[image: ]The navigation through rough waters as One Crew, during times of turbulence
This information sheet will bring the RNLI’s vision to “save everyone”, as well as the almost subconscious values that are so deeply woven in the fabric of this charity, to the forefront of our minds; all whilst providing the Water Safety Team with an overview of the crucial external factors affecting the business environment, to allow for better informed decision-making and a sound knowledge of the challenges we are facing, as we navigate our way towards 2023.

It’s not all smooth-sailing for the RNLI:
(Davey, 2022)
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	Water Safety Team looking outwards (AC 1.1)

	
Looking outwards at the ‘macro’ environment, the PESTLE analysis tool (CIPD, 2021d) or STEEPLE (Delve, 2022) can be used to determine the potential external influences. SWOT analysis (BDC, 2022; CIPD, 2021c) allows us to look inwards at our strengths and weaknesses as well as at the opportunities and threats in our ‘micro’ environment (Waite et al., 2021). This information sheet has been put together with the wider view in mind, but will look specifically at what this means for the RNLI. For instance, the cost of living crisis that is affecting the whole of the UK, will have a huge impact on our charity-wide strategy over the next few years and we must be prepared to make changes within our team to help the RNLI mitigate this. CEO Mark Dowie’s (2022) recent call to action for us all, is to have a narrowed focus; although our vision, purpose & outcomes will not be adjusted, we are forced to prioritise the protection of our funds in order to guarantee our future. It will affect all teams within the RNLI, most notably perhaps the fundraising and legacy teams who are competing with many other charities for public donations (Chapman et al., 2022), but also for all teams that rely on volunteers, including water safety. Urquhart (2022) states that due to the cost of living crisis, 30% of people will change their plans post-retirement, potentially getting another job. If this prediction materialises, our volunteers’ capacity may reduce. Other key external influences include but are not limited to: technology advancements/hybrid working post-pandemic (Downs, Donnelly & Daellenbach, 2022a/b; Semerádová & Weinlich, 2022); diversity and inclusion (Cassidy et al., 2022; CIPD, 2022a; Dawson, 2022; Lord, 2022; Taylor & Woodhams, 2016; RNLI, 2021; Black Swimming Association, 2022); an aging population (Konrad, Mulders & Henkens, 2020); the migrant crisis (Lindrea, 2022; Mukherjee, Hauthal & Burghardt, 2022; Rose, 2021; Rose, 2022). 

	





	
Our Watch (AC 1.2)

As we approach our 200th anniversary, it is still clear that our over-arching lifesaving goal has not waivered. During these turbulent times, it has never been more important to remember our purpose; we are the charity that saves lives at sea. Our Watch (RNLI, 2020a), sets out a medium-term, holistic plan to guide us on our journey over the next few years (2020-2024), and crucially recognises the uncertainty of the challenges modern society presents, but sets strong focus on our intent as an organisation. The six well-defined strategic outcomes, are clearly underpinned by what’s at the heart of the RNLI: our purpose; our vision; our values. As the Water Safety Team, we would usually be concerned primarily with outcome three, “working with partners, we influence improved safety on and beside the water” (RNLI, 2020, p.2), as this underlines our specific drive in the reduction of drowning, which is effectively our KPI (Waite et al., 2021).

However, it is becoming apparent that a wider understanding of the remaining five outcomes is essential, to ensure we are doing all we can to future-proof the RNLI through the continued close work with our operational counterparts that contribute to the Lifesaving Effect, but also more widely with other internal teams such as fundraising, engagement and marketing teams. What makes our goal unique, and potentially flawed, is that it is arguably not entirely SMART (Waite et al., 2021). Although we can measure success through multiple sources of data, and in turn analyse our shortcomings, our goal is long-standing and incessant therefore is not time-bound in the sense that it can be achieved – our vision to save everyone, is also perhaps unrealistic. Without reducing our optimistic RNLI attitude, we must continue to focus on smaller short-term goals that focus our efforts and save the most lives (Waite et al., 2021).

	



	Our assets, donors, & the Lifesaving Effect (AC 1.3)


	Our priority will always be ensuring we are ready to make that life-saving move, whether it be through water safety prevention work, or direct rescues. It is important for us to consider and appreciate each cog that turns within our organisation and to recognise each must be constantly cultivated to achieve the Lifesaving Effect. In this context, this desired Lifesaving Effect is the result of the RNLI’s products and services (our life-saving assets, our crew, our lifeguards, our staff and our volunteers), for the benefit of our main customers (of whom are the general public and our donors) and all ‘cogs’ must be considered for us to have the greatest impact (RNLI, 2020b).

We are all aware of the cost-of-living crisis we are all facing currently. In almost all advanced economies, consumer prices have soared since pre-pandemic times (DeSilver, 2022) and thus we are now existing in a testing climate, when it comes to charity funds – as we find ourselves in an increasingly competitive third-sector market. Waite et al. (2021) talk about the customer lifecycle as being a five-step process of awareness, acquisition, conversion, retention and loyalty. Our promise to spend our donors’ money wisely (RNLI, 2020a) must be considered at every stage and we should ensure that our campaigns continue to appeal to the ‘Emergency Responders’ and ‘Feel-good do-gooders’, who will be likely to support our cause, through highly emotive material and highlighting local risk data alongside stories of both tragedy and triumph (Chapman et al., 2022). For instance, drawing attention to recent governmental debate (Senedd Cymru, 2022) on the topic of Mark Allen’s Law, a campaign to improve safety measures, driven by a family who tragically lost their 18-year-old relative. Or conversely, celebrating the lifesaving potential of water safety messaging, such as with the Float to Live success in Gwynedd this summer (BBC, 2022), to raise awareness and provide context to our preventative work. 

	




	Technology and Regionalised Operations (AC 1.4)


	Attitude monitoring, as principal indicator, may be particularly valuable for those managing a distributed team. Dweck (2014) talks about the ‘power of yet’ and a growth mindset, where the mentor (or in our case, manager or delivery support) praises the process of hard work and perseverance to allow for a natural acquirement of resilience. Smith (2020), suggests that the benefits of fostering this mindset and rewarding a team member’s efforts and process, could be reduced burnout and reduced mental health problems such as depression and anxiety. Relationship break-down and reduced team cohesion, amongst other potential negative outcomes, can also affect efficiency (Downs, Donnelly & Daellenbach, 2022b).

We should be looking at how we can foster a culture within our Water Safety Team, that genuinely commends a commitment to learning and development, not only to improve our collective knowledge and expertise, but as a great opportunity for building human capital, whilst promoting collaboration (Waite et al., 2021). The ‘Myers-Briggs Type Indicator’ online test (16 Personalities, 2022), is free to take and will determine a person’s personality type, which can be used as a tool for self-reflection and allows us to recognise the ways our “preferences” can influence our responses to situations. It may also provide a deeper empathy for other team members, as it provides an impartial summary of each personality type; it provides an independent rationalisation of behaviours and may help an individual to understand and relate to another (Waite et al., 2021). Emphasis on social connections, in a regionalised team where geographical distance can hinder them, has never been more fundamental (Downs, Donnelly & Daellenbach, 2022a). With limited chances to observe working relationships in-person, positively establishing them in the first place is imperative: especially when loneliness can lead to greater stress-related absenteeism (Bowers, 2022). 

Although we are already widely using Microsoft Teams across the RNLI, it would be valuable to upskill its effective use to ensure we are utilising what it has to offer as a means of communication. For instance, on Teams channels, we could look to develop the use of the collaborative tool Visio – a way of gaining input and agreement from all participants, to improve quality and maximise efficiency all whilst promoting teamwork (Beadle, 2021). 





	Our Philosophy shapes our culture (AC 2.1)


	Our culture is the context in which our volunteers and staff operate (Waite et al., 2021), and it is clear that a sense of pride and passion has not diminished, despite the RNLI’s evolution; not only are our values brought to life through our people, but also reflected in how we do thing as a business (RNLI, 2022b. The RNLI has successfully fostered what Gordon and DiTomaso (1992, cited in Waite et al. 2021, p.28) would describe as a strong organisational culture, because our “values are widely shared and intensely held”. According to a Senior Culture Consultant from Kin&Co (Gould 2018), ¾ of workers in the UK said they would stay in a role longer if they felt emotionally connected to an organisation. 

If this is to continue to be the case for the Water Safety Team, it is important that a positive workplace culture is not taken for granted. Regional management must continue to develop new ways of nurturing this solid starting point through their own working habits, behaviours and relationships with colleagues, which will likely permeate to those in the team. Thoughtful role-modelling, teaching and mentoring along with “how leaders react to critical incidents and organisational crises” are some of the “Primary Embedding Mechanisms” (Schein, 2004, p.246) for extending shared values/beliefs amongst colleagues. 

Razzetti (2022) thinks that leadership actions matter more than words: “Workplace culture is more than “the way we do things around here.” It’s the gap between what we say and what we do. It’s the behaviour that is tolerated, not your words, that determines the real culture”.  Leaders having a genuine empathy for colleagues will help promote a sense of collective compassion, to help us ride out these difficult times (Kendrick, 2022). 






	One Crew: working to save every one (AC 2.2)


	People managers within the RNLI must also, if they are not already, start thinking more holistically about staff and volunteers alike. Our people are at the heart of the RNLI, and as a “value-driven organisation” (Waite et al, 2021, p34), we are all working towards and interconnected by the shared goal of saving lives. The way we work aligns strongly with McKinsey’s 7-S framework (Mind Tools, 2022), which details the interrelated elements within an organisation and highlights the importance of shared values and ambition. We have developed the ‘hard’ (strategy, structure, systems) and ‘soft’ (shared values, skills, style, staff) components (RNLI, 2020a), but we must be open to improve in all areas.

The Water Safety team is one part of the whole network, collaborating with other regional teams such as: Face to Face Fundraising; Marketing; Community Engagement; Legacy Engagement etc. Working in this regionalised way has pros and cons, and we must put recognise the impact of central teams in Poole (at RNLI HQ) like the Water Safety Support Team or HR People Services, and how they contribute across the regions. Our ‘One Crew’ ethos helps us to draw on each other’s’ knowledge and expertise. However, the interrelated nature of our organisational structure, means we need to take a look at the bigger picture and consider how to work most efficiently, both independently and in conjunction with others. People Admin (HR) in particular, play an enormous part in the embedding of our values and ensuring they are lived out and realised (Gould, 2018).





	Navigating our way to a better future (AC 3.1)

As an organisation, we are instinctively reactive. At our core, we respond to those in difficulty, with the intention to save a life. As the external business environment inevitably changes, we must be prepared and ready to respond to challenges, in the same way we would out at sea. We as a Water Safety Team, are used to being more forward looking as we concern ourselves with the prevention of drowning (RNLI, 2020a). We know the importance of national, regional and local data/risks/knowledge when it comes to building a preventative strategy, with different levels of Water Safety Lifesaving Plans (RNLI, 2020a; RNLI 2020b) in place. This amalgamation process can be mirrored more widely in a business context, so that we take on board all the information we need to plan for the next few years - the RNLI must consider peripheral pressures at all levels of the business when planning and preparing people for any changes. 

Change can be incremental, like the slow introduction of new organisational polices to reflect a new strategy, or transformational like the recent merge of youth education and community safety teams to create a combined, universal approach to water safety (Waite et al., 2021; CIPD, 2021a). This significant shift in how we work to prevent drowning, despite being carefully planned and implemented, has been met with mixed reactions amongst staff and volunteers (RNLI 2020b). Planning for any type of change in the workplace is vital, so that we can predict likely responses and prepare for potential resistance from those affected. Delivering change can be complex and failure rates are extremely high (CIPD, 2021a), therefore we must carefully manage any changes, whether they be organisation-wide or specific to our team. A commitment to a rolling plan from 2023-2026 (Dowie, 2022), will set the scene for a tumultuous few years and hopefully provide some predictability amid a time in which the word ‘unprecedented’ has become almost cliché. 

	



	Role of Our People in Change (AC 3.2)

We do however, need to be cautious when introducing any kind of change, due to the fact that the majority of those it will affect are volunteers. Although cultural control and resistance can be present irrespective of whether people are paid or not, the fact that the power dynamics are unusual within the RNLI, cannot be ignored; volunteers are able to withdraw their services at any point with no monetary loss (Toole & Grey, 2016b) and so the role of our people professionals, including the ‘Volunteering’ specialist team, is paramount. Existing in a contemporary environment in which change is unavoidable and being an organisation that relies on voluntary work (RNLI, 2022b), we need to be prepared that in a change context, long-standing volunteers may be resistant and more likely to leave us (Warburton, Moore & Oppenheimer, 2017). 

In the Water Safety Team, we are fortunate that, in comparison to what Toole and Grey (2016a) consider to be ‘thick volunteering’ happening in operational lifeboat station crew teams, the capacity in which our Water Safety Officers & Advisers volunteer, is less intense. Therefore, the line between staff and volunteers is clearer cut and change can be managed and facilitated, with efforts from different associated groups, accordingly. Our ‘One Crew’ ethos and values are on the whole, accepted and lived out by all, and contest amongst volunteers are mostly specific and locally managed within stations (Toole & Grey 2016b). 

	




	Impact of Change (AC 3.3)

One of the changes that is notably affecting our regionalised workforce, both staff and volunteers, is the COVID-19 driven transformation of how we work; with the once-to-be-thought temporary, shift to hybridity and remote functioning here to stay (Ancona, Bresman & Mortensen, 2021). The complexity of this change, makes it challenging to acknowledge and accept. Lewin’s change model should be applied in this situation (Endrejat & Burnes, 2022), due to the constant state of flux we have been from 2020, until now. The key elements for effective change - unfreezing, moving and freezing – can be useful in conceptualising this particular change, because it allows for the change to be framed and re-framed, as we consider a balance between how it will be received and the PESTLE factors forcing us (CIPD, 2021b to make cost-saving and productivity rooted decisions (Dowie, 2022). We know that individuals respond to change in many different ways (CIPD, 2021a), and as discussed earlier, collective mindset as well as personality can affect behaviours of those involved. 

Our transparency as an organisation, sharing our thought process and explaining the ‘why’ behind business decisions like reducing travel and increasing online training for volunteers, or reducing the frequency of costly ‘in-person’ events for regional team meetings, is important. We must understand that change can be met with wide-ranging reception, and thus we must work together to actively support those affected by helping them to understand and identify their own insights and actions, as a change is implemented. Endrejat and Burnes (2022) suggest that solutions emerge during this consultation process and for us to fairly introduce any changes, their 3 simple rules should apply: 

1) Use plain language to explain concepts
We know that our many acronyms can cause confusion, so we need to be hyper-aware of this when explaining a change (RNLI, 2020b)
2) Use drawings to illustrate & explain
We can use visual representations to highlight the ‘why’, when it comes to the new focus on ‘Outcome 6’ (RNLI, 2020a)
3) Focus on the exceptions & not the rules
[bookmark: _GoBack]There may be an overwhelming positive reaction to a change, therefore we must focus on re-framing the change for those who are resistant (CIPD, 2022b). e.g. Reconceptualising volunteering as a mutually beneficial process (Kneale et al., 2022). 
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