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Introduction

In line with other UK Universities, the University of Ulster introduced a new appraisal process in 2007.  The major changes in the new developmental appraisal review scheme was that it was applicable to all staff in the institution and could be used in either a team or individual context.  In Staff Development we knew that managers would recognise the benefit of the team approach as a less resource intensive approach than the traditional one to one appraisal process.  Our goal was to encourage managers to see the longer term potential that a team appraisal process could offer to team effectiveness and performance, particularly where the line manager could develop the capability to coach both individual team members, and the team as a collective, towards the achievement of team goals.
We had already, in a previous project, established the benefits of training line managers in coaching skills.  These managers, recognising the benefits of one to one coaching,  went on to experiment further looking to apply coaching skills in a team context, e.g. staff or project meetings.  The introduction of the new appraisal scheme seemed the perfect opportunity to develop this coaching approach further, with us encouraging appraisers to develop team coaching skills to support the implementation of team appraisal, rather than the more directive ‘control and command’ approach that they were perhaps more likely to use.
AIMS & OBJECTIVES

The aim of this project was to investigate if managers could use team coaching to bridge the gap between agreeing objectives via a team appraisal process, and the achievement of those objectives.  We also had a broader aim, which was to continue to grow coaching in the Institution by encouraging and supporting managers to adopt a coaching style of management, particularly in a team context, as part of our strategy to embed coaching.
  Therefore, our objectives were:
1. as staff developers, to build our knowledge, skills and capability to support the implementation of these processes

2. to inform this information deficit in the area of team appraisal through the design and dissemination of templates and guidance
3. to inform this information deficit in the area of team coaching through the design and dissemination of templates and guidance
4. to investigate how we can connect the two process so that team coaching supports the achievement of team appraisal objectives

5. to disseminate our findings internally and to the wider HE community

PROPOSED METHODOLOGY 
	Processes
	Aligned to:



	Gathering information

· Conduct a literature search

· Identify existing users of one/both processes within the HE sector and other sectors

· Establish links with identified expertise in this area
	Objectives1, 2 & 3

	· Access learning & development opportunities to build staff developer skills and capability
	Objective 3

	· Design and produce templates and guidance for line managers
	Objectives1 & 2 

	· Apply and review templates and guidance internally, amend as appropriate 
	Objectives1 & 2 

	· Investigate how we can connect the two process so that team coaching supports the achievement of team appraisal objectives
	Objective 4

	· Design and produce templates and guidance for HE staff developers supporting Institutions implementing one or both approaches


	Objectives 1 & 2

	Dissemination

· Publish project details and progress via relevant e-mail distribution lists and University of Ulster Staff Development web site

· Design and deliver a workshop to HE staff developers on facilitating and supporting the introduction of team appraisal and team coaching into their institutions

· Disseminate findings via appropriate conferences and networks 


	Objective 5


A FORMAL EVALUATION OF THE PROJECT AGAINST THE PROJECT AIMS AND OBJECTIVES

1. as staff developers, to build our knowledge, skills and capability to support the implementation of these processes

At the beginning of this project we identified what we thought was a lack of existing practices and resources in the project area.  We learnt, as we developed the project, that our initial thoughts were correct and such materials and resources are not available.  An in depth literature review, carried out by a subject librarian at our Insitution, confirmed the lack of evidence based literature concerning team appraisal, managers as coaches and, particularly, in the area of team coaching.

It has therefore proven very difficult to identify appropriate development activities for the Staff Developers involved in this project as we have found there to be a lack of both published resources and information, and development opportunities, in the area of team appraisal, team coaching and, even more so, for managers engaged in team coaching.  

As Staff Developers, each with over fifteen years experience in developmental roles, we’ve extensive experience of working with appraisal systems; however neither of us had been involved with a team appraisal approach before.  Unable to find resources and materials, or identify best practice, we’ve had to draw on all that experience to work with stakeholders and develop our own knowledge and skills using an active learning approach.  This has been a more time intensive process, involving as it did, consultation with line managers and staff and a piloting and evaluation phase.  However, it has certainly enhanced our knowledge and skills in the area of appraisal, and by working so closely with key stakeholders we have not only further developed those key relationships, we have also ensured that those key stakeholders are fully bought into and committed to our new team appraisal process.

We’ve also had to take a more innovative approach to our own coaching development.  Our biggest challenge was establishing a definition of what we meant by team coaching in our project.  What was particularly helpful here, and matched our own experiences, was interpretation by Clutterbuck (2007). 

“People are muddled between teambuilding, team coaching and team facilitation”, 

· “Teambuilding is about bringing people together,”  

· “Team facilitation is process consultancy and supporting the team to make the process easier.  

· Team coaching is about giving greater insight into teams with the aim of improving performance and building capability”.  

He further defines team coaching as:

 “Helping the team improve performance, and the processes by which performance is achieved, through reflection and dialogue.”

However, in practice, these processes all seemed to be applied at executive coaching level, not by the line manager as team coach.  We attended the CIPD Coaching at Work Conference in September 09 and found this a very useful benchmark about where other organisations are with coaching and an excellent opportunity to network and learn from others.  Much of the conference was spent talking to other organisations (NHS, Metropolitan Police Services) about their coaching infrastructure and their use of team coaching, and we found, reinforcing the findings of our literature review and responses to our previous networking, that organisations were focusing on one to one coaching by managers. Team coaching, when it was used, was facilitated by an external consultant/coach and mainly available to senior teams.  
In the absence of developmental opportunities and resources geared towards turning a line manager into a team coach, we worked with Carpe Diem Coaching and negotiated a tailored bespoke programme for Staff Developers. This focused on further developing our own coaching skills, so that we are better able to support the managers adopting a coaching style of management. The programme also helped us to develop new skills and understanding in the areas of team coaching and coaching supervision, as well as providing us with a framework for our own coaching supervision, which was critical in our development of these new skills.

As well as the one day CIPD coaching conference we were only able to find one other relevant developmental resource, a David Clutterbuck master class in team coaching event in October 2009.   This was pivotal in the project’s development.  It allowed us to test out our thinking and ideas with a renowned expert in the field, validated the direction of our work with line managers and provided us with practical steps and techniques which we are now using ourselves when coaching teams.  
Given the lack of resources and the expense of the few developmental opportunities that exist in this area, we see the dissemination of our learning and our resources as a valuable support mechanism for other Staff Developers on a similar journey.

2. to inform this information deficit in the area of team appraisal through the design and dissemination of templates and guidance

We were unable to source useful team appraisal materials and resources, or to identify any other organisations or institutions that were using a team appraisal approach.  We therefore identified key stakeholders in our own institution who would benefit from this approach and worked closely with them to produce our own documentation: 

· a team appraisal form (appendix 1)
· a team preparation form (appendix 2)
· guidance notes. (appendix 3)
In the first instance we choose to work with and pilot this approach in our Physical Resources Division.  This was for a number of reasons: it is a large division (700 plus staff) so a team appraisal approach would be much less resource intensive than the traditional one to one approach; it has a high proportion of manual staff who had not been included in previous appraisal schemes, so this gave us the opportunity to adopt a more innovative approach; many of the manual staff are employed in similar roles which facilitates a team approach; and crucially, we considered that a team appraisal approach would benefit and improve team working.
Once the process has been agreed, we developed supporting training programmes.  A Head of Department training programme was designed with the aim of establishing the infrastructure needed to support the introduction of team appraisal.  Appraiser training programmes focused on the implementation of the team appraisal scheme, including the use of the templates and guidance we had designed.   Evaluation feedback was positive (from a group of managers who initially saw appraisal as a centrally imposed bureaucratic process that would take a up a huge amount of time with little benefit to appraiser or appraisee): in the words of one manager ‘I can now see how appraisal might actually be useful!’  
It had been intended to offer further training focusing on facilitating a team appraisal using solution focused coaching techniques, however circumstances intervened.  The Division is going through a major restructuring and the full implementation of appraisal therefore had to be postponed.  However, managers are committed to the implementation of team appraisal and see this as a way of communicating and embedding new structures and it has therefore been agreed that once the new structure is in place the new appraisal scheme will be fully implemented within 3 months.
This groundwork has been invaluable for future dissemination.  Using the guidance and templates we have developed, we’ve been able to explore the feasibility of using team appraisal in other areas of the Institution. Having considered this approach with us, the University ICT Customer Services and the Library Services both plan to use a team appraisal approach as part of their team appraisal implementation (completion target 2010).  This will allow us to complete the project cycle.

3. To inform this information deficit in the area of team coaching through the design and dissemination of templates and guidance

Despite extensive efforts, we found it extremely difficult to identify other organisations using team coaching.  The presentations and our networking at the CIPD Coaching at Work Conference are typical of what we found.  The focus in organisations would seem to be on buying in executive coaching and developing internal coaches, with a limited focus on the line manager coaching, but always on a one to one basis rather than with their team.  For example, the NHS has established a register of coaches who can provide team coaching, but again, it is for senior managers and their teams, and working with an external coach, as opposed to developing line manager capability to coach their own team.
Over the course of the project we’ve therefore had to develop our own definition and conceptualisation of line manager coaching in a team context, using our own experience as coaches and team facilitators, and the experiences of the managers as they’ve used coaching with more than one member of their staff.    This definition has certainly evolved since we first started the project and has become much broader and adaptive; it is now about developing a manager’s understanding of the benefits of, and opportunities, for coaching, beyond that of one to one opportunities, and being able to use a coaching style of management, rather than, as we had first thought, bolting on coaching models, tools and techniques in a team context and to their management style.
We also have to acknowledge that the development of a coaching style of management takes time and ongoing support and cannot be satisfactorily achieved through the one or two day courses approach.  Our evaluation of our FAST coaching programme, which developed manager’s coaching skills, provided us with real evidence of changes.  Both the managers participating in the programme and their staff completed a pre-course and post-course questionnaire, rating the manager’s coaching behaviours.  This clearly showed that managers were listening more, asking more open questions and holding back, rather than providing the answers.   We also interviewed a sample of the staff, as their line managers were finishing the programme, and their comments were extremely encouraging:

‘I enjoy being part of the resolution process; it makes me feel like I’m trusted’

‘She has more direct contact with staff now and there’s more emphasis on us, more you’re in charge and I’ll support you’

‘She used to be more hard line, now she talks things through and creates a positive environment’

However, the evaluation from the managers also made us realise that they saw their development as a longer term process and they needed further support to embed and continue to develop the changes in their behaviour.  
‘Too early to see a real difference in the relationship with staff’

‘I think that they can see that I’m more willing to listen to their viewpoint but it will take time’

I’ve found it difficult changing my behaviour and not being directive - need further support to keep this going’

And, whilst, they were using coaching in situations with more than one staff, for example in team meetings, they did not view themselves as team coaches.  This led us to review our definition of line management team coaching.  Our language has changed from talking about the line manager as ‘the team coach’, which suggests the line manager acquiring a new role.  Instead we now talk about the line manager developing a coaching style of management, inclusive of a one to one, or a team context.  This reflects actual events after our first programme, i.e. where line managers moved quite quickly to try to apply their learning for one to one scenarios to group scenarios.

It also led us to realise that we needed to offer managers further support.  We’ve learnt that, if we want managers to adopt a coaching style of management, this involves a deeper shift in behaviour and attitude, which often challenges and changes their own beliefs about what a line manager does.   Managers talked about this as part of the evaluation:
‘Very difficult to change – I felt that as manger I should have all the answers’

‘I had to change my management style – which was being direct & telling people what to do – and that is really difficult’

 We have therefore developed a coaching development and support strategy which takes participating managers with no coaching skills or experience potentially right through from an introductory coaching skills development session to a stage where  the manager is part of a self coaching team, all supported by Staff Development interventions.   This is illustrated below in figure 1.
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Figure 1. Coaching Development & Support Strategy

4. To investigate how we can connect the two processes so that team coaching supports the achievement of team appraisal objectives

Initially we thought that we would be able to find off the shelf materials in:

· Team appraisal templates

· Team appraisal guidance

· The line manager using a coaching style of management

· The line manager using a coaching style of management in a team context

We thought that we would be able to adopt and adapt these to use in our own context and explore how they fitted together.  However, this didn’t happen, as previously explained.
 Instead, we had to develop our own team appraisal process and procedures.  We also had to clearly define our own concept of team coaching and position it alongside the variety of other team coaching activity being carried out (having separated it from team facilitation, team development etc that often masquerade as team coaching).  Our current position is that we have line managers who are developing their team coaching skills and we have line managers who are developing their team appraisal skills.  The final step in the cycle, and the project, is bringing the two together and supporting a line manager in the use of their coaching skills following a team appraisal, and evaluating this.  This is imminent as the University ICT Customer Services and the Library Services both plan to use a team appraisal approach as part of their team appraisal implementation (completion target 2010).  This will allow us to complete the project cycle.

Both senior managers in these areas successfully completed our first line manager coaching programme in 07/08, and convinced of the benefits, ensured that further line managers in both areas participated in subsequent programmes.  Reflecting on this cycle of events lead to an other pivotal moment in the project.  Initially, we had been thinking of the projects in linear terms, from team appraisal to team coaching, however, this sequence of events made us realise there are multiple entry points for aligning team appraisal and team coaching.  We have line managers who began the journey with coaching and are poised to apply this learning to support the achievement of the team appraisal objectives.  Likewise, we have line managers who began the journey as a result of the Institutional driver for appraisal and now recognise that effective implementation of team appraisal requires the development of such skills as active listening, open questions, facilitative skills rather that directive skills, and are learning these skills through our coaching support and programmes, as demonstrated in figure 2 below. A metaphor we found that depicts this quite well developed our theme of bridging.  Think of figure 2 as a river, flowing cyclically through team appraisal and team coaching with multiple tributaries/entry points connecting the two and bringing our managers into this flow.
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THE OUTCOMES ACHIEVED THROUGH THE COURSE OF THE PROJECT

	Description of intended outputs and outcomes
	Actual outputs and outcomes

	Team appraisal templates and guidance


	Team appraisal form (appendix 1)

Team appraisal preparation form (appendix 2)

Team appraisal guidance (appendix 3)

	Team coaching templates and guidance


	FAST coaching programme (appendix 4)

Initial guidance on team coaching for line mangers  developed (appendix 5) 
Further guidance on using team coaching in a team appraisal to be developed May 2010 (this will be updated on our website)

	Guidance on how to connect team appraisal and team coaching


	Coaching development and support strategy (figure 1)

	Training pack for staff developers

Workshop for staff developers
Presentation/workshop at appropriate conference(s)
	Programme outline designed – awaiting completion of full cycle finalise workshop resources (appendix 6)

	Project web presence


	Report and all appendices available online and will be updates following migration to new website
http://staffdev.ulster.ac.uk/index.php?page=about-our-coaching-development-projects-project-resources



AN ANALYSIS OF THE BENEFITS OF THE PROJECT

Sir John Whitmore (2002) has said:

“When the team is managed by coaching, the job gets done well and the team develops at the same time”

This project was about how to move a manager from one to one coaching to achieving the above, with a particular focus on the opportunity of team appraisal.

Both small development projects demonstrated the benefits of one to one coaching, including:

· Building trust

· Developing independent thinking

· Realising the potential of staff and developing capability

· Developing a more positive environment

· Solution focused

· Action orientated

However, focusing only on the development of individuals is not enough for successful team functioning.  We anticipate the following benefits, on completion of a full cycle:
· Improved interpersonal relationships within the team
· Improved communication within the team

· Improved problem solving by the team

· Adoption of reflective practice, leading to improved performance

· Acknowledgement and tackling of barriers to team performance

· Growth in team cohesiveness

· Clarity leading to alignment of and commitment to team goals

Anecdotal feedback from line managers in our coaching programmes demonstrates that they are already experiencing these benefits.  Managers are not only feeding this information back to us as part of supervisory sessions, they’re also disseminating the information to each other, i.e. sharing their stories, and encouraging further applications for coaching courses by line managers.
A DETAILED BREAKDOWN OF ACTUAL AND PROJECTED DISSEMINATION ACTIVITIES

We’ve made extensive efforts to identify opportunities for partnerships and collaborations. We utilised CIPD and JISC networks, as well as local public sector networks, to try to make contact with other Staff Developers involved in similar activities but without success.   We widened our search and approached Brent Reuben, Executive Director of the Centre for Organizational Development and Leadership at Rutgers University, and asked him to use his contacts and network in North American education establishments to explore whether any institutions there were using either a team appraisal or team coaching approach.  Again, he had similar results as ourselves and was unable to identify any examples of such practice.

We have worked in partnership with ILM, and are accredited to offer our FAST coaching programme as an ILM Endorsed Award.  We’ve also worked with Carpe Diem Coaching to facilitate the creation of a ‘coaching club’ in the University.  The aim of the coaching club is to support the continued development of coaching knowledge and skills, to allow coaches to meet with other coaches, to share stories and motivate.  
We disseminated the results of the project and the lessons we’ve learnt internally, with our own Staff Development colleagues at the University of Ulster.  We ran an event for Staff Development in December which was their first introduction to coaching, both as a management style and a developmental approach.
We originally planned to run a national dissemination event in March 2010, available through the Staff Development Forum, aimed at Staff Developers in other HE Institutions.  However, we have postponed this session until December 2010 when we will have supported managers through the full team appraisal cycle.  A copy of the draft programme is attached (appendix 6)
We have established a web presence to sustain dissemination after the project and will continue to upload templates, guidance, training materials as they are developed.
A FULL BREAKDOWN OF INCOME AND EXPENDITURE
Financial expenditure (and income when appropriate)
	 
	Actual expenditure
	 
	 

	 
	Current quarter
	 
	Total to date
	 
	Budget*

	 
	 
	 
	 
	 
	 

	Staff Time
	 
	1,250.00
	 
	5000
	 
	-

	Consultants' Fees

(2 events delivered by Carpe Diem coaching)
	 
	1200
	 
	1746
	 
	-

	Travel
	 
	977
	 
	1311.74
	 
	-

	Overheads
	 
	-
	 
	-
	 
	-

	Materials and Resources
	 
	375.80
	 
	717.18
	 
	-

	Electronic media costs
	 
	119.99
	 
	119.99
	 
	-

	Consumables
	 
	-
	 
	-
	 
	-

	Venue Hire
	 
	
	 
	2361.67
	 
	-

	Publications
	 
	-
	 
	-
	 
	-

	Catering
	 
	 113.16
	 
	113.16
	 
	-

	
	
	
	
	
	
	

	Other (please note)** attendance at David Clutterbuck team coaching master class  for 2 Staff Developers
	 
	1500
	 
	2770
	 
	-

	 
	 
	 
	 
	 
	 

	Total
	 
	5535.95
	 
	14139.74
	 
	-
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