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Service Delivery

Group Learning Guide
Module 3 – Service Delivery


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 Service Delivery module, namely:
1. Planning and Priorities
2. Problem Solving
3. Decision Making
4. Building Relationships

[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. Planning and priorities


	Individually, complete an urgent versus important matrix on your current role.

	
[image: ]

	Important and urgent







	Not important and urgent

	Important and not urgent







	Not important and not urgent






	Discuss as a group:
· Where each of you currently spend most of your time.
· What changes you notice about how each of you will prioritise tasks?
· Are there any common themes amongst you?
· How will you include delegation into your urgent versus important matrix?
· What support can you give each other with prioritisation?
For some of you this will be an area of strength – how can you support those where it is more of a challenge? You could refer back to your original self-assessment to see how you rated yourself.

	




	Share in the group ideas and suggestions on ways you have supported your team / watch members better manage their time?

	




	Share ideas and suggestions on modules / systems / processes you each currently use to help plan and prioritise your work? 
For example, some supervisory leaders like to use to-do lists, team bucket lists etc

	




	In Module 1 – Personal Impact, you all completed a SWOT analysis on yourselves. The SWOT model can be used in lots of different situations, discuss how it could help you with your planning and identifying your priorities?

	
	Strengths









	Weaknesses

	Opportunities










	Threats









	As a summary….
Share the difference this learning has made to each of you. How will what you have learned about planning and prioritisation help you adapt your approach? What support can you give each other?

	




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

	










	2. 
Problem solving


	Think about a collective or common current problem you are all facing and use the ‘Solving Problems Checklist’ and/or the ‘Plan, Do, Check, Act’ cycle to help you identify potential solutions.
How did either model help you identify actions you would not usually have considered?
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	As a group, think about a scenario and try out the Six Thinking Hats technique.
If you can’t think of a real scenario, consider using a realistic alternative, such as changing a process that currently isn’t working.

	

[image: ]


	What was the outcome? Did it identify any elements that you hadn’t thought of?
How will you use this individually in your teams?

	





	Discuss how you will each support your team demonstrate inclusivity and encourage diversity of thought when it comes to problem solving. What ideas do you have?

	





	Discuss what you have you learnt about problem solving that you weren’t aware of before? What difference will this make?

	




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

	













	3. Decision making


	Think about a current decision you are each facing and use the ‘Developing decision making skills’ checklist and/or the PMI model to help you come to a decision.
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	Discuss as a group:
· How the checklist and/or PMI model helped you.
· Which elements you would use again?
· How data and information contribute to your decision making?
· What could you improve in this area?
· What did you learn from each other’s experiences?

	




	Discuss how the Core Code of Ethics (or your service values) will support your decision-making? What else will you take into consideration when making decisions?
How will you engage your team and gain commitment to a decision?

	




	Discuss together steps you can individually take to improve your decision making.  How can you support each other with this development area?
This could include building a support network amongst yourselves, talking to a trusted colleague or friend, seeking guidance from someone you admire etc

	




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

	







	4. Building relationships


	Make a list of all of the stakeholders (either individuals or groups) that have an interest or interact with you and your team / watch.
Using the 4 box model, think about where you would place each individual / group.
You could complete this activity either individually or collectively.
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	Discuss the actions will you take as a result of your stakeholder mapping.
Do you notice any connection to the urgent / important matrix that was covered in the Planning and Priorities section of this module?

	





	Discuss ways to improve you or your team’s customer focus. 
· What are the commonalities amongst the group?
· What will you do?
· How will you know if this has been successful?
· How will you hold each other to account?

	





	Individually, assess yourself against Ken Blanchard’s ABCD Trust Model to identify areas of strength and any areas for development. 
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	Discuss your individual findings?
Where are your indivudual areas of strength and development?
How can you support each other improve in this area?

	



	Discuss how the NFCC Leadership Framework and the Core Code of Ethics (or your service values) help you build strong relationships?
Which areas specifically will help?
How can you role model these behaviours?

	



	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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Models - Deming's PDCA cycle "the Deming Wheel"
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INTRODUCTION

The concept of the PDCA cycle was originally developed by Walter A. Shewhart, the developer of Statistical Process Control
(SPC) in the late 1920s. The PDCA cycle is therefore sometimes referred to as the “Shewhart Cycle”.

The model was taken up and promoted from the 1950s by the Quality Management authority W. Edwards Deming, and is
consequently known by many as “the Deming Wheel”. The PDCA Cycle consists of four stages which must be gone through
to get from “problem faced’ to “problem solved’.

Plan to improve operations first by finding out what things are going wrong and find ideas for solving the problems.

Do changes designed to solve the problems on a small or experimental scale first. This minimises disruption to routine
activity while testing whether the changes will work or not.

Check whether the small scale or experimental changes are achieving the desired result or not. Continuously check
nominated key activities (regardless of any experimentation going on) to ensure that you know what the quality of the
output is at all times and to identify any new problems as they occur.

Act to implement changes on a larger scale if the experiment is successful. This means making the changes a routine
part of your activity. Also act to involve other persons, departments, suppliers, or customers affected by the changes
and whose cooperation you need to implement the changes on a larger scale, or those who may simply benefit from
what you have learned.

HOW CAN THIS HELP ME?

Having completed the cycle to arrive at "problem solved’, go back to the Plan stage to identify the next "problem faced'. If the
experiment was not successful, skip the Act stage and go back to the Plan stage to come up with some new ideas for solving
the problem and go through the cycle again.

ADDITIONAL RESOURCES

W Edwards Deming: total quality management (CMI Management Thinker 004)
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MODEL INTRODUCTION

Blue Hat

+ Directs group members thirking ino ono or more-hats'
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Red Hat
+ Explores emotions and feelings
+ Usesintiion and gut insinct

White Hat
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Green Hat
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De Bono's Six Thinking Hats s  group decision making technique used to help analyse a decision prior to implementation. The technique looks at a problem from six diferent
perspectives

Many people think from a rational, positve viewpoint. hovever they may fai to examine a problem rom an emotional, intuive, creative or negative viewpoint. The ‘hats'are
‘categories of behaviour and their purpose is to direct thinking. Encouraging people to adopt different hats means that they must adopt a perspecive that is not necessarily their
usual way of thinking.

HOW CAN THIS HELP ME?

By applying de Bono's ‘Six Thinking Hats' technique to group decision-making, a decision wilbe formed through mixing ambition, skill in implementation, imagination and good
‘contingency planning. It enables group members to se one thinking mode at a time — nstead of rying to do everything at once.

ADDITIONAL RESOURCES

Six thinking hats, Edvard De Bono
Harmondsworth: Viking, 1985
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Action Checklist

1. Be clear about the scope of the decision you are faced with
2. Consider the potential impact of the decision and how this wil be evaluated
3. Decide who needs to be involved in the decision making process

4. Define the issue to be decided and collect relevant information

5. Take account of uncertainty

6. Gather appropriate contributions

7. Use decision making tools which fit the situation

8. Watch out for biases and common psychological traps

9. Communicate the decision and act on it

10. Monitor and leam from the outcomes
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MODEL

‘The ABCD Trust Modsi™ sets out the four elements of trust that are critcal to creating and sustaining trustiul relationships: ABCD - Able, Believable, Connected, and
Dependable.

Able - Demonsirate competence. Leaders who are able eam trust by solving problems, gstting results, and using her skils to help others achieve established goals
Believable - Act vith inteqrity. Leaders who are believable eam trust by being honest and sincere, shoving respect for others, keeping confidences, not talking behind
people's backs, and admiting their own mistakes

Connected - Care about others. Leaders who are connected eam trust by shoving inerest n ofhers, asking for input,listening, showing empthy, praising otners' efors,
and sharing about themselves.

Dependable - Maintain reliabilty. Leaders who ar dspendable are organized, timely, accountable, and responsive o requests; they do what they say theyll do and
consistently follow up.

Gt quality resuits. Resolve problems. Develop skills

Demonsirate Use skills to assist others.

Keep confidences. Admit when you are wrong. Be honest

Actwith andsincere. Be non-ucdgemental. Show respect.

integrity

Listen well. Praise others. Work wel with others. Show
empathy with others.

Do what you say you'l do. Be responsive. B organised.

Maintain Boconsistent,

roliability

INTRODUCTION

‘The ABCD Trust Model™ created by Ken Blanchard is a leadership model which places an emphasis on leading with trust. High levels of trust allow creatvity, productivty.
effciency, and innovation to flourish whilst a lack of trust creates cynicism, doubt, and anxiety. Trustis a key factor in how people work together and buid effective relationships,
et many people are unaware of the actions that influsnce frust

HOW CAN THIS HELP ME?

“The abilty o bulld trust i an essential kil forleaders. It is worthwihile for leaders to assess themselves against allof the four elements to discover if they might be contributing
tolow-trust relationships through behaviours that are seen s less than Able, Believable, Connected, and Dependable.

By using the ABCD Trust ModelT™, leaders can focus on the behaviours that build trust, and by sharing this model with those they lead, create a common framevork and

Ianguage for discussing issues of trust i the workplace. Individuals can create action pians to increass the level of trust i relationships or repair damaged relationships where
trust has been broken.

ADDITIONAL RESOUI

Trust works: four keys to buiding lasting relationships, Ken Blanchard, Cynihia Olmstead and Martha Lawrence
London: HarperColins, 2013

Building trust white paper, 2010
‘Avalable from: www kenblanchard.comLeading-ResearchiResea

/Building-Trust
Developing trust (CMI management checkiist 243)
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Models - Urgent versus important

MODEL

It vial to plan time slots in advance for tasks which are important but not urgent. This wil ensure you will have time to give them the attention they deserve and to complete
successiuly.

17you judge that tasks are urgent but not important — requests from others, intermuptions and disiractions, for example - you should assess them carefully and try o avoid them if
you can. You may be able to delegate them or to explain sensiively why you are unable to complets them

‘Tasks which are neither important nor urgent may be time wasters which you should try to exclude vinenever possible. Cross them offyour ask it or keep them on a holding list
uniil ime becomes available for them or it becomes clear that they are no longer relevant or necessary.

Not important DELEGATE
-, OR REJECT
w

Important
and urgent

Important and
noturgent

Not important
and not urgent

INTRODUCTION

“The urgent versus important matrx i  tool for priortising tasks and activties by categorising them by level of importance and degree of urgency.

Important tasks are those which contribute to your long term goals and objectives. Ifyou are not clear about what your aims are, it will be dificult to prioritse tasks and plan to
‘complete them, So this should be your starting point.

‘Tasks which are urgent and important might include: emergencies, customer complaints, meetings and appointments or reports that need to be delivered within  speciic time.
frame. These mustto be caried out siraight aviay or delegated to someone sise if approprate.

HOW CAN THIS HELP ME?

1t all too easy to allow urgent tasks, especially unimportant ones, to crowd out activities which are vita to the achievement of personal or organisational goals. If mportant
tasks are left unt they become urgent, it becomes necessary to complete the i a rush to meet deadiines and you may not be able to give them the consideration they really
need. This i liely to resultin poor results and cause unnecessary stress and amxiety. Priortising and planning tasks in advance can help you to manage your time more:
effectively and achieve your goals more easily.

A

DITIONAL RESOUI

Managing your time effectively (CMI management checkist 016)

“Time management instant manager, Polly Bird,
London: Hodder Education, 2008
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Action Checklist

1. Define and understand the problem
2. Assess the scale of the problem

3. Gather relevant information

4. 1dentfy the root causes

5. Test the hypothesis

6. Involve others

7. Consider the proposed solution(s)
8. Test the proposed solution

9. Champion your decision

10. Monitor the resuits

£ search (Alt+Q)

Review View Help

bo |- 2 i m\Nooo| B [ ¢
B ATLD00" page

& A B L P
Paragraph Drawing

Plan. Plan to improve your operations first by finding out what things are going wrong (that
is identify the problems faced), and come up with ideas for solving these problems.

Do. Do changes designed to solve the problems on a small or experimental scale first. This
minimises disruption to routine activity while testing whether the changes will work or not. Its
important to be clear exactly what “Do" means. "Do" means "Try" or "Test". It does not
mean "Implement fully." ‘Do’ is the pilot phase, so once its checked and ok, full
implementation happens in the "Act’ phase.

Check. Check whether the small scale or experimental changes are achieving the desired
result or not. Also, continuously Check elected key activities to ensure that you know what
the quality of the output s at all times to identify any new problems when they crop up.

If the experiment was not successful, skip back to the Plan stage to come up with some new
ideas to solve the problem and go through the cycle again.

Act. Act to implement changes on a larger scale if the experiment is successful. This
means making the changes a routine part of your activity.
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