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Some context and 
background…
• Identified ‘gap’ in equipping new 

managers with appropriate 
knowledge about LBU and skills.

• Recognised that ‘one size fits all’ 
approach wouldn’t work.

• Decided to develop a personalised 
approach.

Presenter Notes
Presentation Notes
In October 2021, we were looking at our leadership programmes, and we talked about the fact that it would be helpful to have some kind of programmes for colleagues new to managing.
However, as soon as we started scoping it out, we realised that a 'one size fits all' approach definitely wouldn't work!  We wanted to include all new managers, whether they were internally or externally appointed, but this could range from a cleaner who'd worked at Leeds Beckett for many years, to a professor who'd come from another university.  
So we decided we needed a personalised approach for all new LBU managers.
We could see that a key benefit of this type of approach would be around timing – we typically have about 6 – 8 new managers a month, and obviously we'd like to support them in their new role from an early stage, rather than them having to wait for a formal programme.



Our intended outcomes

To support new 
managers to feel 

confident in their roles.

To ensure new 
managers have the 

knowledge and skills to 
meet the expectations 

of the role.

To build positive 
relationships between 
new managers and the 

POD team / HR.

Presenter Notes
Presentation Notes
So what would we like the outcomes of this approach to be?
The first one is all about the new manager – from their perspective, they feel supported to be an effective manager.
The second one is all about us – getting new managers to do things in the 'right' way, building good practice, helping them to feel empowered, knowing where to go for key information and processes – hopefully reducing the need to be calling on HR colleagues to point them in the right direction.  Ideally, their conversations with HR colleagues will then be more meaningful and at a deeper level, rather than just 'Can you tell me where I need to record an absence?'
The third one is about them and us.  In some ways, it's a happy by-product of this approach.  These new managers can become the POD team's early adopters, and also see HR not as some kind of 'blocker' or faceless red tape mechanism, but as actual people!



The key areas of knowledge and skills

• Recruiting and welcoming people to your team
• Managing absence
• Investing in your team’s wellbeing at work
• Managing your team to meet operational 

needs
• Managing performance
• Recognising and rewarding excellence
• Supporting your team to develop their skills 

and build their careers
• Advancing Equality, Diversity and Inclusion in 

your team

Presenter Notes
Presentation Notes
To give us a helpful framework (because I love a framework!), we spent some time asking the question, 'How can we group the key expectations and responsibilities into manageable sections?'  We came up with 8 areas, which align to Leeds Beckett's priorities.
Once we'd defined these, the project really started to widen out.  I spoke to various teams in HR to get a real sense of what sits within each of these areas.  I really enjoyed this and learnt lots of new things – something else I really like!  The teams gave me a wealth of detailed information which I separated into 'knowledge about LBU ways of working' and 'skills'.
The idea is that the new managers self assess their confidence in each area, giving Score 1 – 10 or N/A.  
It's not about us measuring their knowledge or skills, but their confidence.
This is so we have a baseline to measure impact, approximately 6 months later.  
.




Conversations and gap analysis

• One-to-one development conversation
• Identify 'gaps' in knowledge and skills
• Signpost to most useful resources and activities

Presenter Notes
Presentation Notes
So, here's what it looks like in practice!
1. Each month we run a report to identify the new managers.  A member of the POD team has a conversation with the new LBU manager.  We also let the appropriate Business Partner know that the new manager is happy to be part of the development path.   It's in addition to other induction activities and guidance from their manager.  Although we focus on the 8 key areas I've mentioned, this does just provide a framework – we use our judgement to shape the conversations, depending on their role, the number of people they're line managing, what they tell us, whether they're new to LBU or just new to managing 
2.  When we've identified any gaps, we focus on what is most important to enable them to settle quickly into the role.  Interestingly, highlighting these 8 areas also makes the expectations clear.  When I was talking to colleagues in HR, one of our relatively new HR managers said to me "When you start in a new role, you don't know what it is that you don't know." That really stuck with me.
3.  We then prioritise what's most helpful for the next few months – it's all about tapping into existing resources.  It could be matching them with a mentor, suggesting online modules, sessions, or something to support completing appraisals if it's that time of year.  The key thing is that we effectively curate what will be most useful, but they have total ownership of what they choose to do.  Equally, if we find that there's a gap in our offer, can we put something in place for an individual colleague? Or are we noticing that several new managers would benefit from specific activities or resources?  Hopefully, this will be the beginning or continuation of positive relationships, so they'll be able to check in with us again as they develop in their role.



Our key learning so far…
It's helpful to check the story behind 
the monthly reports!

Having a system to track self-
assessment scores and other key 
information has been a real benefit.

The new managers welcome the 
opportunity for a one-to-one 
development conversation.

Presenter Notes
Presentation Notes
1.  There can be some anomalies in the reporting.  My very first conversation was with an academic.  He started by saying to me 'Perhaps I should tell you that although I just have one research assistant now, I've previously line managed 27 people at Leeds Beckett!"  I asked if he still wanted to have the conversation, and he did.  At the end he said he'd found it a really useful refresher of what the manager's role entails at Leeds Beckett, and he wished he'd had a conversation like this when he originally began line managing so many people.  But I did feel that was a bit of a curve ball!
2.  We've set up a spreadsheet which our OD administrators manage.  
3.  The response so far has been really positive, with new managers saying they feel 'more normal' when they don't know things.  A couple of new managers haven't engaged, and that's fine.  We've sent a reminder and then left it at that, just telling the appropriate Business Partner, so everything is joined up.  I've definitely enjoyed the conversations I've had, and it does feel like a purposeful way to build rapport and develop relationships.
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