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1. Executive Summary

The purpose of this project was to increase leadership and management skills across the Justice sector by creating a sustainable pool of facilitators to deliver Action Learning Sets (ALS) in Yorkshire and Humber. The project was sponsored by Skills for Justice, funded by the Learning and Skills Council and delivered by the Leadership Association. 

A total of 10 learning and development professionals from across the Justice sector started the programme in February 2008. The programme concluded in March 2008 with a “taster conference” for 35 delegates in Leeds facilitated by 9 of the set advisers.
9 delegates completed the programme and were awarded Certificates of Competence. 

This report sets out the findings from evaluation of the action learning set adviser programme.   It aims to provide evidence on the delivery, process and outcome of the sets and to inform the future of other similar initiatives.
The evidence from the feedback is that the programme was very successful and has met the objectives set giving both the intended set adviser development, and also in many cases broader personal development.

The following are recommendations for the future based on the findings:

a) Allow sufficient time from project funding approval to start date to enable diary negotiation with delegates and contractor. A period of 6 to 8 weeks is suggested.

b) Ensure that accommodation provided by host organisations is of a sufficient quality for this level of programme and has the equipment and space required. 

c) Ensure there is a policy on cost recovery for failure to attend/early release from the programme.

d) Maintain the space between follow up workshops/set meetings to enable action to be completed – more time would have benefitted this programme.

e) Explore the possibility of accreditation with the Institute of Leadership and Management for the programme. There is significant evidence of learning and accreditation should be possible.

The Leadership Association is proud to have been partnered with Skills for Justice in delivery of the project.

2. Introduction
Skills for Justice wished to develop up to 12 learning and development professionals, from across the Justice sector, as action learning set advisers to build up the concept and ethos of action learning at an affordable price. Whilst the concept of action learning is not new, it is a new way of training for the Justice sector. 
Action learning has only recently been promoted in the sector through the Sector Skills Agreement process as a potential solution, in particular, to management and leadership skills. Skills for Justice have learnt that there are very few Action Learning Set facilitators with experience of working in the Justice sector. Consequently the sector is reliant on expensive outside facilitators who may not have experience of the sector. This project aimed to increase the pool of Justice experienced facilitators and also maximise the skills and experience of the Justice workforce.

The action learning sets and the taster seminars are intended to stimulate demand for further training in Action Learning and further management and leadership training, delivering the modernisation agenda with fixed or reduced resources.
Skills for Justice obtained Learning and Skills Council funding and initiated a tender process. The Leadership Association was awarded the contract and delivered the first workshop on the 12 February having initiated the contract on 25 January by sending candidates MBTI questionnaires and joining instructions.  

Skills for Justice sourced the candidates and accommodation (from host organisations) and coordinated the management and administration of the project. The Leadership Association provided all materials and designed and managed the programme delivery.

3. Project Objectives

The objectives of the project were:
· The creation of a trained pool of ALS facilitators across a range of Justice sector employers in the York’s and Humber region including Police, Probation, Prisons, and the Voluntary Sector
· The project builds in sustainability through developing internal ALS facilitators. The benefits of this resource can be maximised through inclusion in the England Cross Sector Forum compact where arrangements for sharing resources will be agreed
· Employers use internal ALS facilitation resource to run ALS for their workforce 
· Employers offer ALS to partner agencies through reciprocal arrangements    
· Wider Justice sector employers purchase services of experienced Justice sector ALS facilitators to mainstream use of ALS  
· Promote cross agency working and facilitate cross sector understanding
· Achieve economies of scale through partnership working 
· Promote the benefits of ALS to employers and HR/Training Managers from the sector through a half day seminar facilitated by the new ALS facilitators
· Deliver the project within the LSC timeframe (end of March 08) 
4. Programme Outline

The programme was designed to develop action learning facilitator skills by enabling facilitators to address specific issues that people in leadership positions face and enabling them to implement a programme of change to resolve those issues within their own business.
The cohort was 10 members supported by two Leadership Association facilitators. The cohort worked together for part of each meeting and split into two sets for the remainder of the meeting to work in depth with their expert on action learning based on their real issues.

The programme outline was:
· Two day start up workshop

This workshop was designed to provide the foundations of the programme. It introduced action learning through practical exercises and link to learning styles. The workshop developed ideas around difference of thought and approach and linked to Emotional Intelligence and Type preference. As part of the workshop all delegates completed MBTI Step 1.  
· Action Learning  - theory and practice
· Learning Styles (from Honey Mumford)
· Emotional Competence and Type preference

· Leadership Styles (brief review of group experience of Transactional, Transformational and Situational Leadership)

· Delegates had the opportunity to “lead” a round of action learning and receive feedback from the facilitator and their colleagues. Each individual identified actions to complete before the next meeting.
· Two half day workshops 

In these workshops delegates had the opportunity to “lead” a round of action learning and receive feedback from the facilitator and their colleagues. Each individual identified actions to complete before the next meeting.
· Action Learning for real – follow up on action

· Facilitator experience

· Different techniques and methods 

· Applied learning in the workplace

· Differentiated approach depending upon experience (implementing Action Plans)

· One to one coaching session

The coaching linked to a reflective log completed after each session that will formed the record of learning for each delegate throughout the programme. This identified strengths and areas for improvement for each delegate in respect of their facilitation skills.

· One day closing workshop
This reviewed the programme and the progress of each delegate. A report of competence and certificate was given for each successful delegate.
· Techniques building on experience

· Action Learning and Change 

· Review 
· “Taster” Conference
A half day conference where managers and HR professionals from the sector could gain an understanding of the benefits that action learning can bring to individuals and the organisation they work in. Rounds of action learning were facilitated by delegates from the programme.
5. Evaluation Methodology

The aim of the evaluation was to:-

· Explore the administration and management of the programme.

· Explore the programme design, and facilitation process, what worked well and what was less successful.
· Explore the learning and knowledge which participants had gained.

The evaluation also explored the extent to which the programme had met underlying aims, which were:-

· Facilitating cross boundary working.

· Improving mutual insight into carrying out responsibilities at a senior level in the public sector. 

· Providing personal development in a challenging and supportive environment.

The evaluation design included both quantitative and qualitative methodology.
Delegates completed evaluation questionnaires designed to assess how the set up workshop and overall programme had been received (level 1 Kirkpatrick) and the benefits and learning obtained (level 2 Kirkpatrick). Throughout the programme the candidates were assessed on their application of the knowledge (level 2 Kirkpatrick) and identified learning through a process of reflective review (level 2 Kirkpatrick).

6. Findings

a) Administration and management
Project and contract meetings were built into the tender requirement and there was a very positive partnership between Skills for Justice and The Leadership Association with clarity of responsibility.

The programme was initiated with tight time scales and the initial organisation in relation to  the short notice given had caused dificulties for some delegates. Skills for Justice worked hard to overcome this and 10 delegates started the programme with 9 completing (one dropped out due to illness). 2 candidates missed one session due to other commitments and consequently there was a 96% attendance across the programme of those who completed. 

All respondents reported satisfaction with administrative arrangements and 80% were very satisfied.
Workshops were hosted in accommodation provided by West Yorkshire Police at no cost to the programme. Catering was funded and coordinated by Skills for Justice. There was some difficulty on some days in allocation of a second classroom but the administrative staff were very helpful and always met our requirement. Whilst all respondents reported satisfaction with the acommodation only 50% were very satisfied.
b) Programme design and facilitation

The interactive and experiential nature of the programme was well received with 78% reporting they were very satisfied with the programme and the remainder satisfied. On the initial workshop 70% reported they were very satisfied that the aims and objectives had been achieved. 100% of delegates reported that they were very satisfied with the facilitation throughout the programme. The materials provided were consistently praised.
“A good course – the group became a very effective team and towards the end of the course recognized each other’s styles and adapted to utilize them all for a collective benefit and synergy.”

“Excellent attention to and valuing of a range of learning styles; worked effectively together; knew their stuff and put it across effectively; encouraged us to take increasing control of the process; willingness of trainers to share their own issues.” 

“Style was consistent and measured with due consideration for the needs of all members of the group. Recognized that learning about and acceptance of the principles would take place at differing times for differing people. Patient, supportive and accepting of the diversity within the group.”

“Thank you both for this superb development opportunity. You have really opened my eyes and developed my confidence and skills. This has been very worthwhile.”  
c) Learning 

78% of the delegates were very confident of their understanding of action learning. 

“Opportunity to revisit and examine personal communication style. Recognition of the differing styles of differing people and how collectively these can result in synergy if the right environment is created. Linking the principles to real life problems and being able to systematically work through them.”

“A valuable tool for use with managers/leader development.” 

“It gives the problem holder an opportunity to take time, consider a wide range of options in detail, examine their own perceptions of the problem and put in place an informed set of actions – with the benefits of an ongoing support mechanism.”
“Excellent idea has come to mind about how to introduce this to my organisation via L&D events.”
“That it can be very effective on a range of problems.”
“Action Learning can be beneficial to helping to solve problems or look at problems in a different way. Ground rules are important as well as trust within the set. Everyone has something to bring/add to action learning.”  

d) Sector understanding

“Main benefits in engaging with a cross sector group of colleagues.” 

“Working with an excellent group of colleagues.”

“Learning a new skill/process; working with an Action Learning set; possibility of cross agency cooperation. Very enjoyable, great learning experience and an extremely pleasant group to work with.”
e) Personal development
“It has helped me take stock of my own style and make adjustments to assist in better communication.” 

“I can adapt my natural style; I can accommodate other’s styles; action learning is something I would be very comfortable with to help me with my problems.”
“I have learned about my personality type – the preferred traits and those I have least preference towards. I have improved self awareness and self confidence. Apart from being given the opportunity to explore my problem and find a way forward I have learned more about my communication and questioning skills; the variety of skills and qualities within a group and that they are all relevant.”
“I am a reflector; need to be careful how I word questions; not to jump in and solve problems – which as a manager I tend to do.” 

7. Other Comments and Recommendations for the Future

The evidence from the evaluation suggests that this has been a very successful programme that has achieved its aims and objectives.  Participants have gained learning and knowledge that they are able to use in their own sectors to achieve positive outcomes. They have also gained a broader understanding of the issues in the Justice sector and been encouraged to build networks for the future.
The following are recommendations for the future based on the findings:

a) Allow sufficient time from project funding approval to start date to enable diary negotiation with delegates and contractor. A period of 6 to 8 weeks is suggested.

b) Ensure that accommodation provided by host organisations is of a sufficient quality for this level of programme and has the equipment and space required. 

c) Ensure there is a policy on cost recovery for failure to attend/early release from the programme.

d) Maintain the space between follow up workshops/set meetings to enable action to be completed – more time would have benefitted this programme.
e) Explore the possibility of accreditation with the Institute of Leadership and Management for the programme. There is significant evidence of learning and accreditation should be possible.
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Participation Record 
	NAME
	ORGANISATION
	SET
	Open
	Ist Set
	2nd Set 
	3rd Set
	Final
	19TH

	Bernie Mitchell
	West Yorkshire Police
	1
	 
	 
	SA
	SA
	 
	SA

	Caron Lee-Robinson
	Wakefield Magistrates’ Court
	1
	 
	SA
	 
	SA
	 
	SA

	Laura James
	West Yorkshire Police
	1
	 
	 
	SA
	 
	SA
	SA

	Liz Lucas
	Y&H Probation Consortium
	1
	 
	SA
	 
	SA
	 
	SA

	Mark Trench
	Ministry of Justice
	1
	 
	SA
	 
	 
	 
	SA

	Angela Walker
	Leeds PCT
	2
	 
	 
	 
	 SA
	 
	SA

	David Atkinson
	Y&H Probation Consortium
	2
	 
	 
	 
	 SA
	SA
	SA

	Karen White
	Rotherham Magistrates’ Court
	2
	 
	 
	SA
	 
	SA
	SA

	Simon Brannan
	West Yorkshire Police
	2
	 
	 SA
	 
	 
	SA
	SA

	Will Lunnon
	Safer Leeds Partnership
	2
	 
	 SA
	 
	 
	 
	 


 Key

	 
	Attended

	 
	Non attendance

	SA
	Set Adviser
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Initial Evaluation Report 
	Sponsor
Skills for Justice 

Helen Brinton [helen.brinton@skillsforjustice.com]
Mobile: 07973 513734
	Event 

Action Learning Set Advisers Programme

Initial Workshop  York’s and Humber


	Programme Outline

· Understand the concept of the project and gain buy-in.

· Create an environment of trust.

· Offer the opportunity to explore self and attitude to change through MBTI.

· Develop an understanding of Action Learning Sets and their role as facilitator

· Personal introductions – Quadrant

· Ground rules

· MBTI – self assessment

· MBTI and change

· Leadership styles experienced

· Casey and Critchley Model

· What is action learning

· Split into sets

· Triad exercise and debrief

Closing and next steps
	Respondents Very Satisfied
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	Delegates’ comments on benefits – the comments were broadly similar and focused on the greater understanding of what Action Learning is about and how it can be used as a tool to resolve problems. “Learning about another developmental framework which broadens options to coach and assist others whilst contributing to organizational efficiency” “Greater understanding of ALS and practical application of skills” “Learning more about ALS and the benefits from a SfJ point of view, now able to further promote ALS within the sector”



	Delegates’ comments on delivery – “Brilliant – Engaging, intuitive and knowledgeable” “Simply excellent – an enjoyable and professional team” “Excellent, built a high level of trust, support and expertise.  Very skilled and credible training” “Very good, relaxed, not controlling, some different ways of achieving the same thing”
 

	Other comments

Delegates were very positive about the workshop “Excellent-very thought provoking.  Lots of reflection to do” “Difficult concept to grasp but the trainers were patient and supportive and allowed the group to influence the pace of learning” “Many thanks, thoroughly enjoyable” “Enjoyable and stimulating”


Appendix C-1  

Reflections 

Myself

· My intention to make myself hold back may be as unhelpful to the group as my natural desire to take over.

· Stop getting frustrated and embrace other styles.

· Remember to put the pause button on.

· I can let feeling take over and that clouds judgement and perspective.

· I’ve been approaching things as an ISTJ and need to work on other perspectives.

· It’s OK for me to have doubts and problems.

· I’ve been trying to solve things myself rather than engaging with others.

· I can ask relevant questions and get involved.

· I can use different styles and balance out responses.

· I don’t have to pay so much attention to the detail.

· I’m able to listen more to others perspective and appreciate more.

· It is becoming easier to articulate the problems.

· I like this model, it fits with my natural style.

· Be careful how I word or phrase questions in an open ended way.

Other set members

· Shared commonality of understanding. A great group to work with.

· We are all very different and we’ve come with some very complex problems.

· We are all very similar in not trying to come up with the answers.

· The complexity of the issues.

· How people view their worlds and view others’ worlds and react to, cope/deal with issues.

· We all have different ‘types’.  We all need help from other types to make it work and that’s OK.

· Problems are transferable.

· There is nothing new under the sun.

· Similar themes but not the same problem.

· People really know the answers – they just need the undergrowth clearing!

The set

· We assisted the problem holder with little or no information about the issue.

· Expands the thought processes.  Trying to recognise other processes and bring them together.  Allows the working together of different styles and approaches.

· The group have been feeding off one another’s’ approaches and working well together.

· The need to apply ALS principles and the formality to what is going on in practice.

· Different styles do have a place and we are doing good.

· Freshest experience is the Goldfish Bowl – when used appropriately can be helpful.  Don’t forget the Problem Holder.

· Synergy – a number of heads working together.  Group develops own momentum.

· We can use the structure flexibly.

· I’ve realised it is more complex than I originally thought.

· It is a simplistic process but made more complicated by wanting to take control.

· Impressed me the different type of individuals in the set and how the way in which we look at problems differently.

· It can be variable – it doesn’t have to be the same all the time.

Appendix D-1

Final Programme Evaluation – Cohort 1

What do you personally consider to have been the main benefits of this programme?
A timely opportunity to have an in depth experience of Action Learning – theory and practice. Main benefits in engaging with a cross sector group of colleagues. 

Working with an excellent group of colleagues.

Learning a new skill/process; working with an Action Learning set; possibility of cross agency cooperation. Very enjoyable, great learning experience and an extremely pleasant group to work with.
Opportunity to revisit and examine personal communication style. Recognition of the differing styles of differing people and how collectively these can result in synergy if the right environment is created. Linking the principles to real life problems and being able to systematically work through them.

A good course – the group became a very effective team and towards the end of the course recognized each other’s styles and adapted to utilize them all for a collective benefit and synergy.

Becoming skilled as an action learning set adviser; reminding myself of my personality/learning style; practice and analysis of doing it. I have enjoyed this, have got a lot out of it and feel empowered to be an action learning set adviser.

Clarity about action learning; self assessment of practice. Very enjoyable and more importantly informative event; some excellent learning points.

Developing me personally and delving into the issues I have within my organization. 
Understand the different ways action learning sets can be utilized in a variety of work set ups. 

Questioning techniques; other colleagues on the course.

Time out from work; refresher knowledge about learning styles and preferences; knowledge about action learning and practical experience to apply it.  
What have you learned as a result of taking part in this programme? 

 About yourself:

I have skills as an AL facilitator.

I have a set of existing skills that will be useful in facilitating an ALS; I have trouble recalling detail at times; it would be good to develop further my skills in looking at process as well as feelings; would like to continue to develop my skills in this area.

To listen more carefully and hear what people say. To help others to consider options and work through their concerns – rather than try to influence to accept my solution. Increase in self awareness. It has helped me take stock of my own style and make adjustments to assist in better communication. 

I can adapt my natural style; I can accommodate other’s styles; action learning is something I would be very comfortable with to help me with my problems.

Am able to work with others with enough self discipline.

I have learned about my personality type – the preferred traits and those I have least preference towards. I have improved self awareness and self confidence. Apart from being given the opportunity to explore my problem and find a way forward I have learned more about my communication and questioning skills; the variety of skills and qualities within a group and that they are all relevant.

That my concentration levels dwindle in later sessions.
Can be a little too reflective; did not at this point enjoy the set adviser role.

I am a reflector; need to be careful how I word questions; not to jump in and solve problems – which as a manager I tend to do. 
About action learning:
A valuable tool for use with managers/leader development. 

Valuable technique; not sure that it can be used within our agency; great potential for cross agency development. 

It gives the problem holder an opportunity to take time, consider a wide range of options in detail, examine their own perceptions of the problem and put in place an informed set of actions – with the benefits of an ongoing support mechanism.

How useful it is a different tool; use when you can’t think of a way forward; you get a lot out of the process as well as actions for your own problems.

Excellent idea has come to mind about how to introduce this to my organisation via L&D events.

It’s benefits and scope. Questioning techniques and its ability to really help the problem holder see a way forward.  

That it can be very effective on a range of problems.

Prefer to be part of the set rather than the set facilitator role.

Need to think on feet. Action Learning can be beneficial to helping to solve problems or look at problems in a different way. Ground rules are important as well as trust within the set. Everyone has something to bring/add to action learning.  
Delivery style of the facilitators:

Excellent skills/style – facilitated learning and development over the course of our time together, in an inclusive manner. 

Excellent attention to and valuing of a range of learning styles; worked effectively together; knew their stuff and put it across effectively; encouraged us to take increasing control of the process; willingness of trainers to share their own issues. 

Style was consistent and measured with due consideration for the needs of all members of the group. Recognized that learning about and acceptance of the principles would take place at differing times for differing people. Patient, supportive and accepting of the diversity within the group.

Fabulous – obviously very well informed/practiced ref action learning. Direction and challenging but supportive too.

 Very enjoyable, engaging and professional. 

Thank you both for this superb development opportunity. You have really opened my eyes and developed my confidence and skills. This has been very worthwhile.  
Pitched at the right level.

Good passionate knowledge of action learning. Very impactive in the right situation.

Open style. Well presented, adaptable and flexible to suit changes.
Quantitative Responses aggregated across cohort
(likert scale 1-6 extremely dissatisfied to extremely satisfied)
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78% of the delegates were very satisfied with the experiential nature of the programme

100% of the delegates were very satisfied with the facilitation style
78% of the delegates were very confident of their understanding of action learning 
Appendix E

Set Adviser Competence Report
By the end of your period of training, a competent Action Learning Set Advisor will be able to;

	1
	Explain what Action Learning is, outline its origins, its benefits and give examples of when it may be best used.


	 FORMCHECKBOX 


	2
	Outline how Action Learning differs from other forms of group learning.


	 FORMCHECKBOX 


	3
	Enable a new Learning Set to form, develop a safe learning environment by agreeing a contract and exploring boundaries. This should include confidentiality, qualities of issues shared, suitability of venues, times and frequencies of meetings.


	 FORMCHECKBOX 


	4
	Explain the structure of the Set meeting and agree ‘air time.’


	 FORMCHECKBOX 


	5
	Hold the set to its task, challenging deviations, reminiscing and inappropriate or intrusive questioning beyond the scope of the agreement.


	 FORMCHECKBOX 


	6
	Establish rapport through active listening skills and utilising appropriate interventions such as selective reflection, paraphrasing, mirroring and summarising.


	 FORMCHECKBOX 


	7
	Demonstrate good questioning skills through the construction of appropriate open and incisive questions: e.g. 5WH (who, what, when, where, why and how).


	 FORMCHECKBOX 


	8
	Act as a ’Coach’ to the Set by modelling ‘best practice,’ enabling set members towards becoming future Set Advisors.


	 FORMCHECKBOX 


	9
	Through appropriate cathartic interventions, encourage the growth of openness and the expression of feelings to enable individual and group learning.


	 FORMCHECKBOX 


	10
	Introduce ideas and make connections (perhaps not yet recognised within the group) encouraging lateral thinking and developing decision making.


	 FORMCHECKBOX 


	11
	Invite the Set to review the ‘processes’ of the session after each issue holder has completed a presentation.


	 FORMCHECKBOX 


	12
	When necessary, provide support to Set members beyond the agreed times of the Set meeting.


	 FORMCHECKBOX 


	13
	Identify learning or potential learning points from the situation under review.


	 FORMCHECKBOX 


	14
	Invite & accept developmental feedback from Set members about their performance as Advisers, to further their own self-awareness and facilitator skills.


	 FORMCHECKBOX 



Appendix F

“Taster Day” Programme 
Location: Merrion Hotel, Leeds 
As a result of our experience in running Action Learning Sets (ALS) for justice sector employers we know action learning delivers significant improvements in personal leadership skills and operational performance. We know that for many people however, the concept of action learning may be unfamiliar – this session will allow you to find out for yourself how powerful action learning is. This session will help you recognise the benefits that action learning can bring to individuals and the organisation they work in.
0900
Arrival and coffee
09.30
Welcome and Introductions of Participants, Facilitators and Sponsors (15 minutes)

09.45
Icebreaker – Four corners exercise considering: (15 minutes)

· Information sharing

· Expectations

· Experience of Action Learning

10.00
What Action Learning is and isn’t – short PowerPoint input (15 minutes)

10.15
Triad exercise to practice choice of problems and open questions (30 minutes)

10.45
Break (15 minutes)

11.00
Setting up the Set (15 minutes)

· Objectives

· Ground Rules

11.15
Working in your set (45 minutes) facilitated by ALS facilitator

· Potential challenges to work on – 1 volunteer

· Use question technique

· Review how it went

12.00
Plenary and Learning Review (15 minutes)

12.15
What to do next – how to sign up to the programme (15 minutes)

12.30
Networking Lunch
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