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Working with people
Develop productive working relationships  
with colleagues

Unit Summary

What is the unit about?
This unit is about developing working relationships  
with colleagues, within your own organisation and 
within other organisations, that are productive in terms 
of supporting and delivering your work and that of the 
overall organisation.

‘Colleagues’ are any people you are expected to work 
with, whether they are at a similar position or in other 
positions, including your manager. 

Who is the unit for?
The unit is recommended for team leaders and first  
line managers.

Links to other units
This unit is linked to all other units in the overall suite of 
National Occupational Standards for Management and 
Leadership where developing productive relationships 
with colleagues may be required. 

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in developing productive working relationships 
with colleagues. These skills are explicit/implicit in 
the detailed content of the unit and are listed here as 
additional information.

Communicating��

Managing conflict ��

Empathising��

Networking��

Information management��

Leading by example��

Valuing and supporting others��

Involving others��

Providing feedback��

Obtaining feedback��

Stress management��

Prioritising��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Establish working relationships with all colleagues 
who are relevant to the work being carried out.

2.	� Recognise, agree and respect the roles and 
responsibilities of colleagues and, particularly  
in situations of matrix management, their  
managers’ requirements. 

3.	� Understand and take account of the priorities, 
expectations and authority of colleagues in  
decisions and actions.

4.	� Create an environment of trust and mutual respect 
where you have no authority, or shared authority, over 
those you are working with.

5.	� Understand difficult situations and issues from your 
colleague’s perspective and provide support, where 
necessary, to move things forward. 

6.	� Fulfil agreements made with colleagues and let  
them know.

7.	� Advise colleagues promptly of any difficulties or where 
it will be impossible to fulfil agreements.

8.	� Identify and sort out conflicts of interest and 
disagreements with colleagues in ways that minimise 
damage to work being carried out.

9.	� Exchange information and resources with colleagues 
to make sure that all parties can work effectively.

10.	�Provide feedback to colleagues on their performance 
and seek feedback from colleagues on your own 
performance in order to identify areas for improvement. 

Behaviours which underpin 
effective performance
1.	� You present information clearly, concisely, accurately 

and in ways that promote understanding.

2.	� You seek to understand people’s needs and 
motivations.

3.	� You make time available to support others.

4.	� You clearly agree what is expected of others and  
hold them to account.

5.	� You work to develop an atmosphere of 
professionalism and mutual support.

6.	� You model behaviour that shows respect, helpfulness 
and co-operation.

7.	� You keep promises and honour commitments.

8.	� You consider the impact of your own actions  
on others.

9.	� You say no to unreasonable requests.

10.	�You show respect for the views and actions of others.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The benefits of developing productive working 

relationships with colleagues.

2.	� The importance of creating an environment of trust 
and mutual respect where you have no authority, or 
shared authority, over those you are working with.

3.	� The importance of understanding difficult situations 
and issues from your colleague’s perspective  
and providing support, where necessary, to move  
things forward.
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4.	� Principles of effective communication and how to 
apply them in order to communicate effectively  
with colleagues.

5.	� How to identify disagreements with colleagues and 
the techniques for sorting them out.

6.	� How to identify conflicts of interest with colleagues 
and the measures that can be used to manage or 
remove them.

7.	� How to take account of diversity and inclusion issues 
when developing working relationships with colleagues.

8.	� The importance of exchanging information and 
resources with colleagues.

9.	� How to get and make use of feedback on your 
performance from colleagues. 

10.	�How to provide colleagues with useful feedback on 
their performance.

Industry/sector specific knowledge  
and understanding
1.	� Regulations and codes of practice that apply in the 

industry or sector.

2.	� Standards of behaviour and performance in the 
industry or sector.

3.	� Working culture of the industry or sector.

Context specific knowledge  
and understanding
1.	� Current and future work being carried out.

2.	� Colleagues who are relevant to the work being carried 
out, their work roles and responsibilities.

3.	� Processes within the organisation for making decisions.

4.	� Line management responsibilities and relationships 
within the organisation.

5.	� The organisation’s values and culture.

6.	� Power, influence and politics within the organisation.

7.	� Standards of behaviour and performance expected in 
the organisation.

8.	� Information and resources that different colleagues 
might need. 

9.	� Agreements with colleagues.
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Working with people
Develop productive working relationships with colleagues 
and stakeholders

Unit Summary

What is the unit about?
This unit is about developing productive working 
relationships with colleagues, within your own 
organisation and within other organisations with which 
your organisation works, and with identified stakeholders. 

It involves being aware of the roles, responsibilities, 
interests and concerns of colleagues and stakeholders 
and working with and supporting them in various ways. 
The need to monitor and review the effectiveness of 
working relationships with colleagues and stakeholders  
is also a key requirement of this unit. 

‘Colleagues’ are any people you are expected to work 
with, whether they are at a similar position or in other 
positions in terms of level of responsibility, including  
your manager. 

For the purposes of this unit, ‘stakeholder’ refers to 
individuals or organisations that have a material, legal 
or political interest in or who may be affected by the 
activities and performance of your organisation. 

Who is the unit for?
The unit is recommended for middle managers and  
senior managers.

Links to other units
This unit is closely linked to units A3. Develop your 
personal networks, B2. Map the environment in which 
your organisation operates, D1. Develop productive 
working relationships with colleagues, D6. Allocate 
and monitor the progress and quality of work in your 
area of responsibility and E14. Support team and virtual 
working in the overall suite of National Occupational 
Standards for Management and Leadership. 

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in developing productive working relationships 
with colleagues and stakeholders. These skills are 
explicit/implicit in the detailed content of the unit and are 
listed here as additional information.

Balancing competing needs and interest��

Communicating��

Consulting��

Empathising��

Information management��

Leadership��

Managing conflict��

Monitoring��

Networking��

Obtaining feedback��

Presenting information��

Prioritising��

Providing feedback��

Problem-solving��

Reviewing��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Identify stakeholders and the background to 
and nature of their interest in the activities and 
performance of the organisation.

2.	� Establish working relationships with relevant 
colleagues and stakeholders.

3.	� Recognise and respect the roles, responsibilities, 
interests and concerns of colleagues and 
stakeholders and, particularly in situations of matrix 
management, their managers’ requirements.

4.	� Create an environment of trust and mutual respect 
where you have no authority, or shared authority, over 
those you are working with.

5.	� Understand difficult situations and issues from your 
colleague’s perspective and provide support, where 
necessary, to move things forward.

6.	� Provide colleagues and stakeholders with  
appropriate information to enable them to  
perform effectively. 

7.	� Consult colleagues and stakeholders in relation to 
key decisions and activities and take account of their 
views, including their priorities, expectations and 
attitudes to potential risks.

8.	� Fulfil agreements made with colleagues and 
stakeholders and let them know.

9.	� Advise colleagues and stakeholders promptly of  
any difficulties or where it will be impossible to  
fulfil agreements.

10.	�Identify and sort out conflicts of interest and 
disagreements with colleagues and stakeholders in 
ways that minimise damage to work and activities  
and to the individuals and organisations involved.

11.	�Monitor and review the effectiveness of working 
relationships with colleagues and stakeholders, 
seeking and providing feedback, in order to identify 
areas for improvement.

12.	�Monitor wider developments in order to identify issues 
of potential interest or concern to stakeholders in the 
future and to identify new stakeholders. 
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Behaviours which underpin 
effective performance
1.	� You present information clearly, concisely, accurately 

and in ways that promote understanding.

2.	� You show respect for the views and actions of others.

3.	� You seek to understand people’s needs and 
motivations.

4.	� You comply with and ensure others comply with legal 
requirements, industry regulations, organisational 
policies and professional codes.

5.	� You create a sense of common purpose.

6.	� You work towards win-win solutions.

7.	� You show sensitivity to internal and external politics 
that impact on your area of work. 

8.	� You keep promises and honour commitments.

9.	� You consider the impact of your own actions  
on others.

10.	�You use communication styles that are appropriate  
to different people and situations.

11.	�You work to develop an atmosphere of 
professionalism and mutual support.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The benefits of developing productive working 

relationships with colleagues and stakeholders. 

2.	� Different types of stakeholder and key principles 
which underpin the ‘stakeholder’ concept.

3.	� How to identify your organisation’s stakeholders, 
including background information and the nature of 
their interest in your organisation. 

4.	� Principles of effective communication and how to 
apply them in order to communicate effectively with 
colleagues and stakeholders.

5.	� Why it is important to recognise and respect the roles, 
responsibilities, interests and concerns of colleagues 
and stakeholders. 

6.	� The importance of creating an environment of trust 
and mutual respect where you have no authority, or 
shared authority, over those you are working with.

7.	� The importance of understanding difficult situations and 
issues from your colleague’s perspective and providing 
support, where necessary, to move things forward.

8.	� How to identify and meet the information needs of 
colleagues and stakeholders.

9.	� What information it is appropriate to provide to 
colleagues and stakeholders and the factors that  
need to be taken into consideration.

10.	�How to consult with colleagues and stakeholders in 
relation to key decisions and activities.

11.	�The importance of taking account, and being seen 
to take account, of the views of colleagues and 
stakeholders, particularly in relation to their priorities, 
expectations and attitudes to potential risks.

12.	�Why communication with colleagues and stakeholders 
on fulfilment of agreements or any problems affecting 
or preventing fulfilment is important. 

13.	�How to identify conflicts of interest with colleagues 
and stakeholders and the techniques that can be used 
to manage or remove them. 

14.	�How to identify disagreements with colleagues and 
stakeholders and the techniques for sorting them out.

15.	�The damage that conflicts of interest and 
disagreements with colleagues and stakeholders can 
cause to individuals and organisations. 

16.	�How to take account of diversity and inclusion 
issues when developing working relationships with 
colleagues and stakeholders.

17.	�How to recognise and take account of political issues 
when dealing with colleagues and stakeholders.

18.	�How to manage the expectations of colleagues  
and stakeholders.

19.	�How to monitor and review the effectiveness of working 
relationships with colleagues and stakeholders.

20.	�How to get and make effective use of feedback on the 
effectiveness of working relationships from colleagues 
and stakeholders. 

21.	�How to provide colleagues and stakeholders with 
useful feedback on the effectiveness of working 
relationships.

22.	�The importance of monitoring wider developments in 
relation to stakeholders and how to do so effectively.

Industry/sector specific knowledge  
and understanding
1.	� Current and emerging political, economic, social, 

technological, environmental and legal developments 
in the industry or sector. 

2.	� Sector-specific legislation, regulations, guidelines and 
codes of practice.

3.	� Standards of behaviour and performance in the 
industry or sector.

4.	� The culture of the industry or sector.

5.	� Developments, issues and concerns of importance to 
stakeholders in the industry or sector.

Context specific knowledge  
and understanding
1.	� The vision, values, objectives, plans, structure and 

culture of your organisation.
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2.	� Relevant colleagues, their work roles and 
responsibilities. 

3.	� Identified stakeholders, their background and interest 
in the activities and performance of the organisation. 

4.	� Agreements with colleagues and stakeholders.

5.	� The identified information needs of colleagues  
and stakeholders.

6.	� Mechanisms for consulting with colleagues and 
stakeholders on key decisions and activities.

7.	� The organisation’s planning and decision-making 
processes.

8.	� Mechanisms for communicating with colleagues  
and stakeholders.

9.	� Power, influence and politics within the organisation.

10.	�Standards of behaviour and performance that are 
expected in the organisation. 

11.	�Mechanisms in place for monitoring and reviewing  
the effectiveness of working relationships with 
colleagues and stakeholders.
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Working with people
Recruit, select and keep colleagues

Unit Summary

What is the unit about?
This unit is mainly about recruiting and selecting  
people to undertake identified activities or work roles 
within your area of responsibility. It involves taking a  
fair and objective approach to recruitment and selection 
to ensure that individuals with the required skills,  
knowledge and understanding, and who are likely to 
perform effectively, are appointed. 

As recruitment and selection can be expensive and  
time-consuming activities, the unit also involves taking 
action to understand why colleagues are leaving and 
taking action to keep colleagues. 

Whilst you would be expected to draw on the expertise 
of personnel specialists, you are not expected to be a 
personnel specialist yourself. 

For the purposes of this unit, ‘colleagues’ means those 
people for whom you have line management responsibility.

Who is the unit for?
The unit is recommended for first line managers and 
middle managers.

Links to other units
This unit is closely linked to unit D4. Plan the workforce, 
D7. Provide learning opportunities for colleagues and 
D9. Build and manage teams in the overall suite of 
National Occupational Standards for Management and 
Leadership. 

If your organisation is a small firm, you should look at 
unit J4 Recruit staff, which has been developed by the 
Small Firms Enterprise and Development Initiative (SFEDI) 
specifically for small firms and which may be more 
suitable to your needs. You can obtain information on 
the unit from SFEDI on tel. 0114 241 2155 or the SFEDI 
website (www.sfedi.co.uk).

Skills
Listed below are the main generic ‘skills’ that need  
to be applied in recruiting, selecting and keeping 
colleagues. These skills are explicit/implicit in the  
detailed content of the unit and are listed here as 
additional information.

Communicating��

Consulting��

Decision-making��

Information management��

Interviewing��

Negotiating��

Obtaining feedback��

Planning��

Problem-solving��

Reviewing��

Team-building��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Talk with colleagues who are leaving your area of 
responsibility to identify and discuss their reasons  
for leaving.

2.	� Identify ways of addressing staff turnover problems, 
implementing those which clearly fall within your 
authority and communicating others to the relevant 
people for consideration. 

3.	� Review, on a regular basis, the work required in 
your area of responsibility, identifying any shortfall 
in the number of colleagues and/or the pool of skills 
knowledge, understanding and experience.

4.	� Identify and review the options for addressing any 
identified shortfalls and decide on the best option(s)  
to follow. 

5.	� Consult with others to produce or update job 
descriptions and person specifications where there  
is a clear need to recruit.

6.	� Consult with others to discuss and agree stages in 
the recruitment and selection process for identified 
vacancies, the methods that will be used, the 
associated timings and who is going to be involved. 

7.	� Ensure that any information on vacancies is  
fair, clear and accurate before it goes to  
potential applicants. 

8.	� Seek and make use of specialist expertise in relation 
to recruiting, selecting and keeping colleagues.

9.	� Ensure that the skills needed by applicants to 
succeed in the recruitment process are no more than 
are required to perform the job

10.	�Participate in the recruitment and selection process, 
as agreed, making sure that the process is fair, 
consistent and effective.

11.	�Make sure that applicants who are offered positions 
are likely to be able to perform effectively and work 
with their new colleagues.

12.	�Judge whether the recruitment and selection process 
has been successful in relation to recent appointments 
in your area and identify any areas for improvements. 
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Behaviours which underpin 
effective performance
1.	� You recognise the opportunities presented by the 

diversity of people. 

2.	� You work to turn unexpected events into opportunities 
rather than threats. 

3.	� You try out new ways of working. 

4.	� You identify people’s information needs.

5.	� You seek to understand people’s needs and motivations.

6.	� You comply with, and ensure others comply with, legal 
requirements, industry regulations, organisational 
policies and professional codes.

7.	� You take and implement difficult and/or unpopular 
decisions, if necessary.

8.	� You act within the limits of your authority.

9.	� You show integrity, fairness and consistency in 
decision-making.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� Why it is important to identify and understand why 

colleagues are leaving and how to do so constructively 
and sensitively.

2.	� The types of reasons colleagues might give for leaving. 

3.	� How to measure staff turnover. 

4.	� The causes and effects of high and low staff turnover.

5.	� Measures which can be undertaken to address staff 
turnover problems.

6.	� How to review the workload in your area in order  
to identify shortfalls in the number of colleagues  
and/or the pool of skills, knowledge, understanding 
and experience.

7.	� How to identify actual skills and avoid stereotyping 
with regard to skills levels and work ethics.

8.	� Different options for addressing identified shortfalls 
and their associated advantages and disadvantages.

9.	� What job descriptions and person specifications 
should cover and why it is important to consult with 
others in producing or updating them. 

10.	�Different stages in the recruitment and selection 
process and why it is important to consult with  
others on the stages, recruitment and selection 
methods to be used, associated timings and who  
is going to be involved.

11.	�Different recruitment and selection methods and their 
associated advantages and disadvantages. 

12.	�Why it is important to give fair, clear and accurate 
information on vacancies to potential applicants. 

13.	�How cultural differences in language, body language, 
tone of voice and dress can differ from expectations. 

14.	�How to judge whether applicants meet the stated 
requirements of the vacancy.

15.	�Sources of specialist expertise in relation to 
recruitment, selection and retention.

16.	�How to take account of equality, diversity and 
inclusion issues, including legislation and any relevant 
codes of practice, when recruiting and selecting 
people and keeping colleagues.

17.	�How to review the effectiveness of recruitment and 
selection in your area.

Industry/sector specific knowledge  
and understanding
1.	� Turnover rates within similar organisations in the 

industry/sector. 

2.	� Recruitment, selection and retention issues and 
specific initiatives and arrangements within the 
industry/sector.

3.	� Working culture and practices of the industry/sector.

Context specific knowledge  
and understanding
1.	� Current people resources available to your area, 

including skills, knowledge, understanding and 
experience of colleagues.

2.	� Work requirements in your area.

3	� Agreed operational plans and changes in your area.

4.	� The staff turnover rate in your area.

5.	� Job descriptions and person specifications for 
confirmed vacancies.

6.	� Local employment market conditions.

7.	� The organisation’s structure, values and culture.

8.	� Employment policies and practices within the 
organisation – including recruitment, selection, induction, 
development, promotion, retention, redundancy, 
dismissal, pay and other terms and conditions. 

9.	 �Sources of specialist expertise in relation to recruitment, 
selection and retention used by your organisation.
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Working with people
Plan the workforce

Unit Summary

What is the unit about?
This unit is about taking a lead in identifying the 
workforce requirements of your organisation and how 
these will be satisfied. It involves considering the strategic 
objectives and plans of the organisation to decide 
whether the workforce should be expanded, maintained 
or contracted. 

It also involves considering whether there is an 
appropriate mix of people to achieve the organisation’s 
objectives, and whether any problems with this can 
be sorted out by recruiting staff, moving staff to other 
positions or making staff redundant. 

‘Workforce’ covers any person who works for the 
organisation. Colleagues do not have to be directly 
employed as there is a wide range of contractual 
arrangements which could be used to provide the people 
the organisation needs, and part of the planning process 
is to decide how this is managed.

For the purposes of this unit, an ‘organisation’ can  
mean a self-contained entity such as a private sector 
company, a charity or a local authority, or a significant 
operating unit, with a relative degree of autonomy,  
within a larger organisation. 

Who is the unit for?
The unit is recommended for senior managers. 

Links to other units
This unit is closely linked to units B3. Develop a strategic 
business plan for your organisation, B4. Put the 
strategic business plan into action and D3. Recruit, 
select and keep colleagues in the overall suite  
of National Occupational Standards for Management  
and Leadership. 

If your organisation is a small firm, you should look at 
unit J1 Review your staffing, which has been developed 
by the Small Firms Enterprise and Development Initiative 
(SFEDI) specifically for small firms and which may be 
more suitable to your needs. You can obtain information 
on the unit from SFEDI on tel. 0114 241 2155 or at the 
SFEDI website (www.sfedi.co.uk).

Skills
Listed below are the main generic ‘skills’ that need to 
be applied in planning the workforce. These skills are 
explicit/implicit in the detailed content of the unit and are 
listed here as additional information.

Analysing ��

Balancing competing needs and interests��

Communicating��

Contingency-planning��

Decision-making��

Evaluating ��

Information management��

Monitoring��

Planning��

Prioritising��

Thinking creatively��

Thinking strategically��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Evaluate the organisation’s strategic objectives and 
associated plans to obtain information needed for 
workforce planning purposes and identify any key 
issues for further consideration.

2.	� Identify the type of skills, knowledge, understanding 
and experience required to undertake current and 
planned organisational activities. 

3.	� Review capacity and capability of the current 
workforce to meet identified skills, knowledge, 
understanding and experience requirements. 

4.	� Seek and make use of specialist expertise to assist in 
workforce planning activities, as necessary.

5.	� Specify workforce requirements that are capable of 
achieving the organisation’s objectives.

6.	� Make sure that the organisation has a diverse 
workforce which provides a suitable mix of people to 
achieve its objectives.

7.	� Make sure the cultural needs and requirements of 
your workforce are considered to maximise efficiency 
for the organisation.

8.	 �Develop plans that meet the organisation’s long, 
medium, and short-term requirements, making best use 
of people from inside and from outside the organisation.

9.	� Ensure a mix of full-time, part-time, temporary and 
contractual workers appropriate to the needs of  
the organisation.

10.	�Make sure that resources needed to recruit, keep and 
redeploy people are available.

11.	�Make sure that plans incorporate contingency 
arrangements to deal with unforeseen circumstances 
and maintain business continuity. 

12.	�Communicate workforce plans to relevant people  
for information. 
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Behaviours which underpin 
effective performance
1.	� You recognise the opportunities presented by the 

diversity of people.

2.	� You are vigilant for potential risks.

3.	� You identify systemic issues and trends and recognise 
their effect on current and future work.

4.	� You anticipate likely future scenarios based on 
realistic analysis of trends and developments.

5.	� You take decisions in uncertain situations or based on 
incomplete information when necessary.

6.	� You take and implement difficult and/or unpopular 
decisions, if necessary.

7.	� You work towards a clearly defined vision of the future.

8.	� You use communication styles that are appropriate to 
different people and situations.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� What an effective workforce plan should cover.

2.	� The information required to undertake workforce 
planning.

3.	� Sources of specialist expertise in relation to workforce 
planning and how to make use of them.

4.	� Legislation and requirements relating to employment, 
workers’ welfare and rights, equality and health  
and safety.

5.	� How to take account of equality, diversity and 
inclusion issues in workforce planning.

6.	 �Strategies and/or services which need to be in place for 
when people leave, including redundancy counselling.

7.	� The importance of putting contingency arrangements 
in place and how to do so effectively.

8.	� How a multicultural and international workforce can 
benefit the organisation.

9.	� The different ways in which workforce requirements 
can be met, their advantages and disadvantages, 
costs and benefits.

Industry/sector specific knowledge  
and understanding
1.	� Types of employment agreements typically used 

within the industry/sector.

2.	� Patterns for employing, recruiting, and keeping people 
in the industry/sector.

3.	� Trends and developments in the sector which are 
relevant to workforce planning.

4.	� Legislation, regulations and codes of practice that 
apply in the industry/sector.

5.	� Working culture and practices of the industry/sector.

Context specific knowledge  
and understanding
1.	� The organisation’s vision, strategic objectives and 

associated plans, structure, values and culture. 

2.	� Employment agreements with people working in and 
for the organisation.

3.	� The capacity and capability of the current workforce.

4.	� The diversity of the organisation’s workforce.

5.	� Factors affecting workforce planning in the organisation. 

6.	� Local employment market conditions.

7.	� Employment policies and practices within the 
organisation – including recruitment, selection, induction, 
development, promotion, retention, redundancy, 
dismissal, pay and other terms and conditions. 
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Working with people
Allocate and check work in your team

Unit Summary

What is the unit about?
This unit is about ensuring that the work required of your 
team is effectively and fairly allocated amongst team 
members. It also involves checking on the progress and 
quality of the work of team members to ensure that the 
required level or standard or performance is being met.

Who is the unit for?
The unit is recommended for team leaders.

Links to other units
This unit is linked to units B5. Provide leadership 
for your team, D1. Develop productive working 
relationships with colleagues, D6 Allocate and 
monitor the progress and quality of work in your area 
of responsibility, D7. Provide learning opportunities 
for colleagues and D8. Help team members address 
problems affecting their performance in the overall suite 
of National Occupational Standards for Management and 
Leadership.

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in allocating and checking work in your team. 
These skills are explicit/implicit in the detailed content of 
the unit and are listed here as additional information.

Communicating ��

Providing feedback��

Planning��

Reviewing ��

Motivating��

Valuing and supporting others��

Problem-solving��

Monitoring��

Decision-making��

Prioritising��

Team-building��

Managing conflict��

Information management��

Leadership��

Coaching��

Delegating��

Setting objectives��

Stress management��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Confirm the work required of the team with your 
manager and seek clarification, where necessary, on 
any outstanding points and issues.

2.	� Plan how the team will undertake its work, identifying 

any priorities or critical activities and making best use 
of the available resources.

3.	� Allocate work to team members on a fair basis  
taking account of their skills, knowledge and 
understanding, experience and workloads and the 
opportunity for development.

4.	� Brief team members on the work they have been 
allocated and the standard or level of expected 
performance. 

5.	� Recognise and seek to find out about differences 
in expectations and working methods of any team 
members from a different country or culture and 
promote ways of working that take account of their 
expectations and maximise productivity.

6.	� Encourage team members to ask questions, make 
suggestions and seek clarification in relation to the 
work they have been allocated.

7.	� Check the progress and quality of the work of team 
members on a regular and fair basis against the 
standard or level of expected performance and 
provide prompt and constructive feedback.

8.	� Support team members in identifying and dealing with 
problems and unforeseen events.

9.	� Motivate team members to complete the work they 
have been allocated and provide, where requested 
and where possible, any additional support and/or 
resources to help completion. 

10.	�Monitor the team for conflict, identifying the  
cause(s) when it occurs and dealing with it promptly 
and effectively.

11.	�Identify unacceptable or poor performance, 
discuss the cause(s) and agree ways of improving 
performance with team members. 

12.	�Recognise successful completion of significant pieces 
of work or work activities by team members and the 
overall team and advise your manager. 

13.	�Use information collected on the performance of team 
members in any formal appraisal of performance.

Behaviours which underpin 
effective performance
1.	� You make time available to support others.

2.	� You clearly agree what is expected of others and hold 
them to account.

3.	� You prioritise objectives and plan work to make best 
use of time and resources.

4.	� You state your own position and views clearly and 
confidently in conflict situations.

5.	� You show integrity, fairness and consistency in 
decision-making.

6.	� You seek to understand people’s needs and motivations.

7.	� You take pride in delivering high quality work.
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8.	� You take personal responsibility for making  

things happen.

9.	� You encourage and support others to make the best 
use of their abilities.

10.	�You are vigilant for possible risks and hazards.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� Different ways of communicating effectively with 

members of a team.

2.	� The importance of confirming/clarifying the work 
required of the team with your manager and how to 
do this effectively.

3.	� How to plan the work of a team, including how to 
identify any priorities or critical activities and the 
available resources. 

4.	� How to identify sustainable resources and ensure their 
effective use when planning the work of a team.

5.	� How to identify and take due account of health  
and safety issues in the planning, allocation and 
checking of work.

6.	� Why it is important to allocate work across the team 
on a fair basis and how to do so.

7.	� Why it is important to brief team members on the 
work they have been allocated and the standard or 
level of expected performance and how to do so.

8.	� The values, ethics, beliefs, faith, cultural conventions, 
perceptions and expectations of any team members 
from a different country or culture and how your own 
values, ethics, beliefs, faith, cultural conventions, 
perceptions, expectations, use of language, tone of 
voice and body language may appear to them.

9.	� Ways of encouraging team members to ask questions 
and/or seek clarification and make suggestions in 
relation to the work which they have been allocated.

10.	�Effective ways of regularly and fairly checking the 
progress and quality of the work of team members. 

11.	�How to provide prompt and constructive feedback to 
team members.

12.	�How to select and apply a limited range of different 
methods for motivating, supporting and encouraging 
team members to complete the work they have been 
allocated and improve their performance, and for 
recognising their achievements. 

13.	�The additional support and/or resources which team 
members might require to help them complete their 
work and how to assist in providing this. 

14.	�Why it is important to monitor the team for conflict 
and how to identify the cause(s) of conflict when it 
occurs and deal with it promptly and effectively.

15.	�How to take account of diversity and inclusion issues 
when supporting and encouraging team members 
to complete the work they have been allocated.16.	
�Why it is important to identify unacceptable or poor 
performance by members of the team and how to 
discuss the cause(s) and agree ways of improving 
performance with team members.

17.	�The type of problems and unforeseen events that  
may occur and how to support team members in 
dealing with them.

18.	�How to log information on the ongoing performance 
of team members and use this information for 
performance appraisal purposes.

Industry/sector specific knowledge  
and understanding
1.	� Industry/sector specific legislation, regulations, 

guidelines, codes of practice relating to carrying  
out work. 

2.	� Industry/sector requirements for the development or 
maintenance of knowledge, understanding and skills.

Context specific knowledge  
and understanding

1.	� The members, purpose and objectives of your team.

2.	� The work required of your team.

3.	� The available resources for undertaking the  
required work.

4.	� The organisation’s written health and safety  
policy statement and associated information  
and requirements.

5.	� Your team’s plan for undertaking the required work.

6.	� The skills, knowledge and understanding, experience 
and workloads of team members. 

7.	� Your organisation’s policy and procedures in terms of 
personal development. 

8.	� Reporting lines in the organisation and the limits of 
your authority.

9.	� Organisational standards or levels of expected 
performance.

10.	�Organisational policies and procedures for dealing 
with poor performance.

11.	�Organisational grievance and disciplinary policies  
and procedures.

12.	�Organisational performance appraisal systems.
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Working with people
Allocate and monitor the progress and quality of work  
in your area of responsibility

Unit Summary

What is the unit about?
This unit is about ensuring that the work required in your 
area of responsibility is effectively planned and fairly 
allocated to individuals and/or teams. It also involves 
monitoring the progress and quality of the work of 
individuals and/or teams to ensure that the required level 
or standard of performance is being met and reviewing 
and updating plans of work in the light of developments.

The ‘area of responsibility’ may be, for example, a branch 
or department or functional area or an operating site 
within an organisation.

Who is the unit for?
The unit is recommended for first line managers and 
middle managers.

Links to other units
This unit is linked to all other units in the overall suite of 
National Occupational Standards for Management and 
Leadership where work must be allocated and progress 
and quality must be monitored.

If your organisation is a small firm, you should look at unit 
K1 Make sure your staff can do their work, which has been 
developed by the Small Firms Enterprise and Development 
Initiative (SFEDI) specifically for small firms and which may 
be more suitable to your needs. You can obtain information 
on the unit from SFEDI on tel. 0114 241 2155 or at the 
SFEDI website (www.sfedi.co.uk). 

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in allocating and monitoring the progress and 
quality of work in your area of responsibility. These skills 
are explicit/implicit in the detailed content of the unit and 
are listed here as additional information.

Communicating��

Consulting��

Decision-making��

Delegating��

Information management��

Leadership��

Managing conflict��

Monitoring��

Motivating��

Planning��

Problem-solving��

Providing feedback��

Prioritising��

Reviewing ��

Setting objectives ��

Stress management ��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Confirm the work required in your area of responsibility 
with your manager and seek clarification, where 
necessary, on any outstanding points and issues.

2.	� Plan how the work will be undertaken, seeking views 
from people in your area of responsibility, identifying 
any priorities or critical activities and making best use 
of the available resources.

3.	� Ensure that work is allocated to individuals and/
or teams on a fair basis taking account of skills, 
knowledge and understanding, experience and 
workloads and the opportunity for development.

4.	� Ensure that individuals and/or teams are briefed  
on allocated work, showing how it fits with the 
vision and objectives for the area and the overall 
organisation, and the standard or level of  
expected performance.

5.	� Recognise and seek to find out about differences 
in expectations and working methods of any team 
members from a different country or culture and 
promote ways of working that take account of their 
expectations and maximise productivity.

6.	� Encourage individuals and/or team members to ask 
questions, make suggestions and seek clarification in 
relation to allocated work. 

7.	� Monitor the progress and quality of the work of 
individuals and/or teams on a regular and fair basis 
against the standard or level of expected performance 
and provide prompt and constructive feedback. 

8.	� Support individuals and/or teams in identifying and 
dealing with problems and unforeseen events.

9.	� Motivate individual and/or teams to complete the 
work they have been allocated and provide, where 
requested and where possible, any additional support 
and/or resources to help completion. 

10.	�Monitor your area for conflict, identifying the  
cause(s) when it occurs and dealing with it promptly 
and effectively.

11.	�Identify unacceptable or poor performance, 
discuss the cause(s) and agree ways of improving 
performance with individuals and/or teams. 

12.	�Recognise successful completion of significant pieces 
of work or work activities by individuals and/or teams.

13.	�Use information collected on the performance of 
individuals and/or teams in any formal appraisals  
of performance.

14.	�Review and update plans of work for your area, clearly 
communicating any changes to those affected. 
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Behaviours which underpin 
effective performance
1.	� You recognise changes in circumstances promptly 

and adjust plans and activities accordingly.

2.	� You prioritise objectives and plan work to make best 
use of time and resources.

3.	� You make time available to support others.

4.	� You take personal responsibility for making 
 things happen.

5.	� You show an awareness of your own values, 
motivations and emotions.

6.	� You show integrity, fairness and consistency in 
decision-making. 

7.	� You clearly agree what is expected of others and  
hold them to account.

8.	� You seek to understand people’s needs and 
motivations.

9.	� You take pride in delivering high quality work. 

10.	�You are vigilant for possible risks and hazards.

11.	�You encourage and support others to make the  
best use of their abilities.

12.	�You use a range of leadership styles appropriate to 
different people and situations.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� How to select and successfully apply different 

methods for communicating with people across an 
area of responsibility.

2.	� The importance of confirming/clarifying the work 
required in your area of responsibility with your 
manager and how to do this effectively.

3.	 �How to identify and take due account of health and safety 
issues in the planning, allocation and monitoring of work. 

4.	� How to produce a plan of work for your area of 
responsibility, including how to identify any priorities 
or critical activities and the available resources. 

5.	� How to identify sustainable resources and ensure  
their effective use when planning the work for your 
area of responsibility.

6.	� The importance of seeking views from people working 
in your area and how to take account of their views in 
producing the plan of work.

7.	� The values, ethics, beliefs, faith, cultural conventions, 
perceptions and expectations of any team members 
from a different country or culture and how your own 
values, ethics, beliefs, faith, cultural conventions, 
perceptions, expectations, use of language, tone of 
voice and body language may appear to them.

8.	� Why it is important to allocate work to individuals and/

or teams on a fair basis and how to do so effectively. 

9.	� Why it is important that individuals and/or teams are 
briefed on allocated work and the standard or level of 
expected performance and how to do so effectively. 

10.	�The importance of showing individuals and/or teams 
how their work fits with the vision and objectives of 
the area and those of the organisation.

11.	�Ways of encouraging individuals and/or teams to ask 
questions and/or seek clarification in relation to the 
work which they have been allocated. 

12.	�Effective ways of regularly and fairly monitoring the 
progress and quality of work of individuals and/or teams 
against the standards or level of expected performance.

13.	�How to provide prompt and constructive feedback to 
individuals and/or teams.

14.	�Why it is important to monitor your area for conflict 
and how to identify the cause(s) of conflict when it 
occurs and deal with it promptly and effectively.

15.	�How to take account of diversity and inclusion issues 
when supporting and encouraging individuals and/or 
teams to complete the work they have been allocated.

16.	�Why it is important to identify unacceptable or poor 
performance by individuals and/or teams and how 
to discuss the cause(s) and agree ways of improving 
performance with them.

17.	�The type of problems and unforeseen events that may 
occur and how to support individuals and/or teams in 
dealing with them.

18.	�The additional support and/or resources which 
individuals and/or teams might require to help them 
complete their work and how to assist in providing this.

19.	�How to select and successfully apply different 
methods for encouraging, motivating and supporting 
individuals and/or teams to complete the work they 
have been allocated and improve their performance, 
and for recognising their achievements. 

20.	�How to log information on the ongoing performance of 
individuals and/or teams and use this information for 
formal performance appraisal purposes. 

21.	�The importance of reviewing and updating plans of 
work for your area in the light of developments, how 
to reallocate work and resources and how to clearly 
communicate the changes to those affected. 

Industry/sector specific knowledge  
and understanding
1.	� Industry/sector requirements for the development or 

maintenance of knowledge, understanding and skills. 

2.	� Industry/sector specific legislation, regulations, guidelines, 
codes of practice relating to carrying out work.
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Context specific knowledge  
and understanding

1.	� The individuals and/or teams in your area of 
responsibility.

2.	 �The vision and objectives for your area of responsibility.

3.	� The vision and objectives of the overall organisation. 

4.	� The work required in your area of responsibility.

5.	� The available resources for undertaking the  
required work.

6.	� The plan of work for your area of responsibility 

7.	� The organisation’s written health and safety  
policy statement and associated information  
and requirements.

8.	� Your organisation’s policy and procedures in terms  
of personal development.

9.	� Organisational standards or level of expected 
performance. 

10.	�Organisational policies and procedures for dealing 
with poor performance.

11.	�Organisational grievance and disciplinary policies  
and procedures.

12.	�Organisational performance appraisal systems.
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Working with people
Provide learning opportunities for colleagues

Unit Summary

What is the unit about?
This unit is about supporting colleagues in identifying 
their learning needs and helping to provide opportunities 
to address these needs.

Encouraging colleagues to take responsibility for their 
own learning is an aspect of this unit as is your role in 
providing an ‘environment’, for example, in your team or 
area of responsibility, in which learning is valued. 

For the purposes of this unit, ‘colleagues’ means those 
people for whom you have line management responsibility.

Who is the unit for?
The unit is recommended for team leaders, first line 
managers, middle managers and senior managers. 

Links to other units
This unit is linked to units D3. Recruit, select and keep 
colleagues, D5. Allocate and check work in your  
team, D6. Allocate and monitor the progress and 
quality of work in your area of responsibility and  
D13. Support individuals to develop and maintain their 
performance in the overall suite of National Occupational 
Standards for Management and Leadership. 

If your organisation is a small firm, you should look at unit 
K1 Make sure your staff can do their work, which has been 
developed by the Small Firms Enterprise and Development 
Initiative (SFEDI) specifically for small firms and which may 
be more suitable to your needs. You can obtain information 
on the unit from SFEDI on tel. 0114 241 2155 or at the 
SFEDI website (www.sfedi.co.uk). 

Skills

Listed below are the main generic ‘skills’ that need to be 
applied in providing learning opportunities for colleagues. 
These skills are explicit/implicit in the  
detailed content of the unit and are listed here as 
additional information.

Coaching��

Communicating ��

Demonstrating��

Empowering ��

Information management ��

Leadership ��

Mentoring��

Motivating��

Prioritising��

Planning��

Providing feedback��

Reviewing��

Setting objectives��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Promote the benefits of learning to colleagues and 
make sure that their willingness and efforts to learn 
are recognised. 

2.	� Give colleagues fair, regular and useful feedback on 
their work performance, discussing and agreeing how 
they can improve.

3.	� Work with colleagues to identify and prioritise learning 
needs based on any gaps between the requirements 
of their work roles and their current knowledge, 
understanding and skills. 

4.	� Help colleagues to identify the learning style(s) or 
combination of styles which works best for them and 
ensure that these are taken into account in identifying 
and undertaking learning activities.

5.	� Work with colleagues to identify and obtain 
information on a range of possible learning activities 
to address identified learning needs.

6.	� Recognise and seek to find out about differences 
in expectations and working methods of any team 
members from a different country or culture and 
promote ways of working that take account of their 
expectations and maximise productivity.

7.	� Discuss and agree, with each colleague, a 
development plan which includes learning activities to 
be undertaken, the learning objectives to be achieved, 
the required resources and timescales. 

8.	� Work with colleagues to recognise and make use of 
unplanned learning opportunities.

9.	� Seek and make use of specialist expertise in relation 
to identifying and providing learning for colleagues.

10.	�Support colleagues in undertaking learning activities 
making sure any required resources are made available 
and making efforts to remove any obstacles to learning.

11.	�Evaluate, in discussion with each colleague, whether 
the learning activities they have undertaken have 
achieved the desired outcomes and provide positive 
feedback on the learning experience. 

12.	�Work with colleagues to update their development 
plan in the light of performance, any learning activities 
undertaken and any wider changes. 

13.	�Encourage colleagues to take responsibility for their 
own learning, including practising and reflecting on 
what they have learned.

Behaviours which underpin 
effective performance
1.	� You recognise the opportunities presented by the 

diversity of people.

2.	� You find practical ways to overcome barriers.

3.	� You make time available to support others.
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4.	� You seek to understand individuals’ needs, feelings and 

motivations and take an active interest in their concerns.

5.	� You encourage and support others to make the best 
use of their abilities.

6.	� You recognise the achievements and the success  
of others.

7.	� You inspire others with the excitement of learning.

8.	� You confront performance issues and sort them out 
directly with the people involved.

9.	� You say no to unreasonable requests.

10.	�You show integrity, fairness and consistency in 
decision-making.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The benefits of learning for individuals and 

organisations and how to promote these to colleagues.

2.	� Ways in which you can develop an ‘environment’ in 
which learning is valued and willingness and efforts to 
learn are recognised.

3.	� Why it is important to encourage colleagues to take 
responsibility for their own learning.

4.	� How to provide fair, regular and useful feedback to 
colleagues on their work performance.

5.	 �How to identify learning needs based on identified gaps 
between the requirements of colleagues’ work roles and 
their current knowledge, understanding and skills. 

6.	 �How the values, ethics, beliefs, faith, cultural 
conventions, perceptions and expectations of any 
people from other countries or cultures may impact on 
their personal development and learning.

7.	� How to prioritise learning needs of colleagues, 
including taking account of organisational needs and 
priorities and the personal and career development 
needs of colleagues.

8.	� The range of different learning styles and how to 
support colleagues in identifying the particular 
learning style(s) or combination of learning styles 
which works best for them.

9.	� Different types of learning activities, their advantages 
and disadvantages and the required resources (for 
example, time, fees, substitute staff).

10.	�How/where to identify and obtain information on 
different learning activities.

11.	�Why it is important for colleagues to have a written 
development plan and what it should contain (for 
example, identified learning needs, learning activities 
to be undertaken and the learning objectives to be 
achieved, timescales and required resources).

12.	�How to set learning objectives which are SMART 
(Specific, Measurable, Achievable, Realistic and  

Time-Bound).

13.	�Sources of specialist expertise in relation to identifying 
and providing learning for colleagues.

14.	�What type of support colleagues might need to 
undertake learning activities, the resources needed 
and the types of obstacles they may face and how 
they can be resolved.

15.	�How to evaluate whether a learning activity has 
achieved the desired learning objectives.

16.	�The importance of regularly reviewing and updating 
written development plans in the light of performance, 
any learning activities undertaken and any wider changes.

17.	�How to take account of equality legislation, any relevant 
codes of practice and general diversity and inclusion 
issues in providing learning opportunities for colleagues.

Industry/sector specific knowledge  
and understanding
1.	� Industry/sector requirements for the development or 

maintenance of knowledge, skills and understanding 
and professional development.

2.	� Learning issues and specific initiatives and 
arrangements that apply within the industry/sector.

3.	� Working culture and practices of the industry/sector.

Context specific knowledge  
and understanding
1.	� Relevant information on the purpose, objectives and 

plans of your team or area of responsibility or the 
wider organisation.

2.	� The work roles of colleagues, including the limits of 
their responsibilities and their personal work objectives. 

3.	� The current knowledge, understanding and skills  
of colleagues.

4.	� Identified gaps in the knowledge, understanding and 
skills of colleagues.

5.	� Identified learning needs of colleagues.

6.	� Learning style(s) or combinations of styles preferred 
by colleagues.

7.	� The written development plans of colleagues.

8.	� Sources of specialist expertise available in/to your 
organisation in relation to identifying and providing 
learning for colleagues.

9.	� Learning activities and resources available in/to  
your organisation.

10.	�Your organisation’s policies in relation to equality  
and diversity.

11.	�Your organisation’s policies and procedures in  
relation to learning.

12.	�Your organisation’s performance appraisal systems.
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Working with people
Help team members address problems  
affecting their performance

Unit Summary

What is the unit about?
This unit is about helping members of your team address 
problems affecting their performance. These may be 
work-related problems or problems arising from their 
personal circumstances. 

The unit involves identifying problems affecting people’s 
performance and discussing these in a timely way with 
the team members concerned to help them find a suitable 
solution to their problem. Sometimes you may need to 
refer the team member to specialist support services.

Who is the unit for?
The unit is recommended particularly for first line 
managers and middle managers.

Links to other units
This unit is linked to units B8. Ensure compliance with 
legal, regulatory, ethical and social requirements,  
D5. Allocate and check work in your team, D6. Allocate 
and monitor the progress and quality of work in your 
area of responsibility, D9. Build and manage teams, 
D10. Reduce and manage conflict in your team and 
D13. Support individuals to develop and maintain their 
performance in the overall suite of National Occupational 
Standards for Management and Leadership.

Skills
Listed below are the main generic ‘skills’ that need to 
be applied in helping team members address problems 
affecting their performance. These skills are explicit/
implicit in the detailed content of the unit and are listed 
here as additional information.

Acting assertively��

Communicating��

Consulting��

Decision-making��

Empathising��

Information management��

Managing conflict��

Monitoring��

Problem-solving��

Providing feedback��

Reviewing��

Setting objectives��

Team-building��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Give team members opportunities to approach you 
with problems affecting their performance.

2.	� Identify performance issues and bring these promptly 
to the attention of the team members concerned.

3.	� Discuss problems with team members at a time 
and place appropriate to the type, seriousness and 
complexity of the problem.

4.	� Gather and check information to accurately identify 
the problem and its cause.

5.	� Discuss the range of alternative courses of action and 
agree with the team member a timely and effective 
way of dealing with the problem.

6.	� Refer the team member to support services or 
specialists, where necessary.

7.	� Keep a confidential record of your discussions with team 
members about problems affecting their performance.

8.	� Ensure your actions are in line with your organisation’s 
policies for managing people.

Behaviours which underpin 
effective performance
1.	� You find practical ways to overcome barriers.

2.	� You show empathy with others’ needs, feelings and 
motivations and take an active interest in their concerns.

3.	� You make time available to support others.

4.	� You comply with, and ensure others comply with, legal 
requirements, industry regulations, organisational 
policies and professional codes.

5.	� You show integrity, fairness and consistency in 
decision-making.

6.	� You confront performance issues and resolve them 
directly with the people involved.

7.	� You keep confidential information secure.

8.	� You check the validity and reliability of information.

9.	� You identify the implications or consequences of  
a situation.

10.	�You take timely decisions that are realistic for  
the situation.
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Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The importance in giving team members opportunities to 

approach you with problems affecting their performance.

2.	� How to encourage team members to approach you 
with problems affecting their performance.

3.	� The importance of identifying performance issues and 
bringing these promptly to the attention of the team 
members concerned.

4.	� The importance of discussing problems with team 
members at a time and place appropriate to the type, 
seriousness and complexity of the problem.

5.	� How to gather and check the information you need to 
identify the problem and its cause.

6.	� The importance of identifying the problem accurately.

7.	� The range of alternative courses of action to deal with 
the problem.

8.	� The importance of discussing and agreeing with the 
team member a timely and effective way of dealing 
with the problem.

9.	� When to refer the team member to support services  
or specialists.

10.	�The importance of keeping a confidential record of 
your discussions with team members about problems 
affecting their performance, and how to do so.

11.	�The importance of ensuring your actions are in line 
with your organisation’s policies for managing people 
and their performance.

Industry/sector specific knowledge  
and understanding
1.	� Industry/sector requirements for helping team members 

address problems affecting their performance.

Context specific knowledge  
and understanding
1.	� The types of problems that your team members may 

encounter which can affect their performance.

2.	� Your role, responsibilities and limits of authority when 
dealing with team members’ problems.

3.	� The range of support services or specialists that exist 
inside and outside your organisation.

4.	� Your organisation’s policies for managing people and 
their performance.
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Working with people
Build and manage teams

Unit Summary

What is the unit about?
This unit is about building a team and managing it through 
its various stages of growth. It covers teams set up for a 
particular project or to carry out a specific task and also 
teams that are ongoing. It is equally relevant to cases 
where the manager has to set up the team from scratch 
and to those situations where the manager inherits an 
existing team and needs to help it to function effectively.

Who is the unit for?
The unit is recommended for any manager who is 
required to lead a team.

Links to other units
This unit is linked to units B5. Provide leadership 
for your team, D1. Develop productive working 
relationships with colleagues, D3. Recruit, select and 
keep colleagues, D8. Help team members address 
problems affecting their performance, D10. Reduce 
and manage conflict in your team and D13. Support 
individuals to develop and maintain their performance 
in the overall suite of National Occupational Standards for 
Management and Leadership.

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in building and managing teams. These skills are 
explicit/implicit in the detailed content of the unit and are 
listed here as additional information.

Acting assertively��

Communicating��

Decision-making��

Evaluating��

Involving others��

Leadership��

Monitoring ��

Motivating��

Obtaining feedback��

Problem-solving��

Providing feedback��

Setting objectives��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Clearly articulate the purpose of the team – what 
it has to achieve, and why a team rather than an 
individual approach is required.

2.	� Identify the diversity of expertise, knowledge, skills 
and attitudes required to achieve the team purpose.

3.	� Identify team members’ expertise, knowledge, skills and 
attitudes and agree their particular roles within the team.

4.	� Use team selection and development processes to 
develop any expertise, knowledge, skills and attitudes 
lacking in the team.

5.	� Agree with team members the behaviours that are 
likely to help the achievement of the team purpose 
and those that should be avoided because they are 
likely to hinder progress.

6.	� Help team members understand their unique 
contribution to the team, the contributions expected 
of fellow team members and how these complement 
and support each other.

7.	� Provide opportunities for team members to get to 
know each other’s strengths and weaknesses and 
build mutual respect and trust.

8.	� Allow time for the team to develop through its stages 
of growth.

9.	� Help the team seize opportunities presented by 
changes in the team composition and support the 
introduction of new team members.

10.	�Encourage team members to share problems with 
each other and solve these creatively together.

11.	�Encourage open communication between team 
members, including providing feedback designed to 
enhance the performance of fellow team members 
and the team as a whole.

12.	�Review the performance of the team at appropriate 
points and evaluate how well its purpose is  
being achieved.

13.	�Celebrate team and individual successes  
together, and acknowledge when things go wrong, 
before refocusing the team’s energy on achieving  
its purpose.

14.	�Disband the team if and when its purpose has been 
achieved and it is no longer required for other purposes.

Behaviours which underpin 
effective performance
1.	� You present information clearly, concisely, accurately 

and in ways that promote understanding.

2.	� You keep people informed of plans and developments.

3.	� You encourage and support others to make best use 
of their abilities.

4.	� You clearly agree what is expected of others and hold 
them to account.

5.	� You check individuals’ commitment to their roles in a 
specific course of action.

6.	� You create a sense of common purpose.

7.	� You articulate a vision that generates excitement, 
enthusiasm and commitment.
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8.	� You identify and work with people and organisations 

that can provide support for your work.

9.	� You work to develop an atmosphere of 
professionalism and mutual support.

10.	�You recognise when there are conflicts, acknowledge 
the feelings and views of all parties, and redirect 
people’s energy towards a common goal.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The principles of effective communication and how  

to apply them.

2.	� How to maximise communication when managing 
remote teams using communications technology 
(including instant messaging, virtual meetings, 
conference calls and internet/intranet forums for 
sharing knowledge).

3.	� How to identify the diversity of expertise, knowledge, 
skills and attitudes required to achieve the team purpose.

4.	� The importance of selecting team members with the 
required expertise, knowledge and skills and different 
personalities so they can play complementary roles 
within the team, and how to do so.

5.	� The importance of agreeing with team members the 
behaviours that are likely to help achievement of 
the team purpose and those that are likely to hinder 
progress and should be avoided. 

6.	� How to help team members to understand their 
unique contribution to the team purpose, the 
contributions expected of fellow team members and 
how these complement and support each other.

7.	� The importance of providing opportunities for team 
members to get to know each other’s strengths and 
weaknesses and build mutual respect and trust.

8.	� How to encourage team members to get to know 
each other’s strengths and weaknesses and build 
mutual respect and trust.

9.	� The importance of encouraging open communication 
between team members, and how to do so.

10.	�How to provide feedback to team members to 
enhance the performance of fellow team members 
and the team as a whole.

11.	�The importance of allowing time for the team to 
develop through its stages of growth (forming, 
storming, norming, performing), and how to do so.

12.	�The importance of celebrating team and individual 
successes together and commiserating together when 
things go wrong.

13.	�Ways of refocusing the team’s energy on achieving  
its purpose.

Industry/sector specific knowledge  
and understanding

1.	� Industry/sector requirements for building and 
managing teams.

Context specific knowledge  
and understanding
1.	� The purpose of the team and what has to be 

achieved. 

2.	� The required mix of expertise, knowledge and skills  
to achieve the team purpose.
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Working with people
Reduce and manage conflict in your team

Unit Summary

What is the unit about?
This unit is about managing conflicts between members 
of your team. It covers taking pre-emptive action to avoid 
conflicts occurring and working with team members to 
resolve problems when they emerge.

Who is the unit for?
The unit is recommended particularly for first line and 
middle managers.

Links to other units
This unit is linked to units B8. Ensure compliance with 
legal, regulatory, ethical and social requirements, 
D1. Develop productive working relationships 
with colleagues, D8. Help team members address 
problems affecting their performance and D9. Build 
and manage teams in the overall suite of National 
Occupational Standards for Management and Leadership.

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in managing conflict in your team. These skills are 
explicit/implicit in the detailed content of the unit and are 
listed here as additional information.

Communicating��

Empathising��

Evaluating��

Information management��

Managing conflict��

Monitoring��

Obtaining feedback��

Problem-solving��

Providing feedback��

Questioning��

Reviewing��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Communicate clearly to team members the standards 
of work and behaviour expected of them.

2.	� Help team members understand how the roles of 
different team members interface, complement and 
support each other.

3.	� Identify and address any issues with organisational 
structures, systems or procedures that are likely to 
give rise to conflict.

4.	� Identify potential conflicts between team members 
and take pre-emptive action to avoid these.

5.	� Encourage team members to resolve their own 
problems and conflicts amongst themselves.

6.	� Take prompt action to deal with conflicts when the 
team members concerned are not able to resolve the 
conflicts themselves.

7.	� Acknowledge and show respect for team members’ 
emotions regarding the conflict and seek to manage 
any negative emotions.

8.	� Investigate impartially the causes of the conflict, 
giving all parties opportunities to present the facts  
and their perceptions about the conflict.

9.	� Identify and agree with team members how to resolve 
the conflict, without apportioning blame.

10.	�Seek help from colleagues or specialists, where 
necessary.

11.	�Comply with organisational and legal requirements 
when resolving conflicts.

12.	�Maintain complete, accurate and confidential records 
of conflicts and their outcomes.

Behaviours which underpin 
effective performance
1.	� You respond quickly to crises and problems with a 

proposed course of action.

2.	� You find practical ways to overcome barriers.

3.	� You present information clearly, concisely, accurately 
and in ways that promote understanding.

4.	� You show respect for the views and actions of others.

5.	� You comply with, and ensure others comply with, legal 
requirements, industry regulations, organisational 
policies and professional codes.

6.	� You confront performance issues and resolve them 
directly with the people involved.

7.	� You clearly agree what is expected of others and hold 
them to account.

8.	� You protect your own and others’ work against 
negative impacts.

9.	� You keep confidential information secure.

10.	�You recognise when there are conflicts, acknowledge 
the feelings and views of all parties, and redirect 
people’s energy towards a common goal.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The principles of effective communication and how to 

apply them.

2.	� How to help team members understand how the roles 
of different team members interface, complement and 
support each other.
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3.	� How to identify and address any issues with 

organisational structures, systems or procedures that 
are likely to give rise to conflict.

4.	� The importance of identifying potential conflicts 
between team members and taking pre-emptive 
action to avoid these, and how to do so.

5.	� The importance of giving team members opportunities 
to discuss with you serious problems that directly 
or indirectly affect their work, and how to encourage 
team members to do so.

6.	� The importance of taking prompt action to bring up 
and deal with conflicts when they arise and when the 
team members concerned are not able to resolve the 
conflicts themselves.

7.	� Ways of dealing with conflicts when they arise and 
what types of action should be taken and when.

8.	� The importance of acknowledging and showing 
respect for team members’ emotions regarding  
the conflict and how to seek to manage any  
negative emotions.

9.	� How to identify impartially the causes of the conflict, 
giving all parties opportunities to present the facts and 
their perceptions about the conflict.

10.	�The importance of identifying and agreeing with 
team members how to resolve the conflict, without 
apportioning blame, and how to do so.

11.	�When to seek help from colleagues or specialists.

12.	�The importance of complying with organisational and 
legal requirements when resolving conflicts.

13.	�The importance of maintaining complete, accurate 
and confidential records of conflicts and their 
outcomes, and how to do so.

Industry/sector specific knowledge  
and understanding
1.	� Industry/sector requirements for managing conflict in 

your team.

Context specific knowledge  
and understanding
1.	� The standards of work and behaviour expected of 

team members.

2.	� How the roles of different team members interface, 
complement and support each other.

3.	� The organisational structures, systems and 
procedures that are likely to give rise to conflict.

4.	� The range of specialists inside and outside of the 
organisation and colleagues. 

5.	� Organisational and legal requirements for resolving 
conflicts and maintaining records of conflicts and  
their outcomes.
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Working with people
Lead meetings

Unit Summary

What is the unit about?
This unit is about leading meetings in order to achieve 
their objectives, which may be to solve problems, take 
decisions, consult with people or to exchange information 
and knowledge. 

Who is the unit for?
The unit is recommended for managers at all levels.

Links to other units
This unit is linked to units D12. Participate in meetings, 
E10. Take effective decisions and E11. Communicate 
information and knowledge in the overall suite of National 
Occupational Standards for Management and Leadership.

Skills
Listed below are the main generic ‘skills’ that need to 
be applied in leading meetings. These skills are explicit/
implicit in the detailed content of the unit and are listed 
here as additional information.

Building consensus��

Communicating��

Consulting��

Decision-making��

Information management��

Involving others��

Leadership��

Obtaining feedback��

Planning��

Presenting information��

Providing feedback��

Setting objectives��

Time management��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Establish the purpose and objectives of the meeting 
and confirm that a meeting is the best way to achieve 
these objectives.

2.	� Prepare carefully how you will lead the meeting and 
identify who needs to participate.

3.	� Invite participants, giving them sufficient notice to 
enable them to attend and stating:

�the importance of the meeting��

�the role they will be expected to play, and��

�the preparation they need to do.��

4.	� Circulate relevant information in advance and, if 
required, brief participants individually on the content 
and purpose of the meeting and their roles.

5.	� Set a fixed time for the meeting to begin and end and 
allocate time appropriately for each agenda item.

6.	 �State the purpose of the meeting at the start and check 
that all participants understand why they are present.

7.	� Clarify specific objectives at the beginning of each 
agenda item.

8.	� Encourage all participants to make clear, concise and 
constructive contributions from their perspectives, 
whilst acknowledging and building on the 
contributions of other participants.

9.	� Discourage unhelpful comments and digressions, 
refocusing attention on the objectives of the meeting.

10.	�Manage time flexibly, giving more time to particular 
agenda items, if necessary, whilst ensuring key 
objectives are met and participants are kept informed 
of changes in the agenda.

11.	�Summarise the discussion at appropriate times and 
allocate action points to participants at the end of 
each agenda item.

12.	�Take decisions within the meeting’s authority, remit or 
terms of reference.

13.	�Observe any formal procedures or standing orders 
that apply to the meeting.

14.	�Check that decisions and action points are accurately 
recorded and promptly communicated to those who 
need to know.

15.	�Evaluate whether the purpose and objectives of the 
meeting have been achieved and how future meetings 
could be made more effective.

Behaviours which underpin 
effective performance
1.	� You address multiple demands without losing focus  

or energy.

2.	� You show respect for the views and actions of others.

3.	� You present information clearly, concisely, accurately 
and in ways that promote understanding.

4.	� You listen actively, ask questions, clarify points  
and rephrase others’ statements to check  
mutual understanding.

5.	� You show integrity, fairness and consistency in 
decision-making.

6.	� You make best use of existing sources of information.

7.	� You check the validity and reliability of information.

8.	� You present ideas and arguments convincingly and in 
ways that strike a chord with people.

9.	� You articulate the assumptions made and risks 
involved in understanding a situation.

10.	�You take timely decisions that are realistic for  
the situation.



Working with people
Lead meetingsD

11
Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The importance of establishing the purpose and 

objectives of the meeting and how to do so.

2.	� The importance of confirming a meeting is the best 
way to achieve these objectives.

3.	� The importance of preparing how you will lead the 
meeting and how to do so.

4.	� How to identify who needs to participate in  
the meeting.

5.	� The importance of inviting participants, giving them 
sufficient notice to enable them to attend.

6.	� The importance of informing participants of the role 
they will be expected to play, the preparation they 
need to do and the importance of the meeting.

7.	� How to identify relevant information participants 
require in advance of the meeting.

8.	� The importance of circulating relevant information 
in advance and, if required, briefing participants 
individually on the content and purpose of the 
meeting and their roles.

9.	� The importance of setting a fixed time for the meeting 
to begin and end and allocating time appropriately for 
each agenda item.

10.	�How to allocate time appropriately for each  
agenda item.

11.	�The importance of stating the purpose of the 
meeting at the start and checking that all participants 
understand why they are present.

12.	�The importance of clarifying specific objectives at the 
beginning of each agenda item.

13.	�The importance of encouraging all participants to 
make clear, concise and constructive contributions 
from their perspectives, whilst acknowledging and 
building on the contributions of other participants,  
and how to do so.

14.	�The importance of discouraging unhelpful comments 
and digressions, refocusing attention on the 
objectives of the meeting, and how to do so.

15.	�How to manage time flexibly, giving more time to 
particular agenda items, if necessary, whilst ensuring 
the key objectives are met and participants are kept 
informed of changes in the agenda.

16.	�The importance of summarising the discussion at 
appropriate times and allocating action points to 
participants at the end of each agenda item and  
how to do so.

17.	�The importance of taking decisions within the 
meeting’s authority, remit or terms of reference and 
how to do so.

18.	�The importance of checking that decisions and 
action points are accurately recorded and promptly 
communicated to those who need to know.

19.	�How to evaluate whether the purpose and objectives 
of the meeting have been achieved and how future 
meetings could be made more effective.

Industry/sector specific knowledge  
and understanding
1.	� Industry/sector requirements for leading meetings.

Context specific knowledge  
and understanding
1.	� The people who need to participate and the roles they 

will be expected to play.

2.	� The types and sources of information required in 
advance of the meeting.

3.	� The meeting’s authority, remit or terms of reference.

4.	� Any formal procedures or standing orders that apply 
to the meeting.

5.	� The people who are affected by the decisions and 
need to know about them.
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Working with people
Participate in meetings

Unit Summary

What is the unit about?
This unit is about participating in meetings in an active 
and constructive way. 

It involves preparation before the meeting, perhaps 
researching information, consulting with others and 
clarifying your own objectives and opinions on the 
various agenda items. It also involves taking a positive 
stance within the meeting, presenting information and 
opinions clearly and concisely and acknowledging and 
building on the contributions of others, in order to arrive 
at the meeting’s objectives. After the meeting, it may be 
necessary to communicate decisions to other people, in 
line with any protocol agreed at the meeting.

Who is the unit for?
The unit is recommended for managers at all levels.

Links to other units
This unit is linked to units D11. Lead meetings, D17. 
Build and sustain collaborative relationships with other 
organisations, E10. Take effective decisions and E11. 
Communicate information and knowledge in the overall 
suite of National Occupational Standards for Management 
and Leadership.

Skills
Listed below are the main generic ‘skills’ that need to 
be applied in participating in meetings. These skills are 
explicit/implicit in the detailed content of the unit and are 
listed here as additional information.

Communicating��

Consulting��

Decision-making��

Involving others��

Obtaining feedback��

Planning��

Presenting information��

Providing feedback��

Researching��

Setting objectives��

Tim�� e management

Outcomes of effective 
performance
You must be able to do the following:

1.	� Brief yourself on the content of the meeting, identify 
relevant information and clarify your opinions on 
various agenda items.

2.	� Consult with those who have an interest in the various 
agenda items in order to understand and be able to 
represent their opinions.

3.	� Clarify your objectives from the meeting – what you 
hope the meeting will achieve.

4.	� Present relevant information to the meeting clearly 
and concisely.

5.	� Present your opinions and the interests of those 
you are representing in a convincing way, providing 
evidence to support your case, if required.

6.	� Articulate any issues and problems emerging  
from discussions and propose and evaluate  
possible solutions.

7.	� Acknowledge and constructively discuss information 
and opinions provided by other people.

8.	� Clarify decisions taken on the various agenda items, 
where necessary.

9.	� Communicate decisions clearly and concisely and 
in a timely way to those who have an interest in the 
various agenda items, in line with any communication 
protocol agreed at the meeting.

Behaviours which underpin 
effective performance
1.	� You address multiple demands without losing focus  

or energy.

2.	� You show respect for the views and actions of others.

3.	� You present information clearly, concisely, accurately 
and in ways that promote understanding.

4.	� You keep people informed of plans and developments.

5.	� You state your own position and views clearly and 
confidently in conflict situations.

6.	� You make best use of existing sources of information.

7.	� You check the validity and reliability of information.

8.	� You state own opinions, views and requirements clearly.

9.	� You present ideas and arguments convincingly and in 
ways that strike a chord with people.

10.	�You listen actively, ask questions, clarify points  
and rephrase others’ statements to check  
mutual understanding.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The importance of briefing yourself on the content of 

the meeting.

2.	� How to identify relevant information for the meeting 
and clarify your opinions on various agenda items.

3.	� The importance of consulting those who have an interest 
in the various agenda items, and how to do so in order 
to understand and be able to represent their opinions.

4.	� The importance of setting your objectives for the 
meeting, and how to do so.
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5.	� The importance of presenting relevant information and 

opinions to the meeting clearly and concisely, and 
how to do so.

6.	� How to present your opinions and the interests of 
those you are representing in a convincing way.

7.	� The importance of identifying and articulating any 
issues and problems emerging from discussions, and 
how to contribute to resolving them.

8.	� The importance of acknowledging information and 
opinions provided by other people and how to discuss 
these constructively.

9.	� The importance of clarifying decisions taken on 
various agenda items, where necessary, and how  
to do so.

10.	�The importance of communicating decisions clearly 
and in a timely way to those who have an interest  
in the various agenda items, and how to do so in  
line with any communication protocol agreed at  
the meeting.

Industry/sector specific knowledge and 
understanding
1.	� Industry/sector requirements for participating  

in meetings.

Context specific knowledge and 
understanding
1.	� The types and sources of information relevant for  

the meeting.

2.	� People who have an interest in the various  
agenda items.
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Working with people
Support individuals to develop and maintain  
their performance

Unit Summary

What is the unit about?
This unit is about supporting individuals to develop and 
maintain their performance at work. These may be people 
in your own team or individuals from another work group 
to whom you are providing support.

This unit is based on a commonly-used coaching 
model where you and the individual clearly agree the 
improvements in performance required and plan a 
step-by-step process to achieve a desired standard. 
You will usually help the individual to develop new 
skills and experiment with alternative behaviours in a 
safe environment before applying these for real in the 
workplace. You will work with the individual to monitor 
their progress over time, providing specific feedback to 
help them progress, until they have achieved the desired 
standard or no longer need your support in developing 
and/or maintaining their progress.

Who is the unit for?

The unit is recommended particularly for first line 
managers and middle managers.

Links to other units
This unit is linked to units D7. Provide learning 
opportunities for colleagues, D8. Help team members 
address problems affecting their performance and D9. 
Build and manage teams in the overall suite of National 
Occupational Standards for Management  
and Leadership.

Skills
Listed below are the main generic ‘skills’ that need 
to be applied in supporting individuals to improve 
their performance. These skills are explicit/implicit in 
the detailed content of the unit and are listed here as 
additional information.

Active listening��

Analysing��

Asking powerful questions��

Assessing��

Coaching��

Communicating��

Empathising��

Inspiring��

Learning��

Monitoring��

Motivating��

Planning��

Providing feedback��

Reviewing��

Risk management��

Self-assessment��

Setting objectives��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Support the individual in identifying their particular 
needs, abilities and preferences and take these into 
account when planning and providing support.

2.	� Ensure that the support requirements of the  
individual are in line with the business objectives of 
the organisation.

3.	� Establish with the individual

�the area(s) in which they want to develop  ��
their performance

�the standard of performance they wish to achieve��

�why they want to develop their performance��

�the support they can expect from you, and the ��
commitment you expect from them

�the process by which you will support them.��

4.	� Establish with the individual

�the timescale of the process��

�the frequency and duration of meetings��

�points at which progress will be reviewed��

�how progress will be measured and assessed.��

5.	� Explore with the individual the skills they need to 
develop and the behaviours they need to change in 
order to meet the desired standard of performance.

6.	� Explore with the individual obstacles which could hinder 
their progress and how to remove these obstacles.

7.	� Plan with the individual how they can develop new skills 
and behaviours in a logical step-by-step sequence.

8.	� Provide opportunities for the individual to develop 
new skills and experiment with alternative behaviours 
in a safe environment.

9.	� Encourage the individual to identify and seize 
opportunities to apply their newly-developed skills 
and behaviours to their work.

10.	�Explore with the individual any risks involved in applying 
their newly-developed skills and behaviours to their work 
and help them plan how to reduce these risks to levels 
which are acceptable to them and the organisation.

11.	�Encourage the individual to reflect on their progress 
and articulate their thoughts and feelings about it.

12.	�Monitor the individual’s progress and provide specific 
feedback designed to improve their skills, reinforce 
effective behaviours and enhance their motivation to 
achieve the desired standard of performance.
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13.	�Use alternative approaches or enlist the support of 

colleagues and/or specialists, if the individual is not 
making satisfactory progress.

14.	�Agree with the individual when they have achieved 
the desired standard of performance, or when they no 
longer require your support.

15.	�Encourage and empower individuals to take 
responsibility for developing and maintaining their 
own self-awareness, performance and impact.

Behaviours which underpin 
effective performance
1.	� You constantly seek to develop performance.

2.	� You find practical ways to overcome barriers.

3.	� You keep people informed of plans and developments.

4.	� You make time available to support others.

5.	� You encourage and support others to make best use 
of their abilities.

6.	� You give feedback to others to help them develop 
their performance.

7.	� You recognise the achievements and the success  
of others.

8.	� You inspire others with the excitement of learning.

9.	� You confront performance issues and resolve them 
directly with the people involved.

10.	�You identify clearly the value and benefits to people of 
a proposed course of action.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� How to identify the particular needs, abilities and 

preferences of individuals and to take these into 
account when planning and providing support.

2.	� The principles, methods, tools and techniques 
involved in planning and providing support to 
individuals to improve their performance.

3.	� The principles, methods, tools and techniques for 
assessing an individual’s performance.

4.	� The importance of establishing with individuals the 
course of action, the areas of performance to be 
targeted and the standard of performance they want 
to achieve.

5.	� The principles, methods, tools and techniques for 
assessing an individual’s knowledge, skills and 
personal qualities and identifying learning needs, and 
the importance of exploring these with the individual.

6.	� How to identify obstacles which could hinder an 
individual’s progress and the importance of removing 
these obstacles.

7.	� Learning and development opportunities for the 
individual to develop new skills and experiment with 
alternative behaviours in a safe environment.

8.	� The importance of encouraging individuals to 
identify and seize opportunities to apply their newly-
developed skills and behaviours to their work.

9.	� How to identify risks involved in the application 
of newly-developed skills and behaviours to the 
individual’s work and how to reduce these risks to levels 
which are acceptable to them and the organisation.

10.	�The principles, methods, tools and techniques 
involved in monitoring individuals’ progress of 
developing their performance.

11.	�The principles, methods, tools and techniques 
involved in providing specific feedback to improve 
their skills, reinforce effective behaviours and enhance 
their motivation to achieve the desired standard of 
performance.

12.	�Alternative approaches and how to make use of these 
if the individual is not making satisfactory progress.

13.	�The importance of agreeing with the individual  
when they have achieved the desired standard  
of performance, or when they no longer require  
your support.

Industry/sector specific knowledge and 
understanding
1.	� Industry/sector requirements for supporting 

individuals to improve their performance.

Context specific knowledge and 
understanding
1.	� Individual’s needs, abilities and preferences.

2.	� Possible obstacles, either organisational or individual 
related, which could hinder the individual’s progress.

3.	� Risks to individuals when applying their newly-
developed skills and behaviours to their work.

4.	� Sources of advice, guidance and support from 
colleagues and/or specialists.
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Working with people
Initiate and follow disciplinary procedure

Unit Summary

What is the unit about?
This unit is about initiating and following your 
organisation’s disciplinary procedure in response to 
misconduct or unsatisfactory performance of a member 
of your team. 

All employing organisations are required to have 
disciplinary and grievance procedures. As a minimum, 
these must meet the requirements laid down in relevant 
employment legislation. However, many organisations 
have developed more detailed and extensive disciplinary 
procedures and associated rules to reflect their specific 
contexts and requirements. 

This unit describes the minimum standard of 
performance expected of managers when they are 
implementing disciplinary procedures in line with legal 
and organisational requirements. To meet this standard, 
managers need both sound technical knowledge of 
the procedures and well-developed cognitive and 
interpersonal skills.

Who is the unit for?
The unit is for line managers who have to deal with 
misconduct or unsatisfactory performance of members 
of their team. It is not designed for human resources 
specialists who are required to develop disciplinary 
procedures and provide specialist support to line 
managers who are implementing them.

Links to other units
This unit is linked to unit D15. Initiate and follow 
grievance procedure in the overall suite of  
National Occupational Standards for Management  
and Leadership.

Skills
Listed below are the main generic ‘skills’ that need  
to be applied in implementing disciplinary procedure. 
These skills are explicit/implicit in the detailed  
content of the unit and are listed here as  
additional information.

Acting assertively��

Analysing��

Communicating��

Decision-making��

Empathising��

Interviewing��

Monitoring��

Presenting information��

Questioning��

Reporting��

Researching��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Keep individuals fully informed about the standards 
of conduct and performance expected of them and 
your organisation’s current procedure for dealing with 
misconduct or unsatisfactory performance.

2.	� Seek support from colleagues or human resources 
or legal specialists on any aspects of implementing 
disciplinary procedures about which you are unsure.

3.	� Carry out necessary investigations promptly to 
establish the facts relating to any misconduct or 
unsatisfactory performance.

4.	� Take preventative measures to resolve issues  
and deal with cases of minor misconduct or 
unsatisfactory performance informally, where you 
consider that an informal approach is likely to resolve  
the situation effectively.

5.	� Follow your organisation’s formal disciplinary 
procedure in serious cases of misconduct or 
unsatisfactory performance.

6.	� Keep full and accurate records throughout the 
disciplinary process and store these confidentially  
as long as, but no longer than, necessary.

Behaviours which underpin 
effective performance
1.	� You listen actively, ask questions, clarify points  

and rephrase others’ statements to check  
mutual understanding.

2.	� You present information clearly, concisely, accurately 
and in ways that promote understanding.

3.	� You keep people informed of plans and developments.

4.	� You give feedback to others to help them improve 
their performance.

5.	� You comply with, and ensure others comply with,  
legal requirements, industry regulations,  
organisational policies and professional codes.

6.	� You act within the limits of your authority.

7.	� You consult with internal and/or external experts  
when necessary.

8.	� You say no to unreasonable requests.

9.	� You confront performance issues and resolve them 
directly with the people involved.

10.	�You keep confidential information secure.

11.	�You work to develop an atmosphere of 
professionalism and mutual support.

12.	�You take and implement difficult and/or unpopular 
decisions, if necessary.
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Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The importance of fully informing individuals about  

the standards of conduct and performance  
expected of them and your organisation’s 
current procedure for dealing with misconduct or 
unsatisfactory performance.

2.	� How to carry out investigations to establish facts relating 
to any misconduct or unsatisfactory performance.

3.	� Informal approaches to dealing with cases of minor 
misconduct or unsatisfactory performance, and  
when this type of approach is likely to resolve the 
situation effectively.

4.	� The differences between misconduct, gross 
misconduct and unsatisfactory performance, and how 
each should be handled.

5.	� The importance of following your organisation’s formal 
disciplinary procedure in serious cases of misconduct 
or unsatisfactory performance.

6.	� The importance of communicating clearly, concisely 
and objectively, and how to do so.

7.	� How to keep full and accurate records throughout the 
disciplinary process and store these confidentially as 
long as, but no longer than, necessary.

Industry/sector specific knowledge and 
understanding
1.	� Industry/sector requirements for supporting 

individuals to improve their performance.

Context specific knowledge and 
understanding
1.	� Your organisation’s procedures for dealing with 

misconduct or unsatisfactory performance.

2.	� The standards of conduct and performance expected 
of individuals.

3.	� Sources of advice, guidance and support from 
colleagues, human resources or legal specialists.

4.	� The limits of your own knowledge, skills and 
competence.

5.	� Your organisation’s policies and procedures for 
keeping full and accurate records.
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Working with people
Initiate and follow grievance procedure

Unit Summary

What is the unit about?
This unit is about initiating and following your 
organisation’s grievance procedure in response to a 
concern, problem or complaint raised by a member of 
your team. 

All employing organisations are required to have 
disciplinary and grievance procedures. As a minimum, 
these must meet the requirements laid down in relevant 
employment legislation. However, many organisations 
have developed more detailed and extensive grievance 
procedures to reflect their specific contexts and 
requirements. 

This unit describes the minimum standard of performance 
expected of managers when they are implementing 
grievance procedures in line with legal and organisational 
requirements. To meet this standard, managers need both 
sound technical knowledge of the procedures and well-
developed cognitive and interpersonal skills.

Who is the unit for?
The unit is for line managers who have to deal with 
potential or actual grievances raised by members of their 
team. It is not designed for human resources specialists 
who are required to develop grievance procedures and 
provide specialist support to line managers who are 
implementing them.

Links to other units
This unit is linked to unit D14. Initiate and follow 
disciplinary procedure in the overall suite of National 
Occupational Standards for Management and Leadership.

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in implementing grievance procedure. These skills 
are explicit/implicit in the detailed content of the unit and 
are listed here as additional information.

Acting assertively��

Assessing��

Communicating��

Decision-making��

Empathising��

Managing conflict��

Presenting information��

Questioning��

Reporting��

Researching��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Keep individuals fully informed about your 
organisation’s current procedure for raising grievances.

2.	� Seek support from colleagues or human resources 
or legal specialists on any aspects of implementing 
grievance procedures about which you are unsure.

3.	� Identify potential grievances and take preventative 
measures to resolve issues where possible.

4.	� If an individual raises a concern, problem or complaint 
with you, seek to resolve the situation informally, if you 
consider that an informal approach is likely to resolve 
the situation effectively.

5.	� Follow your organisation’s formal grievance procedure, 
if an individual raises a grievance with you in writing.

6.	� Keep full and accurate records throughout the 
grievance process and store these confidentially as 
long as, but no longer than, necessary.

Behaviours which underpin 
effective performance
1.	� You listen actively, ask questions, clarify points 

and rephrase others’ statements to check mutual 
understanding.

2.	� You present information clearly, concisely, accurately 
and in ways that promote understanding.

3.	 �You keep people informed of plans and developments.

4.	� You comply with, and ensure others comply with, legal 
requirements, industry regulations, organisational 
policies and professional codes.

5.	� You act within the limits of your authority.

6.	� You consult with internal and/or external experts  
when necessary.

7.	� You show integrity, fairness and consistency in 
decision-making.

8.	� You keep confidential information secure.

9.	� You push for concrete information in an ambiguous 
situation.

10.	�You identify the implications or consequences of  
a situation.
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Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The importance of fully informing individuals  

about your organisation’s current procedure for  
raising grievances.

2.	 �Informal approaches to dealing with concerns, problems 
or complaints raised with you, and when this type of 
approach is likely to resolve the situation effectively.

3.	� The importance of following your organisation’s formal 
grievance procedure, and when to do so.

4.	� How to conduct a meeting with an individual to 
discuss their grievance.

5.	� How to investigate the grievance fully.

6.	� The importance of communicating clearly, concisely 
and objectively, and how to do so.

7.	� How to keep full and accurate records throughout the 
grievance process and store these confidentially as 
long as, but no longer than, necessary.

Industry/sector specific knowledge and 
understanding
1.	� Industry/sector requirements for implementing 

grievance procedures.

Context specific knowledge and 
understanding
1.	� Your organisation’s procedure for dealing with 

grievances.

2.	� Sources of advice, guidance and support from 
colleagues, human resources or legal specialists.

3.	� Your organisation’s policies and procedures for 
keeping full and accurate records.
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Manage redundancies in your area of responsibility

Unit Summary

What is the unit about?
This unit is about managing situations when you are 
required to dismiss individuals who report to you for 
reasons of redundancy. 

Due to closure or reorganisation of a business or  
changes in technology, working methods or trading 
patterns, it is sometimes necessary to make individuals 
redundant. The strategic decision-making and change-
management processes leading to the redundancies are 
dealt with in other units. 

This unit focuses on the sensitive and stressful function 
that line managers have to perform of dismissing some  
or all of their team members because of redundancies. 
This needs to be done fairly and strictly in line with  
your organisation’s policy and relevant legislation. It also 
requires strong interpersonal skills to treat those made 
redundant with consideration and compassion whilst 
ensuring that those remaining in employment  
are reassured.

Who is the unit for?
The unit is for line managers who have to dismiss 
individuals in their team for reasons of redundancy. It is 
not designed for senior managers who make the strategic 
decisions about the number of redundancies and the 
selection criteria, nor is it designed for human resources 
specialists who develop redundancy policies and plans 
and provide specialist support to line managers who are 
implementing them.

Links to other units
This unit is linked to unit B8. Ensure compliance with 
legal, regulatory, ethical and social requirements in 
the overall suite of National Occupational Standards 
for Management and Leadership. Human resource 
specialists should refer to the Personnel Standards 
P11 Develop a strategy and plan for managing changes 
in people resourcing and P33 Operate redundancy 
procedures, which describe their responsibilities.

Skills
Listed below are the main generic ‘skills’ that need 
to be applied in managing redundancies in your area 
of responsibility. These skills are explicit/implicit in 
the detailed content of the unit and are listed here as 
additional information.

Acting assertively��

Communicating��

Empathising��

Motivating��

Reporting��

Stress management��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Seek support from colleagues or human resources 
specialists on any aspects of managing redundancies 
about which you are unsure.

2.	� Provide people in your area of responsibility with full, 
clear and accurate information on 

�your organisation’s redundancy policy and any ��
appeals procedure

�the reasons why it is necessary to make ��
redundancies

�any consultation about the redundancies which ��
has taken place with staff and their representatives

�the number of individuals being dismissed for ��
reasons of redundancy 

�the methods and criteria used to select individuals ��
for redundancy

�any alternative employment opportunities and/or ��
counselling available

�the process and timescale for the redundancies��

�the method of calculating any redundancy ��
payments.

3.	� Break the news to individuals selected for dismissal 
for reasons of redundancy clearly, considerately  
and confidentially.

4.	� Keep individuals who remain in employment informed 
about the process, without breaching confidentiality, 
in ways that maintain their confidence and morale.

5.	� Comply fully with your organisation’s redundancy 
policy and relevant legislation throughout the process.

6.	� Keep full and accurate records of the redundancy 
process and store these confidentially as long as, but 
no longer than, necessary.

Behaviours which underpin 
effective performance
1.	� You present information clearly, concisely, accurately 

and in ways that promote understanding.

2.	� You keep people informed of plans and developments.

3.	� You show empathy with others’ needs, feelings  
and motivations and take an active interest in  
their concerns.

4.	� You make time available to support others.

5.	� You comply with, and ensure others comply with, legal 
requirements, industry regulations, organisational 
policies and professional codes.

6.	� You act within the limits of your authority.
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7.	� You act to uphold individuals’ rights.

8.	� You keep confidential information secure.

9.	� You model behaviour that shows respect, helpfulness 
and co-operation.

10.	�You implement difficult and/or unpopular decisions,  
if necessary.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The importance of communicating information clearly, 

concisely and accurately, and how to do so. 

2.	� How to break news to individuals selected for 
dismissal for reasons of redundancy clearly, 
considerately and confidentially.

3.	� The importance of providing counselling both for 
individuals selected for dismissal for reasons of 
redundancy and those who remain in employment, 
where appropriate.

4.	� The importance of complying fully with your 
organisation’s redundancy policy and relevant 
legislation throughout the process.

5.	� The importance of keeping individuals who remain 
in employment informed about the process, without 
breaching confidentiality, and how to do so in ways 
that maintain their confidence and morale.

6.	� How to keep full and accurate records of the 
redundancy process and store these confidentially as 
long as, but no longer than, necessary.

Industry/sector specific knowledge and 
understanding
1.	 �Industry/sector requirements for managing redundancies.

Context specific knowledge and 
understanding
1.	� The limits of your own knowledge, skills, competence 

and authority.

2.	� Your organisation’s redundancy policy and appeals 
procedure.

3.	� Sources of advice, guidance and support from 
colleagues or human resources specialists.

4.	� The reasons why it is necessary to make 
redundancies.

5.	� The numbers of individuals being dismissed for 
reasons of redundancy.

6.	� The methods and criteria for selecting individuals  
for redundancy.

7.	� The process and timescales for the redundancies.

8.	� The methods for calculating any redundancy payments.

9.	� Any consultation about the redundancies that has 
taken place with staff and their representatives.

10.	�Any alternative employment opportunities and how to 
decide which opportunities would be appropriate to 
offer to individuals.

11.	�Any counselling available for individuals selected for 
dismissal for reasons of redundancy or for those who 
remain in employment.

12.	�Your organisation’s policies and procedures for 
keeping full and accurate records. 

13.	�Your organisation’s confidentiality policies and 
procedures.
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Build and sustain collaborative relationships with  
other organisations

Unit Summary

What is the unit about?
This unit is about building and sustaining collaborative 
relationships with other organisations which share 
objectives that are similar or complementary to your 
own organisation’s objectives. It does not cover setting 
up a formal legal partnership, but it does describe good 
practice in identifying and selecting suitable organisations 
to collaborate with and a process to ensure that your work 
with the other organisation is as effective as possible.

Who is the unit for?
The unit is recommended for middle managers and senior 
managers.

Links to other units
This unit is linked to units B10. Manage risk, D12. 
Participate in meetings, E10. Take effective decisions 
and E11. Communicate information and knowledge in 
the overall suite of National Occupational Standards for 
Management and Leadership.

Skills
Listed below are the main generic ‘skills’ that need to be 
applied in managing partnership arrangements. These 
skills are explicit/implicit in the detailed content of the unit 
and are listed here as additional information.

Assessing��

Balancing competing needs and interests��

Communicating��

Decision-making��

Evaluating��

Information management��

Negotiating��

Planning��

Presenting information��

Reporting��

Reviewing��

Risk management��

Setting objectives��

Valuing and supporting others��

Outcomes of effective 
performance
You must be able to do the following:

1.	� Identify organisations which share common or 
complementary objectives and evaluate the feasibility 
of collaboration in line with your organisation’s 
strategic objectives.

2.	� Decide whether to collaborate with other 
organisations, based on an evaluation of mutual 
net potential benefits, the compatibility of the two 
organisations and your ability to mitigate any risks 
involved.

3.	� Agree internally and with the other organisation:

�the aims and objectives of collaboration��

�the benefits each organisation expects from ��
collaboration

�the costs to each organisation from collaboration��

�the actions each organisation will take and when��

�the required outcomes from collaboration��

�arrangements for communicating with each other ��
and reporting progress

�arrangements for processing information in line ��
with relevant legislation

�how and when you will review the effectiveness of ��
your collaboration.

4.	� Take agreed actions at the agreed time; inform the 
other organisation if you are unable to do so and the 
reasons for this.

5.	� Support the other organisation to take their agreed 
actions at the agreed time.

6.	� Report to, and receive reports from, the other 
organisation according to arrangements agreed.

7.	� Provide feedback to the other organisation in ways 
that help them to perform effectively and reinforce 
their commitment and enthusiasm for collaboration.

8.	� Process information supplied by the other 
organisation in line with arrangements and relevant 
legislation. 

9.	� Review the effectiveness of your collaboration at 
agreed times and agree:

�the extent to which the aims and objectives have ��
been achieved

�the actions carried out by each organisation, any ��
deviations from the actions agreed and reasons  
for these

�any failures or mistakes, the reasons for these  ��
and ways of avoiding these failures or mistakes in 
the future

�the costs to each organisation of collaboration  ��
and ways in which these costs may be reduced in 
the future

�the benefits to each organisation, the value of ��
these benefits and how mutual benefits may be 
increased in the future

�the extent to which the expectations of each ��
organisation have been met

�any changes to make your collaboration more ��
effective in the future.
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Behaviours which underpin 
effective performance
1.	� You present information clearly, concisely, accurately 

and in ways that promote understanding.

2.	� You keep people informed of plans and developments.

3.	� You show respect for the views and actions of others.

4.	� You comply with, and ensure others comply with, legal 
requirements, industry regulations, organisational 
policies and professional codes.

5.	� You identify clearly the value and benefits to people of 
a proposed course of action.

6.	� You act to understand and influence the climate and 
culture of the organisation/partnership.

7.	� You identify and work with people and organisations 
that can provide support for your work.

8.	� You clarify your own and others’ expectations of 
relationships.

9.	� You articulate the assumptions made and risks 
involved in understanding a situation.

10.	�You identify the range of elements in a situation and 
how they relate to each other.

Knowledge and understanding
You need to know and understand the following:

General knowledge and understanding
1.	� The importance of identifying and evaluating potential 

partners.

2.	� How to identify the potential benefits to each party  
of collaboration.

3.	� How to identify the aims, values and working 
practices of potential partners and assess how 
compatible these are with your organisation’s aims, 
values and working practices.

4.	� How to identify the potential costs, both in terms of 
money and time, to each party of working together.

5.	� The importance of agreeing with partners the benefits 
and costs to each party of working together.

6.	� The importance of basing your decision to collaborate 
with potential partners on your evaluation of net 
potential benefits, the compatibility of the two parties 
and your ability to mitigate any risks involved, and 
how to do so.

7.	� The importance of identifying and agreeing with 
partners the aims and objectives of collaboration, and 
how to do so.

8.	� The importance of identifying and agreeing the actions 
each party will take and when, and how to do so.

9.	� The importance of identifying and agreeing the 
arrangements for communicating with each other and 
reporting progress, and how to do so.

10.	�How to identify and evaluate any risks involved in 
working together.

11.	�The importance of identifying and agreeing how 
and when you will review the partnership and its 
effectiveness, and how to do so.

12.	�The importance of taking agreed actions at the agreed 
time and informing people promptly if you are unable 
to do so and the reasons for this.

13.	�The importance of supporting partners to take their 
agreed actions at the agreed time, and how to do so.

14.	�The importance of reporting and receiving reports 
from partners according to arrangements agreed, and 
how to do so.

15.	�How to provide feedback to partners in ways that 
help them to perform effectively and reinforce their 
commitment and enthusiasm for collaboration.

16.	�How to process information supplied by partners in 
line with arrangements and data protection legislation.

17.	�The principles of effective communication and how to 
apply them.

Industry/sector specific knowledge and 
understanding
1.	� Industry/sector requirements and legislation for 

collaboration with other organisations to achieve 
common or complementary objectives.

Context specific knowledge and 
understanding
1.	� Your organisation’s aims, values and working practices. 

2.	� Legal and organisational requirements for data 
protection.

3.	� Confidentiality policies for each organisation and how 
they may impact on the collaboration.

4.	� Who has a right to the information and knowledge you 
are communicating.
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