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MANAGING A MANAGER

For a neighbourhood house to operate effectively, the roles and responsibilities of both the Board and the staff must be clear, respected, and nurtured. While the Board is responsible for the overall culture and conditions for all staff, the management of staff is generally the responsibility of the Manager. Typically, the Board is only directly responsible for managing the Manager.

Roles and Responsibilities:
· Manager: The head of the organisation, directing operational management within legal boundaries and the strategies, policies, and limits set by the Board.
· Board: Responsible for the strategic direction of the organisation, as well as ultimate responsibility for legal compliance obligations and governance duties.

It is crucial that both parties understand and respect the distinction between governance and operations, deferring decisions to the appropriate roles within the organisation. The responsibility of managing the Manager lies with the entire Board, and decisions, direction and feedback can only be made by Board, and not by individual Board members, unless they have been delegated by the Board to do so. When individual Board members engage in the organisation outside of the Board function(s) they must comply with the leadership and direction of the Manager. 

It is good practice for the Board to designate a member to act as the Manager’s line manager. This might be the President of the Board, or another suitable member of the Board. Their responsibilities include:

· Being familiar with the Award or Agreement which determines the Manager’s employment conditions. In most cases this will be the NHACE
· Ensuring there is and up to date Position Description and Employment Contract 
· Serving as the first point of contact for the Manager regarding employment-related discussions
· Leading the committee in any employment-related directions or discussions with the Manager
· Advocating for the Manager within the Board, as appropriate
· Maintaining performance management practices such as regular catch ups and leading the annual performance review and planning process

It is in everyone's best interest for this relationship to be based on trust and honesty, with a willingness to negotiate goals, address issues early, and celebrate successes. Otherwise, a great deal of time and energy can be wasted - time and energy that could be better spent successfully running the neighbourhood house.

The Board should be aware of the employee management processes, relevant Award and have adequate time and information to contribute to the management of the Manager.  

Providing feedback:
Feedback should be frequent and serve to both motivate and encourage, through praise and recognition, as well as to identify and address emerging issues before they escalate. Communication around a problem should focus on clarifying and resolving it through understanding, resourcing, or adopting an alternative approach.

However, serious or recurring problems should not be handled informally or left unaddressed until a performance appraisal. In such cases, the organisation should utilise its disciplinary policy and procedure to ensure the issue is managed and documented effectively and fairly. 

If the employment relationship becomes conflicted, it is in everyone’s best interest to seek early advice from an HR professional. This could be someone within your organisation or an external consultant or industry specialist.

Your networker is also available to discuss situations in a confidential manner and provide support where appropriate. However, your networker is not a specialist in the legal requirements of employment or industrial relations. Advice of this nature is best sought from professional bodies, such as Jobs Australia, to ensure the best outcome for the people involved as well as your neighbourhood house. 

Performance appraisal:
Performance appraisals are intended to be a constructive process that supports two-way communication about achieving our house’s goals, and the actions, resources, and support required from both our Manager and our Board of Governance. Both the Manager and Board members should view performance appraisals as:

· An opportunity to recognise and celebrate the Manager's contributions to the organisation.
· A chance to identify and address risks caused by under-resourcing, misaligned expectations, or skill gaps.
· A means to better understand the roles of the Manager and the Board.
· A way to provide a healthy and supportive work environment.

Performance appraisals are based on the position description and contract under which the Manager is employed and will be conducted annually, or as stated in our policy and employment contract. The information and documentation from the Manager’s performance review are strictly confidential and will only be available to members of our Board and the Manager, with documentation retained solely by the President and the Manager.

A well-executed performance appraisal should:
· Be a clear and fair process, negotiated and reviewed in advance by the Manager and Board members.
· Be conducted by the President of the Board, along with one or two other Board members as appropriate.
· Be scheduled ahead of time to allow for consideration and contribution by both the Manager and Board members.
· Focus on results and outcomes, with a strong link between the Manager’s goals and the organisation’s strategic or business plan.
· Confirm the goals and targets for the next 6-12 months.
· Include a review of the Manager’s position description for accuracy, updating it if necessary.
· Provide an opportunity for the Manager to give feedback to the Board on how they can be more effective.

CHANH provides a Performance Appraisal Template for use. 
Steps:
· Agree on appraisal criteria:
· Use the Manager’s position description and areas of responsibility in the strategic plan to establish criteria.
· Typically, these criteria are set at the end of the performance appraisal for the next period. If establishing a new process, allow a couple of months to fairly identify and negotiate the initial criteria.
· Define measurements simply, such as: Exceeds Expectations, Satisfactory, Needs Improvement, Unsatisfactory.
· Include opportunities to evaluate the level of support and direction from the Board, with suggestions for improvement.
· Identify concerns and difficulties, as well as suggestions for training or possible improvements.
2. Self-review by manager:
· The manager uses the agreed criteria to review and appraise their own work.
3. Panel review:
· The panel (president, plus one or two other board members) completes a review of the manager’s performance using the same criteria.
4. Discussion and feedback:
· The manager and panel meet to discuss the results of their separate reviews.
· The discussion should unpack differences in assessment, identify successes, and address challenges.
· The results of the discussion will form the basis of the work plan and appraisal criteria for the next 6-12 months.
What to avoid:
· Halo Effect/Dramatic Incident: Avoid focusing solely on one or two recent or significant successes or issues. Aim for a balanced and well-rounded appraisal.
· Personality-Based: Focus on performance and results rather than the personalities involved.
· Subjectivity: Stick to the agreed criteria and avoid veering into personal likes and dislikes.
· Leniency: If there is an area of underperformance, address it in a fair and supportive manner, with a focus on future improvement.
· Severity: Avoid letting past issues influence the current evaluation.
· Prioritising the Organisation: The Board must prioritise the organisation's best interests, even if it sometimes conflicts with the Manager's interests.

With fairness, consideration and adherence to employment laws and conditions, the relationship between the Board and the Manager can be a positive, fruitful and rewarding experience. It is important that all parties have a clear understanding and respect for the roles and responsibilities of the organisation, and when in doubt, seek advice. 
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