Every person who has responsibility for performance and compensation of another individual is considered a manager.  Every manager has two components to his or her job.

a. Management

b. Leadership

Management is the body and mind of the organization.  It involves the national and legal activities needed to drive day-to-day business in any organization.  Leadership on the other hand, is the organization’s heart.  It provides the emotional drive needed to bring out people’s passion, creativity and commitment.    While Leadership and Management are closely related, they are not the same.  John Kotter of the Harvard Business School argues that Management is about coping with complexity.  Good Management, he asserts, is about order and consistency by drawing up formal plans, designing rigid organization structures and monitoring results against plans.  Leadership, in contrast, is about coping with change.  Leaders establish direction by developing a vision of the future, then they align people by communicating this vision and inspiring them to overcome hurdles.

 At the British Virgin Islands Social Security Board we pride ourselves with having a team of strong managers who are effective leaders. We strive for the best and refuse to settle for less.  We have developed a five star plan that has guided us through the successes of inspiring and lifting the Social Security Board staff to be more than it thinks it can be. 

1. A vision for employees to believe in.

2. A Culture that challenges them to be the best they can be.

3. A sense of team that nurtures and supports.  

4. A role model to show the way.

5. A trustworthy environment.

A VISION
Vision, shared goals and empowerment are pre-eminent qualities needed to be a truly successful leader.  The best leaders make winners of all who they lead, having a clear knowledge of where they are going and a plan to get there.  It is vital that leaders commit to a mission that captures the imagination of employees.  At the BVI Social Security Board  we provide a vision that our employees can identify with and believe in.  We are able to answer the questions “where are you taking us and what’s in it for me to follow you there?”  In his book Visionary, Andy Stanley wrote, “A Vision builds passion, motivation, direction and purpose into our everyday lives.  Without a compelling vision to pull our efforts together, a win becomes just a win, a deal becomes just a deal, and a sale becomes just a sale.” 

The vision that propels the Social Security Board of the BVI into the 21st Century is the following: The BVI Social Security Board will continue to be: A leading Social Security System, providing supreme service to our customers, utilizing state-of-the art technology, visionary, pro active management and professional staff.  In the context of the vision the mission of the Board is: To provide Social Security benefits to our contributors and their families, through strong leadership, prudent investments and sustained efforts of a highly committed and professional staff.  However, we do not stop at that point.  We provide a clear compelling image of what the future will look like, what is in it for employees, what the organization expect of them and how the goals will be achieved.  In the presence a of turbulence environment, the Board of Directors and the management of the BVI Social Security Board initiated a program to review where the organization was going and developed a new strategic plan and organizational transformation process.  An organization-wide review, with employees’ participation, was carried out.  The consultants concluded “that the Social Security Board of the BVI is recognized by workers of both public and private sectors as one of the best run agencies in the BVI, that the organization had the full support of all major stakeholders, and that there is the presence of strong leadership, teamwork and management culture”.  

A Culture That Challenges employees to be the Best they Can Be
As leaders we realize that the organization must pace itself to its goals.  We cannot do it alone therefore we must have the right mix of attracting the right people and keeping them motivated.  Although in most cases people tend to gravitate toward jobs that are comparable with their interest, values and abilities, it is incumbent on us leaders to rightfully select those persons who share similar values and visions.  During each interview we take the time to communicate our values, and expectations in detail.  We have second and third interviews, when necessary, to make sure we are choosing people who will buy into the organization’s vision and who will fit into the organization’s culture. Once an employee is hired, we reinforce the vision and values during orientation and training.  During these periods we are able to identify talents employees bring to the job and make provisions to utilize them.  As leaders we take the time to really understand and develop our employee’s skills.  Cross training and promotions provide for job opportunities that play to their strengths and provides for opportunities to improve weak areas.

At the Social Security Board, we encourage our employees to share their ideas.  This was very visible during the Performance Development Review Process.  The process represented a change in the traditional management culture from a top down approach to a more participative one.  The process consisted of (3) three distinct components.

1. A performance appraisal based on mutually agreed goals or targets agreed at the start of the appraisal period;

2. A performance development review which addressed individual weaknesses and reinforced strengths by means of an agreed development plan for which the appraisee takes primary responsibility. 

3. The provision of valid information on employee potential which can be used as a basis for succession planning, career development and other important Personnel Administration decisions.

As leaders, we are willing to tolerate some degree of risk and treat mistakes as an opportunity for learning, rather than a sure death sentence.  However, we do not sit on our loins and expect to uncover all hidden talents.  We provide opportunities for employees to grow and advance.  We invest much time and money in training.   We pride ourselves on what we consider to be a generous Education Policy.  Some employees are provided with full scholarship either to the local college or to universities abroad or partial scholarships at the local college.  The partial scholarship is 75% of the cost and all employees are encouraged to take classes. We continue to emphasize the relationship between education and promotion. We realize that getting the best out of our employees is one of the critical factors of success.  And we do not underestimate the importance of our staff in the development of our organization.

A developed and motivated employee is likely to be a committed, long-term employee. We find out what motivates our staff. Staff are not only motivated by money, but, they are also motivated by internal rewards that are derived directly from the work and not from someone else. The following has worked for the Security Board:

· Treating employees as assets rather than expenses.

·  Paying employees fairly and well.  We believe that employees must be adequately compensated if they are to be productive, happy employees.   Somebody once said “if you pay peanuts, you get monkeys”. At present, the Social Security Board has the highest salary scale of all statutory boards in the British Virgin Islands.

· 
Recognizing performance appropriately and consistently.

· 
Acknowledging employees for work that is well done.



To motivate employees, we reward achievements much more frequently than once per year.  More times than not, employees appreciate such intangibles as being recognized for a job well done, being kept informed about things that affect them and having a sympathetic manager who takes time to listen.

Some of the ways we at the Social Security Board rewards its staff are:

· Employees are recognized at staff meetings for going the extra mile. 

· Employees are praised publicly for their accomplishments

· On-the-spot awards are given immediately upon recognition of a staff doing an ‘extra-extra task’. For example, earlier this month the cleaner reported ill at the last moment.  Without being asked, an employee tidied all the workstations.  She did this after her normal work hours, because as she put it, she did not want to face an untidy office when she reported to work the next morning.  The very next morning, the employees were gathered together and a monetary award was presented to the individual.

· Time off is given to employees who consistently put in extra time without any expectation of pay.

A Sense of Team that Nurtures and Supports


Employees need to be part of a work team that cares for and supports them.  They need other team members who provide help when necessary and who tell each other that they are okay when feeling discouraged.  To facilitate this kind of team work, employees need a leader who is fair, and who will promote a work environment free of back-stabbing, bickering and office politics.  Leaders are challenged to display concern and respect towards all individuals in the organization, taking their emotions, aspirations and attitudes, opinions and feelings into account.  Employees need leaders who will empower them.  As good leaders, we encourage team spirit.  We analyze how much nurturing and support staff provides for each other.  We model ways to overcome the negatives by providing unconditional positive support for all employees.  We encourage and reward and find things to praise and acknowledge our employees for. At the BVI Social Security Board we avoid stereotyping our employees and we have learnt how to vary our style to match the style of an employee.  For example, there are employees who we can give oral instructions once and know that the job will be done and be done right on the other hand there are employees who forgets simple instructions by the time they reach their desk.  We are not all the same and therefore different approaches and styles are used to match employees’ needs. 

Employees of the Board know that members of the management team are concerned with their professional and personal issues.  While one employee might feel more comfortable with a particular manager, all employees know that we are all there for them. From time to time we have had to be at the hospital with an employee, when the employee or a relative was ill; we have assisted in planning funerals and have even gone to court with employees.  We continue to be there for them and they appreciate it.

TRUST IN THE WORKPLACE
A New York Times/CBS poll on honesty revealed only 32% of employees surveyed believed that most corporate executives are honest.  A clear 55% said that most are not honest.  Employees defined credibility as consistency between word and deed.  When a leader expresses one set of values but personally practice another, they are found to be dishonest. Everyday, we as leaders are faced with moments of truth.  We take action.  We make decisions.  It is through these actions and decisions that we teach an employee the “right’ things to do.  And, it is at these moments where they will ultimately determine our credibility as leaders.

Trust is a primary attribute associated with leadership. Leaders empower their employees by trusting them.  Trusted employees are free to concentrate all their efforts on the job instead of worrying about how they are going to justify their actions.  In order for trust to grow in an organization, there must be a foundation of trust.  Leaders believing that their employees are good people who want to do a good job is a vital element in building trust.  A productive and rewarding work environment is therefore created when relationships are truly based on trust.  As good leaders we must develop a full understanding of the complex dynamics involved in trusted relationships and commit to practices that support building trust with out employees.  Without trust between employees and leaders it is difficult to provide a work environment where productivity is kept at a high level.  As one writer puts it “Part of the Leader’s task has been and continues to be working with people to find and solve problems depends on how much people trust them.  Trust and trust -worthiness modulate the leader’s access to knowledge and cooperation”.

When employees trust their leaders, they are willing to be vulnerable to the leader’s action.  They will have confidence that their rights and interest will not be abused.  Employees are unlikely to respect someone who they perceive to be dishonest.  We secure our employees respect and trust by:


Listening to the employee’s questions and concerns about the job.

· Treating our employees with respect, and not as inferior people.

· Being fair to our employees

· Recognizing and rewarding our employees for a job well done

· Soliciting employees input in making decisions that affect their work

· Assigning additional responsibility or allowing extra latitude in making decisions

· Giving credit where credit is due

· Keeping employees informed about work-relates matters.


Once employees feel that they are being treated fairly and sense that we care about them, they are inspired and will be concerned for the well-being of the organization and the quality or their work. 

A ROLE MODEL TO SHOW THE WAY
In Christian circles, we often hear the quotation “I’ll rather see a sermon, than hear one any day” and I am of the firm conviction that we as leaders should live this out in our organisations.  It is hypocritical to tell employees to do as I say and not as I do.  If we expect our employees to be to work on time, we must be there on time.  If employees are to behave in a professional manner, they must see professionalism in us as leaders.  If employees are to be well groomed, then their leaders must be well groomed also.  If employees are to be dedicated and committed, they must witness dedication and commitment in their leaders.  If employees are to see the importance of post-secondary education, they must see their leaders as knowledgeable and be inspired to be likewise. Words are not enough.  Leaders practice what they preach.  It is the consistency between words and actions that builds a Leader’s credibility.

At the Social Security Board, we have created a culture of leading by example:

·  Managers, although we have the option not to, wear the same uniform as the other staff.

· We continue to stress the importance of education and demonstrate this by managers enrolling in graduate programs.

· At the Board, leaders know that lateness is not be tolerated.  Managers are usually the first at work and this behaviour is mirrored. Tardiness and absenteeism is not an issue that is often discuss.  There is no need.

CONCLUSION

Modern organization can no longer depend on the leader alone.  To be successful, strong, effective leaders and dedicated, supportive followers must work together in the organization.  

Remember: Today’s followers are tomorrow’s leaders.
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