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Organisational Effectiveness

Group Learning Guide
Module 4 – Organisational Effectiveness


Introduction
This Group Learning Guide (GLG) can be used when there are a number of learners undertaking the Supervisory Leadership Development Programme at the same time.

There are many benefits of group learning which include:
· Increase learners’ responsibility for their own learning
· Working together and interacting with peers can energise, motivate, support and encourage
· Learn from each other and shared experiences
· Maintains momentum
· Even greater opportunities to share learning across your service

The GLG can be used by line managers, facilitators or by the cohort of learners themselves to help facilitate group learning.

If you are using this as a cohort of learners, you may want to consider sharing the facilitation of the group – another skill to develop!

How to use this GLG
This guide is split into the respective topics in the Personal Impact module, namely:
1. Organisational purpose and culture
2. Managing change
3. Managing risk

[bookmark: _Hlk107232266]You can either use it at the end of the whole module or at the end of each topic.

Group learning is a great opportunity to make a difference across your service, and some suggested activities and questions for group discussions have been included to help you think about having a greater impact through completion of this programme. This list is not exhaustive, so you may find it beneficial to add your own. We have left space for notes if required. 

The appendix at the back of this document will provide you with further supportive resources.





	1. Organisational purpose and culture


	If you are all from the same service discuss your service’s organisational purpose or mission?
· How will you energise and engage others with this purpose?
· How do you own, and your team’s objectives align with this purpose? 
Support each other and look for shared areas and potentially activities you could do together, e.g. support materials, slides, engagement sessions etc
If you are from different services, discuss commonalities and differences.

	




	If you are from the same service, think about the ‘easy to see’ and ‘difficult to see’ cultural aspects within your service? What is the impact of this on the culture within your service?
If you are from different services, discuss commonalities and differences.
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	Discuss as a group how you feel the Core Code of Ethics (or your service values) help drive organisational purpose and culture? What behaviours would you expect to see?
Which behaviours do you / will you, role model that drive cultural improvements?

	





	Using Johnson and Scholes’ cultural web, look at the different elements that contribute to the values and culture of your service. What do you notice? Do you all feel the same?
How might this hinder or help when the need for change arises?
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	Each of you to commit to at least 1 action to improve your service culture.
Discuss what support you can give each other, how you could work together and how you will hold each other to account.

	




	Space for your own questions and activities for the group….

	









	2. 
Managing Change


	Think about a service wide change that is about to be implemented. Using the Force Field analysis model discuss the forces driving and resisting change?
What plans can you put in place to mitigate against the forces resisting change?  
If you can’t think of a current example as a group, think about a historic change that impacted you all. It doesn’t even need to be a work example.
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	As a group, discuss the Change Transition Curve. This applies both professionally and personally. Can you each relate to the different stages? Can you think of a time when you have experienced this transition?
Some examples could be deeply personal, so only share and discuss what each of you is comfortable with. 
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	It's important to remember that we all deal with change in different ways, depending on the situation. 
Discuss how you can each support team members through the different stages? 
What could be the signs that someone is struggling? 
What characteristics could you expect to see at each stage of the model? 
How will you support their wellbeing?
It could be useful to link back to your own experiences here and share your behaviours and how you overcame any challenges to continue the transition.

	



	Discuss any continuous improvement schemes you have in your service? How does the Kaizen theory apply? Take 1 action each to ensure you are continuously improving.
Discuss what support you can give each other, how you could work together and how you will hold each other to account.
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	Implementing a change also includes embedded the requirements and measuring its success. Discuss as a group:
· Where have you previously embedded and evaluated the success (or otherwise) of a change?
· What activities did you use to embed the change?
· How did you measure the success?
· What did you learn as a result?
Note – you may not have had the opportunity to do this. If not, think about what you would or could do in both of these areas.
What can you learn from each others successes?

	




	Space for your own questions and activities for the group….

	










	3. Managing risk

	Discuss your experiences of managing risks. Are there service processes and procedures? Are there templates and ways to raise and document risks? 
If this is a new area for you, it could be useful to ask a colleague, perhaps from the change or project team to join your development sessions. 

	



	Risk Management
Review the Risk Management checklist and discuss which of these steps you each currently use when managing risk. Discuss which of these steps you will include in the future and the most frequent risks you face in your roles.
Note – risk management will mean different things to different people in roles across the fire and rescue service. Use these resources in the context of your role and how they might enhance your existing skills in this area.
As above, if this is a new area for you, it could be useful to ask a colleague, perhaps from the change or project team to join your development sessions.
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	Equality Impact Assessments
Together complete an Equality Impact Assessment (EqIA) (or your service equivalent) for an initiative that you are currently working on. 
· What risks does the EqIA identify?
· What actions can you take to mitigate these risks?
Note – if you don’t have a specific initiative that you are currently working on, think of a situation where you have implemented a change before, or use a fictional one.

	



	Discuss a collective or individual risk you are facing. What contingency plans could you put in place?
You could use a fictional example if you haven’t got a live scenario. For example, think about contingency planning for Covid absences from your teams.

	



	

	Finally, the role of a leader in identifying and managing risks is critical.  Discuss how decision making and leadership play such a vital part for your service.
How can you ensure that a team you lead understand their role in risk management?

	

	Space for your own questions and activities for the group….

	













	And finally…

	How are you going to continue to support each other?

	






	How are you going to raise awareness of the importance of development and your experiences on the programme?

	












Appendix – Other supportive resources

NFCC Leadership Framework
The whole programme has been developed around the NFCC Leadership framework, which clearly defines the leadership behaviours required at each level of leadership within the UK fire and rescue service. This framework details a simple set of behaviours and supports individuals who are looking to grow and develop. You should have completed your NFCC Leadership Framework self-assessment at the start of the programme.  

Core Code of Ethics
A national Core Code of Ethics for Fire and Rescue Services in England has been developed in partnership with the National Fire Chiefs Council, Local Government Association, and the Association of Police and Crime Commissioners to support a consistent approach to ethics, including behaviours, by fire and rescue services in England. 
*Some fire and rescue services have incorporated the Core Code of Ethics into their service values. If this is the case, or your FRS is outside of England, you may find it useful to review both documents, or review the one that is most relevant to you.

Learning styles
We all have different learning styles, strengths and preferences in the ways that we take in and process information. If you have not done so already, the Learning Resources section in NFCC ManagementDirect will help you understand more about your own preferred approach to learning.

Reflective Learning and Practice
Conscious reflective learning allows you to stop, pause and reflect on what you have learned and how this learning will now impact you in your day-to-day activities. It also allows you to consider the wider impact this learning will have on your service.
You may find it useful to refer to some additional information provided by the University of Hull on Reflective Learning and Practice. 

NFCC Coaching and Mentoring 
Consider approaching a coach or mentor for further support (discuss with your line manager on your services approach to this). You may find the NFCC Coaching and Mentoring Toolkit a good place to start.

NFCC Talent Management Toolkit
This will provide more support, top tips and guidance on managing your own development and that of your team members. This also includes some information and templates for development planning.
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“The model contains 6 inter-related elements:

Stories — The past and present events and people tlked about inside and outside the company.

Rituals and routines — The daily behaviour and actions of people that signal acceptable behaviour.

Symbols — The visual representations of the company including logos, office decor and formal o informl dress codes.

Organisational structure - Incluges struciures defined by the organisation chart, and the unwritten ines of power and influence that indicate whose contributions are
most valued.

Control systems — The ways that the organisation is controlled inclucing financial systems, qualty systems, and revards.

Power structures — Pover in the company may i with one or two executives, a roup of executives, or a department. These people have the greatest amount of
influence on decisions, operations, and strategic direction

L Type here to search

INTRODUCTION

‘The Cultural Web is a representation of taken-for-granted assumptions of an organisation. It elps management to focus on the key factors of culture and their impact on
sirategic issuss and can identiy blockages to and faciliators of change in order to improve performance and competiive advantage.

An organisation's strategy is influenced by the culture of the organisation but this can cause problems when the need for change arises. Managsment can tighten conirols and
improve operational performance as a means to implement change. f this fails, they might try making Strategic changes withi the existing ways of doing things. Managers can
find themseives trapped in the organisation's routines, assumptions or poltics, with the familiar ways of doing things st being done, within a diferent application

HOW CAN THIS HELP ME?

Identify what the stories, symbols, and foutines are that collectively make your organisationsl culture what it s today. Wnat i the dominant culture? How easy is tis to changs?
Having completed the existing Cultural Web a new one can be created showing your organisation's aspirations.

ADDITIONAL RESOURCES

Exploring cororate strategy: text and cases, 8 ed., G Johnson and K Scholes.
Harlour: FT Prentice Hall, 2008
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MODEL INTRODUCTION

Kurt Lewin's Force Field Analysis i 3 useful way of representing in a graphic form the factors that wil support or act as obstacles to a proposed change, in any situation.

FORCES DRIVING CHANGE ‘Aforce field analysis diagram is usually composed of a line of block representing the proposed change, and two sets of armows on either side of the fine or biock. The armows.
represent forces driving the nesd for change and forces that will be resistant to ts enactment or implementation

‘The arrows are usually numbered or ettered to match users'listings of factors that il drive or be resistant to the changss being considered. So, for example, ifthe proposed.
change s implementing a nexw T system, the force feld analysis might identiy forces driving change as: 1, better senvce: 2. reater efiiiency: 3, increased capacity: 4.
improved performance: 5, better appearance: and 6, befter information reports. Forces resisting change couid be: 7, staff tme for implementation: 8, need for training: , high
costs; 10, service disruption; 11, staf fears of new technology: and 12, environmentalimpacts. ArTows can be lengthened or shoriened to show the relative sirength of whichever
forces they represent.

HOW CAN THIS HELP ME?

Identifying and setiing out the key forces for and against change in a given stuation in a graphic force field analysis format gives a fll overview of the situation. This makes the.
situation clearer, simulates discussion and thought, and provides an analytic tool for considering how forces for change might be intensified, o resistant forces might be
weakened or reduced Force field analyss is often used to support decision making when changes are being planned or implemented.

ADDITIONAL RESOURC

PROPOSED CHANGE Kurt Lewin: change management and group dyramics (C Management Tinker 050)

FORCES RESISTING CHANGE
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MODEL INTRODUCTION

‘The Change Transition Curve is based upon Elizabeth Kubler-Ross's original 19605 model which she created to explain the stagss of the grieving process. Kulbler-Ross's
mode has been adapted over the years, and is today commonly cited as @ means of explaining the emotional stages employees experience during a period of organisational
change

‘The cycle for dealing with change typically follows a course of six disinct phases, wih the curve representing the time taken for employess to pass through each stage of the
process:

Shock disbelief may be short-lived but is characterised by a sharp deciine in performance and motivation.
Denial: employees feel change isn't necessary. May feel threatened by impending change. Will continue to see a decline in performance as a loss of direction is fel.

8 Integration Anger: feelings of unfaimess and injustce can be experienced. Anger may be directed imvards wiih the individual blaming themselves or outwards to the wider

z orgnisaton

E Depression: reality has begun to sink in — this represents the lowest point for the employee in terms of morale and performance.

o ‘Acceptancelletting go: the positive elements of change begin to emerge and employees accept that change is inevitable, striving o work with it rather than against it
E Acceptance/ Integration: employees adapt to new ways of working with renewed energy and enthusiasm.

4

letting go =
HOW CAN THIS HELP ME?

‘The Change Transition Curve helps managers to understand and appreciate the degres to which employees are affectsd by organisational change. Although individual
‘employees will react to change difierentiy, the mode! highiights the emotions each may be feeling at any given time uring a period of urbulence. It can also be a helpiul tool for
predicting the negative consequences of change such as a decine in motivation, performance and engagement, enabiing managers fo respond to the anticipated problems.
proactively before they actually occur

ADDITIONAL RESOURCES

Tools of the trade, Carol Wilson
‘Training Joumal, March 2008, ppS6-7 =

Depression
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Definition

“Kaizen' is a Japanese term, which can be transiated as mprovement.'Kal' means changs’ and ‘zen' for the beter It may refer to continuing improvement in personal ife, home e, socialIfe, and viorking Ife’ (mai, 1986). Essentilly, in a work contex, kaizen is a concept focusing on continuous
improvement of processes and systems and the elimination of waste. It places a special emphasis on human efforts, teamwork, communication and the involvement and empowerment of everyone in an organisation. A Kaizen approach sees improvement as a way of fe and incorporates a variety of
techniques and principles ino the overall cuture and philosophy of an organisation.

Action Checklist

1. Understand the processes involved
2. Link Kaizen to corporate objectives
3. Plan the Kaizen programme

4. Consider using Kaizen events

5. Allocate resources

6. Develop a training plan
7. Communicate with employees

8. Focus tr

ing and development on the ‘4 Ps'of quality

9. Setup a suggestion scheme

v Y VY VY VYV VY VYV Vv oy

10. Review

Potential Pitfalls
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Action Checklist

1. Understand the organisational context
2. Distinguish between different types of risk

3. Identify risks and potential causes

4. Analyse and evaluate risks

5. Decide how to respond to risk

6. Take appropriate action to mitigate or eliminate risk
7. Ensure compliance with regulatory requirements

8. Encourage a culture of personal responsibility

v vy VY VY VYV v v v

9. Monitor, review and report

Potential Pitfalls

Managers should avoid:

« creating overly complicated risk management processes
- forgeting o keep the risk register up to date.

« getting bogged down in excessive detail

« letting risk management become an exercise which looks good on paper but fail to produce effective action
« allowing success to lessen vigilance regarding sk

« sesing all isk as negative.

=
[
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Additional Resources
~
BOOKS INTERNET RESOURCES
Fundamentals of enterprise risk management: how top companies assess risk, manage exposure, and seize Helth and Safety Execuive Risk .

fnnorunit 2nd edlnhn I Hamnton L o
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Models - Cultural Iceberg Model

MODEL INTRODUCTION

In 1876 Edward T Hall developed the iceberg analogy of culture. In this model, the analogy shows that only a smll part of a socisty’s cuture i visible and immediatly evident
in contrast to a larger and more subtie cultural arena below the surface which s Not obvious and takes longer to understand.

“The visible behaviours and practices are apparent to the casual observer whereas the deeper and more complex afitudes and values are more ingrained and typically shaped
though generations of reinforcement wihin the socisty. While the more superiicil and easily seen ones such as fashion, music, the aris, food, and architecture change with the
times; atttudes to class, child raising, power, individualism and personal space etc. are not so susceptible to change.

HOW CAN THIS HELP ME?

As culture s not only difierent i different counries, culture s also diferent in every organisation. Appreciating there are both easily observable cultural difierences and hidden,
more obscure cultural nuances, will help prevent you ffom jumping to conclusions about difierent organisations.

ART
Music GREETINGS

DANCING  ARCHITECTURE

17 your organisation has an unhealthy organisational culture, understanding the desper cultural aspects and launching intiaiives to change these can have a longer lasting and
more profound impact than simply changing the observable ones. A healthy culture promotes good relationships amongst staf, improves motivation, loyalty, and goes a long way
towards realising the mission of the organisation

EASYTOSEE  £50p AND DRINK

CHILD RAISING

DRESS

Easy to see ~ There will bs numerous, easy to ses cultural aspects in any organisation. Thess include symbols and dress, time keeping, policies and stated core valuss,

ENVIRONMENT atttudes to health and safety, use of mobile phones, breaks, noticeboards, chatting, personal artefacts, etc

Difficult to see — There vill be more hidden cultural aspects that are not immediately evident or even possible to describe. These often concem raditions and rites of passage,
promotions and transfers, stories and legends, asking questions and challenging others, aitudes to diversity and inclusion, whistieblowing, atitudes to qualiy, meeting
deadines, emailing, delegation, performance management, enireprensurialism and tolerance of failure, compefitiveness and cooperation, amongst many others

ADDITIONAL RESOUI

‘What is cutture? Tony Mann, Training Joural, Jun2010, p47-51

POWER BODY LANGUAGE EDUCATION

PERSONAL SPACE CLASS  COMPETITION

INDIVIDUALISM CONCEPTS OF JUSTICE

Beyond Culure, Edward T Hal, New York City, Anchor Books, 1977

NOTIONS OF ADOLESCENCE FAMILY

Hanay's four types of organisation culture (CVI Management Mode)

NOTIONS OF LEADERSHIP Johnson and Scholes' cutural web (CMI Management Model)

Understanding organisational culture (CMI Management Checkist)

11:47
H P Type here to search & 19°C Cloudy

06/07/2022





image7.png
National Fire
Chiefs Council The professional voice of the UK Fire & Rescue Service






 


 


Group Learning Guide


 


Module 


4


 


–


 


Organisational Effectiveness


 


 


 


Introduction


 


This Group Learning Guide (GLG) 


can be used when there are a number of learners 


undertak


ing


 


the Supervisory Leadership Development Programme at the same time.


 


 


There are many benefits of 


gr


oup learning


 


which include:


 


·


 


I


ncrease 


learners’


 


responsibility for their own


 


learning


 


·


 


Working together and interacting with peers can energi


se, 


motivat


e, support and 


encourage


 


·


 


Learn from each other


 


and s


hared experiences


 


·


 


Maintains momentum


 


·


 


Even greater opportunities to share learning across your service


 


 


The GLG can be used by line managers, facilitators or by the 


cohort of learners


 


themselves 


to help facilitate group learning.


 


 


If you are using this as a cohort of learners, you may want to consider sharing the facilitation 


of the group 


–


 


another skill to develop!


 


 


How to use this GLG


 


This guide is split into 


the respective topics in the 


Personal Impact 


module, namely:


 


1.


 


Organisational purpose and culture


 


2.


 


Managing change


 


3.


 


Managing risk


 


 


You can either use it at the end of the whole module or at the end of each topic.


 


 


Group learning is a great opportunity to make a difference across 


your


 


service, and some 


suggested activities


 


and


 


questions for group discussions 


have been included to help you 


think about having a greater impact through completion of this programme. 


This list is not 


exhaustive, so you may find it beneficial to add your own.


 


We have left space for notes if 


required. 


 


 


The appendix at the back of this document will provide you with 


further 


supportive resources


.


 


 


 


 


 


 


Organisational 


Effectiveness


 




    Group Learning Guide   Module  4   –   Organisational Effectiveness       Introduction   This Group Learning Guide (GLG)  can be used when there are a number of learners  undertak ing   the Supervisory Leadership Development Programme at the same time.     There are many benefits of  gr oup learning   which include:      I ncrease  learners’   responsibility for their own   learning      Working together and interacting with peers can energi se,  motivat e, support and  encourage      Learn from each other   and s hared experiences      Maintains momentum      Even greater opportunities to share learning across your service     The GLG can be used by line managers, facilitators or by the  cohort of learners   themselves  to help facilitate group learning.     If you are using this as a cohort of learners, you may want to consider sharing the facilitation  of the group  –   another skill to develop!     How to use this GLG   This guide is split into  the respective topics in the  Personal Impact  module, namely:   1.   Organisational purpose and culture   2.   Managing change   3.   Managing risk     You can either use it at the end of the whole module or at the end of each topic.     Group learning is a great opportunity to make a difference across  your   service, and some  suggested activities   and   questions for group discussions  have been included to help you  think about having a greater impact through completion of this programme.  This list is not  exhaustive, so you may find it beneficial to add your own.   We have left space for notes if  required.      The appendix at the back of this document will provide you with  further  supportive resources .            

Organisational  Effectiveness  

