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Assessment

“Your fastest route to better management”

Sefton Council MAPs its management

Sefton Council has had a Management Development Programme (MDP) in
place for the past eight years and from the outset the aim was to create a
learning and development vehicle for Managers that did more than just ‘tick
boxes’ through formal, classroom-based, training. The challenge as Peter
McArdle, Management Development Officer for Sefton, explained was to
assess managerial and behavioural competence to make sure the training
and development was effective for individuals and contributed to the council’s
improved performance.

Ongoing assessment was identified as the route to delivering successful
programmes with structured learning based on the identified needs of each
individual. What emerged for Sefton were a trio of assessment methods
including DPG’s MAP assessment tool alongside personality profiling and
Emotional Intelligence (El) 360 degree assessment

It became evident quickly that the three tools complement each other and, in
feedback to MDP participants, tended to identify common themes for action
and further development. A particular benefit of MAP in this regard is that it
not only assesses knowledge against 12 core management competencies
used by managers the world-over, but also provides insights into behaviours
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via the theory X & Y results and the Communication Response Styles and
Personal Styles questionnaires. The linkage between these results and the
other assessment tools provide powerful springboards to learning.

With support from DPG Sefton’s Corporate Learning & Development Unit
(CLDU) now has a number of seasoned MAP practitioners with DPG being
available to give advice as and when it may be needed.

MAP supports ILM accreditation

MAP is now an established component at the heart of Sefton’s MDP and was
a significant contributor in enabling the evolution of the MDP from an ILM
Endorsed Award to become the accredited ILM Level 5 Certificate in
Leadership qualification that’s now in place.

When the initial Assessment and Feedback stages of the programme are
complete, participants agree a personalised Learning and Development action
plan with their line manager and CLDU coach. Sefton have designed a one
day workshop for each of the 12 MAP competencies, based on the Managing
to Excel DVD/workbooks from DPG. MDP participants must attend a
workshop for each competency in which their initial MAP Assessment was at
the 50" percentile or below. Many participants also choose to attend
workshops for competencies with an initial assessment score of just over the
50™ percentile. On average, participants attend four or five of these
workshops over the course of their two year programme and this has
established MAP as a fundamental, ongoing, part of their learning and
development.

MAP Day 1 (assessment) takes place at the very start of the MDP, a week
after the initial briefing session. This is followed up the following week by
MAP Day 2. Day 2 is a formal training day, during which the tutor goes
deeper into the make-up of the MAP competencies and reporting format with
a full exploration of the meaning and implications for individuals of their X & Y
scores and Communication Response Styles and Personal Style results. At
the end of the day, participants are provided with their MAP results. These
are subsequently discussed with the participant's CLDU coach alongside
feedback on Personality Profile and EIl 360 degree results.

In addition, participants are encouraged to use the MAP Development
Resource Guide to pick up and implement on-the-job hints and tips for
competencies with a relatively low score in their first assessment.

Management behaviours and personal behavioural deve  lopment

The MDP focuses on management behaviours and personal behavioural
development. A very common component of individual action plans is on-
going action and reflection in relation to MAP’s Communications Response
Styles, particularly where first assessment revealed highly Critical or Advisory
styles.
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Sefton Council's MDP started out in 2001 as a vehicle to improve
Management self-awareness and performance. In 2005, Sefton’'s MDP
became an ILM Endorsed Award and in 2008 Sefton’s CLDU became an ILM
Approved Centre to run the ILM Level 5 Certificate in Leadership.

The CLDU puts three groups of 12 participants through the MDP annually,
with approximately 150 managers having undertaken, or currently working
through the full 2 year programme.

The Chief Executive, Strategic and Service Directors and all Assistant
Directors have also all undertaken the initial Feedback and Assessment
stages of MDP including going through the MAP Assessment programme. So
around 30 members of Sefton Council’'s senior management team have also
gained the benefit of the MAP learning experience.

Whilst this sponsorship and participation from the very top has been crucial to
the ongoing success of the MDP, it also means that MAP, as a key
component, is a firmly embedded element of Sefton’s learning and
development culture. MAP components have also been applied in other
areas.

The Communication Response Styles questionnaire underpins a two-day
course on Managing Staff Performance. The course deals with a Manager’s
role in counselling staff and handling poor or under-performance. One to one
discussions with staff are intrinsic to this part of a manager’s role, so raising
awareness, through the questionnaire, of individual communication response
styles is an important introductory element.

Similarly, Sefton are also working in collaboration with other Merseyside local
authorities on developing a Coaching Skills for Managers training course.
The MAP Communication Response Styles will be an element of this course
for the same reason outlined above.

Proof that MAP works

The MDP begins with MAP and ends with MAP in the final month of their two
year programme. The MDP participants reprise the full MAP Day 1
assessment and it's important to note that part of the ‘contract’ that
participants sign up to, and an element for successful ‘graduation’, is that the
overall MAP Proficiency Composite increases on re-assessment.

The proof of the pudding is there for all to see with very few, rare, exceptions.
Virtually all participants improve their overall Proficiency Composite on re-
assessment, sometimes quite spectacularly. What is also very evident is the
level of increase in individual competency scores where the initial assessment
showed 50" percentile or below.

For Sefton Council this is absolute proof that MAP works. MAP is all about the
manager's knowledge and understanding of the 12 common core
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management competencies. The fact that attending a workshop on a
competency and focusing on it over a period can, and frequently does, bring a
vastly improved score on re-assessment, means the knowledge element can
be increased and improved which, ultimately, leads to better performance in
that particular competency.

Peter McArdle
Management Development Officer, Sefton Council
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