
Module: Managing People
Managing the individual people in the station

In this section we are going to look at managing the individual people who work at the station. This section applies to all people, whether they are paid staff or volunteers.

By the end of this session you will know how to: 

· Identify the factors that keep people at work motivated

· Select the right person for the job

· Define job roles

· Set clear expectations 

· Give feedback and recognition

· Identify and deal with conflict

Activity  AUTONUM  Reflecting on People Problems

Work in pairs

List all the problems that your radio stations face





























Look at your list and put a "p" next to all the problems that are related to the people in the organisation. These are people problems. This module is about helping you to manage people, so that you can avoid these types of problems. 

Activity  AUTONUM What keeps you happy at work?

To answer this question think about what you do and don't like about your work, and what you did and didn't like about your past experience. Think about voluntary and paid work. 

Think about both factors to do with the job itself, and factors to do with the organisation and the people with whom you worked.  

In the first column rank these statements from 1 (most important) to 10 (least important). 




I like to be part of making decisions about the future of the organisation I work for.


I like work that is interesting and meaningful


I want a good salary and remuneration package (bonus, medical aid and pensions etc)


I look for work which is challenging and gives me a chance to learn and grow in the job


Good relationships with the people at work are important to me


I want to have a chance to contribute to social change through my work


When I am at work, I want to know that I am able to do a good job


I want to be recognised when I do good work


I want a manager who is fair when there are problems 


I like to be able to control my own work


I want to have enough time to have a personal life


I need to feel that I have the freedom to disagree with other people at work


Discussion Guide
Individual work (10 min): 

Fill in your own ranking. Order the statements from 1 to 10. Statement 1 is the statement that is most important to you, and statement 10 the least important to you. 

Group work (30 min)

Remember to choose a person who will report back on the discussion in your group.

1. Share your ranking with other people in your group. Notice the similarities and differences.

2. Why do you think that people rank things differently? List some of the reasons you can think of.

3. Do you think that there are ‘good’ answers and ‘bad’ answers? Why? 

 Activity  AUTONUM : The key skills for managing people

Managing people, whether they are volunteers or paid staff, depends on a few important skills:

· Defining roles clearly 

· Selecting the right person for the job

· Setting clear expectations

· Giving clear feedback 

· Giving recognition for work done.

Activity  AUTONUM Mzi's Sleepless Nights

Group Discussion (30 minutes)

Read this case study, and discuss the questions at the end: 

Mzi was having sleepless nights. The community radio station, which had started with such high hopes, was in chaos. Everything seemed to be going wrong. As chairperson of the board, it was his responsibility to make sure that things went well. But what was he supposed to do? Nonjabulo, the station manager never returned his calls and he was so busy at work  that he had no time to visit the station. 

Six weeks ago, the board met with Nonjabulo and discussed the licence application. She said that she could handle it on her own, and that she would ask for help if she needed it. Mzi has not heard from her since. It is Friday afternoon, and the licence application is due at the IBA on Monday. Mzi has not seen the application and wonders if in fact Nonjabulo has done it. 

Exciting days

Mzi and Nonjabulo were part of the founding group, together with Vusi, Paul and Thoko. Those days were so exciting that they lived, ate and dreamt community radio. The group met almost every day, they attended every workshop on radio, they learned about equipment and bandwidths and programming and a million other things. Together with the community, they developed an exciting vision: their radio station was going to transform the community!

They had meetings with community leaders, with health workers, with teachers and NGOs. The developed a programming policy, they recruited volunteers, they met other community radio groups. 

Choosing a station manager

Many people joined and dropped out of the founding group, but the ‘gang of five’ were there from the beginning. When it came to be time to choose a station manager, Nonjabulo seemed a natural choice. The others on the committee all had jobs, and Nonjabulo had attended all the training courses and been part of the station right from the start. They all trusted her and felt comfortable with her. She was very quiet in big meetings, but if you got to know her, you realized that she had a lot of good qualities. She was brave and not scared of hard work. She shared the group’s vision and had worked hard at making it happen. She had received lots of training – she had even gone on a course to the USA on radio programming. She was a capable person. 

When they interviewed people for the job, they felt sure that Nonjabulo was the best choice and so they appointed her.  

The founding group became the board of the radio station. They felt that now that there was a manager, they could pay a bit of attention to their jobs and families and leave things in her capable hands.

Mzi hears some disturbing rumours
Although Mzi was often too busy to go to the station, he managed to keep in touch. One day he bumped into one of the volunteers. Thato told him that she was worried about the station, “Many things are just not getting done, Mzi,” she said. He asked some questions and she told him that proposals to funders were late, meetings to plan events kept being postponed and the station was not progressing. 

Mzi was very worried about this, and spoke to the rest of the board. They decided that the best thing to do was to talk to Nonjabulo directly. When they discussed the problems with her, she was very defensive and told them that they did not realise how much work she had, and how busy she was. The board facilitated a discussion with the staff, and the staff offered to take over some of her tasks. However, over a period of weeks it became clear that she was not willing to share responsibility. She wanted to do everything herself, and then could not get it done. 

Things get worse

Things did not improve. Mzi heard from one of his friends who worked for a local company, that the radio station had lost the chance of sponsorship, because they were too late to make their presentation at the quarterly meeting. 

Mzi arranged to see the programming manager. Lelo told him “Working at this station is horrible. There is so much conflict and tension, we have fights at every meeting.” When Mzi investigated further, he found that part of the tension was between a group of volunteers who wanted more music and talk shows, and a group of mainly staff members, who were arguing for more educational and health programmes. The arguing had got very bitter and people were accusing each other of being unrealistic, or of selling out the vision. 

Lelo said that he had asked Nonjabulo to come and mediate, but Nonjabulo was ‘too busy’ and things were just getting worse. People were not even talking to each other, and the programming was suffering. Lelo was very relieved to be able to tell Mzi about the problems, because he did not know what to do.

Nonjabulo’s view

Mzi found it really difficult to set up a meeting with Nonjabulo, she was always out when he phoned, and did not return his calls. Finally he managed to arrange a meeting with her, and raised some of the problems. 

“It’s not my fault!” she said, “ The volunteers are useless, and there is a big group of trouble makers, they are causing all the divisions. If we could only get rid of them, there would be no problems.” When Mzi asked her about missing the date for the presentation to the donor, she said “There’s just too much to do, I can’t do everything. It’s not fair to blame me for everything.”

Discussion questions:

In your view, was Nonjabulo the right person for this job? Why/Why Not?









Why do you think this radio station ended up these problems?









What advice would you give them next time they want to select a station manager?









Activity  AUTONUM : The steps of a selection process

Group Work (45 min)

Each group will get a set of cards. On each card, write one step in the process you would use to select a staff member/volunteer or manager at a radio station. 

Put your cards up on the wall, in the right order. 

Make sure you chose one person who will present your flowchart, and explain your reasons. 



















Suggestions for a selection process 

1 Design the job description and person specification before you begin the selection process.

2 Use the job description and person specification to develop a list of criteria that you will use when making your decision. The criteria will describe the kind of person you are looking for.

3 Develop an advert which summarises they main areas of responsibility of the job, and which says a bit about the organisation and the working conditions. The ad should say how people can apply (e.g. send a CV or come and collect an application form). Decide where you will place the ad. 

4 Ask all candidates (people who apply for a voluntary or paid job) to fill in an application form. You should keep copies of all the application forms, because you may want to contact the candidates at a later stage if a new position opens up.  The application form should ask questions that will help you to judge if the person meets the criteria.

5 Look at all the forms, and develop a short list of people who you think are worth interviewing.

6 Write a "regret" letter to the people who did not make it on the short list. Make sure the letter makes them feel positive about having tried for the job, even if they did not get it. Job applicants can get very depressed if all they get are rejections, so try to make your regret letter as positive as possible. 

7 Set up an interview panel. The same panel should interview everyone. The panel should include people who understand the job very well, as well as people who are good at interviewing, 

8 Get the panel to meet and to develop a set of interview questions. 

9 Interview the people on your short list and make your decision.

10 Let all the people you interviewed know your decision, as soon as you have made it.

Activity  AUTONUM : Developing a job description

What should be in the job description

The job description has three sections: 

1 A brief statement which says what the purpose of the job is. 

2 A section which describes the major responsibilities of the job. Under each main responsibility, you should list the tasks that these responsibilities involve

3 A description of the type of person you are looking for: What qualification, knowledge or skills are needed for the tasks involved in the job? What personality would you need to do this job?

4 Describe any special conditions of this job (e.g. are the hours of work unusual in any way? Will this be a paid job or a voluntary job? Does it require working after normal work hours (e.g. weekends or nights)? Does it require lots of travel away from home? What costs will be covered by the organisation (e.g. transport)?

Job descriptions must be developed for each job in the organisation – whether it is a paid or a voluntary job.

Group work: (90 min)

In this activity, you are asked to develop a job description for a job in a radio station. Start off by reading these notes carefully.

To develop a job description, you need to look at the work that people in this job need to do. You may already have people doing the same job, in which case you can ask them to tell you all the things they do, or you may have to develop the job description from the start.

1 Brainstorm all the things that need to be done in the job, and write them all up on a big sheet of flipchart paper.

2 Then group tasks that belong together into groups. 

There are two ways of grouping tasks: 

Method 1: You group all the tasks that have the same aim together: e.g. writing fund-raising proposals, meeting funders, writing reports to funders, showing visitors around the stations etc. This is the most useful way to group things. You are grouping them around key areas of responsibility 

Method 2: You group all the tasks that have the same activity together: e.g. writing letters, writing reports to the board, writing the newsletter, writing proposals, writing to funders, writing thank you letters, writing pamphlets. This method is the wrong way to group things. You end up putting things together which do belong in the same area of responsibility.

Examples of an area of responsibility and the tasks linked to them are:

Key area of Responsibility: Fund-raising

Tasks: 
1.  Develop a fund-raising plan


2.  Develop a fund-raising proposal for sending to funders


3.  Meet with funders and give info that is needed


4 . Plan and co-ordinate fund-raising events 

Group work on Job Descriptions

1 Write a statement of the purpose of the job (this should explain why you need to have this job).

2 Brainstorm all the things that need to be done in the job, and write them all up on a big sheet of flipchart paper.

3 Group tasks that belong together into groups (or categories).  Give each category a name. This is a main area of responsibility. 

4 Look at each of the main areas of responsibility and the tasks that are linked to it. Have you forgotten any tasks? Add them in. 

5 Arrange this list with the most important responsiblities at the top.

6 Develop a list of the criteria which describe the kind of person you are looking for.

















Activity  AUTONUM : Selecting the right person for the job

Plenary discussion

What process would you use to select the right person for a job at your radio station? Would you use different processes for different jobs? For each job category, say who would be involved in the selection process.

Job
Selection process
Who should be involved in selection?

























Activity  AUTONUM : Group work on Selection

You have 45 minutes to do the following task. Please write your answers up on flipchart paper.

Group 1: 

Develop an application form. Make sure that the form can also be used as a record of the skills that people in the station have. You can file all the forms for future use. Discuss how and where you will file the forms.

Group 2: 

Develop a set of interview questions. Tell us what questions you would ask all candidates, and what questions you would ask for this specific job.

Group 3: 

Develop a role play showing the first five minutes of the interview. Tell us who you would have on the interview panel, and show us what you would do in the first few minutes.

Group 4: 

Write a letter of appointment and a letter of regret for a person applying for the job.

Plenary

Each group will present their work to the whole group. The idea is that you will be able to use the answers as guidelines in your radio stations. 


Some tips on interview questions:

1
Prepare your questions before the interview, making sure that they cover all the areas about which you require information.


2
Start with the easy questions to give the person a chance to relax - for example you could go over the CV and ask for information about the person's time at school.


3
Start with broad, general questions, and move on to specific, in depth questions. 


4
Ask open ended questions: avoid questions that you can answer with a `yes' or `no'. For example don't ask: Did you like your last job? Rather ask: What did you like most (or least) about your last job?


5
Ask one question at a time.


6
Ask follow up questions to probe what the answer really meant. 


7
Ask: "Have you ever had a situation where ...(you've been angry, or been stressed?)  How did you respond?" rather than "How would you deal with ....?"  The first kind of question is more likely to get realistic answers, the second gets the 'ideal' answer.


8
Give the person time to answer the question, and listen to his or her answer.  If necessary, ask for clarification.


9
Make notes during the interview - after you've seen three or four candidates, you'll start forgetting who said what.


10
Ask the interviewee to clarify if you are not sure what his/her answer means. Don't just assume s/he means what you think s/he means. You can do this by:



Asking the person to clarify:   "Can you explain this?"


Restating:
"As I understand it you are saying..." 




   
"Did I get this right: you seemed to be saying ..."


Reflecting back the feelings you hear:  





"You were very shocked" or  





"You feel that ..."



Summarising the main points:  





"These are the key ideas that you have  expressed..."    





"If I  understand how you feel, these seem to be the main issues for you ...."

11
Don't ask questions that are actually arguments or judgements (e.g. Don't you think that you were wrong?). The purpose of the interview is to find out about the person, not to engage in debate.

What the Labour Relations Act says about the Selection process

The LRA lays down general guidelines. While these guidelines are for employees (and not volunteers), they are good guidelines about fairness and justice in all work situations. 

When you are selecting staff you need to watch out for the following. 

Discrimination: 

The law does not allow you to discriminate unfairly. You are allowed to discriminate if you are using criteria that are directly relevant to the job and an inherent requirement of the job.. 

For example, if you were looking for a person to counsel women who have been raped, in predominantly Zulu speaking area, it is acceptable to say that you prefer “women who speaks Zulu”

However, if you were looking for a teacher, it would not be acceptable to discriminate against men, or women.

It is obviously not always straightforward or easy to be clear about what is acceptable as an inherent requirement of the job.

The OD Debate (Vol.4. No.3, June 1997) which is a magazine for NGOs, says that in Canada (there is no SA test case yet) the following test was formulated to help you define whether a requirement is an inherent requirement of the job: it must be 

“... imposed  honestly, in good faith and in the sincerely held belief that such limitation is imposed in the interests of the adequate performance of the work involved with all reasonable dispatch, safety and economy and not for ulterior or extraneous reasons aimed at objectives which could defeat the purpose of the Code. In addition, it must be related in an objective sense to the performance of the employment concerned, in that it is reasonably necessary to the efficient and economical performance of the job without endangering the employee, his/her fellow workers and the general public. “

To avoid discrimination, you have to be careful about the methods you use. You cannot use methods which automatically exclude people -  (e.g. using psychological tests that may be culturally biased; advertising only in newspapers that will reach one group only; asking interview questions that will exclude whole categories of people, etc.)

The law also allows you to discriminate, if it is to redress past inequities.

Procedural fairness

You need to think about all aspects of the process of selection: for example: 

· make sure your advert is not designed to put certain people off; 

· make sure you do not use limiting questions in your interviews (e.g. as a mother of small children, will you be able to cope with travelling?); 

· ensure that the administrative staff who are answering queries on the phone from prospective applicants, don’t say discriminatory things (e.g. "Well actually I think they are only looking for women for this job")

Keeping records

The legal requirement is that all records relating to the selection process will be kept for five years. So you need to keep the CVs, application forms, and notes of the decisions that you made.

Activity  AUTONUM : Losing Alison

Alison started work at Community Radio Services at the start of 1993.  CRS provided training and consultant services to community radios. It also produced basic publications on how to run effective community organisations.  

Alison was employed as the Publications Officer.

When Alison arrived on the 2nd of January, she found that the room assigned to her was in a real mess - no one had worked as a Publication Officer for 6 months and her room had been used by anyone who needed to use the computer.  Yusuf, the director had promised to meet was in hospital with a bleeding ulcer, and the only staff on duty were the reception​ist and the office manager.  They did not know what Alison was supposed to do. All the trainers were on leave, as January is a quiet time for training. 

Alison set about tidying her room and reading all the old annual reports, and previous publication, and waiting for something to do.  She was pretty bored.

On the 10th of January two of the trainers came back to work, and disappeared into their office.  In addition, one of the clerical staff appeared.  People popped into her office to say hello to her, but on the whole Alison was left alone. 

She remembered that Yusuf had said during the interview that she would be working on a publication on "Marketing for Community Radio" so she went to the library at the local Business School and read up on marketing.

When Yusuf finally arrived at work on the 15th of January, he was frantically busy catching up with reports to funders, and with sending out the Annual Report which had just arrived from the printer.  He kept promising to meet with Alison to discuss her programme with her but he could never seem to fit it in.   He told her to keep on working on the marketing book and they would talk about it. 

Alison  put together an outline for the book, and tried to discuss it with Yusuf, and with Nomsa the Head of Training - both looked at it briefly, and said it looked all right - neither of them had time to really look at it.  Alison carried on working on it and by the end of January had a very basic first draft - it had the basic text, but no case examples or illustrations.  

Meanwhile she missed a staff meeting, because no one had told her about it and she'd gone to the library that day, and the staff were feeling a bit put off because she seemed to be out such a lot.  Also she kept using  Miemie's peanut butter in the fridge, and Miemie was getting fed-up about `providing free food for everyone'.  Nomsa was feeling frantic, because every time she bumped into Alison, she would end up having a long discussion about the marketing book, and she was so busy, she resented the demand on her time.  Alison started getting the feeling that nobody really liked her, and sometimes went home feeling really depressed.

On the 8th February, Yusuf finally had time to talk to her - he found that she was really awkward with him - suddenly she burst into tears: "I think this is the wrong job for me" she sobbed, " I want to resign".

Questions

What went wrong in this situation?

What could the CRS have done to avoid some of these problems? 

Induction of new staff 

A good induction programme is needed to give a new staff member or volunteer an understanding of:

· the organisation: 

· vision and mission 

· the structures 

· the work it does
· the people in the organisation and what they do

· the job itself.
The induction programme is aimed at helping the new person to settle in quickly. It usually lasts between 2 and 4 weeks.

You can also have a probation period. This is a period when the organisation is testing out whether the new person fits in. The probation period is usually between 3 and 6 months. 

Preparation Phase

Make sure you plan the induction programme before the new staff member arrives. The manager who will be in charge of her, must prepare the induction programme.

To plan a useful induction programme you will need to think about what the new person needs to learn and in what order.  Also think about who the best people are to teach her different things.  Circulate the draft programme to a few key people and ask for comments.


The first day
Plan the first day carefully - keep the paper work to the minimum, and try to make the day as pleasant as possible: remember that first impressions last for years.

Introduce the new person to the rest of the team gradually. It does not really help to rush around introducing her to everyone on the first day  - she is sure to forget people's names and to feel embarrassed. Make sure that the person meets people s/he will work with first - try to arrange to have tea together.

The Basic Induction Programme

Make sure the new person gets all the following information:

•
A timetable of all meetings that have been planned, with notes telling her which ones she must attend. 

•
Documents you'd like the new employee to read  - for example fund-raising proposals that explain the kind of work your station does, or pamphlets that you have distributed in the community. 

•
An introduction to the internal systems that all employees should understand: how the phone works, and what the rules are about using the phone, where the music is kept, what to do if you want taxi money to interview someone, etc


Ask different staff members to explain these things to the new person - that way she will get to meet more people. 

•
Personnel procedures such as:  when and how salaries are paid; how to apply for leave, what to do if you are sick, how to get a loan and all other conditions of employment and employee procedures. Make sure that you spend some time discussing these with the new person - people often don't understand all the documents.

•
You could also get together a pack of things to read. For example you could include: 

•
A list of all the other workers, their job titles and department, and room and phone numbers.

•
A list of the management board members' names and phone numbers.

•
A list of committee members or elected officials of the organisation;

•
The latest annual report, pamphlets about the organisation and publica​tions that need to be read.

•
Conditions of employment, and policies on health, safety and confidentiality;

•
Essential procedures, such as what to do when off sick, answering the  phone and taking messages;

•
Minutes of recent meetings relevant to the employee, such as the most recent planning meetings, recent Management Committee meetings, or staff meetings;

•
A brief history of the organisation;

All staff members need to know this kind of information. But when a new person starts a job, you also need to think about the specific things she needs to know about, to be able to do her job well. 

The Specific Induction Programme
This part of the programme will be different for each job in the organisation. To plan this you need to go through the job description and work out which tasks the person will have to do or learn to do in the induction period.  

Work out what special training the person will have to undergo before she can carry out any of the tasks.

Probation
The probation period is usually 3 to 6 months long. You can decide what makes sense in your organisation. You use the probation period to find out if the person can really do the job, and if she fits into the organisation. The Probation programme should have a mix of things to `learn' and things to `achieve' in the period, with suggestions of deadlines and where to go to for help.

You can have a probation period for staff and for volunteers. 

The probation programme should be written up with suggestions of when each task should be completed, as well as with explanations about why the task is included in the programme.

At then end of the probation period the organisation should review the following:

1
Can s/he do the job?

2
What are his/her work habits? (e.g. meeting deadlines, level of effort etc.)

3
How does s/he fit into the organisation?  

4
How does s/he relate to the others in the organisation?

5
How does s/he relate to clients and other organisations?

6
How does s/he feel about the job?  Is s/he happy? Does s/he want to stay?

Practical arrangements
As well as the formal induction programme, you should prepare for the employee by preparing her desk, making sure that it is cleared and cleaned, that she has a full supply of stationery, and that she has cupboard space, shelves or other storage space.  In addition, staff members should go out of their  way to make her feel welcome and to include her in informal arrangements like lunch clubs, or lift clubs.

Regular meetings

Throughout the induction period the supervisor should meet with the new employee at least once a week for a formal meeting to review progress and discuss any questions or problems, and more often informally. 

Activity  AUTONUM : Expectations

In a work situation, there are often conflicts that arise when team members or leaders feel that someone is not working hard enough, or well enough. 

Lisa had a meeting with the Advertising Manager. “Hello, Morabe, We are having this meeting to discuss the progress you have made selling adverts. Please give me an update on the adverts for next month.”  

Morabe was very proud of the new advertising contracts he had negotiated. “I’ve got a regular spot from Morkels. They will be advertising three times a week in the last week of every month. Also PEP Stores will be doing a ‘specials’ advert every Friday, and Peter Stuyvesant have agreed to sponsor our promotional events on condition that we agree to put up their banners at the back of the stage.” Morabe then went on to tell Lisa about the other advertising that was promised for the month. “All in all, we have a guarantee of R20 000 per month,” he summed up.

“Well that’s nice, Morabe!” Lisa exclaimed. ”But you know, to run this station we need R45 000 per month.” Morabe looked shocked, “ I had no idea it was that much! Am I responsible for all of that?”

“That’s not the only problem,” Lisa continued,” We absolutely cannot take money from cigarette companies. We are supposed to promote health in our community – we can’t take money from products that ruin your health!” 

Morabe looked upset. “I don’t understand, Lisa; I thought I did a good job, now I find out that I spent my time on the ‘wrong’ kind of advertising and that I didn’t get enough! I’m obviously not good enough to do this job.” 



What was wrong in this situation? What could Lisa have done to avoid this kind of problem?

Setting clear expectations

If people don’t know what is expected of them, and if they don’t know what ‘good enough’ work looks like, they will often respond to feedback with a feeling of “ That’s not fair!”

In all situations where people work together, whether in teams or not, you need to have clear expectations. All the people involved need to know the following: 

· what you are expected to do

· how it must be done

The ‘how’ can be defined in terms of 

· Quality – which describes what good enough work looks like. An example of a quality standard for receptionists is that they must say the name of the station and their own name when they answer the phone. A receptionist is expected to answer the phone in a friendly manner.

· Quantity  - this tells you how much is expected of you, e.g. you are expected to get 4 new advertisements a month, you are expected to play at least 50% local music, etc.

· Time – this can be defined either as ‘how often’ or ‘by when', e.g. the post box must be cleared at least three times a week. The monthly income and expenditure statement must be finalised by the 5th of the following month. 

· Cost – work should be done within cost limits, e.g. if you run a training course, your expectation could be that it should not cost more than R200 per person. 

· Income targets – you could specify how much income you expect people to bring in, e.g. a sales rep must bring in at least R5 000 per month in advertising fees.
If you know what is expected, you can work toward reaching those targets. If you know what is expected, then feedback that you get about your work will not be a surprise to you.  Instead, you will be able to monitor your own work, and improve all the time.

Group Work (30 min)

Work on one of the jobs in the station. 

· Define what you expect the people in that job to do, and how.

· Make sure that your expectations are clear and realistic. 
























Activity  AUTONUM : Giving Clear Feedback

Feedback is probably the most useful information you can give people, if it is done right. It gives them information about how well they did, and what they still need to improve. Clear and constructive feedback, given consistently is a powerful developmental tool.  Remember, feedback can be either negative or positive and with both types, you need to be as constructive as possible. Feedback is only useful if the person getting the feedback can listen to it and not feel defensive. 

TASK:

In pairs look at the feedback statements below and decide whether you think they are useful feedback, or not. Give reasons for your answer.

1. I hate it when you keep interrupting me.

2. At last night’s meeting you really helped us to understand the different points of view. It helped us to avoid having a big fight.

3. I can never understand a word you say.

4. You are always late: last week you were late for the staff meeting. I have never had a report from you on time, and just now you were late for the start of this meeting.

5. You did a wonderful job, you’re brilliant!

6. I really found your talk on the dangers of smoking very interesting. I learned a couple of new things about the effects of smoking, and it made me feel that I was right to give up smoking 

7. We have all discussed it, and we agree that you are not very good at supporting people. 

8. You never think before you say something!

9. You are very sexist. You have no respect for the women in this organisation. 

10. When you say ... it makes me feel that you are a racist.

Guidelines for giving useful feedback

1 Describe what you saw, or heard.

Describing means that you give information about what happened. In your description, stick to the facts. Do not use words of judgement.

Describe: 
You have not finished the work and the deadline was on Friday.

Not: 
You are totally lazy and unreliable.

Describe in very specific terms. Speak about specific things that happened.

Specific: 
You were late with this report. Last month your report was a week late. 

Not: 

You are always late.

2 Describe the consequence for you or the organisation. 

Because the report is late, we have missed the deadline. It makes our radio station look very unprofessional.

When you interrupt me, I find it very difficult to make a point. 

3 Make sure you give your feedback at the right time and place. 

· Don’t give negative feedback when you are very angry. 

· Don’t give negative feedback in front of other people. 

· Give feedback as soon as possible (don't hold on to it for months and then dump it all when you have had enough).

4 Negative feedback should offer alternatives. 

It is difficult to read your handwriting. Perhaps you could print on the flip chart paper. 





Clarify the purpose of the meeting

· Review the purpose of the meeting
· Agree on the process and instruments to be used
Listen Actively

· Share information

· Check understanding by asking question

· Respond with empathy

Explore alternatives / options

· Focus on finding solutions 

· Ask for ideas and options - don't jump in with advice

Agree on Action 

· Agree on objectives and action

· Agree on what has been agreed 

· Express  confidence in the person's ability to succeed

Summarise and Record

· Review and summarise what has been agreed on

· Make a written record, and distribute it within 24 hours

Activity  AUTONUM : Skills Practice 
For each skills practice you will have three roles:






You will change roles after each role-play, so that each person in your group of three will take a turn playing each role. 

The Observer is also the timekeeper for that role-play, as well as the person who helps the Manager to prepare (i.e. the coach).

Preparation






(About 10 minutes)

The observer gives each person their role description. 

· The Manager should prepare for the role-play by looking at the CLEAR building blocks and planning how s/he will use each one in the meeting.

· The Observer can help the Manager to prepare, while the Staff Members can meet together and discuss their approach.

Do the role play 




(About 5 to 10 minutes)

Give Feedback




(About 15 to 20 minutes)-

Give feedback in the following sequence: (Please stick to this sequence it is the least threatening, and most useful sequence to use!)

1. The Observer starts off the feedback session by asking the Manage: 

What did you think you did well?

What would you do differently next time?

2. The Observer asks the Staff Member to give feedback on these two questions:




Did the manager really listen to you?




and




Did the manager ensure that you had to take responsibility for both the problem and the solution?

3. Then the Observer gives specific feedback focusing on the CLEAR building blocks. The observer should say specific things like: 


"When you said ... it showed that...” 


"When s/he said … you were nodding and asking questions, which showed how carefully you were listening."


(Don't rush the feedback -


it is the most useful part!)
Give recognition 

Remember to recognise the contribution of every staff member and volunteer. 

Say “Thank you”

Say: “Well done!”

Let people know that you notice their contribution

Arrange special functions to thank staff and volunteers

Arrange little gifts to thank volunteers

Write all volunteers a thank you card at the end of the year

Give good references (if you can).



Activity  AUTONUM : Dealing with conflict

Group Work (20 minutes)

Think about the daily work at the radio station. What are the main causes of conflict? 

With your group prepare a short play (5 minutes maximum), showing a typical conflict situation.

Plenary Discussion

In the role-plays what were the most common reasons for the conflict? Are there other reasons that typically cause conflict in your stations?









What kinds of behaviours made the conflict worse?









What kinds of behaviours decreased the conflict? 









When there is conflict in an organisation, it is very common for people to define their position and to try to ensure that their position is the winning one. 

A useful alternative is to look beyond the problem as it is being presented, to the underlying issues or confusions which cause the problem. 

In the role-plays, what were the underlying issues which caused the conflict?









In organisations, issues can often be divided into four broad categories: 

1. Policies, objectives, priorities

2. Inadequate resources to meet needs or demands

3. Structures and procedures

4. Personal, historical or hidden issues.

Which of the conflicts described in the role-plays and in your discussions can be categorised into one of the four types? 

Activity  AUTONUM : Ways of Handing Conflict

There are three broad ways in which organisations deal with conflict

1. Pretending it is not happening

2. People who have authority in the organisation imposing a solution. (Sometimes people who have power in the organisation, but who are not in any position of authority, impose solutions.) 

3. Helping the people involved to come to a solution (either on their own, or with the help of a mediator).

Each of these approaches is sometimes appropriate and sometimes inappropriate. 

Task: 

Look at this list of examples and suggest the appropriate method to use for conflict resolution. 

1. You have a big advertising contract with a company. The person you meet with really irritates you – he has a really bad attitude to women.

2. Two presenters both want to do the ‘breakfast ‘ show. 

3. A staff member is in conflict with her manager. She thinks the manager is being unreasonable because he wants her to fill in a ‘presenters running sheet’ which records exactly what her plans are for the programme she will be presenting. All the other presenters have to fill it in, but she does not see why.

4. There is a conflict about what kind of music to play on the radio station. 

5. You are the receptionist in a large company. The Managing Director always stops and chats to his friends in the reception. You find it hard to hear on the phone. You think that he is being inconsiderate. 

6. Two volunteers are arguing about the computer. They both have big jobs to do; one has to do the monthly membership update while the other has to finish writing up the monthly report. There is always tension between these two, because they used to go out together. Since they have broken off their relationship, they are always fighting.

7. A group of young volunteers has started spending a lot of their time in the office, there is nothing else to do, so they hang about the office chatting and having fun. This is very irritating to the people who are actually working – it is hard to concentrate when there are so many people around. It is very noisy. 

From this discussion, try to work out some guidelines about when to use each approach: 

Response to conflict
When to use it

Pretend the conflict is not happening




A person with legitimate authority imposes a solution or ruling




The people involved are encouraged to work it out 




Activity  AUTONUM : A Simple Approach to Resolving Conflicts 

This approach can work if the people involved are prepared to: 

· Listen to each others' points of view

· Compromise

If one or both people behave irrationally, refuse to listen or insist on having their own way, then this cannot work. 

If other people in the organisation have an interest in keeping the conflict going, it is very difficult to resolve the conflict.

This approach can be used with or without a facilitator.


If people can agree on what the problem is, and can understand why each wants to do something about it, then they may be able to agree on steps to overcome the problem. 

When the two people have had time to think through the points above, and have worked out their answers, they only need to share their answers to numbers 1, 3 and 9. Each person gives their answer to the questions, and then they look for common solutions which they can both live with.

Using a facilitator

A facilitator can help with this process. 

The facilitator must: 

· be unbiased, or able to keep his/her bias out of the situation

· be committed to finding a solution to the situation, which is acceptable to all parties

· be a good listener, and able to draw out information

· be able to challenge negativity

· be able to recognise and build on points of agreement

· be willing to explore underlying issues, as well as the ‘presenting problem’

· be patient

Any solution must be acceptable to all parties. 

It is important that organisations recognise that differences within the organisation contribute to creative thinking. Differences make organisations interesting. Conflicts can be used creatively, if the differences are recognised and accommodated. 








































Discussion Point: Volunteers





Can we set expectations for volunteers?


Should these be different from the expectations that we set for paid staff?





Staff Member





Manager





Observer





The building blocks of management meetings with individuals











C





L





E





A





R





Ask each person to sit down and write their answers to these questions. 


The problem is…


Effects of the problem are …


I think it is important to do something about this problem because …


Some causes of this problem are …


Things I could do to deal with, or help improve the situation are …


Things I think other people (workers, committee members, etc) could do individually are…. [Name the people].


Things I think we could do as a group are… 


Things other people (from outside the group) should or could do are … [say who should do what].


The first three steps to deal with this problem are: 


To …


To…


To …








PAGE  
1

