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Executive Summary 

 
As the Council progresses the plan for North Lanarkshire, which is now well established as the 
longer-term strategy with a clear focus and compelling narrative as to what we are working 
towards, the right approach to Leadership particularly when working in more integrated ways 
across whole systems has never been more critical. Furthermore, to deliver the plan for North 
Lanarkshire through a unified Leadership / Operating model to support a much wider integrated 
community offer, requires skilful application of knowledge, skills, and behaviours to meet the 
needs of changing circumstances - at every level of leadership.  
 
The plan for North Lanarkshire is underpinned by our Workforce for the Future Strategy and 
framework of five strategic workforce priorities which have focused activity since approval in 
February 2018. These strategic priorities have focused on addressing the predominant 
workforce issues and challenges we face as a Council and across North Lanarkshire. It has 
specifically included making meaningful progress around the development and contribution of 
the Council’s own workforce, through learning and leadership development, progressing talent 
and improving our employee engagement strategies to better connect with our workforce on 
plans, to recognise the behaviours we need for success and ensure that all staff have the 
opportunity to realise their full potential.  
 
Subsequently, our ability to assess, recognise and enhance the effectiveness of our Leadership 
and Management practices has remained high on our priorities and is demonstrated by our 
commitment to the Investors in People (IiP) framework and accreditation process. The 
intelligence gathered and recommendations provided by IiP has shaped our employee 
engagement priorities, which in the last 12-18 months has progressed work to develop a 
proposed set of guiding set of behaviours for the Council, as well as an enhanced Leader 
Development offering facilitated through our Leadership Academy on LearnNL – both of which 
underpin our future workplace ambition and key principles that were recently supported by CMT 
on 19th October. 
 
This report provides the Committee with a snapshot of the recent Investors in People strengths 
and opportunity areas, detail on the work undertaken to develop a set of guiding behaviours for 
the Council, and illustrates the progress made and forward plan for our Leadership Academy 
and proposal to introduce a Coaching for Leaders programme in support of our ambitions.  The 
report also specifically provides Committee with an update of the work undertaken with 
Education and Families to streamline and make it easier for staff to plan and undertake learning 
activities.   



 

 

 
1. Background 
 
1.1 The Plan for North Lanarkshire sets out our shared ambition for inclusive growth and 

prosperity for all where North Lanarkshire is the place to live, learn, work, invest and visit.  
The Council’s Workforce for the Future plan was approved in February 2018. It sets out five 
key workforce priorities (see Appendix 1) and establishes the future workforce ambition for 
the Council. It also provides a very clear focus, through the five workforce priorities, of what 
the Council is working towards. With a significant programme of recovery underway in a 
challenging operational and economic context, and substantial service transformation 
ahead, it has never been more important for us to ensure that we have the right blend of 
talent, motivation, and leadership. 
 

1.2 Investors in People (IiP) is instrumental in assessing and recognising the effectiveness of 
our workforce for the future plans and provides us with a recognised benchmark for our 
leadership and management practices. We are assessed across nine dimensions (see 
Appendix 2) which are also key indicators against our ability to effectively lead support and 
develop our workforce effectively so that we deliver on the plan for North Lanarkshire. 

 
1.4 IiP progress and plans have been presented at CMT meetings with the additionality of 

Investors in Young People being approved in November 2020 and an ambition of achieving 
full Council IiP Accreditation during 2021 as part of our Workforce for the Future delivery 
plan.  In June this year the whole Council was assessed towards accreditation. This 
involved gathering a robust set of evidence using both a questionnaire which was made 
available to all employees and discussions with a representative sample of the workforce 
at all levels.  

 
1.5 It was confirmed that the Council met the requirements of the Investors in People Standard 

with accreditation awarded at ‘Silver’ level.  The outcome is a positive benchmark against 
the Investors in People Framework, that supports our reputation as a great employer, an 

 

Recommendations 

 
It is recommended that the Committee: 
 

1. Note the strengths and areas of opportunity recognised through the Investors in People 
accreditation process, and endorse the improvement plan set out 

2. Approve the proposed guiding behaviours and support development of a plan of work 
to introduce and embed these with further updates to Committee in future 

3. Specifically approve the proposal to introduce a ‘Coaching for Leaders’ programme 
from Q1/22 to be rolled out to people managers across the organisation to support 
greater engagement of staff at every level for enhanced business performance and 
outcomes 

4. Ensure that attention to and investment in leadership and talent development is 
progressed further across services in the next 12 months by identifying what 
development and experiences are needed to prepare and equip individuals for current 
and future roles and working proactively to address these. 

 

The Plan for North Lanarkshire 

Priority  Improve North Lanarkshire's resource base 

Ambition statement (23) Build a workforce for the future capable of delivering on our 
priorities and shared ambition 



outperforming place to work with a clear commitment to sustainability.  Furthermore, our 
award reinforces our commitment to the Scottish Governments ‘Fair Work’ framework and 
progresses our ambition of being a Council that is the place to work.  Appendix 3 offers a 
high-level overview of our maturity against the nine dimensions and themes in the 
framework, more detail is provided within section 2.0 of the report on our strengths and 
areas of opportunity.  

 

1.6 The recognition is further acknowledgement of the progress we have made against a 
number of initiatives within the Workforce for the Future delivery plan. Specifically, the plan 
of work around employee engagement and wellbeing that was presented to Finance and 
Resources Committee in September 2020 and has included significant work since then to 
propose a guiding set of behaviours aligned to our ambition and the plan for North 
Lanarkshire, as well as the reinvigoration of our Leader Development Offer through the 
launch of the Council’s Leadership Academy. A recent report presented at CMT on 8th June 
outlining the implementation and uptake of the Leadership Academy which is designed to 
support all leaders to enhance their capabilities in support of both their current role and 
future career aspirations. 

1.7 Developing our leaders for the future remains high on our agenda if we are to achieve our 
ambition and deliver on the plan for North Lanarkshire. Managing and leading throughout 
the pandemic has brought about many learning opportunities for leaders.  It has advanced 
how we work and how we lead and manage our teams in a time of crisis. For our leaders 
to effectively lead hybrid teams there must be a recognition of the skills required to lead 
and manage effectively in a more flexible way, leveraging coaching skills to both support 
and challenge teams and individuals, realising enhanced performance and contribution at 
every level through an outcomes-based mindset. Going forward, and in line with the IiP 
recommendations outlined later in the report, we need to harness these skills and use them 
across whole systems to support and deliver on the plan for North Lanarkshire.  

 
1.8 This is further reinforced in the Future Workplace research and feedback presented to CMT 

on 19th October and illustrated in the ‘Leadership and Culture’ future workplace principle 
(see Appendix 4) with our expectation that managers will create an environment that 
embraces our behaviours, fosters trust, and focuses on outcomes.  

 
1.9 This report aims to present Committee with an overview of our IiP accreditation status, the 

areas of strength to build on and planned activity to progress opportunities. It illustrates 
progress of our Leadership Academy and the work to develop a guiding set of behaviours 
aligned to our ambition and the plan for North Lanarkshire. It seeks approval for each 
connected element to progress to the next phase in support of our Future Workplace 
ambition and operating model approved at CMT on 19th October. Thereafter further detailed 
reports will be presented to Committee in line with the Future Workplace programme of 
work, within the timetable for the Council Programme of Work.  

 
 

 
 
  



2. Report 
 
 
Investors in People – assessing and advancing our leadership and management practices 
 
2.1 In June this year, 2021, the Council undertook full accreditation against the IiP framework. 

The approach to this included the following: 
 

 An Online Assessment ‘We Invest in People Survey’ that was deployed to employees 
across every service area.  To ensure that no-one was digitally excluded paper copies 
were made available too.  We received 2349 responses from employees (19.58% 
response rate) which is well above the Investors in People guideline of 7% response 
rate for an organisation of our size and therefore considered statistically significant. 
 

 Manager interviews. The Managing Assessor spoke with 14 people from three lines 
of management. One for each area of Service, including senior officers, middle 
managers, first line managers and front-line staff.  

 
 Employee discussions. The Internal Review team held discussions with a 

representative sample of 220 employees. 
 
2.2 The key finding from the assessment is that we have good practices in many places, and 

some practices are not consistent across all services with many initiatives either newly 
implemented or still in trial period, so not yet fully embedded.  The assessment also 
evidenced that our work to change our culture from a transactional focus to 
transformational is taking effect.  The constraints of the pandemic have driven this through 
the need to find different ways of working.  

  
2.3 A detailed accreditation status showing our maturity across 9 dimensions, 27 themes and 

4 maturity levels is shown in Appendix 3.  A summary of the strengths and areas for 
improvement is provided in table 1.0 below -with our greatest opportunity in the dimensions 
of Leading and Inspiring, Empowering and Involving, Managing Performance and 
Recognising and Rewarding high performance.  

 
Table 1.0 
IiP recognised strengths IiP recommended areas for improvement 
Strong communication of our vision and 
We Aspire. Positive feedback on how the 
Chief Executive has kept people up to date 
through briefings and newsletters. 

Continue to help leaders improve the experience 
of front-line staff. Build middle leaders’ 
confidence to experiment and take reasonable 
risk through your Leadership Academy or 
coaching.  

Improved employee engagement and two-
way and increased use of survey tools to 
gain stakeholder and employee feedback  

Introduce a series of Managers’ Forums to help 
create consistency of delivery across all areas 
and provide an opportunity for share and learn, 
as well as a conduit for communication and 
consultation with this level of staff. 

Increased use of focus groups, working 
groups and project boards to improve 
collaboration and cross-organisation 
working 

Involve more front-line workers in working groups 
and focus groups to capture their views in 
shaping services to give them a greater sense of 
ownership over changes and therefore better 
buy-in and commitment to delivering them. 

Increased partnership working with 
external bodies and agencies 

Find ways of engaging staff working out in the 
community more – perhaps by holding annual 
get togethers for team representatives nominated 
by operatives and including them in cluster 
meetings so that they are integrated into local 
solutions.   



Effective training to support digital roll out 
in our Digital Workforce and Skills Plan – 
including the introduction of MS Teams to 
improve communication 

Consider putting non-office-based staff through 
ECDL qualification (or equivalent).  This may be 
helpful to give a baseline knowledge that will 
support their access to digital platforms and 
tools. 

Shift from in person learning to online 
learning to accommodate remote working 
in line with our comprehensive offering of 
opportunities on Learn NL 

Encourage people to identify what they need to 
improve on for themselves to create greater 
commitment to development and improve the 
employee experience by giving greater 
autonomy. 

Support for Further Education 
qualifications and the revamp of our 
apprenticeship programme to a broader 
Early Careers offer 

Link our Behaviours Framework directly to We 
Aspire so that people understand what is 
expected of them.  Consider using employee 
stories about how they demonstrate our values 
within We Aspire in a practical way to help those 
on the front line to identify with them.    

Development of career pathways Continue to embed our plans in support of 
succession and developing our future workforce.  

Continuing to develop and embed policy 
frameworks, for example, our Supporting 
Attendance Policy to approach this from a 
strengths base 

Make the language in our PRD process inclusive 
e.g. ‘This should be a two way discussion 
between you and your manager to agree your 
objectives.’ 

Strong focus on mental health and 
wellbeing support promoted through We 
Aspire newsletter, team meetings, and all 
staff emails and Mental Health at Work 
Week 

Consider implementing a peer recognition 
scheme to give ownership of recognition to 
colleagues and generate a culture of 
appreciation.  

 
2.4  It should be noted that the Workforce for the Future plan was recognised as being robust 

and if delivered effectively and integrated within service strategic workforce plans it should 
enable the areas for further improvement which have been identified above to be 
addressed.  All recommendations from the assessment are included in our 2021/22 
Employee Engagement improvement plan, see Appendix 5.  The following sections of the 
report focus specifically on linked recommendations against our areas of greatest 
opportunity, that Committee are asked to consider and support. 

 
Developing a guiding set of behaviours aligned to our ambition and the plan for North 
Lanarkshire 
 
2.5 A key IiP recommendation from 2020 was to develop and introduce a core set of behaviours 

that match up to our ambition. This key recommendation was in response to the fact that 
dimensions 1 and 2 are improving year on year, and dimensions 3, 4 and 5 are not 
advancing as quickly due to inconsistency of practices. This will therefore be our key focus 
for the next 12-24 months and will additionally support us to work towards the high 
performing level against dimension 2 (See Appendix 2 for dimensions).   

 
2.6 Following a report to Finance and Resources Committee in September 2020 a plan of work 

was taken forward to develop a set of guiding behaviours that reinforce the way we do 
business at every level, making sure that we deliver our shared ambition to the communities 
of North Lanarkshire. This plan can be seen in the timeline in Appendix 6.0. 

 
2.7 The defining stage of the project to clarify what outcomes we sought to achieve involved a 

number of manager and employee workshops which considered the previous ‘We Aspire’ 
values and competency framework that existed but was never formally launched, and also 
asked the question in response to the IiP recommendation ‘Why do we need a guiding set 
of behaviours?’ 

 



The conclusion shared by colleagues was: 
 

 We work together consistently to achieve our ambition and priorities and deliver the 
right outcomes for our communities 

 We enjoy working here as we feel safe, well and respected. 
 We understand what is expected as employees and what to expect from our leaders. 
 We can use the behaviours framework to support recruitment, development, 

performance management and career planning, succession, and recognition  
 We have the confidence to challenge and manage poor behaviours through better 

conversations using practical tools  
 
2.8 Participants also agreed that behaviors, as opposed to the previous set of Council We 

Aspire values, are more tangible, can be recognised positively, and can also be challenged 
in the right way allowing people’s contribution to be measured not just through the delivery 
of tasks but importantly how the outcomes have been achieved.  

 
2.9 During the workshops participants were involved in several interactive exercises to discuss 

and develop a set of proposed behaviours that aligned with our ambition and plans.  The 
high-level behaviors proposed by participants are shown in image 1.0 below. 

 
Image 1.0 

.   
 
2.10 Staff who participated in the workshops also felt that to engage more staff in the process a 

survey would be helpful to gauge broader views and opinions – and felt their outputs should 
guide the content of the survey.  Consequently, following the workshops the Talent & OD 
team met with Trade Union (TU) colleagues to inform them of the rationale for this work 
and seek support in light of the Investors in People recommendations and our commitments 
against the Fair Work framework.  A draft survey was also shared with TU colleagues who 
were invited to comment – feedback was incorporated.  The staff survey was then issued, 
with support from the Business Solutions and Strategic Communications team, between 
14th June and 2nd July 2021 with 1406 responses received.  Importantly the survey reached 
into the organisation with 51% of the responses from staff up to NLC09 as shown below in 
image 2.0 



 
Image 2.0  

 
 

2.11 The survey opened by asking participants if they agreed it was important to have a 
behaviour framework in the workplace with over 92% firmly agreeing, further reinforced with 
92% of staff acknowledging that they help guide what is expected of them in their role and 
apply the framework to both recognise good behaviours and challenge behaviours that 
don’t meet our expectations. See image 3.0 below. 

 
Image 3.0 

 
 

2.12 The survey then asked participants to share their view on each of the proposed behaviours 
in terms of how closely the matched our ambition and priorities set out in the plan for North 
Lanarkshire.  Responses were on a sliding scale with 1 being the lowest, 5 being the 
highest. Image 4.0 below illustrates the weighted average of the questions. What is 
important for Committee members to note is the strength of feeling towards Ambitious and 
Determined and the order of the averages – with take accountability and working together 
being the ones where many staff felt would need the most effort to embed at every level to 
align with our ambition (reflected in some of the free text comments in image 4.1) and 
aligned with the IiP recommendations to move us from established to advanced.  



Image 4.0 

 

Image 4.1 Free text comments from staff who completed the survey 
 

 
 



2.13 Taking all of this into account the engagement process around the behaviours has been a 
worthwhile exercise.  Looking at the analysis through the lens of IiP has also identified that 
the role of our leaders in successfully modelling the behaviours and inspiring others is key 
to enabling successful implementation and embedding and helping us to advance our IiP 
accreditation and maturity against the dimensions.  It will be key to ensure that the 
behaviours underpin our Future Workplace ambitions, our Leader Development offer as 
well as our policies and employee processes – this is further illustrated in the Behaviour 
Project timeline (Appendix 6.0). 

 
Continuing to build our Leadership capability   
 
2.14 Our Leadership Academy was launched in January 2021 to provide a solid foundation for 

building Leadership Capacity and Capability. Our curriculum of programmes, resources and 
activities aim to bring a much higher quality of learning and development to our people. The 
Academy has been designed in a flexible way to make it easier for leaders and managers 
to find learning and access it quickly in line with their needs.  It is organised into three 
distinct areas – Our Council, Our People & Performance and Our Leaders.  Notably the 
offer includes a Digital Leadership pathway that will be further enhanced by the results of 
the digital skills survey that is currently being conducted, with a further update on Digital 
Skills to go through CMT early 2022.   

 
2.15 An overview of all components of our Leader Development offering can be seen in the 

framework set out in image 5.0 below, this demonstrates how the key behaviours underpin 
the offer and also sets out the importance of providing in role opportunities and encouraging 
all leaders to prioritise their own personal development. We have much more to do in the 
Council to enhance our learning culture and encourage individuals to take responsibility for 
their own learning.  As we recover from the pandemic and drive forward our transformation 
the next 12-months will be key to increasing our focus on workforce development and 
specifically our investment in Leader Development.  

 
Image 5.0 Our Leader Development framework 
 

 
 
 
 
 



Uptake and usage of the Leadership Academy offer since January 2021 
 
2.16 2500 learners have accessed the Leadership Academy since January 2021, with average 

usage steady at 248 per learners each month.  Image 6.0 below demonstrates on a monthly 
basis which section learners are accessing. Peaks in activity are where there have been 
targeted campaigns, information sessions with service management teams or enrolment to 
targeted development programmes.   

 
Image 6.0 - Monthly usage of the Leadership Academy from Jan 21 
 

 
 
 
2.17 Whilst the usage of self-directed online learning resources has room to grow in line with our 

Digital First ambition, we are seeing a growing demand for our targeted development 
programmes which has been driven by new programmes introduced to support our 
business priorities, greater awareness raising at Service Management teams and increased 
dialogue around talent development. Image 7.0 to Image 9.0 provides more detail against 
each area of the Academy with section 2.17 to 2.21 of the report providing more detail on 
targeted programmes aligned to our workforce for the future strategy.  Our attention to 
Digital skills will be informed by the results of the Digital Skills survey currently being 
undertaken, which also has a specific focus on manager skills.  

 
 
 
 
 
 
 
 
 
 
 
 



 
 
Image 7.0 - Uptake of ‘Our Council’ learning within the Leadership Academy 
 

 
 
Image 8.0 - Uptake of ‘Our People & Performance’ learning offer 
 

 
 
 
 
 
 
 
 
 



 
Image 9.0 - Uptake of ‘Our Leader’ learning offer 
 

 
 
Image 10.0 - Update of ‘Digital Leadership’ learning offer 
 

 
 
Uptake and success of Corporate targeted development programmes 
 
2.18 It is critical that we continue to support our managers to increase their qualification levels, 

work towards future roles, increase performance in current role and also progress their 
careers.  The following sections of the report continue to demonstrate the popularity and 
success of our flexible accredited programmes, Graduate Apprenticeships, and targeted 
talent development programmes.  Despite the pandemic we are still making good progress 
in this area and during 2022/23 we aim to increase the numbers of leaders and managers 
engaging with our offer and hope that the work on the strategic workforce plans will offer 
an informed approach to this in line with our workforce priorities particularly of renewal and 
development (see Appendix 1). 

 



2.18.1 Fundamental Leadership achievements Jan-October 21 
 

 
 

2.18.2 Influential Leadership achievements Jan-October 21 
 

 
 
  

2.19 Influencing for results. In response to requests for more targeted talent development 
for individuals around personal impact, and influence, we have recently invested in an 
externally delivered ‘Influencing for Results’ programme. This 3-day intensive 
programme helps participants to develop confidence and capability in a wide range of 
influencing behaviours – to deliver results effectively and efficiently while building and 
strengthening relationships at work.  To date 16 nominated managers have taken part 
in this programme and Image 11.0 below demonstrates the uptake across services.  It 
should be noted that the feedback for this programme is hugely positive and we are 
organising another programme for another 19 nominated managers. An overview of 
feedback can be seen in image 12.0 below. 

 
 



Image 11.0   

  
Image 12.0  
 
 
  
   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
2.20 Graduate Apprenticeships (GA) are designed to support our staff to build the skills and 

knowledge that the Council needs.  They are an important part of our talent development 
offering and allow us to tackle the challenges of our ageing workforce, address the 
challenges of attracting and recruiting people into critical roles within the Council, manage 
succession risks across the organisation, support employee retention by investing in staff 
development and enabling career progression, build our reputation as a leading employer 
and reinforce our employer brand that NLC is the place to work and learn.   

 
2.20.1 We now have 53 individuals enrolled on our GA programme over 4 cohorts. With 

36 studying business management, 9 Construction & the built environment, 7 in 
Digital/IT subjects and 1 Civil Engineering. Our first cohort who started in 2018 are 
due to Graduate next year.  Image 13.0 below provides more information and 
highlights the role that GA’s play to help advance careers of current staff and allow 
an offer that supports in work progression across all grades. 

 
 
 



 
Image 13.0    

 
 
 
2.21 Supporting Attendance. Since the IiP assessment was conducted we have progressed 

the Supporting Attendance development programme to introduce the new Supporting 
Attendance Policy. This programme of learning provides all managers at all levels 
(approximately 1300) with knowledge to ensure successful implementation of the new 
policy and provides the chance to reflect and share techniques with peers on how they 
proactively take preventative approaches towards attendance management.  It is a blended 
programme including an e-learning module, attendance at an online masterclass and self-
directed learning resources.  

 
2.21.1 To date, over 300 managers (23%) have completed the e-learning module and over 

200 (13%) have also attended the masterclass (as seen in image 8.0 above).  A 
further 76 (out of 100 places) are booked to attend the masterclass to the end of 
December 21.   

 
2.21.2 Evaluation of the programme to date has been overall positive with feedback 

indicating the e-learning is clear and succinct and when partnered with attendance 
at the masterclass, knowledge of how to implement the new policy is clear.  
Education and Families are integrating this learning within their Leadership 
Programme that started in September 2021. The Senior Team will take part in 
November and thereafter the programme will roll out to the broader population. 
Image 14.0 below shows the numbers for each Service.   

 
 
 
 
 
 
 
 
 
 
 



Image 14.0 

 
 
2.22 Project Management Fundamentals. Driven largely by the scale of our transformation 

and delivery of the programme of work, the demand for Project Management Fundaments 
has been a focus this year with a targeted programme in Education and Families in May 
and June 21.   

 

 
 
 



2.23 Investment in Further Education 
 

2.23.1 In line with our workforce for the future commitments, each year we seek 
nominations from staff who are keen to pursue further education sponsorship. All 
applications for sponsorship are considered and must be approved by the relevant 
Head of Service before sponsorship is granted. In the last 3 years we have seen 
202 individuals take up further education, with 139 successfully achieving 
qualifications (the rest are still in progress).  24 people have achieved promoted 
posts.  Our total investment has been £180k in the last 3 years from Council funds, 
with external sources of funding being leveraged so that we can maintain our 
commitment.  

 
Forward plans to advance our Leader Development offer  
 
2.24 Whilst we continue to ensure that the Leadership Academy offer remains meaningful and 

impactful, with efforts recognised through the IiP assessment, it was also recommended 
that our offer should be strengthened for first line and middle managers, so they are 
equipped to undertake the challenges ahead and that they have the tools they need to 
effectively engage their teams at every level.  This is clearly evidenced in the IiP maturity 
assessment where we still have work to do to shift our accreditation from established to 
advanced across three dimensions of ‘empowering and involving people, managing 
performance, and recognising and rewarding high performance.    

 
2.25 On that basis we have been working to develop a ‘Coaching for Leaders’ programme.  

Coaching is critical for the development, growth, and performance of our people. This new 
and innovative ‘flagship’ programme will challenge managers on their coaching mindset 
and skills. It will require them to undertake meaningful and stretching activities to effectively 
coach their staff – not just manage them, to increase performance and contribution of those 
they lead and create an environment of trust and autonomy to deliver better outcomes.  The 
programme will introduce a coaching process and skills model and be supported by 
enhanced functionality on LearnNL that allows delegates to collaborate, challenge and 
undertake activities in a new and exciting way.  The programme structure can be seen in 
Appendix 7.0 with a more detailed outline in Appendix 8.0. 

 
2.26 In line with the Programme of Work item P056.2 ‘to establish and deliver a Community 

Board development programme to strengthen the governance structure and facilitate a 
maturing of community empowerment and engagement’ a training needs analysis 
(TNA) has been carried out with the community boards to establish skills needs.  The 
programme will be formally launched following the next board Cycle.  An area has been 
created on LearnNL which will be populated with resources for members of the 
community boards to access.  Progress on this programme of work is reported through 
the Community Empowerment Committee with the last update on 1st November 2021. 

 
2.27 To further support our hybrid working model, an advanced Data Protection e-learning 

module has been developed and is now available on LearnNL.  The module has been 
made mandatory for all managers given the increasing importance of ensuring we are 
complying with our responsibilities regarding Data Protection.  Completions are 
reported to the Data Governance Group on a quarterly basis.  In addition, work is also 
underway to commence a pilot with frontline workers on mandatory learning on Data 
Protection and Information Security.  The TOD team will work with the Services 
throughout Q4/21 to roll this out to staff and encourage them to access their LearnNL 
account and undertake the more appropriate learning activity related to this. 

 
2.28 Work has continued with Democratic services to create a space on LearnNL for Elected 

Members.  This has now been launched to Elected Members and continues to be 
updated on a regular basis.  The Elected members development programme has also 



been re-launched with bi-monthly sessions in place until the end of the year covering 
topics such as Driving Digital Locally and Awareness Raising on Gypsy Travellers. 

 
2.29 In preparation for local elections next year, work is underway to create an effective 

induction programme for new members.  A working group is being formed with officers 
from across the Council to create and implement this induction programme.  The 
programme will primarily be offered through the Elected Members dashboard on 
LearnNL and will focus on the key information they need to be able to perform in their 
role effectively in the first few weeks and months of office. 

 
2.30 A newly developed leader development programme has been launched for Senior 

Managers within Education and Families.  The programme started in September 2021 
runs on a fortnightly basis until April 2022.  The programme covers a wide range of 
skills including systems leadership, coaching, supporting attendance and evaluative 
writing.  

 
2.31 In response to the recommendations from the CMT on 8th June, work has been carried 

out with senior leaders within Education and Families to create easier pathways to 
learning and highlight learning activities earlier in the year to ensure effective diary 
management across the Service.  This work continues to be ongoing, however the 
initial actions which have been put into place include: 

 
 Creation of a calendar of events on the front page of the Innovation and 

Improvement Hub (Education users) which gives a quick overview of learning 
happening within the month and quick links to book.  See Image 15.0 below 

 
Image 15.0 Training Events Calendar 

 

 
 All learning events for Education and Families are sent to TOD for inclusion on 

LearnNL as far as in advance as possible.  This allows staff to plan their diaries 
more effectively in advance and create space and time for learning and 
development activities 

 
2.32 Launch of a ‘Team effectiveness toolkit’.  The toolkit will provide practical resources for 

managers to use with their teams particularly around change management and team 
development. It will support activities within the Leadership Academy to further stretch 



and develop key leadership skills.  Work is currently underway to create quick and easy 
digital interactive reference guides on a variety of topics. 

 
2.33 Enabling the recording of Continuing Professional Development (CPD) activities on 

LearnNL – all employees will be able to record any CPD activity on their Learning 
Record.  This can be downloaded and submitted to Professional bodies as required. 
This is particularly key for statutory roles in services.  
 

2.34 Continued development of the performance module on LearnNL to transform our 
approach to PRD in line with digital first.  This will be designed with an emphasis on 
having regular good conversations, supported by technology to keep track of progress 

2.35 Refreshing the Council’s Project Management offer in partnership with the Business 
Solutions team in line with the Project Management Review Programme.  

 

Next steps 
 
2.36 Following approvals at Committee today these linked pieces of work will progress under 

the proposed Future Workplace programme of work, with progress being reporting 
through CMT and TU engagement being carried out as appropriate.   

 
  

 
3. Public Sector Equality Duty and Fairer Scotland Duty 
 
3.1  This work directly 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 
 

Specific equality impact assessments will be undertaken, where appropriate, in line  
with Council policy and the fairer Scotland duty assessment process noted above  

   
 

4. Impact 
 
4.1 Financial impact 
  
 All work is delivered within current budgets. We continue to focus on maximising our 

drawdown of funding including that received through the Apprenticeship Levy and the 
Scottish Government’s Flexible Workforce Development Fund 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 Technology / Digital impact 
 Increased use of Digital Technologies in our work is in line with our Digital First Vision.  

LearnNL and the phased plan of work has been approved through EAGG. 
    
4.4 Environmental impact 
 Increased use of Digital Technologies has a positive environmental impact in terms  



of reducing travel required to attend learning, and we continue to see efficiencies 
around use of material resources typically used for learning events 

 
4.5 Communications impact 
 A bespoke communications plan will underpin each linked project.  The role of HOS 

and management teams is key to supporting this work and ensuring it’s success. 
  
4.6 Risk impact  

Agreement for the forward plan of work will reduce workforce and operational risks 
around leadership capability and continuity.  Progressing our work on behaviours and 
Leadership is aligned with managing our reputational risk by ensuring that we live up 
to external challenge on the IiP accreditation we have been awarded. 

 
  

 
5. Measures of success 
 
5.1 Maintain or enhance of IiP accreditation level 
5.2 Evidence of enhanced maturity against the IiP dimensions with most opportunity to 

improve 
5.3 Increased usage of LearnNL/Leadership Academy, and evidence of positive feedback 

against bespoke learning interventions 
5.4 Evidence of increased effectiveness of participants, who have received bespoke 

development, in role 
5.5 Enhanced leadership and management capacity to improve outcomes against the 

plan for NL 
 

 
6. Supporting documents 
 
6.1 Appendix 1 – Five strategic workforce priorities from the Council’s workforce for the 

future plan 
6.2 Appendix 2 – The nine dimensions of the Investors in People framework 
6.3 Appendix 3 – The Council’s maturity assessment against the IiP framework 2021 
6.4 Appendix 4 – Future Workplace principles presented to CMT on 19th October 2021 
6.5 Appendix 5 – Employee Engagement/IiP Improvement Plan 21/22 
6.6 Appendix 6 – Behaviour’s project timeline phase 1 
6.8 Appendix 7 – Programme structure for Coaching for Leaders Programme 
6.9 Appendix 8 – Coaching for Leaders Programme outline 
 
 
 
 
 

 
 
 
 
Fiona Whittaker 
Head of People & Organisational Development



Appendix 1 - Workforce for the Future 2018-2021 – Five strategic workforce priorities 
 
 

 
  



Appendix 2 - Investors in People framework - The nine dimensions/indicators 
 
 

 



Appendix 3 - NLC maturity assessment June 2021 against the Investors in People framework 

 

 

 

  



Appendix 4 - Future workplace principles 

 
 
 
 
  



Appendix 5.0 Employee Engagement/IiP Improvement Plan 
 
Framework 
Dimension  

Recommendation  Workstream  Action  Action due  Officer  Status  Further actions/comments Q1-Q4 2021/22  

1.0 Leading 
and Inspiring 
People  

1.1 Improve 
leadership 
development   

1.1A Offer quality 
Leadership Development 
with content reinforcing 
what's expected of our 
leaders in relation to We 
Aspire  

1.1.1 Launch the 
new Corporate accredited 
Leadership programmes   

31.03.2020  PM  Complete  Report submitted to CMT on 8th June 2021 
on progress.  Further report 09.11.21.  

1.1.2 Refresh Leadership 
Programmes as part of 
launch of new Leadership 
Academy  

30.06.2020  PM  Complete  The new Leadership Academy was launched 
with release of the Learning Management 
System (LMS) in April 2021.  This includes 
specialist leadership programmes tailored to 
the needs of each service.  

1.1.3 Implement a new 
management development 
offering using a blended - 
just in time learning 
approach   

31.10.2020  PM  Complete  Leadership Academy launched with Our 
People and Performance curriculum April 
2021.  This introduced a blended approach 
and introduction of modern learning 
technologies such as WebEx, MS teams, 
page tiger.  

1.1.4 Improve our 
leadership development 
evaluation framework and 
management information  

31.10.2020  TOD  In 
progress  

A more consistent evaluation framework is 
being developed and will be facilitated 
through LearnNL.  Our virtual masterclasses 
in the interim use polls to evaluate feedback.   

1.1.5 Take forward the 
digital leadership and 
culture workstream as part 
of the digital workforce 
and skills programme  

31.03.22  TOD  Keep 
under 
review  

The Digital workforce & skills plan is 
underway which will support a modern 
digitally enabled workforce.  This has action 
against Leadership & Culture that is being 
taken forward with good progress.   

1.1.6 Release the 'Leading 
effective teams' toolkit that 
provides resources for 
managers to work with 
their teams to adjust their 
operating models and 
establish new ways of 
working.    

31.10.2020 (31.10.21)  TOD  Delayed  COVID has delayed this action, the draft 
toolkit is ready and will be taken forward as a 
Page Tiger digital resource.  

1.2 People are clear 
about local 
objectives, but not 
always how they fit 
into the Plan for 
North Lanarkshire  

1.2A Encourage line 
managers to refer to the 
Plan and translate what it 
means in terms of local 
delivery. Consider the 
introduction of Managers’ 
Forums   

1.2.1 Establish a joint 
HR/internal 
communication working 
group to strengthen this 
area and deliver an annual 
internal communication 
plan  

31.03.21  TOD/Srategic Communications Keep 
under 
review  

Joint group established.   
  
New CMT governance and new tools 
introduced within the strategic performance 
framework. Operational Management Team 
(XCMT) established with MS teams used as 
the vehicle to communicate plans and 
cascade these.   

  



2.0 Living the 
organisation’s 
values and 
behaviours  

2.1 Encourage 
individuals to 
challenge 
behaviours which 
don’t match the 
organisations 
values    

2.1A Introduce a core set of 
behaviours in line with We 
Aspire and embed this into 
recruitment 
processes, PRD and 
Development programmes  

2.1.2 Engage with 
employees at all levels 
representative of the 
organisation to help 
design and agree 
which behaviours will be 
taken forward  

31.03.22  TOD/Strategic 
Communications  

In 
progress  

Focus groups with a representative group of 
managers and employees at different levels 
across the business have taken place.  TU 
meetings have also taken place. To widen 
reach, a survey to all employees was 
undertaken will to inform forward plans. A full 
implementation plan is being developed to 
introduce the behaviours across the 
employee lifecycle supported by the HR 
Programme Manager.   

3.0 
Empowering 
and Involving 
People  

3.1 Encourage 
employees to take 
up empowerment  

3.1A Continue to improve 
our communication and 
feedback channels 
including digital channels to 
reach more 
employees - including 
remote workers who do not 
have direct online access  

3.1.2 Regularly review and 
develop the annual 
communications plan  

31.03.21  TOD/Strategic 
Communications  

Keep 
under 
review  

MyNL and myself/my teams continue.   
Yammer continues as a digital channel to 
reach all staff - including those not within 
scope of MS teams.  MS teams channels are 
being established now that will enable greater 
collaboration.   
Strategic Communications have begun work 
to look at streamlining our digital 
platforms. Yvonne Doyle and team now in 
role to enhance MyNL as platform and 
engaging with Management Teams.  
  

3.1B Encourage employees 
to contribute to our 
ambition to improve the 
organisation and the 
communities of North 
Lanarkshire  

3.1.3 Revise the Bright 
Ideas Scheme  

31.03.21  TOD  Keep 
under 
review  

Link into the DigitalNL plans and see how this 
could be done adopting a digital first 
approach in line with the behaviours, 
which have to come first.   

3.1C Through the actions 
listed against Leadership 
and Inspiring people we 
have content and resources 
that encourage managers 
to empower their teams 
and individuals  

3.1.4 Encourage 
participation in 
focus/continuous 
improvement groups and 
champion roles   

31.03.21  TOD/Managers  Keep 
under 
review  

There are a variety of examples of project 
boards, working groups, workstreams, 
collaborative groups that are enabling 
participation in plans.  Our Digital Champions 
are one group supporting DigitalNL.   

4.0 Managing 
Performance  

4.1 Encourage 
middle and senior 
managers to 
acknowledge 
performance more 
regularly via PRDs, 
1-1s etc.  

4.1A Launch a series of 
Management Development 
master classes to enhance 
skills and confidence 
around managing 
performance, feedback and 
good conversations  

4.1.1 Reinvigorate the 
PRD process which will 
encourage people to 
identify their development 
needs.  

31.10.21  PM  In 
progress  

The refreshed PRD process will be managed 
on-line using the Learning Management 
System.  A pilot exercise is underway with 2 
Council Services.   
The Leadership Academy also has a new 
learning offer under Our People & 
Performance that includes 
masterclasses.  The launch of the new 
Supporting Attendance policy will see c.1200 
managers receive training on the new policy 
as well as skilled based masterclasses on 
how to approach/tackle conversations.  
Coaching for Leaders programme proposal.  



5.0 
Recognising 
and rewarding 
high 
performance  

5.1 Celebrate 
successes more 
visibly within the 
organisation  

5.1A Celebrate successes 
and achievements through 
events and communication 
channels/standing item on 
team meeting agendas  

5.1.1 Recognise 
successes and celebrate 
Further Education 
achievements annually  

31.03.21  TOD/Snr 
Managers/       Strategic 
Comms  

In 
progress  

Use Recognising Achievements annual 
event/ We Aspire monthly newsletter etc to 
celebrate successes.  We Aspire newsletter 
recognises achievements and Yammer 
channel supports this.   

5.1.2 Support and 
recognise contributions 
during Mental Health at 
work week  

21.05.21  Complete     

5.1.3 Recognise 
contribution to the 
organisation and 
communities of North 
Lanarkshire during 
Volunteers Week  

30.06.21  Not yet 
started  

CPP Volunteering Strategy Developed - this 
will be picked up within that working group.   

5.1.4 Support and 
recognise contributions 
during Learning at Work 
week  

21.05.21  Complete     
  
  
  

5.2 Consider a peer 
nomination system 
to recognise high 
performance  

Reward employee 
contribution towards the 
Council and Communities 
of North Lanarkshire  

Introduce a ‘Recognising 
We Aspire’ award in 
consultation with 
employees   

Scheduled 2021 
- future direction TBC  

TOD/ Strategic Comms  Delayed  This work needs to align with the introduction 
of behaviours, direction of We Aspire and 
digital first approach.   
  
  

5.3 Implement 
employee support 
and rewards 
packages  

Continue to promote and 
develop NLlife  

Offer a wide range of 
benefits and discounts and 
Health and wellbeing 
supports available to all 
employees  

31.03.21  TOD  Keep 
under 
review  

Build on quality provision of support for staff 
around all areas of mental health and 
wellbeing in line with the Mental Health and 
Wellbeing Strategy.  Cycle to work scheme 
includes e-bikes.  Paper on the introduction of 
electric car salary sacrifice scheme is being 
prepared.  
The new Supporting Attendance policy has 
been introduced with a supporting training 
programme.   

6.0 Structuring 
Work  

6.1 Continue to 
review future 
strategies to reflect 
the profile of the 
workforce  

6.1A Support a full 
programme of progressive 
workforce initiatives in line 
with our 5 strategic 
workforce priorities  

6.1.1 Reskill and retrain 
our workforce as well as 
enhancing our recruitment 
and redeployment 
approaches  

31.03.21  POD  Keep 
under 
review  

Enhancing recruitment and redeployment 
approaches through the introduction of a new 
Workforce Resourcing Team that will embark 
on a 2-year programme of improvement - 
working with colleagues from across 
services.     
Each service is developing a strategic 
workforce plan that will be presented through 
Cycle 4 2021/22.    
We continue to support services to develop 
emerging roles aligned to new delivery 
models - this includes the support to the 4 
Delivering for Communities workstreams.    



7.0 Building 
Capability  

7.1 Support the 
development of a 
pipeline of talent to 
meet future 
challenges  

7.1A Deliver high quality 
learning and development 
programmes to address 
skill gaps and prepare 
employees for future roles  

7.1.1   31.10.20  TOD  Keep 
under 
review  

Phase 2 of LearnNL introduces new booking 
functionality.  Phase 3 involves improving 
reach to front line staff and reporting 
functionality.   

7.1B Implement a talent 
management and 
succession planning 
framework  

7.1.2 Use the Talent 
profiling and Succession 
Planning framework as 
part of the Workforce for 
the Future plans. Invest 
and support our 
apprenticeship family of 
foundation, modern and 
graduates  

2020/2021  POD  Complete  Framework developed. Short life working 
group established to look at developing 
resources on LearnNL for managers to take 
greater accountability.   
  
A new Early Careers team has been 
established within TOD, and EC Strategy will 
be developed for 2022.  

7.1C Support career 
development opportunities 
to assist employees to 
reach their full potential  

7.1.3 Offer sponsorship on 
courses of Further 
Education, Accredited 
Learning and Graduate 
Apprenticeships.   

30.06.2021  TOD  Keep 
under 
review  

This remains a key feature for the Council 
and we do this both formally and informally 
through providing experiences for staff to 
work on project groups and increase their 
exposure/impact.   New career coaching tools 
are available. 

7.1D Develop and promote 
career pathways to support 
the transition to our future 
workforce  

7.1.4 Develop pathways 
for all Services 
demonstrating cross 
Service pathways  

31.08.2020  POD  Keep 
under 
review  

Support employees to repurpose as required 
to build our future workforce.  Extend the 
mentorship framework in support of career 
progression.  
  

8.0 Delivering 
Continuous 
Improvement  

8.1 Increase 
workforce 
productivity, 
engagement, and 
contribution by 
introducing new 
policy frameworks  

8.1A Continue to implement 
and embed new policy 
frameworks  

8.1.1 Revise Smarter 
Working, Code of 
Conduct, Workforce 
Change policies   

31.03.21  POD  Keep 
under 
review  

A new Maximising Attendance policy has 
been introduced.  The Smarter Working, 
Code of Conduct and Workforce Change 
policies are currently being reviewed to 
support our future workforce. Interim home 
working scheme introduced through COVID 
that will be reviewed again by the end of the 
year in line with our home, head office, hub 
model.   

9.0 Creating 
Sustainable 
Success  

9.1 Increase 
consultation to gain 
people’s support 
prior to 
implementation of 
change  

9.1A Implement the 
Workforce Change policy  

9.1.1 Promote two 
way dialogue with all 
employees as we 
transition to our future 
workforce model  

2020/2021  POD  Complete  Cross service working groups are established 
to engage employees as we move from 
recovery to renewal.   Virtual sessions have 
been held with staff on key workforce change 
such as the integration of CLNL to NLC and 
the ESCP to provide 2-way dialogue.  

9.1B Use surveys to hear 
what employees have to 
say  

9.1.2 Publish 'You said We 
did' in response to survey 
feedback  

31.07.2020  POD/Strategic Comms  Keep 
under 
review  

We continue to use survey tools to engage 
staff - as well as make an effort to 
communicate plans on progress.  You Said, 
We Did IiP was issued in April 2021.   

9.1C Continue to apply our 
formal stakeholder 
consultation and 
engagement processes  

9.1.3 Establish strong 
partnerships with Trade 
Unions, the third sector, 
secondary education, 

2020/2021  POD  Keep 
under 
review  

Close partnership working will continue to be 
paramount to the success of our future 
workforce.  



supported employment 
and delivery partners in 
the wider employment 
sector  

9.1D Involve employees at 
all levels through more 
collaborative ways of 
working   

9.1.4 Promote information 
sharing sessions 
e.g., OneNL sessions, 
Extended CMT, Yammer 
Q&A sessions with CMT.   

2020/2021  POD/Managers  Keep 
under 
review  

There are lots of examples of cross service 
collaboration that demonstrate this.    
Recent example of SLWG group: Responding 
to the pandemic: delivering high quality social 
work services.  
  
The introduction of MS365 tools is enabling 
greater collaboration.   

 
 



Appendix 6.0 –  Behaviour Project Timeline 
 

 

Establishment of Core Guiding Behaviours - High Level Activity Overview

Jan-21 Feb-21 Mar-21 Apr-21 May-21 Jun-21 Jul-21 Aug-21 Sep-21 Oct-21 Nov-21 Dec-21

Engagement

Workshops with 
managers 
from across 
services 
facilitated by 
POD/ Corporate 
Comms.          

Series of 
Interactive 
workshops with 
nominated 
colleagues at 
every level 
across the 
organisation led 
by POD.

Engagement with TU’s 
to get feedback from 
them on how aligned 
the proposed 
behaviours are to our 
ambition and get input 
on how we can 
effectively engage with 
the wider workforce 
and seek their views.            

Developed and 
deployed a short 
survey for all staff to 
complete to get 
feedback from every 
level on how aligned 
the behaviours are to 
our ambition and seek 
input on how we can 
effectively implement 
them. 

Consolidation of feedback from 
the interactive workshops, 
Trade Union consultation and 
the employee survey results.

Feedback to 
staff involved 
and TUs.                                                                                                                                                                                                                             
Project group to 
be establised 
(including TU 
membership)

Agreement

Report prepared to advise 
Corporate Management Team 
of progress with the plan to 
introduce a set of guiding 
behaviours across the 
organisation.

Short Term 

Medium Term

Behaviours will be incorporated in all relevant procedures through the employee life cycle from attraction, recruitment, induction, learning and 
development pathways (including Coaching for Leaders), day to day performance and management, succession planning, leadership and career 
development.  All relevant policies such as equality and diversity, dignity at work and the employee code of conduct will also be updated to 
incorporate the guiding behaviours.

Next Steps -  January 2022 
onwards:

Behaviours will be illustrated through the employee stories/persona's so that everyone can identify with them.  We will continue to engage our employee forum with the 
development of these and our implementation plan. We will start to introduce the behavious through our communication channels such as We Aspire monthly newsletter, 
MyNL, LearnNL, team briefs as well as PRDs and 1-1s.



Appendix 7.0 – Proposed Coaching for Leaders Programme structure 
 



Appendix 8.0 – Coaching for Leaders programme outline 
 
 

Introduction to Programme Video  

A mandatory introductory video that will: 

 Introduce delegates to the programme. 

 Explain the aims and objectives. 

 Provide a tour of the Stream platform within LearnNL. 

 

Coaching Masterclass  

An online masterclass that will: 

 Set the context relating to the importance of coaching in achieving 
our organisational objectives. 

 Provide participants with a rapid refresh in coaching. 

 Examine techniques and methods for building a coaching culture. 

 Revisit the coaching skills that managers at all levels need to master. 

 Explore how coaching can be used to develop the team. 

 Provide delegates with an opportunity to have a go at coaching. 

 

Challenge 1 – Coaching for Change  

 
 
 

 

Delegates will be challenged to have a coaching conversation to help a team 
member with change acceptance. Key focus areas will be: 

Knowledge  

ADKAR Self-Assessment  

Understanding the Change Curve 

Behaviours 

Influencing 

Visionary 

 

Challenge 2 – Coaching for Enhanced Performance  

 
 
 

 

Delegates will be challenged to have a coaching conversation to maximise a 
team member’s performance. Key focus areas will be: 

Knowledge  

PRD/Objectives 

Strategic/service/team plans 

Behaviours 

Bravery  

Sensitivity 

 



Challenge 3 – Coaching for Collaborative Working  

 
 
 

 

Delegates will be challenged to have a coaching conversation to help a team 
member embrace new ways of working. Key focus areas will be. 

Knowledge  

Future ways of working  

Collaboration tools/methods 

Behaviours 

Trust  

Openness  

 

Challenge 4 – Coaching for Resilience  

 
 
 

 

Delegates will be challenged to have a coaching conversation to help a team 
member enhance their resilience. Key focus areas will be. 

Knowledge  

Employee psychology 

Strategies for resilience 

Behaviours 

Empathy 

Insight 

 

Learning Cafe  

A monthly group session whereby delegates: 

 Will have a safe space to reflect on progress with challenges. 

 Can ask questions and receive support. 

 Can build peer-peer support networks to share information and 
practice having coaching conversations.  

 

Reflection & Action Plan Workshop  

A mandatory workshop whereby delegates will: 

 Be able to reflect and consolidate their learning. 

 Be encouraged to develop an action plan based on their 
opportunities for learning identified within each challenge.  

 Explore next steps for continuing their Coaching for Leaders journey 
including access to ongoing support and resources. 

 

 

 


