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Key Information 
 

Assessment Type Bronze Award 

Investors in People Specialist Name Caroline Wormleighton 

Visit Date 17th-25th June 2013 

Assessment Enquiry Number ENQ – 87546 – 0NH4K7 

 
Conclusion 
 
Breckland District Council are undergoing a period of immense change as they implement a 
shared management approach across two Authorities. Their strength is that they have 
recognised the need to invest in people with a view to developing and empowering them to 
manage within a different working environment 
 
The organisation is still undergoing restructuring and people are at different stages in making 
the transition to the new way of working.  There is a need for investment in appropriate IT 
systems and the PRP system has become inappropriate given there is little money to be able 
to reward people effectively for outstanding performance. 
 
The organisation achieved a total of 73 evidence requirements (34 in addition to Core) out of 
a possible 77 selected.  It is recommended they be accredited with a Bronze award. 
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Executive Summary and Organisational Context 
 
Breckland District Council is undergoing a period of intense change. In common with most in the 
Public Sector there is a requirement to reduce costs, which has inevitably resulted in restructuring and 
reducing staff numbers. However, reducing costs in an already fairly lean Conservative District 
Council, who pride themselves on charging the lowest Council Tax, without adversely affecting 
services has been a challenge. The Council have decided to work in partnership with others, 
outsource functions where possible and take a shared management approach with South Holland 
District Council and in some cases King’s Lynn as well, so that fewer managers are employed and 
those who remain share their time between the areas.  
 
The changes were driven by the previous Chief Executive, and the Council is currently served by a 
Chief Executive who is on an interim contract until a more permanent arrangement is decided. The 
Corporate Management Team consists of members from both South Holland and Breckland District 
Councils and this, together with the arrival of the current Chief Executive has meant the team at the 
top is still at the “forming” stage. The Chief Executive oversees Breckland and South Holland, but also 
has responsibility for Luton. The Revenues and Benefits function, based in Thetford, was placed 
under the umbrella organisation Anglia Revenue Partnership (ARP) which does not actually employ 
anyone, but includes employees from still other areas including Breckland, Bury St Edmunds and 
Forest Heath working alongside each other on different terms and conditions.  Some departments 
within the Council are still undergoing review and restructuring and there is a requirement to further 
reduce costs by two million pounds (approximately 10% of their budget) over the next two years. 
 
The implications of a shared management team in terms of the impact upon the staff for a while 
meant there was a vacuum as managers were not as accessible by staff or indeed members as they 
once had been. However it was recognised that there was a need to develop the people in officer 
positions and key officer groups were identified with a view to empowering them to take greater 
responsibility and give them decision-making authority for operational matters in the absence of 
managers.  A training needs analysis and assessment was conducted which resulted in a leadership 
training programme being developed with a view to giving this group the skills and tools needed to 
step up and take ownership and responsibility. An external provider was recruited to deliver this 
(ARC) and the feedback has been that theirs has been an excellent programme so far. There are 
plans to implement an additional course to build on these skills. Shared managers were also given the 
opportunity for coaching and mentoring to enable them to make the transition to a more strategic and 
less hands-on management style. 
 
Breckland is still in a transition period, as senior managers adapt their working methods and 
management styles in order to be able to manage teams remotely in two and sometimes three areas 
and KOGs start to understand what is expected of them and become more empowered.  Shared 
management is not for everyone, and some have developed and adapted to the change in style more 
quickly than others at both Management and KOG levels. There is still work to do to harmonise 
systems and processes and develop effective IT resources which will enable managers to work in a 
sustainable way, maintain a reasonable work-life balance and achieve successful, but sometimes 
different outcomes as required (through their elected representatives) by the separate communities in 
the areas they cover. Employees in departments which are still undergoing review, or which have had 
to restructure more than once are more disengaged than others as job-security is their main concern 
and their direction is not so clear. It is important that once this process is complete, managers take 
the time to revisit the purpose and vision and set clear team and individual objectives for their 
functions, which will enable these team members to fully engage once again with the vision of the 
council. 
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The situation for shared managers is further complicated by both the localism agenda and the 
possibility that political ideologies and administrations may change in either area, so that one Council 
could have a completely different policy to another and even with the same political ideology in power, 
priorities, policies and outcomes in each area can and do differ. 
 
Breckland chose to be reviewed at Bronze level and in addition to the Core Standard, selected an 
additional 38 evidence requirements relating to empowerment, learning and development and 
management development/effectiveness in line with their priorities. Assessment methodology 
involved a mixture of one to one and group interviews with a representative sample of employees at 
Dereham and Thetford offices and informal discussion and observation of an all-staff briefing 
conducted by the Chief Executive. 
 
At the time of assessment Breckland employed 248 people and have 54 Council members. Breckland 
District Council covers the area which encompasses Swaffham, Attleborough, Dereham, Watton and 
Thetford. 
 
Areas from the extended framework not met included advising employees over career paths and 
development for the future. The workforce, whilst talented, is also not particularly diverse. Because 
future aspirations are not specifically discussed on a consistent basis throughout, the organisational 
structure does not yet make the most of peoples’ talents, although with the shared management 
structure, there is the potential for it to do so. 
 
The main strengths and areas for development are set out below and more in-depth feedback against 
the business objectives on the following pages. 
 
Strengths 
 
Breckland’s strength is that it has recognised the need to develop and empower employees and have 
put significant resource aside for this purpose. It appears there has always been a learning culture 
within the organisation and employees, in the main, have the opportunity to develop their knowledge 
and skills as far as they have the ability and commitment to. There is also recognition of the need for 
work-life balance if this way of working is to be sustainable and flexible working arrangements are 
much appreciated by employees throughout the whole Council and is important as the role of shared 
manager is especially challenging for people with young families.  
 
 

• Innovative leadership coming up with creative solutions to managing with ever-reducing 
resources through a shared management structure and changing working methods, meaning 
more effective use of IT through video conferencing and telephone conferencing. There is a 
“Can Do” approach within this Council and a determination to deliver a good service. 

• Emphasis on empowerment through development of Key Officer Groups (KOGS) The KOG 
programme through ARC was reported as being excellent and there were many examples of 
how people had grown as a result of this, enabling the organisation to begin the transition to 
close the vacuum which had been left following the advent of shared management. 

• Recognition of the importance of Work-life balance. Most believed they had good life balance 
opportunities due to the flexi scheme and general approach to flexible working, allowing 
people to work from home when they need to. 

• Learning and development opportunities - there is a generous budget for training and 
recognition by senior management that fewer people taking on more responsibilities need 
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more support in terms of learning and development opportunities and activities - evidenced in 
all departments and across all offices. There is a culture of continuous and on-going learning 
throughout the Council which has resulted in skilled, confident and knowledgeable employees. 

• Effective use of resources in terms of much in-house training, attendance at conferences and 
seminars as well as professional and management development courses. 

• Recognising and Celebrating success through formal awards and informal social events. 

• People are committed to the success of the organisation and most are proud to work for 
Breckland because of its innovative approach and what it achieves for its customers. People 
enjoy their jobs because of the people and the friendly environment they work within. 

 
Areas for Development 
 
Areas for development centre around fully understanding and embedding the new ways of working, 
harmonising systems and processes and enabling shared managers to adapt their working methods 
and management styles to more fully make the transition from operational hands-on management to 
one which requires a more light touch, taking a strategic overview without the need to continually 
travel between areas. They will only be able to do this by developing, enabling and trusting their 
officers to deal with operational matters. There needs to be greater clarification throughout the 
Council of the roles and levels of authority of KOGs. 
 
To facilitate this process it may be advisable to consult KOGs over what else they may need in the 
way of support which will compliment their training programme e.g. job shadowing, clarifying levels of 
authority, peer mentoring. 
 
Two issues causing staff across the organisation frustration are the performance related pay system, 
which is out of date and impractical given there is little money available to effectively reward staff and 
inadequate IT systems which do not talk to each other. It is suggested that there is a need for 
significant investment in this area, especially if a third District is to be covered.  
 
There could also be more guidance over career development. It is recommended the appraisal 
system be reviewed with a view to separating it completely from pay, eliminate scoring and focus 
instead upon the achievement of SMART objectives within the parameters of required behaviours and 
career development for the future, rewarding and progressing staff as they achieve the appropriate 
levels of competency and take on additional responsibilities. 
 
It is also recommended that Managers and KOGs be reviewed periodically against the management 
competencies required for each group with a view to helping them develop accordingly. 
 

• Linked to recognition of contribution and people feeling valued (Indicator 6) - The Performance 
Related Pay system is directly linked to the appraisal system and is no longer fit for purpose 
given that there is insufficient funding to be able to reward people effectively for exceptional 
performance. It is demotivating when people who have been told they have delivered an 
exceptional performance are then downgraded because a pre-determined matrix has decreed 
there are too many people at this level as only a certain amount of money available. This is 
particularly frustrating where managers and officers doing similar jobs know that their 
counterpart in another authority is given yearly increments when they themselves receive 
nothing. People working in local authorities are rarely motivated solely by pay in any case and 
it may be time to separate the appraisal system from pay altogether and focus more upon the 
achievement of objectives and the identification of learning opportunities with a view to 
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succession planning and individual career development for the future, which is in any case 
more aligned to the shared management objectives of the authority. Rating people exceptional 
to poor provides a thin veneer of objectivity to a process which is actually highly subjective.  
Providing evidence for the PRP system is also very time-consuming for managers. The true 
measure of success is the achievement of SMART objectives in line with required behaviours 
as set down within the specified competencies and it is suggested that both the appraisal 
system and pay system be separated and reviewed with this in mind. 

 
Sample Evidence: 
 
“In the recent pay performance scheme I got downgraded and considering I delivered one of the high 
profile projects for the Council, that kicked me in the guts a bit. It is also a bit of a joke when you have 
achieved an exceptional rating and you only get 1%. It is not about the money – we all know there is 
no money and there are other ways of recognising people. It just doesn’t work anymore. In our team 
we haven’t even been set clear objectives because of the restructuring, so how will they measure it?” 
 
“My only bug bear is the PRP system. It just doesn’t work. We don’t even know at the start of the year 
what we are going to be working for” 
 

• Linked to Equality of Opportunity (Indicator 3) – Whilst there is equality of opportunity for 
learning and development, the restructuring for some departments has taken far too long and 
involved two restructures and two new managers (e.g. Community Development). This has left 
staff feeling demotivated and undervalued, particularly where there have been inconsistencies 
over how posts have been allocated – it was reported that some people have had to apply for 
their jobs, where others on the same grade in other departments have not had to. There is a 
perception that the rules have not been evenly applied and a general lack of transparency 
over the process. It was reported that some have been automatically allocated posts and 
others who were in a temporary or acting roles were not given the opportunity to apply for 
management or team leader roles. It is recommended that a consistent system be 
communicated and implemented when restructuring takes place so that the process 
transparent to people. 

 

• Linked to Work-Life Balance (Indicator 3 – 3.8,3.16, 3.24) Good in terms of flexible working 
arrangements but there is a requirement for better tools for the job – e.g. access to reliable 
cars/transport, IT equipment, systems and software – up to date intranet for keeping people 
informed, video and telephone conferencing and the streamlining of systems and processes. 
IT was consistently reported as being outdated and less than adequate. The new ways of 
working will rely heavily on good IT. It is understood this is in the pipeline to be dealt with and 
harmonising systems and processes as much as possible will make life considerably easier for 
shared managers and staff alike. It could be argued this is essential if a third authority is to be 
taken on. The Chief Executive announced a bid had been made for a grant for IT funding and 
it is to be hoped that this is successful. (Evidence Requirements Met but with areas for 
development) 

 

• Career Development – information advice and guidance (Indicator 5) People believe their 
career prospects do improve as a result of development they receive, but there are no real 
defined career paths for people other than in the call centre. Where people are bright and wish 
to get on, they are provided with support and advice if they ask for it but the appraisal system 
does not facilitate identification of future career aspirations so this does not happen 
consistently through the council (Evidence Requirements 5.11, 5.18 not met) 
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• Linked to Management Effectiveness (Indicators 4&5) – Where some shared managers have 
adapted superbly to the new way of working, really developing and empowering their teams 
and trusting them to make decisions and do their jobs effectively, not all shared managers 
appear to have fully made the transition from operational management into a role which takes 
a more strategic overview in terms of fully trusting and empowering the levels below to 
manage. If shared Management is to be sustainable and individuals still maintain any kind of 
work-life balance they will need to further develop their management styles. This will be even 
more important if a third authority is to be considered. Therefore in addition to the achievement 
of objectives it is recommended that assessment against management competencies be 
included as a more active part within the appraisal system in order to ascertain how effectively 
managers are making the transition to effectively managing across different authorities in a 
sustainable way. There may also be a need to redefine separate competencies required by 
shared managers and KOGs levels. 

 

• Directly linked to the above paragraph there is still need for clarification to everyone of what 
levels of authority and what role KOGs play. It is pointless to develop shared managers to take 
a more strategic overview if KOGs are not allowed or are not able to take on responsibilities 
for communicating with staff, conducting team meetings, clarifying objectives, providing 
feedback and guidance on operational matters and taking difficult decisions in the absence of 
managers.  

 

• The Corporate Management team was reported as not yet being fully cohesive. This is partly 
to the fact that members from both authorities are on the team and also because there is an 
interim Chief Executive who is on a short term contract and the future of this role and the 
possibility of a third local authority in King’s Lynn is yet to be clarified. 

 
Sample Evidence: 
 
“We are missing out on some of the softer side. It doesn’t feel cohesive at the moment. There is a big 
change with a new Chief Executive working across three authorities. We are going through the 
process of reforming. The previous Chief Executive was the Godfather of Shared Management. I do 
not think we will be cohesive until we have the certainty at that level. There is a need to make time to 
sit down and talk across the whole of the Management Team” 
 

• Linked to Recognition of Contribution (Indicator 6).  Communication between Dereham and 
Thetford employees. Staff briefings are not happening anymore and it was even reported by a 
Thetford member of staff that Unison were under the impression Breckland staff had been 
TUPED over to ARP so had not included them in pay review negotiations. It is recommended 
a video link be installed so that Thetford staff can be involved in all-staff briefings.  

 
 
The following gives more in-depth feedback against the Investors in People Standard in line with the 
organisation’s business issues. 
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Investors in People Feedback in line with the organisation’s Business Objectives 
 
Key Business Objectives/Issue 
 
To Deliver the Corporate Plan with fewer resources and a Shared Management Team 
Working in partnership with other authorities 
 
 
Success is more likely to be achieved if: 
 
Breckland Issue - Strategic Direction is Understood 
 
The organisation has a vision/purpose, strategy and plan 
People are involved in planning 
Representative Groups are consulted when developing the plan 
 
Strengths 
 

• Breckland’s vision statement is “ to make Breckland a better place with a brighter future for 
everyone”  This is supported by corporate value statements around citizens, customers, staff 
and elected members; honesty and integrity, the environment and giving value for money 

• There is a corporate plan for 2011-2015. The plan is developed with the input of the corporate 
management team, shared managers, Council Members and residents, and individual teams 
develop their departmental plans through away-days and planning meetings. The core 
objectives are “To Have Pride in Breckland, Develop Stronger Communities, Support the Local 
Economy and to Be an Entrepreneurial Council” 

• There are two representative groups – the Local Joint Consultative Group (Unison) and a staff 
forum.  LJCC are consulted over the corporate plan. The staff forum deals more with social 
events and raising individual issues. 

• Team objectives fall out of the corporate plan and these translate into individual objectives 
agreed through the staff appraisal system. 

 
Sample Evidence: 
 
“We get everyone in the room together and with the service manager and our Council member we did 
some preparatory flip charts. The Member highlighted her priorities then the service manager 
highlighted hers and we put the corporate priorities up as well. We ticked off where we believed we 
could deliver against the corporate priorities as a team and mapped that across to the manager and 
Council Member priorities so there was a thread running all the way through. They go away with 
projects to deliver that will be best for the Council – tell me how much it will cost and what the 
outcomes will be and I agree it and they go away and do it” 
 
“We are trying to be entrepreneurial – give value for money and bring in revenues – trading a bit more 
to fill in the funding gaps. In my department you don’t really know we do not really have regular 
meetings and when we do it is not really structured – more of a gossip. It could be more focused and 
a little more frequent” 
 
“We have staff briefings which are quite useful. Our team has a weekly huddle and we tend to get 
together and our ideas are passed down. We have the intranet but it goes out of date quite quickly” 
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“We are an entrepreneurial council. Our aims are to make Breckland a better place, support the 
economy and make better communities” 
 
“We have a budget gap of about £2,000,000. We have restructured and are trying to get the skills to 
run the business well. The one thing we have been keen on is maintaining our training budgets and 
there is a very different management role. There were a whole raft of management skills we had to 
learn and peoples work-life balance was being challenged. As much as we can it is all about the IT 
and working with Members so that Managers do not have to drive two hours for a face to face 
meeting all the time, reinforcing the message to staff to find the best method of working and coming 
up with ways to deliver. We have to work on the premise staff are empowered enough to tell us about 
work plans and work- loads. We are still managing to deliver the things we have always done and 
slowly bringing things together” 
 
Evidence Requirements 1.1, 1.2, 1.3, 1.4, 1.5   (Core Standard) Met but with an area for development 
See below 
 
Area for Development 
 
Thetford staff do not feel as included, involved, recognised or as informed as they once were as to 
what is happening within Breckland Council and feel that direction for the ARP unit (Anglia Revenues 
Partnership) is being led more by West Suffolk. There is a great deal of uncertainty about what the 
future holds for the ARP unit, which currently includes employees working for four different authorities 
(but not including South Holland).  It is understood that a new Head of Service has been recruited for 
this department and hopefully this will result in greater clarification for Breckland staff. At present all-
staff briefings for Breckland employees tend to be held at lunch times and in Dereham and it is simply 
impractical for all Thetford staff to drive to Dereham and back for these. If ARP staff are to continue to 
be employed by Breckland in the future, one suggestion may be to have a video conference link 
between Dereham and Thetford so that staff may still be involved in staff briefings and the decision-
making process. 
 
Sample Evidence: 
 
“I think I get to hear more about what is happening at St Ed’s rather than Breckland. We used to have 
meetings here but not so much now. St Ed’s have more contact with their staff – they still have staff 
briefings and “Wavelength” they mail through. Breckland could take a leaf out of their book. We are 
still Breckland staff here. Unison thought we had been TUPED over to ARP, but ARP do not employ 
anyone – we are Breckland staff and we do feel a bit out on a limb” 
 
“Each authority has different ways of how they are appraised. Breckland objectives are not as well 
spelled out as other authorities – it is a much quicker, almost tick box process” 
 
“I don’t think they know what we do here” 
 
“The Breckland appraisal process has become meaningless for us. We are on a different pay scale 
 and even though I achieved exceptional ratings, there was absolutely no recognition from anyone for 
that, not just in terms of pay, but from senior management. I do not have a senior manager from 
Breckland. It causes problems when there are personality clashes or issues with staff from other 
authorities and there has been some bullying. We do have someone who comes down from HR once 
a week and he is very good” 
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“We are not “consulted” as much as “informed” what is happening. If you bring up a valid point it is 
clear a decision has already been made” 
 
“At the moment we have no idea of where we are going. In the core briefings we’ve had they have 
said they still have no idea of what the model will be. There is a lack of direction at the moment and 
fear of the unknown which leads to a lack of security” 
 
“In the team briefings we have had it has felt very driven by West Suffolk. Peoples perceptions are 
that Breckland have just rolled over and let them take over” 
 
“We have a monthly ARP newsletter – there is also some recognition of what we have done in there – 
for example if you have successfully had someone prosecuted for Fraud” 
 
 
 
Breckland Issues - People are empowered to act in the absence of managers 
 
People are encouraged to contribute ideas 
People believe they make a difference 
Ownership and responsibility is encouraged 
People are involved in decision-making 
The organisation supports and trust people to make decisions 
Structure makes the most of peoples talents 
 
Strengths 
 

• There is a great emphasis on empowering staff to act in the absence of managers. KOGs are 
being developed to take on extra responsibility and empowered to make decisions.   

• The extent to which people are encouraged to contribute ideas varies, but in the main most 
will do this through their team meetings and through one-to-one and appraisal. 

• Most People believe they are trusted to make decisions and most believed there was the 
opportunity to realise potential and make the most of their talents. 

 
Sample Evidence: 
 
“We have our team huddle meeting. Everyone is encouraged to contribute their ideas at that and on a 
one to one basis and through appraisal. I know the staff forum actively supports things” 
 
“I support people by listening. I am a really open person. I say I am here to help but you are the 
experts and go and explore these ideas. They will email me and say this is going on and I think we 
should do this. I say sure – go ahead and do it” 
 
“I’ve got to the stage where I delegate and get my people to write reports and present them at 
committee meetings so they get some exposure. It is about succession planning really” 
 
“Within the shared management team, because my team in Breckland is more developed I am 
probably spending seventy per cent of my time at South Holland and thirty per cent here” 
Area for Development: 
 
 



 

Commercial in Confidence 
 

Document No: 202 
Document Owner: PH/IiP 
Document Approver: HB/IiP 
Version: 5 
Date: 28/06/12 
Page: 12 of 23 

Sample Evidence: 
 
“A lot has been related to mobile working, we’ve been waiting for a new system for eighteen months 
now – told we were going to get new lap tops and we have still not got them. How is that going to 
work – nobody has actually asked if this is what we really need” 
 
 
“I think generally, yes the new structure allows us to reach our potential. I don’t know if there is a 
corporate awareness of what skills people have though” 
 
“We aren’t as hierarchical as other organisations, to yes I think the structure does make the most of 
talent. If you want to get on with something they will let you fly with that piece of work. Your position in 
the hierarchy doesn’t stop that” 
 
“I would say all the managers have been downgraded. You get operational pressure on the frontline 
and less time for thinking and ideas” 
 
Evidence Requirements 3.1, 3.5. People contributing their ideas 6.2 People believing they make a 
difference 
7.1, 7.2, 7.3. Ownership and Responsibility/involvement in decision making. 
7.9, 7.12, 7.14, 7.15. People being trusted to make decisions. Indicators Met 
 
Evidence Requirements 3.10, 3.18, 3.20, 3.26 The structure Making the most of peoples talents. 
Requirement met, but area for development linked to identifying future career aspirations and 
development.   
 
 
 
Breckland Issue - People will need to be developed to maximise their potential and deliver 
good performance in the absence of managers 
 
Learning priorities are clear and linked to the business plan 
L&D Resources are made available and the Impact will be evaluated 
There is equality of opportunity for development and support 
People’s learning needs are met 
People help make decisions about their own learning 
A culture of continuous learning  
Investment in Learning can be quantified 
The impact can be demonstrated 
L& D Resources are used effectively 
Opportunity to achieve full potential 
 
Strengths 
 

• Learning and development needs are identified from a top down organisational needs and 
bottom up individual needs approach through the appraisal system. 

• The learning strategy is to empower people through development, with a great deal of 
investment being made throughout the organisation and especially to develop management 
and leadership skills at shared management and Key Officer Group (KOGs) level 
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• The organisation have a learning and development budget of £128,760 and described how 
this was used to develop people through professional qualifications, CPD hours for specialists 
within their field, Key Officer Group Development, Health & Safety, Leadership Development 
and the general development of staff. 

• Training is evaluated following attendance by way of a feedback form and informal discussion 
with fellow team members, being asked to disseminate learning. 

• The impact of development is understood in terms of being able to deliver key business 
objectives and still provide Breckland residents with a good service with fewer resources 

• Resources are closely monitored and people are encouraged to share learning with team 
members. Train the Trainer is used and much development is delivered through in-house 
methods. The training team are also charging for delivering training to other external 
organisations with a view to covering salary costs for an external trainer. 

 
Sample Evidence: 
 
“I’ve been really lucky and done loads of development. I am a KOG and I have done eight maybe nine 
of the modules – it has been great. The level of training has been very good. I like lots of analytical 
information and they have been very knowledgeable. The training has been less a set of guidelines 
and more let’s get you thinking about stuff, then how practical is it and then let us see it in action. It 
has been very useful and focused on us. I have passed some of it on to my own team” 
 
“I did the Market and Social Research Society equivalent to HNC/HND – it enables me to undertake 
the project. I can undertake a primary source strategic housing market assessment. I believe we are 
the only District to do this in-house” 
 
“Both the leaders attended the workshops and said they were really please with how things were 
going. I wouldn’t say services have suffered” 
 
“I have an HNC in construction and a Post Graduate Diploma in Surveying. I started three years ago 
and knew nothing about buildings, but over that time I have accumulated the knowledge and skills to 
take me forward” 
 
“I’ve done the ATT and developed with my accounts skills and on the system – report writing and 
project writing” 
 
“I don’t do formal evaluation to be honest. I encourage people to undertake training and development 
and then we talk about opportunities. I talk about secondments when people have applied for jobs” 
 
“I know I have benefited and been very thankful. It is probably heavily weighted in training courses but 
we probably need a lot more one to one, shadowing etc to support that” 
 
“People being given the opportunity to realist their potential has been a challenge for the Council – 
people have been hidden or not seen – there are a lot of hidden gems. That is starting to change and 
it is improving” 
 
Evidence Requirements 2.1, 2.3, 2.3, 2.4, 2.9, 2.13, 2.16, 2.7, 2.11, 2.17, 8.1, 8.2, 8.3 8.4, 9.1, 9.2, 
9.3, 9.4,9.5  Met 
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Evidence Requirement 8.9 People given the opportunity to achieve potential – met but requires 
development i.e. link to career development 
 
 
Breckland Issue - People will need to be recognised and valued and their needs met to engage 
with the organisation’s aims  
 
People believe their contribution is valued 
Work Life Balance meets people’s needs 
Success is celebrated 
Colleagues’ achievements are recognised 
People are committed to success 
People have a sense of ownership and pride 
People are helped to develop their careers 
Career Prospects improve 
 
Strengths 
 

• There is an annual formal recognition scheme which involves people nominating colleagues 
for awards such as Best Newcomer, Internal and External Customer service, Best Team, Best 
Project etc. 

• Success will be announced at staff meetings and briefings and celebrated through social 
events such as hog-roasts and team away days 

• There is recognition of contribution within teams 

• Work-Life Balance is achieved through a mixture of flexible working arrangements, including 
flexi-time, some home working and agreed flexible working arrangements on a twelve-monthly 
basis. 

• The vast majority of people are committed to the success of the organisation and have a 
sense of pride, unless their political ideology conflicts with the Council Members 

• Careers advancement is achieved through development opportunities and being able to widen 
skill sets, however there are no formally defined career paths, although an exercise was 
conducted previously called Career Passport 

 
 
Sample Evidence: 
 
“I think there is recognition by senior staff and members of the amount and complexity of work I do 
pulling it all together” 
 
“With my experience and knowledge about the Council and about my job, people will come to me for 
advice” 
 
 “By being a bit cutting edge. Breckland has always been entrepreneurial” 
 
“Success is celebrated – particularly through the award thing. You also get emails when people get 
qualifications, babies, degrees. If a team gets something, we all know something has happened. I 
think they do recognised achievements” 
 
“You get your name on the board in the all-staff briefings” 
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“I am proud to work for Breckland. I think it is the sense of trust and empowerment. Take the politics 
out and we do try and do the right thing. I am not appalled at what we are doing. We try to do things 
for the right reason. The members are much more inclusive. You seem to be valued. I think we try to 
achieve the right thing. We are innovative and challenging. It is much more output focused than other 
councils. It is not all about paperwork, it is about generating that difference on the ground and making 
it happen” 
 
“I am proud when we deliver good projects, but what our team has been through over the last two 
years I am not proud to be part of. Every restructure has been slightly different – it is back to that 
equality thing – when times are tough you want everything to be done equally and fairly. It has raised 
questions. I can’t say it hasn’t been done fairly, but it has raised questions” 
 
“Work-life balance - It was a fear but these fears have not become reality. The work-life balance is 
instilled in the managers – some of us have young families. If my little one is poorly or I am struggling 
for child-care I will come in later and there will not be a problem. Managers choose to come in early 
and work late” 
 
“I think work-life balance is pretty good. There are times I do work in the evenings but all in all you 
accept that and they will let you have time if you need it” 
 
“It is good – I do not find myself with ridiculously high workloads or putting in loads of hours over 
contract, although working from home is not made easy unless it is an emergency” 
 
 
Area for Development 
  
Linked to Recognition and Reward. The pay system is no longer fit for purpose and this has an impact 
on how valued people feel and the small rewards involved do not in themselves motivate people to 
achieve exceptional performance.  
 
Sample Evidence: 
 
“In the recent pay performance scheme I got downgraded and considering I delivered one of the high 
profile projects for the Council that kicked me in the guts a bit. It is also a bit of a joke when you have 
achieved an exceptional rating and you only get 1%. It is not about the money – we all know there is 
no money and there are other ways of recognising people. It just doesn’t work anymore. In our team 
we haven’t even been set clear objectives because of the restructuring, so how will they measure it?” 
 
“My only bug bear is the PRP system. It just doesn’t work. We don’t even know at the start of the year 
what we are going to be working for” 
 
“We’ve got a rubbish pay system. We’ve got managers in South Holland scoring us and they’ve got a 
different system – they still have increments. The PRP targets are all really woolly and unachievable – 
how do you demonstrate evidence against things like promoting team morale and we know another 
department is scored on different things”. 
 
“I don’t think the PRP system is particularly good – the rewards aren’t great enough” 
 
“I’ve seen what people have to put in to obtain an exceptional rating. For the sake of an extra one or 
two hundred pounds a year I am not going to be working all the hours – why should I?” 
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Career Development. (Optional evidence requirements) Although people do mostly believe their 
career prospects improve through learning opportunities -there are no defined career paths nor is 
there any section within the PDR process for discussion of the individuals future aspirations.  Career 
development, where it happens, tends to happen by default, and only where particular managers and 
individuals discuss future aspirations with each other and through learning and development rather 
than as a predefined mapped out organisational process. 
 
Sample Evidence 
 
“After six months I did decide I wanted to become a Licensing Officer so I am working towards that. 
I’ve been doing NALEO courses and will be doing a professional BTEC, once I’ve achieved that it has 
been agreed the role is mine and the salary will go up once I have that bit of paper” 
 
“The Professional EHOs would very much feel its absence” 
 
“Yes there is staff development, but unless you can find a home for people it can be a little pointless. 
A clear career path through the place is not evident” 
 
“No my career has never been discussed” 
 
“There are no career paths and no discussion about your career as such” 
 
 
Evidence Requirements 6.1, 6.11, 6.17, 6.13, 6.19, 7.16, 7.19., 3.8, 3.13, 3.16, 3.21, 3.24, 3.29, 9.12 
Met 
 
Evidence Requirement 6.3 Recognition of Contribution Met but area for development linked to PRP 
 
Evidence Requirements 5.11, 5.18 People are provided with information, advice and guidance to help 
them plan and develop their careers – not met 
 
 
Breckland Issues - Managers need to be developed to manage people effectively 
 
Managers are clear about the capabilities they need to lead, manage and develop people 
People know what effective managers should be doing 
L & M Capabilities are defined for now and the future 
Review and Support Managers to acquire the capabilities 
Managers are Effective 
 
Strengths 
 

• With shared management it is especially important that managers adapt the ways they work to 
allow for more remote management and to empower the next levels to make decisions. The 
Council have invested in developing managers and key officer groups through a mixture of 
coaching with an external consulting and more formalised leadership development 
programmes devised as a result of consultation with these groups over what was required to 
support their learning. 

 

• All staff have a competency framework and managers have an additional two competencies. 
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• Competencies are defined as customer focus, organisational awareness, communicating 
effectively, teamwork, continuous improvement and quality, managing performance, leading 
and managing change. 

• The organisation are developing KOGs with a view to empowering them with leadership skills 
and tools in order to take on decision-making authority in the absence of the shared managers 
and with a view to succession planning for the future. 

• Networking during launch events resulted in KOGs using different sessions to identify the 
common skills and tools required to be effective in their 4th tier of management role and came 
up with 21 areas, From this the HR team created a twelve month training plan specifically for 
KOGs as well as dates for future networking events to enable them to further develop. 

• Shared Managers are supported with training through external consultancy and one hour 
coaching sessions 

• KOGs are supported through a leadership programme also delivered by an external provider 
which involves relationship management and team building, how to be effective, identifies with 
them where they need to be. As a result of this there is a follow up session looking at what 
individuals have done as a result, what further support they need. 

• There are plans to develop a second part to the leadership programme regarding Leading 
Change, implementing Six Thinking Hats and Employee Engagement. 

• Internal and external management courses are used, including Dale Carnegie. 
 
Sample Evidence 
 
“I’ve been attending coaching sessions with AVC and had a couple of sessions. Prior to the change 
we had a couple of sessions on NLP to get the jobs and two to develop you.  I think I am getting more 
organised in planning the weeks – being in the right place at the right time and attending a fair 
number of committee meetings. I have become more selective about which meetings I attend. We use 
video conferencing a lot. The key thing is getting others to use this as well.  We have to learn to be a 
bit smarter – to avoid travel – telephone conference calls are a big boon so I am making it work. I 
have had to reassess my priorities and think realistically about what I can achieve” 
 
“For a manager I expect someone who listens, looks outside the box not just focusing solely on your 
need, someone who helps you develop – not to be micro-managed – freedom to make mistakes but 
making you responsible and accountable. Empathetic - someone you can go to about personal 
issues” 
 
“I have regular meetings with my team – offer advice and support when needed, make sure they know 
they’ve got my confidence so they can manage themselves. I start with small pieces of work and then 
give them more and more responsibility. The way I measure it is when they come to me with fewer 
and fewer problems and tell me about the solutions they have found to things. As part of our appraisal 
I can raise issues and it helps refocus on what the overall aims are” 
 
“My Manager is always available when you need her - clear about expectations, very supportive in 
terms of mistakes and learning and development and things she identifies for me – she is really open 
too” 
 
“We have weekly team meetings and monthly KOG meetings. I am talking to them all the time. Our 
standard practice is Prince 2 principles through everything we do. If we practice that then we meet all 
the others and there is some succession planning in there” 
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“We’ve had all the leadership training to do a management job really, the knowledge and tools and we 
do have the backing and support to do more than our jobs. We did shut down all the computer 
systems a few months ago when they failed – we said you don’t need to rely on that to do your jobs – 
there must be paperwork you can do and you can still do stuff on the computer and use the printer. 
Management were fine about it and said you dealt with it.  I do feel I have the authority but I think 
some KOGs don’t because managers all have different styles and two of them are from South Holland 
so there are different cultures” 
 
“I’ve got used to the fact my manager is not in the office – you jump on the phone or video 
conferencing but they are used so much you can’t always get on. You still have email and the 
telephone though. It works for me” 
 
“My manager is totally supportive – she and I have a really good working relationship” 
 
“He has been excellent in trying to get us multi-skilled, working as a team, being more customer -
focused. He is aware we are all learning and it is a new way of working and he has been very 
proactive in the team, even through all the restructuring” 
 
 
Area for development – Management Effectiveness 
 
People develop at different rates, with the result that people at all levels are still undergoing the 
transition a shared management environment requires. Many are on a learning curve, not only in 
terms of knowledge and skills, but also confidence and expectations. Feedback suggests further 
embedding is needed in terms of changes in expectations and adaptation to alternative ways of 
working in order for the role of shared manager to be sustainable in the longer term. It is also not 
advisable to assume that shared management means a 50/50 split in time over two councils. At least 
one manager reported spending 70% of time at one council over the other as there were more issues. 
Some are doing in excess of 20,000 miles travel a year already. 
 
Sample Evidence 
 
“We’ve done the usual stuff – leadership courses and stuff like that. There hasn’t been a lot in the last 
eighteen months. We have shared managers’ meetings where things are discussed – the difficulty is 
getting it embedded. We’ve had quite a few issues with facilities. Being shared management is really 
difficult if you have young children. You can use video conferencing but if you are going to build 
relationships you have got to be there” 
 
“The details about what KOGs are and why they are there needs to go out to staff. It has been 
eighteen months and people still don’t know that if your manager isn’t around that’s what KOGs are 
for and have the authority to make decisions” 
 
“He is a very nice person but not very effective as a manager. We have to ask him about what is 
going on, he doesn’t communicate back very well. We are in limbo and share him with South Holland. 
There is a lack of interest in the day to day things, like back to work interviews if people have been off 
sick, or the flex system being overlooked. We did have an appraisal but there was no preparation and 
it was rushed through at the last minute. I don’t agree with the appraisal system anyway – you can’t 
glam my job up it is a support role. I do the support work for my colleagues who do the projects to 
give them a bonus but I can’t really over-perform in my role” 
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“There has been a suggestion of going three-way share. We may be able to do some little bits of 
shared services but I would question shared three-way management. If you roll a piece of pastry too 
thin you get holes in it. With video conferencing and all the social media they can do some shared 
services. It adds travelling for them but it doesn’t seem to affect the service. With video-conferencing 
we try to minimise the travelling and it has enabled the next tier to step up to make things happen. 
The times it becomes an issue is when people are off sick or on holiday” 
 
“Overall I don’t think there is unity in the shared management team – no glue and there is constant 
change. You are constantly watching your back - it needs to be a much more supportive environment. 
The top team is not cohesive and working together” 
 
“There is high turnover in my department. They don’t seem to understand basic management theory – 
it has been like that for twenty years, you can’t teach an old dog new tricks. If they have been on 
management training courses they don’t learn from it” 
 
“We are a bit like a ship without a captain – nobody is giving us any direction. I don’t think we have a 
team plan at the moment – we are going through restructuring” 
 
Evidence Requirements 4.1, 4.2, 4.4, 4.9, 4.6, 4.7, 4.11, 5.1 5.2, 5.4 
Evidence Requirements 4.3 People understanding what to expect from their manager met but  KOG 
role requires clarification 5.3 People explaining how their manager is effective Met but requires 
development as people settle into new roles 
Evidence Requirement 4.5, 4.10 Managers being reviewed against the capabilities not met 
 
 
Breckland Issue - There is a culture of Continuous improvement 
 
Evaluation results in improvements to people strategies and management 
 
Strengths 
 

• The changes in the way of working have resulted in greater empowerment and more flexible 
working. Some individuals have grown through being developed and empowered and 
embraced the new way of working. 

• There are plans to conduct a staff survey following a request by the staff forum – the last one 
being conducted in 2011 

• Evaluation forms are conducted following training 

• Evaluation of learning and development is part of the appraisal system 
 
Sample Evidence: 
 
When asked if the organisation had made improvements to the way they managed and developed 
people gave the following replies 
 
“In all of the changes and cuts we have still got a situation where we can apply for training. People 
have got that opportunity if they want it. They try to communicate quite well too, with the all Staff 
Briefings, email and so on” 
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The shear volume of work eight months ago was very heavy, but I am happy about the way things are 
going. The CEO has been brilliant with the all staff briefings – he is very good on the budget saying 
this is how much we need to save – work with us to make these savings. The only thing that really 
bugs is the PRP because I don’t think it is fit for purpose. If you are all doing PRP you need a pot of 
money at the end and it is not there. You do a whole year and you do not know what is there” 
 
“There are ten District Councils that are going to go bust this year and we know we are not in those 
ten” 
 
“The investment in KOGs is a fantastic thing – to me it really demonstrated the investment in people. 
It is the best training I have had and I’ve done management training for years. This takes it to a whole 
new level” 
“ 
It is a lot more challenging now – a lot more involved – it has really developed” 
 
“I think we needed to streamline since I got here. I can only see it as being a good thing. I do think 
they need to come back a review things – come back and ask how things are going” 
 
“Because of this obsession with keeping the council tax lowest in the country we’ve always been told 
there was no money. Within the financial constraints [the changes] were necessary, but like cutting off 
a gangrenous leg, it was necessary to save the organisation but doesn’t improve it. In an ideal world 
we would still have our own CEO and management team and enough money to do some really good 
projects, but on the whole we are where we are and could have done a lot worse” 
 
Evidence Requirements 10.1, 10.2, 10.3 Met 
 
 
Recommendations 
 
If a shared management approach across two or even three authorities is to be sustainable it is 
recommended that consideration be given to the following: 
 

• Shared managers are consulted and their needs established over necessary tools for the job – 
e.g. access to the cars, Video-Conferencing and IT equipment and packages they need to 
effectively manage remotely. 

• In addition to the above and not included in this assessment it is also advisable to ensure that 
correct key performance measures are agreed within teams to enable them to manage and 
monitor performance in a sustainable way, still achieve a work-life balance and allow enough 
time for continuing professional development. 

• Levels of authority and the difference in roles and subsequent competencies required at 
shared manager level and KOG level are defined and clarified throughout the Council. This 
should also be included as part of the appraisal process for these groups. 

• Consideration is given to additional support KOGs may need to enable them all to make the 
transition to operational management outside of training courses – e.g. observation of their 
peers, job shadowing, more regular one to one meetings, mentoring etc. 

• The appraisal system is reviewed and consideration given to aligning it more to career 
development and future aspirations rather than linking it directly to PRP. This will enable 
people to be rewarded for taking on extra responsibilities as they progress. 
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• Review the appropriateness of PRP in the current climate given there is little money to 
effectively reward for exceptional performance. Whilst automatic increments are clearly not an 
option, reward for the achievement of SMART objectives within the required competencies, 
and progression through pay bands by achieving additional qualifications and/or taking on 
additional responsibilities may be more appropriate than rating people Exceptional, Performing 
or Poor, which has a potentially de-motivating effect. This will also encourage career 
development and the empowerment needed within the shared management environment. 

• Conduct more regular staff surveys to ascertain what is and isn’t working in order to establish 
whether managers are delegating authority appropriately, what else they may need, whether 
shared management is sustainable over three authorities and whether KOGs are taking 
responsibility as required as well as identifying any key themes and issues which arise. 

• Place a VC link at Thetford so that Breckland employees can attend All Staff Briefings and 
Employee Forums where appropriate without having to drive to Dereham. 

 
 
 
Next Steps 
. 
A continuous improvement meeting is to be held at a date to be agreed in order to review the 
outcomes of this assessment and to agree an action plan for the future. It is recommended that 
annual maintenance visits be arranged to review progress against this action plan and agree further 
actions as appropriate. 
Breckland District Council will be required to come forward for full assessment no later than June 
2016. 
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Appendix 1 – Continuous Improvement Plan – to be completed following a Continuous Improvement Meeting 
date t.b.c. 
 

Business Issue - What Suggested Actions - How 

 

Potential Benefit - Why Priority - When 

 

Solutions/Support 
Available  - Who 

 
This should relate to the 
business objectives 
agreed at the start of the 
assessment 

 
What actions are being suggested 

 
What are the benefits of undertaking the 
actions 

 
Timescales – this 
should be driven by 
the client by the 
Specialist should 
indicate as a 
minimum High 
Medium or Low 

 
The Specialist should indicate 
whether the organisation has 
internal resources or signpost 
to other sources of support, e.g. 
the Centre 
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Appendix 2 – Assessment results summary 
 

The Investors in People Framework 
 

The Evidence Requirements 
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 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 
1 � � � � � �                        
2 � � � �   �  �  �  �   � �             
3 � � � � �   �  �   �   �  �  � �   �  �   � 

4 � � � � x � �  � X �                   
5 � � � �       x       X            
6 � � �        �  �    �  �           
7 � � �      �   �  � � �   �           
8 � � � �     �                     
9 � � � � �       �                  
10 � � �                           

 
The number of evidence requirements met is Core plus 34 
 

Key: 
 
 
The Core Investors in People Standard 
 
 
Your Choice from the Investors in People Framework 
 
 
Not part of the Investors in People Framework 


