[image: image4.emf]
Workforce Planning Group

Minutes 

16 February 2011
IN ATTENDANCE   

Adrian Molloy 


London Borough of Barking & Dagenham
Steve Clarke


London Borough of Croydon

Polly Hicks


London Borough of Ealing

Sharon McFarlane

London Borough of Greenwich

Ann Waugh


London Borough of Hackney

Steve Davies (Chair)

London Borough of Haringey

Elena Russell


London Borough of Hillingdon

Deanna Clements

London Borough of Hounslow

Jane Price


Royal Borough of Kensington & Chelsea

Nick Alcock


Royal Borough of Kensington & Chelsea

Nadia Nagamootoo

London Borough of Lambeth

Elaine Hattam


London Borough of Lewisham

Ian Stedman


London Borough of Richmond

Gordon McFarlane

London Borough of Tower Hamlets
Tess Mapley


London Borough of Waltham Forest

Peter Thomas


London Councils

Debbie Williams

London Councils

APOLOGIES

Apologies were received from Tita Olusanya (Bexley), Emma Downie (Bromley), Helen Krawczyk (Greenwich), Bryan Sweetman and Elaine Harris (Hammersmith & Fulham), Leon Sommers (Haringey), Lesley Clarke (Harrow), Tony Cooper (Hounslow) and David Ward (Kingston)
APPROVAL OF MINUTES

The minutes from the meeting held on 22 September 2010 were agreed.

MATTERS ARISING

There were no matters arising from the minutes.
PRESENTATION:  SURVIVOR SYNDROME – Dilys Robinson, IES
Dilys gave a presentation on the Survivor Syndrome.  

The presentation covered:

· What is ‘Survivor Syndrome’?
- history of the term

- linked with psychological contract

- impact of survivor syndrome: individuals and business

· How can survivor syndrome be tackled?
- recognise the waves of change: it takes time
- effective communication
- recognise that downsizing is a social issue
- honest communication
- communication: high concern/low trust
- trust determination factors in high and low concern situations
- leadership
- new leadership competencies
- line managers: the forgotten key players

· Implications for workforce planning
- increased challenges in the short term


A copy of the slides are attached.
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PRESENTAITON: MANAGED LEARNING SERVICES PROVISION – Sarah Goodwin, Lewisham and Anne-Louise Clark, LB Bexley

Sarah and Anne-Louise gave a presentation on the joint procurement project – led by Lewisham – other boroughs currently in the consortium Greenwich, Lambeth and Bexley.  They covered the following:

· At first there was one…

· The, “two became one”

· Three – a very lively crowd

· What could be better than three

· Taking stock and agree approach

· Approach for identifying future L&D specification

· Collated requirements

· Out to market

· The funeral bit

· What has gone well

· What would we do differently

If colleagues would like to find out more please contact Sarah Goodwin or Anne-Louise Clark. A copy of the slides are attached.
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HUMAN CAPITAL BENCHMARKING

Peter circulated a summary to colleagues; copy attached. .


[image: image3.emf]Adobe Acrobat  Document


DEVELOPMENT OF THE GROUP
If anyone has any ideas for future meetings and the development of the work programme please contact Peter Thomas.     

ANY OTHER BUSINESS

There was no other business.

DATE OF NEXT MEETING

15 June 2011 (10am-12.30)
Future meeting dates
28th September (10am-12.30) 
23 November 2011 (10am-12.30)
�
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Heard of ‘Four Weddings and a Funeral?’ 

…..now hear about…



‘Four Councils and One Provider’









At first there was One…

		London Borough of Lewisham; who, 

		Outsourced corporate L&D 3 years ago;

		Let a Managed Learning Services Contract;

		That expired in January 2011; and thus,

		A collaborative opportunity was born…









Then, “Two became One”

		An Organic                       Growth Phase;

		Based on existing relationships; with a,

		Positive desire to share knowledge; and a,

		Willingness to share and try something new











Three – a very lively crowd!

		Bursting onto the scene…

		With fresh energy and ideas; and,

		A totally different perspective; but critically,

		Very similar values





“Any investment of precious resources into Learning and Development activities has to be focused on driving up performance and improving the delivery of front line services – we need innovative, ‘just in time’ solutions that maximise electronic innovation and radically change the way that learning is delivered”







What could be better than three? 











Taking Stock & Agreeing Approach

		Strategic Purpose and Intent – consistency & congruency

		Understanding respective Partners Business Drivers

		Identifying outputs and outcomes required by all partners

		Documenting specific, quantifiable Benefits to be Realised

		Agreeing and defining Project Governance

		Agreeing and defining Future Contract Governance

		Anticipating and managing Media and Political interest

		Future Proofing the Contract 

		Engagement Levels with respective business’s

		Being mindful of diving into solutions too early

		Communications Strategy and Plan, including joint branding









Approach for identifying future L&D specification





Establish Respective 

‘As-Is’ position*

Establish Respective

‘To Be’ position

Rationalise ‘As-Is’ for ‘To Be’ by identifying:

Programmes to de-commission

New programmes to commission

Programme demand remains

Log numbers & details

Log numbers & details

Legal / Reg. + future bus. needs

Preferred Delivery Methodologies

Preferred Delivery Venues

Endorsed / Approved by Business



Identified No’s & Anticipated Budget

Informed By





Current Ongoing & Type of Program

Clustered in Agreed Subject Groups

No’s / Vol being Trained & Venues

Current Spend by Course & Group



Identifying Courses where IP owned

Informed By

Programme Content Fit for Purpose (to carry forward to tender) (IP Y/N))

Programme Content needs refine/tweak

Programme Delivery Method for change / revision

Programme Content AND Delivery Method for change / revision











Programme Suitable for open, joint or single Borough participation















Collated Requirements

For each ‘Bucket’ of L&D requirements, rationalise by identifying:

Collated ‘To Be’ L&D Requirements into ‘Buckets’, identifying

	* Fit For Purpose to Carry Forward

	* Content Needs Refining

	* Delivery Method Needs Refining

	* Content AND Delivery Method for Refining

Legal / Regulatory

Internal 

‘mandatory’

IT Skills

Generic / core

Skills

Management &

Leadership 

Development

Best Quality ‘Partnership Owned’ Solution

Ideal / Preferred

Delivery Methodologies

Additional Off the Shelf Packages Required

Partnership Owned Solution for Refining

Anticipated Bespoke L&D requirements

Courses for open, joint or single Borough participation



















Went Out to Market

		Used OJEU and ‘best practice’ principles

		Sought a single Managed Learning Provider

		Provided very detailed, outcome based spec

		Applied a 2 step procurement process

		PQQ / Business Questionnaire Phase: 09/10

		Invitation to Tender Phase: 12/10

		Final Evaluations: 01/11

		Decision made 02/11

		









And now for the Funeral Bit…

		We didn’t appoint









What has gone well

		The Partnership: commitment and honesty

		Bold decision making

		Discipline, creativity, innovation

		Collaboration, sharing, openness, transparency

		Virtual team working - excellent

		Sharing best practices and ideas

		Quality, detailed products and outcomes

		Project quality and timescales met…but









What would we do differently

		Set up an extranet site from the outset

		Avoid OJEU wherever possible

		Hold Supplier ‘Open Days’

		Consider Market test – especially on costs

		Pare back to more basic requirements – we are not in a ‘Rolls Royce’ world!









What Lessons to Learn and Share

		Standard public sector procurement processes tend to exclude SME’s

		Be mindful of anticipated contract values – break down wherever possible to make them more accessible 

		No matter how explicit the written specification, some suppliers will just answer what they choose

		Pare back to what is not negotiable









Planned Next Steps

		Gone back out to Market – not OJEU route

		Single Phase ‘Lot’ based approach

		Inviting potential suppliers to bid

		Holding a Supplier open day: 24/02

		Exploring accessing an alternative, just let, Managed Learning Services Contract

		Concurrent explorations of other options such as management buy-out; trading arms









Any Questions?

Contact Details:



Sarah Goodwin: Tel: 020 8314 9813 

email: Sarah.goodwin@lewisham.gov.uk



Anne-Louise Clarke: Tel: 020 3045 4822

email: Anne-Louise.Clark@bexley.gov.uk
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Survivor Syndrome

Dilys Robinson



dilys.robinson@employment-studies.co.uk







Session will cover

		What is ‘survivor syndrome’?

		What impact does it have?

		How can it best be tackled?

		Specific issues for workforce planning
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Survivor Syndrome

What is it and what impact does it have?







History of the term

		W.G.Niederland’s study of survivors of the Holocaust (1968):

		fear of persecution

		inner tension

		diminished self-esteem

		lack of initiative

		‘paradoxical sense of guilt at having survived’

		no sense of closure

		Three themes dominate survivor literature:

		self-preservation

		guilt

		anger and hatred

		David Noer’s early studies of layoffs and cutbacks in organisations (1993):

		survivors of downsizings display a similar range of emotions and behaviours, though less intense and severe









Linked with psychological contract

Features of the psychological contract:

		mutuality, reciprocity & exchange

		unwritten expectations, beliefs, promises & obligations

		based on trust

		reflects organisational culture

		everyone has one

		breaking it has the biggest impact on the most highly engaged individuals, causing them to disengage
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Impact of survivor syndrome: individuals

		sense of loss

		self-preservation behaviours

		guilt

		envy

		frustration

		sense of inequity and unfairness 

		exhaustion

		fear, insecurity and anxiety

		neglect

		distrust and resentment

		perceptions of betrayal

		anger

		depression
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Impact of survivor syndrome: business

		Decreased morale, motivation, engagement

		Risk avoidance

		Decreased productivity

		Loss of trust and cynicism

		Dissatisfaction with job

		Loss of discretionary effort/citizenship behaviours

		Reduced contribution and sticking to the job description

		‘Burying babies’ ie unwillingness to innovate/be creative

		Exit

		Petty theft

		Increased absenteeism

		Strike action

		Sabotage/revenge/retaliation
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How can survivor syndrome be tackled, to minimise the negative impact?









Recognise the waves of change: it takes time

Devine, Hirsh, Garrow, Holbeche & Lake, 1998

Devine, Hirsh, Garrow & Holbeche (1998)



















Time

‘run-up’

‘transition…’

‘integration’

‘closure’

Anxiety level

Announcement

Job losses

Relocation

Pay & conditions

Appointments

New structure

Working in new teams
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1. Effective communication

Psychological communications: ‘interventions that provide clear and accurate information to employees about … progress … including clear and accurate information about the consequences for the employees, and should also incorporate messages from top management indicating an understanding and compassion about what the employees are going through.’

A Denisi & S Jae Shin (2005)

		 Explain the reasoning behind decisions - over communicate

		 Apply the rules fairly

		 Share information

		 If possible, involve employees in the downsizing process

		 Care for redundant workers 

		 Show those left behind that you care
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Recognise that downsizing is a social issue

‘Most often, downsizing is an economic decision; too often, it is communicated in economic terms, further fuelling growing unrest in the workplace.’ There is a need for ‘approaching downsizing as a social issue as well as an economic one.’

John E. Guiniven, 2001

		Don’t expect people to put the action behind them and get back to business quickly

		Focus on the process of transition, rather than expecting specific results by specific dates









Honest communication

‘All organisations say routinely, “People are our greatest asset.” Yet few practise what they preach, let alone truly believe it.’

Peter Drucker, 1999

		In reality, it appears that transaction cost economics rules (Guiniven, 2001): 

		managers must constantly strive to reduce costs

		employees are considered assets, to be deployed and divested accordingly

		this could be demoralising for employees, but could also be liberating 









Communication: high concern/low trust

		Mental noise — people who are upset have difficulty hearing & processing information

		Negative dominance — people who are upset tend to think negatively

		Risk perception — what is perceived as real, is real in its consequences

		Trust determination — when people are upset they want to know that you care 





(from work by Dr Vincent Covello)
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Trust determination factors in high concern situations

Assessed in first 30 seconds

(from work by Dr Vincent Covello)
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Trust determination factors in low concern situations

(from work by Dr Vincent Covello)

Competence/ Expertise

80-85%

All Others

20%
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2. Leadership

‘M&As are at the core, human events. They topple long-standing relationships and, along with the new organisational charts, they bring new ways of doing things.

Where are the business leaders as this new mix of cultures and customer and employee relationships are being defined? Always crunching the numbers.’





(Wilfred Meyer, Siemens Power Generation)
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New leadership competencies

Provides direction:

		Demonstrates an understanding of the impact of change on the organisation, team & individual

		Is able to set, monitor & re-adjust goals appropriate to the current business environment

		Adopts clear communication strategies to regularly inform & receive feedback from teams & individuals

		Maintains a visible profile which role models a consistent, responsive & professional approach

		Engages with staff, is accessible, and displays empathy
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Line managers: the forgotten key players

		Filling the leadership vacuum

		Having psychological contract conversations

		Setting immediate targets over suitable timeframes

		Feedback & performance management (often while formal system has lapsed)

		Building new relationships & sharing know-how

		Dealing with personal & practical issues for staff

		Key source of upward feedback – progress, issues, ideas



But remember that line managers may also feel battered, bruised and under intense pressure
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Implications for workforce planning









Increased challenges in short term

		risk-averse behaviour

		less willingness to engage with change and try new things

		lower creative energy

		self-interested behaviour

		employees may want to know what’s in it for them

		managers may be over-protective of their teams

		information hoarding

		managers may be less willing to share with workforce planners

		suspicion about senior management motives

		lower willingness to comply









… thank you

www.employment-studies.co.uk
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Competence/ 


Expertise 15-20%


Caring/ Empathy 50%


Dedication/ 


Commitment 15-20%


Honesty/Openness 


15-20%


UNKNOWN-0






