Dignity at Work Toolkit

Building Working Relationships 
Developed in partnership with Trade Union and staff advocacy groups. Our joint aim is to support our colleagues to respect and value each other and our differences, and to ensure that harassment, bullying, acts of discrimination, exclusion, unfair treatment and other negative behaviours at work are not tolerated 

Positive Behaviour.
We encourage colleagues to reflect on their own behaviour at work, we each have an impact on shaping the culture in our working environment and the Trust, if we all make our contribution positive everyone will benefit. Remember to:
· Treat all the people you meet in your role politely and with respect.
· Speak out if you notice someone else being treated disrespectfully - talk to your manager, HR Advisory Team, Trade Union, Staff Advocacy or Freedom to Speak Up Guardian
· Think about your own communication, are you level, patient and calm
· Make sure you avoid swearing or sexual language
· Be sure the only comments you make about other people, teams, departments and divisions are kind and positive.
· Be sensitive to others when joking and teasing and avoid sexual innuendo, people have different senses of humour.
· Try not to get involved in gossip and rumours, and don’t join in when others are mean or unkind. 
· Wherever possible try to avoid taking sides in disagreements.
· Make pleasant comments, not mean or unkind ones
· Treat other people’s belongings with respect, moving and hiding property isn’t funny.
· Don’t call out people publically - its rude and disrespectful, talk to them privately
· Be sure you let others speak and give their opinion even if it’s different to your own.
· Do your job as best you can and do what you say you’ll do.
· Be sensitive to the personal space of others
· If you are a manager ensure workloads are spread fairly in your team, ensure targets are attainable and agree how work will be checked for everyone.
· Ensure all your team members are treated equitably and fairly with regard to opportunities for leave, training and development.
· If you’re worried about performance provide training and support rather than removing responsibilities.
· If you have authority, use it fairly and responsibly


Civility, Respect and Dignity
It’s important to ask yourself: how would I expect to be treated or spoken to? And to ask others: what’s important to you in the way others treat you? Civility is the act of showing regard for others by being polite, courteous and showing respect, it is having good manners, showing friendliness and concern for others.

Incivility is different for each of us. Some people don’t like to hear bad language, some don’t like shouting. In general terms, incivility is treating others rudely or disrespectfully. It can also be gossiping, ridiculing, excluding or jokes or teasing that go too far. 


There are some basic rights which are essential to creating dignity in the workplace:
· To be treated with respect
· To be able to express our own feelings
· To be able to express our own opinions and values
· To say no to unreasonable requests
· To make mistakes
· To change our minds
· To say when we don’t understand and to ask for help

And some responsibilities:
· To protect the rights of others
· To listen to the views of others
· To be fair and just in our dealings

Treating people with kindness is about showing kindness to everyone, it’s not a one-size-fits-all approach but means understanding each member of your team and which communication style they like and what works for them. If you do get it wrong – verbally or non-verbally, remember to say sorry.

Understanding Bullying and Harassment.
Lack of civility and respect can be linked to Bullying and Harassment, this can be experienced in different ways, and might;
· Be a regular pattern of behaviour or a serious one off incident
· Happen face to face, on social media, in email or phone calls
· Be spoken or written words, imagery, graffiti, gestures, jokes, pranks or unwanted physical behaviour
· Happen in the workplace or at work social events
· Not always be obvious or noticed by others

If colleagues feel like they are being treated unfairly it is important to understand whether they might be experiencing:
· Bullying
· Discrimination
· Harassment
· Victimisation

The impact of bullying and harassment behaviours on colleagues can be:
· increased anxiety and depression
· disengagement and isolation
· reduced confidence
· impact on work life balance

and on the Trust:
· greater risk of human error
· poorer patient care
· reduced productivity
· low morale
· increased absenteeism
· reduced teamwork



Recognising Bullying

Bullying is behaviours from a group or a person that is unwanted and makes us feel uncomfortable, including being:
· disrespected or put down
· frightened
· humiliated 
· made fun of
· upset

Bullying is not always immediately obvious and can take many forms that vary over time to avoid detection.  Bullying is usually ongoing behaviour. 
One-off arguments or incidents are not generally viewed as bullying however are still inappropriate and should be managed.

It is always the recipient’s perspective as to what is inappropriate behaviour and we should raise concerns regarding behaviour that we find offensive even if it is directed at others and not at ourselves. 


Some examples of bullying in the workplace could include 
· Being treated in a rude or disrespectful way. 
· Being shouted at or someone losing their temper with you
· Being insulted or having offensive remarks made about you.
· Being intimidated by people at work
· Teasing, mocking or sarcasm which goes too far
· Gossip, rumours or allegations being spread or made about you.
· Hiding or taking of your personal property
· Being verbally put down in meetings or publically
· Being given an unmanageable workload or impossible deadlines
· Someone continually checking up on you and your work when it is not necessary
· Being ganged up against
· Bad language
· Having your views and opinions ignored
· Pressure from someone else to do work below your level of competence
· Someone withholding information which affects your performance
· Being excluded from team social events or groups
· Persistent criticism of your work or performance which is unfair or untrue
· Unfair blame being apportioned to you
· Being ridiculed or humiliated by others, in connection with your work or otherwise
· Being denied leave, training or promotion unfairly
· People using their power or position unfairly/inappropriately
· Being treated unfairly compared to others in your workplace or team
· Pressure from someone else not to claim something which by right you are entitled to




Upward Bullying
Bullying can also happen from team members towards a more senior person or manager, this is often called upward bullying. Examples of upward bullying can include:
· Being shown continued disrespect
· Refusal to complete tasks
· Spreading of rumours
· Things being done to undermine you or make you seem unskilled or unable to do your job properly

It can be difficult if you’re in a senior role to realise that you’re experiencing bullying behaviour from your team members.

“At work” includes any place where the occasion can be identified within either the requirements of the Trust, or with social events linked to your role. 
This includes any place where NHS care is delivered and where relevant social media activity may be reviewed as part of a complaint

Bullying may also be classed as harassment which is against the law.

Harassment is when bullying or unwanted behaviour is related to any of the following 
· age
· disability
· gender reassignment
· marriage and civil partnership*
· pregnancy and maternity*
· race
· religion and belief
· sex
· sexual orientation

(These are `protected characteristics’. The law is slightly different for those with an asterisk *)

As with bullying a person being harassed may feel:
· disrespected or put down
· frightened
· humiliated
· made fun of
· offended
· threatened
· upset

They may be experiencing:
· Unwanted physical contact or more serious physical assault or threats
· Unwanted sexual advances or serious sexual assault, directed at anyone regardless of gender 
· Verbal abuse including innuendo, jokes, offensive language
· Persistent name calling and teasing
· Isolation and intimidation

Unwanted behaviour which either:
· Violates a person’s dignity, whether intended or not
· creates a hostile environment for the person whether it was intended or not
can be viewed as harassment,


Example
A group of people at work keep making comments and `jokes’ about a colleagues age. The person finds this offensive not funny and they feel humiliated and anxious about coming to work. This may be seen as harassment because of the person’s age.

This highlights the importance of everyone being polite, civil, respectful and considerate of others in the workplace. Even unintentionally offensive behaviour can constitute harassment

The law on harassment also applies to:

· a person being harassed because they are thought to have a certain protected characteristic when they do not.
· A person being linked to someone with a protected characteristic
· A person who witnesses harassment because of someone else’s protected characteristic and is upset by it

What to do if you witness bullying or harassment
Speak up and follow up:

· Ask the person to stop their behaviour and explain why.
· Speak to your manager, a senior colleague, your trade union representative, staff advocacy, Freedom to Speak Up Guardian or HR Advisory team.
· Keep a record of the incidents and related conversations
· Consider following the Dignity at work policy and process 
· Speak up when you see a colleague being treated unkindly


The Trust wants everyone to have the confidence to raise issues informally so these can be tackled, it’s more difficult to rebuild relationships once a situation becomes formal.

If, after reading the advice above you believe you are a victim or observer of bullying and harassment look at the Dignity at Work Policy Toolkit


If you have received threats or experienced threatening behaviour the Trust strongly recommends you begin to address your concerns through the Formal stages of the Dignity at Work process. 


What to do if you are the alleged Bully
Bullies may be unaware of the impact of their behaviours and actions and to be accused of bullying can be a shock, its important you are also provided with support, for example support of a colleague as well as time to prepare and offer of counselling. 

Seek help and advice from your Trade Union representative, staff advocacy services or a member of the HR Advisory team.

· Talk to your manager, it is important you are supported
· Listen to what the victim is saying and reflect on your behaviour. Malicious or vindictive accusations of bullying or harassment are rare. 
· Engage in the informal process as explained in the tool kit flowchart 


Fair Management 

As part of their role managers may have to highlight and discuss poor performance or conduct and explain what will happen if there is no satisfactory improvement.  This may make team members feel uncomfortable however this discomfort doesn’t necessarily mean they are experiencing bullying and harassment. 

There is a difference between firm but fair management practice, and a manager who uses a management style that is perceived as bullying. Managers are expected to deal with performance matters in a professional manner with respect to colleague’s dignity. Performance management carried out fairly in line with the Trust’s Policy does not constitute bullying or harassment. 

If a colleague is having their performance managed (e.g. informal action or disciplinary action) this action will continue even if the colleague makes an allegation of harassment 
by their manager or other people involved. Exceptionally, if the allegation is deemed significant enough and following HR advice, other action will be paused. If this happens the allegation may be considered as part of the proceedings if relevant or otherwise will be investigated afterwards.   

The table below sets out a framework to make clear the distinctions between management styles and provides a guide as to whether a colleague’s concerns may relate to bullying. These behaviours apply to colleagues at all levels. 
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	Firm but fair 
	Bullying or harassing 

	Consistent and fair 
	Aggressive, inconsistent and unfair 

	Determined to achieve the best results but is reasonable and flexible 
	Unreasonable and inflexible 

	Knows their own mind and is clear about their ideas, but is willing to consult with colleagues before drawing up proposals 
	Believes that they are always right, has fixed opinions, believes they know best and not prepared to value other people’s opinions 

	Insists on high standards of service and behaviours in the team 
	Insists upon high standards of service and behaviour but blames others if things go wrong 

	Will discuss in private any perceived deterioration before forming views or taking action and does not apportion blame on others when things go wrong 
	Loses temper, regularly degrades people in front of others, and threatens official warning without listening to any explanation 

	Asks for people’s views and listens to the team
	Tells people what is happening, does not listen






Managing with Civility and Respect
Civility and respect are everyone’s responsibility with Managers acting as role models.  

What should managers do? Observe, listen and follow up. Look for signs of irritability, anger, upset, jumpiness, numbness or lack of concentration amongst your team.  Issues affect people in different ways. Some people get angry whilst others go quiet. Know your team and look for changes. 


The most effective way to deal with poor behaviours in the workplace is to deal with them promptly before they become regular or accepted ways of behaving

So as a manager your role is to get involved early on, don’t leave problems to escalate or hope they’ll go away if you ignore them. Take action immediately you see an issue, problems which escalate are more likely to become formal processes. 

· Identify early warning signs and challenge inappropriate behaviours with compassion
· Respond quickly to complaints and issues and work quickly to try and resolve them
· Engage with and involve trade union and staff advocacy colleagues
· Provide training within teams on inappropriate behaviour and its impact.
· Provide training and support for bullies as well as support for victims

Do:
· Encourage good, honest, open communication at all levels in work teams
· Provide opportunities for social interaction among teams
· Provide support for people who work in isolation
· Don’t ignore or allow bullying behaviour of harassment
· Have an open-door policy and let team members know they can raise any concerns at any time.
· Never break confidences without permission.
· Act with truth and honesty and don’t promise what you cannot deliver.
· Get to know your team & know what works for them. Learn the signs when things aren’t as they should be.
· Listen to team conversation and recognise the signs of lower confidence or lower resilience. If you see changes, find out what is going on and try to help.
· Always treat team members with equity and fairness, regardless of who they are or how long they have worked with you.
· Be consistent in the values you expect from all of your team.
· Be aware of your own biases and avoid acting on them
· Update those concerned regularly where concerns have been raised or arrange for this to be done if you are away.
· Ensure team are inclusive with social arrangements, taking into consideration colleagues working remotely or at other sites

It is vital the signs of bullying are recognised and those involved are supported towards a quick and 
fair resolution. Everyone shares a responsibility to support this whilst Managers set the standard of behaviour for the team.
 


As well as understanding policy and processes line managers need to be able to recognise relationships and dynamics within their team and seek advice from HR or their own line manager promptly on how to deal with any concerns that arise. HR can support managers in their role of managing and dealing with inappropriate behaviours however it is important they are contacted before team relationships have already broken down and may be beyond repair.



Managing Teams
Deal with Concerns
Take responsibility for bad behaviour. If you see or hear it, deal with it. But do it discreetly and not in front of others. If concerns are raised with you, take them seriously. A joke to one person may be offensive to others.

Empower your team to speak
Encourage your team to speak up to someone who may have upset them. This is the best way at preventing conflict developing. The longer something remains unresolved, the worse it will get.

Encourage your team to tell you if they feel you have overstepped a line. Reacting with kindness and openness to this will build trust and confidence within your team. If conflict persists, there may be circumstances where you may need advice from HR or your Trade union. Make your team aware of your local Freedom to Speak Up Guardians too.

Encourage reflection
Self-reflect after every shift. What worked well in your management practice and what could you have done differently?
Build a team culture that allows everyone, including you, to admit when they are wrong, apologise if necessary, and get it right next time. No one is perfect.

Build confidence and resilience
Be confident in tackling conflict. Conflict at work is normal and managing conflict is a skill. By encouraging your team to address incivility or disrespect directly, you are building a more resilient team. 

Informal Process
The stages of the informal process used to address Bullying and Harassment concerns together with template letters are detailed in the Dignity at Work Policy Toolkit. 

Having an informal conversation or early chat about a concern or observation can provide a respectful and supportive environment for the individual to reflect on their behaviour, try to identify its cause and think about an alternative approach and coping strategy for the causes of it. 

Further information on how to have an informal conversation with a colleague is available in the Dignity at Work Policy Toolkit.



Facilitated Conversation and Mediation
Facilitated conversations and mediation form a key part in resolving issues informally, further information can be found on the Facilitated Conversations Factsheet
If you feel threatened or frightened by the behaviour you are experiencing then you are advised to go directly to the formal stage of this process. In these circumstances you are advised to seek advice from your trade union representative, HR Advisory team or staff advocacy services.


Formal Process
The stages of the formal process used to address Bullying and Harassment concerns together with template letters are detailed in the Dignity at Work Policy and flow chart.  An appeal stage is included.

The formal resolution process may lead to:
· further steps and ongoing support to improve working relationships, including mentors, buddy system.
· temporary or permanent redeployment of those involved
· Concern referred to a disciplinary hearing
· Concern to be considered under other relevant process, including identifying further monitoring requirements and any broader local action identified.

These situations may be difficult and distressing for those involved, so health, wellbeing and emotional support will be provided where appropriate

Further information on informal meetings including how the meeting will be structured and what to expect can be found Informal Meeting Structure 

Ongoing Support

 Wellbeing Matters - Pinwheel

HR advisory team helpline number: 01905 760410 ext. 38594

Staff Psychological Wellbeing Service: Staff Psychological Wellbeing Service (sharepoint.com)

Occupational Health Service - Any colleague who has a concern about bullying or harassment may to talk to an Occupational Health Adviser. Colleagues can also access a wide source of information via the Occupational Health Web pages on the Trust intranet and a system of support and external counselling services are available via OH.

Trade Unions - Where colleagues are a member of a trade union, they should approach their representative regarding their concerns.  Contact details for trade union representatives are available on the Trust Intranet here. Accredited Trade Union representatives have a role in attending meetings and can provide support and representation during all aspects of the process, although this may not be necessary in the informal stages. Colleagues should be aware that other staff advocacy groups may have different representation roles.








Further Resources
 
NHS Employers 	www.nhsemployers.org/retention-and-staff-experience/tackling-bullying-in-the-nhs/promoting-a-positive-culture-to-tackling-bullying 

NHS People		www.people.nhs.uk 

Social Partnership Forum	www.socialpartnershipforum.org/priority-areas/creating-a-culture-of-civility-compassion-respect

Bullying
Andrea Adams Trust
01273 704 900			www.andreadamstrust.org
Bully on Line				www.bullyonline.org 

Workplace Bullying			www.workplacebullying.co.uk 

Mental Health
Samaritans
08457 909 090			www.samaritans.org.uk

Mental Health Foundation
020 7803 1100			mhf@mhf.org.uk

Mind Out For Mental Health		info@mindout.net
020 7403 2230			

Disability
Disability on the Agenda		www.disability.gov.uk

Disability Rights Commission		enquiries@drc-gb.org
08457 622 633			www.drc-gb.org

Gender 
Equal Opportunities Commission	www.eoc.org,uk

Lesbian and Gay Switchboard
020 7837 7324			www.switchboard.org.uk 
		
Race
Commission for Racial Equality
020 7939 0000				www.cre.gov.uk 

Mediation
Advisory, Conciliation and Arbitration Service www.acas.org.uk
ACAS, also advises on bullying and provides 
training

08457 474747			 
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