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Introduction

Do you manage people? Are you looking for ways to improve your performance and that of your team? Would you like to be a more inspirational leader?

If so, you need to take a calm, objective view of your current capabilities and strengths, how these compare with the needs of your job and what you would like to improve.

A good starting point is to use a ‘diagnostic’. Diagnostics come in all shapes and sizes. Some are simple web based questionnaires that take a few minutes; some are administered by trained professionals and can be expensive in both time and money.

As ever, there is a relationship between what you put in (the investment) and what you get out (the payback). This document aims to help you find the best diagnostic tools to analyse your situation and start on the road to greater success. 
You can use many of the tools by yourself and benefit from them. But it’s strongly recommended that you work through them with a supportive colleague. This will often be your manager but could also be a mentor, a coach or consultant or other supplier.  

Once you’ve read this document you might like to also read how to get the best return for your investment in leadership development
 and the guide on finding the right supplier.
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Background

Management and Leadership diagnostics help employers, individual managers and consultants assess their organisations skills gaps. These gaps can exist individually and at all levels of their organisation, starting from first level manager all the way up to the Managing Director.

Senior managers reading this will recognise that many of their reports are often not aware they have leadership and management development needs. If they do, they often do not know what they are. Indeed, in some cases they refuse to believe that they have any development needs at all. 
A diagnostic tool, sensitively deployed, can help identify and determine what these needs are and, in many cases, convince middle managers that they really do have skills gaps they should address.

What are diagnostics and diagnostic tools?

Diagnostics can take the form of organisation-wide Training Needs Analysis (TNAs), or can look specifically at individuals, no matter what their level of seniority.

So, if you are unsure of your management and leadership development needs, a diagnostic, performed with a diagnostic tool, can help you identify the exact areas in which you need to improve.

Tools can help identify any gaps that exist between your current skills, and the competencies needed to successfully carry out your role. Diagnostics can also help identify your personal leadership and management aspirations.

In short, a diagnostic tool can help you:

· Analyse your business goals and the skills required to meet those goals

· Determine what information or training you require to be effective in your role

· Evaluate what skills you have and determine where your skills gaps lie
· Decide which learning method is best for you
· Determine the amount of resource you can afford to allocate to your skills needs in terms of both funding and time

Once the diagnostic is complete it will translate into a set of outcomes, usually encapsulated in your Personal Development Plan (PDP). This will address the above points, and then help determine the following:

· Evaluate what training your organisation itself can provide in-house

· Help you seek guidance on which training providers or consultants can plug these gaps

· Help you choose the correct training to address your needs

Types of diagnostic

Diagnostic tools can range from of a set of broad topics, which you discuss with a mentor, to a formalised on-line questionnaire. Diagnostic tools broadly fall into one of the following categories:

· Formal questionnaires

· Informal discussions

· On-line diagnostics

· Psychometric testing

· Brainstorming Sessions

There are also various methods by which the diagnostics can be delivered. This will usually be determined by the tool being used, but common examples include:

· Face-to-face discussion

· Telephone-based discussion

· Analysing self-completion questionnaires

· Brainstorming sessions 

· Workshop scenario: one-to-many sessions
In essence, diagnostics vary greatly in scope and intensity. There is no set formula for what classifies as a diagnostic tool. Some can be performed in-depth and take up to two days to complete; others, such as BITE, can be light-touch and be completed within an hour. In some cases diagnostic tools can be used to complement one another: a light-touch tool can be used as a ‘taster’ to encourage you to carry out a more in-depth diagnostic.

What works best in practice?

· Anecdotal evidence suggests light-touch tools are more popular than their more in-depth alternatives. This is a reflection of the simple fact that managers feel they lack the time to commit themselves to intensive skills assessments.

· The role of a consultant in providing one-to-one support in a face-to-face session is often cited as being essential in helping the manager understand what the diagnostic is asking and any results that it produces. So, you can progress by yourself but it’s strongly recommended that you work with a supportive colleague. This will often be your manager but could also be a mentor, a coach or consultant or other supplier.
· Diagnostic assessments do not necessarily require the use of a diagnostic tool. You may prefer not to use a tool, or you might feel that using a tool might not be appropriate right now. Therefore the diagnostic could take the form of an informal discussion around relevant issues with your manager or a mentor/coach. You can then draw out the development needs from the discussion and produce a PDP.

· Bespoke tools, developed for specific programmes, such as the STAP or RTS tools, or enhanced versions of existing tools, have often been well received by other managers as they can be tailored specifically to their needs.

· The length of time required to conduct a diagnostic can determine the success of the tool, as you will have many competing pressures on your time. Evidence collected on the DfES/LSC L&M Programme
 found 62% of consultants who conducted diagnostics with managing directors took between 1 and 2 hours to complete. Diagnostics that took half a day or more to complete were less popular, with only 10% using them.

· In essence, what works for one manager might not work for you. Therefore the most effective approach to diagnostics is to look for the tool and delivery method that is right for you.

· Key point: the results of the diagnostic are more important than the type of diagnostic used. The production of a PDP as an outcome of the diagnostic process is important in helping you understand, and then prioritise, your skills development needs. 

The payback of using diagnostics for skills assessments

· The DfES/LSC L&M Programme evaluation also found that 38% of managing directors were already aware of their development needs prior to undertaking a skills assessment. However, confirmation of the needs that MDs were already aware of gave them the confidence to find solutions to address those needs.

· A key point is that in 60% of cases the skills assessment identified at least some needs that the manager was unaware of at the time.

· In some cases managers believed they had specific skills gaps they needed to address, while the diagnostic drew out other, deep-seated, needs which had not previously been considered.

· The assessment/diagnostic process can also lead to the identification of potential approaches to address the relevant skills needs. So, an assessment/ diagnostic should be seen as ‘a means to an end’, rather than ‘an end in itself’.

· Often, the process of going through a diagnostic can in itself be beneficial as it provides an opportunity to reflect on your skills and abilities. It allows you to take time to look at yourself, and concentrate on your own development rather than focusing solely on the needs of your business in general.

· Anecdotal evidence collected on the DfES/LSC L&M Programme suggested that, although a £1,000 grant was made available to address development needs, one of the most advantageous aspects was the self knowledge emerging from the diagnostic assessment process itself.


Barriers

If you feel some resistance to taking a diagnostic then it’s worth considering the following.
Question: “I don’t have the time to undertake an assessment”

Answer: Most diagnostics only take between 1 – 2 hours. You can profit in the long term by investing a small amount of time up front. This is what you would say to your staff after all!
Question: “I don’t have any leadership and management skills needs”

Answer: A diagnostic can help identify skills needs that you didn’t know of, or were reluctant to admit. The DfES/LSC L&M programme evaluation found that in 60% of cases a skills assessment identified at least some needs that the participant was unaware of at the time.
Question: “I already know what my leadership and management skills needs are”

Answer: Even if a diagnostic does not uncover any additional skills needs, the LSC/DfES L&M Programme found that the confirmation of their needs through a diagnostic often gave managers the confidence to seek out solutions to address their needs.

Question: “I don’t want to pay for a diagnostic”

Answer: The time and small amount of money invested in the process can benefit you for many years. Think of yourself as a product that needs to be regularly invested in to remain competitive.


Question: “I only want my staff assessed: I don’t need to be”

Answer: Overall, skills provision and management are important elements in increasing productivity (Leitch Review). Training and development at the top level can encourage a culture of learning, development and effectiveness to cascade down through the organisation.

General M&L Diagnostics

A selection of general M&L diagnostic tools used by staff on the LSC/DfES L&M Programme is presented in the table below. They are diagnostic tools that can be undertaken specifically with managers. The list is not exhaustive, nor does it imply that the tools listed here are better than any others that are available on the market.

	Diagnostic tool
	Comments

	1. ASSESS
	· Offers a complete suite of tools that can be used to support each part of the leadership development cycle.

· Organisations, and managers, can choose to use one or more of the ASSES tools, depending on their specific needs:

· Development & 360 reports identify strengths and weaknesses in different competencies.

· Selection reports to identify candidates with the highest potential.

Contact Details:

E-mail Liz McCormac on: mccormac@btconnect.com 

Telephone Liz McCormac on: 07710 278927

www.bigby.com/assess/mdt 

	2. BITE (Business Improvement Tool for Entre​preneurs)
	· Informal and light touch diagnostic, developed by CEML

· Works well in group or peer setting

· Positive feedback from areas delivering L&M Programme

· Useful ‘first time’ tool, often used as a pre-diagnostic

Contact via: www.managementandleadershipcouncil.org.uk/bite/bite01.htm

	3. CMI SMART Management Assessment
	· Takes approximately 2.5 hours to complete, does not result in PDP

· Identifies issues but not solutions

Contact via: http://cpd.managers.org.uk/

	4. CREATE (Business Link – Practical Advice for Business)
	· A web based diagnostic designed for company owners and managers, this interactive tool will assess your management and leadership skills. 

· At the end, you will be able to download an assessment of your strengths and weaknesses and your tailored personal development plan.

· View sample plan
· If you save your final plan, you will be able to come back to the site, answer a few more questions and see how much your skills have improved.

Contact via:

http://www.businesslink.gov.uk/bdotg/action/pdp?r.li=1080480694&r.l1=1073858787 

	5. Exponential Management Perspectives 360 degree appraisal tool
	Management Perspectives is a 360 degree assessment tool that incorporates individualised feedback and development suggestions appropriate to the outcome of the assessment. The tool is fully web-based and automated making it straightforward and time efficient to use. The whole assessment can be set up and managed on-line (e.g. invitations to respondents, questionnaire completion and the production of the feedback report).

Each model comprises a set of Core Skills which are further divided into Specific Skills. The body of knowledge that underpins the assessment models is appropriate National Occupational Standards for each assessment group. 

The assessment questionnaire requires each respondent to commit 10 -15 minutes per teamleader/manager/advisor/assessor. The questionnaire comprises a set of behaviours which respondents are asked to indicate the frequency with which they observe the person being assessed demonstrates those behaviours. Companies can choose to have 180 – 360 feedback depending on who they invite as respondents – most choose to invite 4 – 8 people (in theory there is no limit). 

Contact via:

Michelle Moore on 01455 271123, or:

www.managementperspectives.co.uk 

	6. Honey & Mumford
	· Identifies preferred learning styles Provides more detail post initial assessment.

· Useful to use in conjunction with other diagnostics which can then translate preferred learning styles onto the PDP

Main Switchboard: 01628 633 946

www.peterhoney.com

	7. Inspirational Leadership Programme
	Inspirational Leadership leads to a highly motivated workforce which, in turn, leads to inspirational results. The Inspirational Leadership Programme provides a number of powerful practical pointers for leaders at all levels on how they can inspire and motivate their people and colleagues to achieve superior performance.

Inspirational Leadership Offer to the SSCs 

·  A proven and very powerful way to engage your employers

·  An easy to use and tested tool to identify employers’ needs

·  A door-opener to the provision of quality employer support

Inspirational Leadership Offer to the Employer

· Practical quality support to enhance your business performance

Contact details:

Nigel Crouch 

T: 0771 505 4633

E: mailto:nigelcrouch@f2s.com 

W: http://www.sfbn-mandl.org.uk/IL.htm 

	8. LQ Metrics
	· On-line psychometric and aptitude assessment product, developed to measure those characteristics most likely to determine the quality of an individual's leadership behaviours.

· Detailed reports enable individuals to set about establishing or improving leadership in the workplace.

Contact via: www.lqmetrics.com

	9. MAP 
(Managerial Assessment of Proficiency)
	· For MDs who wish to undertake a more robust and in-depth assessment of development needs.

· Assesses managers at all levels in 12 essential management competencies. It is video based and computer scored.

http://www.dpgplc.co.uk/managerial_assessment.asp 

http://www.hrdpressonline.com/product_info/map.htm 

	10. Management Reflections
	· Developed by Skills for Enterprise, in conjunction with the LSC, Management Reflections is a 360º appraisal tool used to help identify managers’ training needs.

· Gathers and analyses the manager’s perception of their skills with those of their line manager, and peers. The results are used to identify skills gaps and training needs.

Contact Details:

T: 0116 229 3301

E: Elaine.Mclaughlin@skillsforenterprise.co.uk
W: www.skillsforenterprise.co.uk

	11. RTS Diagnostic
	· CD-ROM based diagnostic, used in 1-to-1 meetings with adviser

· Produces detailed report

· Focused on Automotive and blue chip corporate customers
Contact via: http://www.rtsconsultants.co.uk/

	12. Surveyshack/ STAP
	· Training Needs Diagnostic tool includes 360 capability

· Based on the latest version of the Management Standards from the Management Standards Centre but can be based on any question set as required.

Contact via: http://www.stap.co.uk/

	13. The Critical Factor
	· One day workshop based assessment, developed for use in the South East region

· Streamlined process, designed to take MD from engagement to agreed PDP in one day.

For more see the South East entry in the Regional table below

	14. Thomas International
	· On-line psychometric software, easy to use diagnostic tool

Contact via: 

http://www.thomasinternational.net/

	15. Investors In People
	IIP Interactive
IIP Interactive launched on the 5th of November 07. It’s a free online tool for employers, developed to give access to information and advice on the Investors in People Standard. It allows organisations to learn and develop for themselves, at their own pace, with the additional option of linking with their local IIP Centre for specialist adviser’s support.

IIP Interactive is has information, good practice advice, tips, downloads and templates – all of which can be downloaded for free and customised by organisations. By combining audio and video material with text and graphics it offers a varied and stimulating learning experience.

What happens to the previous Diagnostic Tool users?
· New users who intended to register on the Business Improvement Diagnostic tool can now register on IIP Interactive.

· Existing users can continue using the Diagnostic Tool until December 31st, giving them time to finish existing projects and save any files they need. After this point, the Business Improvement Diagnostic will be permanently replaced by IIP Interactive.

What about the Diagnostic?
The front end of IIP Interactive is a new diagnostic tool adapted from the current diagnostic. Whilst not compulsory, users are recommended to start by taking the IIP Interactive diagnostic to get a good picture of strengths and development areas. On completing the diagnostic, users will be presented with an executive summary and a visual diagram indicating ‘where do we go from here’ in the form of a wheel with a % score for each management practice section.

	16. Construction Management and Leadership Diagnostic Tool
	· Offers assessment of either individuals or groups of managers via an on-line survey of skills.

· Addresses the skills required for Running the Business, Managing the Team, Winning Work, Planning Jobs, Running Jobs and Building.

· Allows employers to align management skills to a company's needs and to target training at measured skills gaps of relevance to the business.

· Enables companies to compare the skills of their managers against the best in the industry.

· Is suitable for SMEs and micro businesses

· National Construction College (NCC) is responsible for its use and administration.

 For more information, contact Bob Cleveland at:

robert.cleveland@cskills.org



English Region and Train to Gain
If you’re reading this you’re probably working in the South West. If you live elsewhere or are interested in what’s happening in the rest of England read on.

Train to Gain
 is a major English Regions skills development programme. It is the single point of access for businesses such as yours to get the training advice and support you need to succeed.

The Learning and Skills Council’s Train to Gain service provides impartial, independent advice on training to businesses across England. It can help businesses improve their productivity and competitiveness by ensuring that employees have the right skills to do the best job. 

Train to Gain gives you access to a skills broker who will carry out a needs analysis of training within your business and help you assess what skills your business has now and what you will need in the future.

In all regions skills brokers diagnose the skills needs of organisations, using a Train to Gain Organisational Needs Analysis (ONA). In many cases these ONAs have the ability to identify L&M skills needs. Tools vary slightly across the regions, but essentially they all achieve the same final product: an analysis of an organisation’s skills gaps.

In addition to ONAs, regions also use a wide range of diagnostic tools to specifically diagnose M&L skills needs of managers and management teams. 
Diagnostic tools used in the English Regions

These include
:

	Region
	Diagnostic Process / Diagnostic Tools Used

	East of England
	Management TNA, based on the Management Standards developed by the Management Standards Centre (MSC).

	London
	 ‘Individual Training Assessment’ forms basis of discussion to diagnose L&M needs of managers.
Individual training analysis, Personal Development Plan 

	North East
	IIP UK business improvement tool http://diagnostic.iipuk.co.uk/
L&M assessments also conducted by brokered-in organisations, which managers pay for themselves.

	East Midlands
	Exponential Management Perspectives 360 degree appraisal tool used to diagnose L&M needs (http://www.managementperspectives.co.uk) 

	South East
	Skills South East (the Train to gain Brokerage) use the Balanced Wheel diagnostic developed for use on L&M Business Leaders programme. 
Balanced Wheel
Business Link uses the Leadership Impact checklist, which links well with the DTI Inspirational leadership diagnostic.
The South East Leadership for Global Competitiveness programme provides a tailored diagnostic review of either an individual Managing Director or the team running the business. The diagnostic identifies development needs covering areas such as:

· Behaviour & personality profiles using tools such as Insights, Myers Briggs

· Team dynamics using Belbin profiles

· Leadership style analysis using questionnaires such as The Leadership Inventory Audit, Inspirational Leadership, Leadership Style Survey

· Business and leadership processes
Leadership Checklist 

	South West
	SW Organisational L&M programme uses the STAP online tool developed with Survey Shack.

	West Midlands
	The West Midlands approach is non-prescriptive in terms of the diagnostic tools it uses to identify leadership and management development needs. Tools are at the discretion of leadership and management specialist brokers and used where they will add value in working with senior management teams. A range of diagnostic tools that are currently used include, but are not limited to: 

· Business Impact Matrix (developed by Warwick Manufacturing Group)

· Inspirational Leadership (DTI)

· IIP UK’s business improvement diagnostic

· West Midlands’ L&M BITE (Business Improvement Tool for Entrepreneurs) tool

· Thomas International

	Yorkshire & Humber-side
	An online TNA process, linking to the major competencies in the CMI framework (http://www.exemplas.com/Skills-and-Training/Leadership-Development/Public-sector-leadership/)

The Adaptability Index (http://www.adaptabilityindex.com/default.aspx?m=93&mi=60) 
Adaptability facilitates effective change management and focuses on how prepared you are for the future rather than how well you performed in the past. Operated by Exemplas (http://www.exemplas.com/) in the UK.

	North West
	BITE diagnostic; and a regionally developed L&M paper based diagnostic


� � HYPERLINK "http://www.sfbn-mandl.org.uk/files/Exeter/GoodPractice_Guide-Exeter.doc" �http://www.sfbn-mandl.org.uk/files/Exeter/GoodPractice_Guide-Exeter.doc� 


� � HYPERLINK "http://www.sfbn-mandl.org.uk/files/Exeter/L&M_Suppliers-Exeter.doc" �http://www.sfbn-mandl.org.uk/files/Exeter/L&M_Suppliers-Exeter.doc� 


� DfES/LSC L&M Programme Department for Education and Skills/Learning and Skills Council Leadership and Management programme for SMEs evaluation - � HYPERLINK "http://www.sfbn-mandl.org.uk/files/brokerage_T2Gain/LM-SME-Programme-National-Evaluation.doc" �http://www.sfbn-mandl.org.uk/files/brokerage_T2Gain/LM-SME-Programme-National-Evaluation.doc� 


� � HYPERLINK "http://www.traintogain.gov.uk/" �http://www.traintogain.gov.uk/� 


� Tools listed are examples of those being used by each region, but is not an exhaustive list. Other tools (not listed) are also used across the brokerage network and the inclusion here does not necessarily suggest that these tools are better than those not mentioned.
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