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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
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) & Ms. Nancy Lo, the Chief Consultant of the Employee
st Development Service, Hong Kong Christian Service (HKCS).
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‘The Art of Getting Along With Colleagues’
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As the saying goes, ' it takes more than one cold day
for a river to freeze three feet deep’, and in this case, good or
bad relationships between people is not the result of a night's
work. Instead, it is based on the result of daily interactions
that take place over time. Of the key aspects that affect these
relationships, not only is one’s attitude during interaction
an essential part, but also one’s communication skills and
the ways of handling matters. In this issue, we specifically
visited Ms. Nancy Lo, the Chief Consultant of the Employee
Development Service, Hong Kong Christian Service (HKCS),
our service partner in the Employee Assistance Programme
(EAP), for her to share with us her many years of counselling
experience and insight in motivating and inspiring colleagues

at various positions.

As a supervisor:

Addressing conflict - Resolving issues fairly
and ethically

According to Nancy's experience, some workplace
conflicts stem from subordinates who believe that they have
been treated unfairly. She advises that supervisors should first
try to understand and listen to both sides of the story as well
as their thoughts on the conflicting issue. In the event that
there is no right or wrong regarding the conflict, supervisors
should aim to have both parties understand each other,
as well as discuss better ways to close the gaps or handle
future disputes. Of course, the more important work is that
the supervisors should build up an image of fairness at daily

work, acting impartially and reasonably. The supervisors will



then be able to conciliate between the subordinates involved

in the dispute more effectively.

Dealing with emotionally unstable colleagues —
Understanding yourself and Seeking assistance

In the event of an emotionally unstable colleague, the
supervisor may not have enough psychological preparation or
may not know how to respond, and this creates undue stress.
Apart from discussing these matters with the senior supervisor(s)
and seeking assistance from them, Nancy advises that the
supervisor can consider giving a call to the 24-hour counselling/
consultation hotline of the HKCS for assistance. ‘Supervisors
need to acknowledge that they are not professional counsellors
and so should not place unnecessary pressure on themselves.”
Nancy also notes that the supervisor can lend an ear and listen
patiently, offering colleagues a chance to express their emotions
and calm down.

In the event that a colleague loses control of his/her
emotions and becomes excessive or violent, supervisor
should pay attention to the own safety, for example,
adjusting the location of his/her seat. When the colleague
manifests intentions of self-harm, supervisor might feel
helpless. Under the circumstances, consultants of the HKCS
under EAP will discuss with the supervisor resolutions from
various perspectives helping the individual colleagues or/
and the entire team. In addition, the supervisor may advise
the colleague concerned to seek professional assistance
by calling the counselling hotline. If the colleague has
reservation about seeking help actively, the supervisor can
first ask for the consent from the colleague and then consult
the counsellor. The counsellor will call the colleague to follow
up the case. Management referral is often effective in lining

up the staff in need with the professional EAP counsellors.

When the work performance of colleague is
not ideal — Prompt rectification and Establish
positive relationships

If the work performance of a colleague is less than
satisfactory, the supervisor should address the situation promptly
and specifically, including ways of improvement by offering

practical solutions. This allows the colleague to understand and

be aware of the issue, and thus be able to correct it as soon
as possible. Delay in addressing the issue until it becomes a
bad habit will make it more difficult to relay the message to the
employee. It will be shocking to him/her all of a sudden and hard
for him/her to accept the comments. Additionally, supervisors
should keep in mind the concept of ‘Positive Mood — Golden
Ratio of 5:1', which advocates that it takes five positive events to
offset the emotional impact of a single negative event. Indeed,
the relationship between teammates s like bank deposits—the
more positive energy deposited, the lesser negative impact
when a negative event occurs. Therefore, Nancy encourages
supervisors to establish a positive relationship of mutual trust
and harmony proactively through offering encouragement
during meetings, commending the work performance of
colleagues or/and arranging spontaneous and simple social
activities, etc.

In addition, when addressing the performance shortfall
of colleagues, aside from paying attention to their own
attitude when conveying the message, there should be
an emphasis on the ‘Reasoning’ aspect in the course of
communication— the supervisor can try to understand the
viewpoint of the colleague. For example, if a newly recruited
receptionist is often late, in addition to clearly indicating the
job requirement of being punctual to work, the supervisor
should also make the colleague aware of the adverse impact
of being late on himself/ herself (e.g. affecting one’s own
image at the workplace and the probation review ...) so that
the colleague would be more willing to accept the message

and make improvements.

Dealing with ‘People’ and ‘Work’ is equally
important

In Nancy's views, supervisors should understand that
resolving conflicts between colleagues or establishing
relationships with colleagues is not a waste of time. This is
not only an important part of the supervisor's work but it
also helps to smoothen his/ her work. 'People’ is the key to
achieving goals — if people issues are not handled properly,
work would need to be done with double effort. Supervisors

can engage the 'Positive Energizers’ of the team, who are

people with good interpersonal relationships and often

give out positive energy, to help supervisors understand the
needs of colleagues, explore solutions to problems. This can
improve team relations and enhance the positive atmosphere

in the team.

As a team member:

Embrace challenges, have the courage to try

When dealing with new and unfamiliar things, the
immediate reaction of most people would be resistance and
fear. However, 'risk’ comes with ‘opportunity’. For example,
introducing a new computer system at workplace should not
be regarded as a 'dreadful monster’; indeed, it should be
understood that advancement in technology is a trend of the
times — mastering new technologies can bring benefits to our
work, such as being more convenient and efficient.

Additionally, the reason for being in the workplace
differs among people. Some may see their work merely as
a means of making a living, while some may see it with self-
fulfillment and meaning. For example, a cleaner who works in
a hospital can see his/her work as a means of earning a living;
it can also be regarded as a career call to save lives together
with medical staff. Different perspectives bring different
meanings and attitudes towards one's work. What do you
think about your work?

For newcomers in the workplace, Nancy encourages
them to pay more attention to the interaction between
people as well as the work culture of the team. On one hand,
he/she can adjust himself/herself to team culture and make
adaptation easier; on the other hand, if you find something
that can be improved, he/she can give opinions at an
opportune time so that more motivation and inspiration can
be brought into the workplace. Nancy adds that it would be
more effective if colleagues can adjust the attitudes flexibly
when expressing their opinions in accordance with the

personality of the person with whom they are speaking with!!

Understanding difference in personalities -
Being considerate and caring

Personality differences among colleagues is also an

important factor influencing interpersonal relationships.

Since people of different personalities may perceive the
same issue from different viewpoints, the way they deal
with the issue may not be the same. Not being aware
of personality differences heightens the risk of conflict.
Therefore, Nancy suggests that colleagues should first try to
understand your own and your colleagues’ personalities as
well as their different thoughts, being considerate, tolerant
and understanding in the process. ‘Regardless of being a
supervisor or a subordinate, one should be open-minded,
willing to listen more and accept different opinions.” Nancy
suggests that attending training workshops and reading
related books can help colleagues to learn how to get along
with others and enhance our communication skills. At the
end of the interview, she encourages colleagues to take
initiatives to establish a positive relationship and harmonious
atmosphere in workplace, dealing with interpersonal

relationships positively and being considerate and tolerant.
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Hong Kong Christian Service
Advisory and Counselling Service:

e Service Area: Life Counseling and Counselling
Services / Management Referral / Crisis Management

e  Client: CUHK full-time employees

24/ 3R

24 - Hour Telephone Hotline

2721 3939
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The crucial differences
between
a boss and a leader
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There's a huge difference between what makes a boss
and what makes a leader. They act very differently in a whole
number of ways — they adopt different management styles,
build different relationships and make different decisions.
A boss is always a manager who has his subordinates,
whereas a leader is the essence of the group who inspires
it and motivates each colleague individually.

Take a look at the following infographic, and you'll never

mix up a boss and a leader again!

B EEXTRACTED FROM : https:/www.officevibe.com/blog/difference-between-a-boss-and-a-leader-infographic
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Your artwork welcomed: what is the difference between a Boss and a Leader in your view?

Please send to us via hro-staff.dev@cuhk.edu.hk on or before November 30, 2018. We
shall share your artworks at the coming issue of PWSD Newsletter. As a token of appreciation,

there will be a small souvenir for you too!
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Let us join hands to cultivate a
JJ‘ Positive Workplace at CUHK! AN
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Animation introducing the
upcoming PWSD initiatives
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Don't miss the greetings from the Committee on Positive
Workplace and Staff Development and start the new
2018/2019 academic year with a lively animation. Follow this
link: https://vimeo.com/282636564. Enjoy!

Objectives:
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1. Introduce the PWSD initiatives & activities in 2018/19

2. Introduce the Positive Performance Management (PPM) culture
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PWSD Get-Together Session (September 2018)
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3. Have an expert sharing coaching skills

Participants: Colleagus from faculties, colleges, units and staff association/ union
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Staff Appreciation Day”* 2018

December 14, 2018 (Friday) will be the Staff Appreciation
Day this year. With the support of the Committee on
Positive Workplace and Staff Development, souvenirs will
be distributed to staff members as a token of thanks for
colleagues' dedication and contribution. More details will be

announced in due course.

* Renamed from Staff Thankful Day
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Positive Leadership

.Survey 2019
The pilot run of the Positive Leadership Survey was launched

in 2017 (note), to collect colleagues’ views towards their
leaders’ management style and office culture. The survey
outcome reveals the concept on positivity was still new
and elusive to the target respondents. More education
and promotional efforts were needed. The University
will launch the second Positive Leadership Survey in early
2019. The survey will cover all non-teaching staff members
of the teaching, professional and administrative units, as
well as colleges and research units. Opportunity is taken
to revamp the survey questionnaire, putting emphasis on
staff well-being and incorporating the elements of the
Positive Performance Management culture by categories.
The objective is to promote colleagues’ understanding of
the term ‘positive workplace and leadership’. The PWSD
Committee appeals for colleagues’ active participation in

the upcoming survey. More details will be announced later.

Note: Report on the Positive Leadership Survey (2017) is
promulgated at PWSD Newsletter (Issue no. 8).
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Subscription to the
Good Employer Charter
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The Good Employer Charter launched by the Labour
Department, aims to develop an enlightened corporate
culture and promote employee-caring employment
measures, work-family/ work-life balance, as well as maintain
harmonious labour relationships. CUHK is one of this

inaugural Good Employer Charter signatories .

Continuous Participation
in the Family-Friendly
Employers Award Scheme
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This is the second year CUHK participates in the Family-
Friendly Employers Award Scheme. This year, the University
has been awarded the “Distinguished Family-Friendly
Employers”, “Special Mention awards” and “The Awards for
Breastfeeding Support”. These awards affirm the University’s
efforts as a caring employer and encourages her employees

to join hands together in building a family-friendly workplace.
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Positive Workplace
Service Award 2018/19
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The second Positive Workplace Service Award is now open
for nomination. Deadline of nomination is extended to
November 16, 2018. Please don't miss.
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Closing Date:
LOOKING FORWARD TO YOUR NOMINATION! 31.10.2018
124 Nomination +

PRBERBTEARES  EREAGEAARTEZEN +
Nomination can be made from CUHK students and staff,
self-nomination is applicable to Team Award only
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CUHK full-time staff (teaching or non-teaching) on
an individual or work team basis
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Positive Manners and Attitude in the Workplace
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Continuous Learning
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Positive Impact and Contribution to Department
and/or University
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Evidence of Positive Feedback and Outcome
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Positive Communication IEmiii#
Teamwork Relationship  ERREIH
Mutual Trust and Respect E{EHNE
Safety at Work ITHeRs
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Positive Leadership

1% an Prizes

M Enquiries:
39437876 or 3743 1987
Ah#EE R Human Resources Office

F B P L kS

‘The Chinese University of Hong Kong




-~
U

~

o(

EAPTIPS
N

IR LR FBERNBAE SRR T
AN TERRBDZTFE:
TALIENE?

HEATLVEERE BB LEER] (POSITIVE
PSYCHOLOGICAL CAPITAL) #i:& » iR E| A W ERE TR
2E1% (Luthans, Avolio, Avey, & Norman, 2007) ° fT:B/ 0 EE
N BB ERAKRNETRANOEER BRER—
AR AR DR EAFERE  NRFEBEEZNEEEE
ER AN R EEE - EFRAIAE IBEA] R0 A6k
TIEEE B HE (Hope) * BERMALRX (Self-efficacy)
£438 (Optimism) ~ ##1* (Resilience) °

EETHRELNT SR

BRERIAR
ERTERMAI S EMFT BB

5&§§§I$
~Al g
5?@%%@([&/%;{\.?%@/\5@7:;&&@
%ﬁWU&gf\JﬁﬁﬁA@EE§I§%§~
2. Ji‘%q%ﬂgI /iﬁﬁg\gg_%% ’§f5in Wﬁ?ﬂf@f
T REaY <« AR o ’
g)fiwﬁ%ﬁ_@] 7n/m&ﬁ[g,j7)§j}g (B‘J‘ il
R - Sy REB R, "ainstorp,
\ 3{@_5)??%5‘,977\\ N ﬁ‘n fgggwq‘s lng)
K\@/@ﬁ‘%@'ﬁlj u/f\t ﬂE%T \/\\%Z‘Eﬁtﬁt ﬁbl/‘%o
IRty 7Ry Eﬁi”w@ﬁo%f 1
Fhth e g =B e ‘
meCLE Sy
= fj-,%jl/‘
2.
P y Y 3
o ¢ |
o -
\.\ 4
@ o =

BRR : EERRERY (B8] (201744%F)
Sources: Employee Development Services, "LEAP" (Winter 2017)

AT IABE AR This newsletter is printed on recycled paper

v
(1 B A

Positive Psychological Capital
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When there are colleagues who go about their work
with frowns, sullen faces or frequent mood swings, their
performance at work will be at stake. How can a supervisor
support and engage them?

Many researchers have been advocating the concept
of 'Positive Psychological Capital” and applying the concept
in the domain of human resources management (Luthans,
Avolio, Avey, & Norman 2007). The term 'Psychological
Capital’ refers to psychological resources that can be
developed and have positive impact on the desired
employee performance. Using the term ‘capital’ and ‘profit
and loss' to illustrate the measures of positive pyscological
states — it is considered a ‘profit’ if there are more positive
emotions than negative emotions and vice versa. In this
connection, supervisors may invest in supporting their
colleagues in the four components of psychological
resources namely, Hope, Self-efficacy, Optimism and
Resilience.

Supervisors may refer to the following tips:
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