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USING ACTION LEARNING TO DEVELOP LEADERS IN THE JUSTICE SECTOR

1. Background to the Project

Skills for Justice, the Sector Skills Council for the justice sector successfully bid to the Skills Development Fund of DELLS ELWa, in November 2006.

The aim of the project was:

To increase the leadership capability of leaders in the justice sector by addressing specific strategic issues that they face and enabling them to implement an appropriate programme of change to resolve those issues within their own business.

The project objectives were:

By the end of the programme participants will have:

1. Identified a specific, real life, strategic business issue facing them and their organisation that is in need of immediate resolution.

2. Worked through a process with a small group, facilitated by an expert, to analyse the problem, develop a plan to tackle the problem and implement a programme of change to resolve the problem.

3. Evaluated the impact of the process on themselves and their business to measure the effectiveness of the programme.

4. Identified a personal development plan to enhance further their business and leadership skills.
The project was essentially a pilot programme to demonstrate action learning’s potential for use in management and leadership development. This project built on the action learning project undertaken by the Construction Industry Training Board (CITB) on behalf of the Sector Skills Development Agency (SSDA) Management and Leadership Board which developed a 20 point model for effective action learning to address key leadership challenges facing Small to Medium sized Enterprises (SMEs) owner/managers:

· Leading change

· Implementing change initiatives

· Communicating change to staff 

This project also built on the mapping of management and leadership current provision carried out by Skills for Justice in partnership with employers in Northern Ireland and Scotland. 

The key findings of the mapping were:

· Broad range of management and leadership development already taking place but management and leadership still seen as a key area for development

· Considerable investment but limited evaluation of impact on performance at either an individual or organisational level

· Little cross-organisational development activities taking place despite a clear willingness for this to happen

There is a clear need to consider new approaches to management and leadership development within the sector. There is also a need, and a willingness, to open up learning across organisational boundaries and the project set out to demonstrate how action learning could be used to support multi-agency learning and address some of the challenges facing the Justice sector. 

The project also aimed to illustrate how action learning could be used to build on the management and leadership development programmes currently in use by providing an opportunity for experienced managers to apply their learning and share experiences to resolve real problems that are blocking improvements in their organisation’s performance.
2. Project methodology

Skills for Justice established a steering group for the project, consisting of Simon Leckie Sector Lead for Leadership, management and diversity, Nick Skeet, and then Richard Jones, the Wales Manager and Ken Gilliver, Chair of the Wales Country Group.  They reviewed progress during the lifetime of the project. Simon Leckie had overall responsibility for the management of the project.  

Programme outline

· Pre workshop 2 hour meeting

· One day start up workshop

· Seven half day workshops over 9 -12 months

· Applied learning in the workplace

· Two half day one to one coaching sessions

· One day close out workshop
Criteria for participants

Each participant must:
· Have undertaken management/leadership development either through formal programmes or events or as part of their professional development within the workplace

· Have responsibility within their organisation for staff and financial resources and be in a position to make strategic decisions within the organisation

· Join in and take part voluntarily
· Bring real strategic level problems (either within their own area of responsibility or on behalf of the organisation as a whole) to the action learning set that appears to have no obvious solution:
· my business plan isn’t working and I don’t know why
· the appraisal process isn’t valued and is not being applied
· I am being asked to deliver more with less resources
· Be prepared to help other participants think through issues and create options.

· Take action and learn from the effects of that action

· Be prepared to feed back learning and experiences to rest of group

· Attend the informal teambuilding event, start up and close out workshops. 

· Attend at least 80% of the workshops.

· Provide feedback, when requested, to enable the programme to be evaluated 
To ensure that the maximum benefit was derived from each action learning set the facilitators met with each participant prior to the set commencing to determine whether or not they meet the criteria outlined above. It was important that participants brought experience to share with other members and that they were all dealing with issues of a similar level. 
Commitment required from employers

Each employer participating in the programme was required to:

· Release participants to attend the programme

· Provide premises for the workshops on a rotating basis

· Give permission for case studies to be developed and used for evaluation and marketing purposes 

3. The Justice Sector in Wales

Skills for Justice is the Sector Skills Council covering all employers, employees and volunteers in the criminal and community justice sector throughout the United Kingdom. This includes:

· the police

· custodial care, including prisons, secure transport and electronic tagging

· community justice, including supervision and rehabilitation of offenders, services for victims, survivors and witnesses and community safety

· court services, including court administration and management, judges and magistrates

· customs and excise law enforcement

· prosecution services, including the Crown Prosecution Service in England and Wales, the Crown Office and Procurator Fiscal Service in Scotland and the Public Prosecution Service in Northern Ireland.

The justice sector defined in this way is an amalgamation and enlargement in scope of three predecessor organisations, the National Training Organisations for Community Justice, Police and Custodial Care.    At the establishment of the Sector Skills Council a market assessment of the sector was undertaken in 2003.  This identified that the sector employed a total of approximately 440 000 staff in the UK.  The market assessment did not give a nation by nation breakdown of staff numbers.  However, if the distribution of staff is similar in Wales as in the rest of the UK, then it is to be expected that about 6% of the total staff work in Wales.  This gives a sector workforce in Wales of about 24 600 people.  Using the market assessment LMI, which will need to be adjusted as full sector information for Wales becomes available, the justice sector in Wales would comprise of the following:   

	Community justice
	4 500 people (inc. volunteers)

	Custodial care
	3 780 staff

	Police
	14 400 staff

	Customs & Excise
	450 staff

	Court management and administration
	726 staff

	Prosecution
	534 staff

	The Judiciary and Magistracy
	2 010 staff


The market assessment did not attempt to analyse the size of the voluntary sector within the justice sector.  However, it is clear that a major contribution is made by a wide variety of organisations across the UK.  Skills for Justice intends in its programme of work to carry out an analysis of the voluntary sector across the UK, and this project which is focused on Wales is the beginning of that process.

In Wales, the administration of Justice is not devolved to the Welsh Assembly.  However, education and training in Wales is a wholly devolved matter.  The key policy documents for education and lifelong learning are: The Learning Country – a plan for Wales (2001) and the Skills and Employment Action Plan 2005.

Additionally the Ministry for Social Justice, which has responsibility for community safety, inclusive of the All-Wales Youth Offending Strategy, communities, the voluntary sector and inclusion, equality policy and substance misuse.  The All-Wales Youth Offending Strategy has approved by the Welsh Assembly.

4. Implementation

The action workshops were held in a number of locations using employers own premises and took place in:

· Cardiff

· Usk

· Carmarthen

· Portishead  

5.   Outcomes


a.
Worked Well (Strengths): 

· Building an overnight stay with evening meal in to the first workshop really helped the group to get to know each other and contributed significantly to the building of openness and trust amongst group members.

· The consultancy assignment, where set members went to Cardiff Women’s Safety Unit and helped them develop a business plan provided a significant leadership challenge for the set and delivered a tangible benefit to a voluntary sector organisation.

· Strong links established with colleagues across the sector.

· Lots of bright ideas that set members were able to take back to the workplace – set members learnt to keep asking themselves “how could I do this differently?”

· Some of the set members felt that the programme had helped them survive what had been a very stressful year, despite what they were going through at work they knew that were other ways to sort things out.
· The workbook helped set members to refocus on their projects and recognise the need to share their vision for the project with as many people as possible. The ‘Elevator Pitch’ helped a lot with this.

· Being able to test ideas out with the group really helped.

· Benefits of networking, rather than trying to do it all by themselves set members were able to access support and materials from other set members.

b.
Worked Less Wells (Weaknesses):

· Two members of the set dropped out after the first workshop. A variety of reasons were given, many of which were valid, but the overall impression was that they had been ‘volunteered’ for the programme rather than volunteering themselves. 
c.
Do Differently (Opportunities):

· The external project was an excellent way of bonding the team and allowing the participants to stretch their leadership & facilitation skills. This should be programmed in around set three.

· The number of formal action learning sets should be reduced to seven, following this it was clear that the relationships between participants were strong enough for the communication and learning to continue naturally. (Assuming two day set up workshop at start of programme)

· Where possible in house facilitators should be trained and work alongside external providers to deliver key elements of the programme. To ensure this is effective in house trainers should meet the external providers to work on the design of the programme.

· The Leadership Challenge and its associated workbooks etc worked very well as support tool for this project, we would recommend that this is used more when developing action learning sets with a leadership theme. The introduction of a specific section of the action learning set for a discussion around this should be introduced
· A website should be constructed nationally to allow projects and associated problems to be logged to support interaction between sets. 

· Learning tracking, collect for evaluation key learning points from each Action Learning Set.

· Memory Tracking, use of photo’s or video diaries to bring to life the project for other participants

· The project should be carefully selected and should have the backing of management,  whilst it doesn’t affect overall learning it can impact on the organisational outcomes if deferred or cancelled.

7.
Conclusions.

We can see from the comments received (appendix 1) that the programme has delivered significant benefits for those taking part.
Each project had measureable returns either in £ or in meeting key performance targets.

Whilst not all outcomes of the projects can be directly attributed to the programme ALL participants said that it was a major factor in the success of the projects.

It is estimated that just one of the project will generate a financial benefit in excess of £500k and you would only need 5% of that to be attributed to the programme for in to easily pay for itself.
The return on investment (appendix 2) shows that the programme has delivered improvements to both the individuals taking part and the organisations operational performance.
A group member from the Borders and Immigration Agency was looking for office accommodation in North Wales; a member of the group was aware  and able to offer suitable accommodation.

Victim support were able to liaise closely with the probation service to offer to run areas of the probation service that they had skills in and also to reduce duplication of effort

The group was able to provide a consultancy project, through the application of Action Learning to the Domestic Violence Unit in Cardiff. This work involved the setting future strategy and vision for an organisation that has already proved itself as a best practice organisation.

The group was also able to identify additional EU funding schemes for the Domestic Violence Unit helping it to stabilise it funding in the longer term.

One delegate gained a promotion from an increase in confidence and presentation which they link directly to the programme.

8.
Recommendations

· The external project was an excellent way of bonding the team and allowing the participants to stretch their leadership & facilitation skills. This should be programmed in around set three.

· The number of formal action learning sets should be reduced to seven, following this it was clear that the relationships between participants were strong enough for the communication and learning to continue naturally. (Assuming two day set up workshop at start of programme)

· Where possible in house facilitators should be trained and work alongside external providers to deliver key elements of the programme. To ensure this is effective in house trainers should meet the external providers to work on the design of the programme.

· The Leadership Challenge and its associated workbooks etc worked very well as support tool for this project, we would recommend that this is used more when developing action learning sets with a leadership theme. The introduction of a specific section of the action learning set for a discussion around this should be introduced
· A website should be constructed nationally to allow projects and associated problems to be logged to support interaction between sets. 

· Learning tracking, collect for evaluation key learning points from each Action Learning Set.

· Memory Tracking, use of photo’s or video diaries to bring to life the project for other participants

· The project should be carefully selected and should have the backing of management, whilst it doesn’t affect overall learning it can impact on the organisational outcomes if deferred or cancelled.
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Feedback from participants
· Made links with colleagues across the sector

· Lots of bright ideas that I was able to take back to the workplace – learnt to keep asking myself “how could I do this differently?”

· Looking at things from outside your comfort zone is actually enjoyable

· The programme ahs helped survive what has been a very stressful year, despite what I was going through at work I knew that were other ways to sort things out

· Variety of ideas from other people

· Mike’s story about his old boss who always did something nice for his team

· The masks and props fro the first workshop!

· Support from ALS, I had a large project to manage and as a result of questions and suggestions from the group I realised that I had to change my management style. I recognised the need for a more holistic approach.

· The workbook helped me to refocus on the project and recognise the need to share my vision for the project with as many people as possible. The ‘Elevator Pitch’ helped a lot with this.

· There were a lot of challenges with this project and at times the slow pace of progress was frustrating. I also had to deal with conflict between operational managers, the corporate part of the organisation and the architects, each of which had their individual set of priorities and isues that had to be dealt with. Being able to test ideas out with the group really helped.

· I have changed my management style as a result of this programme. In the past I would have gone it alone and this programme has helped me to recognise the need to draw in support from others. I have changed my approach to decision-making, I’m more reflective and inclusive now and other people in the organisation have noticed the difference in me.

· Listening to other people’s situations and challenges – recognised the similarities in what we were all trying to do

· Thinking hats technique – I use this to help me prepare for meetings by looking at the agenda and going through each item from a ‘black hat’ perspective to identify any potential issues that could be raised in the meeting.

· Recognised the need for upward engagement and as a result of questions and ideas from the group I developed excellent relationships with key people across the organisation. When others tried to unpick what I’d done (in fact they were trying to change or the worse many of the things I’d planned to deliver) they were robustly told they had to go through me.

·  “Big problems don’t always need complex solutions”, the sign-off sheets that Lee uses have proved to be really helpful in making sure that people don’t try to revisit old ground or backtrack on previous agreements.

· I’ve learnt to roll with problems and recognised that you need to see opportunities when changes are forced on you. I’ve found this very heartening.

· As a result of my participation in this programme I’ve delivered my project whereas many others in my organisation have allowed changes to derail them.

· Need for prioritising and time management.

· I’ve developed a willingness and ability to delegate, I’ve realised that I can’t control everything and have learnt to “let go” whereas in the past I would have thought that it was easier to do things myself.

· I now have a desire to take my personal development further and have won a scholarship to do an MBA.

· I enjoyed the consultancy project that we did and now have some ideas about what I want to do when I retire!

· The benefits of having a clear and succinct high-level pitch (I used this to sell my ideas to the chief officer)

· Realised that the overall aim of achieving a resolution on this once an for all was simply too big. I decided to focus on getting a motion through the national conference and rallied support from both camps.

· Recognised that my job actually split into four main functions/stakeholder groups and that I need to work differently to deliver the best results.

· I have changed the way that I look at things and am now much more collaborative in my approach.

· Importance of spending time getting people onboard with your vision.

· Mad, funny stories from some members of the group!

· The strength you gain by working in collaboration across the sector.

· Fantastic programme, I now have an edge over my colleagues!

· The need to break project into distinct phases with each phase having a robust sign-off process to prevent people resisting and attempting to renegotiate previous discussions and agreements.

· Benefits of networking, rather than try to do it all myself I accessed support/materials from other group members.

· Value of the elevator pitch in helping get vision across and engage others.

· Recognised that to be successful had to gain trust of Probation Service that Victim Support could do their job. Not about formal contracting but far more about demonstrating your values and professionalism. Achieved by developing a joint training programme and opened up the use of our training material. 

· Digging your heels in doesn’t help! Learnt that you need to roll with problems and not get fixated on the here and now issues. Keeping focus on vision and finding alternative routes is key.

· The need to tell things how they really are, warts and all. It’s no good presenting the ‘corporate spin’ about your organisation to other members of the group. To get the best ideas and suggestions from others you have to be honest and candid.
Appendix 2

RETURN ON INVESTMENT

	Name
	Project Description
	Key Targets
	Delivery Outcomes

	Dan Soutar
	Establish a new immigration centre in North Wales.
	Establish centre and hence deal with problem area
	Achieved within time scales

	Simon Shaw
	Develop  and in house  rehabilitation centre
	Reduce overall costs of service delivery and expand service outside police service
	Project still ongoing but largely achieved

	Lynne Mills
	Increase staff retention & moral in time of £ savings
	Improve results of staff survey 

Make work a bit more fun!
	Project  sidelined by restructure 

Solved major issue of co worker

	Michael Weston
	Broker agreement with unions around role boundaries
	Get agreement from union
	Achieved after years of other people trying

	Lee Hanford
	Get both planning & community consent for a large prison extension
	Achieve planning consent

Achieve community support
	Achieved and  community happy!

	Ian John
	Rationalise 3 call centres into 1
	Reduce costs across area

Achieve greater control
	Achieved and successful

	Jon Trew
	Bring together all charities in Wales
	Reduce costs across Wales
	Project deferred and still ongoing

	Lisa Brunton
	Merge the training department with the commercial department to ensure objectives are aligned
	Maximise income for prison

Target training to reduce re-offending
	Project still ongoing

	Liz Rijnenberg
	Probation officer being located with the police and social services etc to manage the most dangerous cases
	Reduce costs of delivery
	Project still ongoing


Leadership Practices Inventory 
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SCORES

            Percentage Increase

Challenge the Process
13.16%

Inspiring Shared Vision
25.64%

Enabling Others to Act
10.53%

Modelling the Way

22.86%

Encourage the Heart

30.56%

The percentage scores show the average increase in the participants’ scores on their self perception questionaire.

The results show a marked increase in two areas;

Encourage the Heart ; This is all about how you give feedback and motivate your subordinates this increase reflects what was observed on the programme. Many participants realised they didn’t spend enough time telling the people who worked for them that they had done a great job today at the beginning of the programme but this clearly changed.

Inspiring Shared Vision ; This was an area we expected to increase given the courses focus on a technique called an Elevator Pitch. Many of the participants demonstrated an increase awareness of how to share their ideas / visions.

A clear example of this was the way in which one participant managed to convince a community group that the expansion of a prison could benefit the community!

One obstacle which is a common theme is that whilst the participants of this programme clearly recognised the need for change and would be willing to challenge more in the future, their is still work to do within the organisations for very senior managers and their pier groups. You can see this reflected in the scores for Challenge the Process.
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