solutions with the
employee. Remember: disagreeing on how to do something isn’t necessarily a performance issue and can present
innovative suggestions for improvement.

é )
Some suggestions on how to manage this situation:

 Follow the tips for ‘dips in performance’

» Explore the reasons behind the underperformance - sympathetically, but clearly; often these are around
differences in working style that can be discussed and resolved.

* Discuss your concerns with your team member: ‘Performance Conversations’ tips might help

* Review regularly to monitor progress, and record the observations

* Ensure that you confirm each step with your team member after each review, and share the record with them @

. Video: Addressing poor performers
Resources: Video: Guidelines for navigating performance issues

Q) Queen Mary Organisational and Professional Development /ﬂ\ e @
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Consistent under-performance needs to be addressed promptly; not doing so could
lead to tensions and divisions within the team and will put others under unnecessary stress. Stop and take advice

If there is little or noimprovement within the agreed timescales, contact your Employee Relations team
for advice on your next steps as you may need to be moving toward formal action.

Responsibilities Management Skills Policies

(page 14 of 19)
& tools and Processes

Additional Resources

Reasons for under-performance can Some questions for you
include: It’syour role to establish whether thisis a ‘skill’ or ‘will” issue:
* Alackof training * Hasthis person performed to the required standard before?
* Equipmentissues * Doesthe employee have the skills and the interest/motivation to
e Lack of feedback perform the duties successfully?
* Lackofunderstanding of job requirements » Do theyhave support needed to achieve the results, including
«  Workload issues systemsand processes?
«  Conflicting deadlines * Doesthe employee have confidence in their ability?
*  Poor working relationships * Isthisaclash of styles of disagreement on how something should be
«  Policies and procedures being a barrier to done or a performance issue?
performance * Have the (SMART) objectives and expectations been clearly
e Ill-health communicated?
*  Personalissues outside work \_ * How serious is the problem and how long has it been going on? E

Q) Queen Mary Organisational and Professional Development /ﬂ\ Q @
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Introduction
& How to use

Feedback can be positive - encouraging staff to continue with good work, or
developmental - when managers need to address problem areas. . How often do you provide positive feedback?

Managers often avoid discussing poor performance because they fear the
member of staff will react badly or emotionally.

When giving performance feedback: . Have you checked to see what Leadership and
management training is available including

. Communicate in a non-judgemental, objective way (i.e. don’t be emotional) Coaching for managers,

. Be very specific - give clear examples of what concernsyou 360 feedback and tools can help develop self-

Responsibilities Management Skills Policies (page 15 of 19)

& tools and Processes

Additional Resources

Feedback is a key skill of a good manager. "~ )

Quick self-reflection exercise

. How confident do you feel in giving
developmental or constructive feedback?

Outline exactly what is the problem then identify the impact of the work/others awareness. Go to the OPD webpages to learn more.

and be very clear about what you want to happen in future. \_ @)

Many feel defensive about criticism. When this happens, acknowledge it and aim to defuse it. You can do this by:

Listening actively and questioning - by using reflective questions e.g. “How would you deal with that situation again?”
Role reversal - if the situation involved other people you can ask what would be their perspective if they were the other person.
Self disclosure - explain how the situation has made you feel.

Be assertive - you can acknowledge another person’s perspective or feeling but make a clear statement about your perspective about
the situation.

Seek ideas - help engage the individual in seeking a mutual solution.

Q) Queen Mary Organisational and Professional Development /ﬂ\ Q @
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&tools

. Giving Feedback . )

It can be useful to follow a structure to prepare and give feedback (both positive and constructive) but remember it
needs to be a two-way conversation. The following “CEDAR” approach may be helpful:

Consider the context of the feedback, e.g. where the behaviour that you thinks needs changing takes place, but more
importantly why it’s relevant to the team and to the individual. Frame your feedback with positive aspirations that will
matter to them, for example: “We want to ensure we provide good experience for our students,” “l want to make sure
we get the best out of working together,” etc.

Clarify/ Context

Ensure you have specific examples, and stay objective: describe behaviour, rather than ‘mind reading’ about why it
might have happened. Ask questions to understand. Instead of “you weren’t engaged in the meeting,” for example,

Examples use specifics: “In the last team meeting, | noticed you had your camera off for the last 30 minutes and only spoke two
orthree times - was there anything wrong?” Use data and evidence. Don’t exaggerate - don’t use ‘rarely’, ‘always’,
‘never’ - they are likely to be inaccurate and cause people to react emotionally.

Diagnosis/ Ask what's happening as neutrally as possible. There will be reasons for the behaviour that you don’t understand.
Discuss Encourage self-reflection: What might have been the impact of your behaviour? How might you do it differently?
Action/ Agree next steps. It’s bestif these come from them, but offer suggestionsif they struggle to come up with any. Develop
Agree specificactions. What is to be done, and by when? What support will be in place?

Setup atime to review. Ask your team member when you should check back in together. Give positive feedback where

Review you see the change happening.

Copyright AnnaWildman 2003.

ok
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Introduction Levels of Performance Giving feedback Tips and tools

Before having a challenging conversation, it can be useful to consider how you might deal with negative or emotional

Responsibilities Management Skills Policies

(page 17 of 19)
& tools and Processes

Additional Resources

Don’t take it
personally

Hold back on your
impulsive response

Diffuse your tension by
breathing out

Give the other person a
chanceto let off
steam.

* Showyou are listening

e Work hard to see the
situation from their
perspective then...

* Empathise by reflecting
what they said and
how they might feel

* Usetheirname-it'sa
great diffuser and
personalises the

’Q Queen Mary

University of London

* Ask questions to fully
explore their problem

* Check back your
understanding of the
situation

* Flag questions and
personalise them

o So,lcan help you, |
need to check a few
details with you...’

Organisational and Professional Development

reactions to it. The following is the PACR technique, which might help you to manage the discussion.

Respond

* Keep an assertive and
sympathetic tone but
match their pace.
(Initially, at least)

 Offer suggestions
confidently

* Ifyoucan’tdo
something, say why not
and immediately link it
with a ‘can’, e.g.:

 “Wearenotableto

Interaction. o ‘I'dlike to make sure do. . because
I’ve understood the However. what | can
problem correctly. We suggest i;....”
need to resolve...
* Ifthe person still insists
* Take notes to help you on what you can’t do,
concentrate. re-iterate, and
empathise.
- - J — )
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Top tips for a performance conversation

Additional Resources (page 18 of 19)

 Always address your concerns quickly. It is better to raise them early. Building empathy through
* Speak from your own experience: ‘I noticed... it had this impact on me’. active listening
Fundamentals of effective conversation EARS may help:

* Words, tone and body language are all important elementsina o Encourage

successful conversation . )
_ . o Ask questions (to clarify)
* Building rapport: remember the basics - smile, make eye contact, use

their name o Reflect back

* Asking open questions to encourage deeper conversation o Summarise

* Begenuine, sincere and authentic

: Speak from Be Avoid Describe, Focuson " Avoid No need to
Avoid delay s o Be clear - . Be positive . .
the sensitive overload don’tjudge behaviour comparing apologise

Q) Queen Mary Organisational and Professional Development /ﬂ\ Q @
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(from www.halopsychology.com)

Preparation is key. It can be helpful to jot down key points in

priority orderin advance; you’ll be less likely to be thrown off-course.

These should include examples and any data you have.

Practice makes perfect. Have a dry-run with a trusted colleague, or
your coach. This can help reduce your fear, give you feedback on
your style, and hone your message.

Silence is golden. When you’ve said your initial piece, then stop.
Allow the other person to reflect and take itin.

Environment is important. The type of space you use can have an
impact on how the conversation goes. A private meeting room, a
local coffee shop, a ‘walk and talk’, a seatin a local park...

Specifics are important. Have one or two detailed examples to add
weight to the point you’re making; these should be recent and first-
hand accounts.

Put yourself in their shoes. How would you feel to hear the
feedback you have to give? What would make it easier to accept?

Responsibilities Management Skills Policies
& tools and Processes

Introduction Levels of Performance Giving feedback HPSEm el

Six tips to help you have difficult conversations

‘:Q:f Queen Mary

University of London

Additional Resources (page 19 of 19)

Things to avoid...

Thisis where you ‘sandwich’ some

constructive feedbackin between

two pieces of positive feedback. This
% istobe avoided as the recipient may
either miss the constructive or
positive feedback and may feel
manipulated in either case.

The praise
sandwich

To get the best outcome, try to
aim for adult-to-adult language. If
2 we treat people like children, they
m are more likely to act like them.
We also want to encourage people
Tknowbest’”  to jdentify actions that will work
for them, rather than telling them
how to do something. For more
information, see this MindTools
article.

Organisational and Professional Development /ﬂ\ e @
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Introduction Responsibilities
& How to use & tools

Policies
and Processes

This section deals with Queen Mary’s policies and guidance around managing staff, focussing
on those areas that can be uncomfortable to handle.

Management Skills (page 1of 11)

Additional Resources

We should remember that Queen Mary’s policies are binding on University managers.
They set out the way that the Council, the University's governing body, expects its managers to manage people.

The Policies are designed to:

* beeasytouseandunderstand
* belawful, fair and effective.

This toolkit offers a summary and some “how to” steps to follow, to help managers
navigate each of the following:

* Capability policy
* Probation - including adverse probation decisions
* Attendance - including sickness absence

Full details of all of the Policies can be found on the HR policies section of our website.

-
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Introduction Responsibilities
and Processes

& How to use & tools

Introduction Informal first Capability Attendance

If you have concerns about how ateam members is performing in their role, the first step is
always to talk to them.

Additional Resources

Management Skills

Often performance dips, changes in behaviour, poor timekeeping, unexplained absence or increased short-term
sickness levels can be an indication that this colleague is struggling with something. We should recognise that anyone’s
capability and coping capacity can fluctuate for a number of reasons e.g. due to personal circumstances. Your team
members’ wellbeing is your concern but might be difficult for them to discuss.

Checking in with them promptly whenyou notice one of these things could offer them the support they need. They
might be experiencing a temporary change in circumstances which, with sensitive and timely support from you, could be
made much easier. If necessary, you could discuss short-term options that will help them while they get back on track.

The One-to-One toolkit provides a helpful structure for this: see the section on “Support and Engagement”.

[ Y

Quick self-reflection exercise:

*  How do you pick up on ateam memberwho s struggling?

24

* How do you currently handle those situations?

-
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Introduction Responsibilities :

Can’tor Won’t?

* When somebody "can't" do something, it's because they lack the skill to
do it - this is Capability, otherwise known as poor performance.

* When somebody "won't" do something, it's because they
lack the will to do it. If it’s persistent despite reminders on expectations,
priorities and deadlines for the work, this is misconduct (disciplinary)
for which you should seek advice from Employee Relations (ER).

In either case, start with informal discussion: look at the ‘Levels of
Performance’ section for some guidance, and keep to the checklist.

Capability covers the employee’s ability to do the job and does not imply
on any “fault” on the part of the employee; this route is used when there
are consistent issues with an employee’s ability to do the job.

Remember that this process should be carried out in a fair and respectful
manner, with the goal of helping the employee improve their performance
whenever possible. Open and honest communication throughout the
process is essential.

Where potential incapability is caused by ill-health, then the Attendance
Policy and Procedure should be used.

i

Manager’s checklist
Before putting the capability process in action, check you have...

U Identified Root Causes - Are there any external factors or personal
circumstances that may be contributing to the situation?

U Given the employee constructive feedback on their performance
and offered opportunities for improvement. Provide coaching and

support where necessary. Check the NEREEnEdSAll section for
‘how to’ tips

U Ensure you have a factual record - of all discussions, meetings
related to the employee's performance issues. This documentation
will be crucialif the situation escalates.

U Considered Reasonable Adjustments? Where staff have a
disability or health condition, please contact Employee Relations
(ER) see the Contact Us pages to discuss Occupational Health
Advice or Access to Work.

U Considered Alternative Solutions - Be open to exploring
alternative solutions, e.g. a change in role or responsibilities if it
becomes clear that the employee may not be able to meet the
required standards in their current role.

U Spoken to your own manager and agreed a way forward.

U Read the policy - so that you understand the outcomes of the
process which may, in extreme cases result in dismissal.

‘-Q:f Queen Mary

University of London
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Introduction Responsibilities . Policies oo (page 4 of 11)
& How to use Management Skills Additional Resources pag
Purpose and aim: .
The informal stage

The purpose of the Capability Policy is to

address concerns around ‘ability to do the

job’ * Clarify with the employee this is the informal stage of the process

- » Conversations of concerns should already have taken place
The aim is to support, encourage and before so there should be no surprises
promote improved performance in a .

|dentify a SMART plan and agree dates for review

transparent and fair manner * Setthe agreed review period (usually not more than 4-6 weeks).

Remember that the capability policy
process should be carried out in a fair and
respectful manner, with the goal of helping
the employee improve their performance The possible outcomes:
whenever possible. Open and honest

communication throughout the process is @ @ @

Remember! This is a two-way conversation

essential.

; Improvement = Some improvement = . .
Check the m%ctlon for No formal action, Extend the review o g ol =
‘how to’ approach this continue to support period

Formal Process

Q) Queen Mary Organisational and Professional Development /ﬂ\ Q @
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Introduction Informal first Capability Attendance

STAGE 1
Formal meetingand =
review

Formal
Process

Seek ER Advice. This stage is led by the line manager with an agreed
review period.

STAGE 2
Formal meetingand =——>
review

STAGE 3
Formal meeting
resulting in outcome
1 orR outcome 2

\QJ Queen Mary

University of Loncon

} } }

If performance No improvement,

improves, close case
no further action move to Stage 2

If some improvement,
extend review period

The case is now heard by independent manager (usually the line
manager’s manager). Agreed review period continues

Organisational and Professional Development

} ! !

If performance
improves, close case
no further action

No improvement,
move to Stage 3

If some improvement,
extend review period

Outcome2
Action short of
dismissal, OR dismissal

Outcome1l

Further review —>  Appeal

Ah0D


https://connected.qmul.ac.uk/staff-support/

Introduction Responsibilities . Policies s (page 6 of 11)
———

Introduction Informal first Capability Attendance

Manager’s checklist

Probation is the period in which a new team

member is supported to establish themselves
in their new role.

Before putting the Probation Code of Practice in action, check that you have...

U Set SMART Objectives - This is a powerful tool for goal setting and performance
During this time, they will have agreed goals to management to help focus on what matters most and facilitate effective planning
work to, and appropriate support will be and evaluation of progress
provided. U Looked at Training and Resources - to ensure that the employee has had access
By the end of the period, a decision will have to necessary training, resources and support to meet performance expectations.
been made about whether they can continue U Provided Regular Feedback - Schedule regular check-in meetingsto provide
in the role. feedback and assess progress during the probationary period. We would

. recommend at least fortnightly for most roles. The one to one guide will help.
Purpose and aim: . .

U Ensureyou have a factual documented record - of all discussions, of all
The purpose of this policy is to set out your discussions and meetings, related to the employee's performance.
responsibilities and the appropriate way to This documentation will be crucial if the situation escalates
support your member of staff during their O Given feedback to Employee Relations-HR Team - Informed the ER team of any
probationary period, up to the point of issues that have arisen during the probationary period to ensure you receive
comfirmingthem in post or, where necessary, guidance as needed, especially if you plan to extend the probation period or write
ending the employment. an adverse probation report
The aim is to ensure that we support the new U Spoken to your own manager and agreed a way forward.
staff member, identify and address any U Read the Policy - which sets out your responsibilities and the appropriate way to

training needs they might have.

support your member of staff during their probationary period, up to the point of
confirming them in post or, where necessary, ending the employment.

‘:Q:f Queen Mary

University of London
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Introduction
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Introduction Informal first Capability Attendance

Responsibilities
& tools

Management Skills Additional Resources

The key stages of the Probation process

+ Set & agree objectives, discuss
Setup standards required including training
and support

First The purpose of both First and Second Review

Review meetings is to:
Meeting « Review objectives set,

+ Assess progress

« Review concerns around attendance and
conduct.

Second + Re-setobjective not met and agree new

Review objective as applicable
Meeting

Adverse Probation

hearing

Final . . . .
Review + Final assessmentto review Final Review Confirm in post

: suitability to confirm in post isi
Meetlng y P Decision

-
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Introduction Informal first Capability

Managing staff sickness absence

Make sure you read the Attendance Policy. Allstaff should be aware of our attendance policy and its expectations, around reporting their
sickness and around what would trigger the formal stages of the policy. Keep in mind the certification requirements at each stage of the absence.

Line managers are responsible for managing
sickness absence issues and should approach

On the first day of absence: While they are off :

* Your member of staff should contact you to * Keepintouch asyou agreed on Day 1 -it

this in a consistent and fair manner.

This includes:

Treating employees in a way that is
sensitive and fair which balances the

needs of the individual and QMUL

Dealing with problems caused by

sickness absence as early as possible
Supporting staff to improve their

wellbeing by promoting a healthy

working environment

Offering support to employees who are

sick to enable them to return to work as
soon as their condition allows

Dealing effectively with sickness absence
and minimise the impact on service delivery
Being consistent in the reporting,
monitoring and management of attendance

let you know they won’t be working that
day.

It’s ok to show concern and ask what they
would like you to tell the rest of the team.
There is no legal requirement for them to
tell you what their condition is, or to
provide medical evidence at this point, but
making QM aware of the reason for absence
could help the individualif they should be
offered additional support, or if the absence
should be recorded separately (eg if it’s
Maternity-related).

Agree with the individual how you will
keep in touch (phone, email, Teams ..) and
how frequently.

N.B. Keep a note of the date: you will need
to record this in MyHR.

shows concern, and helps you plan
ahead. Are there any temporary changes
that would help them return safely?
BUT:
* Ensure that they are not approached
about work while they are off sick.

When they return to work:

* Welcome them back

* Have a ‘return to work’ discussion to
check:

o How they are - fit to work? Perhaps a
risk assessment is needed, or an
Occupational Health referral.

o Are there are any underlying factors?

* Update them on any work-related
developments relevant to their role.
» Update MyHR with the return date

Quick self-reflection exercise:

* Do youknow how to have a WARM Return to Work di ion?

Queen Mary

University of London
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Most unexpected absences are due to sickness. W\&IVMQGYJS checlist.
Before putting the Attendance policy into action, check thatyou have...

If there isa concern about an individual’s
sickness absence it should be tackled informally

first where possible. U Considered Reasonable Adjustments - If applicable, explore whether any

reasonable adjustments can be made to accommodate the employee's needs or help

If it has not been resolved informally then them improve their attendance. Please contact Employee Relations (ER) in the HR

formal action may be taken. department to discuss Occupational Health Advice or Access to Work

U Communicated from the start - Conversation with the employee to discuss an
attendance problem may help you understand the underlying causes. Are there any
external factors or personal issues that may be contributing to the situation?

Purpose and aim:
The purpose of the attendance policy is to
maximise attendance and minimise any work-

related causes of sickness absence. O Considered alternative solutions - Be open to exploring alternative solutions, such
The aim is to support health, wellbeing and as achange in role or responsibilities if it becomes clear that the employee may not be
attendance. able to meet the required standards in their current role

Remember that the attendance policy should U Documented afactualrecord of your team members attendance (on MyHR),
be applied with empathy, fairness and and of all conversations and meetings relating to their attendance.

compassion, taking into account individual

circumstances. U Spoken to your own manager and agreed a way forward.

When in doubt, please contact the Employee
Relations - HR Team. U Read and shared the Attendance Policy - Ensure that the employee is

aware of our attendance policy and its expectations, particularly around what would

Check the M%Ction for ‘how trigger the formal stages of the policy.
to’ pick up on this.
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The informal stage

The indicators that you need to
address an attendance issue with a
team member are:

. Inform employee in writing (email or letter) stating informal
meeting/stage under the policy (no right to representation)

. E ish for Sick A i
1. Repeated short-term absences, that stablish reasons for Sickness Absence and discuss

meet one or more of these ‘trigger wellbeing.
points’: . Explore any support measures that will enable the individual
* 3separate occasions during any 4 to return towork
months «  Setreview period (12 weeks)

* 15daysoverany 12 months
* Arecurring pattern / trend

The possible outcomes:

2. Along-term period of absence: a
continuous period of 20 working days (4 @ @
calendar weeks) Return to work by end of review
period
In any of these cases, you are advised =
to start with informal action. No formal action, continue to
support and monitor wellbeing

No return to work

Formal Stage 1
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Seek ER Advice.
Formal STAGE 1 Line Manager will prepare and present management report (reasons for absence and —+  Appeal

. —_—
Formal meeting and support offered)
This stage is led by an independent manager; agree review period and support plan

review 1

Management Skills

Review period dependenton —— |f return to work no further action
prognosis - NOT more than 12
weeks (setdate of meeting) | 3hsence continues move to Stage 2

This stage is led by an independent manager agree review period and support plan.
Formal STI:\GE 2 —p Line Managerwill present management report (reasons for absence and support —> Appeal
Formal meeting and offered
review

.

Review period dependenton
prognosis - NOT more than 12
weeks (set date of meeting)

=> |f return to work no further action

—> If absence continues move to Stage 3

Formal STAGE 3
g l tin QOutcome 2
orma meg ing Qutcome 1 Action short of
resultinginitem 1 Extend review termination OR » Appeal
OR item 2 period termination
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Our Values in action

Our Strategy 2030 describes Queen Mary’s commitment to create a truly
inclusive environment, building on our cherished cultural diversity, where
students and staff flourish, reach their full potential and are proud to be
part of the University.

It describes our core values: Inclusive; Proud; Ambitious; Collegial;
Ethical.

Working to these Values is essential if we are going to achieve our
ambitions, and so we need a common understanding of what that
means for all of us.

Our Values in action is a framework that translates our Values into a
description of the expectations that we should have of ourselves and of
each other; of how we act and interact with each other every day.

The framework itself is brief, and gives a description of the behaviours
that we should see across Queen Mary, regardless of grade or role:

Qur Values in action [PDF 2,954KB]

.
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Learn more about Leading Together and how to use it

This framework sets out the behaviours we can all embody, across all
areas and levels of the University, as Queen Mary leaders.

Developing leadership behavioursis relevant to all of us, not simply
managers or those in senior roles.

The framework is a developmental tool which describes the behaviours
- at every level of leadership - that demonstrate our Queen Mary Values.

Leading Together is based on the core principles of citizenship,
inclusivity, and role modelling Our Values in action, and recognises that
leadership across the University is central to achieving our Strategy
2030.

The document (linked above) explains the five elements of Leading
Together, the behaviours associated with each element, and how those
behaviours change with increasing seniority. It also contains advice
about how to use the toolkit to give feedback, ask powerful coaching
questions, and plan for personal and professional development.
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Grade profiles for Professional Services Staff are described in the Career Development toolkit

* These profiles provide some guidance around what to expect at each grade to help provide consistent expectations
across Professional Services. Links are also provided to the full generic profile of each grade, which go into more
detail on the typical responsibilities and accountabilities of colleagues at that grade.

* These descriptions are necessarily broad to cover a large variety of roles; they provide an indicator of the
behaviours you should typically expect to see at each grade -there will be exceptions depending on the specific
functionandrole.

* Theindividual's Job Profile provides clarity on individual responsibility, accountability, and necessary
skills/qualifications. If it doesn't, or is out of date, these profiles (along with Our Values in action and Leading
Together) could help update the profile.

» Alongside the Job Profile, this information can help to inform discussions around probation, appraisal, and career
development.

* Theyshould not be used to inform discussions of regrading. In addition to organisational needs, grading and
regrading are based on several factors alongside the skills, knowledge and experience needed for the role. It is the
demands of the job that are graded, rather than the ability of the person doing the job at any given time
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Advice, training and other resources to develop your skills and confidence in managing performance:

Courses

Look on the CPD Training system for:

*  Enabling Excellent Performance through Constructive Conversations - a one day course organised by OPD which is run regularly
through the year

*  The Queen Mary Manager - an overview of Queen Mary’s expectations of managers and signpost to information and sources of support

* Leadingand supporting Career Development

*  Coachingas a Manager

*  You can also receive coaching support from Queen Mary’s coaching network. Complete the form_here.

Toolkits

You will find the toolkits on the OPD pages, including:

*  Flourishing at Queen Mary - for all colleagues include clarity of expectations for current role and to consider their development.
*  Careerdevelopment toolkit and framework

*  Oneto One meetings

LinkedIn learning (video) content that might be helpful:
*  Performance Management: Setting goals and managing performance

. Leading and motivating people

Otherresources
*  Appraisal e-learning
*  Appraisal guidance

ok
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For more support see the HR Contact page:

HR Strategic Partner: See here for your faculty contact to discuss strategic input into managing performance,
overall advice at department/school level rather than individual/team level

ER Support: Individual advice on performance management

OPD Adviser: Organisational development for support around change projects, wider culture change and career
development

EDI support: See here for more information about the Equalities, Diversity and Inclusion Team, and the help they
can offer you.
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