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[bookmark: _Toc415143422][bookmark: _Toc415154318]Unit of Competency
Application
This unit describes the skills and knowledge required to contribute to the effectiveness of the work team. It involves planning with the team to meet expected outcomes, developing team cohesion, participating in and facilitating the work team, and communicating with the management of the organisation.

It applies to individuals who play a prominent part in motivating, mentoring, coaching and developing team cohesion through team leadership and forming the link between the management of the organisation and the team members. At this level, work will normally be carried out within known routines, methods and procedures, and may also involve complex or non-routine activities that require some discretion and judgement.

No licensing, legislative or certification requirements apply to this unit at the time of publication.
Unit Sector
Management and Leadership – Frontline Management

[bookmark: _Toc329018037]

[bookmark: _Toc329018038]Performance Criteria
	Element
Elements describe the essential outcomes.
	Performance Criteria
Performance criteria describe the performance needed to demonstrate achievement of the element.


	1. Contribute to team outcomes
	1.1 Consult team members to identify team purpose, roles, responsibilities, goals, plans and objectives 
1.2 Support team members to meet expected outcomes


	2. Support team cohesion
	2.1 Encourage team members to participate in the planning, decision making and operational aspects of the work team to their level of responsibility
2.2 Encourage team members to take responsibility for their own work and to assist each other in undertaking required roles and responsibilities
2.3 Provide feedback to team members to encourage, value and reward team members’ efforts and contributions
2.4 Identify and address issues, concerns and problems identified by team members, or refer to relevant persons as required


	3. Participate in work team
	3.1 Actively encourage and support team members to participate in team activities and communication processes and to take responsibility for their actions
3.2 Support the team to identify and resolve problems which impede its performance
3.3 Utilise own contribution to work team to serve as a role model for others and enhance the organisation’s image within the work team, the organisation and with clients/customers


	4. Communicate with management
	4.1 Maintain open communication with line manager/management at all times
4.2 Communicate information from line manager/management to the team
4.3 Communicate unresolved issues to line manager/management and follow up to ensure action is taken in response to these matters





[bookmark: _Toc415143424][bookmark: _Toc415154320]Foundation Skills
This section describes language, literacy, numeracy and employment skills incorporated in the performance criteria that are required for competent performance.

	[bookmark: _Toc329018040]Skill
	Performance
Criteria

	Description

	Writing
	2.3, 2.4, 4.2, 4.3
	· Uses appropriate vocabulary, grammatical structures and conventions to communicate information, matching style to purpose and audience


	Oral communication
	1.1, 1.2, 2.1-2.4, 3.1, 3.2, 4.1-4.3
	· Presents ideas and seeks feedback from others using vocabulary and non-verbal features appropriate to the audience
· Participates in open discussions to elicit the views of others by asking questions and listening to responses 


	Navigate the world of work
	1.1
	· Ensures that team members are aware of their rights and responsibilities in the workplace, including workplace safety


	Interact with others 
	1.1, 1.2, 2.1-2.4, 3.1, 3.2, 4.1-4.3
	· Collaborates, supports and cooperates with others to achieve work outcomes, and encourages others to do the same 
· Selects the appropriate form, channel and mode of communication for a specific purpose relevant to own role
· Recognises importance of own interpersonal skills in projecting a positive image to others in work context
· Understands the need to modify own communication style to accommodate individual differences 


	Get the work done
	1.1, 2.4, 4.1, 4.3
 

	· Plans and implements tasks required to achieve required outcomes
· Recognises and responds to problems related to role and seeks assistance when problems are beyond immediate responsibilities 





[bookmark: _Toc415143425][bookmark: _Toc415154321]Assessment Requirements
Performance Evidence

Evidence of the ability to:

Discuss and clarify goals and responsibilities with a team of people
Apply management and communication skills with a range of people that:
provides direction and leadership
assists individuals to achieve goals
motivates and builds team cohesion
fosters contribution of and respect for ideas
Apply techniques for resolving problems within organisational and legislative requirements
Communicate effectively with management including escalating problems outside own area of responsibility
· Manage communication of information to, and between, the team

Note: If a specific volume or frequency is not stated, then evidence must be provided at least once.

Knowledge Evidence

To complete the unit requirements safely and effectively, the individual must:

List organisational goals, objectives and plans that relate to the team
Identify legislation, regulations, standards or codes of practice that may impact team performance and outcomes
Describe the organisational structure with reference to the organisational chart
Describe options for addressing performance issues in the organisation
Explain the principles and techniques of:
group dynamics and processes
motivation
negotiation
· Explain why considering individual behaviour and differences is important to a manager

Assessment Conditions

Assessment must be conducted in a safe environment where evidence gathered demonstrates consistent performance of typical activities experienced in the management field of work and include access to:

Relevant workplace documentation and resources
Relevant legislation
Case studies and, where possible, real situations 
Interaction with others

Assessors must satisfy NVR/AQTF assessor requirements.

Links

Companion volumes available from the IBSA website: http://www.ibsa.org.au/companion_volumes 
[bookmark: _Toc417655391]
Housekeeping Items
Your trainer will inform you of the following:
Where the toilets and fire exits are located, what the emergency procedures are and where the breakout and refreshment areas are.
Any rules, for example asking that all mobile phones are set to silent and of any security issues they need to be aware of. 
What times the breaks will be held and what the smoking policy is.
That this is an interactive course and you should ask questions.
That to get the most out of this workshop, we must all work together, listen to each other, explore new ideas, and make mistakes. After all, that’s how we learn.
Ground rules for participation:
Smile
Support and encourage other participants
When someone is contributing everyone else is quiet
Be patient with others who may not be grasping the ideas
Be on time
Focus discussion on the topic
· Speak to the trainer if you have any concerns
[bookmark: _Toc326743762][bookmark: _Toc330309008][bookmark: _Toc338605960][bookmark: _Toc338792077][bookmark: _Toc417655392]Objectives
Discover how to contribute to team outcomes
Know how to support team cohesion
Learn how to participate in work team
Understand how to communicate with management
Gain skills and knowledge required for this unit 


[bookmark: _Toc417655393]1. Contribute to team outcomes
1.1 	Consult team members to identify team purpose, roles, responsibilities, goals, plans and objectives
1.2 	Support team members to meet expected outcomes
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[bookmark: _Toc417655394]1.1 – Consult team members to identify team purpose, roles, responsibilities, goals, plans and objectives 
It is essential that the team has a clear and shared understanding of its purpose so that it can make the best contribution to achieving the organisation’s goals. If the team is unclear about its purpose, and the team members are unclear about their roles this can lead to:
Work being missed or duplicated
Work failing to meet the required standards
Wrong or inappropriate priorities being allocated to work
Wrong or inappropriate allocation of resources
Conflicts over resources or priorities
Failure to achieve team goals
Failure to achieve organisational goals.
The effect on the team members of an unclear purpose and lack of understanding of individual roles can include:
Poor understanding of the role and standards required
Lack of motivation
Lack of training to meet the demands of the role
Lack of utilising people’s skills and expertise to best effect
Lack of team spirit, where people work as isolated individuals rather than as a team or unit.
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\think_plan.png]Information about the team’s purpose can be obtained from a number of sources:
Organisational goals, objectives and plans 
Strategic plans
Organisational structure
Job/role descriptions
Learning and development materials and activities, such as induction.


The team leader’s responsibility is for ensuring that team members understand the team’s purpose and individuals’ roles and responsibilities – in other words, they need to be sure that every member of the team knows what they are doing, why they are doing it, and how their role interlinks with others in the team.
Teams work best when they have had an input into determining their own goals and objectives. The people actually doing the work are well-qualified to identify problems and know how things work. If they are encouraged to contribute to planning the team’s work, they will feel listened to which in turn will help to make them feel valued and this will have a positive impact on their levels of motivation.
It is important that the team leader takes active steps to consult with the team; to listen to their views; to make best use of their expertise and knowledge; to involve them in identifying the team’s contribution and how they are going to achieve that.
[bookmark: _Toc417655395]Consultation
Consultation can take many different forms:
Open discussion at a team meeting
When setting/reviewing team objectives with the team
Action planning with teams and individuals
One-to-one discussions between the team member and team leader
Questionnaire/survey to all team members
Suggestion box scheme inviting team members’ views, etc.
Whichever method of consultation is used, it is essential that it is:
Transparent, so that there is no ‘hidden agenda’ and team members don’t feel that there will be unpleasant consequences of their contributions
Communicated well, so that all team members are clear about the purpose and format of the consultation and feel encouraged to take part 
Honest, so that team members can be certain that their views will be listened to
Followed up, so that team members can see what has happened to their input, whether or not it has been acted upon.

[bookmark: _Toc315361764]

[bookmark: _Toc417655396]Learning Task One 
How do you consult with your team members to identify the team’s purpose, roles, responsibilities, goals, plans and objectives? What different methods do you use? How often do you do this? 



















[bookmark: _Toc315361765]

Activities
[bookmark: _Toc315352844][bookmark: _Toc417655365]Activity 1.1
	Estimated Time
	30 Minutes

	Objective
	To provide you with an opportunity to consult team members to identify team purpose, roles, responsibilities, goals, plans and objectives.

	Activity
	1. Why is it important to consult with team members to identify the team’s purpose, roles, responsibilities, goals, plans and objectives?
















2. When do you consult with team members to identify the team’s purpose, roles, responsibilities, goals, plans and objectives?























[bookmark: _Toc417655398]1.2 – Support team members to meet expected outcomes
[bookmark: _Toc417655399]Support
[bookmark: _Toc417655400]Work can be very challenging and it is important that team members are given the support that they need in order for them to achieve their work goals and objectives.
At a basic level, the support that any team member will need includes:
Induction training to introduce them to the organisation, the team and the team leader, and to set out organisational procedures and policies, etc.
Basic training in their role setting out the standards required and giving them the knowledge and skills they need to be able to meet those standards
Specialist training to enable them to perform any specific functions in their role (e.g. using specialist equipment, etc.)
Coaching and mentoring to help team members to develop competence in an aspect of their role.
Individually, team members might need additional support which is specific to them and the team leader should be alert to those needs and ensure that steps are taken to meet them. Examples of additional support required include:
Differing physical and mental abilities
Differing social, cultural and ethnic backgrounds
Differing levels of experience, motivation, skills, knowledge, competence, confidence, etc.
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\team_puzzle_join.png]The support needed by an enthusiastic new member of the team with little experience will be very different from that needed by an experienced member of the team who is lacking in motivation and reluctant to learn a new process/skill, for example. 
Also, one person might value working alongside an experienced colleague while they learn a new task, but another might prefer to work alone with access to advice and help when they need it. Team leaders should consider what type of support is most appropriate for each person, depending on the circumstances. 

Support should not be given as a ‘one-off’ activity – team leaders should be aware of when members of the team might need additional support. Tips for providing effective support include:
Plan to give support to new team members through induction training arrangements
Plan to give support to existing team members when action plans and achievements are reviewed and new objectives are set
Ask team members what support they feel they need
Offer a range of support according to the person’s needs
Ask team members for feedback on the effectiveness of the support being given (e.g. is it enough/too much? At the right time/too soon/too late? Etc.)
[bookmark: _Toc315849267][image: C:\Users\Sophie\Desktop\My Work\ArtWork\team_pod_pea.png]



[bookmark: _Toc417655403]2. Support team cohesion
2.1	Encourage team members to participate in the planning, decision making and operational aspects of the work team to their level of responsibility
2.2 	Encourage team members to take responsibility for their own work and to assist each other in undertaking required roles and responsibilities

2.3 	Provide feedback to team members to encourage, value and reward team members' efforts and contributions
2.4 	Identify and address issues, concerns and problems identified by team members, or refer to relevant persons as required
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[bookmark: _Toc417655404]2.1 – Encourage team members to participate in the planning, decision making and operational aspects of the work team to their level of responsibility 
‘With every pair of hands you hire, you get a brain thrown in for free!’
Every person in your team has a brain. Every person in your team will have views about what works and what doesn’t work in their role; what’s wasteful and what’s efficient; what’s enjoyable and what’s not enjoyable, etc.
Team leaders don’t always have all the answers. If you involve your team members in the planning, decision-making and operational aspects of the team, you are engaging their brain power and harnessing information and opinions that may otherwise be hidden from you. In other words, the team has a valuable input to make and an effective leader will encourage that input in a variety of ways.
Imagine this scenario: 
	Jenny has been working in her department for five years, processing paperwork and orders. She is bright and enthusiastic. She deals with customers and other departments within the company on a daily basis. She finds some of the procedures old-fashioned and cumbersome. Some processes are unnecessary, in her view, and there is a great deal of unhelpful and time-consuming duplication. She has some great ideas for streamlining and improving processes which would enable her to process orders much more quickly, but her manager isn’t interested in hearing them. Whenever she has tried to make suggestions for improvement, she has just been told ‘We’ve been doing it this way for years and it’s working fine. Just get on with your work.’



Of course, some of Jenny’s ideas may not be practical – there may be very good reasons for what she perceives as ‘duplication’. However, perhaps she has identified ways of improving productivity and reducing waste – both of which would have a positive impact on the company’s profitability. What a shame if her manager isn’t interested in improving profitability!
If team leaders don’t engage their team members in planning and decision making, they are missing out on a potentially huge pool of useful input which could impact on the team’s achievements.
If you want to achieve great results, doesn’t it make sense to ask the people doing the work to contribute their ideas as to how to achieve that?
This can be done in a variety of formal and informal methods, from team meetings to discuss action plans and how to implement them, to one-to-one meetings with team members to ask them for their views.
A team that has contributed to creating its own plans is more likely to be committed to implementing them. By consulting with the team, the team leader can fully engage each person’s skills and expertise and help them to identify any areas where further training or support is needed.
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\build_brick_dismantle_team.png]Encouraging the team’s participation is important, but so is encouraging them to take responsibility for their work and assisting others when required. By contributing to the team’s plans, there should be an explicit expectation that individuals who have agreed to work on particular tasks or responsibilities will actually deliver them to the required standard and in the agreed timeframe.





[bookmark: _Toc417655405]2.2 – Encourage team members to take responsibility for their own work and to assist each other in undertaking required roles and responsibilities
[bookmark: _Toc417655406]Taking Responsibility
Taking responsibility for one’s actions is what rational adults do. We all forget things and make mistakes, for example. What’s important is that individuals accept responsibility for doing what they have agreed to, and that involves speaking up when things go wrong – asking for support or more time, for example. That way, it doesn’t come as a surprise to the team leader when things haven’t been done.
Ways of encouraging people to take responsibility for their work include:
Discussing your expectations with them and checking their understanding of these
Agreeing how and when the person is going to keep you updated about their progress so that you are fully aware of progress and problems, etc.
Avoiding a ‘blame culture’ – encourage people to speak up when things aren’t going well without fear of being blamed or humiliated
Taking positive steps to resolve problems.
A benefit of involving the whole team in creating its plans is that there is a collective responsibility for delivering objectives – there is a sense that everyone has a contribution to make, with each person’s efforts supporting everyone else’s. 
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\teamwork_pie_chart_800_wht_7043.png]An effective team is one in which team members will willingly help each other out. This may involve sharing useful information; providing hands-on, practical help; offering useful advice or guidance; etc. An effective team leader will set an expectation that the team is a single unit with everyone’s contribution as valuable as the next person’s, and where the team helps each other out in a variety of ways.




[bookmark: _Toc417655367]Activities
Activity 2.2
	Estimated Time
	40 Minutes

	Objective
	To provide you with an opportunity to encourage team members to participate in the planning, decision making and operational aspects of the work team to their level of responsibility, and to encourage team members to take responsibility for their own work and to assist each other in undertaking required roles and responsibilities.

	Activity
	1. Why is it useful to encourage team members to participate in planning, decision making and operational aspects of the work team?







2. What methods can you use to encourage this participation from team members?















[bookmark: _Toc417655408]
2.3 – Provide feedback to team members to encourage, value and reward team members' efforts and contributions
[bookmark: _Toc417655409]Feedback
Giving feedback is a simple and effective way of encouraging, valuing and rewarding team members’ efforts. Not only does feedback help to motivate individuals, but it’s also a way of helping an individual or team to understand what they have done well and what they may need to do differently in order to improve.

Feedback lets people know that their efforts have been noticed and appreciated. It’s very demoralising for someone to struggle to achieve a result, only for their efforts to go unremarked upon – if there is no acknowledgement of their efforts, where is the incentive for the person to strive to achieve results in future?

Feedback can be a simple ‘Thank you – well done!’ or a more in-depth conversation about the specific details of the work undertaken.
Feedback will:
Encourage people to perform to the best of their ability
Show individuals that their efforts are appreciate and valued
Serve as an intangible reward for the person’s efforts.
	








[bookmark: _Toc417655411]2.4 – Identify and address issues, concerns and problems identified by team members, or refer to relevant persons as required
In an effective team, communication between the team and the team leader is a two-way process with both parties routinely sharing information, ideas, opinions, etc. An effective team leader ensures that the channels of communication between them and the team are open so that team members can raise any issues, concerns or problems, safe in the knowledge that they will be listened to and dealt with appropriately.
Consider this true scenario:
	A senior manager was working alongside a particular team for a period of time as part of his development plan. During this period, one member of the team (Sonia) had a number of uncomfortable interactions with him in which he made some unprofessional remarks and behaved inappropriately towards her. Sonia shared this with a few others in the team, some of whom had also observed aspects of his behaviour which worried them. The team agreed that Sonia should raise this with the team leader as they felt strongly that this behaviour should be reported and that she had personally experienced the worst of the inappropriate behaviour. At the next routine one-to-one conversation with the team leader, Sonia explained her concerns and gave specific details about the behaviour she had experienced. The team leader listened very sympathetically, made notes of all the relevant details and promised that action would be taken and that she would report this to her own senior manager. The team leader never mentioned this incident again, the senior manager continued to behave inappropriately and Sonia felt that the whole issue had been ignored. She left the organisation soon afterwards.



This is, of course, an extreme (but true) incident. However, there are some important principles – the team leader was not seen to take any action in response to the team member’s concerns and the consequences were that the team member felt devalued, not listened to and subsequently left. 
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\fighting_a_giant_800_wht.png]At a more day-to-day level, imagine a team which is frustrated at the fact that a particular piece of equipment keeps breaking down and they have to wait for hours for the engineering department to respond – the team raises this repeatedly at team meetings, the team leader says that they’ll deal with it and then there is no action. The team will continue to feel frustrated by the equipment breakdowns, but their frustration is added to by the team leader seeming to do nothing. 
Of course, the team leader can’t solve every problem – in many cases there will be no ‘quick fix’. But it is important for the team leader to listen to the team’s problems, and where they can’t personally resolve them, they should refer them to the most relevant people (e.g. their own line manager; technical specialists; colleagues; etc.) in the organisation and let the team know what they have done. This way, the team can at least see that the team leader has acted on their concerns and not ignored them.

[bookmark: _Toc417655369]Activities
Activity 2.4
	Estimated Time
	20 Minutes

	Objective
	To provide you with an opportunity to identify and address issues, concerns and problems identified by team members, or refer to relevant persons as required.

	Activity
	1. What types of issues, concerns or problems might affect the team?









2. How do you identify the team’s issues, concerns and problems?















[bookmark: _Toc417655413]3. Participate in work team

3.1	Actively encourage and support team members to participate in team activities and communication processes and to take responsibility for their actions
3.2	Support the team to identify and resolve problems which impede its performance
3.3	Utilise own contribution to work team to serve as a role model for others and enhance the organisation's image within the work team, the organisation and with clients/customers
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[bookmark: _Toc417655414]3.1 – Actively encourage and support team members to participate in team activities and communication processes and to take responsibility for their actions
[bookmark: _Toc417655415]Team Leaders
Some people are natural ‘team players’ whilst others need a little support and encouragement. An effective team is one in which every individual plays an active part and where there are no passive ‘passengers’. Team leaders have a huge influence on the ‘culture’ within their own team, and the unwritten rules of how the team goes about its business.

A team leader who sets a clear expectation that every team member should contribute to team activities and communication is more likely to achieve a high degree of interaction with the team than one who sets no expectations and ignores passive contributions. 

Consider the following two team leaders:

Team Leader A has regular team briefings which are lively and full of debate. The agenda is circulated to people in advance of the meeting. Everyone is paying attention and everyone gets to have their say. The team leader asks lots of questions and does the least talking. There are disagreements, but these are conducted professionally with each person being listened to. There is a focus on action and the team leaves the meeting with a clear understanding of what’s been agreed and what each person is responsible for.

Team Leader B has regular team briefings because they have been told they have to do this. There is no agenda. The team leader does most of the talking and asks few questions. People look bored – some secretly use their mobile phones during the meeting. People rarely speak at these meetings and they leave with a sense of ‘Well, that was a waste of time, again.’

Team Leader A has clearly fostered a spirit of participation in the team, whereas Team Leader B hasn’t. Team Leader A has achieved this by: 

Giving people notice of meetings so that they can prepare for them
Setting an expectation that everyone should contribute 
Ensuring that everyone gets the chance to speak and is listened to
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\MTeam.jpg]Acknowledging each person’s input to discussions
Focusing on action and what individuals have committed to doing.
Team Leader A is more likely to have a leadership style where individuals are asked for their ideas as to how they will approach their work objectives, and there will be an expectation that people will do what they have promised to do – in other words, they are expected to take responsibility for their own actions. Team Leader A will assume that the action plan agreed at team meetings will be acted upon as they will trust the team to do what they have committed to.
However, it is likely that Team Leader B doesn’t communicate with his team in this way and that people are just given tasks and expected to do them without feeling a sense of responsibility for achieving them. In this approach, the team leader has to closely monitor people’s work as there is a lack of trust that people will do what they have promised to.
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\Mx2puzz.jpg]


Activities
[bookmark: _Toc417655370]Activity 3.1
	Estimated Time
	20 Minutes

	Objective
	To provide you with an opportunity to actively encourage and support team members to participate in team activities and communication processes and to take responsibility for their actions.

	Activity
	1. How can you encourage and support team members to participate in team activities and communication processes?









2. Describe a time when you encouraged participation from the team. What did you do and what was the outcome?





















[bookmark: _Toc417655417]3.2 – Support the team to identify and resolve problems which impede its performance
The team leader cannot be everywhere, all of the time. Therefore, it’s possible that problems exist that the team leader is unaware of until someone in the team points it out. In an effective team, the team members are encouraged, and are given permission, to identify and resolve problems that get in the way of achieving their objectives (as long as they are acting within the limits of their authority, of course).
The nature and scope of the types of problems that the team can resolve themselves will vary from one organisation to another, depending on a range of factors. Induction provides an opportunity to set an expectation that all team members will identify and report work-related problems to the team or team leader. In an experienced team, the effective team leader will ensure that the team understands the limits of it authority and scope – what sorts of problems they can and cannot deal with themselves, for example. Trust must exist in order for this to work well, though. 
Before the team leader can give the team permission to identify and resolve problems themselves, a number of key factors should be in place:
The team leader must set clear boundaries in terms of what types of action can and cannot be taken by the team
The members of the team should be suitably trained and experienced so that they can be trusted to correctly identify problems and appropriate solutions
There should be good, strong lines of communication so that the team keeps the team leader informed of any issues and actions that they have taken, and the team leader acknowledges and gives feedback on the team’s response to a problem.
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\Fotolia_5006143_S.jpg]







3.3 [bookmark: _Toc417655420]

– Utilise own contribution to work team to serve as a role model for others and enhance the organisation's image within the work team, the organisation and with clients/customers

‘Behaviour breeds behaviour’

This is a frequently-quoted phrase, but it is very true. A shop assistant who is cross and impatient will probably get similar signals from their customers. A team leader who is grumpy and uncommunicative with their team will probably get grumpy and uncommunicative behaviour back from the team, or at least a team who are wary of the team leader, reading their mood on a day-to-day basis to determine how best to approach them.
[bookmark: _Toc417655421]Role Models
Knowingly or unknowingly, team leaders act as a role model for their teams. Teams follow their leader – if the leader behaves in a relaxed manner, paying little regard to occupational health and safety procedures, for example, the team will follow and have a similarly relaxed attitude. Effective team leaders serve as a positive role model for their teams, and what they say and do is consistent with what they ask from others. In other words, they practise what they preach.
Teams distrust and lack respect for leaders who say one thing and do another. For example, if the leader emphasises the importance of good timekeeping, and yet routinely turns up late for work every few days, the team sees that the leader is not to be trusted, is inconsistent and is hypocritical.
An effective team leader knows the standards of behaviour expected of the team and follows these standards themselves, acting as a positive role model.
The team leader is seen as an ambassador for the organisation – how the team leader behaves is regarded by others as an indicator of the organisation’s behaviour – this is true at any level within the organisation, not just team leaders. If, for example, you go to a new motor mechanic for the first time and their receptionist is sharp in their manner, impatient and even rude, this does not give you a very good first impression. You could be forgiven for wondering: ‘What will the mechanic be like? Will they be as rude as this? What might they do to my car? Etc.’ 
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\Animations\leader_at_the_helm_anim_500_wht.gif]The way that people behave creates an impression of the organisation – good or bad. Obviously, we want to create good impressions as this fosters good working relationships, encourages customers to keep dealing with us, etc.
So where does the team leader fit in? The team leader might have no direct contact with the end-customer, but they are nevertheless representing their organisation in everything that they do, whether they are dealing with internal departments and colleagues, external customers or suppliers or even their own teams. 
Organisations work hard to create positive impressions of their goods or services and it takes only one or two badly-judged incidents to ruin their reputation. Others (internal and external people) will judge your organisation not just based on the goods/services that are provided, but by the quality of interactions they have with you – they see you as a representative of the department and ultimately, the organisation as a whole. 
In the motor mechanic example above, one interaction with a surly receptionist can create a very negative impression of the whole organisation and could lead to the customer taking their business elsewhere. 
Team leaders have a responsibility to ensure that their actions are consistent with the organisation’s image. Use of social media is a minefield for many people – some active users naturally want to chat online about their work and can unintentionally make remarks about their organisation which do not present it in a good light. 
Many organisations now have policies relating to the use of social media to give guidance to employees about what sorts of behaviour are considered acceptable and unacceptable. However, a good piece of advice is: if you wouldn’t do/say it in front of your boss, it’s probably best not to!
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4. Communicate with management

4.1	Maintain open communication with line manager/management at all times

4.2	Communicate information from line manager/management to the team
4.3	Communicate unresolved issues to line manager/management and follow up to ensure action is taken in response to these matters
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[bookmark: _Toc417655426]Effective Communication
Effective communication is essential for any organisation to function effectively. When communication is working well, there is a free flow of relevant information between people so that everyone has the information that they need in order to carry out their roles effectively.
The communication link between a team leader and their line manager/management is crucial. If lines of communication are unclear or ineffective, then this will actually hinder the team’s work. Using the appropriate methods of communication is important too. For example, there is no point in a line manager communicating vital information about a change in procedures by email when the team leader only has occasional access to a computer. This sounds like common sense, but it is surprising how many people choose inappropriate methods for the information being communicated.
So, what can a team leader do to maintain open lines of communication with their line manager? Here are some things to think about:
Always acknowledge the communication from your line manager – this lets them know that the message has been received and understood
Ask for clarification if something is unclear
Ensure that you always inform your line manager of anything that you think they need to be aware of – avoid putting them in a position where they have to deal with embarrassing surprises as this makes you ,them and the whole department look unprofessional as if people don’t know what they are doing
Be honest in your communication – by doing this, over time, trust and good working relationships will build.
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[bookmark: _Toc417655427]4.2 – Communicate information from line manager/management to the team
You may already have processes in place for passing on information from your line manager to your team. In some organisations, there is a ‘team briefing’ process where key information from the highest levels is cascaded throughout the organisation, with each manager communicating the messages in a consistent way, and adding any ‘local’ information.
If this is not the case where you work, it is still important for team leaders to be a focal point for the team – a vital link between the team and the more senior managers in the organisation. This can be done in a variety of ways:
Routine team meetings
Ad-hoc team meetings to discuss a particular issue
One-to-one conversations with team members
Written notices
Email, etc.
When communicating your line manager’s information to the team it is important that you:
Pass on the information accurately and honestly – don’t miss out or ‘gloss over’ important details
Demonstrate support for the message – you may personally disagree with the message, but your job is to communicate it to the team, not to pass judgement on it (if you are unhappy or disagree with a message from your manager, then appropriate action would be to have a discussion about this with your manager in an attempt to understand or resolve the matter).
Avoid giving your personal opinion if you personally disagree with the message – this demonstrates to your team that you and your line manager have differences and this is potentially harmful to the wider team in the long term.
Note any questions from the team that you can’t answer and refer these back to your manager – you should try to anticipate any questions that team might have, but sometimes people will ask questions that you never considered. In this case, it’s best to say that you don’t know and that you will find out. For the sake of your own credibility, if you offer to find something out, you must do that and go back to the team to let them know your findings.
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4.3 – Communicate unresolved issues to line manager/management and follow up to ensure action is taken in response to these matters
If lines of communication between the team leader and their line manager are working effectively, the line manager should be aware of any issues that are affecting the team and they should be working with the team leader to resolve these.
However, sometimes even with the most effective lines of communication in place, issues can remain unresolved, hindering the team’s progress or creating unhelpful distractions.
Unresolved issues might include things like problems that exist that never seem to have a solution. For example, there might be a faulty piece of equipment which keeps breaking down and affects the team’s performance. It becomes incredibly frustrating for the team if the team leader is aware of the problem but doesn’t do anything about it. Other problems might be more complex, involving tensions in the team; interpersonal problems and conflicts; grievances and complaints; problems relating to people’s roles and responsibilities; etc. These types of problems can be very difficult for the team leader to resolve on their own.
Where there are unresolved issues, the team leader should highlight these to their line manager, and continue to raise the matter until action is taken to resolve them. For example, if the team leader highlights a conflict between two team members and asks the line manager for help in dealing with it, the line manager has a duty to take action which may involve:
Advising the team leader on how to approach the situation
Stepping in to deal with the situation themselves
[image: C:\Users\Sophie\Desktop\My Work\ArtWork\stick_figures_angry_toward_other_800_wht_4442.png]Asking others for guidance (e.g. the line manager’s own colleagues or manager; HR specialists; etc.).
In either event, the line manager should inform the team leader about the action they are planning to take and they should update the team leader when action has been taken. Human beings sometimes forget to do the things they have promised to do, though and the team leader has a responsibility to follow up with their manager if they feel this is necessary. Following up needn’t be overly-persistent or aggressive – it can be as simple as ‘Can I check how we’re getting on with X?’ However, team leaders shouldn’t be afraid to be tenacious and should keep asking if a solution is not forthcoming. 
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Activities
Activity 4.3
	Estimated Time
	20 Minutes

	Objective
	To provide you with an opportunity to communicate unresolved issues to line manager/management and follow up to ensure action is taken in response to these matters.

	Activity
	1. What types of unresolved issues might affect the team?
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2. Why is it important to communicate and follow-up on unresolved issues?
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Nearly there...
[bookmark: _Toc326743832][bookmark: _Toc330309176][bookmark: _Toc338606027][bookmark: _Toc338792185][bookmark: _Toc417655432]Major Activity – An opportunity to revise the unit

At the end of your Learner Workbook, you will find an activity titled ‘Major Activity’. This is an opportunity to revise the entire unit and allows your trainer to check your knowledge and understanding of what you have covered. It should take between 1-2 hours to complete and your trainer will let you know whether they wish for you to complete it in your own time or during session. Once this is completed, you will have finished this unit and be ready to move onto the next, well done!


Congratulations!
You have now finished the unit ‘Contribute to team effectiveness’.
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