"WORK IT OUT FOR YOURSELF"

LEADERSHIP AND MANAGEMENT

Are you totally absorbed - as I am - by current leadership and management debate? Are you challenged by inspirational keynote speakers who give you ideas which dissipate into thin air as you return to 'real' business issues? How does the academic discussion relate to the real world - and how will your business change as a result, to derive real benefit?

We are riding the crest of a wave - management theory has hit these shores - business gurus such as Stephen Covey, Jim Collins, Charles Handy - the 'Fish' culture - servant leadership, the 'Vanguard' systems approach…transformational leadership - and so forth - 

Government funding is allocated to developing leaders and managers, and management consultancies are booming - from generic workshops to executive mentoring being offered from many directions, M.B.A degrees thrive - 

What we really need to know is:

· How does current leadership and management thinking affect our company?

· What is relevant to us?

· What style(s) should we promote?

· What suits our company plans and culture?

· Where do we begin to promote and achieve effective leadership and management?

How do you develop a strategy for leadership and management? We are generally extremely poor at developing overarching strategies for ourselves - plans over a period of time which link the whole business picture together. With the focus on the Model described here, you can "work it out for yourself".

Ask the following questions:

· Which way is the business going?

· What are its core values, and how can they be promoted?

· How should leaders and managers behave / what knowledge and skills should they demonstrate?

· Once this is identified - how will we use these requirements - in recruitment and selection, performance management, management development and succession planning?

And now you're really focussed -

· Do you spend time reflecting? - how has this helped us to improve the business and reach the desired culture?

Translate this into something visual and you have a model for leadership and management to be used in any business, anywhere.
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Three very different organisations have used the Model above, which is the basis of the Investors in People Leadership and Management Model, to extremely good effect, and received national recognition and accreditation for their efforts.

Total Human Solutions (THS) - a HR outsourcing company based in Cwmbran, with 13 employees, was the first company in Wales to receive accreditation against the Leadership and Management Model.

THS defines its core values as:-

· Honesty internally and externally,

· Openness,

· Trust,

· Commitment to colleagues, customers and THS,

· Passion,

· Teamwork,

· Determination to succeed.

The employees are striving to practice what they preach and to 'live' their core values in all aspects of their work. The Directors constructed a leadership and management framework based on the model shown. They went back to basics and identified behavioural competencies specific for each management role under the following headings:-

· Business acumen.

· Leading others.

· Personal effectiveness.

· Thinking and deciding.

Having established these requirements they set out processes for which management is responsible, to ensure effective leadership. The application of these competencies (incorporating THS's core values) to recruitment and selection, management development and succession planning has had a direct, measurable impact on the business.

"A major benefit has been the analysis we have done…we know what we are trying to achieve now…we are more focussed…we are confident that what we set out in the business plan will come to fruition…initial figures are up by 60% this year - we only expected 20 - 30%".

"the behaviour indicators we use are really helping to give focus - it makes us step back and be consciously competent".

Areas identified as good practice in this organisation were:

· A formal competency framework developed around the job profile and linked directly to the mission and core values.

· Formal collection of evidence against behavioural indicators.

· Upward review of the MD by the management team.

· Daily, weekly and monthly review of personal development and performance.

· A review of learning on every meeting agenda.

· Involvement of staff in business planning and the development of their own competencies.

· The use of personal coaches external to the organisation, for the directors.

· The management team review of their approach and continuous improvement.

Glyn Derw High School - the first comprehensive school in Wales to use the Leadership and Management Model, applied it primarily to the development of its new Leadership Team. As it restructured its senior management from a team of 3 to 8, the Model was used by the team to define core values, to clarify the roles of individuals and to establish expected behaviours for which management was accountable through the performance management system. The same Model is now being used to develop middle managers and to recruit, select and succession plan. The school is considering using the same principles to further define the expected management behaviour of the classroom teachers, support staff and governors.

The assessment report identified areas of good practice:
· Open minded approach to leadership and management, ability to 'think outside the box' and reference made to current trends in leadership and management outside of education.
· The development of a set of bespoke core values and shared vision. The values and behaviours identified serve as their leadership and management framework.
· An all-inclusive and consultative approach to developing the leadership and management model, with the use of an outside consultant to facilitate thinking.
· Annual performance management reviews, supplemented by a mid year review and further regular feedback sessions incorporated into the feedback cycle. Upward feedback is encouraged from all levels in order to improve performance.
· Individual leaders are highly regarded as role models for learning through their behaviours and approach and learning is shared as part of the culture.
· Formal collection of evidence by individuals against behavioural standards in order to inform personal development.
· The concept of distributed leadership is evolving, where leadership is encouraged at all levels in the school.
· Opportunities are readily presented for non-managers to take part in management training and development and succession planning is integrated into the approach. 'Growing our own' is part of the school's approach to developing leaders.
· There is an obvious enthusiasm and dedication to the principles of excellent leadership, words have been turned into action and there is belief in the quality of leadership within the school.
The Wales Management Council (WMC) was accredited against the Leadership and Management Model in June 2005. It advocates that organisations must define their own strategy to fit their business, and this Model is therefore ideal, based on the core values and business plans of each organisation.

The Leadership and Management Model applied to the WMC was useful as it caused the WMC to reflect on its leadership on 3 levels - as a small, closely-knit team, a grouping of non-executive Directors and leadership on the national stage. Of particular note is its approach to its Council members and Executive staff - where 5 key areas of knowledge, skills and behaviours required to meet the WMC aims and objectives have been identified:-

· Vision / Strategy

· Research / Analysis.

· Stimulus / Influence.

· Catalyst / Broker.

· Advocate.

Using these on a contribution matrix, Council members are asked to assess themselves against them to identify skill gaps and to plan for future recruitment.

The assessment report for the WMC underlines the fact that the WMC role models what it preaches and encourages high performance, stimulates vigorous debate and encourages continuous learning and development.

It is important to raise the profile of organisations in Wales that reflect best practice in leadership and management.

At present there is funding from the Welsh Assembly Government to introduce the Leadership and Management Model into organisations.

Contact:

Dr. Patricia Evans, Weslake-Evans Group

e-mail: enquiries@weslake-evans.co.uk for more information.

The Leadership and Management Model can be accessed from www.investorsinpeople.co.uk
Thanks to the assessors and organisations involved for permission to include aspects of their assessment reports in this article.
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