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Executive Summary
The purpose of this report is to update Finance and Resources Committee on the progress
of our programme of work aligned to employee engagement and wellbeing. This work is
underpinned by a number of linked strategies and programmes, including the Council’s full
roll out of the Investors in People Framework, the Scottish Government’s Fair Work
Framework and recent launches of the Lanarkshire Mental Health & Wellbeing Strategy
and our own North Lanarkshire Council Health & Wellbeing Strategy, which was approved
by Finance and Resources in September 2019. All of this is further supported by the
ongoing development of our very successful reward and recognition and employee health
and wellbeing provisions under the banner of Work Well NL and NL Life.
Given the challenging operational and economic context we face, with significant
programmes of change and transformation impacting across the Council, it has never been
more important for us to ensure that we have a consistent focus on engaging and
supporting the wellbeing of our employees. This report sets out our actions and progress
to date and outlines our forward plan of activity for the coming year and beyond to ensure
that we continue to drive employee engagement and sustainable performance across the
organisation. This work is integral to our Workforce for the Future Strategy and vital to
support the successful delivery of Council’s ambition as set out in The Plan for North
Lanarkshire.

Recommendations
1) Finance and Resources Committee is asked to note the excellent progress of the
programme of work in this area and support the ongoing direction of travel.

The Plan for North Lanarkshire
Priority
Ambition statement

Improve North Lanarkshire’s resource base
(23) Build a workforce for the future capable of delivering on
our priorities and shared ambition

1.

Background

1.1

North Lanarkshire Council’s employee engagement plan is fully aligned to the
Investors in People (IiP) framework (Appendix 1). Investors in People is the
internationally recognised industry standard for people management that sets out
and measures the extent to which organisations are able to drive high levels of
performance and employee engagement. The framework is also used to
benchmark our practices against those of other leading organisations.

1.2

Our Workforce For The Future strategy has employee engagement embedded
within its five strategic workforce priorities and over the last twelve months, we
have undertaken a rolling programme of Investor’s in people assessments across
all services, with a view to achieving full Council recognition against the standard
by in 2020.

1.3

Enterprise and Housing Resources and Social Care achieved accreditation in 2017
and Infrastructure and Chief Executives in 2018. To complete the programme
Education and Families are in the process of arranging their assessment which is
scheduled to be complete by March 2020.

1.4

In support of our Developing the Young Workforce goals, and the employability
programme of work, the Council was also assessed against the Investors in Young
People (IiYP) framework this year, and were delighted to be accredited with the
standard award in recognition of our practices and pathways that have positive
outcomes for young people. We still have some way to go to achieve the highest
level of award and are currently developing an improvement plan for
implementation during 2020.

1.4

Finally, from our Investors in People 2017/18 improvement recommendations we
have identified five priority areas of focus for 2019/20 and beyond that will enable
us to take consistent action across our services so that we can work towards
achieving a higher level of accreditation for this award.

1.5

Set out in the remainder of this report is our overall progress to date and our
forward plan for employee engagement and well-being against our identified five
priority areas of focus.

2.

Report

Our five priority areas of focus for Employee Engagement.
2.1

Our priority areas of focus are fully aligned to support the IIP Framework and
informed by the dimensions of the Scottish Governments ‘Fair Work’ framework
(see Appendix 2).
Priority #1 - Leaders clearly communicate the organisation’s vision and
supporting behaviours. This includes providing clear line of sight between
individuals contribution and ‘We Aspire’ our shared ambition and developing a
set of guiding behaviours for ways of working that will give an overview of
what’s expected of individuals at every level. These guiding behaviours will
also be key to supporting and reinforcing our policies such as equality and
diversity and dignity at work.

Priority #2 - Enhance our Leadership capability to engage and develop
high performing teams. Achieved through increased investment in leader
development and a revision of our Leadership Framework following approval
at CMT in March 2019.
Priority #3 - Continue to improve internal communication and feedback
channels. Ensuring that staff networks are seen as an important part of
employee engagement and how we deliver change across the organisation.
Strengthening how we communicate our plans and progress including more
upward communication of action being taken in service areas. Continuing to
create opportunities for two way dialogue with all staff on our plans and
progress. Developing appropriate digital means of communication to
communicate more broadly across the organisation and to improve our reach
with remote workers
Priority #4 – Build and develop our council wide approach to reward and
recognition. Continuing to promote ‘NL Life and Reward and Recognition NL’
with an increased focus during 2019 on financial wellbeing support in support
of the recommendations from the Fairness Commission Report.
Priority #5 - Develop and roll out approaches that promote improved
employee health and well-being. Aligned to the recently launched Mental
Health and Wellbeing strategy for Lanarkshire ‘Getting it Right for every
person (GIRFEP) and the Council’s Mental Health & Wellbeing Strategy, we
will continue to enhance our Council Wide programme currently delivered
through ‘Work Well NL’. We also continue to maintain our Healthy Working
Lives Gold Standard award and the accreditation assessment process allows
us to measure our progress.

Progress to date and forward plan.
2.2

Priority #1- Leaders clearly communicate the organisation’s vision and
supporting behaviours.

2.2.1

During 2019 we have placed greater emphasis on making our Senior
Management team more visible through staff engagement sessions focused
on communicating We Aspire our shared ambition, and the plan for North
Lanarkshire. This has been delivered through a number of roadshows and
conferences with key staff groups for example; social work conference, justice
conference, youth justice conference, people and organisational development
roadshows, health and social care partnership roadshows, Head Teacher
conferences and twilight development sessions.

2.2.2

Extended Corporate Management team development sessions have also
provided a vehicle to communicate plans and progress to third and fourth tier
officers, at the same time these officers have the opportunity to showcase their
work and efforts in working together across services to deliver the plan for
North Lanarkshire to Senior Management. From September through to
December we are running a series of interactive One North Lanarkshire
sessions with staff and these will continue through until December with all
feedback gathered and used to shape our plans and the sessions evaluated
by the end of the year.

2.2.3

Working in partnership with Strategic Communications we will continue to
focus on embedding our shared ambition by developing guiding behaviours
for ways of working that will be introduced through the use of personas. These
behaviours will give an overview of what’s expected of individuals at every
level against our ‘Work Here’ narrative.

2.2.4

Focus groups were held with employees in October and November to inform
and guide this work. The behaviours will be applied across all of our HR and
Talent strategies from attraction through to exit. This will enable us to enhance
our recruitment processes, finding the right people for jobs and driving up
performance in support of our ambition. We also have plans to align these with
our policies around improving diversity and dignity at work.

2.3

Priority #2 - Enhance our Leadership capability to engage and develop
high performing teams.

2.3.1

In September 2018 the Council launched three new We Aspire leader
development programmes, namely; Foundations, Fundamentals and
Influential Leaders. These programmes are designed to expand the capacity
of our most promising current and future leaders to lead and perform
successfully in their roles in support of our shared ambition and plans.

2.3.2

Since September 2018, 76 managers have participated in these programmes
with 41% from Enterprise & Communities and 17% from Chief Executives
(there are a further 40 individuals waiting to enrol on future programmes). The
remainder of participants are from Education and Families and Health and
Social care which is reflective of the fact that there is a more tailored offering
available for these services to enhance professional practice and standards,
such as the launch of the new ‘Aspiring Principal Teacher’ Leadership
programme in October 2019 and the Professional Development Award in
Leadership and Management for Care Services that commenced in February
2019.

2.3.3

Towards the end of the year we will launch our new management development
offering including a series of Management Development master-classes to
enhance skills and confidence around leading teams for high performance.
This will be supported by a new managers’ toolkit where managers can access
new online resources that will support them to enhance engagement and team
effectiveness.

2.3.4

We will continue to work in partnership with colleagues across services to
enhance our Leadership framework whilst reviewing the impact of all
programmes to ensure that they continue to meet the needs of both the
organisation and individuals.

2.4

Priority #3 - Continue to improve our internal communications and
feedback channels, making better use of digital technologies.

2.4.1

We are committed to ensuring that our staff networks are seen as an important
part of employee engagement, particularly in the early stages of change
programmes. We have been working to strengthen and develop our existing
networks and introduce new ones where they are needed for example;
proactively working with the employee equality forum resulting in great
progress on our Disability Confident Leader and Equally Safe programmes of
work.

2.4.2

We have established a network of Digital Transformers who continue to be key
to our digital transformation plans. This approach will continue as we take
forward our Investors in Young People recommendations involving employees
as well as young people from our schools.

2.4.3

It was recognised through both IiP and our Best Value Audit review that we
should develop more approaches to cascade our ambition and plans with
employees at every level, including staff in front line services who are more
difficult to reach. The team brief was refreshed as a key mechanism to
communicate progress on our plans reaching all staff through existing team
meetings and tool box talks. There have also been a number of targeted
briefing sessions with staff in front line services such as Waste and Regulatory
Services, Streetscene and Facilities Support and these will continue to
happen.

2.4.4

We have continued to develop appropriate digital means of communication.
The monthly Chief Executive newsletter has been developed using new
interactive MS office digital application ‘Sway’ and we have continued to make
best use of the Connect platform to communicate messages and plans for all
staff.

2.4.5

We developed a digital Induction booklet for new starters to offer improved
information on our Council services, structures and plans. Early 2020 we will
be implementing a new employee on-boarding and induction process to
integrate new employees into the organisation, helping them to understand
how they can be successful in their role and how their work contributes to the
organisation ambition and plans.

2.4.6

Digital NL will be a key enabler to facilitate further improved communication
and feedback. We have maximised use of the Yammer platform to increase
the visibility and access of the Senior Team providing greater clarity about our
direction as a Council and how we are making progress against the North
Lanarkshire Plan. We are also working on a schedule that will include all
Heads of Service in these online discussions, to bring greater depth of
understanding to plans across services in line with our IiP feedback and
recommendations.

2.4.7

The introduction of MS Office 365 in summer 2020 will see advanced tools to
enable greater collaboration across services. We need our services to work
together in more common ways, sharing knowledge and learning collectively
to create innovative solutions that will deliver our ambition at pace. Prioritising
effective collaboration across our service areas should lead to better
information sharing, improved accountability and co-ordination on councilwide initiatives.

2.5

Priority #4 - Build and develop our council wide approach to reward and
recognition.

2.5.1

By formalising our Reward and Recognition framework, the Council has
positioned itself as an attractive and forward thinking employer, attracting and
retaining talent and providing an environment where people want to give their
best, recognising employee contribution towards the Council’s strategic
priorities and ambitions.

2.5.2

We have continued to develop and promote our very successful Reward and
Recognition discounted shopping provision under the banner of NL Life. Since
launch in August 2018 there has been a steady increase in registered
employee users at 4,873. There have been 35,320 logins to the site. The total
employee spend has been £244,273 and employees have made savings of
£21,500 in total by using the site.

2.5.3

The average spend has risen from £9 per person to c.£30 per person (£38.57
at peak in June this year) with the most popular spend against electrical items,
groceries, cinema and theatre, holidays and travel, insurance and
retail/clothes and footwear. The top 10 most popular retailers are Curry’s, TUI,
Argos, Disney Holidays, Tesco, Cineworld, M&S, B&Q, Asda and Ikea,
demonstrating that NL Life is clearly supporting employees with their lifestyle
choices and helping them to make the most of their money.

2.5.4

Towards the end of August 2019 we ran ‘NL Life week’, an online targeted
communication campaign to further raise awareness of the benefits available
and launch the new financial wellbeing and education section ‘NL Life - Help
with your finances’ that brings together a number of free resources and
signposts individuals to support available such as Credit Unions, Citizens
advice and the Governments money advice service. This new offer also fully
aligns with recommendations set out in the recent Fairness Commission
Report commissioned by the Council.

2.6

Priority #5 - Improved approaches to employee health, safety and
wellbeing.

2.6.1

Driving down absence
The management of absence is a fundamental facet of the council’s ability to
maximise our resource base. The council recognises that absence levels have
been increasing over recent years and has taken a series of pro-active steps
to help address concerns. A dedicated resource in Employee Relations is now
leading on a range of initiatives, in conjunction with colleagues across the
organisation.

These initiatives include:
• Improved reporting to enable speedier and more informed decision
making. Working with the Employee Service Centre, all identified
managers now receive monthly absence reports. These reports show all
staff to have met absence triggers and in need of further action and top 5
reasons for absence. Improved reporting for the teaching trade unions
has been an important aspect of this work.
• In areas of high absence, targeted work has been undertaken to review
processes and implement support mechanisms for managers and
employees to address levels of absence. Training for managers has also
been undertaken, where gaps have been identified.
• Our full non-teaching Managing Attendance Policy is now also under
review with a view to further improving our ability to effectively manage
our levels of absence across the Council.

2.6.2

Mental Health & Wellbeing
In response to concerns around the level of absence linked to stress and
mental health, the council has recently agreed a new Mental Health &
Wellbeing Strategy. The strategy, aligned to the Mental Health and Wellbeing
strategy for Lanarkshire ‘Getting it right for every person (GIRFEP) will sit
alongside a new awareness and training programme that is currently under
development due for launch early 2020. Whilst this is under development we
will continue to promote our existing WorkwellNL offer and resources.

2.6.3

Work Well NL

2.6.3.1 Our employee health and wellbeing offering supports us to improve the quality
of working life for all employees. All elements of the provision offer employees
with quality information to maintain their health and wellbeing and are directed
at supporting a reduction in sickness absence. The provision includes:
•
•
•
•
•
•
•
•
2.6.3.2

Health checks including blood pressure, weight and cholesterol
Seasonal flu vaccinations
Increased access to physiotherapy
Active health programme
NL Back Care Programme
Podiatry Services
Employee Counselling services
Targeted campaigns such as Menopause awareness.

Work Well NL has received 7,531 visits since 1st August 2018 and 707
employees have taken advantage of Healthy Lifestyle checks. In 2018 there
was a 58% increase in the issue of flu vaccination vouchers with 3267 sent
out last year and this campaign continues through October and November
2019. We have increased our access to physiotherapy, which is the offer most
in demand, with 814 sessions taken up and 107 employees have benefited
from our back care programme.

2.6.3.3

We more recently launched our podiatry services geared towards supporting
staff in physical roles and 276 employees have taken advantage of this offer.
The employee counselling service ‘Time for Talking’ has received 1,040
enquiries. We will continue to promote WorkwellNL and maximise our
partnerships to deliver this e.g. promoting the walking pathways challenge as
part of Get Walking Lanarkshire – Health Walks programme during October
and November.

2.6.4

Healthy Working Lives

2.6.4.1

We are delighted to have maintained our gold award standard for Healthy
Working Lives (HWL) in recognition of our Health, Safety and Wellbeing
practices across services. This required us to undertake a health needs
assessment survey and a report of the findings is currently being prepared and
will be presented to Corporate Management Team.

2.6.4.2

This assessment helps us an organisation identify issues and continue to
improve health, safety and wellbeing through a structured framework that
should lead to having a healthier, more motivated and productive workforce;
reducing absence rates and supporting employees in work and returning to
work, contributing to the health of our wider community and enhancing our
reputation as a leading employer.

2.6.4.3

The recommendations following approval from CMT will inform our overall
programme of work around Health, Safety and Wellbeing into 2020 and
continue to offer us a benchmark against leading organisations with the next
assessment due in 2022.

2.7

Next steps

2.7.1

As mentioned earlier in the report our Education and Families service will
undertake IiP assessment later this year with the overall Council findings
consolidated and reported, including incorporating the H&SC partnership Imatters results, by March 2020.

2.7.2

We will at that time review the findings and recommendations and refocus our
employee engagement priorities for 2020/21 in approval with CMT with a
further update to Committee during 2020.

3.

Equality and Diversity

3.1

Fairer Scotland Duty
Our work around employee engagement supports the recommendations of the
fairness commission and the Fairer Scotland Duty to reduce the inequalities of
outcome caused by socio-economic disadvantage.

3.2

Equality Impact Assessment
The IiP framework has been subject to an equality impact assessment.

_______________________________________________________________
_______

4.

Implications

4.1

Financial Impact
We continue to focus on maximising our drawdown of available funding for
initiatives and leveraging partnership relationships and delivery to ensure best
value for the Council.

4.2

HR/Policy/Legislative Impact
There are a number of Council wide impacts on existing HR Policies and
processes. These have been fully managed in accordance with agreed
procedures any change subject to assessment and Committee approval.

4.3

Environmental Impact
Increased use of Digital Technologies related to employee engagement activity
will have an environmental by reducing the need for material resources.

4.4

Risk Impact
Progressing our organisational capability in being IiP, IiYP, HWL accredited is
aligned with managing our reputational risk by ensuring that we live up to external
challenge on all of the accreditations we have been awarded.

____________________________________________________________________
5.

Measures of success

5.1

The IiP, IiYP and HWL frameworks will provide a measure of the effectiveness of
leadership and management and Health, Safety and Wellbeing practices across
the organisation.

5.2

Ongoing measurable progress against our ambitions to build a Workforce for the
future

____________________________________________________________________
6.0

Supporting Documents

Appendix 1: Investors in People Framework Standard
Appendix 2: Scottish Government Fair Work Framework
____________________________________________________________________

Fiona Whittaker
Head of People and Organisational Development

The Standard
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The standard for people management
What it takes to lead, support and manage
people well for sustainable results

@IIP
/investors-in-people
/InvestorsInPeople.UK
First edition of the Sixth Generation Investors in People Standard, 2015. ISBN: 9781900567534
First published in September 2015 by the UK Commission for Employment and Skills, 20 Great Smith Street, London SW1.
All rights reserved. No part of this publication, including registered trademarks and protected designs, may be reproduced
in any material form without written permission from the copyright owner.

2017
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A mark of distinction
The Investors in People Standard
sets out the criteria for high
performance through people.
It’s a simple framework to
benchmark the effectiveness
of leadership and management
practices in any organisation.
Those that meet the performance requirements of
the Investors in People Standard proudly display their
accreditation to the world. It’s a mark recognised across
75 countries that sets apart those that have achieved
excellence in the way they lead, support and manage
people. Why? Because they understand that it’s people
that make the difference.
This guide sets out the criteria of the Investors in People
Standard and supporting background information on the
principles and underpinning methodology. It’s a simple
roadmap for anyone looking to achieve Investors in People
accreditation and a topic guide for anyone looking to
manage change or foster excellence in people
management in their own team or business.

What is a standard?
A standard is a level of quality and attainment. The criteria
within standards capture knowledge, principles and effective
approaches drawn from industry leaders. Standards can
therefore be a very effective tool to measure and benchmark
performance against common global principles. Formal
accreditation against a standard demonstrates achievement in
a particular field or industry. Research shows that organisations
accredited against the Investors in People Standard outperform
industry norms. For example, 60% of Investors in People
accredited organisations predict business growth, compared to
the UK business average of 47%,1 demonstrating the difference
excellence in people management makes to performance.
Investors in People is the standard for people management.
First established in 1991 by UK government, the Standard
has been revised six times, and 2015 sees the latest generation
release. It is an internationally protected trademark and
only accredited organisations have the exclusive right to
display the award.

60%
of Investors in People
accredited organisations predict
business growth, compared to the
UK business average of 47%

1 UKCES, Employer Perspectives Survey, 2012.

4

The sixth generation Standard
September 2015 saw the launch
of the sixth generation Standard.
The update and revision was
based on the features of leading
organisations from across the world.
Led by a UK government commission review, hundreds
of academics, business leaders, industry experts and
practitioners were involved in the creation of the sixth
generation. Research into the characteristics of organisations
that are able to achieve sustained, improved results over the
long term were used as a foundation. The result is a simple
framework for sustainable performance through people.
First released in 2015, the sixth generation Investors in People
Standard introduces a four stage performance model, and
nine new indicators based on the features of organisations
that consistently outperform industry norms. Alongside this
introduction, after independent review of the Standard
by University of Bath Management School in 2015, a Platinum
award level was introduced. This change reflects the
significant raising of standards with the introduction of the
sixth generation.

*UKCES Employer Perspectives Survey 2012.

5

Exploring the Standard
You won’t find processes, policies or paperwork. You will find easily
understandable criteria that form a simple road-map for excellence
in any industry.

Leading

Supporting

Creating purpose in a changing
environment, whilst motivating
through change, have become
essential skills for many roles.
High performing organisations
foster leadership skills at every level
of the organisation to deliver
outstanding results. The leading
indicators explore the clarity of
vision and purpose and how well
leaders in the organisation inspire
employees to perform.

For many, constant change is the
new normal. Sustainable organisations
use flatter structures to enable
faster decision-making, agility and
customer focus. The Standard explores
the way in which people are
supported to perform. This is through
the way jobs are designed, reward
is structured, performance is managed,
and the autonomy people have to
make decisions.

Improving

Organisation ambition

Constant adaptation, flexibility
and continuous improvement
feature heavily in the very best
organisations. A philosophy of
continuous improvement is at
the heart of the Investors in People
Standard. Being a sustainable
organisation means developing
capabilities, resources and plans
for tomorrow. It means fostering
innovation to constantly find
new ways to achieve the ambition
of the organisation.

We invest in people to improve
performance. Therefore, the aims and
ambitions of the organisation, are at
the heart of the Investors in People
framework. Every indicator builds from
an understanding of this ambition to
test the alignment of purpose across
the employees and the extent to which
practices are driving positive results.
At the highest level of performance
every practice will drive sustainable
results for the organisation.

6

The performance model
Constantly moving. Constantly
improving. Constantly keeping ahead.
Every indicator builds against a simple
scale to understand the effectiveness
of people management approaches.
Organisations are measured using a four stage performance
model that ranges from ’Developed’ to ‘High Performing’
across all nine indicators. This unique model allows for direct
comparison year on year and across sectors and industries.
Each level, from ‘Developed’ to ‘High Performing’, clearly
describes how successfully practices are embedded and
aligned through the organisation.

Understanding the stages
The performance model is built upon four unique progression
stages that reflect the key transitions an organisation passes
through as principles and practices mature.2 The stages are
not linked to the size or complexity of an organisation. A large
complex organisation may only operate at ‘Developed’ level.
Equally, a small innovative organisation may have practices
at ‘High Performing’, regardless of relative simplicity of
operations. Rather, the stages identify the principles and
outcomes that must be in place, to achieve sustainable
performance through people. For this reason, the indicators
are best thought of as scales, from ‘Developed’ to
‘High Performing’ at the highest.

The Investors in People performance model
Stage 1 – Developed
The appropriate principles and practices are in place
and communicated. People and leaders know what
is expected of them.
Stage 2 – Established
People and leaders are actively engaged in ensuring
the appropriateness and consistency of the principles
and practices.
Stage 3 – Advanced
People and leaders actively drive positive outcomes,
taking ownership of the principles and practices.
Stage 4 – High Performing
The principles and practices are fully integrated with other
business practices. People and leaders take accountability
for delivering consistently positive results, always with an
eye on improvement and the future.

2 The Investors in People performance model was informed by the extensive work and
research around the Capability Maturity Model (CMM) developed by Carnegie Mellon
University and the subsequent People CMM developed as a result (P-CMM).

7

Achieving accreditation
Achieving Investors in People
accreditation is an outstanding
achievement. It requires genuine
commitment from leaders, passionate
employees and everyone focused on
the ambitions of the organisation.
To employees, accreditation signals a high performing
culture and a commitment to their development and
success. To customers it signals quality products or
services. To stakeholders it signals a leadership team
to trust.
To achieve accreditation, an organisation must be assessed
against the Standard by a licensed practitioner, against the
global policies and requirements set out by Investors in
People. Practitioners are experts in their field. They bring
experience, knowledge and networks to ensure
that every assessment is a journey to excellence.
Assessment is conducted simply and efficiently using
a mixture of online tools, interviews and leadership
discussions. Every assessment is conducted against all
criteria, so any award level can be achieved, from every
assessment undertaken. It’s an efficient but robust
process that delivers an accurate picture of performance:

Stage One
Discovery
Exploring the free online self-assessment
and resources.
Generate your own self-assessment report online
at www.investorsinpeople.com. When you’re
ready, start working with a practitioner to outline
your ambition and purpose as an organisation.
This will guide every step of the assessment journey.

Stage Two
Online Assessment
Understanding employee’s views is at the
heart of our assessment.
We ask your employees a set of 40 online questions
to quickly collect data and test alignment against
the Standard. We gather data to ensure every
assessment is robust, accurate and delivers tangible
insight for the management team.

Stage Three
Employee interviews and observation
Going deeper into key themes emerging from
the online assessment through face to face
meetings and observations.
The interviews are about delving further into
strengths and opportunities for improvement.3

Stage Four
Accreditation report
Understanding your award level
and benchmark performance.
Now could be the time to celebrate. Whatever
the outcome, you’ll be able to benchmark your
performance against your previous assessments
or industry competitors, by exploring the data
revealed in your assessment report.

3 The number of interviews undertaken varies based on the response rate to the online
assessment. Your practitioner will be able to advise based on international policies.

8

Award levels
To meet the minimum level
for accreditation organisations
are required to meet all nine
performance indicators at
‘Developed’ level.
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Additional levels of accreditation indicate higher
performance in people management. Benchmarked
against global industry practice, the following criteria
G
mustG be met, to achieve higher accreditation:
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Using the free online self-assessment is a simple
way to see how your organisation compares before
progressing to full assessment.

Investors in People Platinum
All nine indicators at ‘Developed’,
‘Established’ and ‘Advanced’
and seven of the nine indicators
at ‘High Performing’ level. We
expect Platinum accreditation to be
awarded to the top 0.5 percentile
of organisations assessed.

9

Find your benchmark
Only by looking externally,
and bringing in latest approaches,
will every team become the
best they can be. Every Investors
in People assessment is
an opportunity to measure
and benchmark performance
against others.

Using data gathered through the assessment, organisations
can develop a continuous improvement culture, by focusing
on performance gains in leadership, motivation, culture and
employee alignment.
With 27 scales for comparison the performance model allows
for detailed analysis against each theme within the Standard.
Visit www.investorsinpeople.com to find out more.
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1

Leading and inspiring people

Leaders make the organisation’s objectives clear. They inspire and motivate people
to deliver against these objectives and are trusted by people in the organisation.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Creating
transparency
and trust

Leaders provide clarity
around the organisation’s
purpose, vision and
objectives

There is clear and regular
two way communication
between leaders and
people at all levels

Leaders ensure that there is
a consistent level of trust at
all levels of the organisation

Leaders are active
role models, leading
by example and trusted by
people in the organisation

Motivating
people to deliver
the organisation’s
objectives

People understand
the organisation's objectives

Line managers support
people to deliver the
organisation's objectives

Leaders are passionate
about delivering the
organisation’s objectives
and motivating people to
deliver against them

Leaders motivate
and inspire people to
achieve results above and
beyond what is expected
of them

Developing
leadership
capability

Line managers know what
is expected of them to lead,
manage and develop their
people effectively

People know what
to expect from their line
manager and provide
feedback on how they are
managed and developed

People have confidence in
the leadership and management capabilities within the
organisation

Future leadership
capabilities are defined in
line with the organisation’s
values and leaders meet
these challenges

2

Living the organisation’s values and behaviours
People and leaders act in line with the organisation’s values at all times.
They have the courage and support to challenge inconsistent behaviours.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Operating in line
with the values

Leaders clearly
communicate the
organisation’s core
values and how they should
be applied

People are led, managed
and developed in line with
the organisation’s values

Leaders consciously
consider and act in
line with the organisation’s
values when making
decisions

The organisation’s
values are at the heart
of everything it does.
They shape the way it
operates at every level

Adopting the
values

People know and
understand what the
organisation’s values are

People are personally
motivated to behave in
line with the organisation’s
values

People do the right thing
in accordance with the
values, not necessarily
the easiest or most
convenient thing

People make decisions
based on values rather
than self interest

Living the values

People understand how
to behave in line with the
organisation’s values

People are encouraged
to demonstrate the
organisation’s values in the
way they behave

Leaders create a culture
of openness and trust
where people consistently
behave in line with the
organisation’s values

People feel comfortable
challenging behaviours
that are not in line with the
organisation’s values and
people are held to account
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3

Empowering and involving people
There is a culture of trust and ownership in the organisation where
people feel empowered to make decisions and act on them.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Empowering
people

People have access to the
knowledge and information
they need to do their job
well

People feel empowered to
identify ways to improve
how they do their job

People are encouraged to
take the lead and have the
opportunity to develop
their leadership skills

People use their initiative
to lead and take ownership
over delivering the
organisation’s objectives

Participating and
collaborating

People or their
representatives are
consulted about
decisions which have
an impact on them

People are involved in
decisions that have an
impact on them and feel
their contribution makes a
difference

People consistently
participate in decisions
and feel their contribution
makes a difference

Participation, collaboration
and teamwork are at the
heart of the organisation’s
approach to decisionmaking

Making decisions

Leaders trust and support
people to make decisions
in line with their level of
responsibility

Leaders involve people
when establishing their
level of decision-making, in
line with their role

Leaders are open and
transparent about sharing
information which enables
people to make and act on
decisions themselves

People are empowered to
challenge the status quo to
improve the organisation’s
performance

4

Managing performance

Objectives within the organisation are fully aligned,
performance is measured and feedback is used.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Setting objectives

People know what is
expected of them and
understand how their
individual objectives
fit the organisation’s
objectives

Leaders involve people
in setting clear and
achievable objectives.
People are regularly
reviewed against these
objectives

Stretching individual and
team objectives are aligned to
the organisation’s objectives
and performance measures.
People take responsibility
for monitoring their own
performance

People take the lead in
setting stretching objectives
that support and respond to
the organisation’s goals and
plans for change

Encouraging high
performance

Line managers invest
time in managing
performance and ensure
people understand the
performance process

Line managers have
open and honest
conversations with
people about their
performance

Line managers are highly
effective and consistent
at supporting high
performance and addressing
underperformance through
effective, constructive and
open dialogue

People are expected and
actively supported to strive
for high performance at all
times

Measuring
and assessing
performance

People’s performance
is regularly measured
and assessed against
objectives. People
receive feedback on
their performance

People’s behaviours are
assessed against the
organisation’s values

Performance data and
evidence of behaviours
are captured and used
effectively to improve the
performance of people and
the organisation

Giving and seeking timely
feedback on an informal basis,
engaging in performance
discussions and coaching are
a core part of the day-to-day
running of the organisation

All rights reserved. No part of this publication, including registered trademarks and protected designs,
may be reproduced in any material form without written permission from the copyright owner.
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5

Recognising and rewarding high performance
Recognition and reward is clear and appropriate, creating a culture
of appreciation where people are motivated to perform at their best.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Designing
an approach to
recognition and
reward

The way the organisation
recognises and rewards
people supports its
objectives

Leaders continually review
how the organisation
recognises and rewards
its people

The approach taken to
recognising and rewarding
people is flexible and
tailored to meet individual
motivations

People are involved
in designing the
organisation’s approach
to recognising and
rewarding people

Adopting a culture
of recognition

The organisation has an
appropriate and clear
approach to recognition
and reward

Individual and team
achievements are rewarded
and celebrated with
financial or non-financial
benefits

People feel confident
that individual and
team achievements are
consistently recognised
and encouraged across the
organisation

There is a culture of
appreciation where
people feel valued and
are recognised for their
efforts and performance

Recognising and
rewarding people

People know how they are
recognised and rewarded
and the criteria have been
clearly communicated

People are
recognised for their
behaviour as well as their
performance on a formal
and informal basis

People are motivated
to perform at their best as
a result of the approach to
recognition and reward

High performing
people and teams receive
greater financial or
non-financial recognition
and rewards

6

Structuring work

The organisation is structured to deliver the organisation’s ambition.
Roles are designed to deliver organisational objectives and create interesting
work for people, while encouraging collaborative ways of working.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Designing roles

Roles are designed to
deliver organisational
goals by creating clear
accountability and avoiding
duplication of effort across
teams

Roles are designed to
create interesting work
for people, with skills and
capabilities for each role
clearly identified

Roles are designed to help
people develop the skills
and capabilities needed for
progression

Roles are designed in order
to meet the changing
needs of communities,
markets, organisational
strategy and employees

Creating autonomy
in roles

Each role is designed with
clear decision-making
authority

Policies and practices
across the organisation
support people to make
the decisions required in
their specific roles

Policies and practices are
aligned to help people take
individual ownership and
act quickly and effectively

Policies and practices
are regularly reviewed
and improved to speed
up decision-making
and increase individual
ownership

Enabling
collaborative
working

It is clear how roles enable
people to work together to
achieve the organisation’s
objectives

People are
encouraged to work across
the organisation to share
information and expertise

Open communication
and flexible work practices
make collaboration across
the organisation easy and
effective

The organisation’s structure
encourages people to
create formal and informal
networks to maximise
collaboration
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7

Building capability

People’s capabilities are actively managed and developed. This allows people to realise their full
potential and ensures that the organisation has the right people at the right time, for the right roles.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Understanding
people’s potential

Line managers have
development conversations
with people to identify
their potential and ensure
learning and development
needs are met

Learning and development
opportunities are
provided in line with the
organisation’s objectives
and enable people to
achieve their full potential

The organisation is flexible
in the way it develops
people, using innovative
solutions that meet
learning and development
needs

People take ownership
of their own learning and
development to effectively
support the organisation’s
objectives

Supporting learning
and development

Development advice
and guidance is well
communicated throughout
the organisation

People have the
opportunity and support
to put new skills and
knowledge into practice

Investment in learning and
development is evaluated
to understand the impact
on people’s progression
opportunities

Continuous learning is
part of the culture of the
organisation

Deploying the
right people at the
right time

Recruitment and selection
is fair, efficient and
effective and fits with the
organisation’s objectives

Resource planning is
actively managed to
support the organisation’s
objectives

The organisation uses
succession planning to
ensure critical roles are filled
and people can progress

Leaders continually look to
the future to identify and
plan the capabilities people
will need to deliver success

8

Delivering continuous improvement

There is a focus on continuous improvement. People use internal and external sources to
come up with new ideas and approaches, supported by a culture that encourages innovation.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Improving
through internal
and external
sources

The investment in people
is evaluated and the
results are used to improve
performance

The organisation uses
information from internal
and external sources to
improve how it manages
and develops its people

Leaders look beyond
the current business
environment to learn from
the outside world and
bring in knowledge to
improve the organisation’s
performance

People take
responsibility for
continuous improvement.
They look to the world
around them for new ideas
and innovation then deliver
change in line with this

Creating a
culture of
continuous
improvement

People are aware of
how they can contribute
to improving their
performance and the ways
of working within the
organisation

People are encouraged to
try new approaches and
learn from their efforts,
mistakes and successes

People are supported
by their leaders to take
reasonable risks when
trying new and innovative
approaches

The organisation nurtures
innovation and acts quickly
in response to new ideas
and opportunities

Encouraging
innovation

People are encouraged to
come up with new ideas

People work together
to generate new ideas

People are passionate
about innovation and
volunteer new ideas

New ideas deliver
positive outcomes for
the organisation

All rights reserved. No part of this publication, including registered trademarks and protected designs,
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9

Creating sustainable success

The organisation has a focus on the future and is responsive to change. Leaders have a
clear understanding of the external environment and the impact this has on the organisation.

Themes

Developed

Established

Advanced

High Performing

In place and understood

Engaging and activating

Creating positive outcomes

Embedded and
always Improving

Focusing on the
future

Leaders communicate
future priorities

People are actively
engaged in both
short-term and
long-term planning

People believe the
organisation is a great place
to work and are committed
to its future success

Leaders are aware of
future challenges for
the organisation and
consciously develop their
own capabilities, and
partner with stakeholders
to respond to these

Embracing change

Where change happens it is
communicated in a timely
and transparent way across
the organisation

Benefits of change are
measured and captured.
Successes and failures are
openly communicated

People that demonstrate
optimism and drive are
selected to champion
change and support others
to understand and engage
with it

Change is viewed as
‘business as usual’,
where mistakes are
accepted and valued, as
an opportunity for learning
and improvement

Understanding the
external context

Leaders have a clear
understanding of who
the stakeholders are in
the communities and
the markets the
organisation serves

The workforce is
diverse and reflects the
communities and markets
the organisation serves

People understand the
relationship between
the organisation and the
wider community

The organisation has a
positive impact on the
communities and markets
it serves
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Glossary of key words
Accountability: When people have responsibility to make
decisions and take actions for areas of work within their remit.

Communities: Groups of people who live in the same place
or share common characteristics.

Accredited: When you have been successfully assessed and
achieved the requirements of the Investors in People Standard,
you are accredited as an Investors in People organisation.

Context: The background, framework, setting, or situation
surrounding an event or situation.

Alignment: A state of agreement or cooperation between
persons towards a common goal or objective. In the context
of the Standard, alignment refers to the extent to which
management practices are driving performance outcomes;
The extent to which people are aligned with the wider
ambitions of the organisation.
Appreciation: Recognising and understanding the worth,
quality and importance of your employees’ contributions.
Autonomy: A degree of freedom and discretion given
to an employee over his or her job.
Authority: The formal power given to people which includes
a right to command a situation, commit resources, and give
instruction to other stakeholders. It is always accompanied by
an equal responsibility for one’s actions or a failure to act.
Behaviour: The way in which people respond to their
surrounding environment.
Benchmarking: Comparing your organisation’s people
management performance with that of others.
‘Business as usual’: The normal conduct of business regardless
of current circumstances, despite difficulties or disturbances.
Business plan: A plan that sets out your organisation’s
objectives. It may also be known as an organisational
plan, corporate plan, strategic plan, development plan or
improvement plan.
Capabilities: The knowledge, skills and behaviours that your
organisation’s people need to achieve your ambition.
Celebrate: The chance for your people to come together and
share in your success as a business.
Coaching: A formal or informal process that aims to improve
the performance, learning and development of an individual
through effective questioning and feedback. It is about helping
people to think issues through for themselves, rather than about
telling or instructing someone.
Collaboration: Cooperative relationships between employees,
working towards a common goal.

Continuous improvement: A type of change that is focused
on increasing the effectiveness and/or efficiency of an
organisation to fulfil its policy and objectives.
Contribution: The role played by a person in bringing about
a result or helping something to advance.
Consistent: Behaviour and actions which are carried out in
the same way over time, in order to be fair or accurate.
Constructive feedback: Information provided to an individual
regarding their performance. The aim is to increase their
understanding both of their strengths and of the areas where
they could improve.
Constructive relationships: Positive working relationships
between employees and representative groups.
Consult: What managers do when they discuss matters of
mutual concern with representative groups, so that they
can take account of the views of employees when making
decisions that may affect their interests.
Corporate Social Responsibility: An organisation’s duty to
act as a responsible employer and member of the community.
This may include involvement in local community projects.
Culture: The organisation’s beliefs, behaviours and values
that influence the way people work.
Data: Statistics and facts collected together for reference
and analysis.
Decisions: Conclusions or resolutions reached after
consideration of the available information.
Dialogue: A discussion between two or more people or
groups, often towards the exploration of a particular subject
or resolution of a problem.
Discussion: A conversation or debate about a certain topic.
Typically in order to reach a decision or exchange ideas.
Diversity: The cultural, social, gender or other differences
between people, with reference to an organisational culture
that encourages and values these differences. In addition,
a culture of diversity is about recognising, valuing and taking
account of different skills and life experiences.
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Diverse workforce: A workforce made up of people from
different cultural backgrounds, with different personal
characteristics related to race, gender, disability, sexuality,
religion, belief, age and marital status.
Effective: Successful in producing a desired or
intended outcome.
Embedded: Deeply implanted ideas or beliefs become
ingrained or embedded in the holder’s mind.
Empowered: Having the authority or power to make
and implement decisions.
Equality: Recognising that everyone is treated with dignity
and respect, regardless of race, gender, disability, sexuality,
religion or belief, age, marital status or other personal
characteristics. In terms of learning and development, equality
means recognising that different groups have different needs,
and ensuring that they have appropriate and fair access to
appropriate opportunities.
Evaluation: The process of reviewing the results of something,
such as learning and development activity, to identify its impact
on performance and to assess whether it has achieved its
intended objectives.
Feedback: Information about reactions to a person’s
performance of a task used as a basis for improvement.
Framework: The Investors in People framework underpins
the world recognised Investors in People Standard. Based on
25 years of leading practice, the latest IIP framework (sixth
generation) reflects the latest workplace trends to help every
person contribute effectively to the organisation’s ambition.
Goals: Observable and measurable end results, having one or
more objectives to be achieved within a defined time frame.
Guiding evidence: The evidence highlighted underneath
each of the nine Investors in People indicators. This evidence
helps to focus assessments on the required evidence to meet
the varied performance levels (see performance model for
more information).

Higher accreditation: Additional levels of achievement
following successful assessment against the IIP Standard
indicating higher performance in people management
practice. Benchmarked against industry best practice, the
following criteria must be met to achieve higher accreditation:
• Investors in People Silver: All nine indicators at ‘Developed’
and seven of the nine indicators at ‘Established’ level
• Investors in People Gold: All nine indicators at
‘Developed’ and ‘Established’ and seven of the
nine indicators at ‘Advanced’ level.
• Investors in People Platinum: All nine indicators at
‘Developed’, ‘Established’ and ‘Advanced’ and seven
of the nine indicators at ‘High Performing’ level.
Impact: The results achieved from an action and the effect
it has had on performance.
High performance: Consistently high levels of collaboration
and innovation that produce superior results.
Ideas: A thought or collection of thoughts. Ideas often form
during brainstorming sessions or through discussions.
Impact: A measure of the consequences of one action
or influence upon another.
Improve: To enhance or make something better in terms
of quality, value or usefulness.
Indicators: The nine ‘indicators’ of people management best
practice that make up the Investors in People framework.
Organisations that perform at, or above, the Standard in these
nine areas are considered to be of the performance required
to achieve the Investors in People accreditation.
Initiative: Taking action or decisions without direct outside
influence.
Innovation: New ideas, more effective devices or processes.
Innovation can be viewed as the application of better solutions
that meet new requirements or existing needs.
Inspirational leadership: A quality attributed to leaders who
are able to create a culture of motivation and commitment.
Inspiring leaders aim to create an environment of trust in which
people can be creative and motivated to fulfil their potential.
They tend to: have passion; have a sense of purpose; be honest
and trustworthy; encourage others to share their vision;
inspire others to achieve their potential.
Involve: To cause a person or group to participate in a situation
or experience.
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Key performance indicators (KPIs): Measures what an
organisation uses to monitor, understand, predict and improve
its performance. Depending on the organisation’s purpose and
objectives, these may relate to people, finance, customers and
quality.
Knowledge: Facts, information, and skills acquired by a person
through experience or education.
Leaders: A leader is anyone with responsibility for managing,
directing, motivating or supervising others within the
organisation. This would include senior managers, line
managers, team leaders, supervisors and anyone else with a
similar role. They are influential members within an organisation
to whom others look for advice, opinions, and direction.
Learning and development: Any activity that develops
skills, knowledge or attitude. Activities may range from formal
training courses run internally or externally to informal on-thejob training or coaching.
Learning styles: The different ways in which people are
best able to learn. Can include (for example) solitary or group
scenarios, discussion, written information, pictures, hands-on
learning and seminars.
Line manager: A person with direct managerial responsibility
for a particular employee.
Markets: An actual or nominal place where forces of demand
and supply operate and where buyers and sellers interact to
trade goods or services.
Measured: Judgement or assessment of something by
comparison with a standard.
Mentoring: The advice and guidance offered by a more
experienced person to develop an individual’s potential.
Mentoring tends to focus on long-term career goals rather
than immediate performance issues, and may be carried out
by people from within the organisation or outside it, but not
usually by an individual’s manager.
Motivating: Using incentives or persuasion to influence the
way people think or behave.
Objectives: A specific result that a person or business aims to
achieve within a time frame and with available resources.
Organisation: A social unit of people that is structured and
managed to meet a need or to pursue collective goals.
Openness: The capacity to entertain different and noncustomary ideas and to change one’s behaviour accordingly
Opportunity: A set of circumstances which make it possible to
do or achieve something.

Optimism: Hope and confidence about the future or the
successful outcome of something.
Outcomes: The result or consequence of actions carried out.
Ownership: People who are prepared to demonstrate
ownership play a greater role in the success of the organisation,
and are willing to own a decision or action and be accountable
for its outcome.
Participation: Joint consultation in decision making,
goal setting and teamwork.
People: Any individual who helps the organisation to achieve
its objectives. The scope of this would embrace all roles in an
organisation including managers and top managers, full-time,
part-time and voluntary employees, people on renewable
short-term contracts, and regular, casual employees, as well
as people who are members of representative groups
(people that act as official representatives, rather than ordinary
members.)
Performance: An action, task, or operation, seen in terms
of how successfully it was performed
Performance Model: The four stages of performance that
underpin each of the nine indicators within the Investors
in People framework. The performance levels allow for
measurement, benchmarking and progression towards higher
levels of accreditation.
The Investors in People performance model includes the
following stages: Stage 1: Developed, Stage 2: Established, Stage
3: Advanced, Stage 4: High Performing
Personal development: Any activity that develops an
individual’s skills, knowledge or attitude, which may or may not
be related to the work they carry out in the organisation.
Practitioners: Practitioners are licensed Investors in People
assessors and advisers with extensive management experience
across numerous sectors. Working with a licensed Investors in
People practitioner ensures that you, as a client, are receiving
the most up-to-date information on the Investors in People
Standard and are undergoing a compliant assessment against
the Investors in People Standard.
Priorities: The ordering of a number of different jobs or tasks,
depending on their importance or urgency.
Progression: Changing or developing towards an improved
situation or state.
Purpose: The reason for which something is done or created
or for which something exists.
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Quantify: To explain in measurable terms – for example,
quantifying the results achieved through learning and
development activities.

Succession planning: The process of identifying suitable
people and preparing them to replace important executives
in an organisation when these executives leave or retire.

Recognition and reward strategy: A strategy which provides
both reward in the form of formal compensation
and benefit arrangements (financial and non-financial);
and recognition in its arrangements for acknowledging
and appreciating people’s specific achievements.

Sustainable: An organisation that maintains its own viability
and responds to external changes.

Recruitment and selection: Recruiting and selecting people
from both inside and outside your organisation.
Representative groups: Groups such as trade unions, other
workplace representatives, employee associations, works
councils and partnership councils.
Resource planning: The process by which an organisation
makes sure that it has the right managers and people to
achieve its objectives.
Responsibility: The opportunity or ability to act independently
and make decisions without authorisation
Review: Carefully examining a situation to find out whether
changes or improvements need to be made.
Risk: An uncertain situation which can involve exposure
to danger or loss.
Roles: The position or purpose that someone or something
has in a situation, organisation, society, or relationship.
Role models: People looked to by others as examples
to be imitated.
Self-interest: A situation in which you consider the advantage
to yourself when making decisions, and decide to do what is
best for you.
Self-review: An evaluation of an organisation’s strategy
or practice by using formal or structured methods.
Social responsibility: An organisation’s duty to act as a
responsible employer and member of the community. This may
include developing people through local community projects.
Status quo: The existing state of affairs.
Structure: The way in which the parts of a system are arranged
or organised, or the system itself.
Strive: To make great efforts to achieve or obtain something.
Success: The accomplishment of an aim or purpose.

Stakeholders: These are the people who have an interest in
the organisation, its activities and its achievements. They may
include customers, partners, employees, shareholders, owners,
the Government and regulators.
Strategy: The plan an organisation has for how it aims to
achieve its vision.
Team: A small or large group of people who come together
to work towards a shared goal – for example, a project team,
a branch or a department. In small organisations, a team may
be the whole organisation. Where an evidence requirement
refers to a team, this will mean the whole organisation if there
is no smaller team/are no smaller teams.
Transparent: Transparent business and financial activities
are done in an open way without secrets, so that people
can trust that they are fair and honest.
Trust: Firm belief in the reliability, truth, ability, or strength
of someone or something
Underperformance: To perform less well than expected.
Values: The principles that determine how people work
within an organisation.
Vision: What and where an organisation wants to be in
the future, and how it wants to be described by its people
and customers.
Volunteer: A person who freely offers to take part
in an enterprise or undertake a task.
Ways of working: The processes, values and behaviours
embedded within an organisation which inform the way
its employees operate.
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THE VISION AND FRAMEWORK FOR FAIR WORK
IN SCOTLAND
THE VISION

By 2025, people in Scotland will have a world-leading working life where fair work drives success, wellbeing
and prosperity for individuals, businesses, organisations and for society.
DEFINING FAIR WORK
Fair work is work that offers effective voice,
opportunity, security, fulfilment and respect; that
balances the rights and responsibilities of employers and
workers and that can generate benefits for individuals,
organisations and society.

SECURITY

RESPECT

FAIR WORK
OPPORTUNITY

EFFECTIVE VOICE

FULFILMENT
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UNDERSTANDING FAIR WORK AND ITS POTENTIAL
Many people agree that work should be fair, and that fair
work should be available to everyone no matter who they
are. It isn’t easy, however, to define fairness, and defining
fairness subjectively – as something that is different for
everyone – doesn’t help to shape good practice or to
inform policy-making.
We have drawn on international debates and research
to define fairness in a way that is relevant for everyone
in work, a way that can be applied across different jobs,
employers, industries and sectors and that can be
measured and improved on. We have drawn heavily on
academic research particularly on job quality2, on trade
union impact, on workplaceii relationships and practices
that support job quality and on the importance of
co-operation. We have also identified international
examples where high productivity, more inclusive labour
markets and greater equality co-exist, often supported
by strong embedded partnership arrangements.
Based on the evidence of ‘what works’ and through
our discussions with stakeholders, we have defined
fair work through five dimensions: effective voice,

POLICY LEVERS

opportunity, security, fulfilment and respect. These
dimensions cover the scope of workers to ‘have a say’
and to influence and change practices, how people can
access and progress in work, the employment conditions
they experience, the work that people do and how people
are treated at work.
These five dimensions are important for two reasons:
National and international research identifies
good practice within each of the dimensions
that can create positive outcomes for
workers, employers and for society.
Taken together, these dimensions have significant
synergies. The dimensions can reinforce each
other, creating a virtuous circle of practices,
behaviours, attitudes and outcomes.
The model below3, developed by researchers at the
Scottish Centre for Employment Research at the
University of Strathclyde, captures how fair work is a
crucial component in delivering high performing and
innovative workplaces where workers and employers
share the benefits of productive and innovative work,
creating the potential for transformation towards
inclusive economic growth for society as a whole.

FAIR WORK
PRACTICES

TY
ILI
AB

STAKEHOLDERS

HIGH
PERFORMANCE
& INVOLVEMENT
WORK PRACTICES

OP
PO
RT
UN
IT
Y

MOTIVATION

WORKPLACE
INNOVATION
PRACTICES

EMPLOYEE BEHAVIOURS
EMPLOYEE ATTITUDES
EMPLOYEE WELLBEING
EMPLOYEE PROSPERITY

WORKPLACE
OUTCOMES

SOCIETAL
OUTCOMES

PRODUCTIVITY

HEALTH &
WELLBEING

PERFORMANCE
GROWTH

INCLUSIVE
GROWTH

INNOVATION

PROSPERITY

Fair, innovative & transformative work
The FITwork Project
Scottish Centre for Employment Research
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ii

Throughout this report we use the term ‘workplace’ to include both a discrete place of work (an office or a factory, for example) and any location where
people carry out work (for example, delivering care services in someone’s home).
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The FITwork model summarises how fair work is a crucial
ingredient in supporting the types of worker behaviours
and attitudes that can create positive outcomes for
individuals, employers and society. High performance
work practices aim to generate the best business
outcomes from worker talents and abilities, while
workplace innovation practices create the space in which
worker contribution can make a positive difference. Fair
work overlaps with both types of practice but addresses
the important question of why workers should and
do invest more of themselves in work. By creating
the conditions in which workers’ skills and abilities are
supported and developed, by promoting opportunities
for skills and abilities to be deployed and by creating the
motivation for workers to take up those opportunities,
fair work as outlined here facilitates the discretionary
efforts of workers that underpin high productivity,
performance and innovation – all of which can contribute
to healthier, wealthier and more inclusive societies.4
Fair work is consistent with business and economic
success and the Fair Work Agenda represents
an investment in Scotland’s people, businesses,
organisations, economic prosperity and social wellbeing.
Fair work is not simply about a different distribution of
the rewards from work – although this is important. It is
about improving business and organisational outcomes
so that there are more rewards to be shared. We know
that poor quality work is more common in countries
with lower levels of GDP per capita.5 Trade unions have a
crucial role to play both in distributing the ‘returns’ from
work and in contributing to making workplaces more
effective and prosperous for all.

There is much overlap between the dimensions,
but we have focused on them discretely in order to
provide a lens through which employers can evaluate
their own approach and practices, workers and their
representatives can evaluate their own experience
of work, and both can work together to identify areas
where fairness might be enhanced. We also note some
cross-cutting themes that are relevant across all of the
dimensions of fair work.
Section 1 concludes with our key recommendation and
our thoughts on who might help us deliver fair work,
how they might do so and what may be the key levers of
change.
Section 1 can be read on its own as our Fair Work
Framework. Section 2 provides an account of the
background and policy context of the Fair Work Agenda
in Scotland. It brings together a wide range of evidence
that has informed the development of the Framework
and gives a more expansive account of what we have
learned in our consultation over the last year. In Section 2
we offer more detailed examples of fair work in practice.
These examples do not imply perfection; rather, they
offer practical insight into how key elements of fairness
can be achieved.

In the pages that follow we outline the five dimensions
of fair work that comprise our Framework. We outline
what each dimension means, and how delivering fairness
in each dimension can benefit employers, workers and
society. We give a brief summary of what people have
told us over the last year about each dimension. We then
offer some ideas as to how fairness in each dimension
might be achieved. These ideas are not exhaustive but
illustrative of some of the practical actions that might be
taken to improve fairness at work.
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