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1.
BACKGROUND
The Good Practice Award concept was first identified following Investors in People UK’s Review of Assessment in 2006 that led to the development of the new approach launched in May 09.  

The first Good Practice Award, in Health and Wellbeing, will be launched in March 10.  Unlike previous IIP products it has been jointly developed and promoted with a partner organisation looking at development areas outside the Investors in People framework.

Investors in People’s current product portfolio includes a Leadership and Management Model.  Launched in 2003 TSO has sold over 38,000 model related publications, though the numbers of organisations choosing to go for assessment are far lower: there are currently 227 recognitions and 140 commitments against the L&M model in the UK. Furthermore, the model has not been updated since its initial introduction, and is available until the decision on a potential Good Practice Award has been made.
In order to determine the most appropriate way forward for leadership and management within Investors in People, and the extent to which there is appetite for Good Practice Award in Leadership and Management, research has been undertaken with key stakeholders and employers from a variety of sectors and sizes.  Interviews and employer focus groups took place between September and December 09.  Details of those consulted are in Appendix 1.
To support this research a specialist panel was set up to provide important feedback on the current model and how L&M is covered within the wider framework. Concurrently, Cranfield School of Management have been investigating the extent to which IIP supports the development and performance of junior and middle managers. 
This report provides a summary of the stakeholder and employer consultations plus options for the way forward.
2.
STAKEHOLDER AND EMPLOYER RESEARCH FINDINGS
What makes a great leader?
Unsurprisingly, great leaders need to demonstrate a wealth of skills and attributes, according to respondents.  Having a clear vision, honesty, inspirational and being able to engage staff were all mentioned frequently, as was excellent communication and coaching skills, and particularly good listening skills.  

Most felt that the development of capable leaders and managers during a recession was critical to the success and continued viability of any organisation, and highlighted the need to communicate more during a period of uncertainty. Leaders and managers that had skills to manage change and engage with people during change were essential. Leaders and managers who have broad business acumen and who took a holistic view of the business rather than the function of just their team were thought to be needed during such challenging times.
Having good leaders and managers who know their market place, have a clear sense of direction and ethical and moral purpose in delivering goals was also seen as important by some respondents as was creating an inclusive culture and the ability to communicate with confidence and honesty to all people.
Many talked of ‘flexible’ and ‘adaptable’ leaders and managers, who had the capability to manage a variety of projects, teams and people, who lead visibly with courage and integrity. 

Employers spoke of how these qualities make employees feel valued, motivated, inspired, trusted and supported in delivering their objectives. If leaders and managers can create an environment where all ideas are valued then employees are proactive and empowered to perform.
What are some of the barriers to building L&M capability?

Stakeholders and employers felt that many organisations did not see the link between developing their leaders and managers and their success as a business. This barrier means that for some, lack of resources and time was often an issue and people skills were not being recognised as much as technical skills, and some respondents felt that some leaders were reluctant to develop their leadership and management capabilities further for fear that it suggests an element of deficiency here.
Some employers felt that their employees did not see leadership or management training as something for them but just for the senior team. Creating the right culture is vital, as is being clear about what organisations want from their leaders and managers, if a leader or manager does not delegate opportunities to develop, then identifying new leaders and managers is limited. 
Several respondents also commented that some organisations aren’t clear what their L&M requirements are, in which case the volume of support can be overwhelming.
How does IIP framework help organisations develop and deploy their L&M capability?

Both stakeholders and employers felt the IIP framework is a sound and proven tool to help organisations develop their leadership and management capability, providing the right structure and topic mix to assess against. Employers talked about this coverage in four main areas:

Holistic 

· Allows you to think about what you do as a leader and where it has an impact on the business and its objectives

· Makes the linkages between vision, purpose, objectives and values and L&D

· Differentiates the role of line manager and senior manager and what employees expect

· Promotes succession and talent planning

· Encourages employee responsibility, empowerment, trust and inclusivity

· It’s about continuous development

· Provides direction and structure

· Makes the link between L&M and organisational performance

· Facilitates on-going measurement over time

· It is a flexible framework which can be changed according to business need
· It helps organisations who need to change their L&M strategy

· Encourages the prioritisation of resources.
Capabilities

· Addresses L&M at organisation level, and is non prescriptive

· Doesn’t just focus on the top tier of leaders
· Way of measuring what managers are doing

· Encourages involvement and joint planning

· Builds better communication

· Helps organisations identify and simplify their management capabilities

· Helps organisations plan for the future
Learning and Development
· Needs of leaders catered for

· Leadership development for all

· Encourages employees to think about leadership

· Integral to L&M development

Assessment

· Highlights development areas

· Highlights what’s working what isn’t

· Audit tool through review

· Identifies gaps

· Celebrates success

· Challenge the way you do things

· Learn what other organisations are doing from assessor.
Most felt the content of the existing leadership and management model was covered within the wider IIP framework and that the new approach gave them the flexibility to focus on L&M in a themed assessment
. 

For those with limited understanding of the new approach the model was deemed to be more flexible in the way it is used to meet organisational needs and a tool that can initiate change. Some felt the focus of the Model provided the opportunity to ask difficult questions without making it personal.

Those that had been assessed against the L&M model liked the external L&M recognition (certificate) this product gives and felt that the IIP recognition introduced for the wider framework in May 09 was not so easily understood in terms of L&M.
Is it possible to measure L&M capability and if so how?

Most people felt it was possible to measure L&M effectiveness over time if linked explicitly to the business plan of the organisation.  Some of the approaches that were suggested included: the IIP assessment itself, 360s, employee surveys, appraisals, a Leadership Index, benchmarking with other leaders and managers, monitoring recruitment, retention, absence, number of new innovative ideas, and promotions. This said, some doubts were raised as to whether it is in fact possible to measure some of the characteristics of good leadership such as integrity and authenticity. One stakeholder felt that you could only really measure these characteristics by talking to stakeholder, employees, customers and non-executives.
Are there any new areas of stretch?

Stakeholders and employers were presented with several new topic areas over and above what’s in the IIP framework currently and asked to vote on whether or not it might be appropriate for inclusion in a good practice award in L&M.  The responses were as follows, an L&M Award that:
	Topic
	Yes
	No
	Maybe

	Focuses just on Leadership
	20
	22
	9

	Aims to add stretch around the Individual as well as the organisation
	35
	4
	10

	Develops business acumen of Leaders and Managers, more results/resource focussed, politically aware
	36
	7
	8

	Helps Leaders and Managers develop long term strategies
	29
	7
	13

	Develops the organisations succession planning strategy
	38
	3
	9

	Develops the innovation capability within the organisation and the culture for this to flourish
	29
	2
	18

	Aims to prioritise customer and stakeholder awareness and use this relationship to inform business practice
	26
	6
	18

	Can demonstrate the impact of leadership effectiveness
	44
	3
	3

	Explores the wider implications of CSR (Corporate Social Responsibility) around ethical leadership, looking at leading with integrity, morality and green issues.
	32
	8
	10


Overall, employers and stakeholders could see the potential for including some of the above in an ‘award ‘ as most felt they were important issues that were topical and relevant to today’s business. The impact of leadership, succession planning, developing business acumen and a focus on individual as well as organisational leadership and management had the strongest support.  

However, there was reasonable concern that to offer stretch outside the framework could run the risk that IIP dabbles into areas that other products and organisations cover. One employer mentioned that ’IIP is at the fore front of people management standards and is respected for that, so why dilute or distract from this? Others felt that perhaps any new areas of ‘stretch’ should sit outside the framework so that topics could be tested before they become part of the framework.
Several employers highlighted that some of the potential new areas of stretch might have limited appeal depending on whether the organisation was from the public or private sector. E.g. in the case of developing long term strategies within the public sector beyond 3 years some felt would be challenging because of long-term funding issues.

Some people were of the opinion that if a new topic was important then it should be contained within the IIP framework. Why have these in a separate product as opposed to growing the IIP framework, confusing the market place with yet something else? 
Is there a market for the award?

During the employer focus groups the consensus had been that the IIP framework covers L&M well but when asked the question, ‘Would your organisation find a Good Practice Award in L&M useful?’ the answer was overwhelmingly yes, with 84% saying they believe there is a market for an award. This data was questioned with 10 South East employers who felt that an L&M Award could be an easier to sell into a senior team because the topic would be of interest to them. It could be the hook that entices them to work with IIP. This said, they also felt the value or an Award needed to be demonstrated beyond the badge. What more will it do for my organisation over and above the IIP framework?
	IIP Centre
	Yes
	No
	Maybe

	IIPUK
	6
	0
	0

	YHAL
	6
	0
	0

	NW
	6
	0
	2

	WALES
	3
	1
	0

	TAN
	5
	0
	2

	EMIDS
	11
	2
	

	Total
	37
	3
	4


Who are the potential audiences for an Award?
During the research phase stakeholders and employers felt there that if an award in L&M were to be developed then it would be best to target those organisations who are not currently working with IIP framework, SME’s , schools and the Third Sector were highlighted in particular.  

A number of employers said “if you are Gold you would expect to get the award automatically and not have to go through another separate assessment.”
OPTIONS FOR THE FUTURE
Based on the above research findings, here are some options of how we could move forward:
Option 1 – themed approach
As the mapping in Appendix 2 shows, all of the content of the existing model is covered within the IIP extended framework. The extended framework covers much of what organisations need to do to develop their leadership and management capability and this was confirmed in the employer workshops. Therefore it is possible for organisations to have the same value from the L&M model by having an L&M themed assessment within the IIP framework.
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Pros

· Clear; there’s nothing detracting from the IIP framework as the core product
· Strengthens L&M focus within the IIP framework

· This approach is already being adopted in Northern Ireland: DELNI diagnose against the IIP framework with the emphasis on L&M. There is strong government support and funding and good take up.

Recognition is publicised through 

· The Standard

· Gold, Silver, Bronze, long service
· Good practice in Leadership and Management Certificate (or something like that)

Cons

· There are other themes within the framework e.g. managing change but there would be no other external recognition available (for the moment at least)
· There is a concern that we could overly complicate additional recognition considering Gold, Silver, Bronze is a relatively new concept. 
· Doesn’t allow us to look at new leadership and management topic areas outside of the IIP framework in the near future 
· The size of the theme; it is difficult to group evidence requirements as L&M is has such a strong focus with the framework. The 39 Standard evidence requirements would need to be included as a start, which means that in fact it would not be an ‘easier’ way in for those customers who haven’t come forward to work with the framework to date.

Option 2 – Explore the framework

Research has indicated that there is some interest in additional topic areas. New areas of stretch identified allow us to grow the core product and increase how people use it and how they celebrate their achievements. One core product with differing flexibility and recognition.


 

L&M Focus

L&M Focus

Pros
· The IIP framework remains the core product that everything sits within
· Reinforces the ‘your choice’ message in that you use the framework as appropriate to your needs, ‘flex and grow’
· Reinforces the message that L&M are fundamental to the framework
· Allows us to grow the core product with new topic areas, it would make sense to do this as part of the review of the framework

Recognition is publicised through 

· The Standard

· Gold, silver, bronze, long service
· Good practice in Leadership and Management  (or something like that)

Cons

· We cannot respond to issues year on year as the review of the framework is conducted every 3-4 years, possibly longer. 

· This could be problematic and unresponsive to new customers needs  
· Increasingly the size of the framework might be perceived unwieldy and unmanageable if not communicated properly. 
 Option 3 -linking in with other partner products in new areas

As successfully demonstrated with the Health and Wellbeing Award working with an external partner brings expertise, resources including budget and new audiences to IIP both at a customer level and at a strategic level.  IIP  led the development of that Award, but this doesn’t need to be the case so, rather than developing a new IIP product perhaps a partner could develop a product based on their needs and IIP works with them to demonstrate how the framework can support, underpin their L&M requirements?
In this instance the partner would develop new content and IIP links parts of the framework to that award. 
The partner then assists IIP in developing the specialist capability in a new area of L&M focus bringing in new expertise into the specialist community. 






Pros

· New product but not one for the current IIP portfolio

· An opportunity for IIP to market to new audiences through partner channels
· A well chosen partner is likely to strengthen the understanding of IIP and its importance in terms of improving L&M capability and how this impacts on the bottom line

· Keeps our product portfolio simple but raise our profile through a partner organisation championing IIP

· Brings additional expertise into the network 

· Must be a UK partner to ensure the devolved administrations buy in to concept at an early stage
Cons

· There is a risk of less control during development with a partner involved
Option 4: Business networks

UKCES want to increase employer ambition by stimulating greater employer networking, collaboration and collective action on skills, to improve skills utilisation and create more high skilled, high performance workplaces. Could part of achieving an L&M Award be joining a local business network?  Employers like to network and share best practice, learning much from how other organisations respond to the same issues as they face, this could be facilitated in a variety of ways, online forums, IIP Centre led activities or partner led events.
Pros
· Brings organisations together around a common theme
· Facilitates best practice, peer support and recognition for the potential of the framework in improving the L&M capability of the organisation
· Opportunity to explore metrics and measurements around L&M with organisations

Cons
· In order to deliver a UK wide business network of support then all IIP Centres will need to facilitate the delivery 

· Some involvement would be requirement from UKCES in terms of setting of the agenda and support in linking to the wider skills agenda
OPPORTUNITIES AND THREATS
Many of the stakeholders and employers consulted felt an L&M Award could attract a new audience to IIP and possibly help customers who might be walking away. Some felt that IIP should champion continuous improvement and developing an Award epitomises this.
Many felt that L&M is a hot topic that underpins IIP and could help reposition/remarket IIP and help energise the brand, helping employers with recruitment in particular.

Some felt that a L&M Good Practice Award with new topic areas could become unwieldy and unattractive and raised concerns over costs and resources. Some felt that other organisations such as CMI and EFQM were covering some of the suggested new topic areas. This raised concerns over losing the ‘people’ focus that IIP has and the risk of ‘spreading things too thinly, diluting the benefit.
Having an L&M Award that covered much of what is in the framework could be confusing. What are the benefits?  Are we actually simplifying the offer? It could also be perceived as quite divisive if an organisation does not get the Award...therefore admitting they have development in L&M.
COMPETITION
Desk research on what other business improvement tools are out there currently for employers about L&M has also been undertaken.   A huge range of organisations offer leadership and management advice and consultancy, including business schools, management consultants, the Chartered Management Institute, CIPD, the Alliance of Sector Skills Councils, ACAS, TUC, the Work Foundation and Institute of Directors.  Some is ‘off the shelf’ advice that seeks to be relevant to most organisations whilst other services can be tailored in response to a specific issue.  Some of the support is aimed at individuals, whilst some focuses on the needs of the organisation as a whole.  
Despite the plethora of services on the subject, there are very few frameworks or tools that are similar to IIP.  The EFQM Excellence Model is arguably the closest by way of comparison, as its focus includes leadership, people and strategy.  There are differences in assessment and awareness however: data from the 2008 Captains of Industry survey from Ipsos Mori found that 49% of senior leaders knew a lot or a fair amount about IIP but it was only 12% in the case of the Excellence Model.
 
CMI are currently looking to develop a set of metrics to measure the effectiveness of leadership and management. A possible outcome could be an assessable standard with indicators and outcomes. This is huge competition to IIP and IIPUK are in close contact with CMI to ensure that any findings and recommendations from the research and development phase consider how IIP can support these areas as opposed to develop a new alternative competitive product.

WALES 
The Investors in People Centre in Wales have had some success with the current L&M model (62 recognitions and 133 commitments). L&M is clearly an important and topical issue that is being funded heavily. Last year a £37 million initiative to help 18,000 people by the Welsh Assembly Government was announced by Deputy Minister John Griffiths to invest in L&M in Wales over the next five years
 THE REVIEW OF THE FRAMEWORK
The review of the IIP framework is overdue. Some stakeholders and employers highlighted that if important new areas of stretch have been identified in L&M then maybe they should sit within the IIP framework, rather than be unique to an Award. 
If an L&M Award is to be developed then it would have a limited lifespan, the content would have to be revisited when the IIP framework is reviewed. An option could be to develop both of these products together.
SPECIALIST CAPABILITY

Some employers and stakeholders questioned whether we have the specialist capability to deliver an L&M Award that focuses on potential new areas, such as ‘developing the business acumen of leaders’. For many specialists they are only now assessing beyond the Standard and developing in the new topic areas. Any development of an L&M Award would need to appreciate the impact on the specialist community.
COMMUNICATIONS
Feedback during the focus groups has been that the old product portfolio was confusing and few people had a good understanding of the models or Profile. The new wider framework is easier to understand but there is still a job to do to promote stretch and additional recognition and how an Award sits within this. As mentioned earlier, the word ‘award’ is interpreted differently so careful communication will have to considered to avoid confusion.
A decision to introduce a new L&M award to the IIP product portfolio must be considered carefully to ensure employers and stakeholders understand the end benefits and that the ‘new approach’ still applies. So the organisational objectives define the customer experience.
Employers and stakeholders are just getting to grips with Bronze, Silver and Gold; we need to be very clear what this would mean for all customers. So, would a Gold customer get the L&M Good Practice Award automatically?

CRANFIELD RESEARCH

Over the last 9 months Cranfield School of Management have been investigating the extent to which Investors in People supports the development of junior and middle managers.  The study
, due to be published in March, found that IIP:

· Enhances managerial capabilities – that is to say the knowledge, experience and skills of managers

· Supports the development of an organisational learning culture

· Improves the effectiveness of management development practices
· Facilitates the creation of a high performing environment

· Increases the performance of managers.

Furthermore, it concludes that this chain of events leads to higher profitability (as shown in their published accounts).  These results provide strong evidence of the impact of the IIP framework on leadership and management which may indicate that a key threat to a Leadership and Management Award would be the extended framework itself. 
STATUS OF CURRENT L&M MODEL

IIPUK communicated to IIP Centres in May 08 that all models were to be phased out but allowing for assessments to take place until Nov 09. This was extended for just the L&M model until the decision to replace the model with an Award had been made. Whatever decisions are made in the future time should be taken to communicate to IIP Centres and current model customers what these changes are and what the options are for going forward.
CONCLUSION
Whilst there is consensus that the wider IIP framework covers L&M well there is an interest in employers being recognised for their achievements in L&M. Whether this should be a bespoke L&M Good Practice Award or whether it should through a ‘themed’ L&M IIP assessment is now up for discussion.

There are new areas of stretch beyond the IIP framework that have been identified by the research and an expectation that IIP needs to respond to these. However is a Good Practice Award best placed for this or should such an important L&M topic sit within the IIP framework?
Given the evidence collected our recommendation is to go for option 1 and recognise leadership and management through themed assessments and certificates and to use the next review of the framework as an opportunity to explore some of the other areas identified during this research in more detail.  

Appendix – 1

List of stakeholders and Employer Focus Groups consulted from September 09 to December 09

Stakeholders:
John Taylor




ACAS

Col Baird




Scottish Executive

Kelly Sandiford




IDEA

Simon Nathan and Elaine McFarlane

CBI

Wyn Pritchard




SSC – Construction

Penny Tamkin




The Work Foundation

Janet Flemming




NCVO

John McGurk and Vanessa Robinson

CIPD
Paul Bryans




DELNI (Dept for Education and Learning in NI)
Steve Green and Ruth Parry


Welsh Assembly

Linda Baston-Pitt 



Old School House Day Nursery
Ian Borkett and Bert Clough


Union learn (TUC)
Andrew Carter and Sue Shoveller

South Farnham School

Karen Northwood



Friends Road Medical Practice

Caroline Ramsden



Guinness Northern Counties

Employer Focus Groups held in the following IIP Centres:
Investors in People Yorkshire and Humberside

Investors in People North West

Investors in People Wales

Investors in People Eastern England

Investors in People East Midlands

	1 Top managers direct your organisation’s approach to effective leadership and management.
	1 Top managers can describe how effective leadership and management will contribute to achieving your organisation’s aims and objectives.

2 Top managers are actively involved in defining the knowledge, skills and behaviour that leaders and managers require. 

3 Top managers are actively involved in defining your organisation’s approach to effective leadership and management. 
	Leaders and managers are crucial in helping your organisation to meet its aims and objectives and in creating the type of culture needed to succeed. Top managers should make sure that all leaders and managers are effective in helping your organisation to meet its aims and objectives.

This indicator tests the involvement of top managers in directing your organisation’s approach to effective leadership and management.

To meet it, top managers need to understand the importance of leaders and managers to your organisation’s success, and be personally involved in defining the leadership and management capabilities that your organisation requires (referred to in the Model as ‘the requirements’). 

They also need to define your organisation’s overall approach to effective leadership and management (referred to within the Model as ‘the approach’).
	The Standard
 Top Managers can describe the knowledge, skills and behaviours managers need to lead manage and develop people effectively, and the plans they have in place to make sure managers have these capabilities. 

Wider framework

Top managers can describe how they define the current and future capabilities managers need in line with the organisation’s purpose, vision and values.

Top Managers can describe how the organisation’s leadership and management strategy is liked to its business strategy and takes account of external good practice.

 

	2 Top managers are role models for leadership and management development.
	1 Top managers learn and develop.

2 Leaders and managers can describe how top managers inspire them to learn and develop.
	While all aspects of this Model relate to top managers, this indicator specifically tests the extent to which top managers are role models for leadership and management development.

To meet it, top managers need to be able to describe their development actions. They also need to encourage and inspire other leaders and managers to learn and develop.
	The Standard – 

Wider framework

Top managers can describe how they act as role models when working as a team and sharing knowledge

Top managers can describe how they act as role models for inspirational leadership and have an open honest and trusting management style.

Top managers make sure managers are provided with the help they need to develop the capabilities.

Managers can describe how top managers inspire them to lead, manage and develop people effectively

Managers can describe how Top managers inspire them to lead, manage and develop people effectively.

	3 Leadership and management requirements are defined and understood.

	1 The requirements reflect your organisation’s aims and objectives, and the culture you want to create.

2 The requirements reflect relevant external standards and good practice. 

3 The requirements reflect relevant social-responsibility issues.

4 The requirements are defined at all levels and are understood.
	Different organisations will require different leadership and management capabilities depending on their situation. 

This indicator tests whether your organisation is clear on what your leaders and managers should be able to do.

To meet it, the knowledge, skills and behaviour required of leaders and managers (individuals and groups) need to be defined at all levels. These should reflect both what your organisation aims to achieve and the way in which people should work to achieve those aims.

In defining the leadership and management requirements, you need to get ideas support and good practice from outside the organisation. You need to show that you have considered recognised standards set by other reputable organisations (such as the national Management Standards), and also the role that leaders and managers have to play in making sure that your organisation is being socially responsible.
While these requirements do not need to be written down, they should be clear and understood by the people they relate to. 
	The Standard 
Top managers can describe the knowledge, skills and behaviours managers need to lead, manage and develop people effectively, and the plans they have in place to make sure managers have these capabilities.

Wider framework

Top managers, managers can describe how they define the current and future capabilities managers need in line with the organisation’s purpose, vision and values.

Top Managers, managers can describe how social responsibilities are taken into account in the organisations strategy and what this means to the way they manage people.

Top Managers can describe how the organisation’s leadership and management strategy is liked to its business strategy and takes account of external good practice.



	4 Leadership and management development is planned.
	1 Learning and development is planned to help current and potential leaders and managers to meet the requirements.

2 Current and potential leaders and managers can describe the learning and development opportunities that are available to them.
	Your organisation needs to plan development for current leaders and managers and those people that your organisation has identified may be future leaders and managers. 

To meet this indicator, you need to show that learning and development is designed to help current and potential leaders and managers meet the requirements.

The development opportunities made available by your organisation should be clearly communicated to current and potential leaders and managers.
	The Standard

Requires Top Managers to describe the plans in place to make sure managers have the necessary capabilities to manage and develop people effectively.

Wider framework

Top Managers make sure managers are provided with the help they need to develop capabilities.

Managers can confirm that they given the help they need to develop the capabilities.

People can describe how they have been encouraged to develop leadership capabilities.

Managers are involved in the design of these capabilities.




	5 Leader and manager selection is effective.
	1 Current and potential leaders and managers are selected in line with the requirements.

2 The selection of current and potential leaders and managers is fair.


	One way of getting effective leaders and managers is to select people for those positions on the basis of their current or potential leadership and management capability. 

This indicator tests how well leaders and managers are selected.

To meet it, you need to show that when identifying potential leaders and managers, and recruiting or promoting current leaders and managers, candidates are not just assessed on their knowledge of a particular job or function – but also on whether they will be able to meet the relevant leadership and management requirements. 

You also need to show that all those with the appropriate capabilities can apply and that the process is fair.
	The Standard

Wider framework

Top Managers can describe how the organisation’s recruitment and selection strategies are linked to its business strategy and are designed to make sure there is a talented and diverse workforce that is able to achieve the organisations vision.

Top managers can describe how the organisation makes the most of people’s talents.

	6 Effective leadership and management is reviewed and encouraged.
	1 Leaders and managers are regularly reviewed and receive constructive feedback on their performance against the requirements.

2 Leaders and managers can describe how effective leadership and management is recognised.

3 A range of rewards is considered to recognise effective leadership and management.
	For leaders and managers to become more effective, they need to know how well they are currently doing. 

This indicator tests how the performance of leaders and managers is measured and how they are motivated to improve. 

To meet this indicator, you need to show that the performance of leaders and managers at all levels is reviewed, and that the feedback provided (for example from employees, customers or suppliers) is constructive and helpful in showing them how they might improve in line with the requirements. 

Leaders and managers also need to feel that effective leadership and management is noticed and appreciated. Your organisation should consider the benefits of rewards as a way of recognising effective leaders and managers.
	The Standard - People’s contribution to the organisation is recognised and valued.

Wider framework

Top managers, managers are regularly reviewed against the capabilities and receive constructive feedback on their performance. Top managers need to ensure this happens 

People need to confirm that they are able to give constructive feedback to their manager, believe it is well received and acted on.

Top Managers make sure that the organisation has a clear and fair reward and recognition strategy which is used to motivate people to improve the organisations performance. Managers are involved in its development. 

Top Managers can describe how the organisation’s reward and recognition strategy is linked to the business strategy and externally benchmarked.

	7 Leaders and managers continuously learn and develop.
	1 Current and potential leaders and managers confirm that access to learning and development activities is fair. 

2 Current and potential leaders and managers can describe the learning and development activities they are currently taking part in, including work-based activities, to help them meet the requirements.

3 Current and potential leaders and managers confirm that learning and development activities meet the needs of different individuals and groups.
	Your organisation needs to make sure that the pressures of work do not prevent leaders and managers from developing themselves and improving. 

This indicator tests the extent to which the commitment to leadership and management development is backed up by action. 

To meet it, you need to show that learning and development is a continuous process, with planned development activities taking place and any barriers to development being removed where possible. This includes making sure the development needs of different individuals and groups are met, including those with non-traditional working patterns.

Work provides good opportunities for people to learn and develop. Also, when work is used as a development opportunity, people will be contributing to the success of the organisation as they learn.
	The Standard – everyone has appropriate and fair access to the support they need and there are equal opportunities for people to learn and develop.

The Wider framework

Top managers can confirm there is an environment where all are encouraged to develop leadership capabilities.

Top managers can describe how they have made coaching part of the organisation’s culture.

Top managers can describe the learning and development strategy they have in place to build capability to achieve its vision.

Top managers, managers can describe how innovative and flexible ways of developing people are identified through internal and external resources and how these are included in the organisations learning and development strategy.

People can confirm that their learning and development takes account of their own preferred learning style.

	8 The approach to effective leadership and management improves your organisation’s performance.


	1 The approach helps to meet the leadership and management requirements. 

2 The approach helps your organisation to achieve its aims, objectives and desired culture.

3 Top managers understand the costs and benefits of the approach. 
	Ultimately, the approach to effective leadership and management will only be worthwhile if it helps to improve the performance of the organisation, and if there are more benefits than costs.

This indicator tests the overall value of the approach to effective leadership and management.

To meet it, you need to show that leaders and managers are developing the knowledge and skills they require and behaving in a way that is consistent with the leadership and management requirements. You may need to assess this by getting the views of employees, customers or suppliers. You also need to show that, as a result, your organisation can achieve what it wants to, in the way it wants to. 

The overall costs and benefits of the approach should be understood. You need to see that top managers understand the value of their investment and can explain why their commitment to a strategic approach to leadership and management is worthwhile. 
	The Standard

Top Managers can describe how evaluation of their investment in people is used to develop their strategy for improving the organisation performance.

Wider framework

Top Managers and managers can describe how the organisation measures and evaluates how its strategies for managing people contribute to the organisations performance.

Top managers and managers can describe how they create an environment where everyone is encouraged to develop leadership capabilities.

People can give examples of how they have been encouraged to develop leadership capabilities

Top managers make sure the organisation has a flexible and effective approach to measuring and reporting the return on investment on its people strategies.

Top managers can describe the impact of their investment in people on achieving key performance indicators.



	9 The approach to effective leadership and management is improved.


	1 Relevant and timely improvements are made to the approach. 
	As your organisation develops and changes, so should the approach to effective leadership and management.

This indicator tests how much the approach to effective leadership and management is changed and improved. 

To meet it, you need to provide examples of the improvements you have made. 

This might mean stopping activities that are not working, introducing new methods, or updating the leadership and management requirements on the basis of change inside or outside your organisation.


	The Standard 

Top managers can give examples of how evaluation of their investment in people has resulted in improvements in the organisation’s strategy for managing and developing people.

Managers can give examples of improvements they have made to the way they manage and develop people.

People can give examples of improvements that have been made to the way the organisation manages and develops its people.

The Wider Framework – 

Top managers can describe how the organisation has used self review techniques to improve its strategies for managing and developing people.

Managers can describe how they review and evaluate people management and development and use this learning to shape future activity.

People can give examples of how they are involved in identifying improvements to the way they are managed and developed.

Top managers can describe how the organisation has used information from external reviews including the previous IIP assessment/review to improve its people strategies.

Managers can describe how they involve people in identifying improvements to the way that are managed and developed.



	
	
	
	People believe that managers are genuinely committed to improving the way they manage and develop them.

Top managers can describe how the organisations leadership and management strategy is linked to its business strategy and takes account of external good practice

Top managers can describe how the organisation has used internal and external benchmarking to review and improve its strategies for managing and developing people.

People can describe the improvements that have taken place as a result of the feedback.

People believe that the organisation is a great place to work. As a result of the improvements that has been made.
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With choice have an L&M themed assessment
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Mapping of the L&M Model and IIP framework Appendix 2 





The IIP framework





Measurement





Individual





Ethics





Business Acumen











The Standard





L&M Focus





Extra Choice 








� The existing Leadership and Management Model has been mapped against the Investors in People framework – see appendix 2.


� Ipsos Mori (2009), Captains of Industry survey for 2008


� Bourne, Michael and Franco-Santos, Monica (2010) – Investors in People, Managerial Capabilities and Performance, Cranfield School of Management
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