1E Ml #5530 & b

Positive Performance
Management (PPM) Culture
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Director of Human Resources, Lee Shun King Corinna
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How to become a good boss? Corinna responds, 'We should
have empathy to understand the needs of our subordinates,
and should ask ourselves whether the instructions given are
sufficient and clear enough. Furthermore, is your employee
capable of handling the task? Have you encouraged and
supported your colleague'’s efforts to improve?’
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‘There’s such a distance between us all sitting in
this way, come sit closer.” From the first moment we met
Corinna, we were not greeted with an official reception nor
a presentation of business cards. Instead, she smiled and
personally introduced herself, inviting us to move in and close
the distance between us all. In doing so, the initial formality
and solemnness of the atmosphere gave way to a more

relaxed and comfortable one.

Leader, Supervisor, Boss?

As the Director of Human Resources, Corinna is
managing all HR related matters in the University. When asked
about how she viewed her role as director, she says, ‘| hope
that I'm viewed as an approachable figure. Colleagues don't
need to call me '‘Boss’, calling me ‘Corinna’ is fine." She believes
that matters of position and class should not divide colleagues,
and that everybody should have a chance to take the lead. |
hope that we can build self-confidence in our colleagues, to
allow them to work independently. | also hope that in times of
trouble, they will also be trusting enough to share their worries

with me, and that we can find a solution together.’
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Corinna attaches great importance to communication,
whether it be internal or external. Moreover, she believes
in the power of positive communication to help avoid
unnecessary misunderstandings as well as being a good
tool for conflict resolution. A common workplace issue that
she manages is resolving conflicts (or differences) between
superiors and their subordinates. In dealing with grievances,
she often hears the boss complaining that the subordinate’s
performance has not been satisfactory, while the subordinate
complains that the boss’ instructions are unreasonable, or that
they overlook the opinions of others. Corinna feels that most
of these conflicts stem from a lack of trust and understanding
between the two parties. 'If we all communicate honestly
and address the issue timely, most of these problems could
have been solved much easier and relationships would not
have broken down.” She stresses that ‘With PPM in practice
work relationships between colleagues will not fall into such a

predicament.’

Positive Performance Management

As mentioned, Corinna’s '‘PPM’, refers to Positive
Performance Management, a new endeavour promoted by
the University. Corinna notes that Positive Psychology and
Positive Management Models have been popular for a long
time. Advocated by the Committee on Positive Workplace
and Staff Development, the University has initiated a series
of training workshops and activities to foster positive working
environments. The ‘PPM’ culture calls for putting into practice
the core elements of positive workplace day-to-day.

Corinna said that the current non-teaching staff
performance review system has been in use for ten years.
She discovers that some employees have since forgotten
the initial objective of review, resulting in the Performance
Review and Development (PRD) forms to be cursorily filled
out to meet administrative requirements. Some supervisors
have even misunderstood that the performance review
of colleagues only takes place in the annual performance
assessment meeting. What the PPM promotes is to
encourage supervisors to set goals before colleagues begin
their work, give feedback and advice during the process, offer
support for improvements, so that both can work side by side
to achieve the work goal. As such, PPM can be considered as

a continuation as well as an improved version of PRD.

In addition, at the start of the year, the University
promulgated a formal disciplinary procedure, now available
in the staff handbook, in order to improve the transparency
of the relevant administrative procedures. But the more
relevant message to departments and colleagues is PPM,
as this will help establish a working atmosphere founded
on communication and mutual trust. This will hopefully
address the issues of unwanted workplace conflicts as well
as reducing the chances of these situations developing into
serious problems requiring formal disciplinary intervention.

Furthermore, Corinna elaborates that PPM has
been promoted to cultivate a workplace atmosphere
for members of the team, supervisors and subordinates
alike, that addresses differences (conflicts) with a positive
attitude without damaging its harmonious relationship.
PPM emphasises that supervisors should provide the bigger
picture and missions and visions to the teams, work together
with their subordinates to set/define the work goals clearly
and understand each other’s methods of working, as well
as align the expectations on both sides. This way, the team
can work towards a common goal. During the process,
supervisors should proactively offer positive feedback,
allowing the colleagues to make corrections and changes,
and the cycle can repeat continuously, making improvements

and striving towards the best result.

Praise and Encouragement: A Mode of
Communication

Corinna believes that supervisors must be positive and
pay attention to the tone of their speech and attitude when
speaking with the colleagues. More importantly, supervisors
should avoid speaking negatively, such as "You really can't
do this" or "How could you do this?’ — These should all be
avoided. Conversely, supervisors need to acknowledge
and appreciate team members’ efforts and work results by
giving out the appropriate praise and support. As Corinna
illustrates, ‘It's just like teaching young children. Use more
positive reinforcement such as ‘"Well done’, ‘Thank you
for your dedication’ etc. She also highlights that there are
different levels of expressing praise and appreciation. For
example, when a colleague’s work has not met expectations,
the supervisor may express his/her appreciation ‘Thank you

for your effort’; however, at the same time, the supervisor

must also give his or her genuine feedback regarding
the colleague’s unsatisfactory performance, clarify the
expectations and advise on how to achieve those .

Finally, Corinna points out that this university-endorsed
'PPM’ simply employs nothing new but good common sense
and management skills. As long as everyone is able "To know
and to act, they can put PPM into practice during the hectic
environment of the workplace and help build a positive and
supportive work culture in which employees are inspired
to work to their full potential and develop professionally.
When employees are able to express themselves freely and
recognise the true meaning of their work, they will naturally
be happier at work, thus engaging to the best of their efforts

and flourishing.

What is PPM?

PPM stands for Positive Performance Management. It
is a set of positivity-oriented management skills aimed to
achieve the most effective performance at work. The pillars of

PPM include the followings:

1. Goal setting and expectation alignment

¢ Set specific work targets at the start of the project or task
and flexible, timely adjustment of goal and objectives

® Be open-minded, listen first and willing to exchange
and accept others’ opinion. Seek agreement and
accommodate small differences

¢ Give clear instruction on the job assignment and detailed
information and exchange views on the expected level
and quality of work outcome

e Maintain appropriate and fair division of work and job

allocation

2. Team building and communication, teamwork relationship
e Beware of team members in need, encourage
understanding, care and support
e Understand and intervene team issues in early stage
e Encourage sharing of views and good practices and
treasure communication and communicate regularly
e Have mutual respect and trust; cultivate culture of

appreciation/gratitude and forgiveness
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CUHK's winning the ‘Family-Friendly Employer’s award is testament
to the value the University places on employees’ work-life balance
and their efforts into establishing family-friendly policies.

3. Genuine assessment and feedback
¢ Be fair minded and objective
e Focus on the issue/work rather than the person in the
review
¢ Give genuine and consistent assessment
e Willing to explore and maintain effective feedback
to encourage under-performing, unproductive and

uncooperative staff

4. Encouragement / Coaching for continuous improvement
e Take unsatisfactory incidences as learning opportunities,
encourage recovery
o Offer sufficient and appropriate guidance
* Provide appropriate learning resources for continuous
growth
e Be patient, maintain accommodating attitude, give

support, encourage improvement

5. Physical well-being
e Ensure the resources and facilities at work are functional
and adequate, and that the environment is quiet and
comfortable
® Provide a safe working environment as well as sufficient

work-safety information





