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Preface

Dear Colleague

In my working life as a manager I've read many management texts and guides but rarely, if ever, have they
been tailored to an organisation in the way that this document has been.

The British Red Cross has been going through a period of major change and the chances are that it will
continue to do so. In fact, managing change at both a strategic and local level is a key management skill, so
you’ll certainly have the opportunity to develop your competencies whilst working with us.

The main driver for the changes we are experiencing is the recent thrust towards developing a more flexible
and responsive organisation that is needs-led and user-focused.

These changes have already brought significant benefits, but as the Society builds on its unique strengths, it
must continue to change — adapting its structures, policies and procedures, and developing improved ways of
working which will ensure that it can provide the services people need, and deliver them appropriately and
effectively. Successful ongoing change on this scale requires changes in the culture of the organisation, and
individual managers have a crucial role to play in this.

Every organisation has a style or ethos, which its managers need to support and reflect in their own
behaviours. The British Red Cross needs managers who are committed to learning from all available sources
and who will share their learning with others so that the organisation as a whole also learns. It needs
managers who are committed to developing themselves and their teams, who will devote their skills and their
time to managing and supporting each individual to achieve organisational and personal objectives. It needs
managers who understand their accountability, who can manage information and use it to make the best
possible decisions, and who are willing to take reasonable risks in the interest of improving outcomes, and then
also learn from their experience.

A team working approach, which involves others and maximises the contribution each person can make,
effective communication within and between teams, and a willingness to work in partnerships, are also
essential if we are to achieve our objectives.

We need managers who value diversity and are committed to the Fundamental Principles and equality of
opportunity, who will help to ensure that services are provided according to need, and who will challenge
discriminatory behaviour and practices. And, of course, we need positive role models who are committed to
achieving the Society’s vision, mission, and strategic priorities.

This good practice guide details the essential tasks managers undertake to lead their staff through the processes
needed to achieve our objectives. It does so by describing the behaviours and competencies managers need to
fulfil their role, and management practices which should make the job easier, if no less complicated and
demanding.

I hope you find this guide useful and stimulating, 1 do.

Roger Smith
Director of Human Resources, 2000
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Key messages for managers

Key messages for managers

The management framework:

delivers the British Red Cross management development policy

defines the Society’s expectations of managers

defines the management tasks and activities required for effective performance

demonstrates British Red Cross commitment to developing managers throughout the Society
encourages senior managers to act as positive role models for other managers

The benefits of successful implementation include:

more effective managers and decision-making at all levels

improved ability to achieve the Society’s strategic priorities

more development opportunities and more focused training and development for managers and other staff
improved retention of managers and other staff

a culture of individual and organisational learning and development

Management development does not only benefit managers — successful implementation of the framework will help ensure
that all staff receive the training and development they need for the job, and are supported in their longer term career and
personal development.

Using the good practice guide will help managers to:

implement the management framework

understand the British Red Cross management behaviours and competencies and the Society’s expectations

of managers

develop skills, knowledge and behaviours and ‘do the job’ more effectively

access guidance, support and development

make effective use of key activities to manage and develop their team:

* developing individual work plans

* recruiting to the team

* inducting new staff

* one-to-one supervision meetings

* annual appraisals

* identifying and meeting training and development needs for effective performance

* identifying training and development needs for longer term career and personal development, and
providing support to meet these

Using the good practice guide will also help senior managers to:

ensure that the managers in their teams develop the British Red Cross management behaviours and
competencies and meet the Society’s expectations of managers
ensure that managers in their teams implement the management framework
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The management framework.

The Society has developed a management framework
outlining key tasks and activities which will help people
develop the knowledge, skills and ways of working
(behaviours and competencies) required for effective
performance as a manager. The management
framework is shown diagrammatically below, and also

appears as Appendix 1.

The Management Framework
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» Appraisal is one of the factors which will be taken into
consideration when determining merit awards, and therefore
influences the reward you receive for your contribution to the
work of the Society.

* Your job related training and development needs (i.e. training
and development for effective performance in your current role)
are agreed and reviewed with your manager during supervision,
and reviewed in your appraisal. Your career and personal
development forms part of the annual appraisal discussion, so that
your longer-term professional and personal development can also
be addressed.

« Finally, the design of your job and your job description, are
reviewed in your appraisal meeting. The annual review of job
expectations helps define what doing the job means over the
next year.

The management framework and the Society’s

British Red Cross ) -
strategic priorities

strategic priorities
The British Red Cross lead strategy, ‘to deliver needs-led,
user-focused services’, requires effective managers. Managers at all
levels within the Society are making important decisions, accepting
accountability for them, and recruiting, managing and developing

Lead strategy:
Delivering needs-led,
user-focused services

Supporting strategies: their teams to deliver the strategic priorities.
1. Devolving responsibility for
services Effective implementation of the management framework will support

2. Securing long term income the lead strategy and each of the six supporting strategic priorities,
3. Attracting and retaining the making a particularly significant contribution towards:
best people

4. Pursuing key partnerships e Supporting strategy 1: Devolving responsibility for
5. Harnessing management services

information and knowledge e Supporting strategy 3: Attracting and retaining the
6. Communicating a best people

compelling Red Cross

message The Society has recognised the importance of management

development in achieving its strategic priorities, by including it in the
corporate objectives for 2004.
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The purpose of the good practice
guide for managers

The Society’s expectations
of you as a manager:

* that you uphold the
Fundamental Principles and
ensure that your behaviour
is consistent with the British
Red Cross management
behaviours

* that you ensure that your
work and that of your team
contributes towards the
vision, mission and strategic
priorities

* that you follow British Red
Cross policies and
procedures (you have some
discretion over the way you
implement procedures, but
some procedures must be
followed precisely, and your
aim should always be to
implement policy
effectively)

* that you implement the
British Red Cross
management framework,
e.g. by inducting,
supervising and appraising
staff

* that you develop your
knowledge and skills as
required by the British Red
Cross management
competencies

« that you develop and update
the specialist/technical
competencies required for
your post

This good practice guide for managers is designed to
help you develop your understanding of the
management framework and the associated
management behaviours and competencies, and to
use them to develop and improve your own
performance and that of your team.

Using this guide on a regular basis will help you:

 understand the Society’s expectations of you as a manager

» become familiar with the British Red Cross management
behaviours and competencies, and understand their implications for
your role and work

* implement the Society’s various policies and procedures effectively

* manage your team and ensure that they achieve their agreed
objectives

* identify your training and development needs and appropriate ways
of developing yourself

 improve your team’s performance through enabling them to
identify and meet their development needs.

The good practice guide does not cover all aspects of your
management role. It considers various issues relevant to you as a
manager in the British Red Cross, and then provides information and
guidance on implementing each component of the management
framework in the context of you, the manager, ‘doing the job’. Thus,
for example, it provides guidance to help you to recruit and induct a
new member of staff, and to manage your team’s performance
through supervision and appraisal. You are, of course, also supervised
and appraised by your line manager, but the guide concentrates on
you and the tasks you carry out.

The good practice guide for managers complements the Society’s
policies, procedures and guidance on the various management tasks it
covers. It is not intended to replace existing policies and procedures,
which you should continue to follow. For example, when carrying
out one-to-one supervision, you should follow the Society’s policy
and guidance on supervision. The chapter on supervision in this
guide highlights the most relevant management behaviours and
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The guidance provided on each of the main topics
follows a similar format:

» Heading and a brief introduction
e The most relevant British Red Cross management behaviours and
competencies. Note that:

* only the titles are listed: you should always refer to the full texts
(Appendices 2 and 3)

» other behaviours and competencies may also be relevant (many
of the behaviours and competencies are relevant across all
managerial activities)

 Case study one - illustrating problems which may arise as a result
of poor practice

* The main text, which provides guidance on what you are
expected to do, and how you could or should go about it. Where
appropriate, the text incorporates key messages and signposting to:

* relevant British Red Cross policies and/or procedures

* sources of advice and/or information

» relevant training and development

 Case study two - illustrating how a manager might avoid
difficulties through good practice

Notes on the case studies:

The case studies are imaginary, but based on the kinds of situations
managers deal with every day, and each is written to apply to a wide
range of management roles. They are designed to illustrate the key
messages and the application of the most relevant management
behaviours and competencies, although other aspects of good practice
may also be highlighted.

Two case studies based on the same scenario are provided on each
topic. The first is an illustration of poor practice and problems that
might arise as a result. The second gives an example of good practice.
Do not read the second case study as a definitive answer. Other
approaches may be equally successful, and any approach consistent
with the British Red Cross management behaviours and
competencies and the Society’s policies and procedures, and which
achieves the required outcomes, will be equally acceptable.

Management teams may find that discussing the case studies is a
useful way of sharing their ideas and developing good practice.
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The British Red Cross management behaviours

The British Red Cross management

behaviours

The British Red Cross management behaviours and
management competencies are an essential feature of
the management framework. They are a statement of
the Society’s expectations of you as a British Red
Cross manager. They are relevant to all your
management tasks and activities, and you should use
them, and refer to them, on a regular basis.

2]
@
0
=
o
5
\V}

The British Red Cross
management behaviours
have been derived from a
number of different
sources, including:

* the Fundamental Principles
* the British Red Cross
values (which were defined
by the Society in 1993)
* the vision, mission and
pledges
* the Society’s corporate
objectives
* various British Red Cross
policies and procedures e.g.
 Equal Opportunities
Policy
* Disciplinary Policy and
Procedures
* Grievance Policy and
Procedures
 Harassment Policy
* Legal requirements, e.g.
 Charity Law
» Health & Safety at Work
Act
* Race Relations Act
» Sex Discrimination Act
* Disability Discrimination
Act
* Working Time Directive,
etc.

Behaviours:
 can be written by the Society into person specifications, and
taken into account in recruitment and promotion decisions

» can be monitored and reviewed by line managers, e.g. in
one-to-one supervision and appraisal meetings

 can be identified as development needs for tasks within the work
plan, and addressed through training and development activities

» can be changed by the individual, as a result of constructive
feedback and/or development activities

The Fundamental Principles, the Society’s equal opportunities policy,
other British Red Cross policies and procedures, and various legal and
ethical requirements determine the conduct and standards of
behaviour required of the British Red Cross workforce, including its
managers.

While the Society might hope that all its managers, staff, volunteers and
delegates have attitudes, values and beliefs consistent with the
Fundamental Principles and the Society’s vision and mission, it cannot
observe or monitor attitudes, values and principles, and cannot require
people to change them.

The Society can, however, require its people to behave in particular
ways, for example to uphold the Fundamental Principles, and not to
discriminate unfairly. The British Red Cross management
behaviours are a statement of the behaviours the Society requires of
its managers. You must be familiar with them, and use them in your
work. They will help you improve your own performance and
manage your team’s performance and development.

17



18

Good Practice Guide for Managers

The British Red
Cross
management
behaviours

Demonstrate flexibility and open-mindedness

Ensure equal opportunities and
anti-discriminatorypractice and
promote diversity
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The full text of the British
Red Cross management
behaviours is found in
Appendix 2.

New managers are introduced to the British Red Cross management
behaviours as part of their induction, and your line manager will help
you to understand them, and to
ensure that your conduct is in
keeping with them. Your manager

For information about these
and other courses, refer to the

will almost certainly also encourage | ¢taff ang management

you to participate in a ‘Managing
Diversity’ and an ‘Ideals in Action’
course if you have not already done
s0, and may identify other relevant
training and development activities
with you.

development brochure or
contact the Staff and
Management Development
Team at UK Office, or other
training and development
specialists.

When you and your manager have agreed your individual work plan
each year, you should consider which British Red Cross management

Most of the management
behaviours are also relevant to
non-managers. If they would
be helpful in managing your
team’s performance, use them!

behaviours are particularly important for your tasks and identify any
behaviours you need to address. You then discuss how you can

improve or change these
behaviours and include any agreed
development activities on your
training and development plan.

For guidance on work plans,
see pages 75-76. For training
and development plans, see
pages 118-125.



Certain behaviours could
lead to disciplinary action
(these may also constitute
‘gross misconduct’ and
could lead to dismissal).
Examples include:

 wilful violation of the
Fundamental Principles

* behaviour which damages
the Society’s reputation

* language or behaviour which
is insulting or demeaning, or
which reinforces
unacceptable stereotypes

* harassment on any grounds,
including sexual, racial,
sectarian or disability
harassment, and by any
means

¢ bullying, whether verbal,
physical or emotional

The British Red Cross management behaviours

Of course, changing inappropriate or unacceptable behaviours may not
require a specific development activity. Once you are aware of your
behaviour and have reviewed your actions, a decision to change may be
all that is needed. Your manager should also provide constructive
feedback on your behaviours during your regular one-to-one
supervision meetings and your annual appraisal, helping you to identify
inappropriate or unacceptable behaviours and supporting you to
change them. If you line manage managers, you will use the British
Red Cross management behaviours and competencies when inducting,
supervising and appraising your team, and in managing their training
and development.

As a manager, you also have a general responsibility (including outside
the line-management structure) to challenge, in an appropriate manner,
any unacceptable behaviours you may observe within the Society and
to act as a positive role model to others.
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Inappropriate or
unacceptable conduct and
behaviour can form the
basis of disciplinary and/or
grievance procedures, which
you may be required to
manage.

For further discussion of performance
and related issues, see pages 105-108,
of this good practice guide, and the
relevant British Red Cross policies
and procedures, for example the
disciplinary and grevious procedures.

19
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The British Red Cross
management competencies

Competenqes are the slg!ls, knowledge and Some of the management competencies
understanding, and qualities and attributes e.g. those relating to innovative and
which lead to effective performance in a creative thinking, and interpersonal and
given job or role and context. communication skills, may also be

° relevant to non-managers. If they are

° relevant to your team, use them in

: 000000 ssee managing their performance!

[ J

[ J

I

The British Red Cross
management competencies
were developed from the
British Red Cross role
requirements and core
competencies, and various
external sources, including the
MCI (Management Charter
Initiative) management
standards.

The British Red Cross management competencies, like the associated
management behaviours, are a statement of the Society’s expectations
of its managers. They are relevant to all your management tasks and
activities, and you should use them and refer to them on a regular
basis.

They are ‘generic’ management competencies in the sense that they
apply to all British Red Cross managers who manage other people
(whether volunteers, paid staff or delegates). Many of them also
apply to managers with functional, rather than line management
responsibilities or advisory roles.

The British Red Cross management competencies are a key element
of the management framework. They are designed to help you to
develop your own management skills in line with the Society’s
expectations, and to develop your team.

The competencies have an emphasis on performance management
(including induction, supervision and appraisal), and developing
yourself and your team. The Society has identified these
management competencies as particularly important in working
towards a culture of continuous learning and development and the
Society’s aim of becoming a learning organisation. Some of the
competencies have a general application to all management activities;
others relate specifically to particular management tasks.
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The British Red Cross &
management s
competencies T

¢ U01193S

Analysis, decision-making and
problem-solving

Responsibility for the well-being
of others

The full text of the British
Red Cross management
competencies is found in
Your manager will help you to understand and become familiar with Appendix 3.
the management competencies, and to identify your existing
competencies, any ‘competency gaps’, and how your Many of the competency statements
development needs can be met. For example, if one of your under competency 8 are covered in the
tasks is to recruit to your team, you will need to work B e ——
through the competency statements under competency 8: Selection Course, which is compulsory
‘Recruiting and selecting individuals’, and identify your for managers involved in recruiting staff.
‘competency gaps’ and training and development needs.

21
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New managers are introduced to | For guidance on work plans,
the management competencies as | see pages 74-76. For training
part of their induction and development plans, see
programme. pages 119-125.

When you and your line manager draw up your individual work plan
each year, you should identify the most important competencies for
each activity. Any associated development needs should become
apparent and you agree how to address these. Since the competencies
inform all aspects of your management role, you can also expect your
line manager to review your performance and your development
needs against them in supervision meetings, and to use them in your
appraisal.



Wbrking as a British
Red Cross manager
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What's different about
working for the British
Red Cross?

Many aspects of a manager’s work, and the
competencies required for effective performance as a
manager, are much the same, regardless of the
organisation in which they work. You would, however,
expect to learn new procedures and to adapt to a
different organisational culture and ‘ways of working’, if
you move to a new employer.

This section explores some issues relating to working
for a charity and a voluntary organisation, and some
specific to working for the British Red Cross, which
you need to take into account.
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The most relevant British Red Cross management
behaviours and competencies for ‘What’s different about
working for the British Red Cross?” are found under:

British Red Cross management behaviours

1 Uphold the Fundamental Principles and act with integrity
and in accordance with the Society’s values and obligations

2 Recognise the implications of working within a charity
and a voluntary organisation

3 Ensure equal opportunities and anti-discriminatory practice
and promote diversity

British Red Cross management competencies

1 Leading people

4 Analysis, decision-making and problem-solving

25
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Working within a charity

As a manager working within the British Red Cross,
you have a responsibility to ensure that your work and
that of your team contributes towards the Society’s
charitable objectives; that you work within the legal
requirements imposed by the Charity Commissioners,
and that you avoid any action which might damage the
Society’s charitable status.

The implications for you,
as a manager, of working
for a charity include:

* ensuring the best use of
financial and other
resources

* considering the goodwill
of donors, other
stakeholders, and the
general public

* maintaining the charity’s
reputation

* being aware of competition
for funding and support

¢ building partnerships, e.g.
with other charities, or with
the statutory services

* remembering that support
and income are dependent
on quality

* Dbeing accountable to
donors and supporters

* meeting stakeholders’
legitimate expectations

No doubt you can think of
others

Fortunately, this does not mean that you have to be an expert on
charity law! However, you must recognise that some of the policies
and procedures you are asked to follow are there to ensure that the
Society meets its legal obligations under charity law. If you follow
British Red Cross procedures you should not go far wrong, but if
you are in doubt, do seek
advice (from your line manager
in the first instance). You should
also take account of the moral
and ethical implications of working for a charity, and the more
practical implications, for example our reliance on the support of
donors and other stakeholders.

Advice on charity law is available
from the Legal Department at
UK Office.

Working for a charity and an organisation that is committed to a
‘cause’ or a ‘mission’ (providing emergency help to people in need)
brings additional obligations and pressures.

You, and your team, have an obligation to work towards achieving
the Society’s vision and objectives, and to be as effective as you can.
You can probably anticipate a high level of commitment to the
‘cause’ from your team, and this can be very positive. A highly
motivated team is a team which achieves, and staff may be willing to
put in a lot of extra effort, e.g. taking on extra tasks, working late, or
taking work home. This level of commitment brings benefits to the
Society, but must be managed carefully. If staff become over-
committed and you don’t step in
to help them to manage their time
and workload, or if you exploit
their commitment by delegating
too much work, this may not only
be damaging to them, but their
work and their effectiveness may
suffer. In extreme cases it may lead
to ‘burn-out’, to serious health or
personal problems, and/or to their
resignation.

Bear in mind your, and the
Society’s, legal and moral
responsibility for the well-
being of staff, and seek advice
from a human resources
specialist, if required. You
might also consider
signposting an employee to
the Employee Assistance
Programme.
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Working for a voluntary
organisation

Working as a manager in an organisation which is
governed by volunteers (the Trustees), and where
volunteers make up the majority of the workforce,
brings other obligations. Regardless of how much
contact you have with volunteers, you should not lose
sight of the fact that the role of the Society’s
management and staff is to create and maintain the
framework which enables and supports volunteers

delivering services in the community. eeeeeeeeee

\olunteers are amongst the Society’s most important stakeholders,
and their motivation, their concerns, and the way they interpret the
Society’s vision and its objectives, are inevitably different to those of
other stakeholders, e.g. service users.

Managing in this context may feel like a complex balancing act.
Volunteer Councils and Forums have an important role in this
respect and will have much to contribute on local and general issues.

If you and your team have a direct role in supporting volunteers, you
will be aware of the importance of discovering what motivates them
and ensuring that they receive the recognition and reward they
deserve, while also making sure that all their work is carried out to
high professional standards. Even if your

The Governance of the
Society

The British Red Cross is
established under a Royal
Charter. The most recent
Charter, approved by Her
Majesty The Queen in July,
sets out the structure of the
Society, a system of
governance and the duties
and responsibilities of the
Trustees, the Regional
Councils and the Branch
Councils. The detailed
management of these bodies
is declared in the Standing
Orders — these are the rules
upon which the Society
conducts its business. The
Board of Trustees is the
primary decision-making
forum, taking advice from
the Chief Executive and
volunteers for Council’s and
Forums. The Board will
delegate certain decision-
making powers to the Chair
and the Chief Executive.

work does not bring you into direct
contact with volunteers, you must be
aware of the need to balance

their needs and expectations with « donors and supporters

those of the Society and its other * volunteers
stakeholders.\Volunteers also have a e trustees

legitimate expectation that they will * volunteer councils and forums
be consulted on matters that directly ° managers

affect them, and that their views * UK staff

will be taken into account - even if * delegates

this does slow down decision-making. | ¢ the government

British Red Cross stakeholders include:

« service users (in the UK and overseas)

* partners in the statutory services

€ U01108S

* voluntary organisations with whom we work in partnerships
» the Movement (ICRC, Federation, other National Societies)
* etc

Balancing and managing their various needs and expectations
is a complex task, but none of our stakeholders can be ignored!
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The Society can only develop
partnership agreements with
organisations whose mission
and values are compatible with
the Fundamental Principles
and the British Red Cross
vision, mission and strategic
priorities.

The British Red Cross is developing more and more partnerships
with other organisations in the voluntary and statutory sectors. If you
are working alongside managers in another organisation in an
existing partnership or building new relationships, you will need to
bear in mind that your partner organisation will have its own mission
and values, and different priorities, objectives, strengths and ways of
working. Although organisations working in partnership should share
a common purpose, the differences between them may still cause
tensions. In any kind of partnership relationship, whether managing
joint projects or providing related services alongside each other, you
should each have a good understanding of the other organisation and
a good working relationship with your counterparts. Open and
effective communication and a willingness to address any issues as
they arise, are also essential.

“BUT You SAID You'D TAKE My NEEDS AND EXPECTATIONS INTO AccounT.”



The International Red Cross and Red Crescent Movement

The International Red
Cross and Red
Crescent Movement

Each of the components of the Movement is bound by the
Movement’s Fundamental Principles, and all your actions and your
decisions must be in keeping with them.You must understand the
meaning of the Principles and how to apply them, and be aware that
violations of the Fundamental Principles can have a serious impact,
not only on the Society’s reputation, but also on its ability to carry
out its work, and the reputation of other components of the
Movement.

If you are unsure about the You should attend an Ideals in
interpretation of the Action course to improve your
Fundamental Principles, or understanding of the

how they apply in a particular Movement as a whole, and of
situation, seek advice from the the Fundamental Principles.
International Law Department

at UK Office.

I'M HUMAN, AREN'T T 7
AND T'M SUFFERING !
WHAT ARE YOU
cone 1o DO
ABOUT | T 7

The British Red Cross is
part of the International
Red Cross and Red
Crescent Movement, and
this too has implications
for managers.

A couple of examples
of how being part of
the Movement affects
everyday work:

* If the public perceives the
Society as being linked to a
particular religion, this may
discourage some people
from volunteering or
seeking assistance, and
hence make it difficult for
the Society to develop
relationships and deliver
services within some
communities. The Society
would be unable to meet
the requirements of the
Fundamental Principle of
Unity.

A public statement about
the ‘rights’ and ‘wrongs’ of
an armed conflict in
another country might
undermine the neutrality
of the Red Cross and
prevent it from helping the
victims.

€ U01108S
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The Fundamental Principles of the International Red Cross and
Red Crescent Movement

Humanity

The International Red Cross and Red Crescent Movement, born of a desire to bring assistance
without discrimination to the wounded on the battlefield, endeavours, in its international and national
capacity, to prevent and alleviate human suffering wherever it may be found. Its purpose is to protect
life and health and to ensure respect for the human being. It promotes mutual understanding,
friendship, co-operation and lasting peace amongst all peoples.

Impartiality

It makes no discrimination as to nationality, race, religious beliefs, class or political opinions. It
endeavours to relieve the suffering of individuals, being guided solely by their needs, and to give
priority to the most urgent cases of distress.

Neutrality
In order to continue to enjoy the confidence of all, the Movement may not take sides in hostilities or
engage at any time in controversies of a political, racial, religious or ideological nature.

Independence

The Movement is independent. The National Societies, while auxiliaries in the humanitarian services
of their governments and subject to the laws of their respective countries, must always maintain their
autonomy so that they may be able at all times to act in accordance with the principles of the
Movement.

Voluntary service
It is a voluntary relief movement not prompted in any manner by desire for gain.

Unity
There can be only one Red Cross or one Red Crescent Society in any one country. It must be open
to all. It must carry on its humanitarian work throughout its territory.

Universality
The International Red Cross and Red Crescent Movement, in which all Societies have equal status
and share equal responsibilities and duties in helping each other, is worldwide.




International humanitarian law and the red cross emblem

International humanitarian law and
the red cross emblem

National Red Cross and

Red Crescent Societies
have a unique status and
certain specific rights and
responsibilities under
national and international

law.

Some of these are only relevant in situations of Use of the red cross emblem is

armed conflict, and may have little impact on day-to-day covered in the Red Cross )]

work in the UK, but if you want to understand World induction programme 8

the Red Cross, you need to understand a little about and in more detail on the g'

international humanitarian law (the Geneva Ideals in Action course. S
w

Conventions and their Additional Protocols). In
particular, you need to know that the red cross emblem
is a protective emblem during armed conflict, and that
to preserve its protective value, its use is restricted

by international and UK law. The British Red Cross is
only authorised to use the emblem by the
Government according to internationally agreed
regulations and approved national practices. As a
manager, you have a responsibility to ensure that all
proposed new uses of the red cross emblem are
checked with the International Law Department, using
the Society’s procedures.

“I DO UNDERSTAND WHY WE NEED To KNow A BIT ABOUT IT, BUT DO WE
REALLY NEED A DOCTORATE IN INTERNATIONAL HUMANITARIAN LAW P ™
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Equal opportunities and promoting
and managing diversity:

Why equal
opportunities and
diversity?

the Fundamental Principles
the British Red Cross equal
opportunities policy
achieving the vision,
mission and strategic
priorities

identifying and meeting the

greatest needs in the

community

genuine equal access to the

Society’s services and

employment and

volunteering opportunities

‘natural justice’

anti-discrimination

legislation

benefits to the Society,

including:

* greater effectiveness

* recruiting from a wider
pool

* ‘best person for the job’

* well motivated staff and
volunteers who feel
valued and respected as
individuals

» staff and volunteers who
are fully representative of
the community

* maximising the benefits of
diversity, building on the
strengths and experience
of individuals

* the Society’s reputation
and its ability to build
partnerships

* improved ability to gain
support from all groups in
the community

[ J
Ensuring equal opportunities
and promoting diversity are
important objectives for the
Society. The Fundamental
Principles mean that the Society
cannot discriminate. It must
provide assistance to people
based on their needs, and
ensure that it is genuinely open
to all.

If the Society is to achieve its vision, mission and strategic priorities,
it must ensure that everyone has genuine and equal access to its
services, and that it can reach and work with individuals from all the
different groups in the community. In practice, it will be unable to
achieve this unless its management, volunteers and staff are
themselves representative of the whole community. A quick glance at
the British Red Cross management behaviours and competencies
will confirm the emphasis the Society places on the manager’s role in
achieving equality of opportunity.

As a manager, you have a responsibility to
ensure anti-discriminatory practice in
everything you do, and to implement the
Society’s equal opportunities policy and
other relevant policies and procedures, for
example in recruitment and selection of
staff and/or volunteers, and in selecting
individuals for training and development
opportunities, secondments, participation
in projects and working groups, etc.

Refer to the British
Red Cross equal
opportunities policy,
recruitment and
selection policy and
relevant employment
practices and
procedures.

You have a responsibility to challenge discriminatory practices and
any behaviours which might undermine the Society’s objectives and
its commitment to equal opportunities and promoting diversity, and
to deal effectively with complaints of discrimination.

You must also ensure that you are a positive role model to others,
demonstrating your personal commitment to equal opportunities and
anti-discriminatory practice, promoting the benefits of diversity, and
ensuring that the equal opportunities policy informs all your work
and that of your team.



Equal opportunities and promoting and managing diversity

Training and development:

* Managing Diversity (for managers)
» Promoting Diversity (for your team)
* ldeals in Action

» Recruitment and Selection

» Employment Practices Module

The Managing Diversity, Promoting Diversity and Ideals in
Action courses all — with quite different emphasis — include
consideration of the Fundamental Principles, anti-discriminatory
practice, achieving equality of opportunity and challenging
inappropriate behaviour and practices. The Managing Diversity
course emphasises the manager’s role and responsibilities in
achieving this.

The Recruitment and Selection course (compulsory for
managers responsible for or involved in recruiting staff)
emphasises legal requirements, and is designed to help ensure
anti-discriminatory practice in recruitment processes. The
Employment Practices Module will also assist in achieving anti-
discriminatory practice and equality of opportunity.

The Society’s equal
opportunities policy is based
on the Fundamental
Principles, anti-discrimination
legislation, respect for all
individuals and groups
regardless of differences, and a
commitment to anti-
discriminatory practice.

It identifies diversity as a
strength: enriching society
and the British Red Cross,
and vitally important in
enabling the Society to
achieve its strategic priorities.

“ WELL, DIVERSITY 1S A STRENGTH, 1sNT 1T 7
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Managing within a changing

external environment

The Society’s managers need a good understanding of
the ‘external environment’ in which the Society
provides services and carries out its other activities if
the British Red Cross is to ensure that it can achieve
its lead strategic priority: delivering needs-led user-
focused services.

UK Trends (1999/2000):

» Changing demographics

e “Third Way’

« Social exclusion agenda

 Decreasing trust and
confidence in public
institutions

¢ Increased public
expectations

* Increased threat of litigation

* Changing definitions of
work

¢ Increasing influence of
Europe

The most relevant British Red Cross management
behaviours and competencies for ‘Managing within a
changing external environment’ are found under:

British Red Cross management behaviours

2 Recognise the implications of working within a charity
and a voluntary organisation

British Red Cross management competencies

1 Leading people
4 Analysis, decision-making and problem-solving

Trends Affecting UK

Voluntary Sector

(1999/2000)

¢ Increasing size and role of
the UK voluntary sector

» Closer government/
voluntary sector relations

» Growing number of
partnerships

» Changing funding
environment

» Changing structures and
roles within Health and
Social Services

* Increased requirements for
accountability and standards

* Increased emphasis on
innovation

» More user involvement

» Changing profile and

motivation of volunteers

Identifying changes in the environment and predicting future trends
which may affect people’s needs, are an essential part of the British
Red Cross business planning processes. The Society takes these
changes and trends into account in its strategic thinking, and you will
need to consider how they affect your own area of work and plan
accordingly.

The Society may periodically provide information to managers about
current UK trends.You need to take such trends into account when
putting together your own business plan, so that you can ensure that
the work of your team remains relevant. The summary of UK and
Voluntary Trends (1999/2000) (left column) makes it clear that they
impact on all areas of work.




Managing in a context of organisational change

Managing in a context of
organisational change.

Change management is
the process of moving
from the current state,
through a transition, to a
vision of the future. It
involves moving the
organisation’s people and
culture through a similar
transition so that they can
develop the strategy,
structures, processes and
ways of working required
to implement the change
successfully, and to
achieve the vision.

The most relevant British Red Cross management
behaviours and competencies for ‘Managing in a context
of organisational change’ are found under:

British Red Cross management behaviours

5 Take responsibility for your own decisions and actions and
for your team
6 Demonstrate flexibility and open-mindedness

7 Support and share

British Red Cross management competencies

1 Leading people

4 Analysis, decision-making and problem-solving
5 Innovative and creative thinking

6 Interpersonal and communication skills

€ U0I1109S

The British Red Cross has been through a period of
major organisational change, which has inevitably been
a painful process for some people. Having successfully
created a unified Society and developed structures
and systems to support this, the British Red Cross
cannot just stop changing. There is an ongoing need
to review and adapt structures, policies and
procedures and develop improved ways of working
which will achieve the best possible outcomes.

The Society’s recent Strategy Review has highlighted
the importance of staying relevant and adaptable in a
rapidly changing environment. If the Society is to
achieve its vision and its mission, and support people
and communities in crisis, it cannot stand still.
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Case study one
Managing in a context of organisational change

Ayo has been asked to introduce new procedures for key areas of his team’s work. This will
mean reorganising the team, with significant changes in some people’s tasks and
responsibilities. He expresses concern to Simon, his line manager, about how the team will
react.

Simon shares some of these concerns, although he is convinced the changes are necessary.
He tells Ayo that ‘it’s policy — | can’t do anything about it — you will just have to tell the team
what is happening, and they will have to get on with it’.

Ayo isn’t sure exactly how the team should be restructured, and he isn’t looking forward to
telling them about the new procedures. He puts off telling the team, while he plans the new
structure.

A month later, Simon asks Ayo about the team’s reaction. Ayo admits that he hasn’t told them
yet, explaining that he wanted to get the structure right first. Simon says this is just an excuse
for putting off an unpleasant task, and tells him to get on with it.

Ayo calls a team meeting and, without explaining the reasons, tells the team that they are
going to be reorganised — again. He explains the new structure and procedures. As he is
talking, he sees the looks passing between people. Thinking he needs to ‘stamp on’ any
disagreement immediately, Ayo says that there is no point in getting angry about it — the
decision has come from the top, and they are going to have to live with it. ‘If it is any
consolation’, he says, ‘I'm not thrilled about it either — I’'m not even sure it’s going to work. But
| do as | am told, and you will have to as well.”

What are the implications for you and your team of working in an
organisation which needs to change and adapt, and will need to go
on changing and adapting? What can you do to help ensure that the
Do you find it stressful? Or organisation is flexible, and how can you help individuals accept
threatening? change as a challenge, not a burden?

How do you generally
feel about change?

Or is it a challenge and an

opportunity? Managers need to accept that they are accountable to the

organisation (see ‘Accountability and levels of authority’, page 43).
Or do you find yourself While one would hope that managers feel committed to changes
somewhere in between — and agreed by the Board and senior management, the reality is that you
shifting from one to the other? |  and your team have to implement agreed changes, even if you are not
convinced that the Society is right. That doesn’t mean that you
cannot question change. In fact, the Society would encourage you to
question anything you think doesn’t or won’t work, and to come up
with better ways of doing things. At the same time, you must do your
best to implement agreed change, convincing your team of the need
to change, helping them to come to terms with it, and supporting
them through the process.




Managing in a context of organisational change

‘SUCCESS’ - The conditions for successful change:

 Shared vision - does everyone understand where the change is
taking us?

» Understanding the organisation - what needs to be addressed
to achieve the change?

» Cultural alignment - make changes in ways which are close to
the way things are normally done

« Communication - as soon as possible and whenever there is
something to say

» Experienced help when necessary — if it needs external
consultants, use them

« Strong leadership - at the highest level who will sponsor the
change

« Stakeholder buy-in - ensure that all the stakeholders have
bought in

When things need to change, the organisation needs a culture which
encourages people to respond positively to change, and it needs
managers who will take the initiative in making it work.Your
attitude, and the way you present the need for change to others, will
have a huge impact on the way they react.

Few people like change for change’s sake, and a team that doesn’t
understand the reasons for change will probably fight against it. So
your team needs to understand why changes are being introduced
and what the Society wants to achieve. A team which is committed
to the desired outcomes, even if it isn’t convinced the changes will
work, will look for ways to make them work.You need to encourage
them to explore possibilities, share ideas, develop new approaches and
try things out. If you have a ‘can do’ attitude yourself and encourage
their creativity, the chances are they will make it work.

Managing and supporting individuals affected
by change

As a manager, you should try to understand the feelings people go
through when faced with change — you’ve probably been through
most of them yourself! Some people feel invigorated, welcoming new
opportunities and challenges, others perceive any change as a threat.
Either way, the people in your team may go through a number of
stages before accepting and working with change. All kinds of
reactions should be expected. Your role is to help the individual to
explore how they feel, and how they can work through these
feelings.

The two diagrams overleaf illustrate the range of feelings people may
go through.

M Al FOR
INNOVATION AND CHANGE
BUT T'D FEEL A LOT
MORE COMFORTABLE
IF SOMEONE TOLD ME
WHY WE NEED To
WEAR THESE /

\ v

Reasons for resistance:

* loss of control

* uncertainty

« fear of the difference

* loss of power

* concerns about workload
* threat/loss of security

* misunderstandings
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And some ways of dealing

with it:

* involve people in the
process

* provide training and
development

* explain the change

* develop shared vision and
buy-in

* explain the reasons

* address people’s concerns

* listen and communicate
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‘A learning organisation is one that benefits
from the full brainpower, knowledge and
experiences of all its people to make sense of
the world. It consciously transforms itself in its
search for excellence. It actively encourages the
learning of all individuals who work for it and
with it, at the same time implementing systems
to ensure that the organisation is itself a learner.
The working environment of a learning
organisation is high challenge, low threat

The Campaign for Learning’s definition of a learning
organisation

Developing a learning organisation

Developing an organisation which accepts and
welcomes change, not only requires a shared
commitment to the organisation’s vision of the
future, it also requires creating a learning
organisation. This can be defined in many ways, but
key aspects are a sense of enquiry, a willingness to
experiment and take risks, and an openness to
learning and change. The Society’s managers have a
crucial role in facilitating and encouraging this,
using all the tools available to them in the
management framework.




Managing in a context of organisational change

Case study two
Managing in a context of organisational change

Ayo has been asked to introduce new procedures for key areas of his team’s work. This will
mean reorganising the team, with significant changes in some people’s tasks and
responsibilities. He expresses concern to Simon, his line manager, about how the team will
react.

Simon shares some of these concerns, but is convinced that the changes are necessary. He
spends some time with Ayo explaining the reasons for the changes and outlining the benefits
they will bring. Ayo still has concerns about the best way to restructure the team and how to
present the changes to them. Rather than advising Ayo, Simon suggests he goes away and

thinks about it, but they arrange to meet a week later to talk through Ayo’s ideas.

When they meet again, Ayo outlines his ideas for a revised structure and says he thinks it would
be useful to discuss this with the team. He has arranged an away day to look at all the
implications of the decision and discuss how they can work with the new procedures, hoping
that the team will find solutions to which they feel committed.

Simon is happy with Ayo’s proposal, and offers to come along to the away day if that would
help. Ayo feels it might be more important to demonstrate to the team that he is personally
committed to making the change work — and that might be easier if Simon isn’t there.
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Achieving needs-led, user-focused

services

The most relevant British Red Cross management
behaviours and competencies for ‘Achieving needs-led,
user-focused services’ are found under:

British Red Cross management behaviours

1 Uphold the Fundamental Principles and act with integrity
and in accordance with the Society’s values and

obligations

2 Recognise the implications of working within a charity
and a voluntary organisation

3 Ensure equal opportunities and anti-discriminatory
practice and promote diversity

6 Demonstrate flexibility and open-mindedness

British Red Cross management competencies

2 Planning and managing projects and activities
3 Business, finance and resource management

4 Analysis, decision-making and problem-solving
5 Innovative and creative thinking

As a manager, you may have a direct involvement in identifying
needs and developing, delivering and evaluating services. Other
managers, while having little or no direct involvement with service
provision, will still need to consider the Society’s lead strategy when
planning and carrying out their activities, so it is important that all
managers understand the principles of the needs-led, user-focused
strategy.

If you are directly involved in the provision of services, you will need to

work within the Society’s process for developing needs-led, user-

focused services, in particular by:

e using the needs-assessment framework

e using the prioritisation framework

* using the Society’s framework for developing and monitoring
service standards

* involving users in decision-making about the services we provide
or might develop, and

* using the guidance on evaluating users’ views of services.

The Society’s lead
strategy is to deliver
needs-led user-focused
services.

General principles
underpinning the lead
strategy

 Crisis related

* Meeting the needs of the
most vulnerable

 Reflects our capabilities/
skills/resources

* Time-limited

¢ Clear exit strategy (from
individual/group need)

* Needs-led

» User-focused

* Outcome-orientated

¢ Timely

» Accessible

« Sensitive to individual
circumstances

+ Capable of working in
partnership

 Continuous learning and
improvement

» Cost-effective

« Distinctive contribution

Organisational
principles

» Workforce fit for the
purpose

» Genuine delegation of
decision-making

* Mechanisms and culture to
share information and
learning




Achieving needs-led, user-focused services

Identifying and assessing needs Definitions

The Society has developed a needs assessment framework to guide
managers in identifying needs and making decisions about whether it
is appropriate for the Society to provide services to meet the
identified needs. Once a decision has been taken to provide a new
service or a range of new services, you will need to develop a project
plan, develop the standards, secure resources, and decide how the
service will be monitored and evaluated.

Being needs-led means that
the Society and managers at a
local level must be able to
identify, within local
communities, the needs of the
most vulnerable people in
crisis, and develop a response
that can flexibly adapt to meet

Advice, guidance and support on developing and those needs.

delivering needs-led, user-focused services, from: Being user-focused means
that the Society and
individual managers must
ensure that the views of
current and potential service

Service Development Department at UK Office
Strategy and Planning Division at UK Office

users influence decision- %
Various other sections of this good practice guide are very making at national and local ‘_,.1
relevant to ‘Achieving needs-led, user-focused services’, level. g
Ll Users are individuals who use w

Managing within a changing external environment, page 34 British Red Cross services.
Managing in a context of organisational change, page 35
Accountability and levels of authority, page 43
Decision-making, page 69

Managing and contributing towards projects, page 77
Managing the performance of individuals and teams, page 88

User evaluation — methods
of collecting feedback from
current service users on the
strengths and weaknesses of
our service delivery, and how
service delivery could be

improved.
Needs assessment framework - key questions to User involvement —
ask methods of involving users,
« What is the crisis or turning point we are addressing? Can both current and potential, in
British Red Cross intervene on a short-term basis? operational and, where
o : relevant, strategic decision-
* What are other organisations doing? making.

* What are the gaps? How significant are they? What are the
consequences of not addressing them?

» How well do our capabilities equip us to respond/build
capacity?

* Is there an exit strategy for working with individuals/
communities?
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Monitoring and evaluating services

When monitoring and evaluating a service, you will need to consider
such questions as:

* have the aims been met?

* is the service still relevant for the British Red Cross to provide?

* does the Society still have the capability to provide it?

« should the Society continue to provide the service, or have the
priorities changed?

 what do service users think of it?

» what do partners think of it?

« what changes, if any, would be needed to ensure that it continues
to meet identified needs?

* are the standards being met?

* do the standards themselves need to be reviewed?

The following diagram illustrates, in a simple form,
the cyclical processes required to identify, deliver,
monitor and evaluate the provision of services, and ¢f
ensure high quality, flexible, needs-led, user-focused %
services.

“THIS ISN'T GUITE WHAT T MEANT WHEN T SAD WE NEED TO
MONITOR OUR SERVICES.”

Process for developing needs-led, user-focused services

4. Monitoring and evaluatiorJ- =-=== ‘[1.1 Understanding needsj\

Stage four

Stage one

3. Implementation Stage three
1.2 Assessing needs

Stage two

2. Development plan 1.3 Prioritising responses
to unmet needs




Accountability and levels of authority

Accountability and levels of
aUthorIty ® ® & | The most relevant British Red Cross management

All the Society’s behaviours and competencies for ‘Accountability and
managers, staff and levels of authority’ are found under:

volunteers are
accountable to the
Society and the Board of

British Red Cross management behaviours

1 Uphold the Fundamental Principles and act with integrity
and in accordance with the Society’s values and obligations

Trustees through the line 2 Recognise the implications of working within a charity
management structure. and a voluntary organisation
The Society itself is 5 Take responsibility for your own decisions and actions and

accountable in different for your team

ways to its various
stakeholders, for example _
1 Leading people

to service users and 2 Planning and managing projects and activities
donors, and also to the 3 Business, finance and resource management
Charity Commissioners 4 Analysis, decision-making and problem-solving

(see page 26).

British Red Cross management competencies
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Case study one
Accountability and levels of authority

Meg makes it clear during Masood’s induction that he is to refer to her on all but the most
minor decisions. Since this is his first management role, and the first time he has been
responsible for managing a budget, Masood accepts this.

Some months later, Masood is still seeking Meg’s approval for almost all decisions. Meg feels
that this should no longer be necessary — he could easily decide many of the things he asks
about himself. The next time Masood comes to see her, Meg is very busy and snaps at him,
with some irritation, that ‘it really is time you started to take responsibility for your own
decisions’.

Masood is now unsure about how much authority he has. Over the next weeks, he finds that
he is worrying about decisions, and sometimes feels he would like to have Meg’s ‘OK’ before
going ahead.

One day, Masood goes to see Meg to tell her about a partnership agreement he has
negotiated. He is feeling pleased with himself, and he is sure it will bring enormous benefits to
everyone. But Meg is furious! ‘You’ve actually signed this?’ she asks. ‘But this means that
you’ve committed us for the next five years! Didn’t you even think of asking me first?’

Masood is upset. ‘The cost this year is in the budget’, he says. ‘It’s just that it gets spent a bit
differently, and we’ve already agreed to put in for the same next year. | don’t see what the
problem is.” ‘The problem’, says Meg, ‘is that neither you nor | are authorised to make a
commitment like that on behalf of the Society.’
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Supporting Strategic
Priority No. 1: Devolving
responsibility for services:
Within the framework of the
Society’s strategy, policies and
standards, the key role of
Branches is the identification
of need and the design and
delivery of services to meet
those needs. Branches will be
left to the maximum extent
possible to get on with that
job, with decision-making
authority and accountability
via the monitoring of
performance rather than the
constant need for prior
approval. This will speed up
decision-making and ensure
sensitivity to local
circumstances.

You are accountable to your line manager for your decisions and
actions.You are also accountable to your line manager and to the
Society for the decisions and actions of your team, and your staff are
accountable to you.

Your level of authority defines the decisions you are authorised to
make without reference to others.

Managers at all levels take important decisions on the Society’s behalf,
and must have a clear understanding of their level of authority. Each
manager needs clarity about the decisions they are — and are not —
authorised to take.

You need that clarity from your manager and your team needs it from
you — they need to know their boundaries and their degree of
autonomy.

The Society’s strategy of devolving responsibility for services is
designed to empower managers to make decisions and to reduce the
constant need for prior approval before acting, while maintaining
acceptable levels of risk.

In many cases, authority to proceed will be through the business
planning and monitoring process, as actions described in the plan and
the associated budget will have been approved previously by senior
and line management. If you wish to initiate unplanned activities, i.e.
any actions which do not appear in the business plan, or to use
resources beyond those in the agreed budget, you will need to obtain
authority at a higher level. In an Area, for example, unplanned
activities can only be initiated by the Operations Director and
authorised by the relevant UK Director.

In other cases, questions about whether you have authority to make
decisions or to act will be answered by referring to your job description
or to relevant policies and procedures.

Questions of authority and accountability also involve making
judgements.You may be authorised to carry out a particular project
because it is in your business plan, but still need clarity from your
manager about the detail of your authority. Can you decide for yourself
about how the project will be implemented? Does your manager want
to approve your project plan? Are you confident that you will know
when you need to refer to your manager or other people?

You also need to clarify levels of authority when you delegate to
members of your team. Is it appropriate to devolve authority to
particular individuals? Are they competent to take decisions of this
kind? Do they have sufficient confidence and experience? Are you
confident that they will know when to involve you and/or others in
decision-making?



Accountability and levels of authority

Reading this might make you cautious about devolving authority to
members of your team.While you should always think carefully
before authorising others to take responsibility, you need to take into
account that the Society devolves responsibility to local levels in
order to speed up decision-making and ensure sensitivity to local
circumstances. The Society also encourages managers and others to
take reasonable risks in the interests of learning, flexibility and
innovation.

Clarifying overall decision-making authority and accountability with
your team will significantly reduce the number of occasions when
they need to seek your prior approval before acting, and you can
then manage their authority and accountability through ongoing
performance management.

The key issues for you are how to manage devolving authority and
responsibility, and the mechanisms you employ to monitor
performance.

As for many management tasks and responsibilities, your most
important tools are induction, one-to-one supervision and appraisal.
Your supervision meetings with your staff give you the opportunity
to clarify how much authority they have. Every time you delegate a
task to an individual, you need to make sure that they understand
their authority, and know when to refer back to you.

With a new employee, you will need to clarify overall levels of
authority during the induction period, and may need to spell out
their authority in relation to individual tasks in some detail. After a
time, you will develop a shared understanding of the boundaries, and
spend less time on this.

Accountability:

You are accountable to the

Society, through your line

manager, for:

 your work and your
decisions

* the work of your team
and their decisions within
the boundaries set by your
manager

* your team are accountable
to you for their work and
their decisions - within the
clear boundaries that you
set

Delegating authority:

When delgating:

« clarify overall authority
levels during induction,
and review them as
appropriate in supervision

* clarify details of authority
when delegating tasks and
projects

* ensure accountability via
monitoring of performance

* ensure staff know they can
still refer to you if they are
unsure

* take ‘reasonable’ risks and
allow and encourage your
team to do the same

* accept ‘understandable’
mistakes — but make sure
they - and you - learn
from them

€ U01108S
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Your team need clarity, but they also need your support. When you
delegate authority, you must ensure that the individual knows that
they can still refer back to you if they are unsure. They also need to
know that they have your support if they get something wrong. They
are accountable to you, but you must also accept responsibility for
their decisions and actions — you are accountable to your manager for
your team. Two things may have gone wrong: the individual may
have made a poor decision, and you may have been unwise to
delegate the authority. But remember that the Society is happy to
allow — and even to encourage — people to take reasonable risks, and
it accepts justifiable mistakes.

If one of your team makes a poor decision, you need to spend some
time with them, analysing what happened and why, and ensuring that
they learn from it. In more serious situations, for example if you feel
they acted unreasonably or irresponsibly, you might have to consider
setting different boundaries on their authority and/or initiating
disciplinary procedures.

Case study two

decision either.

Accountability and levels of authority

Meg makes it clear during Masood’s induction that he is to refer to her on all but the most
minor decisions. Since this is his first management role, and the first time that he has been
responsible for managing a budget, Masood accepts this.

Meg regularly reviews his authority to make decisions without reference to her during their
one-to-one supervision meetings, gradually delegating more authority as she grows to trust
him. Masood goes back to her if he isn’t clear whether he has authority to decide for himself
or if he isn’t confident that he is making the right decision.

After some months, Meg feels that Masood needs to develop his confidence in his own
decision-making. She encourages him to use his initiative, and reassures him that if he does
get it wrong, it won’t be the end of the world. Masood responds well to this, and Meg feels
he is getting more confident, and taking on more responsibility.

Shortly afterwards, Masood goes to see Meg to tell her about a partnership agreement he
has been working on. Ordinarily, he would have felt that this agreement was within his level of
authority, but when he thinks about it, he decides that because the agreement commits the
Society for five years, he cannot finalise it without Meg’s approval. When Meg looks at the
agreement, she says he was quite right to come to her. She confirms that he only has
authority for items within his agreed business plan and budget, and tells him that they will
have to get approval from her line manager, as she isn’t authorised to make that kind of




Choosing the most appropriate manegement style

Choosing the most appropriate
management style
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Mahagement style can be The most relevant British Red Cross management
defined as the approach behaviours and competencies for ‘Choosing the most
used by managers in the appropriate management style’ are found under:

completion of their work. - ;
British Red Cross management behaviours

3 Ensure equal opportunities and anti-discriminatory
practice and promote diversity

4 Recognise and value the contribution of others

5 Take responsibility for your own decisions and actions and
for your team

6 Demonstrate flexibility and open-mindedness
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British Red Cross management competencies

Leading people

Analysis, decision-making and problem-solving
Innovative and creative thinking

Interpersonal and communication skills
Managing and developing individuals
Team-working
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Case study one
Choosing the most appropriate management style

During a one-to-one supervision session, Dave tells Jo that he is going to allocate an
important task to her. Although Jo is very able and experienced and the task is within her
competency, Dave spends a considerable amount of time telling her exactly how he wants
the task done.

Jo doesn’t say anything to Dave, but she feels irritated. It isn’t just that Dave doesn’t trust
her to make even the simplest decision, he obviously doesn’t feel she could contribute to
planning the task. When she begins work on it, she quickly realises that there would be a
better way of doing it - not only quicker, but also producing more information and a better
result overall.

She thinks about just doing it her way without asking Dave, but knows he would be angry
about that. She also thinks about asking to discuss her ideas with him, but since he has
given her clear instructions about how to do it, even that might annoy him. After a while, she
sighs and settles down to do it his way — after all, that’s what he told her to do. She finds it
difficult to summon up much enthusiasm, and when she has finished, even she knows she
hasn’t done it all that well.
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As you go about your tasks, you probably use a variety of different
management styles. You may sometimes be directive, telling staff what
they must do and how. At other times, you might consult with your
team, inviting their views and ideas, and involving them in decision-
making. Neither approach is necessarily right or wrong — the most
effective approach will depend on the situation, the individual(s) and
your relationship with them.

This means that you need to be able to use a range of different styles
and techniques, selecting the most appropriate for each situation. In
an emergency, or when an immediate decision is required, you will
probably tell people what to do, rather than consult — you don’t
consult with your colleagues if the place is on fire, you move!
However, if you have a number of different options to choose from,
involving the team in exploring these might lead to a better result,
and a more committed team. Using the most appropriate
management style for the situation and the individual will help create
an environment where everyone can flourish.

The chart below illustrates this range of styles.

Preferred management styles

It is not always easy to choose the best approach, and many managers
have a preference for a particular style, perhaps as a result of the
assumptions they make about other people (see MacGregor’s Theory
X and TheoryY, on page 49), or because it is a style used by
someone they see as a good role model. They may simply feel more
comfortable with some approaches. If you recognise this in yourself,
you may need to make a point of thinking about your approach and
trying to move out of your comfort zone more often, or a bit
further.You should be comfortable with all management styles, so
that you can adapt your style according to the situation and the needs
of your team. If you use a consultative or sharing style, or delegate
decision-making when it is inappropriate to do so, your team may



Choosing the most appropriate manegement style

feel they lack direction. But a style which is too authoritarian, or a
reluctance or inability to delegate when it is appropriate to do so,
may reduce the contribution your team can make,
restrict their personal and professional development,
and make them feel stifled.

| ENCOURAGED YOU
TO DELGATE
DECISION-MAKING TO
THE TEAM, BUT ARE
~—— YOU SURE THEY KNOW
WHAT THEY ARE

Your team’s preferences

Just as you may feel more comfortable with some
styles, members of your team will also have individual
preferences. If you ask them, you might find that one
person would prefer you to be more directive, while
another may be motivated by having more input into
decisions. If you know their preferences it will help
you to decide the most effective approaches.

(
Douglas MacGregor’s work (see below) may imply that the higher
your expectations of your team, the better they are likely to perform.
That certainly does not mean that you must always consult, share or
delegate. But you may find that the team achieves more if you

involve them more, and such approaches also encourage and facilitate
learning and development.

Making assumptions about your team
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Douglas MacGregor’s Theory X Theory Y

research showed that managers < People dislike work and will » Work is necessary to human

tend to operate with one of avoid it if they can growth and people enjoy

two sets of contrasting * People must be forced to put working

assumptions about people, in the right amount of effort  People will direct themselves

which he called Theory X and  * People would rather be towards an achievable target

Theory Y. (The Human Side of directed than accept * People seek and accept

the Enterprise, published 1960) responsibility, which they will responsibility under the right
avoid conditions

He suggested that if you * People are motivated mainly * People want to realise their

believe these assumptions about by money own potential

the people you manage, they * Most people have little * Creativity and ingenuity are

will tend to behave that way. creativity, except when it widely distributed and

(Self-fulfilling prophecies!) comes to bending the rules! grossly underused

Thus, if you believe people try

to avoid working, your staff

may start doing just that!
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Case study two
Choosing the most appropriate management style

During a one-to-one supervision session, Dave tells Jo that he is going to allocate an
important task to her. He knows Jo is very able and experienced and thinks the task is well
within her capability - if he explains what outcomes he requires, she will be able to explore the
various options available to her and find a way that works.

Because this task is a bit different to her other tasks, he describes what he needs, and asks
Jo whether she would be happy to decide how to do it herself, or wants a bit more input from
him. Jo thinks about it and decides that she would like to explore the options herself but,
because it is a new piece of work, she would like to check back with him before actually doing
it - just in case she is wrong. Dave says he is happy with this, and when she returns with a
recommendation and explains why she chose this option over the alternatives, he completely
agrees with her.

This is really quite a boost to Jo’s confidence and she is full of enthusiasm for the task, which
she completes very quickly. Dave is very pleased with the results she produces and
congratulates her on her good work.

[Remember that this is only ‘right’ because it is right for Jo and the work is within her
capabilities — it will not always be right for you and your team.]
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‘Doing the job’

The title of this section is taken from the ‘doing the
job’ box in the centre of the management framework
diagram (see Appendix 1). It provides practical
guidance on applying the framework and the activities
you carry out as you implement it in the management
of your team — outlining what the Society expects you
to do, and how.

The first expectation is that you read this guidance, and then refer to
it regularly. You will certainly want to read and refer to this guide if
you are taking on a management role for the first time, or if you are
new to the Society, even if you are already an experienced manager.
But established and more senior British Red Cross managers also
need to be familiar with this guidance, and to refer to it when
appropriate, for example during one-to-one supervision meetings or
when working to identify development needs. It is designed to assist
senior managers to provide support to their team when they are
implementing the management framework and gaining the necessary
British Red Cross management behaviours and competencies.

Remember that the Society does not expect managers
to follow every word of this guidance slavishly - it is
not a rule book.

There are many different ways to be effective as a
manager, and the Society needs and values creativity,

innovation and diversity.

It does not need all its managers to be clones!

‘Doing the job’

The Society’s
expectations of
managers

* you are expected to ensure
that your work, and that of
your team contributes
towards the Society’ vision,
mission and corporate
objectives

* you are expected to follow
the various British Red
Cross policies and
procedures referred to in
this guidance. (Note that
you have some discretion
over the way you
implement procedures as
long as you implement
policy effectively.)

* you are expected to
implement the British Red
Cross management
framework as described in
this guide

* you are expected to uphold
the Fundamental Principles
and ensure that your
behaviour is consistent with
the British Red Cross
management behaviours

* you are expected to develop
your knowledge and skills as
described in the British Red
Cross management
competencies

 you are expected to develop
any specialist or technical
knowledge and skills
required for your post, and
to keep these updated as
required

2
®D
0
=t
)
)
1N

53



54

Good Practice Guide for Managers

Managing yourself eseees

[
The manager’s role is a
complex one. You need
to balance a variety of
roles, tasks and activities,
prioritising your work in a
way which best achieves
the organisation’s and
your own objectives.

The most relevant British Red Cross management
behaviours and competencies for ‘Managing yourself’
are found under:

British Red Cross management behaviours

5 Take responsibility for your own decisions and actions
and for your team. (The text of this behaviour — see
Appendix 2 — is written to apply to your management
of your team, but many of the behaviour statements can
also be applied to managing yourself)

British Red Cross management competencies

7 Managing and developing yourself
9 Managing and developing individuals

Case study one
Managing yourself

Amy arrives in the office on Monday morning. She glances at the pile of stuff in her in-tray and
checks her diary: back-to-back meetings most of today and tomorrow, several on
Wednesday, and then she is off on that two-day course. She also wanted to fit in the
supervision meetings with two of her team which she cancelled last week — but that will have
to wait, even if they are several weeks overdue — she’s got the report to write for John, her
manager, and that is already two weeks late.

John drops in to say good morning, and see how things are going. They chat for ten minutes,
then he asks her to read through the discussion paper he’s been working on; ‘I'd appreciate
your comments by Friday, can you do that?” As he is leaving, he tells her he has volunteered
her to join a new working group: ‘it will be good experience for you, and | know it will be
interesting; Chan will give you the dates and papers.” Amy sighs, picks up the phone and
cancels the training course. Then she finds the papers for the first two meetings, and dashes
off down the corridor.

When she gets to the meeting, about ten minutes late, she finds they have already started.
She looks at the agenda, and remembers that she had promised to put together some
thoughts on the implementation plan. Oh, well, she thinks, I'll just have to wing it!




Managing your workload

You may feel that you are working under considerable pressure most
of the time: the work needs to be done quickly but you always seem
to be in meetings and when you finally sit down to tackle a task,
there are constant interruptions. The constant flow of urgent tasks
stops you doing things you know are important, and the quality of
your work may suffer.

If this sounds familiar, you need to
take time out to think about how
you prioritise your work, manage
yourself and manage your time.
You might also think about
whether you need to manage your
manager! (See ‘Managing your
manager’ page 114.)

Are you good at managing
your own stress? The Society
provides training on
identifying and managing stress
— discuss your training and
development needs with your
manager.

You need to share your time appropriately between:

» work on the tasks you carry out personally — tasks which require
your specialist knowledge or expertise and cannot be delegated

» work in managing the tasks being undertaken by your staff, e.g.
agreeing plans, discussing progress, and dealing with any problems

« work in supporting and developing your staff and managing their
performance

¢ communicating with a wide range of people, in meetings and face-
to-face contacts

 your own training and development.

So how do you prioritise your work? The first question to ask is
whether you actually have to do all the tasks on your list. Are they all
essential? If so, do you need to do them yourself? Which can you
delegate to other people? (See ‘Delegation’, pages 45 and 110.)

©o!
THE 80[20 RULE
pDoes NOT MEAN You
ONLY HAVE To
work 1 DAY N 5/

Managing yourself

Setting priorities

Decisions:

« the order in which jobs are
done

* how much time you spend
on each

Urgent jobs:

» don’t also have the highest
pay-off

* are often given a priority
they do not deserve

Important jobs:
« are the ones which help
you achieve your objectives

Mistakes:

¢ not distinguishing between
‘urgent’ and ‘important’

« doing what you like doing,
not what needs to be done

Do you enjoy being driven by
events, crisis and fire fighting
... and find time management
techniques, e.g. planning and
prioritising, hard work or
boring?

Pareto’s Principle: The
80720 rule:

20% of the time available
produces 80% of the results

80% of the time available
produces 20% of the results
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0
0
=,
o)
S
N

55



56

Good Practice Guide for Managers

Some ideas for organising

yourself:

* create a weekly plan to
give yourself:

* enough time for major
tasks

* an overview (So you can
make changes)

* translate this into a daily
to-do list (do it for the
next day before you go
home)

* be realistic!

* review your list throughout
the day

« ask yourself if you have to
do things, or if someone
else could

* group related activities
together

* work on important tasks
each day

Think about which tasks are important, and which, although urgent,
are less important. How much time do you spend on trivial matters?
Do you write letters, when a phone call would do? Do you waste
time finding things because your filing system is badly organised?
Could you save time by drafting the week’s correspondence in one
afternoon, rather than replying to letters as they come in? Every
manager has their own systems and time management ‘tips’. Do yours
work for you?

If, when you have done all that, you still have more than you can fit
into your day, ask yourself whether you need to be more assertive. Is
your manager aware that you are genuinely over-stretched? Can they
help you to prioritise? Could you sometimes say no, when asked to
do something? These are all issues which you can and should raise in
your regular one-to-one supervision meetings with your manager.
And if you think you need training in order to be more efficient and
effective, let your manager know.

Managing your own professional and personal
development

You and your line manager have a
shared responsibility for your
training and development. The
Society’s and your first priority is
to ensure that you have the
knowledge, skills and behaviours
for effective performance in your current role. When your work plan
has been agreed, you should take time to discuss any training and
development needs for the activities in the plan, and draw up a
training and development plan (see page 120).You are the best
person to identify your own needs, although constructive feedback
from your manager will be very helpful. And, because you know how
you learn best, you are also the best person to research the training
and development options available to you, e.g. coaching, shadowing,
training courses, etc.

See ‘Developing your team for
effective performance in their
existing roles’, page 118 for
more information about
training and development.

Once you have agreed the training and development plan, make sure
it happens — it is easy, when the work is piling up, to make your own
training and development the last priority. Don't!

You may also be seeking training and
development in order to achieve your
longer term career aspirations, or to
enhance your existing role.Your
training and development for these aspirations should be agreed with
your manager during your appraisal and then compiled as a ‘career
and personal development plan’.

See ‘Personal and career
development’ page 126 for
more information.



Managing yourself

Case study two
Managing yourself

Amy arrives in the office on Monday morning. She glances at the pile of stuff in her in-tray
and checks her diary: back-to-back meetings most of today and tomorrow, several on
Wednesday, and then she is off on that two-day course. She also wanted to fit in the
supervision meetings with two of her team which she cancelled last week, and she’s got
the report to write for John, her manager. She spoke to John about that last week,
because it was already overdue, and although he agreed to an extension, it is still urgent.

Amy decides she really needs to prioritise - she must make time for the two supervision
meetings, and her training course is important. Perhaps one or two of the other meetings
could be postponed. This problem keeps arising, so she decides to block out certain days
when she won’t be available for meetings. If she works really hard to keep those days free,
unless a genuine emergency comes up, it should work. She will try it for a month or two

anyway.

John drops in to say good morning, and see how things are going. They chat for a few
minutes, then he asks her to read through the discussion paper he’s been working on; ‘I'd
appreciate your comments by Friday, can you do that?’ Amy says she’ll be happy to, but
reminds him that she is out on Thursday and Friday, so it would mean the report will be
further delayed. He agrees that the discussion paper can wait until the following Friday. As
he is leaving, he tells her he has volunteered her to join a new working group, which he
thinks would be interesting and good experience, but he is now wondering whether she will
have time - would she like to do it? Amy asks John if they could arrange a meeting to help
her prioritise, to see if she can fit it in — she hasn’t got time to discuss it now, as she has a
meeting to go to. Then she finds the papers for the first two meetings, picks up the notes
on implementation she made for the first one, and dashes off down the corridor.
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She arrives just as the meeting is about to start, but settles down quickly — at least she is
well prepared.
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Communicating with others

([
. . . .
Good communication is o
fundamental to effective ®®®®®®®®®eco0cs0cs00 °
management. For o
managers, it involves The most relevant British Red Cross management
sharing information, and behaviours and competencies for ‘Communicating with

knowledge and skills, with | ©Othersare found under:

your colleagues and your
team. You are also an
ambassador for the

British Red Cross management behaviours

1 Uphold the Fundamental Principles and act with integrity
and in accordance with the Society’s values and obligations

Organisation, its. 2 Recognise the implications of working within a charity and
objectives, and its a voluntary organisation
principles. If you 4 Recognise and value the contribution of others

(ep]

Demonstrate flexibility and open-mindedness

communicate effectively
7 Support and share

with your colleagues, staff

and volunteers, and with British Red Cross management competencies
the p.ubl|c, you will be 1 Ler i [zl

sending out a powerful 6 Interpersonal and communication skills
message about what the 7 Managing and developing yourself

British Red Cross does 9 Managing and developing individuals

and what it stands for. 11 Team-working

Effective communication involves:

* encouraging the flow of information and feedback within your
team

* sharing information, learning and good practice with others

« using feedback to inform behaviour and improve standards

* developing good personal and working relationships with others

* managing the ‘interface’ between your team and other teams
within the Society

* building partnerships, both internally and externally.

It will help you to:

* manage your team effectively

* involve your team and gain their commitment

* represent your team and the Society to others

« identify and meet clients’ and stakeholders’ needs and expectations
* achieve the Society’s strategic priorities

* assist the Society to develop into a learning organisation.



Communicating with others

Case study one
Communicating with others

During a one-to-one supervision meeting Veena gives Bob a new task which is part of a
larger project she is managing. Bob is unsure of the overall aim and asks Veena to explain
what the project is about and how it fits in with work he thinks another department may be
doing. Veena says she hasn’t got time and, as the task is simple enough, he really doesn’t
need the background stuff. Bob asks whether he should talk to Kabir, his ‘counterpart’ in the
other department, ‘just to make sure we aren’t duplicating each other’s work’. Veena tells
him not to waste his time, adding that she wants to keep the project within the team.

A couple of days later, Bob meets Kabir in the corridor and Kabir mentions a few difficulties
he is having with his project. This makes Bob even more concerned about duplication.
Knowing that Veena would be angry, he doesn’t tell Kabir what he is doing, but he goes
back to Veena to tell her what Kabir said. He suggests that it might be helpful if she spoke
to Kabir's manager, so both departments know what the other is doing. Veena reacts
crossly, reminding Bob that she told him not to talk to Kabir. Bob says he doesn’t
understand why Veena is so reluctant to discuss things with other managers. Veena replies
that when she wants feedback from Bob, she will ask him.

Later, when the project is nearly completed, Kabir's manager asks Veena for a meeting, and
they find out that the two departments have been duplicating their efforts in a number of
areas.

As a manager, you need to communicate effectively with a range of
different audiences: your manager, your team, and other managers and
teams, i.e., ‘up’, ‘down’ and ‘sideways’. You may also need to
communicate with volunteers or audiences outside the British Red
Cross, e.g. service users, or partners in other organisations or the
statutory services. For each of these, you will need to choose the
most appropriate methods and techniques:

 one-to-one — formal meetings and informal discussions

* in groups — project meetings, team meetings, etc — you may be
managing the meeting, facilitating discussion, or contributing as a
group member

 formal or informal presentations

* in writing — reports and discussion documents, letters, memos,
e-mail and faxes

* by telephone.

If you need help with these or any other areas, e.g. report-writing,
meetings, public speaking, delivering training, IT skills, etc, discuss
your development needs with your manager.Various courses are
available.
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If we were intended to talk
more than listen, we’'d have
been given one ear and two
mouths!

‘Golden Rules’ for
effective team briefing:

* hold briefings regularly
once a month
* schedule meetings well in
advance
¢ hold briefings in the
workplace, during working
hours
* make sure they last no
more than 30 minutes
* avoid interruptions
* make them interesting
« structure the sessions, to
cover:
* progress — on team goals
and targets
* policy — any new
policies, management
decisions, procedures,
guidelines, etc
* people — individual
achievements and matters
affecting team members
* points for action — who
needs to do what, and
when

Sharing information and ideas within and across teams is a vital part
of learning for individuals and for the organisation as a whole, and
essential for effective performance and performance management. It
IS a two-way process. Listening is as important as talking, and it
should be an active process of laying aside assumptions about what
someone is trying to say, listening to what they actually say, and
checking back that you have heard and understood correctly.

Communicating with your team

This is an essential part of your everyday work as a manager.You
cannot achieve your objectives without your team’s contribution and
cooperation, nor can you work well with other teams unless you
communicate effectively with them. The benefits of good practice are
Clear:

* a better informed team

a team which is more able to

accept and implement change

* a shared view of what is going
on, and where the Society and
the team are going

* a greater sense of involvement, resulting in improved motivation
and job satisfaction

* greater accuracy and consistency of information, leading to
improved trust and confidence in each other, and with other teams

« reduced reliance on the grapevine

« for you personally, greater satisfaction in seeing your objectives
achieved and, as a result, greater confidence in your leadership skills.

See also ‘Developing a team-
working approach and the
effectiveness of the team as a
whole’, page 110.

The team briefing system is an important and practical tool for
internal communications. The system works by cascading senior
management decisions and information down the management line
to reach as many people as possible within the shortest possible
time, and passing information back up the line. But, even more
important is the opportunity to exchange information face-to-face.
When the system is properly used, i.e. regularly and consistently, you
can be sure that you and your staff are being kept fully informed
about developments affecting the whole organisation, and updated
on matters of more local interest. Team briefing sessions covers items
from senior management (the core brief), and could include items of
particular relevance to the team or Department (local divisional,
departmental and section briefs). Team briefing is a two-way process:
information is cascaded down throughout the Society, with feedback
from discussions flowing back up the management line.



In addition to structured communication processes such as team
briefings and one-to-one supervision, you should make full use of
other opportunities and less formal communication techniques to
communicate with your team and encourage them to communicate
with each other. These methods could include:

* regular team meetings
« start of the week team reviews: sharing and celebrating

achievements and success; discussing problems; reviewing learning;

anticipating issues and events in the coming week, and sharing
concerns

* diary checks — who is doing what and when; how will you keep in

touch?

* written communications to complement the spoken word — using

memos, notes and e-mails to back up a discussion, develop an
issue, describe the current situation or open up new issues.

‘Walking the talk’

This is about communicating your commitment to the Movement’s
Fundamental Principles, to the Society, and to its strategic priorities
and ways of working, and developing a similar commitment in
others. For managers, it also means demonstrating a commitment to
the British Red Cross management behaviours and competencies.
Words alone will not achieve this — this is about being a role model
and behaving in ways which confirm what you are saying. ‘Walking
the talk’ also means communicating a vision and setting an
expectation of quality and high standards.

Communicating with others
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“IS THAT WHAT THEY MEAN BY ‘WALKING THE TALK ?”
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Some important

questions to ask

Do | — or does the individual

involved — have:

* enough knowledge and
understanding of the
specific subject?

« sufficient general knowledge
of the Society and its work
to answer questions which
might arise?

« sufficient knowledge of the
Movement, and its
Fundamental Principles and
ways of working, to give
appropriate answers to the
difficult questions about
international activities
which so often arise?

* the confidence to say ‘I
don’t know’?

* good public speaking/
presentation skills (training
is available)?

* access to the appropriate
materials?

« sufficient understanding of
the audience and its needs?

* the personal attributes and
ability to present a positive
image of the organisation
and its work?

Good Practice Guide for Managers

Communicating with external audiences

Communicating with external audiences, including the general
public, through the media, is a key aspect of the Society’s strategic
priority of ‘Communicating a compelling Red Cross message’.

Managers should, however, bear in mind that communicating the
Red Cross message involves much more than contacts with the
media. You should also ‘walk the talk’ when communicating with
non-Red Cross audiences, putting across the ‘Red Cross message’,
sharing your belief in the organisation and its values and presenting a
positive and professional image of the Society and its work. Do also
encourage your team to tell others about the Red Cross, its work and
its values.You should bear in mind that people’s perceptions of an
organisation are often shaped by the behaviour of individuals who
work for it, as well as by what they say and do. It is important to
communicate this to your team, and work to ensure that their
behaviour reinforces positive perceptions of the Society.

Presentations to external audiences and other
contacts with the public

Managers and other staff and volunteers are often asked to make
presentations about the International Red Cross and Red Crescent
Movement, the British Red Cross, or particular aspects of its work, to
various external audiences, e.g. community groups or schools.
Individuals making such presentations are, in effect, the public face of
the Movement and the Society, and can have a significant impact —
positive or negative — on public perceptions of the organisation.You
may be giving the presentation yourself, or making decisions about
who would be the best person to do it. Either way, you must do
what you can to ensure a positive outcome — for the audience and
for the Society.

Similar questions may need to be asked about other situations in
which individuals interact with external audiences, for example how
the Society’s trainers present the organisation when delivering
courses, and indeed, what messages the people who work in British
Red Cross shops and volunteers and staff who provide a service in
the community are giving about the Society.

Because every action or decision spreads a message, you should
always consider the wider implications of your decisions, and the
work of your team, on external audiences.

Refer to the British Red
Cross public relations manual
for advice and guidance.



Communicating with others

If you are involved in planning an activity or programme, you will
need to determine:

» who is going to be affected by your decisions

* how to inform or engage with these groups and individuals

* how to market and promote your ideas, plans and initiatives

* how to obtain and use feedback

and then make sure that the information you wish to disseminate
reaches the targets you have identified, and achieves the impact and
the results you require.

Communicating with, and through, the media

The media provide a very effective way of communicating with
external audiences. National and local television, newspapers, radio,
etc, can spread our message to audiences we could not hope to reach
in any other way. They are generally very supportive of the British
Red Cross and see the Society as a good source of news, and the
Society devotes a considerable amount
The Communications of money, time and effort to
Team at UK Office and developing and maintaining good
communication specialists | working relationships with them.
in the territories can advise
on media strategy and best = Communicating with the media is a
practice, and will also be specialist role, but all managers are

able to help identify the encouraged to ensure that best use is %
most appropriate person to | made of opportunities to disseminate =
speak to the media on a information via the media. g
particular subject. N

The Society has designated certain
individuals to speak to the media, provided them with the necessary
training, and ensured that they are sufficiently briefed to speak on the
Society’s behalf.

However, any manager could find themselves talking to the press, just
by picking up the telephone! How you respond is very important —
you must be friendly and helpful, while ensuring that you do not say
anything that might damage the Society and its reputation. The
following simple tips may be helpful:

» Make the caller feel that you welcome their interest in the Society.

* Establish who they are and which newspaper/media they
represent.

 Confirm the nature of the enquiry and the timescale they are
working to.

 Decide who should respond to the query — even if you know the
answer, it may be more appropriate for someone else to respond, or
for you to take advice before replying.
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Giving feedback:

* make it timely — as soon as
possible after the event

* remember that immediate
praise or a quick reprimand
may be as effective as more
detailed feedback later

* be specific and provide
clarification if required

 only give feedback on
things people can actually
change

« ‘own’ your feedback — ‘I
think/feel ....

* be sensitive to their feelings

* allow the individual time
to respond or, if
appropriate, to go away and
think about what you have
said and come back with
their response

* accept that you may be
wrong!

* when giving negative
feedback, say something
positive as well (ideally a
positive-negative-positive
‘sandwich’)

 Say that you would like to help, but you are not the best person to
talk to them. The simplest reasons are the best — this isn’t your area
of work; you do not know all the facts, etc.

* Be friendly and polite, and make sure you do not sound defensive
or secretive.

* Take the caller’s contact details and either offer to transfer them to
the appropriate person (if you know who that is and they are
authorised to take calls from the media) or promise to pass the
query on to another person when you have established who
should take the call.

* Thank them for their call.

« After the call, identify an appropriate person to speak to the caller
as quickly as possible, contact them immediately, and brief them on
the call.

Remember that the media are a vital tool — and a cost-effective one
— to help get information to our supporters and the general public
about our work. Without the coverage we receive in the press and the
broadcast media, and increasingly also on-line sources, our role and
our response to people in crisis could never be so widely recognised.

Giving and receiving feedback

Everyone is entitled to constructive feedback on their work and their
behaviour.You must ensure that you give honest, constructive and
effective feedback to your team — when they seek it from you, and
sometimes when they don’t!

Supervision and appraisal are all about giving — and receiving —
feedback. Your staff need to know what they have done well, and to
receive recognition. They also need to know what they could have
done better and how they can improve. Inexperienced managers
often shy away from giving negative feedback, because it is difficult

“ THIS ISN'T QUITE WHAT T MEANT WHEN T ASKED YOU FOR FEEDBACK !”
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Communicating with others

and they do not want to upset people. But if you don’t give negative
feedback when you should, you are denying the individual the
opportunity to develop and you cannot expect any improvement in
their work. (See also ‘Managing poor performance’, pages 105-108.)

Actively seek feedback from others about your own performance.
Feedback will tell you about your strengths, and about things you
could improve or stop doing, and will help you to become more
effective as a manager.

Managing meetings
ging 9 Some types of
Meetings can serve a variety of purposes — or have no real purpose at meetings:

all! If you have been asked to manage a meeting, you need to be
clear about the objectives and the outcomes you and others require.
If the purpose isn’t clear, you should review whether the meeting is
actually necessary:.

* briefing meetings

« decision-making meetings
* planning meetings

+ working groups

* consultation meetings

* review/evaluation

+ team meetings

* team building meetings

* board meetings

¢ committee meetings

Meetings may be large or small, formal or informal, and need to be
managed appropriately. A formal meeting about policy may be very
different to a team meeting to develop shared understanding and
commitment to a task. One-to-one meetings, e.g. supervision
meetings, are different again, but still need to be properly managed to
cover the necessary topics, meet each individual’s needs and finish on
time.
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For any meeting:

* thorough preparation is vital

« follow agreed procedures, e.g. the quorum and the amount of notice required

» you need an agenda — whether formal, or just a note of topics to be covered

* ensure that practical details (venue, time, etc) have been arranged and communicated

« arrange for someone to take minutes or notes, and to write them up and distribute them

* take time before the meeting to think about the issues and any disagreements likely to arise, and
how you will handle these

* start on time, keep an eye on the time throughout and finish on time

* maintain a level of ‘control’ appropriate to the kind of meeting (are you chairing a formal
committee or encouraging and facilitating informal discussion?)

« ensure that the meeting focuses on the task(s) and make sure all agenda items are covered

* manage the group dynamics, e.g. ensuring that everyone has appropriate opportunities to
contribute, that disagreements are not personalised, and that individuals treat each other with
respect

» make sure that any agreed action, and the individuals responsible for them, are recorded

» summarise key points and decisions at the end of each agenda item and/or at the end of the
meeting

» don’t forget to arrange the next meeting, if there is to be one

* to improve your own meeting management skills, seek feedback from colleagues after the meeting.

Don’t arrange a meeting just because there has always been a quarterly xyz meeting!
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Effective written
communications:

* be clear about your purpose:

e are you writing to simply
to inform, or trying to
persuade the reader?

» what does the reader
already know, and what
do they need to know?

 choose the most appropriate
format — e.g. letter, memo,
e-mail, report — taking the
reader’s expectations and
preferences into account

* keep it as brief and simple
as possible

* organise information and
arguments in a logical
structure

* use language appropriate to
the reader

« and finally, check what you
have written for clarity and
impact:

 will it achieve your
purpose?

* is anything unclear or
ambiguous?

Report writing

The key to effective report writing is to get the message across as
simply and clearly as you can. Nobody likes reading a rambling,
unstructured report, and misspellings and grammatical errors irritate
people. If it is worth writing, it is worth writing well!

Your own manager, or the recipient of the report, may have laid

down guidelines, and the structure will also depend on the purpose

of the report, e.g. whether it is to persuade or to inform.The

following are general rules for effective report writing:

* keep it short — so that recipients actually read it!

e structure it in a simple, logical way

« if you are making recommendations, or require action, say that on
the front page

« if there are cost implications, summarise these on the first page and
append a budget

» where relevant, include an assessment of any risks associated with
implementing your recommendations, and/or the risks of not
taking action

* use plenty of bold headings and sub-headings — so people can find
the bits they need to read

* use a large font and leave plenty of white paper around and
between the text

* use diagrams whenever possible as an aid to clarity

« if there is lots of information, use appendices to keep the main text
short

¢ ask someone to comment on your draft.



Communicating with others

A typical report might be structured as follows:

Introduction -

Summary .

Aims .

Main body .

Conclusions -
Recommendations «
Appendices .

why the report has been written

a brief précis of the whole report, emphasising:
* conclusions

 recommendations

e any action required

* cost implications

the purpose of the report
what it is about
what kind of action (if any) is needed

the information you need to get across — the content and the structure will
depend on the type of report it is, but it might include:

 what you did, e.g. how you researched and analysed the material

* the information you used

* the sources you considered or reviewed

* any risks you assessed, and how you did this

a summary of valid conclusions which can be drawn from the main body
proposals for action — make sure these are consistent with the conclusions!

any additional material which it is not appropriate to include in the main body,
e.g. the full budget, research findings, etc

“I'm SoRRY IT'S SUCH A LONG REPORT.
1 DIDN'T HAVE TIME TO WRITE A SHORT ONE !
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Case study two
Communicating with others

During a one-to-one supervision meeting Veena gives Bob a new task which is part of a
larger project she is managing. Bob is unsure of the overall aim and asks Veena to explain
what the project is about and how it fits in with work he thinks another department may be
doing.

Veena briefly outlines the project, saying that they will discuss it in more detail at the next
team meeting - she is allocating this task now because she wants him to make a start. She
hadn’t heard about the other department’s work, so asks Bob what he knows about it. Bob
says it was just something Kabir, his ‘counterpart’ in the other department, said in passing —
it hadn’t seemed important at the time. Bob asks if he should meet Kabir to find out more,
but Veena says there may be other links between the projects, and she will ask for a meeting
with Tom, Kabir’'s manager. Bob can talk informally to Kabir, but it sounds as if she needs to
discuss the whole thing at departmental level.

Veena and Tom meet and discover a number of areas of overlap. They decide to set up a
joint project team, with sub-groups working on different aspects of the task.

Veena and Tom lead the first meeting of the joint project team. They share their information
about the two projects with the team, and discuss how they can be combined to achieve all
the desired outcomes. When the tasks are ‘shared out’, Bob ends up working with Kabir on
a number of activities. Later Bob tells Veena that working with Kabir was very positive - they
learned a lot from each other.



Decision-making eeecececes

Effective decision-making
Is central to the
manager’s role. Using
your knowledge,
experience and
judgement, you make
decisions which impact
on your work and the
work of your team, and
may also have a wider
impact on the Society
and its ability to achieve
its objectives.

Decision-making

The most relevant British Red Cross management
behaviours and competencies for ‘Decision-making’ are
found under:

British Red Cross management behaviours

5 Take responsibility for your own decisions and actions
and for your team
6 Demonstrate flexibility and open-mindedness

7 Support and share

British Red Cross management competencies

4 Analysis, decision-making and problem-solving
5 Innovative and creative thinking
6 Interpersonal and communication skills

11 Team-working

There are close links between ‘Decision-making’ and ‘Managing
within a changing external environment’ page 34, ‘Managing in a
context of organisational change’ page 35, ‘Accountability and
levels of authority’ page 43, and ‘Choosing the most appropriate
management style’ page 47.

Case study one
Decision-making

Martin has asked two members of his team to work together to come up with a way of

tackling a problem which is delaying an important project. Unfortunately, they have come up
with two completely different solutions and he now has to choose between them — and do it
quickly!

He reads the two proposals again. Don has prepared a detailed proposal and budget and is
clearly committed to his idea — and it seems to make sense — Martin thinks it would work.
But it is costly and, perhaps more important, it will take time to implement.

Alex has just written Martin a brief note outlining her idea, and asked to see him. She says
that she thinks Don is going way over the top — ‘as always’. ‘Quite ridiculous to throw all
those resources at a simple problem!” She outlines the steps she thinks would solve the
problem. Alex’s idea sounds simple and although he isn’t sure it will work quite as well,
Martin decides to go with her plan.

Unfortunately, when they try to implement it, all kinds of things go wrong. After a couple of
difficult weeks, and quite a lot of money, Martin realises that they will have to go back to
square one, and use Don’s proposal after all. His manager isn’t happy!
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Generating options:

Visioning — what new ideas
are triggered by imagining an
ideal future?

Modifying — what new ideas
come from adapting or
improving what we’ve already
got?

Experimenting — what new
ideas come from combining
what we’ve already got in
new ways

Exploring — what happens if
we change our assumptions?

Decisions need to be well-judged and timely.You often need to take
information from a wide variety of sources into account, and use it
to make sense of a complex situation.You also need to think about
the wider impact of the decisions you make.

What does this mean in practice? For major decisions, you may need
to carry out research, sometimes including a detailed analysis of the
external and internal environment.

If the decision is not immediately clear, you might want to generate a
variety of options, and to use your team’s creativity. It’s easy to
overlook possibilities and a team-working approach to decision-
making or problem-solving is often helpful.

The options then need to be analysed and evaluated against your
success criteria and any existing constraints (here you need a rigorous
analytical approach, rather than creativity). Only then can you make a
well-judged decision between them.

Your management style is important in
decision-making. It will sometimes be
necessary for you to make a decision
and just tell people what you have
decided. In other situations, for example when you are seeking
creative solutions or need other people’s buy-in, you may wish to
involve others.

See ‘Choosing the most
appropriate management
style’, page 47.

A decision should be clear in resolving an issue and giving direction.
Poor decision-making can undermine morale and generate a lack of
confidence in your leadership, and you should also guard against
decision-making by default, for example by putting off decisions for
so long that that they are overtaken by events.



Decision-making

Case study two
Decision-making

Martin has asked two members of his team to work together to come up with a way of
tackling a problem which is delaying an important project. Unfortunately, they have come up
with two completely different solutions and he now has to choose between them — and do it
quickly!

He reads the two proposals again. Don has written a detailed proposal and budget and is
clearly committed to his idea — and it seems to make sense — Martin thinks it would work. But
it is costly and, perhaps more important, it will take time to implement.

Alex has just written Martin a brief note outlining her idea, and asked to see him. She says
that she thinks Don is going way over the top — ‘as always’. ‘Quite ridiculous to throw all
those resources at a simple problem!” She outlines the steps she thinks would solve the
problem.

Martin feels he can’t make the decision on this basis, so he asks Alex to write up her
proposal, and to cost it. When he has both proposals, he meets with his own manager to
agree the criteria he should use to select the best option. The decision is now easy - Don’s
idea matches the criteria more closely. Martin calls a meeting to explain the criteria to Don
and Alex, and Alex says she understands why her idea was not selected.

Don and Alex are both keen to use this approach themselves, so the next time an opportunity
arises, the three of them work together to devise options and selection criteria and agree the
best decision.
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Business and work planning

Business planning involves turning the Society’s strategic
priorities and corporate objectives into the detailed initiatives and

actions to be carried out by —
The most relevant British Red Cross management

yourself gnd your team Qver an behaviours and competencies for ‘Business and
agreed time-scale. Individual work | \work planning’ are found under:

planning takes this a step further

by identifying the actions to be British Red Cross management behaviours
carried out by each person, and 5 Take responsibility for your own decisions and
provides the focus for managing actions and for your team

their performance throughout the 6 Demonstrate flexibility and open-mindedness

year. The detailed information on ! Support and share

business and work planning was | gritish Red Cross management
correct at the time of writing competencies

(2000) and whilst the principles
still hold true some of the
locations/job titles/processes and
detailed activities may now be
different. Please check the current
business planning procedures.

Leading people

Planning and managing projects and activities
Business, finance and resource management
Analysis, decision-making and problem-solving
Interpersonal and communication skills
Managing and developing individuals

O o~ WN P

Case study one
Business and work planning

Caroline doesn’t involve her team much when she puts together her one year business plan.
When the plan is approved, she knows that she should work with each member of staff to
draw up their individual work plans. Being short of time, and knowing that her team are all
pretty confident about their tasks, she asks them each to draft their own work plan, and give
her a copy. She will check them when she has time.

She doesn’t actually look at them until a couple of months later, when she is preparing for
Jeff’s supervision — their first since the plan was agreed. She is surprised to see that he has
taken on a couple of tasks which she assumed Mel would do. She checks Mel’s work plan
and finds the same items listed there. She hopes they are working on it together, but when
she meets with Jeff, he says they haven’t discussed it. Jeff and Mel are working separately
on the same tasks!

Caroline thinks she better have a proper look at all the work plans. It is pretty obvious that
although what each person has listed makes sense from their point of view, the plans don’t
fit together — there are several duplications, and some items have ‘fallen through the gaps’.
And Mel is looking over-stretched. Caroline is also concerned to see that a couple of people
have only recorded actions from the business plan — there’s no mention of their other
responsibilities, for example managing their teams. That will make it more difficult for her to
supervise them.




The Society
produces three-year
business plans and
one-year operating
plans.You may
produce a plan for
your team, or
contribute to the
plan for a larger
unit. The plans are
developed from the
strategic priorities
and corporate
objectives which are
set by the Board and

Advice and Support from:
your line manager
your Divisional Operating Plan
Manager (DOPM), who co-ordinates the
planning process within a Division and
supports the Divisional Director in
producing a robust Divisional Operating
Plan
or your Regional Operating Plan
Manager (ROPM), who co-ordinates the
planning process within a Region and
supports the Regional Director in
producing a robust operating plan
your Business Analyst or Divisional

Accountant _ o Senior Management
Strategy and Planning Division at Team. and each
UK Office ’

Territory or UK
Office devises objectives and measures to support these.Your plan
needs to demonstrate how your team’s activities contribute towards
the corporate priorities and the objectives agreed by your Territory
or Division. The three-year plan lays out the Society’s longer term
strategy, and helps to ensure continuity from one year to the next. It
is reviewed on an annual basis. The one-year plan is more detailed,
identifying the team’s initiatives, actions and budgets, and the
measures against which progress on each action will be monitored.

Strategy and Planning Division at UK Office produces detailed
business planning guidance, which explains the Society’s strategic
priorities and objectives, and highlights issues managers need to take
into account. If you follow this guidance and ensure that your
planned activities support the strategy, devising or contributing
towards a business plan should not be daunting.

Since your team will be responsible for carrying out or contributing
towards actions in the operating plan, you should involve them in the
planning process.You also need to make sure that they feel their
targets are realistic and understand how their actions fit into the work
of the team and contribute towards the Society’s strategic priorities
and initiatives.

The business planning guidance
also provides help with financial
planning, indicating how you
should compile the budget for the
actions identified in your business
plan. This is a relatively simple
process if you follow the guidance
provided.

financial planning?

Business and work planning

T JusT DON'T THINK
CONSULTING MADAME ROSE
IS THE MOST
EFFECTIVE
BUSINESS
PLANNING
AND BUDGETING
TECHNIQUE ...
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Do you need help with budgeting and

Seek advice from your line manager,
Business Analyst or Divisional Accountant
Consider attending a training course
(details from Territory Training and
Development specialists, or the Staff
Development Team at UK Office)
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Bear in mind that the actions in your business plan may impact on
the plans and budgets of other teams or departments. For example, if
your plan involves producing a series of information leaflets and the
budget for publications is held elsewhere, you will need to discuss
this with the relevant department and ensure that the costs are
covered. Similarly, if you realise that you will need to access
significant amounts from the training and development budget held
by the Territory or by the Staff Development Team at UK Office
quarters, you should discuss this with them.

Monitoring the business plan

Areas, Territories and UK Office Divisions submit quarterly
monitoring reports on progress on the operating plan.You will
need to compile a monitoring report on your team’s activities, and
pass it to your manager. The easiest way to assemble this information
is to collate it during one-to-one supervision meetings with your
staff. Area Directors and Heads of Department produce summary
reports of progress on key actions and initiatives, and Divisional and
UK Directors further summarise these into a Management Highlight
Report which is submitted to the Strategy and Planning Division for
discussion at Senior Management Team meetings. Business plan
monitoring should be seen as a cyclical process in which:

« information is collected, analysed and passed up the management
line

« feedback is received from senior management

* plans are reviewed and adjusted to ensure that they remain current
and valid.

Creating individual work plans for your team

Individual work plans are an essential tool for managing the
performance of your team.

Towards the end of the year when the operating plan is nearing final
approval, you need to work with your team
to create their individual work plans,
dedicating a supervision meeting with each
person to the task.

For guidance on one-
to-one supervision,
see page 95.

The Staff and Management Development Team produces detailed
guidance on how you should create these work plans. A form for
individual work plans is provided in Appendix 4, together with an
example of a completed form. If you and your team find it more
helpful, you can record the same information in a different format.



Business and work planning

Although you are responsible for creating these work plans for your See ‘The individual work plan
team, you can ask the more experienced members of your team to — good practice guidance for
draft their own individual work plans, and thus save yourself a managers’. The Staff and

considerable amount of time. Using this approach will also help your Management Development
team to understand how their tasks contribute to team and corporate | Team at UK Office can
objectives. You must, of course, still take the time to discuss each draft | hrovide advice and short
work plan with the individual, and approve the final version. training sessions on creating

work plans.

The work plans for your team clarify each individual’s responsibilities
for actions identified in your business plan. This ensures that each
person is clear about their tasks, objectives and deadlines, and the
associated measures, and makes your task in monitoring progress on
the plan very much easier.

The work plan also summarises and provides targets and measures for
all the individual’s other tasks and activities for the year. It
summarises:

* key actions taken from the business plan

« other activities, including ongoing activities outlined in the job
description

« for managers only: activities relating to managing and developing
your staff.

If the individual takes on any new tasks or activities during the year,
these are added to the work plan when it is reviewed in supervision.
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By summarising each individual’s activities and targets on a single
form, you have created a very simple tool for managing that person’s
performance over the year. The work plan provides the focus for your
supervision meetings with your team, and you should also use it in
appraisals. In both supervision and appraisal you should refer to the
work plan to review progress and performance and to discuss
objectives for the future. The
individual’s

work plan is also the focus for
discussions about training and

See page 120 for
guidance on training and
development plans.

No, SORRY -

IT'S NOT IN
MY WORK
PLAN!

development.

Having identified all the individual’s tasks and activities
for the coming year, it is relatively easy to identify any
training and development needs relating to these tasks,
and draw up their training and development plan

with them.
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Having created individual work plans with each member of your
team, these need to be reviewed at regular intervals throughout the
year. Priorities change and new activities may need to be
incorporated into an individual’s work plan, with other items being
deleted to allow time and resources for the new priorities. Focusing
discussions about changing priorities on the individual work plan
will help ensure that activities are only deleted by an active decision,
rather than by default.

Case study two
Business and work planning

Caroline makes sure all her team contribute their ideas when she puts together the one-year
operating plan for her team. As soon as the plan is approved, she arranges a one-to-one
supervision meeting with each of her staff to draw up their individual work plans.

When she meets with Jeff, she finds that there has been a misunderstanding about some
activities. Jeff assumed he would carry out certain tasks, which she had ‘earmarked’ for
Mel. She decides she needs to discuss this with Mel, so she completes the rest of Jeff’s
work plan with him, saying that she will come back to him after her supervision with Mel.

When she and Mel put together Mel’s work plan, it seems that Mel is likely to be over-
stretched — particularly as she has to spend more time than the others on managing her
team. Mel and Caroline agree it would be best if Jeff completes the tasks in question.

Having told Jeff and revised his work plan, Caroline meets with each of the others in her
team, and draws up their work plans. It has all worked out well, and the plans will be an
excellent foundation for supervision throughout the year.



Managing and contributing towards projects

Managing and contributing
towards projects

The term project covers a wide range of activities,
from relatively short and simple tasks carried out by
one, two or three people, to major pieces of work
involving a number of activities and a team of people
(often from different departments and units and
sometimes different sites). Some projects may
involve implementing changes that have the potential
to impact on the whole organisation or particular
parts of it.

Project management is the planning and
co-ordination of a number of activities that need to
be carried out in order to achieve the project

ObjectiveS. e e e e e eeeeeceeceeccececccccococce
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The most relevant British Red Cross management
behaviours and competencies for ‘Managing and
contributing towards projects’ are found under:

British Red Cross management behaviours

4 Recognise and value the contribution of others

5 Take responsibility for your own decisions and actions
and for your team

6 Demonstrate flexibility and open-mindedness

7 Support and share
British Red Cross management competencies

Planning and managing projects and activities
Business, finance and resource management
Analysis, decision-making and problem-solving
Innovative and creative thinking
Interpersonal and communication skills

1 Team-working

P o ol s WwhN
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Case study one
Managing and contributing towards projects

Keiko, Ann’s manager, asks her to take on the management of an urgent new project, using the
staff in her team. As the two month deadline will be tight, she authorises her to call on a couple
of people from another Unit, ‘but only if she needs to’.

Ann is confident that she knows what is wanted and feels her team can cope, so she plans
the project and allocates tasks and responsibilities to them. They all seem pretty confident,
apart from James, who isn’t sure he’ll have time, and thinks he might need some help. As
Ann is busy, she suggests James asks other members of the team if he is stuck.

At the first progress meeting, she finds that none of the team felt really confident about exactly
what was wanted, and they tell her that they haven’t had time to do much anyway. Ann decides
to bring in the ‘outside help’ Keiko suggested. She tells her team which tasks she is passing on
to the others, and then arranges to meet with these colleagues, only to find that they are not
available for two weeks. Ann decides she will have to do some tasks herself. A week before the
deadline, there still hasn’t been enough progress.

Ann takes on the task of bringing together what they have produced so far and drafting the
report, and warns Keiko that the project will be late. Keiko asks to see what has been done,
and discovers that it ‘isn’t really quite what she wanted’. Ann reacts angrily, and they end up
each blaming the other for what turns out to be quite a major misunderstanding.

Managing projects

A typical project life cycle ] ] ]
There are many different approaches to project planning and

DEFINE management, typically involving a number of separate steps,
the project . . .. .
combined with a process of regular monitoring and review, so that
PLAN plans can be adjusted. Whichever approach you choose, you must
the project ensure that you have well-structured processes for:
IMPLEMENT . _ . _ o
the project « defining the project and establishing the aims and objectives
* planning what needs to be done
“THE LOOP” . |m_plementat|on including regular, ongoing review and
MONITOR ADJUST adjustment
the project the project ° eva|uati0n.
EVALUATE The project management approach (opposite) describes four phases,
the project and will help to ensure that the various activities are delivered in a

structured, manageable and controlled manner.




Managing and contributing towards projects

Project phase chart Phase description

1. Set-up and analysis * Establish the project aims and objectives
* Define the scope and prepare the ‘first cut’ requirements
* Plan and budget the project
* Validate the project (i.e. ensure and demonstrate that it will achieve the
agreed objectives)
» Gain management sponsorship and authority to proceed

2. Development * Organise the project team and resources
» Complete agreed work to progress the project activities in preparation
for going live
* Update the plan and budget
 Gain agreement to proceed

3. Implementation » Manage the project events, activities and communications described in
the project plan
» Manage issues and changes that arise
» Complete project activities

4. Evaluation and review * ldentify if the project met its objectives
* Review lessons learned while undertaking the project
* Determine scope for any further related work

The above table presents the project approach as a series of discrete
phases. In practice, project management should always be an iterative
or cyclical process, in which you review progress against the
objectives and review the objectives themselves at regular intervals,
and adjust the plan accordingly.
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In the above description, each of the four phases actually involves
reviewing and refining the previous steps, with more detail being
added to the work as you enter the next phase. With the work
becoming progressively more detailed, you need to ensure that each
step is right and has been approved by the project sponsor(s) and
relevant managers, before moving on. Mistakes become progressively
more costly to correct (in both time and money) as the project
develops, so it is important to review and adjust your plans as
necessary.
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Set-up Analysis

Setting ‘SMARTER’
objectives:

Specific

Measurable
Achievable

Realistic
Time-related
Enhancing the service
Recognising progress

The constraints on your
objectives may include:

Budget constraints
Time constraints
Performance constraints

The most effective objectives
will be created by a
combination of:

* the project sponsor

* the end-user

* the project manager

* the project team

« the budget holder or
financial controller

* any relevant suppliers

The iterative nature of the above project management approach can
be illustrated as follows:

Develop Implement

If you have been given a project to manage, your first task is to
establish exactly what is wanted. What are the aims and objectives?
When does it have to be done by? What will the end product look
like? And how will you know if you have succeeded?

It may be difficult to obtain complete clarity — the project sponsors
may not have a clear picture themselves, or you may have several
sponsors with different ideas. For any major project, you may also
need to go back at regular intervals to check that you are on the
right track.

You will need to create a project team, and should involve the team
in planning the project at the earliest possible stage.You are not the
only person with ideas, and some of theirs might be better than
yours! While you retain responsibility for the team’s decisions and the
work they do, no one ever lost the respect of a team by consulting
with them and taking on good ideas! By involving your team, you
will also build a shared commitment to the task.

Are there different ways of completing the project? You may have to
generate a variety of options and then choose between them, or you
may have little freedom to choose. If you are responsible for making
such choices, your objectives and your end product (what success
looks like) will help you decide the criteria on which you base your
choices.When you have made your decision, you may need to check
back with the project sponsor(s) again, although this will depend on
the authority you have been given.

Plan with the project team, choosing a planning method appropriate
to the task. The four-phase project management approach described
on page ... may be useful, or you might prefer the ‘Methodical
Approach’ which is widely used by British Red Cross managers, either
to plan and manage a complete project, or to refine the process for a
component of a complex project which requires detailed analysis.



Managing and contributing towards projects

Keep the plan simple, breaking the project down into achievable tasks
and allocating them appropriately amongst the team. Make sure that
you have clear timescales for each task, and that each person knows
exactly what is expected of them and how much ‘freedom’ they have
to plan for themselves or to modify existing plans.

You also need to consider your
resources, including people’s time,
and financial and physical
resources. Are they realistic? Can
you go back for more? Or will
you need to modify your
objectives? Do you need to go
back to the sponsor(s) and talk it
through?

If you manage major
change projects, you will
inevitably need to use more
sophisticated methods to
plan, manage, monitor and
review them.

Do you have the planning
‘tools’ and other skills you
need to plan and manage
the projects you work on? Once the project is underway, you
need to monitor and review
progress and the quality of work.
Few projects run completely to
plan, but if you review regularly,
revise plans when you need to and keep in touch with the
sponsor(s), the project should be completed successfully, on time and
within budget.

If not, you should discuss your
training and development
needs with your manager.

Finally, you should review the whole project with the team when it
has been completed. What went well, and what can we learn from
our successes? What didn’t go so well, and what can we learn from
this? You should give members of the team constructive feedback on
their performance, and ensure that they receive credit for their
contribution. Their line managers should know what they have
achieved, and what they have learned.

Contributing towards projects managed by
other people

As a member of a project team, you need to ensure that you have
clarity about your tasks. If you feel unsure about the objectives or
success criteria, or what is expected from you, you should go back to
the project manager for clarification.You also have a responsibility to
complete any tasks you have taken on, meet deadlines, and seek help
in good time if you are having problems.

Your team-working skills are also important. What can you

contribute? Have you identified issues which the project manager has

not recognised? What constructive feedback can you give to the
manager and the team? Finally, make sure you learn from the team’s
successes and from things which did not go so well. Being involved
in a project team is always an opportunity for learning!

The ‘Methodical Approach’
is another useful project
planning and management

tool. It is widely used in British

Red Cross to plan and manage
tasks and projects or separate
components of a complex
project. Its six stages consist of:

Aims:

* Purpose

 End product

* Success criteria

Information:
* Known
« Unknown

What has to be done: in
light of the aims and
information, what needs to
be done to complete the
job?

Plan: who does what, when,
where and how, for each
activity identified above

Action: carry out the plan

Review: check whether
aims achieved — if not
recycle to information stage
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Case study two
Managing and contributing towards projects

Keiko, Ann’s manager, asks her to take on the management of an urgent new project, using
the staff in her team. As the two month deadline will be tight, she authorises her to call on a
couple of people from another Unit, ‘but only if she needs to’.

Ann isn’t confident that she knows what is wanted, and requests another meeting to clarify
the objectives, success criteria, budget and resources available to her, and her level of
authority, so she knows when to refer back to Keiko. She decides that she will need to
involve two people from the other Unit. She calls a meeting of her own staff and the two
others, explains the task to them, and invites their ideas about how to complete the project.
The group then matches these to the success criteria and chooses the best option.

Ann confirms the team’s preferred option with Keiko. She then draws up a project plan and
budget, presents these to the team and arranges a schedule of meetings to discuss
progress. She has a separate meeting with James, who expressed concerns about his tasks.

Ann reviews progress at team meetings. At one point, it becomes clear that certain tasks
need to be reallocated so that they do not hold up progress. There are still a few outstanding
tasks one week before the deadline, but Ann finds that by juggling her priorities, and those of
one of her staff, they can complete the project on time.

When the project has been completed, Ann facilitates a review with the team. Each person
feeds back their perceptions of what went well, and what did not, and suggests what they
can learn from this. Ann gives constructive feedback to the team, and praises them for their
good work. Keiko praises Ann and the whole team for the way they have pulled together to
complete the project on time.



Recruiting to your team

Recruiting to your team

When recruiting to your team, you should first make sure that the design of the job
and the job description accurately reflect the Society’s and your requirements. The
person specification must accurately reflect the knowledge, skills and qualities
required, and the whole recruitment and selection process must be carried out in a
way that will ensure that the ‘best person for the job’ is selected.

0 000000000000 000000000 0°0O0C OO

The most relevant British
Red Cross management
behaviours and
competencies for
‘Recruiting to your team’
are found under:

British Red Cross
management
behaviours

1 Uphold the Fundamental
Principles and act with
integrity and in accordance
with the Society’s values
and obligations

2 Recognise the implications
of working within a charity
and a voluntary
organisation

3 Ensure equal opportunities
and anti-discriminatory
practice and promote
diversity

British Red Cross
management
competencies

4 Analysis, decision-making
and problem-solving

6 Interpersonal and
communication skills

8 Recruiting and selecting
individuals

Case study one
Recruiting to your team

Ray is delighted with the response to the press advertisement
for a new person to join his team. Having short-listed the
applicants, he asks Human Resources to arrange for him to
interview four candidates with Greg, his assistant.

On the morning of the interviews, he asks Greg to help him
draft the questions. Greg, who had not seen the job
description and person specification before, is concerned when
he reads them, suggesting to Ray that it might be difficult to
ask questions to match some of the criteria, which look rather
vague and don’t seem linked to the job description. Ray is
unconcerned - he has loads of interviewing experience, and
will know the right person when he sees them.

In the event, Ray drafts most of the questions, and although
they all seem very general, Greg, who has no interviewing
experience, decides not to say any more.

When the interviews take place, Greg asks all the questions
Ray gave him, but is surprised that Ray’s questions are
sometimes different to the ones they agreed, and that he takes
very few notes. One of the candidates is asked very little,
although Greg thinks she is quite good.

After the interviews, Ray says, ‘That’s easy, isn’t it? It has to be
Jane. Good skills, and she’ll fit in very well. I always think that is
most important, don’t you?” Greg is doubtful. He agrees that
Jane would fit in well, but he isn’t sure that her experience is all
that relevant and she doesn’t seem to have all the knowledge
and skills Ray specified. He says he thought one of the others
was a closer match. Ray says he doesn’t think he could work
with him, he is ‘too pushy’, while Jane is ‘obviously willing to
learn, and we can easily train her up’. ‘I know what | am doing,
Greg’ he said. Greg decides not to argue.
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Creating a new job (or
reviewing an existing one):

Stage 1: Job design —a
detailed analysis of the
requirements of the post

Stage 2: Job description —
describing what the job entails
— the tasks, responsibilities and
accountabilities

Stage 3: Person specification
— a description of the
knowledge, skills and personal
qualities required to do the job

Key questions:

* how will the new job
contribute towards the
Society’s objectives?

« are the responsibilities and
accountabilities clearly
defined?

« are the relationships with
other posts and any partners
clear and workable?

* is the job do-able?

« will it be rewarding — does it
include personal responsibility
for work done?

« will it attract a person with
the knowledge, skills and
qualities required?

Job design

New posts must be agreed at senior level, and will only be approved
if you have made out a strong business case.

Designing any job requires a detailed analysis of the Society’s
requirements of the post, but you also need to match the Society’s
objectives with the need to create a job that will attract a person
with the knowledge, skills and qualities you need, and is ‘do-able’ and
rewarding for the post-holder. Only when you are satisfied with the
overall design, can you turn it into a job description.

When recruiting to an existing post, you should use the opportunity to
review all aspects of the job against the Society’s current priorities and
business plans, consulting with your line manager, anyone with
functional responsibilities or specialist knowledge relating to the post,
and human resources specialists, as required. Bear in mind that if you
change the tasks and responsibilities, this may affect the grade and salary.

Certain ‘core’ positions e.g. Area Director, have standard job
descriptions. These cannot be changed without detailed discussion
with your line manager and human resources specialists. Such
changes have to be approved at a senior level.

Writing the job description

The Society’s recruitment and
selection pack provides detailed
guidance on relevant policies
and procedures and all aspects
of the task. Specialist advice
and support is available from
the UK Office or Territory
Specialists.

If you are writing a new job
description, or revising an existing
one, you need to ensure that it is a
realistic interpretation of the main
responsibilities of the post. You
should also bear in mind that
prospective candidates will base
their decision about whether to
apply on the job description. Does
it sound interesting and rewarding enough for a suitably qualified and
experienced person inside or outside the organisation to say:‘l have a
good idea of what this job is about, and 1'd like to apply’?

Job descriptions should be written using the standard format and not
be too detailed. If the job description focuses on general
responsibilities, it will remain accurate and relevant as objectives
change over the years. Specific objectives and activities belong in the
business plan and the individual work plan, rather than in the job
description.

The job description should be discussed during induction to confirm
the expectations of the post with the new appointee, and then
reviewed once a year, at appraisal, to ensure that it still accurately
describes the duties and responsibilities.



Writing the person specification

From this stage, the whole of the
recruitment and selection process
is based on the person
specification, which defines the
knowledge, skills and qualities
required to carry out the job and states any special circumstances or
practical requirements. It should be based directly on the job
description, and you should be able to justify each of the
requirements on ability to carry out the job. This means that you
need to think each requirement through, and state it very precisely.
What exactly does the job need? Is this requirement really essential?
If I include it,am | excluding people who could do the job? If you
get this wrong (and it is easy to do so, even with the best of
intentions!) you may be introducing a bias and undermining the
objectives of the Society’s equal opportunities policy. You may also be
excluding the best candidate for the post! Do consult the recruitment
and selection pack and/or seek advice from your line manager or a
human resources specialist if you are not sure.

Refer to the Society’s
recruitment and selection
policies and procedures, and the
equal opportunities policy.

If you have written the job description and person specification for a
new post, or amended them for an existing position, you will need to
refer them to the human resources team who will evaluate the job
for grade and salary.

Advertising the post

How you advertise the post, e.g. the wording of the advertisement
and where it is placed, will affect the applications you receive. Seek
advice from your Human Resources Manager, who will use a
recruiting company to place the advertisement, and obtain their
specialist advice on the best publications to use to attract suitably
qualified and experienced applicants from all groups in the
community. Don’t forget to include the equal opportunities ‘strap-
line’.

Recruiting to your team

What, exactly, does the

job require?

* How numerate (for example)
does the person need to be?

* What do you mean by ‘good
communication skills™?

* Do they need to be able to
drive? Or simply to be able
to get themselves around the

county?
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Key messages:

« follow British Red Cross
policies and procedures,
including the equal
opportunities policy

¢ involve a Human Resources
specialist and/or seek their
guidance as required

* ensure that you do not
discriminate on matters
unrelated to the person
specification and the ability
to do the job

* undertake training (the
Recruitment and Selection,
and Managing Diversity
Courses) if you are new to
recruitment and selection, or
to ensure that you are up-to-
date on legal requirements
and British Red Cross
policies and procedures

* value diversity

* respect the views of others
on the panel, and seek the
views of the most junior
members first (so that they
are not unduly influenced by
the others)

Selecting the right
person for the post

Your aim is to select the person
who best meets the requirements
of the post. The process you use
will always include short-listing
and interview, but you should
consider using additional methods,
e.g. a practical test of skills or an
assessment day.

Whatever methods you use, you
must ensure that all your criteria
are directly based on the job
description and person
specification and that other factors
do not influence your decision.

Even if you have received
training elsewhere and have
experience of recruitment and
selection, you should complete
the British Red Cross
Recruitment and Selection
Course to ensure that your
knowledge, including legal
knowledge, is up-to-date, and
that you are following the
Society’s policy and procedures.

The ‘Managing Diversity’
course will bring you up-to-
date on equal opportunity
policy issues.

Who should be involved in making the decision? You, as manager, are
responsible for the recruitment decision, but you should not make it

on your own. Involving others, e.g.

a human resources specialist, will

help ensure that the process is in keeping with British Red Cross
policies and procedures. Those with a functional management
responsibility, or with specialist knowledge relevant to the post should
also be involved. It is good practice to ensure that the short-listing
and interview panel is balanced, as far as possible, with a mix of race
and genders. Think about the possible implications of a male
candidate being interviewed by an all-female panel (or vice versa), or
a black candidate interviewed by an all-white panel — would it make
a decision difficult to justify or give cause for complaint?

CONGRATULATIONS !
T'M SURE You WILL
F\T IN VERY
WELL HERE !




Recruiting to your team

Short-listing should be carried out independently by everyone on the
panel, with each person scoring against the criteria and the panel
then meeting to agree who will be interviewed. For the interview,
you should follow the Society’s procedures for agreeing and asking
questions, recording answers, and making and recording the decision.
It is important to recognise how difficult it can be to avoid personal
bias from ‘creeping in’ and affecting your scores. All kinds of things —
accent or clothes (or a little habit which reminds you of your
mother!) — can influence your view.You must ignore anything
unrelated to the ability to do the job.

Case study two
Recruiting to your team

Ray was delighted with the response to the press advertisement for a new person to join his
team. The Human Resources team send out the application forms and information packs
and get a good response. Ray wants Greg, his assistant, to interview with him, but that
would mean two men, so he asks Gwen, the Human Resources Manager, to short-list and
interview with them. They each short-list the applicants, and came up with four candidates,
who are invited for interview. Ray and Greg draft questions to address each of the criteria in
the person specification, and then make a couple of changes on Gwen’s advice. Ray
prepares interview forms, where they will each note and score the candidates’ replies.

The interviews run smoothly. Each candidate is asked the same questions, and the three
members of the interview panel make separate notes of their replies.

After the interviews, each person scores the replies separately. Greg, who hasn’t interviewed
before, asks their views about one candidate’s reply to a question, but Ray says that he
doesn’t want to influence Greg’s scores — they will discuss it when they have finished. As
the most junior member of the panel, Ray asks Greg for his views first. Gwen’s views are
similar, although she has scored the candidates a bit differently, and Ray’s scores are
somewhat different again. However, when they add up the scores, one of the candidates
emerges as scoring significantly higher than the others. After some discussion, they agree
that the highest scoring candidate meets the criteria best, and he is appointed. As they
leave the room, Ray comments that it will be interesting to see how it works out. The
chosen candidate has a different background to others in the team. ‘But I’'m sure he is the
right person’, he says, ‘and the team will benefit from a new approach.” Greg agrees.
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Managing the performance of
Individuals and teams

Ma.ny.of the taS_kS and The most relevant British Red Cross management
activities for which you are | pehaviours and competencies for ‘Managing the
responsible will be carried performance of individuals and teams’ are found under:
out by the people you

manage, rather than by British Red Cross management behaviours

you personally. This 2 Recognise the implications of working within a charity and a
means that managing the voluntary organisation
3 Ensure equal opportunities and anti-discriminatory practice

performance of your team and promote diversity

must be a top priority. 4 Recognise and value the contribution of others
Take responsibility for your own decisions and actions and
for your team

6 Demonstrate flexibility and open-mindedness

7 Support and share

British Red Cross management competencies

Leading people

Planning and managing projects and activities
Interpersonal and communication skills
Recruiting and selecting individuals
Managing and developing individuals

10 Responsibility for the well-being of others
11 Team-working

O© 00O DN

Unfortunately, with all the other tasks they have to do, some
managers may not give managing people the priority it deserves. This
can result in something of a vicious circle, as illustrated opposite. The
team cannot be effective if they do not fully understand the
outcomes required, and individuals may need additional support and
encouragement to achieve the required objectives, or have specific
training and development needs. If you do not make time to manage
and develop your team, their performance and their motivation will
suffer. The situation develops into a vicious circle because you start to
feel that you cannot delegate important tasks to them, and so have
even less time available to manage, support and develop your team.



Managing the performance of individuals and teams

Manager devotes too
little time to
supervising and R
" supporting the team Team lacks direction —
Mangger S GU \ not enough clarity about
less time to manage

. : objectives. Training and
UEGITS [PEMRITAEE development needs are

/ not met
Manager and team Work done does not
become increasingly . achieve required
de-motivated The inadequate outcomes
performance
man agement
‘vicious circle’
Manager increasingly Manager has to re-
reluctant to delegate work task, or
important work re-clarify objectives

/

Manager and/or staff

Team’s performance have more work to do

remains Less time available to
unsatisfactory \ manage performance
and identify and meet
training and
development needs

n
®
®)
=,
®)
)
N

You can prevent this situation developing, or address problems if they
arise, by making time to manage, support and develop your team. In
the short term, particularly if you manage a large team, this will
inevitably increase your workload, and you may need to postpone
some of your own tasks to achieve this. However, the longer term
benefits are considerable. Your team’s performance and their
motivation will improve. They will be able and willing to take on
new tasks and new challenges, and will welcome the development
opportunities this brings.

Effective performance management can turn a team’s performance
round very quickly and as their performance improves, you will find
that you can delegate more work to them, and your own workload
becomes more manageable.You may even find that you are able to
take on new challenges yourself, and to undertake the development
you need to complete these new tasks. This is illustrated in the
‘virtuous circle’ overleaf.
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Manager devotes
time to managing,
supporting and
_—" developing the team ~~a_ Teamis clear about
objectives and training
and development needs
are identified and met

/ \

Manager is
increasingly confident The work done
achieves required

about delegatin .
work to thegtea,?] The effective outcomes
performance
manage ment

‘Virtuous circle’

Manager and team
create more
challenging objectives

Manager and team
become more and
more motivated

Manager delegates
more important work

/

Manager has more
time to help the team

The reputation of the . :
improve its

team goes from

] erformance
strength to strength \ Team’s performance / p

exceeds expectations

The key activities you must undertake to manage the performance of
individuals in your team are:

* individual work planning (covered in business and work
planning, page 72)

* recruitment and selection (see page 83)

* induction (see page 91)

* one-to-one supervision (see page 95)

* appraisal (see page 99)

« identifying training and development needs and ensuring they are
met (see page 119)

An overview of these key management activities is provided in the
description of the management framework, page 6, which covers
these in relation to you as a manager, and your line manager’s
management of your performance. The following section provides
guidance on carrying out induction, supervision and appraisal in your
management of the individuals in your team.



Induction

Induction

The way you induct a new member of staff into your team will impact on that
individual’s performance throughout their employment with the Society. o
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Good Practice Guide for Managers

Case study one
Induction

Tony takes up his new position four months after his predecessor left the Society and there is
a considerable backlog of work. Sally, his manager, feels confident that he has the technical
knowledge and skills he needs, and her priority is to ensure that the team can catch up as
quickly as possible. On Tony’s first day, she has a brief chat with him and walks him round the
department to meet the team. Then she gives him a couple of simple tasks to get on with.
Explaining that she has to spend most of the day in meetings, she tells him to ask the others if
he has any problems, and dashes off.

Over the next few weeks, Sally has little time to spend with Tony, so she asks a couple of
experienced members of the team to pass work on to him, and generally keep an eye on him.
When the next ‘Red Cross World’ induction course comes up, one of the team suggests Tony
should attend, but they are all so behind on the work that Sally decides this must wait.

The end of Tony’s probation period comes and goes. Having spoken briefly to Tony and some
of the team, Sally thinks he is doing OK and confirms the appointment. Some months later,
two other members of the team ask to see Sally. It transpires that although Tony has good
skills, his work suffers because he doesn’t understand how the Society or the department
works, and he isn’t talking to the other teams his work relates to. They have tried to encourage
him to ‘get more involved’ but he is reluctant to contact people. Sally comments that his work
doesn’t reflect this, but they say this is because they have been checking and re-doing a lot of
it. The team was happy to help him settle in — after all he is a nice person, and has all the
qualifications — but they have their own work, and are starting to feel resentful. They say that
Tony himself seems de-motivated.

With a thorough and effective induction programme for new staff,
you can:

* build commitment to the Society, its Fundamental Principles and
values, and its vision, mission and strategic priorities

* make sure that the new starter understands the Society’s and your
expectations of employees, and relevant policies and procedures

* introduce the individual to the Society’s ‘culture’ and ‘ways of
working’

¢ develop understanding of the work of the team, and how it
contributes to the Society’s objectives

¢ develop understanding of how the new starter’s own work
contributes to this, and build motivation and commitment to the
task

« explore the competencies (skills, knowledge, understanding, qualities
and attributes) the new starter needs to perform effectively in their
role, analyse their existing performance and capability against these,
identify any immediate or short-term training and development
needs and draw up a training and development plan to meet them

* introduce the new starter to people they will be working with, and
set the foundations for effective communication within and outside
the immediate team.

For more information about
induction, refer to the Red
Cross World induction
booklets, which provide
resources and guidance for
managers and new staff.

For guidance on drawing up a
training and development plan,
see ‘Developing your team’,
page 120.



The British Red Cross induction programme, which lasts about three
months, is a systematic programme designed to induct a new starter
as quickly as possible without causing information overload.

The programme incorporates various taught courses:

* Red Cross World (attended by all new starters)
» Standard ldeals in Action (highly recommended
for all new starters)
» Health and Safety (highly recommended for all
new starters)
* Promoting or Managing Diversity (highly
recommended for all new starters)
followed by any job-specific training and development identified to
enable the individual to carry out their tasks and activities.

The taught courses are an
important part of induction, | The Society’s induction booklets:

but the induction you « ‘Finding your way’ — which
provide in the workplace is provides detailed guidance for
even more crucial — this is managers who are responsible for
where the new starter learns inducting a new member of staff

what the job involves, what
your requirements are, and

how to perform effectively
in the role. Do use the

* ‘Ready, steady, go’ — a workbook
for the manager to use in planning
the programme

induction booklets the » ‘Taking responsibility’ — for the
Society provides to plan and new starter to plan and record
facilitate the induction details of their own induction

process, tailoring the various
activities to meet your and
the new member of staff’s
needs, and encouraging the
new starter to take an active
part in planning and managing their own induction.

(A separate booklet ‘Inducting new
volunteers’ covers the equivalent
processes for volunteers.)

If you are inducting a new manager into their role, and perhaps also
into the Society, you will also need to introduce them to the
management framework and the associated management activities, and
to the British Red Cross management behaviours and competencies.
This good practice guide for managers will provide a useful
introduction, which you can then build on with discussion and
support. Since the management behaviours and competencies define
the Society’s expectations of managers, you will need to make sure that
the new manager understands their implications, and spend some time
identifying any training and development they will need to meet these
expectations.

The Society’s induction programme is aimed at staff who are new to
the Society, but relevant sections should also be used with existing
British Red Cross staff who move into a new post.

Induction
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Case study two
Induction

Tony takes up his new position four months after his predecessor left the Society and there is a
considerable backlog of work. Sally, his manager, knows she will be busy over the next few
months so she asks Pat, the most experienced member of her team, to act as Tony’s mentor
during his induction and coach him on the Society’s procedures, etc. Sally has cleared her diary
on Tony’s first morning, and after discussing the Society and his role, they go through the
induction booklets together. Sally encourages Tony to use his booklet to map out and record his
progress. She explains that Pat will be his mentor and coach, and takes him to meet her. She
and Pat have planned some of the activities he will undertake during his induction, and they talk
this through with Tony. He is already booked onto the next ‘Red Cross World’ induction course,
and Sally tells him they will use part of his first supervision meeting to discuss any training and
development he needs for his tasks.

Pat has arranged for Tony to meet members of the team after lunch. After that, Pat explains how
Tony’s work relates to other departments and teams, and outlines the meetings she has
arranged with relevant people. Finally, she explains the tasks Tony will work on in the first week or
so and, having checked that he knows what he is doing, leaves him until half an hour before the
end of the day, when they get together to see how it is going.

Sally has booked one-to-one supervision meetings with Tony for two, four, seven and ten weeks
after his arrival, since she wants to have more regular meetings than usual during his
probationary period. At the first one, they agree his short-term objectives and complete a training
and development plan.

At the end of Tony’s probation period, Sally confirms his appointment. She is pleased with the
way he has settled in, and he is already very committed to the Society and his work.




One-to-one supervision

You receive supervision
from your manager, and
provide supervision for
members of your team.
The British Red Cross
supervision policy and
good practice guidance
for managers explains the
Society’s expectations of
managers, and provides
the documents you need
to carry out and record
supervision meetings.
Your staff are entitled to
regular, four to six weekly
one-to-one supervision
meetings with you, and
these meetings are also
your most important tool
for managing their
performance.

One-to-one supervision

The most relevant British Red Cross management
behaviours and competencies for ‘One-to-one supervision’
are the same as for ‘Managing the performance of
individuals and teams’, as follows:

British Red Cross management behaviours

2

Recognise the implications of working within a charity and
a voluntary organisation

Ensure equal opportunities and anti-discriminatory practice
and promote diversity

Recognise and value the contribution of others

Take responsibility for your own decisions and actions and
for your team

Demonstrate flexibility and open-mindedness

Support and share

British Red Cross management competencies

Leading people

Planning and managing projects and activities
Interpersonal and communication skills
Recruiting and selecting individuals
Managing and developing individuals
Responsibility for the well-being of others
Team-working

I KNOwW You ARE
SUPPOSED TO SUPERVISE
Mg, BUT MY LAST
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Case study one
One-to-one supervision

Although Rasheed tries to fit in regular supervision meetings with Moira, he often postpones
them because there just isn’t time. When he does meet with Moira, there is rarely time for
much discussion, so he usually just mentions a few things he’s noticed about her work, and
allocates any new tasks. He keeps the meetings very informal, just telling her what to do, and
he doesn’t keep a written record. Moira asked about that once, but he said she should take
notes — he doesn’t have time.

Over the last couple of months, he has noticed that Moira seems less motivated and she has
not done some of the things he asked her to, so he decides he must have a meeting with
her. He goes to her office, puts his head round the door and says, ‘Come on, supervision
time!” As soon as she sits down, Rasheed tells her that he isn’t satisfied with her work, and
starts listing her mistakes and the various pieces of work he hasn’t had from her. Moira is
very upset. She says he isn’t being fair, and anyway he is wrong — he can’t tell her off for not
doing something he never asked her to do. This leads to an argument about whether
Rasheed had given her a particular piece of work. Rasheed is sure he did, and asks her to
get her notes of the last meeting, three months ago. She has kept them, and she shows him
that it isn’t on the list. Rasheed says that this is another example of her inefficiency - she
can’t even write down what he says. Moira says angrily that it would help if he recorded their
meetings and gave her a copy — then there couldn’t be any mistakes. The meeting ends
acrimoniously, with Rasheed telling Moira that she had better get her act together if she
wants to go on working there.

Your regular one-to-one supervision meetings with your staff involve
an open and honest review of their performance since the last
meeting, followed by discussion about the work they will be carrying
out over the coming period. They focus on the work plan, which
you created with them, in a one-
to-one supervision meeting, as the
final stage in the business planning
process. You may sometimes need to review the work plan itself, for
example if new activities have been taken on. Since supervision
involves a review of operating plan activities, meetings can also be
used to collate the information you need to prepare your quarterly
business plan monitoring reports, and to pass on the feedback
received from senior management.

See ‘Creating individual work
plans for your team’ page 74.

See ‘Creating training and
development plans for your

team’, page 119. The first one-to-one supervision meeting after the individual’s work

plan has been agreed is used to agree their training and development
plan for the coming year. This is then reviewed in subsequent
supervision meetings. Have any of the training and development
activities you identified been completed, and what progress is being
made on ongoing development activities? Are the required outcomes
being achieved? Does the individual need assistance in transferring
their learning into the workplace?



The essential elements
of supervision:

* Line management —
responsibilities and
accountability (you are
responsible for ensuring that
work achieves your and the
Society’s objectives, and is
completed to the required
standard)

 Staff development -
reviewing training and
development needs for
performance in the current
role, and ongoing professional
and personal development

* Facilitation — enabling and
assisting the individual to
achieve their potential, grow
in their post and take on
new challenges (e.g. by
offering support and advice,
clarifying boundaries and
encouraging creativity)

One-to-one supervision

Finally, supervision should provide an opportunity for you and your
member of staff to raise any other concerns, and they are always an
opportunity to find out how the individual feels about their work.

The meetings can be quite informal, but you must ensure that they
are structured. The supervision agreement which you negotiate with
each member of staff includes the basic agenda for meetings, the
frequency of meetings, how they will be recorded, etc.You can use
the standard forms to record meetings, or use a different format, as
long as key points and decisions are recorded.You should involve
your member of staff in setting the agenda for each meeting, listing
the ‘standard items’ and any additional matters either of you wants to
discuss. A mutually agreed agenda will help you to ensure that you
can both make best use of the opportunity to highlight any concerns,

get feedback from each other, |"Refer to the Society’s supervision

and agree plans to address any | nojicy and guidance for managers.
problems.

Supervision is a two-way process. Your member of staff should lead
the review of their work — telling you what they have been working
on, what they have achieved, and any problems they’ve had.You can
then provide constructive feedback,
not forgetting to give praise for
work well done.When discussing
tasks and objectives for the next few weeks, you should give the
individual a chance to discuss any questions or issues they have about
the work and your expectations, and agree the level of authority they
have in relation to these tasks.

See page 64 for notes on giving
and receiving feedback.
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Supervision also provides you with an opportunity to seek feedback
from your staff on your performance as their manager. What do they
find helpful, and what would they like you to do differently? This is
important for your own development, and will improve your
working relationship with the individuals in your team — they won’t
all want to be managed in exactly the same way!

Key messages on supervision:

» Complete a supervision agreement with each member of your team

« Set regular times for supervision meetings — every four to six weeks (more
frequent for new staff, and staff directly involved in delivering services)

» Agree and circulate the agenda before the meeting (items from the
supervision agreement, plus other matters to be discussed)

» Review performance, set objectives and discuss training and development

 Focus discussion on the work plan and training and development plan

* Review competencies and behaviours required for the identified tasks

and activities

» Make notes and provide a record for both parties
* Review the supervision agreement itself at regular intervals
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Case study two
One-to-one supervision

Although Rasheed is busy, he always makes time for regular one-to-one supervision
meetings with his staff, and allows time for a proper performance review, objective setting,
and an open discussion of any issues which arise. The meetings are quite informal, but
well-enough structured to be effective, and he provides his staff with a record of the
meeting. He always starts by inviting staff to review their own performance, and books
meetings well in advance so that they can prepare.

He has a supervision meeting booked with Moira, and having noticed that she seems less
motivated and her work is less reliable than usual (she hasn’t actually completed some of
the things they discussed last time) he spends a bit of time thinking about how he should
manage the meeting. He decides to start in the usual way, once they’ve agreed the agenda,
by asking her to review the last six weeks, hoping that she will raise the issues which are
worrying him.

In fact, she mentions it even before they discuss agenda items. Moira says that she knows
she has fallen behind — he must have noticed. Rasheed asks her what the problem is —
whether it is work-related, or whether she has something else on her mind. Moira says it’s a
bit of both. She is worried about her daughter who seems to have lost all interest in her
schoolwork, and she feels guilty about spending so little time with the children. She
supposes that she hasn’t been concentrating at work, and now she is worried about falling
behind as well. She doesn’t feel she’s coping.

As Moira is generally very conscientious, Rasheed feels this must be a genuine problem
and, wanting to give her a bit of space, he suggests she take a bit of leave over half-term.
At first Moira is reluctant — she doesn’t want to fall further behind, but when Rasheed offers
to help her prioritise, and to change some of her deadlines, she agrees that she would like
a couple of days off the following week. They eventually agree on three days leave, and take
this into account when setting her objectives. Rasheed invites her to come and talk to him if
she needs to.

Overall, this seems to work well, and although she is still concerned about her daughter,
Moira’s performance improves significantly.




Appraisal
Appraisal

Managers receive appraisal from their own line manager,
and appraise their staff. Your staff are entitled to an
annual appraisal meeting, in accordance with the
Society’s policy and procedures. (Some managers
appraise their staff more often, but this is not a British
Red Cross requirement.) Appraisals form a vital part of
performance management, with important benefits to
the individual, to you as their manager, and to the
Society. Carried out well, and with regular supervision
meetings throughout the year, they should be a positive
experience for both parties. If they are not handled well,
the very idea of appraisal may be threatening, and the
meeting will be difficult for you both. eeeeeeeeeeeee

The most relevant British Red Cross management wn
behaviours and competencies for ‘Appraisal’ are the same 8
as for ‘Managing the performance of individuals and g-
teams’, as follows: S
IN

British Red Cross management behaviours
2 Recognise the implications of working within a charity

and a voluntary organisation
3 Ensure equal opportunities and anti-discriminatory practice

and promote diversity
4 Recognise and value the contribution of others
5 Take responsibility for your own decisions and actions and

for your team
6 Demonstrate flexibility and open-mindedness

7 Support and share

British Red Cross management competencies

1 Leading people

2 Planning and managing projects and activities
6 Interpersonal and communication skills

8 Recruiting and selecting individuals

9 Managing and developing individuals

10 Responsibility for the well-being of others
11 Team-working
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Case study one
Appraisal

Andy dreads appraisals with his staff. They often lead to disagreements, and sometimes
actually make people’s performance worse — staff seem to end up de-motivated.

He is particularly worried about appraising Sara. She hasn’t been performing well, and he has a
long list of things he wants to say to her — even more than last year, and that appraisal was
pretty unpleasant! She argued over quite a few of the things he told her, and actually blamed
him for some of her errors — saying that he hadn’t explained what he wanted her to do clearly
enough. This year he is going to have to grade her overall performance as unsatisfactory.

When Sara arrives, Andy begins to review her performance, noting his points on the appraisal
form as he goes. To start with, Sara just looks at him, sitting with her arms folded, but when he
mentions the problems she had with a particular project, she asks him how he can say that. He
didn’t say anything at the time, and she thought she’d done a good piece of work. Andy
explained that he hadn’t wanted to upset her - he knew she was pretty stressed at the time -
so he had let it through. Sara says that of course she was stressed — he had given her an
impossible task with an impossible deadline, and considering that he hadn’t gone through it
with her at all, she thought she’d done remarkably well to produce anything at all. The appraisal
continues in much the same way. When he comments about her time-keeping, Sara denies
there is a problem, and she is quite unpleasant when he says he wants her to do a report-
writing course, although she needs it and she is always asking for training and development.

When they get to the end, Andy is about to tell her that he is marking her performance as
below expectations, when she says that if he marks her as anything lower than satisfactory, she
is leaving! ‘No’, says Andy, with a sigh, ‘Il am marking it as satisfactory — but | hope you will try
and improve your work, or 'l have to mark you down next time’. Sara scowls.

The appraisal meeting is an opportunity to review all aspects of an
individual’s work, providing constructive feedback to aid the
individual’s understanding of what they do well, and areas in which
they could improve or develop their skills and contribution.

It shouldn’t be threatening, because there
shouldn’t be any surprises!

Refer to the Society’s appraisal policy and guidance, which also
contains the documentation you and your staff will require. Training
is provided for managers and appraisees.
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If you have been carrying out regular and honest supervisions
throughout the year, your staff will already be aware of what they do
well, and any areas where their
performance needs to improve.
Even if their performance does
not meet your expectations, you
should be able to identify things
which have improved over the
year, as well as highlighting areas where further improvement is
required, and to provide ‘balanced’ feedback. If they have been
performing well, the appraisal meeting is an opportunity to confirm
and reinforce the positive feedback you have given them throughout
the year. With the link between appraisal and reward, an exceptional
performance may also lead to a merit award.

See page 64 for notes on giving
and receiving feedback, and
page 105 on managing poor
performance.

Thorough preparation by both parties is vital. You and the appraisee
should each work through the preparation form, thinking about the
issues to be discussed and making notes.

It is important to let the individual review their own performance first
(self-appraisal). Many people will be harder on themselves than you
might be, and this gives you the opportunity to provide the positive
feedback to balance their perception, while also confirming any areas
where they need to improve. Of course, if someone has an unrealistic
view of their achievements, you need to correct this, but however
badly someone is doing, there will always be some positives.

The appraisal must give a fair and accurate picture of performance over
the whole year. This can sometimes be difficult, particularly if a serious
problem has arisen over the last couple of weeks, when it may be easy
to forget about all the good work done in the previous 11 months!
Current problems should be addressed, but you must ensure that you
do not give them too much importance. On the other hand, if
performance has improved significantly, you need to record
performance in the earlier part of the year, and then emphasise how
the individual has addressed this to reach their current level of
performance.

When assessing performance over
the year, you should also bear in
mind the link between appraisal
and reward. An individual’s appraisal
will be one factor used to inform
decisions about what annual merit
award they receive, and this makes
it even more important that you
ensure that the appraisal record is balanced. Meeting performance
targets is not enough; you also need to place an appropriate emphasis
on relationships and interpersonal and team skills, and for managers
include developing and leading people.

For more information about
the link between appraisal and
reward, see the Society’s
appraisal guidance: the British
Red Cross staff appraisal
scheme. The Employee
handbook also makes reference.

Appraisal

Some of the benefits of
appraisal to the Society and
the individual:

opportunity to stand back
from day-to-day pressures,
review achievements and
plan for the future
managers shift from reacting
to events to controlling them
providing up-to-date
information on performance
and potential

a direct link between
performance and reward
identifying strengths and
addressing problem areas
opportunity to praise good
work

improved morale

increased motivation and
commitment

objective setting

reviewing development
needs

providing feedback (both
ways) and support

assisting career planning
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See setting ‘SMARTER’ | The appraisal meeting also provides an
objectives, page 80. opportunity to discuss objectives for the

future. This will cover activities identified
in the work plan, which may itself need to be reviewed if new work
is being taken on or the objectives revised. Objectives are set to make
sure that the individual’s work is directed towards achieving the
Society’s strategic priorities and corporate objectives, and to develop
the individual’s knowledge, skills See page 119 for guidance on
and potential.You will then need training and development
to review their training and plans.
development plan, to enable them
to develop the knowledge, skills and behaviours they need to
perform effectively.

Appralsa| also pl’OVideS an See page 127 for guidance on
opportunity to discuss your staff's | career and personal
longer term aspirations for their development plans.

career and personal and

professional development. How do they envisage their career
developing? What would they like to be doing in a couple of years
time? Can their existing job be enhanced to benefit both the
individual and the Society? Your role in this is to provide realistic
feedback and, if appropriate, to help identify possible career pathways
and any associated training and development needs. Either as the final
stage in the appraisal meeting, or following on from it, you should
work with the individual to draw up their career and personal
development plan.

Finally, the appraisal meeting involves a review of the expectations
and responsibilities of the job. If the job has changed significantly
over the previous year, it may be appropriate to revise the job
description. If there are major changes, you should consult with your
own line manager and human resources specialists, particularly as the
changes may require a revised job grade.‘Core’ job descriptions for
standard posts should not normally be changed. If there seem to be
good reasons for changing the job description for one of these posts,
you must consult your own line manager and human resources. You
should also be aware of ‘job drift’. This happens when an individual
gradually changes their own job, perhaps by taking on activities
which interest them, or which they find particularly rewarding. While
this may be appropriate, for example as part of a training and
development plan, it should not happen without discussion and your
explicit agreement. The job description should only be revised to
take in these changes if the new job is designed to help achieve the
Society’s objectives.



Appraisal

360° feedback

360° feedback, which the Society is introducing in stages, is designed
to assist your personal and professional development by giving you
feedback from a wider range of sources. In addition to self-appraisal
and appraisal by your line manager, the process involves feedback
questionnaires which are completed by other people. For a manager
this will include the people who report to them (upward feedback)
and other colleagues (peer feedback). For non-managers it involves
peer feedback. The feedback (which is anonymous) is summarised
and fed back by a facilitator to the individual, not to their line
manager, and the person receiving the feedback chooses whether to
feed the information into their appraisal, or to keep it confidential
and use the information privately to improve their performance. The
feedback from your team will be particularly helpful to you, giving
you invaluable information about how they perceive you as a
manager, how they like being managed, and how you can best meet
their needs. As you have the choice as to whether you pass the
feedback on to your manager, it should not be ‘threatening’.

Guidance and documentation for 360° feedback are provided in the
appraisal policy and guidance materials, and training will be provided
for individuals providing upward and peer feedback.
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Case study two
Appraisal

Andy is a bit concerned about his appraisal meeting with Sara. She hasn’t been performing
well, and although the issues have already been discussed in one-to-one supervision
meetings, he will have to review them in the appraisal, and he thinks Sara may be upset
about them going down on her record.

He spends more time than usual on preparation, thinking carefully about each matter and
deciding whether to mention it if Sara does not raise it herself. He reminds himself that her
performance has improved on many of the problems they have discussed over the year.
Reassured that he can give Sara positive feedback as well as the negative, and deciding that,
with the improvements she has made, he can justify a ‘satisfactory’ overall rating, he goes
into the appraisal feeling happier than before.

When Sara arrives, Andy invites her to lead the review of her performance. She too has
prepared well, as he encouraged her to. She raises many of the issues he had noted, and
they find it quite easy to agree what should go on the form. Andy makes a point of
mentioning improvements she has made over the year, as well as recording ongoing
‘problems’, and this seems to encourage Sara. Then they move to Sara’s objectives and
activities for the coming period. Knowing that Sara has sometimes felt that he was not explicit
enough about his expectations, Andy takes care to check her understanding, and reassures
her that she can always come to him for more guidance. They spend quite a time on Sara’s
training and development, reviewing the development activities she has undertaken during the
year, and the outcomes she has achieved, and her current training and development plan.

Andy and Sara had previously agreed that they need to concentrate on training and
development for her current role, and that they would not draw up a separate career and
personal development plan, and Andy checks that Sara is still happy with this.

At the end of the appraisal, Andy tells her he is giving her a satisfactory rating, and will
comment on the form that she has worked hard to improve her performance. Sara is
delighted, and admits that she wasn’t sure how he was going to rate her. Andy assures her
that he is not just being nice — he knows she has made an effort to improve when he has
identified a problem, and he feels that deserves recognition. He hopes she will continue to
work on the other areas they identified, and Sara promises she will. Andy finishes the meeting
confident that she will improve.




Managing poor performance

Managing poor performance

Managers probably dislike
managing poor
performance more than
any other task. Some
dislike it so much that
they fail to tackle it at the
appropriate time, doing
little to draw the
employee’s attention to
problems, until one day
the situation ‘blows up’.

The most relevant British Red Cross management
behaviours and competencies for ‘Managing poor
performance’, are found under:

British Red Cross management behaviours

2 Recognise the implications of working within a charity and
a voluntary organisation

3 Ensure equal opportunities and anti-discriminatory practice
and promote diversity

4 Recognise and value the contribution of others

5 Take responsibility for your own decisions and actions and
for your team

6 Demonstrate flexibility and open-mindedness

7 Support and share

British Red Cross management competencies

1 Leading people

2 Planning and managing projects and activities
6 Interpersonal and communication skills

8 Recruiting and selecting individuals

9 Managing and developing individuals

10 Responsibility for the well-being of others
11 Team-working

2
®
®)
=7
)
S5
N

Many human resources specialists can give examples of managers
seeking advice about a situation, but doing nothing, and even writing
positive appraisals which give no hint of the problems. Then one day
the manager comes back to ask for advice on dismissing the
employee. If this happens, managers have to appreciate that it is going
to be difficult, if not impossible, to dismiss them for poor
performance — the employee has lots of evidence of satisfactory
performance in the past appraisals.

You should realise that not tackling issues at the right time is unfair
to the employee, and the rest of your team. The individual has not
been told that their work is not good enough, you have not helped
them to identify how they can improve, and they have not had
training, development or support to help them achieve the required
standard. If they have ‘failed’, they can also claim that you, and the
organisation, has failed them.
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If relevant, refer to the
Society’s employment policies,
e.g. carers and compassionate
leave.
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T KNow YouR LAST
Two APPRAISALS WERE
EXCELLENT. You
WOULD HAVE BEEN
UPSET IF T'D BEEN
HONEST ABouT
YOUR WORK !

So how should you manage poor performance? The
following may help:

inform the individual at the right time that their performance is
not acceptable, giving clear information about what aspects of their
performance need to be improved

explain how the individual’s performance impacts on the work of
the team

reassure them that you are trying to help them to improve
performance, not just criticising

listen to what the employee has to say - what do they think is
going wrong and why, and what can you do to help them to
perform better?

provide advice and assistance on how they can improve their
performance

reinforce all this in supervision, identifying what needs to be
improved, clarifying what you expect, and providing advice and
support

work with the individual to identify training and development
needs, and how they can be met

make sure the individual understands what may happen if the
situation does not improve, e.g. formal disciplinary procedures
make sure that you review their progress at appropriate intervals:
identify improvements and give praise for success, and clarify what
further improvement is required

bear in mind that problems outside work may be contributing to
the situation — you may be able to offer personal support or some
flexibility over working arrangements in the short or medium
term, or advise them about other support available to them e.g. the
Employee Assistance Programme. Help and understanding in the
short term may lead to improved performance in the longer term.
be honest in appraisals, acknowledging any improvements while
ensuring that you are clear about what else is required, and make
sure the appraisal record is accurate and fair



Managing poor performance

« if, having undertaken appropriate training and development, and
despite your support, the individual has not improved their
performance to the required standard, make sure that you are
honest about the situation

« seek advice from human resources specialists if you are unsure
about how best to proceed

« if you think the person is in the ‘wrong job’, and might succeed in
a different role, can you modify the job so that they can succeed?
Or should they consider applying for a different job?

« if you think that the situation warrants it, you can start disciplinary
procedures, giving a verbal warning

« if you do begin disciplinary action, it is essential that you follow
the Society’s procedures. Seek advice if you need it!

Dealing with difficult, or aggressive, behaviours

Sometimes you may have to deal with an employee who becomes
aggressive or emotional, and this can be difficult to handle effectively.
How you react will depend on the situation, the individual and your
relationship with them. The following simple tips may be helpful:

* try not to react aggressively or emotionally — remaining calm may
help to defuse the situation

* listen very carefully to what is said — you need to explore and
understand what has caused the situation

* be accepting of the anger or distress — everyone becomes angry
and/or emotional at times

 sometimes it is best to deal with the issues straightaway; at other
times it may be better to acknowledge the anger or distress, suggest
that they go away and calm down, and resume the discussion and
deal with the issues later

* even if the ‘outburst’ appears work related, remember that there
may be problems outside work

 you need to understand the reasons for the behaviour, or to know
that there are problems outside work. (You cannot demand to
know about private problems, but you can ask if something is
worrying them, and ask if it would help if they tell you about it.)

* if you realise that the individual
is suffering from an
unacceptable level of work-
related stress, you must establish
what the problems
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Training is available on
identifying and managing stress
in your team — discuss your
training and development

are and try to find ways of
sorting them out. Adjusting
workloads, providing training
and development and/or
support may all help

remember that many things may
be said in the heat of the

needs with your manager.

Remember the Society’s ‘duty
of care’ for employees, and
check employment policies or
seek advice from a human
resources specialist.

107



108

Good Practice Guide for Managers

moment — you may need to explore later on whether the
individual really means what they said

* if you became angry, you may also need to consider whether you
meant everything you said!

It is different if an employee’s
behaviour is often difficult or
aggressive or if someone is
physically violent towards you or
others. In this case you must
inform them that their behaviour is unacceptable, and you may need
to proceed into formal disciplinary procedures.

Refer to the Society’s
disciplinary procedures and/or
take advice from a human
resources specialist.

Managing good, or excellent, performance

With all the other demands on your time, it is sometimes the most
effective members of your team who might miss out on the
management and support they require. Every individual in your
team, including those who can be trusted to get on with their work
and are performing well, is entitled to your time and your support. If
you devote inadequate time and effort to one-to-one supervision
meetings, work planning, or identifying and meeting development
needs, or simply forget to give praise for good work, even the most
highly motivated individual may come to feel that their efforts are
not valued. If you don’t discuss their objectives and their work with
them, how can you know if they find it sufficiently challenging or
rewarding? Do they actually know how well they are performing?

You should also bear in mind that someone who is performing well
may have the potential to take on further responsibility, or, with
appropriate development, to move into a more demanding position
within the Society. If this is the case, your role should be that of the
enabler — helping them to identify where they want to go next, and
how to get there — even if that does mean losing the most productive
member of your team.

If you don’t provide sufficient support to those who are performing
well, you may find that they lose their motivation and their
performance deteriorates, or that they leave to find new challenges.



Managing the performance of your team as a whole

Managing the performance of
your team as a whole

In addition to managing The most relevant British Red Cross management
the performance of each behaviours and competencies for ‘Managing the
individual in your team, performance of your team as a whole’, are found under:

you will need to devote

time and effort to the way
the team performs as a 2 Recognise the implications of working within a charity and
a voluntary organisation

Ensure equal opportunities and anti-discriminatory practice
and promote diversity

British Red Cross management behaviours

whole. eeeeeeeeee 3

4 Recognise and value the contribution of others

5 Take responsibility for your own decisions and actions and
for your team

6 Demonstrate flexibility and open-mindedness

7 Support and share

British Red Cross management competencies

1 Leading people

2 Planning and managing projects and activities
6 Interpersonal and communication skills
8
9
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Recruiting and selecting individuals
Managing and developing individuals
10 Responsibility for the well-being of others
11 Team-working

Allocating activities, resources and
opportunities amongst members of your team

Your team may carry out very different jobs with different
responsibilities, or may all be doing similar work. Either way, it is
important to ensure that your team is treated fairly and equitably, and
that you are perceived by the team to do so. This does not mean
treating each person the same — they will have different strengths and
development needs, and may respond differently to different
approaches.

In practice, being fair and equitable means that you should be able to
justify the decisions you make. If you ask one of two people to take
on additional responsibilities, you need to be able to justify that
decision in much the same way as you would justify a recruitment or
promotion decision.You may have a tendency to delegate particular
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Delegation: giving people
the freedom and authority to
handle tasks on their own
initiative, while ensuring they
have the ability and support to
achieve

What to delegate:

* routine tasks and associated
decision-making

« complete tasks which will
give a sense of achievement

« tasks which will help people
to develop their knowledge
and skills

* tasks which people can do
better than you can

Do not delegate:

¢ ultimate responsibility for
the task

* unpleasant tasks which are
really your responsibility

* bits of tasks which will give
little job satisfaction

How to delegate:

» make a list of tasks which
could be delegated

« select people who are
capable, willing and
interested, using objective
and equitable criteria

 explain the outcomes you
require

* give them authority, while
retaining overall
responsibility

 provide coaching and
guidance early on, then let
them decide how to
complete the task

* be available for help, but
don't interfere

« always give credit for good
work

* remember that making
mistakes is acceptable and
intelligent people learn
from them!

kinds of work to particular individuals, perhaps because you know
their approach will be similar to your own. Bear in mind that such
decisions may have implications for the individual’s professional
development, and equal opportunities implications. You make
decisions like this all the time, and it is easy to keep making the same
ones just because you’ve always done it that way, and it has worked so
far. Someone in your team may be feeling very aggrieved about other
people getting all the interesting work and all the development
opportunities!

Developing a team-working approach and the
effectiveness of the team as a whole

Teams of people, working together, can often achieve more than the
same individuals working alone, but this does not just happen when
you put a group of people together!

Your staff will work effectively as a team if they:

* have a shared commitment to shared objectives

* have good decision-making processes

* have clear roles, responsibilities and leadership

* have sound relationships with other groups

* trust and respect each other

* share information

* are open about how they feel about things

* support each other

* analyse how the team performs and give each other
constructive feedback

* value their differences — acknowledging each person’s strengths
and the contribution they make

» work through disagreements and conflict, rather than brushing
them under the carpet

« feel they gain from the team as well as contributing to it




Managing the performance of your team as a whole

Team roles

You may have come across Meredith Belbin’s work on the roles different people have a natural
tendency to play when working in a team, regardless of their specialist skills and knowledge or the
tasks they are there to do. Belbin described the following eight roles:

Implementer — turns ideas into practical plans and actions and carries them out (but may be
inflexible and unresponsive to new ideas)

Coordinator — clarifies goals and controls how the team moves towards the objectives, making best
use of team members’ strengths (but may not be very creative or inspirational)

Shaper — shapes how the team’ effort is applied, setting objectives and priorities and making it
happen (but may be impatient and intolerant of those who are less focused)

Plant — creative, unorthodox and full of ideas, seeking new approaches (but may be impractical)

Resource investigator — will bring in ideas and resources from outside the team and create external
contacts (but may lose enthusiasm during the implementation stage)

Monitor-evaluator — evaluates ideas, analyses problems and reviews progress, ensuring balanced
decisions are made (but may be over-critical and over-serious)

Team-worker — will encourage and support others and work to improve communication and
relationships (but may be indecisive, and dislike friction and competition)

Completer-finisher — ensures team does not make mistakes, identifies matters requiring close
attention and maintains sense of urgency (impatient and intolerant of those who are less careful)

A well-balanced team will generally be more effective than one that is not. People often combine two
or more of these ‘preferred roles’, but even so, you may not be able to ensure that they are all
represented in your team. If you are aware that one or more are lacking, you can try to ensure that
someone is taking on the ‘missing role’.

BUT BELBIN SAYS HAVING A
COUPLE OF PLANTS WILL
MAKE THE TEAM MORe
CREATWVE !
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As the manager, you can help to develop and maintain a team-
working approach in all sorts of ways — the following are just some
examples:

use away-days or ‘time away from the day job’ to focus on such
issues as the team’s objectives

and ways of working and help Don’t assume that you need to
to build a shared commitment | organise a ‘team-building
involve the team in planning event’!

and decision-making

hold regular team meetings at which you encourage open
discussion and constructive feedback

share information with the team and encourage them to share
with each other

encourage the team to work through disagreements and address
any conflict appropriately

encourage social activities (but make sure no-one is excluded e.g.
because of their culture, gender or sexuality).



Managing the performance of your team as a whole

Relationships within the team: creative
tension or destructive conflict?

Different experience, backgrounds and approaches — the diversity
within your team — often results in more ideas, more creativity and
more effective solutions. Even major disagreements about how to
approach an issue can improve the final outcome, and you should
encourage this kind of ‘creative tension’ within your team. However,
the same kind of disagreement will be destructive if arguments
become personalised, people criticise each other rather than
challenging their ideas, and individuals put their effort into winning
arguments rather than achieving a positive result. This unhealthy
conflict must be addressed.

How you do that will depend on the situation. There is no right
answer, but the following may help:

 you could stop the discussion, e.g. by saying ‘I think this is all
getting a bit too personal, can we go back to looking at the issues?’
This may be effective if the conflict is minor and people generally
have a good relationship, but problems may reoccur if the issues are
not addressed

 you could stop the discussion and get people to think about what
is happening, and share their feelings. This may well lead to a better
outcome, but could unleash more accusations. Consider if these
discussions should take place in the group, or in private

 you could take time out to re-think and re-focus

« if there is serious conflict within the team, it may be worth
considering a team-building event, perhaps using an external
facilitator — which means that you can participate alongside your
team.
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“OH Yes, T ALWAYS TRY TO ENCOURAGE A BIT oF
CREATIVE TENSION!™
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Managing your manager

People who are
dissatisfied with the way

they are managed The most relevant British Red Cross management
sometimes ask how they behaviours and competencies for ‘Managing your manager’,
can manage their own are found under:

manager, and the whole

. British Red Cross management behaviours
idea may be treated as

something of a joke. In 2 Recognise the im.plif:ations of working within a charity and
fact the processes of a voluntary organisation

act, _ P 3 Ensure equal opportunities and anti-discriminatory practice
managing your manager and promote diversity

are key to developing an 4 Recognise and value the contribution of others

effective management 5 Take responsibility for your own decisions and actions and

for your team
6 Demonstrate flexibility and open-mindedness
7 Support and share

relationship which will
enable you to achieve
your and the Society’s
objectives. e @ @ @ @ ® @ @ o] British Red Cross management competencies

1 Leading people

2 Planning and managing projects and activities
6 Interpersonal and communication skills

8 Recruiting and selecting individuals

9 Managing and developing individuals

10 Responsibility for the well-being of others
11 Team-working

Managing your performance effectively requires an ongoing
exchange of information between you and your manager. As you
work towards your agreed objectives, you need to keep your manager
informed of your progress and any difficulties you are facing.Your
manager will ask you questions about your work, and ask to see work
in progress, but you may well be the best judge of what your
manager needs to know — and to do — to enable you to achieve the
required outcomes.You also have specialist knowledge and skills in
your area of work, which your
manager may lack, as well as direct
experience of doing your various
tasks. You will know how much
support you need from your manager, and will respond better to
particular management styles. You should be able to identify any
learning and development you need to complete your tasks, and
probably also know how you learn best — which kinds of training
and development activities are most effective for you as an individual.

See ‘Choosing the most
appropriate management style’,
page 47.



As a result, you have a responsibility to help ensure that your
manager can manage you effectively — you need to manage the
information you give them, taking your agreed level of authority into
account.Your manager should have informed you about the decisions
you are authorised to take
yourself, and those which need to
be passed up the line. If you are
ever in doubt about this, you should ask your manager for
clarification.You and your manager also have a shared responsibility
for developing and maintaining a good working relationship.

See ‘Accountability and levels
of authority’, page 43.

You should also take into account that your manager can only give
each individual a limited amount of time, especially if they manage a
large team.You can help ensure that this time is spent on important
issues.

For this, as for many other roles, good preparation is the key. Before
any meeting with your manager, or communicating in any other way,
ask yourself a few questions:

» what does my manager need to know about the work | am doing?

* what do | want my manager to do?

* do | need my manager’s authority to proceed?

+ what support do | need?

» what do | need my manager to know about me and my way of
working?

 and how can | communicate all this effectively and concisely?

You might also ask whether you can take on particular tasks which
will help your manager to be more effective, and possibly save time
for both of you. Clearly, it is important that you prepare well for your
one-to-one supervision meetings. Would it also make sense for you,
rather than your manager, to draft the agenda? Could you record the
outcomes of the meeting and copy it to your manager? Having been
involved in discussions about the business plan for next year, could
you draft your own individual work plan for discussion with your
manager? Could you identify your own learning needs, think about
how these needs could be met most effectively, and draft your own
training and development plan? Your manager retains responsibility
for decisions about all these matters, but your taking on these tasks
may result in better decisions (because you know more about your
work and yourself than your manager does), as well as saving your
manager time, and giving you a greater sense of ownership.

See also ‘One-to-one supervision’, page 95; ‘Creating individual
work plans for your team’, page 74, and ‘Creating training and
development plans for your team’, page 119.

Managing your manager

If you think taking on such
tasks would help your
manager to manage you more
effectively, could you ask
members of your team to do
the same?
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Dealing with difficult or inappropriate
management behaviour

Managers, like everyone else, sometimes behave inappropriately,
particularly if they are suffering from work-related or other stress.
Unfortunately, some managers also bully or harass their staff in a
completely inappropriate manner. It can be difficult to cope with
one’s manager becoming aggressive or emotional, and bullying and
harassment are increasingly recognised as a major source of stress in
the workplace. What can you do if your manager behaves
inappropriately?

Stress-related behaviour

How should you respond if your
manager suddenly becomes angry
or emotional? While you may not
be in a position to help your manager to address issues that are
causing work-related stress, many of the tips on dealing with difficult
or aggressive behaviours will also help to defuse the situation if your
manager is aggressive, angry or emotional. Remaining calm yourself,
being non-judgemental, and trying to be tactful and supportive, will
all help to ensure that your relationship with your manager is not
damaged in the longer term. In some situations, you and other
members of the team may also be able to provide practical support
which will help your manager deal with work-related and perhaps
also personal problems, for example by offering to take on some of
their tasks. In a good relationship, you may also be able to advise your
manager, or signpost them to external support.

See ‘Dealing with difficult or
aggressive behaviours’, page 107.



“No, T'M NOT STRESSED. T JUST THINK MV
MANAGER (S AN EXCELLENT ROLE MoDeL.”

Bullying and harassment

It is different if you are bullied or harassed by your manager. No-one
should suffer from this kind of behaviour, but the Society can only
address the situation if you are prepared to take action. Ideally, you
should first raise the matter with your manager, explaining how their
behaviour affects you and why it is unacceptable. Your manager may
not be aware of what they are doing, and may be able to change their
behaviour if it is pointed out to them. If you do this, and their
behaviour does not change, you will need to take further action.You
can raise the matter, either formally or informally, with your
manager’s line manager, or you may prefer to seek advice and
assistance from a human resources specialist. The British Red Cross
considers that bullying constitutes a form of harassment, and any kind
of bullying, for whatever reason, is unacceptable to the Society. It
would not want any member of staff to suffer in silence, or to resign,
because of the
inappropriate
behaviour of their
manager.

Refer to the Society’s harassment policy
and procedures. The grievance procedure
may also be relevant.

If you are being bullied or harassed by your manager, or are suffering
from stress for other reasons, you must ensure that you do not take
this out on your team. Excessive workloads or bullying are not an
excuse for inappropriate behaviour towards your own team. If you
find yourself shouting at your team or seem prone to emotional
outbursts, you must ensure that you take appropriate action to address
whatever is causing your stress, before your team begins to suffer as
well.

Managing your manager

Bullying can be physical,
verbal or emotional.
Examples include:

* Physical - taking
belongings, hitting, pushing
and other forms of violence

* \Verbal — name calling,
criticising in public, teasing
and other hurtful or
insulting remarks

* Emotional - spreading
stories and rumours,
exclusion from social
groups, ridicule and
humiliation

n
®
®)
=,
®)
)
N

117



118

Good Practice Guide for Managers

Developing your team for effective
performance In their existing

q
O
D
O

You and the people in your team have a shared responsibility to
ensure that they have the knowledge and skills — or competencies
— required to carry out the tasks and activities in their work plans.

Personal and professional or career development are considred in
the next section.

©©®®®®®% The most relevant British Red Cross management

behaviours and competencies for ‘Developing your
team’ are found under:

British Red Cross management behaviours

5 Take responsibility for your own decisions and actions
and for your team

British Red Cross management competencies

6 Interpersonal and communication skills
9 Managing and developing individuals
11 Team-working

As a manager, you must make sure that members of your team have
the knowledge and skills to perform effectively in their jobs, and are
able to complete any tasks allocated to them to the required standard.
Each individual should also take responsibility for identifying their own
training and development needs, and discussing with you how these
needs can be met.

Regular one-to-one See the training and development

gaps or learning needs, and (Appendix 6).
the creation of a realistic

training and development plan are key to successfully managing your
team’s development.



Developing your team for effective performance in their existing roles

Case study one
Developing your team for effective perfomance in their existing roles

As the final step in the business planning process, Tim spends time with each individual in
his team, drawing up their work plans and making sure they understand the activities
allocated to them for the coming year. Osman is familiar with most of his tasks, which have
not changed much from the previous year. However, he tells Tim that, while he is keen to
take on something new, he is concerned about whether he has the skills and knowledge to
complete the new project he has been given.

Osman generally produces work of a high standard, but Tim feels that he lacks confidence.
Thinking that all he needs is a bit of encouragement, he tells Osman that he is sure he will be
able to cope; all he needs is the confidence to try.

Osman goes away and does his best, but finds that he is struggling. He is afraid to ask Tim
for help since Tim obviously thinks he should be able to do it, but he cannot find anyone else
to ask. Knowing that the project is important, he begins working late and taking work home,
but he isn’t making much progress. He is also starting to fall behind on his routine tasks. He
starts having problems sleeping at night.

Tim is unaware of the problem until a couple of months later, when Osman comes into his
office and, apologising profusely for failing to complete a particular piece of work by the
deadline, and for letting him down, tells Tim that he simply cannot cope. He says he is sorry,

72
“but | am just not as good at my job as you thought | was”. g
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Creating training and development plans for

your team

The final task in the annual business planning process is the For g_uidance on preparing

preparation of individual work plans. Your staff should already have a individual work plans, see

pretty good idea of what they will be doing in the coming year, page 74.

because you will have involved them in creating the team’s business
plan, but there is still a need for detailed work planning.

Having agreed the work plan in a one-to-one supervision meeting, For information and guidance
you need to discuss whether the individual has all the skills and on one-to-one supervision, see
knowledge needed to complete their tasks, and identify any page 95.

competency or behaviour gaps.You will have made an informal
assessment of their training and development needs when you put
together the operating plan and budget (see page 74), but now need
to conduct a more thorough analysis. You might ask the individual to
prepare for this by identifying the knowledge and skills required for
each activity and considering how any training and development
needs could be met.You should review this with them, providing
guidance on the knowledge and skills required to carry out the
work, and constructive feedback on their existing skills, and then
work together to establish how their needs can best be met.
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Creating a training and development plan - a step-by-step guide

« create this plan with your member of staff in supervision as soon as their work plan has been agreed

* ensure that your member of staff leads the discussion about their training and development needs

« only list training/development activities required for effective performance in the existing role, i.e.
for activities identified in the individual’s current work plan (see also Creating career and personal
development plans, page 127)

1 identify the key skills, knowledge and behaviours required to carry out each activity listed in the
work plan (for managers, this will include relevant management behaviours and competencies)

2 compare these requirements with the individual’s existing skills, knowledge and behaviours, and
identify any ‘gaps’ — their training and development needs

3 for each ‘gap’ you identify, discuss the outcomes you jointly require from the training and
development the individual needs to undertake

4 list these outcomes in the first column of the training and development plan. Use additional sheets
if required

5 for each training and development outcome, discuss how it can best be achieved, referring to the
training and development menu as required. Bear in mind the individual’s preferred learning style
and seek advice if you need it

6 note the agreed training courses and/or other development activities in the second column, also
noting, in columns 3, 4 and 5, who is responsible for implementing the activity, any other people
involved (e.g. who will provide coaching), and the agreed date for completion. The final column
allows you to tick off activities as they are completed

L EXPLAIN To ME
ONE MORE TIME How

NG AS A WHITE :
I eR. RAFTING INSTRUCTOR Refer to
NILL CONTRIBUTE TO YOUR The staff development

EFFECTWENESS AS A policy

FTDAr:.iﬁST RKTOR 72X The training and

development menu (see
Appendix 5)

If you need help - seek advice:

from training and development specialists:
at UK Office — Training and Development Specialists
at Territory — Training and Developing Specialists

or from colleagues with relevant knowledge and experience

Note that the training and Some of the activities listed on pages 122-125 are fairly new to
development activities the Society or ‘under development’. At the time of writing, the
described below are also support and assistance available from the Staff and Management
relevant to career and personal Development Team may be limited, but this will improve as
development (see page 126). guidance materials, etc, are developed.




Developing your team for effective performance in their existing roles

Do not assume that a training course is the answer! Other
development activities may be more effective in achieving the
outcomes you need, and may cost less. When selecting the most
appropriate activities, you should consider differences in learning
styles — what one person gains from attending a course, another
might learn best through coaching or reading a book. Be creative!
Some of the development activities available to you are described
below, and are also listed in the training and development menu,
Appendix 5.

Once the training and development plan for the new work plan has
been created, it must be reviewed at regular intervals. You should
include discussions about training and development and the
outcomes of development activities in supervision meetings and
annual appraisals.

British Red Cross (internal) training courses

The British Red Cross

Ol’ganises a Variety Of training The Staff and Management
courses at UK Office and in the Deve'opment Team at National
Territories and Areas. Having | Headquarters issues an annual
evaluated the options and Staff and Management

studied the course content, you | pevelopment Brochure. The

may decide that your member | Territory Team co-ordinates
of staff should attend one. local courses and initiatives.

To get maximum benefit from a training course, you should meet to
discuss what the individual hopes to gain from attending and how to
ensure that learning is translated into improved performance in the
work place.You should encourage them to note key points during the
course, and meet with them soon afterwards to agree an action plan to
make sure that learning is applied and new skills practised. It will be
useful to arrange a review meeting some months later to check
progress and see whether the training and development needs have
been met. An action plan form for the pre- and post-course meetings
is provided in the Staff and Management Development Brochure.

External training providers

If the Society does not provide a course which meets the individual’s
needs, you may wish to investigate training courses run by external
providers. A huge range of courses is available: some excellent, and
some very poor. The Staff Development Team at UK Office or the
Territory can provide advice. Do consult them before arranging an
external course, the Society may have negotiated a national or local
deal with an appropriate provider.

Training courses are only
effective if:

« the course content is
relevant and meets the
development needs

* the ‘level’ is appropriate

* you and the participant
have a shared understanding
of the desired outcomes

* the participant wants to be
there and to learn, and
takes responsibility for their
own learning

 you and the participant
work together to develop
an action plan, and you
ensure that they have
appropriate opportunities
to apply the learning in the
workplace

« learning and its application
are reviewed some time
after the training event

Training courses are not
the only way to learn -
and may not be the most
effective, or cost-effective,
method
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Typically, coaching
involves:

* helping a learner to clarify
goals and increase
motivation for development
and improved performance

* helping a learner to increase
their understanding of their
development needs (the gap
between what they want to
do, and their current
performance)

It is not instructing or teaching

Coaching

Coaching is a process in which one person facilitates the
development and learning of another. It involves asking questions,
active listening and constructive feedback. The coach helps the
learner to clarify their goals and objectives, and generate their own
solutions. As their manager, you may feel that you are best placed to
coach members of your team. This may be right, but it may be
equally or more effective for coaching to be provided by someone
else: an expert in the relevant field, an experienced colleague, or an
outside consultant.

The GROW method:

G - the Goal of the coaching
session, specific and
measurable

R - Reality check — where
the learner is now

O - generating Options and
actions, e.g. by board-
blasting

W —Wrap up — when the
learner is committed to
action, the session is
reviewed

Coaching skills:

The British Red Cross offers
an NVQ Award (C25 -
facilitate individual learning
through coaching) and the
Society is hoping to develop
additional training and
support for managers and
others undertaking coaching
responsibilities

* Active listening

* Questioning to develop
awareness

¢ Summarising

* Providing feedback

 Problem-solving

* Making suggestions

* Knowing when to be
directive, and when not

Mentoring is often focused on
career and longer term
professional development.
However, it can also assist in
developing staff for
performance in their current
role

Bear in mind that coaching another person is also developmental: if
one member of your team coaches another, both are learning.

As with any development
activity, you must ensure that
you discuss the desired
outcomes with the individual in
advance, and review learning
and development with them at
appropriate intervals.

The Society will develop
guidance for managers on
coaching — coaching members of
your own team and/or
identifying others who can coach
individuals.

Mentoring

Mentoring is a one-to-one relationship between an individual and a
more experienced person outside the line management structure,
who can guide and help them to learn and develop. The relationship
is confidential and non-judgemental. Meetings need not be regular,
and may be spread over months or years.

The British Red Cross is hoping to develop a formal mentoring
scheme. In the meantime, you can obtain advice and guidance on
mentoring from the Staff and Management Development Team at
UK Office.




Developing your team for effective performance in their existing roles

You cannot be a mentor to members of your own team, but you still
have an important role to play:

» working with your staff to clarify their and your objectives

* ensuring they understand the nature and limitations of mentoring

* helping to identify an appropriate mentor. (Give the employee
some choice: the personal relationship between mentor and
mentee is important!)

« accepting the confidentiality of the mentor and mentee
relationship, while encouraging both parties to talk to you about
practical developments

* reviewing these practical outcomes during your regular
one-to-one supervision meetings.

Shadowing

Shadowing involves moving an individual from their normal role into
a different working environment for an agreed period of time, so
they learn by working alongside others. The individual can shadow
someone in another organisation or be placed in a different
department or division. The purpose is to learn relevant skills from
people working in the other department or organisation, or improve

their understanding of the work carried out there. The benefits can The Society intends to develop

be considerable. A British Red Cross employee who is working in a shadowing as a method of 0
partnership with another voluntary organisation or statutory service developing managers and staff. g
could develop their understanding of the culture of the other Advice is available from the e,
organisation, and appreciate some of the difficulties they face. Similar Staff and Management g
benefits would be obtained by UK Office staff being seconded to a Development Team at UK N
Territory or Area, or vice versa. Individuals can also shadow people in = Office, or other human

their ‘internal client groups’. Reciprocal arrangements are often resources specialists.

helpful, with improved communication and increased understanding,
in addition to any new skills picked up from colleagues.

Yes, T FULLY ACCEPT

THAT JOB SWAPS CAN BI

JOb Swaps A VERY EF'FEC_TNCE y
. . . DEVELOPMENT ToOoOL

Job swapping involves two people exchanging roles for a - BUT You'Re STiLL

NOT HAVING MY
Jog !

limited period, often just a day, so each gains an
understanding of the other’s role, and the culture in which
they work. As for shadowing, the swap can be within the
organisation, or with a partner or supplier. Depending on
the similarity between the two people’s roles, it may not
be practical for a complete swap — you may have to
combine it with shadowing.

Advice and guidance on job swaps is available
from the Staff and Management Development
Team at UK Office, or other human resources
specialists.
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Action learning:

« focuses on real-life
problems

* motivates people to take
responsibility for their own
learning

 encourages implementation

 provides constructive
feedback

« facilitates mutually
supportive relationships and
networking

For information about job
rotation, secondment and
‘acting up’, see the training and
development menu, Appendix
5. For advice and guidance,
contact the UK Personnel
Unit, or your Territory Human
Resources Manager.

Action learning sets
An action learning set is a group
of individuals, perhaps five or six
people, with similar roles or
working on similar issues. They
come together to learn by
exchanging experiences on real-

The British Red Cross is
hoping to develop more action
learning sets. Information from
the Staff and Management
Development Team at UK
Office.

life problems and situations. The group, working with a facilitator,
negotiates the use of their meeting time to test and question each
other about a challenging work-related problem or issue. The

facilitator may suggest external
sources of expertise and assist the
group to analyse the situation,
explore options and decide on
action, and then also facilitate
discussion about the outcomes.

Learning from tasks

Advice and guidance on all
these development methods is
available from the Management
Development Team at National
Headquarters.

Learning and development can also be achieved by taking on a new
role and responsibilities, for example through job rotation,
secondment, ‘acting up’, taking on management of a project, or
participation in a project team or working group. These all
provide opportunities to develop new skills and knowledge, and
bring additional benefits through exposure to different cultures and
ways of working, and opportunities for networking.Your role as
manager includes identifying appropriate opportunities, ensuring the
individual has sufficient knowledge and skills to take on the new role
or task, providing support, and reviewing performance and

development.

You can also assist

For guidance on delegation, see also
‘Managing the performance of your
team as a whole’, page 109, and also
page 45.

development by delegating
new tasks and
responsibilities to an
individual, while providing
support and reviewing their progress and performance at regular
intervals. Managers are sometimes reluctant to delegate important
tasks to people unless they already have a lot of experience, in case it
goes wrong, particularly if they feel mistakes might reflect badly on
their own performance. However, actually doing a task is often the
best way of learning, and it is important to achieve an appropriate
balance — how else can people gain experience? Managers should
take reasonable risks in providing opportunities to learn, but must
also manage the risk through regular supervision, so that learning
takes place and mistakes can be rectified. Taking appropriate risks in
order to facilitate learning is a key step towards encouraging
individual learning and towards developing a learning organisation.



Developing your team for effective performance in their existing roles

Study programmes and academic At the time of writing, the
qualifications Society is developing
The Society has a limited budget available to support individuals criteria for financial
wishing to undertake part-time external study programmes that lead support for the study
to recognised qualifications. Financial support can only be provided if programmes.
certain criteria are met, and in all but the most exceptional These are likely to include:
circumstances only part funding would be available. In certain « training/development need
circumstances, the Society may be able to approve limited study identified with manager in
leave. supervision or appraisal
* relevance to existing job or
work which the employee
Information and guidance on study programmes is available from will take on
the Staff and Management Development Team at UK Office. They - benefits to the Society as
can advise on management programmes. well as to the individual

Case study two
Developing your team for effective performance in their existing roles

As the final step in the business planning process, Tim devotes a one-to-one supervision
meeting with each person in his team to drawing up a work plan, making sure they
understand the activities allocated to them for the coming year, and identifying their training
and development needs. Osman is familiar with most of his tasks, which have not changed
much from the previous year. However, he tells Tim that, while he is keen to take on
something new, he is bit concerned about whether he has the skills and background
knowledge to complete the new project he has been given.
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Osman generally produces work of a high standard, but lacks self-confidence. Tim thinks he
could probably complete the task without further training/development, but Osman disagrees,
saying that the main issue is his lack of practical experience in certain areas.

Tim discusses Osman’s needs with the Staff Development Team, who recommend a one-day
external course. Tim also identifies a person from another Department who would be willing
to provide coaching on an ad hoc basis and has relevant expertise. He reminds Osman that
he can also ask him for assistance at any time.

Osman completes the training course. He finds his coach very supportive in helping him to
identify what he needs to achieve, and he and Tim review his progress in his regular
supervision meetings. The project and his routine tasks are all completed on time, and Tim
notes that Osman is more confident in all his work.
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Supporting your team’s career and

personal development ese---

The Society’s first priority in providing training
and development for managers and staff is to
ensure that they develop the knowledge, skills
and behaviours for effective performance in
their existing role. However, the Society also
benefits from supporting the longer term
personal and professional development of
individuals, whether to enhance performance
in their current role, e.g. by taking on
additional responsibilities, or to enable them to
progress their careers. This approach
encourages individuals to take responsibility
for their own learning and development and
supports a culture of learning and questioning,
which is important if the Society is to move
towards becoming a learning organisation.

The most relevant British Red
Cross management behaviours and
competencies for ‘Supporting your
team’s career and personal
development’ are found under:

British Red Cross management
behaviours

5 Take responsibility for your
own decisions and actions and
for your team

British Red Cross management
competencies

6 Interpersonal and
communication skills

9 Managing and developing
individuals

11 Team-working

Case study one

development she should be considering.

current job.’

Supporting your team’s career and personal development

Towards the end of her appraisal Pam asks Toyin, her manager, if they can discuss her longer
term future with the Society. After two years in her job, she is wondering about some kind of
career progression, but she is unsure what the possibilities might be and what training and

Toyin looks at her watch and tells Pam that this isn’t her job — Pam needs to take
responsibility for planning her career, and although Toyin would like to help, Pam has to
recognise that the Society cannot afford to pay for that kind of thing. ‘Anyway’, she says, ‘I
am not sure that you are ready for promotion — there is still room for improvement in your

Pam can see that she isn’t going to get very far with this, but suggests that some of the
training and development she could do for her existing work could also help with future

career progression, if she chooses the right activities. Couldn’t Toyin advise her on that, and
take it into account when they put together her training and development plan? She knows
she isn’t ready for promotion yet. Toyin is not encouraging, saying that her responsibility as a
manager is to ensure that Pam achieves the work objectives they have just agreed — and
that’s where it stops. Pam goes away wondering whether she should start looking outside
the Society — perhaps another employer would be more supportive.




Supporting your team’s career and personal development

You should discuss the longer term objectives, career aspirations (if
relevant), and broader personal and professional development with
the individuals you manage as part of their appraisal, and help them
to draw up a career and personal development plan.

Creating career and personal development
plans for your team

Employees who are seeking career advancement, whether in the near
future or at some later date, will need to identify the kind of position
they might be able to move to, and the training and development
they need to have a realistic chance of being appointed to such a
post. The Society cannot guarantee career advancement, but you
should encourage and support any members of your team who wish
to progress their careers, and help them to draw up development
plans and strategies to achieve
their goals. Managers are
sometimes concerned that the
Society may provide support,
including the financial cost of
training and development, to
individuals who wish to progress
their careers, only to find that they
move to another organisation. This
may be a risk, but the Society
benefits from their knowledge and
skills while they are learning and
from their motivation and
commitment, even if they do not
then stay with the Society, so it is a reasonable and justifiable risk. If
they do stay, and move into a more responsible post, the Society
benefits even more. While the Society has a limited budget for
training and development and must give priority to training and
development for performance in the current role, it is important to
achieve an appropriate balance between this requirement, and longer
term development.

For information about
training and development
activities which might be
incorporated into the career
and personal development
plan see pages 121-125.

Refer also to the training and
development menu
(Appendix 5), and the career
and personal development
plan (Appendix 7).

Your role in supporting
individuals who wish to
progress their careers:

* provide honest feedback on
whether their aspirations are
realistic

* advise them on possible
career pathways and/or
signpost them to where
good advice may be
available (seek advice
yourself from a human
resources specialist if you
need to)

* make sure they understand
that the British Red Cross
cannot guarantee career
progression within the
Society

* advise them on drawing up
a career strategy and
identifying the associated
training and development
needs and/or signpost
appropriately

« work with them to draw up
a career and personal
development plan

* inform them of the amount
of support the Society may
or may not be able to give
them (seek advice from the
Staff and Management
Development Team at
UK Office)
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Note that while the Society
generally encourages managers
and staff to give due
consideration to longer term
professional and/or personal
development, it may not be
appropriate to complete a
career and personal
development plan with every
member of your team every
year.

» Some individuals are
content to continue in their
existing role without job
enrichment or further
professional or personal
development, or may feel
that their circumstances will
not allow any development
beyond that required for
their work plan.

 Similarly, if an individual is
not performing adequately
in their existing role, you
may feel it inappropriate to
devote attention to longer-
term professional or
personal development.

Employees who are not seeking career progression may also be
interested in professional development beyond that required for their
existing work, either to enhance their performance on current tasks,
or to enable them to take on additional tasks and responsibilities.
Such ‘job enrichment’ and the associated training and development
can benefit you, as the manager, and the Society as a whole, as well as
the individual. You should work with the individual to identify how
their job can be enriched (e.g. the new responsibilities they might
take on) and the training and development they would need, and
include this on a career and personal development plan. At the same
time, you should be aware of the possibility of unplanned ‘job drift’
(see page 102).

Personal development is defined as the process by which an
individual develops themselves, and may include development in areas
unrelated to their job. The Society cannot commit resources to
development activities which have no impact on their contribution
to the Society’s work, but you should support and assist individuals
who are undertaking non-job related development when you can.
This may help to ensure an appropriate balance between work and
other aspects of the individual’s life, and may also have an indirect
impact on the individual’s effectiveness, by developing confidence and
promoting the positive approach to individual learning which is so
important to the Society.

The career and personal development plan, although agreed during
or immediately after appraisal, should be regularly reviewed with the
individual during supervision, alongside the training and
development plan.

| KNOW | SAID
YOU HAD
POTENTIAL, BUT ISN'T
IT A BIT EARLY TO BE
THINKING ABOUT
BEING CHIEF
EXECUTIVE?

4

(4



Supporting your team’s career and personal development

Creating a career and personal development plan — a step-by-step guide

« create this plan following discussion in the annual appraisal meeting of the individual’s longer term
career aspirations and/or their desire for professional and personal development

 ensure that your member of staff leads the discussion — your role is to provide constructive
feedback and help to ensure that their aspirations and the agreed plan are realistic

» you will need to agree the extent to which the Society can support the activities, whether with a
financial contribution or allocating time during working hours.You can include activities they
wish to complete in their own time and finance themselves, if you agree this is appropriate

1 identify possible (realistic) career pathways (if relevant), how their job can be enhanced through
professional development and/or any other professional or personal development aspirations (seek
advice, e.g. from a human resources specialist, if required)

2 discuss whether having a mentor would be helpful — if so, help them to identify an appropriate
person and to develop a mentoring agreement

3 if you have agreed a possible career pathway or identified ways of enriching their existing job,
identify the key skills, knowledge and behaviours required to fulfil their aspirations (for
management roles, this will include relevant management behaviours and competencies)

4 compare these requirements with their existing skills, knowledge and behaviours and identify any
‘gaps’ — their training and development needs

5 for each ‘gap’ you identify, discuss the outcomes the individual requires from training and
development and list these in the first column of the career and personal development plan

6 if the professional or personal development is not related to any particular career aspirations or job
enhancement, simply list the outcomes you have agreed in this column

7 for each training and development outcome, discuss how it can best be achieved, referring to the
training and development menu as required — bear in mind the individual’s preferred learning style
and seek advice if you need it

8 note the agreed training courses and/or other development activities in the second column and
complete columns 3, 4 and 5. The final column allows you to tick off activities as they are
completed.
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Case study two
Supporting your team’s career and personal development

Towards the end of her appraisal, Pam asks Toyin, her manager, if they can discuss her longer
term future with the Society. After two years in her job, she is wondering about some kind of
career progression, but is unsure what the possibilities might be and what training and
development she should be considering.

Toyin asks Pam to say a bit more about this. Does she have any ideas about the kind of
position she might like to move to? Or when? Pam doesn’t feel she knows enough about
other positions to know what might be realistic. She emphasises that she doesn’t think she is
ready to move on yet, but thinks she should start planning ahead. She would like to stay with
the British Red Cross if possible.

Toyin agrees that Pam has the potential to progress within the British Red Cross and suggests
that, in order to gain sufficient experience, it may be realistic to think about moving on in about
two years time. Pam says that feels about right. They discuss possibilities, but neither is
confident that they are not missing possible pathways, so Toyin suggests that Pam has a
meeting with a human resources specialist. The human resources specialist could also arrange
for Pam to meet with, or shadow, a current post-holder, and help her identify her training and
development needs for any post they come up with.

Toyin records Pam’s interest and the action they have agreed on the appraisal form, and says
that when they have a clearer idea of possible career pathways, they can meet again to look
at training and development, and put together a career and personal development plan.




Concluding remarks

Concluding remarks

If you have read through the good practice guide for managers to
reach this point, you should now have a good overview of the
Society’s expectations of you as a manager, in terms of a framework
of key management tasks and activities supported by management
behaviours and competencies, although for details of the latter you
will also have to read Appendices 2 and 3.

However, an overview is not enough. It is essential that you use the
guidance in this booklet, the various policies and procedures to
which it refers, and the management behaviours and competencies.
This will help you to develop your own behaviours, knowledge and
skills and improve your effectiveness as a manager, enabling you to
manage, support and develop your team.

The guide is designed for you to use as a management tool. You
should refer to it, with your line manager, when discussing your
various management tasks, refer to it as you work on those tasks, and
use it to identify your learning needs and draw up your training and
development plan. If you manage other managers, you should use it
during their induction and your one-to-one supervision meetings
with them, to help them understand your, and the Society’s
expectations, and identify how they can develop their behaviours,
competencies and effectiveness.
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If the good practice guide just sits

on your shelf, it is not achieving its purpose!

Please use it. THIS ISN'T QUITE WHAT T
HAD IN MIND WHEN T
SAID You SHOULD USE

The Staff and Management Development Team, at THE GOob PRACTICE

UK Office, would also value your views on how the GUIDE /
guide can be improved. This is the first such
guide produced for British Red Cross
managers, and any feedback you

can give would be very welcome.
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Appendix 2

Appendix 2
The British Red Cross management

behaviours
Uphold the /

Fundamental
Principles and act
with integrity and in
accordance with the
Society’s values
and obligations

1

Z Xipuaddy
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Appendix 2

The British Red Cross management
behaviours

The British Red Cross expects and requires its managers to:

1 Uphold the Fundamental Principles and act with integrity and in accordance with the

Society’s values and obligations, by:

I promoting the British Red Cross and the Movement’s Fundamental Principles, internally and
externally

il never compromising the Fundamental Principles; taking an active stance in upholding the
Fundamental Principles, and supporting others to do the same

il actively avoiding behaviours and statements which may damage perceptions of the British Red
Cross and the Society’s reputation, e.g. statements which undermine the Society’s neutrality

v taking appropriate action when others violate the Fundamental Principles, including the use of
disciplinary procedures when appropriate

v demonstrating an awareness of the Society’s obligations in relation to the Movement, international
humanitarian law, and national law, (e.g. in relation to the use of the red cross emblem), and
helping to ensure these obligations are upheld

vi  acting with integrity at all times

2 Recognise the implications of working within a charity and a voluntary organisation, by:

I acknowledging that working for a ‘cause-led’ organisation in the voluntary sector requires a
commitment to the organisation’s volunteers, donors and other stakeholders and to the principle
of governance by trustees who are themselves volunteers, and working to ensure that stakeholders’
legitimate expectations are met

il recognising, and helping to ensure that all volunteers, staff and managers recognise that they have
an obligation to work towards achieving the Society’s vision, mission and objectives and must
ensure that all their actions promote its effectiveness

il ensuring that the high level of commitment of individual volunteers and members of staff to the
organisation and the ‘cause’ is welcomed and acknowledged, whilst also ensuring that committed
individuals are not exploited in ways which may be damaging to them and/or affect their
contribution to the Society’s work

Iv. communicating the British Red Cross ‘message’ to internal and external audiences

v recognising the implications of the organisation’s charitable status, accepting the legal and financial
constraints this imposes, and avoiding extravagant or wasteful use of financial and other resources
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3 Ensure equal opportunities and anti-discriminatory practice and promote diversity, by:

Vi

vii

viii

upholding the Society’s equal opportunities policy and acting as a role model to others,
demonstrating a high level of commitment to anti-discriminatory behaviour and practice
demonstrating respect for the rights and the dignity of all individuals, and treating people fairly
and with understanding and sensitivity

actively demonstrating an appreciation of the benefits of diversity, and working to ensure that
British Red Cross becomes a genuinely inclusive organisation

making reasonable adjustments to accommodate individual requirements, e.g. for an individual
with a disability

recognising the discriminatory effects of stereotyping and prejudice, taking care to avoid
stereotyping others, and demonstrating a willingness to examine one’s own prejudices and to take
action to address them

actively avoiding inappropriate and unacceptable language and behaviours, e.g. language which is
insulting or demeaning to others, such as racist ‘jokes’, etc

challenging inappropriate and unacceptable language and behaviours, and supporting and
encouraging others to do the same

responding positively and constructively when challenged by others, and actively seeking feedback
which may help alter inappropriate or unacceptable language and behaviour

actively encouraging and supporting individuals who wish to raise issues relating to discriminatory
practice, and demonstrating a willingness to take appropriate action through the relevant
procedures

4 Recognlse and value the contribution of others, by:

iv

showing appreciation for all work done, including simple and routine work

ensuring that the individual and/or team responsible receives credit for their contributions,
achievements and ideas

showing particular appreciation of work of a very high standard, innovative work, exceptional
effort, and work requiring extra time and/or overcoming difficulties, etc

rewarding such work in the most appropriate ways, whether private praise, or public
acknowledgement, performance-related pay, or just saying ‘thank you’

promoting and encouraging participation in the formal and informal consultation forums adopted
by the Society

5 Take responsibility for your own decisions and actions and for your team, by:

making decisions, including hard decisions, within one’s authority level, and accepting

accountability for them

taking personal responsibility for one’s own work and that of one’s team, including when

something goes wrong or doesn’t work out, and saying ‘sorry’ when appropriate

recognising that taking reasonable risks is an essential part of learning and development

working to ensure that individuals are not ‘set up to fail’, e.g. through:

* ensuring individuals and teams have the resources to do the job

* ensuring individuals have the skills or have access to the training and development required to
do the job

e ensuring they have access to the people they need to involve

ensuring that individuals receive personal as well as professional support when required, e.g.

through supervision, stress management interventions, opportunities to socialise informally as well

as meeting professionally, and appropriate implementation of ‘family friendly’ policies and

procedures, such as carer’s and compassionate leave
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6 Demonstrate flexibility and open-mindedness, by:

actively seeking and demonstrating a willingness to listen to all ideas, whoever they come from,
while also listening to and supporting those who feel threatened by them

encouraging and supporting others to develop new approaches which improve ways of working,
achieve better outcomes, and/or improve working relationships within a team or with others (e.g.
partners or clients), and demonstrating a willingness to implement good ideas

welcoming and/or initiating change which will help to ensure that the Society becomes and
remains more relevant to local and global crisis needs and expectations, and actively promoting
flexibility and adaptability to others

being willing to adopt flexible working arrangements to accommodate the needs or preferences of
individuals, and working to accommodate individuals with a disability or special needs, in
accordance with the requirements of relevant British Red Cross policies and procedures

7 Support and share, by:

i
ii
iii
Y
v

being responsive, approachable and supportive of colleagues

contributing actively to teamwork, developing and encouraging good working relationships
providing honest, constructive and timely feedback to others

seeking feedback from others on all aspects of behaviour and work practices

sharing information as widely and openly as possible, and inviting others to contribute
towards or share in decision-making
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Appendix 3
The British Red Cross management

competencies
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Appendix 3
The British Red Cross management

competencies

1 Leading people:

Motivating, directing and supporting others towards achieving the Society’s vision, mission

and strategic objectives

i Establishes and communicates a shared commitment to the British Red Cross, the Fundamental
Principles, and the Society’s vision and mission and strategic objectives

il Works towards a clearly defined vision of the future, setting out a way ahead, establishing and
communicating high expectations, setting standards, clarifying tasks and priorities, and defining
accountabilities, and ensuring that the Society’s policies and procedures are implemented

il Motivated by challenge and achievements, responding positively to change, and coping positively
and constructively with opposition or criticism

iv Understands others, exploring what motivates them, and inspiring and stimulating them through
an optimistic ‘can do’ attitude

v Acts as a role model, and identifies other positive role models

vi  Recognises own contribution and impact on others, and respects and values the contribution and
achievements of others

2 Planning and managing projects and activities:

Ensuring that work carried out achieves the Society’s and the team’s objectives

I Ensures that projects, tasks and activities contribute towards achieving the Society’s vision, mission
and strategic objectives

il Able to initiate, launch and establish projects, managing them from the initial set-up and briefing
through to successful completion, whilst also able and willing to change direction when required,
e.g. if the Society’s priorities change

il Understands different methods of project planning and uses the most appropriate project planning
tools to achieve a positive outcome

Iiv Breaks projects down into manageable, achievable and measurable goals, tasks and activities,
allocates these equitably and realistically, and establishes appropriate methods of management and
control and clear lines of authority and accountability

v Understands the importance of monitoring, measurement, evaluation and reporting; defines
appropriate performance indicators and success criteria for projects and individual tasks;
implements financial controls to ensure that projects and activities are completed within budget,
and monitors and reviews progress

vi  Accepts and develops other people’s ideas to improve performance, continually striving to identify
and minimise barriers to excellence and taking personal action to ensure the quality and accuracy
of work done
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3 Business, finance and resource management:
The capacity to make best use of financial and other resources

Vi

Able to prepare and pursue a strategic approach and to maximise opportunities, balancing short
term needs and long term strategy

Implements British Red Cross business planning processes in accordance with British Red Cross
policy and procedures to achieve corporate and divisional objectives, working within agreed
frameworks, but challenging them when they are not in the interests of the Society and its
business

Understands and uses an appropriate range of financial indicators

Costs activities and projects, sets budgets, monitors expenditure against budgets, implements
effective management controls to correct variances, and achieves business and financial targets
Allocates financial and other resources appropriately, ensuring that individuals, teams and activities
obtain the necessary resources, making valid judgements of priorities, and providing for
contingencies

Places value on effective deployment of resources in the interests of the Society, managing physical
assets and resources carefully, implementing relevant policies and procedures, and taking actions on
matters such as security, maintenance and availability of resources

4 Analysis, decision-making and problem-solving:
Analysing, interpreting and managing information and using it to make well-judged and
tlmely decisions; recognising problems and developing effective solutions

Vi

Endeavours to ensure that all decisions promote, and are in keeping with, the Fundamental
Principles and the Society’s vision, mission, and strategic objectives

Able to research, analyse, manage and manipulate information from a variety of sources; to evaluate
criteria and recognise constraints; to devise and evaluate options; to make sound judgements and
decisions, and develop effective solutions

Considers the outcomes, benefits, risks and wider implications, including impact on the
performance and perceptions of the Society, before making decisions or taking action

Able to make use of, and reconcile, a variety of perspectives when making sense of a situation
Consults as widely as necessary to ensure decisions are appropriate and realistic, and to obtain
‘buy-in’ from others

Recognises levels of responsibility and, where necessary, clarifies the degree of autonomy in
decision-making, and then works within these, checking with higher authority when required and
ensuring that decisions do not go by default

5 Innovative and creative thinking:
The ability to identify opportunities and take action to bring about improvements

Does not automatically accept the status quo

Considers creativity and innovation to be an important aspect of the manager’s role, and values
and rewards innovation and creativity in others

Actively seeks improvements to ways of working and, when appropriate, takes the initiative in
adopting new and more effective approaches and procedures, and/or in recommending them to
others

Identifies patterns and meaning from disparate pieces of information which are not obviously
related

Produces creative but practical ideas, and generates new solutions to problems, taking reasonable
and justifiable risks in implementing new ideas and solutions
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6 Interpersonal and communication skills:

Building and maintaining relationships internally and externally

I Takes the initiative in communicating with others (‘up’, ‘down’ and ‘sideways’), using all available
methods appropriately

il Provides clear and accurate information on policy, strategy, tasks and procedures to individuals and
teams

il Communicates effectively with relevant internal and external stakeholders, e.g. volunteers, clients,
partners, donors, etc, representing the Society positively and realistically, and managing contacts
with the range of stakeholders and others appropriately

iv  Expresses opinions clearly and persuasively, using information and arguments in appropriate ways,
and selecting communication styles, methods and techniques appropriate to the issues, audience
and context

v Listens actively, asking questions, clarifying points and re-phrasing others’ statements, in order to
check mutual understanding, and then acting as appropriate

vi  Able to relate to, communicate and negotiate effectively with a wide range of people, consulting
with others and encouraging frank and open exchange of views to achieve optimum outcomes

7 Managing and developing yourself:

Managing your workload and ensuring your own personal and professional development,

in order to maximise your contribution to the work of the Society

i Manages own workload, prioritising tasks and activities to achieve the best outcomes for the
Society

il Recognises the importance of continuous learning and professional development, and takes
responsibility for her/his own professional and personal development

il Seeks feedback from others to identify own strengths and development needs, and uses this to
make realistic assessments of training and development needs

iv  Able to select appropriate development activities to meet identified needs

v Takes appropriate risks, while taking responsibility when things go wrong and learning from
mistakes

vi  Able to learn and to acquire new skills rapidly, and to transfer learning from one situation to
another

8 Recruiting and selecting individuals:

The ability to recruit and select the ‘best person’ for a job/role, or to carry out a task or

activity

i Understands the line manager’s responsibility for recruitment and selection, and the support
available from human resources specialists

il Understands and ensures the application of relevant legislation, including anti-discrimination
legislation, in recruitment and selection and promotion of individuals

il Understands and implements British Red Cross recruitment and selection policy and procedures
and other relevant policies and procedures

iv Ensures that selection criteria are fair, are based solely on the ability to do the job, and are applied
objectively, so that the ‘best person for the job’ is selected

v Ensures that only objective criteria are used, and that these are applied equitably and fairly, when
making decisions about which individuals will carry out particular tasks, join or lead project
teams, take on additional responsibilities, or undertake training and development activities

vi  Recognises the need to develop and update knowledge of recruitment and selection issues,
including relevant legislation, and undertakes training if/when required
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9 Managing and developing individuals:
Implementing relevant British Red Cross policies and procedures, and helping others to
grow to their full potential and maximise their contribution to the work of the Society

Vi

Vi

Implements the management framework in accordance with the ‘Good Practice Guide for British
Red Cross Managers’

Allocates the projects and activities identified within the business planning process to individuals
and teams, and manages and supports individuals as they carry out their tasks, ensuring that all
work is carried out to the required standard and contributes towards the Society’s objectives
Monitors and reviews performance through regular one-to-one supervision and appraisal
meetings, in accordance with British Red Cross policies and procedures

Willing and able to address poor performance and unacceptable conduct or behaviour effectively,
and in accordance with the Society’s policies and procedures

Creates an environment where learning can take place and is valued; ensures that individuals
receive recognition and reward for innovation, learning and achievement, and promotes
professional and personal development as key to developing a learning organisation

Recognises the responsibility of managers to encourage, support, and enable others
(volunteers/staff who report to her/him, but also peers and other colleagues) to develop
themselves, while also encouraging individuals to take responsibility for their own professional
development, including their longer term career and/or personal development

Provides training and coaching when required, and identifies other training and development
opportunities for individuals to develop skills and knowledge, taking appropriate risks when
delegating work, tolerating understandable mistakes, supporting others to learn from these, and
accepting responsibility if problems arise

10 Responsibility for the well-being of others:
Ensuring that the Society’s legal and other responsibilities for staff, volunteers and
delegates are carried out effectively

Vi

Understands the responsibilities, legal and otherwise, of the Society and its managers to ensure the
well-being of its personnel, for example in relation to health, stress, working hours, safety, equality
of opportunity and access, etc

Has appropriate knowledge of relevant legislation, and of British Red Cross policies and
procedures, undertaking additional training and development to improve knowledge and
understanding when required

Keeps abreast of new developments, e.g. new legislation and codes of practice, and new British
Red Cross policies and procedures, and ensures that new requirements are implemented rapidly
and effectively

Ensures that the people s/he manages receive appropriate training in areas relating to their health
and well-being, e.g. through participation in health and safety, stress management, manual handling
and anti-discrimination courses

Implements British Red Cross policies and procedures in such areas as health and safety, equal
opportunities, harassment, grievance, etc, with appropriate rigour, ensuring that individuals are
aware of their rights and feel able to report incidents, that incidents are properly recorded, and that
appropriate action is taken

Uses British Red Cross risk assessment policy and procedures to assess physical and other risks;
takes action to minimise risk and/or contain it within acceptable levels, and ensures that personnel
who work in situations characterised by high risk and/or security threats are informed and/or
inform themselves about the situation, and take appropriate safety and security measures
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11 Team-working:
Getting the best out of individuals through a team-working approach

Vi

Understands the value of involving and consulting with others in order to ensure the best possible
decisions, and the team’s shared commitment to those decisions

Encourages a team approach, devotes time and effort to team activities, and creates opportunities
to interact and to involve others

Shares knowledge, skills and information as widely as possible within the team in order to benefit
the team and the Society, and builds appropriate relationships and partnerships with other teams
and individuals, both within the Society and in the wider community, actively encouraging the
exchange of knowledge and information

Recognises the benefits of diversity within a team, using a variety of skills and techniques to
identify strengths, expertise and competencies, and individual styles, in order to maximise their
impact and their contribution to the work of the team

Uses power and authority in a fair, equitable and appropriate manner, showing respect for others’
views, and sensitivity to their needs and feelings

Invites and encourages others within a team to take on leadership roles and to contribute to
planning and organising work
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