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T'he competencies

Background and introduction to the competencies

Why and how the competencies
have been introduced

* PDRs

Professional Services has a Professional Development Review
(PDR) which ensures that almost all staff attend an individual
meeting with their line manager at least once a year to
discuss their work. In 2006 for the first time a series of nine
competencies, focused on the role of management, were
introduced to guide this discussion.

An original nine competencies have since been reduced to
eight and a levelling process and inclusion of behaviours now
means that staff working across the whole of the organisation
can clearly identify and relate with the requirements of their
job to organisational need.

* Investors in People

Professional Services is a recognised Investor in People
organisation. The National Standard contains a requirement
that organisations define and then communicate to all staff the
‘capabilities’ managers require to lead, manage and develop
people.

The [iP assessment report in 2006 recommended further
development of both the competencies and the PDR process.
[t seems likely that the assessors will take a particular interest in
how these areas have developed at the review in 2008.

¢ Learning and development system

Staff Learning and Development (SLD) offer a number of
courses aimed at developing management capability. Recent
work aimed at rationalising these, together with the introduction
of a competency framework to be used for developmental
purposes during the PDR| will ensure a more consistent and
structured approach to management development.

Consideration needs to be given to what, if any,
interdependence exists between the new HR database,
the competency framework and its operation.

The current SLD strategy focuses primarily on the provision
of training courses to meet a variety of learning needs, future
provision will need to become more flexible and take account
of individual learning styles and circumstances.

The aim of the learning and development system is to provide
relevant and individually tailored learning and development
interventions exactly when required supported by high quality
mentoring, coaching, teaching and resources.
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Purpose of the competency framework

The University of Exeter competency framework has three
complementary purposes. These are to:

* Improve the Management capacity of the University at all
levels, creating an entrepreneurial organisation capable of
responding quickly to changes in the external environment
and seizing opportunities as they arrive.

* Develop a highly trained, well motivated workforce with
the mix of skills and experience required to deliver the core
strategic aims of the University.

* Broaden any discussion from beyond the review of targets set
and agreed to how individuals’ skill, knowledge and abilities are
applied in the workplace.

For Staff to achieve their full potential and take advantage of all
the opportunities available to them, they must recognise the
importance of, and take responsibility for their own learning and
development. This needs to be encouraged and supported by
Senior Management through a culture of life-long learning.

The eight competencies express the behaviour that all staff are
encouraged to demonstrate in order to perform their roles
effectively. The examples reflect the current priorities of the
University and are not intended to be an exhaustive list, rather
a benchmark of best practice.

An explanation of the levels

There are four defined levels making up the framework,
which are:

* Staff

* Team leaders/Supervisors

* Managers

* Top managers

Whilst the framework has been deliberately constructed so that
the behaviours within the levels are not stepped in terms of
performance outputs or progression, it is expected that someone
working at a higher level will display those particular behaviours
and the behaviours of the levels below.

Working with the competencies at the right level is important and
will be clear in most cases. However, there will be some people
working in roles that might cross the levels, for example: “am | a
team leader or manager?”

Where there is some ambiguity this should be discussed with the
line manager so that the right criteria are used by reviewee and
reviewer during the PDR.

As a general guide though the following will apply in most cases:
¢ Staff — HERA grades Ato D

¢ Supervisors/Team Leaders/Managers — HERA grades E, F
and G

* Top Managers - usually staff working at HERA grade H

An explanation of the behaviours

To ensure that the examples of behaviour are fit for purpose,
over 100 staff from all levels were involved in telephone
interviews and workshops. The outcomes from the Working
Together conference, and the work already done on the
“Introduction to the Competencies” and PDR process were
also taken into account.

Four focus groups were established for each competency level
with the purpose of defining an appropriate set of behavioural
statements. The effective behaviours were agreed by staff

who attended the sessions and now make up the completed
framework. It is these effective behaviours that differentiate the
levels, and will be used as the basis for discussion during the PDR.

The competencies — referenced by competence

How the competencies are
presented here

The competencies are laid out so that it is easy to see examples
of behaviour for each level of seniority. For each competence this
section contains:

| a description consisting of
a. a broad statement of “What it is”
b. a brief explanation of “Why it is important to the University”

2. some examples of effective behaviour for each of the following
four levels of seniority.

»

X

Reminder of levels

¢ Staff — HERA grades Ato D
¢ Supervisors/Team Leaders/Managers — HERA grades E, F and G
¢ Top Managers — usually staff working at HERA grade H

List of competencies

|. Leadership and motivation

2. Planning and organizing

3. Commercial awareness

4. Customer focus

5. Continuous improvement

6. Communicating and influencing

7. The ability to develop yourself and others

8. Teamwork and collaboration
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The competencies — referenced by level

How the competencies are
presented here
The competencies are laid out so that it is easy to see examples

of behaviour for each of the competencies for each level of
seniority. For each level there are:

| Examples of effective behaviour for staff
2. Examples of effective behaviour for team leaders/supervisors
3. Examples of effective behaviour for managers

4. Examples of effective behaviour for top managers

Reminder of levels

* Staff — HERA grades Ato D

* Supervisors/Team Leaders/Managers — HERA grades E, F
and G

* Top Managers - usually staff working at HERA grade H

List of competencies

| Leadership and motivation

2. Planning and organizing

3. Commercial awareness

4. Customer focus

5. Continuous improvement

6. Communicating and influencing

7. The ability to develop yourself and others

8. Teamwork and collaboration
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How to use the

competencies

/
9

What are the competencies for?

Reviewing and discussing past
performance at the PDR

Succession/Career
development planning

Self reference for own
development

The competencies can be used as an aid to a variety of
discussions about performance and improvement. During
the 6 monthly PDR review, the examples of behaviour can
be used as a tool to aid the discussion about an individual’s
strengths. They can be used to identify gaps in performance
or improvements that are required.

What are the

. Agreeing future performance goals
competencies for? | ( greeine i 8 )

Discussing Learning and
Development needs at the PDR

N\

When coaching to develop
competence

The examples given are not exhaustive and should only be used
as reference. The competencies are a focus for any discussion
about performance and should be used as a prompt rather than
the sole element of the discussion.

23
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Use in PDRs

Asl(i ng the right questions about Worl( The ablllty to link the statements to real work situations using

real examples will be acquired through practice and Staff need

How the competencies are used will depend on the to begin to use the competencies as part of their daily work for

circumstances. However people may wish to use the following them to be fully embraced. People talking about their work are

questions as a useful approach — prefixing them to any of the inevitably talking about their competence.
examples of behaviour at any level: It is important to understand that the competencies are
* How often do you...? differentiated under eight headings for convenience only, no

section has value in isolation from the other seven and they are

. ? :
How do you... all relevant to all employees. Whilst every effort has been made

* When have you...? to avoid duplication, some overlap is unavoidable.

* Tell me about a time when you...?

* What examples do you have of your ability to...?

The PDR forms and guidance notes

What’s Changed 3. Other development needs
This last section is to capture, in a structured fashion, plans
I. The competencies checklist to meet other developmental needs such as technical, IT,
The checklist now contains seven boxes to enable greater specialist, legal, mandatory that are part of a reviewee's job.

choice for the degree of competency shown by the reviewee
—from “rarely” to “consistently”. Note that the degree

of competency is determined by the reviewee looking at

the description of the competency and how regularly the
reviewee displays the appropriate effective behaviours for
his/her level (ie staff, supervisor/team leader, manager, top
manager), in the appropriate circumstances.

4. Additional notes
There are additional forms that can be used to record
comments against each competency should the reviewee
wish to and reviewer wish to record notes as an aide
memoire during the review. Agreed notes can then be
transferred to the PDR form at the end of the review if
required.

2. Creating your Personal Development Plan — Stage 2
An additional section has been added enabling reviewees
to plan, in negotiation with their line manager, development
activities to meet needs arising from their review of the
eight competencies. This is to help pin down activities which
otherwise might not get recorded and therefore forgotten.

5. The PDR guidance notes
These have been enhanced to take into account the changes
explained above, with a process flowchart and PDR meeting
checklist also now included.

i i Y e mmmmmmmmmmmmmmmmm—m——e-




PDR guidance notes

About the form

The PDR form is split into a number of parts:

|. Part A Taking stock
This is a chance to reflect on your performance against
the objectives agreed previously in the last review’s Part
B. Reviewees can complete this in advance of the review
in preparation for the discussion during the review. The
reviewer can comment as appropriate on the reviewees
interpretation of their performance.

2. Part B Planning ahead
This part is used to set SMART objectives for the coming year.
[t should be completed during the review, although some
forward planning about objectives for discussion during the
review would help the process. Make rough notes and take
them along as prompts with you to the review.

3. Part C Looking back — sections | and 2
These two sections allow you to reflect on the success of
your Personal Development Plan (PDP) you created at your
last review. Has it helped you in your job and if so how?
Was the development and support appropriate? What else if
anything now needs to happen and if so what can be done to
help and by whom?

4. Part C Looking forward — section 3
This section provides you with an opportunity to say how you
think you are doing in your job. Try to be honest with rating
yourself against the 8 competencies.

5. Part C Looking forward — section 4
This section provides a quick and easy template for you to
agree development activities against the competencies, arising
from the discussion around the ratings in section 3. Note that
you will probably not have development activities for all of the
competencies; maybe just one or two at each review.

6. Part C Looking forward — section 5
This section provides a simple template for you to capture
and plan any other development needs for your job (eg.
technical or specialist needs).

7. Final page — additional comments and signatures
Please comment if you wish about the process of the PDR
system, use of forms etc. IF both reviewer and reviewee are
happy about the content and accuracy of the completed form

PDR reviewer and reviewee skills

For a range of resources to support you in conducting successful
reviews please go to the relevant section on the PDP Support
Centre.

New reviewers

Please contact your Learning and Development Co-ordinator
(www.exeter.ac.uk/learninganddevelopment/coordinators) or
Staff Learning and Development for help.

PDR timing and emphasis
The PDR cycle has been divided into two 6 monthly periods:

June PDR

The emphasis on the June review will be placed on Part A —
reviewing achievements over the last year (please note that
reviewees must complete this if they wish to be considered for
a Merit Award) and part B to agree plans for the coming year by
setting SMART objectives.

January PDR

The emphasis on the January review will be place on a self-
assessment exercise and subsequent discussion during the
review based on the competencies and associated behaviours
(see the guide for managers and staff). A PDP will be agreed,
drawn up and reviewed when appropriate.

Self assessment: how to use

This scheme is designed to be flexible and user friendly, and to
improve the way we look at learning and development needs
for all of our staff. Atthough we have offered guidance on when
this form should be used, this is a minimum requirement.

The form can be used more frequently, when required, as a way
of identifying core learning needs and, importantly, should meet
the needs of the situation, for example as part of the induction
process for new members of staff or staff new to role. Line
managers may also choose to review this on a more regular
basis, during |:1 meetings with team members, for example.

R e e et

then both parties must sign and date.
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Self assessment process — you complete the form
Two weeks before your January Review you will hand your
reviewer a copy of your form. This requires you to complete

a self assessment against each of the 8 competencies at the

level appropriate to your job (see guidance notes) (this is a
requirement for the January review, but may also be repeated at
the June review). The guidance on the competencies provides
an explanation of what the competencies mean for staff,
supervisors/team leaders, managers and top managers.

You should allow sufficient time to undertake this, and answer in
an honest and open way, as the information gleaned is designed
to be used to help you with your professional development,
enhancing your skills to help you become more effective in
your role.

You should tick the score that you most agree with, and may

also consider, where appropriate, what the priorities are for you.

Generally though, the competencies are ‘core’ and therefore
linked, and will be appropriate in a lesser or greater way for
all staff. We have our own specialist areas, not included here
for obvious reasons, but the competencies are the skills and
behaviours that we agree we all have in common. There is a
separate space for technical and specialist development needs.

This exercise is designed to be a simple self assessment of what
you think your capabilities are against each of the competencies,
and the purpose for completing this is to help you and your line
manager agree a PDP for you using this system.

Line manager considers the form

Your line manager will consider what you have said about
yourself on the form and he/she will create an agenda for
discussion at the review using this information. They may not
agree with all the things you have said, and in some cases this
means that they think you are stronger in some areas than you
claim, and in others in need of more support than you claim.
Any difference of opinion should not be seen as negative or

a chance to criticise, but as a positive opportunity to have an
honest and open discussion about your personal development.

At the review

When you come to discuss the self-assessment at the review
you should consider any observations that you have made and
be prepared to discuss your future development, progress

or both. Where you have identified and agreed a prioritised
development need you will then be able to plan how to action
this and by when.

Your discussions with your line manager should centre on the
approach you take and when it will be reviewed. Any notes

can be made in the Line Manager’'s Comments box alongside
the 8 competencies, and more detail provided on the Personal
Development Plan Stage 2 form. Any additional notes should be

{ B on a blank sheet of paper and attached.
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After the review

The University of Exeter PDP (Personal Development Plans)
Support Centre

This virtual learning environment has been set up to provide
you with support before, during and after completion of your
Personal Development Review (PDR) and to provide you with
access to learning resources to fulfil your Personal Development
Plan (PDP).

For professional services staff, it will also give you support

with the new ‘competencies’ that we have introduced. Your
proficiency against these competencies will be reviewed in line
with the Investors in People Standard (liP) programme that we
have achieved and continue to develop with and work on.

Managers can use this toolkit to help you with your day-to-day
activities, to support personal development and to work with
your team to improved effectiveness and performance. Your
PDP toolkit contains essential management and other topics
where you will find resources to address particular needs. Each
need has a range of resources — ‘Knowing’ resources develop
your understanding and ‘Doing” documents are practical tools
for you and your team.

Using the PDP Support Centre to enhance your

professional development

Once you have agreed your PDP with your line manager

your first point of contact will be the front page where the
competencies are mapped to the relevant resources. You will be
able to find information, case study materials, examples of best
practice, exercises etc. You will also find links to other resources
eg Exeter’s Learning and Development website with all our
programmes, external resources etc.

Work through the materials as best you can. You may find this
sufficient to provide all the help you need, or you may find
you need further support, in which case you can contact the
appropriate provider at the university if it is a course or advice
that you need, or talk to your line manager about advice,
guidance, mentoring or coaching if you feel that the solution
lies there.

The PDP Support Centre can be used at any time and does not
rely on the PDR process and the use of the competencies alone.
If you have a particular learning need you can use the search
facility provided for a quick response.

For any further advice or information please contact SLD.
Remember, the PDP support centre is only the place to start,
there is plenty of help available through all of our internal
Learning and Development providers.



PDR meeting checklist

Things to bring to the review meeting:

Reviewer
* Copy of reviewees completed form and any notes
* Competencies (if reviewing) with behaviours for agreed level

¢ Diary to arrange next review and any other follow-up/
interim reviews/!:1s

¢ Course/staff development information you wish to discuss

* Reviewees previous PDR (relevant section)

Reviewee

¢ Copy of completed form

* Any notes in preparation for the meeting

* Up to date job description

* Diary to agree next review/|: s

* Course/staff development information you wish to discuss

¢ Previous PDR (relevant section)

|2 month professional services PDR process flow chart

I. Reviewer and reviewee agree a date for the review |

\

Month | month approx. beforehand — provisionally agreed at previous Month 5

review. Both agree what parts of PDR form to be completed.

A 4

2 weeks

)

2. Reviewee completes the relevant parts of the form.

The emphasis in January is on Part C, the self-evaluation, and

in June on Parts A and B, reviewing past achievements and 2 weeks
setting SMART objectives for the future.

!

3. Reviewee hands completed form to the reviewer at
least 2 weeks before the review date.

+

2 weeks

4. Reviewer reads through form, makes notes and
creates the agenda for the review. Reviewer agrees 2 weeks
suitable venue.

2 A

+

v

Month 2

5. Review conducted — approx. 1.5 to 2 hours max.
Introduction and agenda, discussion, summary, close.

v

Month 6

A 4

6. Copies of form for reviewer, reviewee and Head of
Service. |dentified development needs sent to Learning and
Development Co-ordinator.

2 A

\.

+

N N ) )

7. Development plans ongoing. Interim reviews if
required (not mandatory).
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Often
Demonstrates
Sometimes
Demonstrates
Rarely
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Additional notes

Examples of effective behaviour for staff

To be used as prompts as part of the January PDR (not mandatory)

Leadership and motivation
* Take pride in and responsibility for getting the job done. * Offer help and support to others when appropriate.
* Keep going despite set backs or suggest improvements. * Do what you say you will do.

* Have a positive attitude to the teams’ goals.

Reviewee comments:

Reviewer comments:

Planning and organising

* Understand your own priorities/responsibilities and those * Co-ordinate your activities with your Supervisors/Team
of your team. Leaders or colleagues as necessary.

* Manage your own workload and priorities effectively and * Ask for guidance, help or support when you need it.
efficiently.

¢ Be prepared to work on your own initiative and think
things through.

Reviewee comments:

Reviewer comments:




Commercial awareness

* Be aware of the commercialfinancial implications of your
own actions.

* Act within the limits of your authority and seek guidance
when you need it.

¢ Find practical ways to overcome obstacles or barriers to
your success.

* Raise any ideas for improvements to services, products
or efficiency.

* Be vigilant for possible risks and hazards.

* Strive to reduce waste and improve quality in your work.

Reviewee comments:

Reviewer comments:

Customer focus
* Understand who your customers are.

¢ Maintain the image of the University by making sure that

your appearance and behaviour are professional at all times.

* |dentify and anticipate customers’ needs and do all you can
to meet/exceed them.

* Promote the University’s facilities, services, products and

image at all times and provide feedback to your Team Leader

when you observe the needs of customers changing.

* Acknowledge dissatisfied customers immediately, attend
to them without delay and pass their comments to your
Supervisor/Team Leader if appropriate.

Reviewee comments:

Reviewer comments:




Continuous improvement

* Look for better ways of doing things and suggest * Understand the effect of one system/process on another and
improvements. the importance of sharing the information.

* Understand how systems/processes work and why they * |dentify where there is inefficiency or waste in a system/
are done that way. process.

¢ Use systems/processes effectively.

Reviewee comments:

Reviewer comments:

Communicating and influencing
* Be constructive and positive in what you have to say. * Give positive recognition/feedback to others.

* Do what you say you will do. * Use the appropriate method for communication, email/
phone/face-to-face, to get information from others and follow

* Be involved at meetings, ask questions, listen and give
up as necessary.

information when appropriate.
* Understand the need for clarity in all your communication.

Reviewee comments:

Reviewer comments:

3
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The ability to develop yourself and others

* |dentify what learning and development you need to do your
job effectively.

* Be flexible and willing to adapt and learn.

* Participate fully in your Personal Development Review and
agree targets for your own development.

¢ Seek and respond well to feedback from your Team Leader,
peers and customers.

* Help others to learn new skills and share information with
others when necessary.

Reviewee comments:

Reviewer comments:

Teamwork and collaboration
¢ Understand what others do and their roles.
* Ask for help when you need it.

* Consider how your actions affect the work/plans of others.

* Value the contributions of others.

* Show pride in your team and the contribution it makes.

Reviewee comments:

Reviewer comments:




Additional notes

Examples of effective behaviour for team leaders/supervisors

To be used as prompts as part of the January PDR (not mandatory)

Leadership and motivation
* Make the goals of the University real for your team.

¢ Make it clear what you expect of individuals and your team
and ensure staff understand why.

* Treat all your staff fairly and do what you say you will do.

Reviewee comments:

Reviewer comments:

Planning and organising

* Prioritise objectives; plan/allocate work fairly to make best
use of resources.

¢ Discuss and agree your objectives and priorities with your
Manager.

* Suggest improvements conflicting priorities and raise issues
with your Manager when necessary.

Reviewee comments:

Reviewer comments:

* Welcome ideas and encourage team involvement in decisions.

* Help staff to understand the need for any change, why it is
happening and how it will affect them.

* Give constructive feedback, recognise success and celebrate
achievements.

* Gather and assess information from a wide variety of sources
and make the links for your team.

* Take responsibility for meeting the milestones/targets you have
agreed and provide regular feedback on progress for your
Manager and team.

¢ Regularly review progress/quality of work and make
contingency plans when appropriate.



Commercial awareness

* Find and utilise the most cost/time efficient ways of doing
things and achieving objectives.

* Consider the benefits/costs/risks of your actions and make
constructive suggestions for reducing waste/inefficiency or
improving quality.

* Motivate team members to identify ideas for reducing waste/
inefficiency or improving quality.

* Encourage team members to take acceptable risks in pursuing
innovation and to make and learn from mistakes.

Reviewee comments:

Reviewer comments:

Customer focus

* Demonstrate a clear understanding of different customers
and their real and perceived needs.

* Manage customer expectations by keeping them well
informed and explaining changes when they happen.

¢ Ensure that your team understands service level statements
and the importance of customer care in their role.

* Empower Staff to deliver good service, suggest improvements
and solve customer problems.

* Take responsibility for resolving customer problems referred
to you.

¢ Be prepared to support your staff and the University and
represent them professionally.

Reviewee comments:

Reviewer comments:




Continuous improvement

 Understand the University's needs and priorities. ¢ Seek support from Management in developing new ideas.
* |dentify opportunities for improvement and follow them * Ensure the systems/processes you use do what they are
through. meant to and add value.

* Encourage staff to make suggestions for improvement
and follow them up.

Reviewee comments:

Reviewer comments:

Communicating and influencing

* Win respect by taking the time to communicate effectively * Meet with staff on a regular basis both on a one-to-one and
within your team and with colleagues in other teams/ team basis.
departments. * Establish good working relationships using an effective

* Liaise with stakeholders/Senior Managers for their opinions/ network.
approval.

* Follow through on promises and follow up on actions agreed.
* Explain the reasons for any changes and their relevance
to staff.

Reviewee comments:

Reviewer comments:
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The ability to develop yourself and others

* Make time for your own development. * Take time to develop staff beyond their current tasks.
* Be proactive — ask for what you need/want, selling the * Demonstrate and share your knowledge/skills in how things
benefits to your Manager/Team. can be done.

* Give on the job coaching to individuals and the team.

Reviewee comments:

Reviewer comments:

Teamwork and collaboration

* Ensure the team is focused on the priority issues. * Openly appreciate team member contributions and give

itive feedback.
* Share ideas with other team leaders. postiive feedbac

) * Seek to understand the needs and motivations of your team
¢ Establish a network beyond your own team. members
* Enable your team to understand the needs of others and

the part they play in the University as a whole.

Reviewee comments:

Reviewer comments:




Additional notes

Examples of effective behaviour for managers

To be used as prompts as part of the January PDR (not mandatory)

Leadership and motivation

* Demonstrate your commitment to the University's Vision * Set milestones, identify successes and achievements and
and Values in all your actions. recognise them at both team and individual level.

* Show integrity, fairmess and consistency in your dealings * Seek to understand the nature and cause of performance
with all staff and offer feedback, support and guidance when issues and manage them constructively.
necessary.

* Make change work in your department and do what you
* Agree challenging, realistic objectives with staff and ensure say you will do.
access to relevant resources.

Reviewee comments:

Reviewer comments:

Planning and organising

* Agree your objectives and create a clear plan for your * Ensure your plan is effectively resourced and that work is
department which supports that of the University and looks allocated to individuals and teams fairly.

to the future. * Regularly review your plan, recognise changes in

* Represent the University's plans and decisions constructively, circumstances promptly and adjust accordingly.
selling the benefits in order to gain the trust and respect of

o * Set targets/milestones and monitor progress/quality of
staff.

work against them.

Reviewee comments:

Reviewer comments:




Commercial awareness

* Confirm and understand budget requirements and monitor
them throughout the year.

* Help staff to understand your budgets and encourage them
to consider the commercial and financial implications of
their work.

¢ |dentify opportunities for improvement/development by
being aware of best practice across all sectors.

* Develop effective policies and procedures to enable staff to
meet all the necessary legal, regulatory, ethical and social
requirements.

* Seek the highest level of quality and cost effectiveness.

Reviewee comments:

Reviewer comments:

Customer focus

* |dentify your customers’ current and future needs/expectations

and plan to meet/exceed them.

¢ Seek feedback from customers and explain the outcomes to
your staff.

* Ensure that staff understand their priorities/responsibilities in
relation to customer service.

* Encourage staff to suggest ways of improving customer service

and respond positively to their ideas.

* Ensure that you and your staff model behaviour that shows
respect, helpfulness and co-operation.

Reviewee comments:

Reviewer comments:




Continuous improvement

* Understand the purpose of the systems/processes you use. * Willingly share knowledge, information and access with

) , others as needed.
* Set standards for quality and ensure best practice.

. . : * Encourage and support staff in identifying ways to improve
* Share ideas with colleagues to generate improvements for all.

things.
* Suggest improvements to the current way we do things and
the systems/processes we use.
Reviewee comments:
Reviewer comments:
Communicating and influencing
* Facilitate communication across teams/departments and act * Ensure key messages are communicated effectively at
as an adviser. all levels.
* Encourage a culture where effective communication is the * Anticipate others reactions to what you have to say by
norm. understanding the needs of the audience and taking their

. . , views into account.
¢ Gain trust and influence by understanding the needs of others.

Reviewee comments:

Reviewer comments:
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The ability to develop yourself and others

* Make the time for your own learning and development to * Monitor staff development by observing performance and
meet professional standards. giving constructive feedback.

* Set SMART development objectives for yourself and your * Seek regular feedback on your performance from those who
staff. will provide it honestly and objectively and act on it.

¢ |dentify and meet the training needs of your staff.

Reviewee comments:

Reviewer comments:

Teamwork and collaboration

* Meet regularly with your own Supervisors/Team Leaders and * Ensure that objectives are clearly understood and met by
with your fellow Managers. your teams.

* Network across teams to share knowledge and understanding. ~ ® Show integrity, fairness and consistency in relation to the

. . . , team/individuals you manage.
* Actively encourage integration and co-operation between

teams.

Reviewee comments:

Reviewer comments:




Additional notes

Examples of effective behaviour for top managers

To be used as prompts as part of the January PDR (not mandatory)

Leadership and motivation * | ead by example, set and promote the key values across

- o teams.
* Promote a shared Vision and inspire a sense of purpose

throughout the University. ¢ Involve all Managers and encourage them to take responsibility

. o . - for their area of work.
¢ Clearly communicate objectives which support the Vision

and Values. * Show sensitivity to stakeholders’ needs and interests and

, manage them effectively.
* Recognise and celebrate the success of staff and encourage

them to learn from their failures. * Apply a range of motivational techniques.

Reviewee comments:

Reviewer comments:

Planning and organising

* Scan the environment for information on customers, * Balance risks and resourcing requirements with desired
competitors and issues and use the information gained to outcomes.

support future planning and decision making for the University. Delegate responsibility for achieving objectives, allocate

* |dentify and prioritise strategic objectives that are consistent resources effectively and hold staff accountable.

with the Vision and Values. * |dentify milestones/metrics/methods for monitoring,

* Create a sense of common purpose by developing policies evaluating and improving performance.
and systems that guide the work of others towards achieving
your objectives.

Reviewee comments:

Reviewer comments:




Commercial awareness

* Anticipate likely future scenarios based on analysis of trends * Identify ideas for new products/services or improvements and
and developments across all sectors. respond enthusiastically to suggestions, providing feedback and

ing that good id i rt and backing.
* Ensure timely submission of proposals/bids/applications and Enstinng tha good Ideas recelve stipport and backing

seek regular updates on progress. * Establish a culture which encourages Staff to take acceptable

. . . , risks and to learn from mistakes.
* Foster a culture of improving quality and efficiency by

benchmarking and applying best practice. * Ensure that colleagues/staff understand the importance of
assessing the commercial implications of their actions/ideas.

Reviewee comments:

Reviewer comments:

Customer focus

* Nurture relationships with a range of contacts in stakeholder * Measure the level of customer satisfaction being achieved,
organisations. benchmarking where appropriate.

* Regularly meet with key stakeholders/customers in order to * Identify and assess opportunities to expand into new markets
understand and respond to their needs. to meet/exceed customers’ needs.

* Monitor and assess the strengths, weaknesses, opportunities * Advocate customer focus by modelling behaviour that shows
and threats of the services you provide and current and future respect, helpfulness and co-operation.

developments in your sector, including competitors’ activities.

Reviewee comments:

Reviewer comments:




Continuous improvement

* Encourage staff to regularly suggest improvements to the * Integrate systems and processes to avoid duplication of effort.

established way of doing things. * Anticipate future trends and develop processes to meet them.

* Meet with peers to review current work methods, systems/
processes.

* Ensure that everything we do is customer focused.

¢ Ensure that current methods, systems/processes support the
University's objectives and reflect best practice.

Reviewee comments:

Reviewer comments:

Communicating and influencing

* Use clear, simple, inspirational and authoritative messages. * Anticipate others reactions to what you have to say and plan

. for a positive outcome.
* Promote the need for regular communication at all levels to

ensure understanding. * Use a range of strategies to influence others and win their
. . . support.
* Take time to communicate, be authentic, develop trust and
openness * Maintain an effective network both inside and outside the
University.

Reviewee comments:

Reviewer comments:
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The ability to develop yourself and others
* Act as a role model for staff.

* Encourage and support staff to make use of the learning and
development opportunities available to them.

* Understand the future talent needs of the University and plan
to meet them.

* Share your learning with your peers and your Managers as
appropriate.

* |dentify potential skills shortage areas and develop resourcing
plans to address them.

* Encourage staff to learn from mistakes and help them to
identify ways to improve.

Reviewee comments:

Reviewer comments:

Teamwork and collaboration
* Set good examples of respect, helpfulness and co-operation.
* Ensure the top team operate across all functions.

* Demonstrate and encourage collaboration and co-operation
at the highest level.

* Facilitate liaison within and between all teams and
departments.

* |dentify and facilitate the resolution of issues across teams/
departments.

¢ Ensure the Vision is understood and shared by all.

Reviewee comments:

Reviewer comments:







lLearning resources:
a professional’s toolkit
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The Toolkit consists of the following topics:

* The PDP Support Centre

* Learning Styles

* Mapping the competencies to:
¢ key University documents
¢ the liP standard

* National Occupational Standards (NOS) for
management and Professional Development
opportunities

* HERA

53



R N R R

The PDP Support Centre

The Personal Development Planning Support Centre is a
website developed to host a vast range of learning resources.

This virtual learning environment has been set up to provide
staff with support before, during and after completion of their
Personal Development Review (PDR) and to provide you with
access to learning resources to fulfil your Personal Development
Plan (PDP).

The PDP Support Centre will provide you with the opportunity
to learn, practice and develop management and professional
theories, skills and techniques. It will give access to:

* details of the new Professional Service competency
framework

* PDR and PDP administration

* reviewer support

* reviewee support

¢ information on the |iP standard

¢ links to other PDP activity resources, including course booking

* a comprehensive toolkit to support achievement of your
PDP objectives

This toolkit can be used to help all staff with their day-to-day
activities, to support personal development and to work within

Learning styles

Introduction

Development should be the joint responsibility of an individual
and their line Manager with support from relevant specialists.
Having used the competencies as part of the PDR to establish
development needs you should consider the best way of taking
what has been identified and agreed forward. The focus groups
explored issues around learning styles and preferences, the
outcomes of which can be found on the table below.

There is no doubt that different people have different learning
styles. Having a variety of techniques/resources available will
make it easier for individuals to choose the one which is best
suited to their needs and circumstances. During the focus

teams to improve effectiveness and performance. Each of the
management topics within the PDP Support Centre is divided
into sections to address a range of needs. Under each need you
will find:

* Knowing resources to help you develop your understanding

* Doing resources to help you put your understanding into
practice

The competencies can be seen on the home page which is
accessible via the Learning and Development website at:
www.exeter.ac.uk/learninganddevelopment/pdr/pdp_resource

(Please note the PDP support centre must be accessed via
the Learning and Development website, the URL shown on
the PDP pages will not work if used directly, due to password
protections on our website).

The competencies are mapped to the available resources, for
example ‘The ability to develop yourself and others’ has the
following major learning resource categories mapped to it,
which are:

I. Developing people
2. Performance management

3. Personal performance

groups, participants identified a variety of ways that they could
learn and develop competence.

Each of us tends to have a particular style of learning which suits
us, often because we have found it has worked well in the past.
Whilst it is important to know preferences, it is also important to
recognise types of activities which may be more uncomfortable
for individuals to learn from. Part of personal growth and
development may well involve identifying an individual’s
preferred learning style. By encouraging individuals to choose
different styles of learning, this should extend Staff’s behaviours
into approaches they may have not previously used.

Honey and Mumford, based on Kolb's learning cycle, indicate
that learning styles fall into 4 categories.



Outcomes of focus groups — development activities for different learning styles

Learning style

Activist

Reflector

Theorist

Pragmatist

Learn best from
Being thrown in to a task
that is challenging.

Engrossing yourself in short
here and now activities.

Excitement, drama crisis.

Standing back from events.

Offering analysis and
observation.

Thinking before acting.

Models, systems, theories.

|deas and concepts that are
challenging.

Opportunities to question
and probe.

Activities which link theory
with the ability to practice.

Seeing others do something.

Immediate opportunities to
implement what they have
learned.

Learn less from

Taking a passive role.

Assimilating, analysing and
interpreting data.

Engaging in solitary work or
learning.

Being forced into the limelight.

Being rushed from one activity
to another.

Acting without planning.

Activities involving uncertainty
and ambiguity.

Situations emphasising
emotions and feelings.

Acting without a basis in policy/
principle.

Events not related to
immediate need.

Activities that have no apparent
outcome.

Others who are distant from
“reality”.

Preferred development activities

Teamwork tasks.

Role playing exercises.

Business games/simulations.
Giving presentations.

Chairing meetings.

Leading discussions.

Taking part in courses/workshops.
On-job coaching.

New/additional responsibilities.
Discussions about best practice.
Networking.

Focus groups.

Discussions about the competencies.

Listening to and observing others.
Watching film/Avideo.

Reading.

Shadowing.

Computer-based training.

Investigating and assembling
information.

Producing analysis and reports.
Learning from feedback/coaching.
Discussions about the competencies.

Teaching others through question and
answer sessions.

Listening.

Reading.

Watching videos.
Computer-based training.
Mentoring others.

Receiving feedback/coaching.
Studying a topic/researching.

Work related tasks.
Projects.
Shadowing.
Workshops/courses.
Coachingffeedback after an activity.
Films with practical techniques.
Observing a model to emulate.
Demonstrations with examples.
Computer-based training.
Additional responsibilities.
Mentoring others.
Coaching others.
Networking.
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Mapping the competencies

Mapping to key University documents

The competencies have been inspired by current and previous
key University documents. The following paragraphs have been
extracted from key University documents of the past five years,
including the University of Exeter Corporate Plan 2006 —2010.

Leadership and motivation

Link to the University’s mission and key characteristics

“To contribute to the advancement of society, quality of life and
the environment’ (page 5). To be ‘tolerant, humane and liberal
minded, placing importance in values such as respect for others,
pursuit of truth, equity and openness’ (page 6) and to create

‘an environment which enables all members of staff to maximise
their contribution to the enhancement of the organisation’s goals’

(page 16).

Planning and organising

Link to the corporate plan

‘The focus for the period of this plan is to identify and take the
steps necessary to build on the strength of our foundations to
be top 20. How can we summarise what this strategy means in
practice? Its essence is simple: to recruit and retain the very best
staff, provide them with the infrastructure to enable them to be
excellent at what they do, and to recruit high-calibre students
who can go on well-equipped to succeed in learning, work and
in life’ (page 3).

Commercial awareness

Link to the way the university will achieve its mission
Through ‘the pursuit and advancement of knowledge through
world-class research undertaken responsibly and with integrity;
offering high quality teaching, and a challenging, intellectually
stimulating learning environment to students of high potential
who will be active participants in equipping themselves for
employment and life in the modern world; and building
partnerships with businesses and wider communities to engage
in the development, application and transfer of knowledge, to
generate investment, and to foster an entrepreneurial culture’

(page 5).

Customer focus

Link to Professional Services’ key characteristics, aims

and core values

To provide ‘the highest standards of service for the income
generating academic community, students and other customers’
(page 6); to ‘optimise the Services' customer focus, effectiveness
and efficiency’; to provide ‘better support for marketing,
student recruitment and admissions and other income
generating activities, supporting the drive towards improving the
employability of Exeter graduates, developing and implementing
fit-for-purpose and web-enabled information systems, giving
access to health and wellness activities for all and improving the
physical infrastructure of the University's campuses’. In short ‘to
put clients at the heart of everything Services do’ (page 21).

Continuous improvement

Link to Professional Services’ key initiatives, objectives

and values

To review and re-engineer ‘major processes in accordance with
priorities coming up through student surveys and other reviews
— to eliminate wasteful use of resources, reduce bureaucracy
and administrative costs for Schools and Services, and improve
the services provided to students, staff and other clients’

(page 21); to ‘continue to reduce bureaucracy wherever
possible, consistent with needs of good governance, promoting
a fast, friendly and fault-free culture’ (page 16). ‘To free academic
time for research, teaching and outreach by minimising
bureaucracy and streamlining procedures’ (page 21).

Communicating and influencing

Definition

Is the ability to communicate effectively with your own team and
others who are dependent on it, ensuring that full understanding
is achieved. It is about establishing openness and trust among
staff. It also involves using effective strategies to influence others
both internally and externally, presenting a persuasive argument
for a course of action.

This is important to the University because all staff, teams
and departments need to communicate openly, honestly and
regularly to avoid duplication and misunderstanding, and to
ensure effectiveness and efficiency.



The ability to develop yourself and others

Link to the corporate HR strategy

‘The University will provide access to appropriate training and
development opportunities to staff at all levels, ensuring that they
are equipped with the range of skills and experience needed to
satisfy our most demanding customers’ (page |5).

The University will ‘put in place effective systems for evaluating
training', introduce ‘a formal Personal Development Plan...for
every member of staff’ and ‘credible succession plans...for every
senior office-holder in the University’ (page 16).

Teamwork and collaboration

Link to Professional Services’ key initiatives and the features
of governance and management

‘We will appoint high calibre lay members of Council from a
wide variety of backgrounds and ensure that their skills and
experience are fully used across all areas of the University’s
business. Authority will be focused around executive managers
to enhance individual accountability and responsibility, at the
same time introducing improved internal communications.

We will streamline the University’s committee system, reduce
bureaucracy and free up valuable staff time. We will invite
contributions from relevant members of the University’s
community including the Students” Guild. We will continue to
develop our performance management and reporting systems,
focusing our KPIs on what is most important to the University’s
success’ (page 22).

A new programme Working Together and other initiatives
from 2006/07 to ensure that Services work in partnership with
Schools (and across Services) to improve communications and
work together towards shared priorities’ (page 21).

‘Working together will be a central theme to harnessing the
work of Services with Schools’ needs, so that Services are
focused on support for the academic staff and students, and to
ensure that maximum value for money is obtained. There will
be a significant programme of work taking place over 2006/07
and following years to ensure that colleagues across all parts
of the University work together in a mutually supporting way’

(page 22).
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Mapping to the liP standard
‘Levelling’ as it applies to the Investors in People Standard

Direct comparisons with the individual competencies are not easily made but there are some relationships that might be worth
considering. It should be noted that ‘top managers’ will also be ‘managers’ in parts of their role, and people includes everyone.

A strategy for improving the performance of the organisation is clearly defined and understood.

Top managers

Top managers make sure the
organisation has a clear purpose and
vision supported by a strategy for
improving its performance.

Top managers make sure the
organisation has a business plan with
measurable performance objectives.

Top managers make sure there

are constructive relationships with
representative groups (where they
exist) and the groups are consulted
when developing the organisation’s
business plan.

Top managers

Top managers can explain the
organisation’s learning and
development needs, the plans and
resources in place to meet them,
how these link to achieving specific
objectives and how the impact will be
evaluated.

Managers (includes top managers)

Managers can describe how they
involve people when developing the
organisation’s business plan and when

agreeing team and individual objectives.

Learning and development is planned to achieve the organisation’s objectives.

Managers (includes top managers)

Managers can explain team learning
and development needs, the activities
planned to meet them, how these link
to achieving specific team objectives
and how the impact will be evaluated.

People (includes top managers
and managers)

People who are members of
representative groups can confirm
that top managers make sure there
are constructive relationships with the
groups and they are consulted when
developing the organisation’s business
plan.

People can explain the objectives

of their team and the organisation

at a level that is appropriate to their
role, and can describe how they are
expected to contribute to developing
and achieving them.

People (includes top managers
and managers)

People can describe how they are
involved in identifying their learning and
development needs and the activities
planned to meet them.

People can explain what their learning
and development activities should
achieve for them, their team and the
organisation.



Strategies for managing people are designed to promote equality of opportunity in the development of the

organisation’s people.

Top managers

Top managers can describe strategies
they have in place to create an
environment where everyone is
encouraged to contribute ideas to
improve their own and other people’s
performance.

Top managers recognise the different
needs of people and can describe
strategies they have in place to make
sure everyone has appropriate and
fair access to the support they need
and there is equality of opportunity for
people to learn and develop which will
improve their performance.

Managers (includes top managers)

Managers recognise the different
needs of people and can describe

how they make sure everyone has
appropriate and fair access to the
support they need and there is equality
of opportunity for people to learn

and develop which will improve their
performance.

People (includes top managers
and managers)

People believe managers are genuinely
committed to making sure everyone
has appropriate and fair access to the
support they need and there is equality
of opportunity for them to learn and
develop which will improve their
performance.

People can give examples of how they
have been encouraged to contribute
ideas to improve their own and other
people’s performance.

The capabilities managers need to lead, manage and develop people effectively are clearly defined and understood.

Top managers

Top managers can describe the
knowledge, skills and behaviours
managers need to lead, manage and
develop people effectively, and the
plans they have in place to make sure
managers have these capabilities.

Managers (includes top managers)

Managers can describe the knowledge,
skills and behaviours they need to lead,
manage and develop people effectively.

Managers are effective in leading, managing and developing people.

Top managers

Managers (includes top managers)

Managers can explain how they are
effective in leading, managing and
developing people.

Managers can give examples of how
they give people constructive feedback
on their performance regularly and
when appropriate.

People (includes top managers
and managers)

People can describe what their
manager should be doing to lead,
manage and develop them effectively.

People (includes top managers
and managers)

People can explain how their managers
are effective in leading, managing and
developing them.

People can give examples of how
they receive constructive feedback on
their performance regularly and when
appropriate.



People’s contribution to the organisation is recognised and valued.

Top managers Managers (includes top managers) People (includes top managers
and managers)

Managers can give examples of how People can describe how they

they recognise and value people’s contribute to the organisation and
individual contribution to the believe they make a positive difference
organisation. to its performance.

People can describe how their
contribution to the organisation is
recognised and valued.

People are encouraged to take ownership and responsibility by being involved in decision-making.

Top managers Managers (includes top managers) People (includes top managers
and managers)

Managers can describe how they People can describe how they are
promote a sense of ownership and encouraged to be involved in decision-
responsibility by encouraging people to making that affects the performance of
be involved in decision-making, both individuals, teams and the organisation,
individually and through representative at a level that is appropriate to their
groups, where they exist. role.

People can describe how they are
encouraged to take ownership and
responsibility for decisions that affect
the performance of individuals, teams
and the organisation, at a level that is
appropriate to their role.

People learn and develop effectively.

Top managers Managers (includes top managers) People (includes top managers
and managers)

Managers can describe how they People can describe how their learning
make sure people’s learning and and development needs have been
development needs are met. met, what they have learnt and how

they have applied this in their role.

People who are new to the
organisation, and those new to a role,
can describe how their induction has
helped them to perform effectively.




Investment in people improves the performance of the organisation.

Top managers

Top managers can describe the
organisation’s overall investment of
time, money and resources in learning
and development.

Top managers can explain, and quantify
where appropriate, how learning

and development has improved the
performance of the organisation.

Top managers can describe how the
evaluation of their investment in people
is used to develop their strategy for
improving the performance of the
organisation.

Improvements are continually made to the way people are managed and developed.

Top managers

Top managers can give examples of
how the evaluation of their investment
in people has resulted in improvements
in the organisation's strategy for
managing and developing people.

Managers (includes top managers)

Managers can give examples of
how learning and development has
improved the performance of their
team and the organisation.

Managers (includes top managers)

Managers can give examples of
improvements they have made to the

way they manage and develop people.

People (includes top managers
and managers)

People can give examples of how
learning and development has
improved their performance, the
performance of their team and that
of the organisation.

People (includes top managers
and managers)

People can give examples of
improvements that have been made to
the way the organisation manages and
develops its people.
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Mapping to National Occupational Standards (NOS) for management
and Professional Development opportunities

What are the management and leadership
standards?

They coherently bring together the outcomes, behaviours and
knowledge required to deliver identified management functions
into a tool which can be used by individual managers and their
employers.

The standards are designed to act as a benchmark of best
practice. To ensure that they are fit for purpose they have
evolved over a period of ten years through a process of
extensive consultation with over 60,000 employers and
organisations.

The standards include behaviours that underpin effective
performance. This is in recognition of feedback from employers
that the soft skills which managers bring to their role are as
important as the hard technical skills they possess. Full details of
the standards can be found at: www.management-standards.
org/content_I.aspx?id=10:2011&id=10:1917

Using the standards

| Continuing Professional Development
Managers can use the standards to:

* Describe the skills they need
* Evaluate the skills they already have
* |dentify the skills they will need.
2. Business planning
Employers can use the standards to:
* Evaluate the skills already in the workforce
* |dentify skills gaps

* Plan training and recruitment.

3. Workforce management
Employers can use the standards to:

* Aid selection and recruitment

* Aid employee development.

Full list of standards

a) Managing self and personal skills
b) Providing direction

c) Facilitating change

d) Working with people

e) Using resources

f) Achieving results




Mapping to HERA

Exeter competencies

Map to HERA competencies

Leadership and Motivation

Good match to Teamwork and Motivation at all levels

Planning and Organisation

Good match to Planning and Organisation

Commercial Awareness

Partial matches to more than one HERA element: Liaison and
Networking; Service Delivery; Initiative and problem solving;
Knowledge and experience

Customer Focus

Almost complete match to Service Delivery

Continuous Improvement

Partial matches to more than one HERA element: Initiative
and Problem solving; Planning and Organising; Analysis and
Research

Communicating and Influencing

Mostly matches with Communication and possibly Decision
Making

The Ability to Develop Yourself and Others

Matches well to Team Development

Teamwork and Collaboration

Mostly matches with Teamwork and Motivation; partial match
with Liaison and Networking
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