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BACKGROUND and OBJECTIVES

Who is this for?
This is a newly designed programme for Heads of Unit who have moved to a new unit in the
previous few months.

The objectives are:

1 To support you in dealing successfully with the mobility/rotation

1 Explore & identify strategies to quickly understand & influence your new environment

1 Strengthen the your personal resources for managing the change and becoming
operational as soon as possible

1 Identify your own learning & development plans for the coming months

The structure:

The programme is intended to support you during the period of transition and it is therefore
designed as a series of learning steps as follows:
1 30 minute pre course telephone dialogue - to clarify expectation and pre work
9 Pre workshop preparation
1 1day workshop
1 3 follow-up, small group consulting sessions - to explore individual issues and
challenges

Content:

Analysing your new unit; the cartography - exploring the new role and the situation in your
unit. Clarifying your situation, the needs of your unit, and what you need to focus on over the
next few months. Reviewing your support network.

Being a resilient manager - managing the transition effectively and also supporting the team
in these changes

Making a positive impact - consolidating your new areas of influence. Working effectively with
your new stakeholders.

Action planning - moving forward with the new team - specific areas to develop to establish
the new dynamic of the unit

My GOALS for this Programme:
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CARTOGRAPHY

Reflection and Observation
You are the ‘coach’ and sparring partner for your colleagues.

Your role is to step back and look at your colleagues’ cartographies as objectively as you can -
and to ask questions, explore and give honest, detailed feedback on what you see

Sample reflection questions

1 Arethere any obvious patterns?

1 How does their cartography compare to your own?

1 What surprises you?

1 What strikes you?

1 What seems to take centre stage?

1 What seems to have been less important to the colleague - at least in how it is
represented?

1 What seem to be the strengths and the challenges?

1 Does the cartography seem to be 'in sync' with what the colleague says?

1 Relationship with the ‘boss’ — where is the boss in the picture?

I Whereis the team in relation to the boss?

1 Are there team leaders, section heads or a deputy — and if so where are they placed?

9 Are there certain clusters of people that segment or divide?

1 Do you see any barriers?

9 Isthe Head of Unit closer to some than others?

1 Are there any significant stakeholders missing i.e. peers, 'clients’, or any that are
more distant in the picture than you think they should be?

1 Where has the Head of Unit placed themselves in this picture? Centrally, at the top,
the bottom - is there a significance to this?

1 Where are the dossiers/ the work? How are they illustrated?

1 Whereis the political level?

1 Isthere a clear sense of purpose or direction conveyed in the picture?

1 Istherest of the DG represented in the picture -if yes, how? If not, why?

1 How are other DGs or institutions represented - if at all? Member states? Citizens?
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Notes
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BEING A RESILIENT MANAGER

What is Resilience?

For individuals, groups, organisations or communities, resilience is the ability to mobilise
resources to anticipate, tolerate and overcome difficult experiences or events. It is also the
ability to develop oneself through one’s experiences (Derek Mowbray, 2010).

In order to explain resilience and to differentiate it from resistance to stress, one can use the
comparison to a runner:

Resistance to stress would correspond to the situation of a runner who persists and
makes efforts despite physical or mental fatigue.

Resilience would refer more to the situation of a runner, who after having fallen down
or stopping to catch his breath, is able to get up again and continue the race.

Being resilient is not only being able to continue one’s efforts. It is being able to regain
movement after a difficult moment, an accident along the way or a traumatic event.

The topic of resilience confronts us with the question of loss of balance and its transformation
and is often perceived as difficult or dramatic but can also be true sources of satisfaction when
onis in a position to mobilise resources to overcome them.

Balance, Breakdown and Transformation

We experience permanent rebalancing on a daily basis. Our ability to adapt and to withstand
stress helps us, in certain circumstances, to continue to function psychologically as well as

physically (A and &).

If the pressure is too strong or a significant event occurs a loss of balance ensuesA.

i I . A new
.
. system

Balance restored Balance Transformation
loss
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This loss of balance A creates a transformation & that can be worrisome, difficult, painful or
exhilarating.

It can, at times, give rise to a new situation, which is even more advantageous, or even to a
better state of equilibrium.

This loss of balance can be the result of different things. Here are some examples from the
professional and private life:

v failure: the negotiation that | have been working on for several months was not
successful;

1 achange: moving to a new post;

a loss: the team that was working for me previously;

1 illness: a serious drawback immobilises me for several months and | cannot function
like | did before.
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Thus, resilience is more than just adaptation. It presupposes “an accident”, which strongly tests
a person’s ability to adapt.

Resilience as a Process

Resilience is not a state as a result of a challenging event. It is rather a process.

For Oscar Chapital Colchado (2011): “Resilience is the ability of an individual to generate
biological, psychological and social factors to resist, adapt oneself and to strengthen oneself,

when faced with a risk situation, thereby creating an individual, social and mental success.”

To illustrate this process, here is a model inspired by Kathryn McEwen’s Building Resilience at
Work:
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The stressors or challenges can create a disturbance in our balance e.g. a move to a new post.
The context is characterised by

1. risk factors (for example, an imposed move to a new post, a significant geographical
distance between members of the team, no one to replace you in the previous post, etc
o).
2. protective factors that can lesson the effects (for example, a very good atmosphere in
the team, an experienced team or trusting relationships as well as open
communication).

We use our internal resources to interact with this context. There are five principal resources:

1 our mental resources which help us to better perceive and better understand the
world;

our emotions which guide us and help us to understand others;

our physical health which gives us the energy we need;

our social skills which help us to find the necessary support;

our purposefulness which allows us to find and maintain the right direction or path. It
gives us courage.

=A =4 =4 =4

These lead us to make day-to-day adjustments which influence our ability and success in
adapting to a new situation.

Tools for Mental Agility
Watching out for constant perfectionism
Ring the bells that still can ring
Forget your perfect offering
There is a crack in everything
That's how the light gets in

Leonard Cohen
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The tyranny of perfectionism is that we experience it personally and professionally and we
inflict it upon others. It makes us blind and stops us from appreciating what is good or even
very good. It sets the bar so high that it blocks us in our momentum.

A tool of mental resilience consists of staying in control and not resorting to perfection as an
option by default.

Focus on where you can make a difference

Lord, grant me the strength to change the things | can change, the serenity to accept the things |
cannot change and the wisdom to know the difference.

Prayer of Alcoholics Anonymous

Keeping your sense of humour vis-a-vis yourself and others

We need to distinguish this from cynicism, mockery, humiliation and vengeance. Using
humour is the motor of mental (and emotional) resilience.

Being capable of self-derision is to show psychological flexibility and to be able to accept one’s
limits, be less rigid and more free.

To keep your sense of humour with your colleagues and co-workers requires a minimum of
practice. With respect to humour, there are numerous examples of cultural bias. Whether it is
about the local culture, professional or the organisational culture, what is totally accepted in
one place may not necessarily be accepted in others.

The opposite of keeping your sense of humour is also dangerous. Being intolerant with respect
to yourself and others damages the quality of your relationships and hinder us in moving
forward.
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