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Enhancing our working environment

There are many things the University does extremely well – this is clear, not just from our high levels of performance as an educational institution, but from discussions with staff in focus groups.  Almost all participants spoke enthusiastically about the University and were easily able to identify positive features of their work here. 

 For example,  people valued :-

 the friendliness of their colleagues,

 the  accessibility of their immediate line managers,

 the informality and accessibility of many senior managers, 

 the pay and conditions, 

 the academic freedom, 

 the presence of a varied workforce (and the tolerance of ‘eccentricities’);

 flexibility, 

 an attractive campus.  

There was a strong feeling of pride in the University, and satisfaction coming from a job well done and performing an important service for others.

The table below shows many areas of the University where effective processes are in place, and many examples of excellent management practice within sections and departments.  If these could be widely shared and replicated across the organisation, this would  provide good scope for development and improvement.

A strong feature from the focus groups conducted as part of this work was that the messages and key concerns were broadly similar from all groups – there was a high level of congruence between the views of staff in all job families and from many departments.  This should lend weight to the findings outlined below and allow confidence that the gains to be made from implementing these changes are potentially substantial.  However, the barriers to change, and the resources needed to achieve it should not be underestimated; significant commitment to this end will be required from senior management if the recommendations outlined below are to be implemented successfully.
Wendy Jones on behalf of

HSE Stress Sub Group

May 2007
The report is constructed around the Health and Safety Executive Management Standards, which identify 6 sources of stress at work.

For each source (hazard), the HSE Standard is given, this describes the characteristics of an organisation where stress is being managed effectively.  The overall picture for Loughborough University is then described – firstly the ‘headline’ findings, mostly from the survey and the audit of work-related ill-health; followed by the more detailed findings from focus groups and discussions with Heads.  The final section in each case includes recommendations for further action or discussion.  In some cases this includes a suggestion as to who may best placed to lead this.

Generally, the report does not quantify  each  topic,  for example how many HoD’s raised a particular issue or how many focus groups discussed it as a concern.  This is partly a practical issue – to do so would have made the report even longer and more complex to produce (and read). 
Further, management of stress will inevitably involve subjective decisions, as it relies so much on personal perceptions.  A view very strongly held by a small group of people may indicate a health risk which is more significant than a widely held view that something is just ‘not quite right’, and at the very least it represents dissatisfaction which may be de-stabilizing in the University (and therefore cause stress for others).  Therefore, the concerns raised strongly by small groups have been included alongside the more universal issues.  
It is intended that this report be seen as a starting point for further discussion, to establish which issues are of key importance and merit further action; it is not intended to be a definitive document which quantifies the risk and dictates the appropriate responses.
1a) Demands – the HSE Standard

Includes issues like workload, work patterns, and the work environment

The standard is that:

· Employees indicate that they are able to cope with the demands of their jobs; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation provides employees with adequate and achievable demands in relation to the agreed hours of work; 

· People’s skills and abilities are matched to the job demands; 

· Jobs are designed to be within the capabilities of employees; and 

· Employees’ concerns about their work environment are addressed.

1b) Demands – Overall evidence of the current  position at Loughborough

a) Data from LU survey results -  scores for Academic staff on Demands lie below those for all other groups 

b) When looking at survey results by department/section, support service sections tended to score slightly higher (i.e. better) than academic departments
c) Out of 45 individuals who have reported psychological ill-health triggered by work factors, 21 people cited high workload as a key factor

1c) Demands – Further evidence of current situation

	Systems/processes in place
	 Issues to consider further
	Examples of good practice

	Workload model

Probation system ensures workloads are controlled for newly recruited academic staff

Flexitime scheme and/or flexible working for most non-academic staff 

Space management committee for building issues

Some training available  through Professional Development for specific work skills, management training etc

OH department and/or Personnel  can advise on an individual’s ability to handle the demands of a job in the light of specific health or capability issues
	Workload models - Variations in implementation and dissemination; very complex and time consuming to produce; nothing similar for support departments or for non-academic staff in academic departments

Perception amongst some academic staff that teaching is undervalued and that metrics in workload models, are skewed to favour research disproportionately

Concerns re staff/student ratios; increased student numbers; reduced student ability

Evidence/reports of high workloads in Academic staff (50-60hrs per week) and Management/Professional (40 – 60 hrs per wk);

Major workload issues for HoDs (this is addressed under Role)

Flexitime/flexible working procedures not useful where workloads prevent taking time back

Buildings – some have poor lighting, toilets etc; communication issues due to departments spread across buildings.  This can adversely undermine staff morale, and also potentially affect staff and student recruitment.  It also means that departments are unable to have effective informal meeting areas

Skill/capability issues –for example, skills in managing people are rarely assessed even where this is a key role

(this is addressed further under Support)

Disability issues -  e.g. dyslexia can influence performance and work capacity if proper support systems are not in place

Emailing and Email is not managed; E mail overload – e.g. staff report returning to 600 messages  after holidays; widespread concern that excessive e mail reduces work effectiveness
	The Sports Development Centre have a departmental e mail policy which:-

a) encourages people to use an alternate means of communication if more than 2 messages are exchanged on the same subject; and

b) advises against e mail exchange on matters involving  criticism, disagreement etc

Estates – sickness absence interviews are carried out with staff who have exceeded a certain number of episodes of sickness absence in a time period.  This enables early recognition of problems which may require OH support, and also gives confidence to colleagues who are covering workload.

Careers - Flexitime sheets are reviewed to check whether staff are working excessive hours, and to seek solutions where necessary (all staff have regular one to one reviews with the manager)

In one department an individual had an unmanageable workload, as they reported to three managers who all wanted 100%.  A meeting was held with all parties and a written agreement produced confirming the time commitment for each 

One HoD reports that the  workload model gives him an objective basis from which to consider a change, if someone raises a concern around workload; it also enables him to relieve the workload of the most loaded staff proactively; and to allocate student project supervision to take account of other  (changing) demands year by year.


1d) Demands - Recommendations for further action or discussion

a) Workload models

Need for review of adequacy of current models; in particular, variation between different departments in the way they operate, opportunity for more standardised model/spreadsheet for departments to use (to prevent them “reinventing the wheel”), greater attention to the way models deal with inequity between staff, and to improve on the situation where models merely document evenly spread overload.  Also, consideration of whether workload modelling can be extended to non academic staff.

Action to be led by Deans and PVCs?

b) Teaching/research balance

The importance of research and a research culture is undisputed, but there is a perception amongst some staff across the University that teaching as a result is considered ‘second best’ (even though it is financially more important to the University  than research).  A review of how excellent teaching is recognised and rewarded, may be helpful;.  IN addition, consideration could be given to how substandard teaching is approached is recommended.    Affirmation that teaching loads  and administration are fairly measured e.g. in workload models may also be of value
 Action to be led by PVCs ?

c) Communication

Overload/inappropriate use of e mail is a symptom of a wider problem of staff (at all levels) not always using the best means of communication to transmit information.  A review of internal communication  should address the key e mail issues (e.g. ‘Is this the best way to send this message’, benefits of increased face to face communication, over communication, standards for good practice) in addition to the wider issues regarding how information is shared through the organisation, and the need for effective communication lines in all directions

d) Deficit departments

Feedback from departments which have been in structural deficit suggests that the degree of pressure put on departments to demonstrate a rapid recovery has a damaging effect on morale as well as on workloads.  This may benefit from review.

 e) Local systems

Many departments could benefit from  reviewing their systems of communication and planning locally – looking at ways of planning for peaks and troughs in workload, project planning, and horizontal communication between different groups of staff to make best use of skills and resources.  There is a need for a process of feedback and ongoing review to encourage a culture of continuing improvement in this area  

 Action to be led by HoDs/HoSSs
f) Sickness absence

Absent employees have a significant effect on colleagues’ workloads and morale.  A review is recommended of the way sickness absence is managed to ensure active management of recurrent absence, appropriate and early use of OH services, and to consider central support  (e.g. for recruitment of temporary staff) for long term absences; these are frequently unpredictable and unpreventable and can cause significant stress for colleagues.   

Action to be led by Personnel Services

g) Disability

It is noted that the University is registered as a ‘two ticks’ employer.  However, although departments are encouraged to recruit staff with disabilities, no resources are available to compensate if increased costs are incurred as a result.  Neither does a central system exist for redeployment of staff who become disabled and hence are no longer suited to their job; but may be employable elsewhere in the University.  This causes significant difficulties for managers, also potentially for colleagues who are covering any shortfall; as well as making it harder to fulfil our legal responsibilities under the DDA.  Review of these areas is recommended

It is noted that some departments are likely to have higher than average numbers of staff with dyslexia and this may impact on their ability to carry out their roles, particularly administrative tasks.  Although expertise exists within the University to  help these people more clearly identify the problems and  develop better skills, it is not funded for staff support as it is a student service (within ELSU)  Allocation of central funding to enable this service to be extended to staff (in the same way that all staff can access counselling and occupational health) is recommended
Action to be led by Personnel Services
h) Buildings

Clearly there is limited budget for upgrading buildings and work needs to be prioritised.  Improved and ongoing communication to staff in buildings which are less than ideal so that they understand the timescales for improvements and the reasoning behind decision making may help to reduce distress.

Action to be led by Estates Services

Consideration needs to be given to space issues (within both academic areas and support services) when making decisions about development, for example when increasing numbers of research students.
Action by Managers at all levels

2a) Control – the HSE Standard

How much say the person has in the way they do their work

The standard is that:

· Employees indicate that they are able to have a say about the way they do their work; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· Where possible, employees have control over their pace of work; 

· Employees are encouraged to use their skills and initiative to do their work; 

· Where possible, employees are encouraged to develop new skills to help them undertake new and challenging pieces of work;

· The organisation encourages employees to develop their skills; 

· Employees have a say over when breaks can be taken; and 

· Employees are consulted over their work patterns. 

2b) Control - Overall evidence of the current  position at Loughborough

a) data from LU survey results – scores for Control are generally good for all staff groups except Operational (manual and ancillary) 
b) For operational staff, scores are generally lower than for other groups, particularly for issues around planning  breaks, deciding what to do at work etc.  This is consistent with roles which have specific job requirements, scheduled breaks to ensure service levels etc.  This group were also the one which reported the best score on Demands compared to all other staff groups, the low score for Control is therefore less of a health risk 
2c) Control - Further evidence of current situation
	Systems/processes in place
	Issues to consider further
	Examples of good practice

	Generally high levels of autonomy and control 
Survey results show levels of control above HSE average for all non-Operational staff

Many staff appreciate having a manager with a ‘light touch’


	There is a perception of inefficiency  and inconsistencies within the committee structure; for example, one manager reports having to present a paper at numerous separate University committees, many of which included the same people

High levels of autonomy may reflect a lack of support or direction from an individual’s manager.  The need for improved manager skill / training is addressed elsewhere in this document
In the absence of an effective appraisal system, there is little process for encouraging individuals to develop their skills in a structured way.  This is addressed elsewhere.

Staff perceive a  wide variability in the effectiveness of meetings as a means of giving feedback, making changes, developing teams etc


	Computer Science - As far as practicable academic staff are given the option
to teach modules that fall in the same semester or to teach modules in different semesters. This enables them to plan and focus their research.

One individual in support services reported being actively encouraged to study to prepare him for a future role and the opportunity to progress to a more senior role – succession planning. 

LUSAD –  Committees include nominees from all job families, and a high proportion of the school’s staff are members of at least one committee or another


2d) Control - Recommendations for further action or discussion

a) University Committee structure

It is understood this is already under review

b) Meetings

Regular team meetings for staff at all levels and in all areas should be mandatory, planned, notes taken,  action points agreed and effectiveness monitored. This ties in with the recommendations made under Demands - e) Local communication above

Action to be led by HoDs/HoSSs
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3a) Support- the HSE Standard 
Includes the encouragement, sponsorship and resources provided by the organisation, line management and colleagues

The standard is that:

· Employees indicate that they receive adequate information and support from their colleagues and superiors; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation has policies and procedures to adequately support employees; 

· Systems are in place to enable and encourage managers to support their staff; 

· Systems are in place to enable and encourage employees to support their colleagues; 

· Employees know what support is available and how and when to access it; 

· Employees know how to access the required resources to do their job; and 

· Employees receive regular and constructive feedback. 

3b) Support -  Overall evidence of the current  position at Loughborough

a) Discussions at focus groups suggest that most managers are considered effective at an informal or unstructured level - most employees see their manager as supportive e.g. in problem solving.  Many employees also appreciate the fact that they work for a manager with a ‘light touch’ and the added freedom this gives them

b) LU survey results -   scores for  manager support were relatively low across all employee groups. 

c)  Overall, support service departments scored higher on support factors than academic departments.
d) Out of 45 individuals who have reported psychological ill-health triggered by work factors, poor manager skills were a significant factor for 19 individuals. For 7 individuals, the failure of the department/manger and/or university to manage or respond to a known health problem was also key.
3c) Support - Further evidence of current situation
	Systems/processes in place
	Issues to consider further
	Examples of good practice

	Most managers offer ‘open door’ policies to staff

Departmental meetings are required  termly in all academic departments

Some areas have effective meetings for planning, work organisation etc

An appraisal process exists for academic and academic-related staff

A PRP(Personal research plan) process is in place for academic staff

Professional Development run:-

a)ILM  level 3 management training for first line managers

b) ILM level 3 certificate in coaching for first line managers (level 5 coaching training also under review)

c) 2 day training for newly appointed HoDs (this focuses largely on the information and knowledge required to undertake the role rather than the acquisition of management skills)

d) Individual training/mentoring by request

e) Appraisal training

Management qualifications can be studied through the Management Development Centre in the Business School at certificate, diploma or masters level. 


	There is a widely held belief across all staff groups that many managers lack skills – “Loughborough has a habit of promoting people into management roles without assessing their management skills or providing the necessary training”

Attendance at most Professional Development training  is voluntary; currently there is no training provision for managers above team leader/supervisory level (other than initial HoD training)

Very flat organisational structure - in academic areas, the HoD may manage 50 + people, an appropriate support system/structure is needed to enable good management under these circumstances

Appointment to a HoD role may be an individual’s first experience of a management position

Few staff reported having had an appraisal, even fewer reported it as a positive experience, some staff also saw PRP in a similarly negative light..  There were reports from all staff groups of lack of feedback from their line manager on their performance, lack of career development support etc (this is addressed further under Role)

Effectiveness of meetings varies across departments e.g. the extent to which non-academic staff are included

Many staff report  a lack of feedback (good or bad) – “occasional positive murmur”; “absence of complaints” were two phrases which came up in focus groups

There is an apparent lack  of appraisal/structured support at senior level (e.g. HoD/HoSS and above)


	Careers – team meetings are held fortnightly to plan workloads, resolve difficulties etc; and there is an annual ‘all-service’ review day and follow-up

imago and Burleigh Court– all staff have an annual one to one appraisal with their manager.

Media services – “hob nob” meetings (called after the biscuits provided!) are held where all staff attend one of three meetings for update and discussion. This enables staff across different work areas to meet up in a smaller group than would be the case for a full staff meeting and facilitates more open and informal discussion. 

Some academic departments encourage support staff to attend for the first half of the departmental meeting; academic matters are addressed in the second half of the meeting.

English and Drama – the Head of Department is freely available without appointment at a fixed time each morning; access otherwise is by appointment only except in emergency. 

In one area, team meetings alternate between Tuesdays and Thursdays to ensure part time staff are able to attend

CRSP – project management meetings are held at the beginning of a project and then monthly to ensure that resource issues are addressed where necessary and staff are suitably supported

Need an example of PRP being used for positive benefit (for the individual as well as the organisation!)


3d) Support - Recommendations for further action or discussion

a) Manager roles – clarification and preparation

Review of the following is recommended:-

· Establishment of key competencies for managers at all levels (there has been useful research published by the HSE recently on this topic)

· Recruitment of managers, for example how skills are assessed in line with core competencies

· Training and preparation of existing staff  to take on manager roles (including succession planning)

· Structures for ongoing support e.g. through mentoring, coaching and also from the manager’s manager

Further action may be necessary to consider what model (s) of management/leadership is appropriate for an organisation such as Loughborough to ensure compatibility between expectations, structures and resources

Action to be taken as part of HR Implementation Plan
b) Heads of Academic Departments

There are particular issues here in addition to those outlined above; clearly the role of Head of Department is key to the successful functioning of the University.  Review of the HoD role may consider:-

· What management role is expected of HoDs, and whether this differs from other managers

· The effect of rotation of the role HoD (on manager skills and departmental stability, also on willingness to tackle performance and other difficult  issues especially of senior academic staff i.e. colleagues/peers)

· The structures in academic departments, what support is required to enable a HoD with 50+ direct reports to be  an effective manager 

· The difficulties of HoDs ‘multitasking’ e .g. trying to maintain a research profile whilst teaching and managing a department
· Over-involvement of the HoD in basic administrative work and problem solving, possibly due to lack of either opportunities or skills to delegate
· The recruitment process for HoDs (especially in relation to key skills and competencies)

· Options such as having a deputy HoD for large areas

· Succession planning – early identification of the next HoD, also preparing potential future candidates

· Alternate models for running academic departments. e.g. whether there is scope for professional managers to work alongside academic leaders

Action to be taken as part of HR Implementation Plan
c) Effective management

Many departments/sections could benefit from introducing better communication and planning at a local level e.g. regular  brief one to one meetings between individuals and managers to:-

· plan key projects, 

· provide feedback on performance,

· offer encouragement/support, 

· ensure resources are adequate

· enable timely action in case of difficulties

· ensure work done is proportionate to requirements, spot overload/’voluntary’ overwork at an early stage

This is necessary for managers at all levels

Action to be led by HoDs and HoSS

4a) Relationships - the HSE Standard

Includes promoting positive working to avoid conflict and dealing with unacceptable behaviour

The standard is that:

· Employees indicate that they are not subjected to unacceptable behaviours, e.g. bullying at work; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation promotes positive behaviours at work to avoid conflict and ensure fairness; 

· Employees share information relevant to their work; 

· The organisation has agreed policies and procedures to prevent or resolve unacceptable behaviour; 

· Systems are in place to enable and encourage managers to deal with unacceptable behaviour; and 

· Systems are in place to enable and encourage employees to report unacceptable behaviour. 

4b) Relationships -  Overall evidence of the current  position at Loughborough

a) Out of 45 individuals who have reported psychological ill-health triggered by work factors, poor working relationships were a significant factor for 10 individuals.  In 4 cases harassment was mentioned specifically.

b) LU survey results - out of approximately 1650 responses 55 individuals across the University reported that they were often or always bullied.

c) A further 133 said they were sometimes bullied, and 270 occasionally. It cannot be ascertained whether bullying is by managers, peers or even students 

d) Around 20 – 30 cases individuals use the ‘Confide’ service each year, the majority of these issues are resolved informally. 

4c) Relationships - Further evidence of current situation

	Systems/processes in place
	Issues to consider further
	Examples of good practice

	‘Confide’

Code of practice on Harassment and Bullying

(A review of how the harassment policy is perceived by staff is currently under way)

Counselling service – provides support to individuals, available to all staff

Personnel Advisers – support individuals in case of conflict, facilitate/ mediate to find a solution

Away days – Professional Development  facilitate events on request , and offer psychometric testing for teams where appropriate


	There is anecdotal evidence from some areas of a lack of cohesion between academic and support staff.  For example, failure by academics to appreciate the role of support staff, or to provide timely information to enable them to do their jobs etc

There was anecdotal evidence of conflict between some departments

There was also concern that departments make decision without considering the impact on others e.g. decisions about conferences, Open Days etc don’t always take into account the effect on parking, security etc

Issues within departments – e.g. between academic ‘factions’

There were suggestions that the personal management styles of senior officers of the University have on occasions made life unnecessarily difficult for managers at HoD/HoSSs level

There is a clear perception that unacceptable behaviour is tolerated if the perpetrator is valuable to LU e.g. in terms of their research profile or contacts.

There was some evidence that attempts to manage performance are interpreted in some cases  as harassment.  This may reflect either a lack of appreciation by staff of the reasonableness of managing performance; or a poor management style when carrying out such activities. (see under Role)
	Burleigh Court, imago and the library all offer job swap/job shadowing opportunities for staff

LUSAD – briefs all the students at the beginning of the academic year on the specific responsibilities, working hours etc of departmental staff to ensure that their  expectations are reasonable

IPTME enjoy a range of social/sporting events including an annual softball match, guided walks etc

Mechanical and Manufacturing Engineering – circulate a monthly e mail to all staff in the department to share information (work based and personal)

In one department, it is reported that the HoD will put appropriate pressure on staff to provide timely information – this reduces the pressure on colleagues who are waiting for this information to do their own work.

Several departments have informal meeting rooms; this creates opportunities for adhoc communication and promotes good working relationships; 

The Estates department produces a newsletter 3-4 times per year which is circulated to all staff; it includes a mix of personal ‘stories’ and update on work issues e.g. projects which have gone particularly well, formal thanks received.


4d) Relationships - Recommendations for further action or discussion

a) Appointment of a mediator

Where relationship difficulties arise between individuals (or within small groups), access to a mediation service would be an extremely useful addition to the current arrangements.  This may reduce the number of issues which go down a grievance or harassment route; it could also be used to improve relationships following adjudication on a formal grievance.

A mediator would need to be seen as impartial and credible.  He or she could be directly employed by the University in a central section or department, or could be contracted in on an ‘as required’ basis.

Action to be led by Personnel Services
b) Cross campus communication

Extension and promotion of cross campus groups such as the Senior Secretaries’ forum, Technicians’ forum etc to provide opportunities for cross department networking, sharing of good practice, exchange of ideas,  informal support etc.

Action to be led by Professional Development
c) Communication locally 

At a local level, many departments could benefit from improved clarity around job roles, and sharing this information across different disciplines so that staff have realistic expectations of others, an understanding of how the way they work affects others, respect for others’ skills and abilities etc

Action to be led by HoDs and HoSSs
d) Opportunities for  job swap/shadowing

Job swap where appropriate, or shadowing where more suitable is likely to contribute to c) above.  This could be arranged within departments, especially where known difficulties exist that would benefit from improved communication and understanding; or could be arranged at a University level to improve operation between departments, or to facilitate cooperation between academic departments and support service functions.  Involvement of senior staff in job swaps would enhance understanding of day to day issues and hopefully lead to staff feeling their concerns are better understood
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5a) Role - the HSE Standard

Whether people understand their role within the organisation and whether the organisation ensures that the person does not have conflicting roles

The standard is that:

· Employees indicate that they understand their role and responsibilities; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation ensures that, as far as possible, the different requirements it places upon employees are compatible; 

· The organisation provides information to enable employees to understand their role and responsibilities; 

· The organisation ensures that, as far as possible, the requirements it places upon employees are clear; and 

· Systems are in place to enable employees to raise concerns about any uncertainties or conflicts they have in their role and responsibilities. 

5b) Role – Overall evidence of the current  position at Loughborough

a) In 45 cases of work related ill health, 9 cases arose largely from poor performance or management of poor performance; for example due to performance management being unexpected or belated (such as following a clear longstanding message that everything was ok)

b) 9 cases of ill-health were caused at least in part by the individual being in the ‘wrong job’ eg. one which clearly did not fit their skills and abilities.  Lack of clarity over role and expectations was a clear factor in 4 cases, and issues around lack of induction or difficulties with probation was implicated in 3.

5c) Role - Further evidence of current situation

	Systems/processes in place
	Issues to consider further
	Examples of good practice

	A PRP (Personal research plan) process is in place for academic staff

Appraisal system for academic and Academic related staff

Probation system 

Orientation course through Professional Development for new starters

Seminar and Exhibition for international staff

Induction checklist for departmental use, available on Personnel website 

Hay evaluation


	There is a widespread feeling that poor performance /capability is not managed effectively.  Managers complain that the procedure takes too long and that there is little University support; others perceive that HoDs are often reluctant to take the necessary actions due to the relatively short length of their appointment.  Anecdotal evidence from Personnel shows that managers often do not follow the relevant procedures effectively

Implementation of appraisal is ad-hoc, few staff report that the process is effective (see also under Support); there is no appraisal process for non-academic/non-academic related staff

Issues have been raised over the relative values of teaching versus research, this has  been discussed under Demands

There is role conflict for HoDs keeping their research going whilst managing a department; this is aggravated by the lack of a clear career path for HoD resuming normal academic duties

For non academics, formal probation of 2-3 years is not always appropriate.  There is wide variation in implementation between different support departments.

Local induction is vary varied; generally non-existent

Hay evaluation has caused some difficulties due to reduced number of levels (reduced promotion prospects), lack of faith in accuracy of assessments, adverse effects on relationships between colleagues
	Library - When senior staff / team leaders are recruited, staff are invited to attend presentations by the candidates and to give their feedback on each individual.

One HoD reports using the PRP process very effectively to support staff who know that their research performance is lacking but are struggling to sort it out. The PRP provides an objective basis on which to set out a 
 realistic  plan to the benefit of all parties.


5d) Role - Recommendations for further action or discussion
 a) Performance management

A renewed commitment to manage poor performance is essential, to include clear procedures on managing performance and capability, training of managers, clear support from senior managers for managers taking appropriate action, involvement and training of the unions etc.  There needs to be an emphasis on early feedback to staff who are not working effectively to enable improvements to be made, rather than delaying action until a serious problem develops.  This could be incorporated into an effective appraisal system.

Recognition and encouragement of good performance are similarly important.

Action to be taken as part of HR Implementation Plan
b) Appraisal/ Development review

An updated appraisal process is required which covers all staff to an appropriate level, incorporating elements of the current ‘Personal Research Plan’ process where necessary.  The process as a minimum needs to include discussion about an individual’s role and responsibility and how successfully these are fulfilled, discussion of training and resource needs and review of where the current role fits into an individual’s overall career plan if appropriate.  Agreement of targets/objectives will also be relevant in most cases, these should be directly tied in to university/departmental objectives and strategy as far as possible.  At the same time, probation processes for non academic staff should be reviewed, and attention given to the training of probation advisers (especially in non-academic departments).

Action to be taken as part of HR Implementation Plan
c) Induction

Continued development of induction processes is needed to ensure that all new starters get a proper introduction to the University generally and to their local areas and personal responsibilities.  These should include a clear explanation of the roles of others within the department to promote accurate expectations and group cohesion and reduce opportunities for conflict

Action to be taken as part of HR Implementation Plan
d) Mentoring and Coaching

Exploration of increased use of mentoring (i.e. support of an individual by a member of staff other than their line manager) is recommended.  This could include:-


mentoring for internally promoted staff to enable them to take on the challenge of the new role


mentoring for staff who are new to the University, to enable them to learn more about the way the organisation operates


mentoring for staff following ill-health (especially work-related) to provide support and encouragement as they return to work

Development of a coaching culture as a further means of developing staff (especially those in management roles) is also recommended, this is currently under review in Professional Development

Action to be taken as part of HR Implementation Plan
e) Recruitment and Selection

Review of recruitment practices may help to ensure that job and individual are well matched.  For example there is often a perception from external applicants (especially in support roles) that the University offers an easy and non-pressured working environment, there is some evidence that this has led to inappropriate appointments being made. Clearly it is important that all recruits have an accurate perception of the requirements of a role, to avoid conflict and possible underperformance later, which can be time consuming and unpleasant to resolve. 

Action to be taken as part of HR Implementation Plan
6a) Change - the HSE Standard

How organisational change (large or small) is managed and communicated in the organisation

The standard is that:

· Employees indicate that the organisation engages them frequently when undergoing an organisational change; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation provides employees with timely information to enable them to understand the reasons for proposed changes; 

· The organisation ensures adequate employee consultation on changes and provides opportunities for employees to influence proposals; 

· Employees are aware of the probable impact of any changes to their jobs. If necessary, employees are given training to support any changes in their jobs; 

· Employees are aware of timetables for changes; 

· Employees have access to relevant support during changes

6b) Change – Overall evidence of current  position at Loughborough

a) Survey scores for Change issues were the lowest of any category, this reflects the findings of other organisations who have  used the  HSE  survey The results for support services in this area are slightly better than those for academic departments

b) Out of 45 cases of psychological work related ill health, change was a significant trigger factor in 7.

6c) Change – Further evidence of current situation

	Systems/processes in place
	Issues to consider further
	Examples of good practice

	The Vice Chancellor regularly communicates key messages by e mail

Loughborough Notices is sent out electronically every week

Professional Development support departments in arranging Away Days, which can be useful to inform staff of planned changes, and to discuss implications

Academic departments have meetings each term (of all academic staff; some also include support staff)


	Some senior staff have commented on the lack of efficiency of the current Committee structure – multiple committees are required  to make a decision, lines of responsibility are often unclear, a committees may reverse a decision made by another committee even though the memberships of both committees is very similar (this is also mentioned under Control)

Some managers in support services feel that they are often not consulted at an early enough stage about major decisions which may impact on the services they provide, and where they may have the most relevant expert knowledge.


	Burleigh court – the building work caused major disruption; this was minimised by clear signage (e.g. with alternate routes), a notice board with update information and regular meetings with the manager

Library – when a new process  was being introduced, there were presentations by three different suppliers and staff were invited to listen to the presentations and make comments.
Estates have regular update meetings for all teams of staff where they discuss changes within the University (especially those which affect estates’ matters), job vacancies etc.  

CRSP –monthly meetings are held for staff with updates from the Management Team and the Administration team; a weekly update e mail is sent to all staff


6d) Change - Recommendations for further action or discussion

a) Decision making processes

A review is recommended of the way decision are made within the University – where responsibilities lie, how committees operate etc; it is understood this is already underway

b) Communication

A review of how communication works within the University has already been mentioned under Demands, above.  Departments should also review the ways they disseminate information, and consider how to make this a two way process, so that all staff feel involved in a decision making process where this is appropriate; and understand the reasons for decisions to be made where they can not influence outcomes.  It is especially important that staff understand clearly when they can and can’t influence decision making

 Action to be led by HoDs and HoSSs

c) Cross campus groups

The further development of cross department forums such as senior secretaries, technicians etc is mentioned above under Relationships.  These groups may provide useful opportunities for discussion around impending changes, to ensure that all those affected by change get to raise practical concerns at an early stage.

Action to be led by Professional Development

d) Training

Consider the scope for briefing/training of all staff to help them recognise that change is ongoing, and to help them adapt to this ethos; and for managers, to help the understand the nature of the change process, and how to manage it more effectively

Action to be led by Professional Development
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