Denbighshire Heritage Services – Workforce Development Planning Project


1. Introduction
Denbighshire Heritage Services has commissioned a Workforce Development Plan that integrates with its Service Development Plan 2008 – 2011, provides some guidance for the next five years for the Museums Development Officer, and complements the Work Development Planning processes already undertaken by Central Personnel for Heads of Service consumption.
To effect this process, funding has been secured from the North West Federation of Museums for an external consultant, Peter Lumley of Realising Change to help the service develop its Workforce Development Plan.

2. Objective

To make recommendations, based upon findings and experience, on how the Museums Service currently goes about getting the best from its workforce, and what might be done to develop further. 

3. Methodology

Mindful of the Service Development Plans three key requirements:
1. … to provide an analysis of current service …

2. … identify and evaluate the key issues …

3. … set out a plan of action with priorities and targets …
a two day visit (27 and 28 October 2008) was arranged to enable Peter to visit the service’s fours sites (Ruthin Gaol, Nantclwyd y Dre, Rhyl Museum and Plas Newydd), talk to a selection of front line staff and acting managers, functional specialists and the Head of Service (itinerary at Appendix 1), and to produce this brief report to inform the annual staff meeting at Plas Newydd on 3rd November 2008.

A simple questionnaire, created by the Museums Development Officer and Peter (at Appendix 2) was devised to elicit information that contributes to this report. Given the service only has relatively few staff, their quotes and observations are non attributable but are designed to illustrate points made throughout the report, relevant to the whole Museum Service.
The process and report aims to operate within the principles of the Inspiring Learning for All programme, which requires a four stage process:
1. Prepare the ground – getting people talking about learning

2. Checklists – mechanisms for gathering information

3. Gather evidence – mechanisms for demonstrating performance

4. Take Action – Planning next steps

At the risk of appearing pedantic, the study is keen to explore learning needs as compared with the often referred to, but limiting, training needs.

Discussions with staff addressed their thoughts on the various learning opportunities that had been presented to them thus far in their time with the service (majoring on Recruitment, Job Descriptions & Person Specifications, Induction, Probation, and Appraisal), and what they thought could be done to develop their working and learning environment further. Care was taken not to raise expectations, but to promote constructive and creative discussion.

The Museums Development Officer was a regular point of contact and reference for Peter before, during and after the visit, and thanks are in order for the hospitality, organisation, information and kindness offered.

4. Workforce Development Planning

The concept of Workforce Development Planning has been around for some time. Whilst not known at the time of commissioning this project, the Council’s Personnel department has undertaken Workforce Development Planning for all 
services at a strategic level, involving numerical analysis of current employees using various occupational and demographic classifications, considering the potential impact of various internal and external forces using PESTEL and other analytical tools, and conducting risk analysis on inherent and emerging required actions.

Whilst it is important to recognise the presence and implication of this high level analysis, it is also important to register the difference between this, and the study commissioned.
5. Context

The Service, like many Heritage Service departments, can rightly claim it is under resourced – when it comes to the political imperative of Highways v Heritage, rarely does the latter come first when it comes to the annual budgeting process, which is a pity when considering the contribution the service makes to at least two core Council values of Education, and Social Cohesion.

The service has recently lost both senior and junior managerial posts, and other key staff. Several of these positions remain unfilled. Those who are in post mainly possess qualifications and experience considerably in excess of organisational requirements. All staff encountered have an enthusiasm and passion for their subject which is a credit to the service, and a considerable benefit to its customers.
Whilst recognising the current energy sapping process that is Single Status, it might be that a little bit of staff exploitation (via the provision of new and interesting challenges) might provide welcome diversion to those with an intellectual or academic hunger that is currently not fully used.
Consequently, this Workforce Development Planning process is simply keen to establish the aspirations and needs of its current employees in order that by utilising their natural creative talent (and a bit of arm twisting where possible and prudent), progress can be made in satisfying both Service needs and, where possible, individual needs. A numerical analysis of current staffing is at Appendix 3.

6. The Findings

What they said: 
responses from questionnaires (Susan’s)
1. What do you think of the quality of any training/development you have received?

· Responses range from ‘not received any training’ through to ‘excellent’. On balance, the view is that there isn’t sufficient training, and staff development is poor. The County induction programme comes in for some fairly consistent negative comment in terms of its relevance, and some of the training modules (notably customer service) get a poor review. On a positive note, there is consistent recognition and praise for the learning that staff  have gained from their more experienced colleagues.
2. What training/development would you like?

· Apart from one response indicating receipt of all required training, people seem hungry to learn – most frequent request is to understand the tills better, followed by greater understanding of theirs, and their peers’, sites. Some specific requests also for ways of working more effectively with children, becoming more confident at guiding, and learning Welsh.
3. Should there be more on the job training?

· A pretty universal ‘yes’, with observations by some that coaching / on the job training is sometimes more effective than courses, and that we might look externally to other museums, National Trust etc for models of best practice.

4. Are your voices heard regarding service developments?

· A range of responses, from ‘yes’ by one to a few who feel that whilst things might be heard, they are rarely acted upon.

5. What roles do you have + what would you like the roles to be? 
· Not much insightful stuff here, other than a couple expressing a desire to be more ‘hands on’ with the collection.

6. Is there a listening management? 
· Generally ‘yes’, though tempered with the observations of management being stretched, under resourced, not seen often etc.

7. What is the relationship with the Personnel dept?
· Responses range from ‘non existent’ to ‘Good’. Most responses suggest a very distant relationship, confined to interviews and when problems arise.
8. AOB

· Only one, expressing frustration at the lack of training given thus far to do the job – learning acquired seems based solely on what has been gleaned from guide books.

(General observation – comments are consistently more positive from specialist staff – might be worth exploring why.)
responses from questionnaires (Peter’s – Gallup 12)

1. Do I know what is expected of me at work?

· Generally ‘yes’, though interesting observations by some that they are discovering new bits of the job as they go along, and that the job goes beyond what is stated in the job description.
2. Do I have the materials and equipment I need to do my work right?

· Some practical suggestions here – new mats, hoover, better lighting, printer, more desk space etc
3. At work, do I have the opportunity to do what I do best every day?

· Generally ‘yes’, in terms of sharing / communicating history with the public. Some operational restrictions make this a bit tricky for some.
4. In the last seven days, have I received recognition or praise for doing good work?

· More ‘no’s’ than ‘yes’s’, although the manager was on holiday for the week of the questionnaire, so hard to draw wider conclusions. 
5. Does my supervisor, or someone at work, seem to care about me as a person?

· Resounding ‘yes’
6. Is there someone at work who encourages my development?

· Mixed response here – where ‘yes’, it seems to come mainly from peers not management.

7. At work, do my opinions seem to count?

· Mainly ‘yes’
8. Does the mission/purpose of my company make me feel my job is important?

· Generally ‘yes’, with two ‘no’s’, and observations about Single Status devaluing the job.
9. Are my co-workers committed to doing quality work?

· A clear ‘yes’ (with a few ‘very much’ and ‘definitely’)
10. Do I have a best friend at work?

· Clear message coming through on the friendship and camaraderie of all respondents.
11. In the last six months, has someone at work talked to me about my progress?

· Generally ‘no’, either simply stated as such, or qualified by reference to short service. Two said ‘yes’.
12. This last year, have I had opportunities at work to learn and grow?

· Apart from two ‘no’s’, all state either the inevitable learning that goes on in the workplace as one becomes more familiar with it, or make reference to their growing confidence in talking with the public about their offering.
Current Systems

Conversations briefly explored experiences of the various People Management systems encountered in their time with the service, from which it is clear that Denbighshire Heritage Services have in place most of the expected tools of the trade:

	Recruitment Process
	Internal and external recruitment processes appear to be working as required

	Job Descriptions and Person Specifications
	Whilst these on the whole exist, there is little evidence of them being regularly used beyond the recruitment process


	Induction Process
	There is a Corporate process over two days – several interviewees felt it could be improved in terms of interest and relevance. The local induction process appears less structured – some do not appear to have gone through a local induction process other than working alongside colleagues

	Probationary Process
	Triggered after three months, but several cannot recall this happening, or whether it was used to identify any sort of development plan

	Appraisal Process
	An annual process with 6 monthly review is in place, but for all sorts of reasons does not appear to have much currency at present

	Exit interviews
	A learning opportunity to shape the future – I don’t know whether this occurs or not.


With this background knowledge in place, this is what they said to me:

What they said to me

Willingness

· We enjoy working with Friends and want to see the place do well

· It’s about personal respect, not just reward

· The people are brilliant, they give 110%

· I just can’t stop learning!

Remote

· Feel quite isolated at times

· Feel slightly detached from it

· Bursting with ideas but no one to talk to

· Turnover has put us in an awkward position, as we are now on our own a lot of the time

Disappointment

· Promised courses are not always delivered, and there seems to be a reluctance to support non standard courses

· I’m scared the blame might land with me

· Little acknowledgement of change

· Appraisals – they take 5 minutes and are already pre printed – no one ever reads them

· We just don’t bother asking for training these days

· Feel a bit short changed

Communication

· Tend to hear rumours, nothing concrete

· Not knowing the whereabouts of colleagues

Motivation

· We’re receptive to suggestions, but receive no praise

· A little bit of praise goes a long way

· Don’t dampen people’s ambitions – no praise or acknowledgement is given

· How about praising the good we do, not the things that go wrong

· Tend to focus on the little things that go wrong, rather than the things that go right, nice to be a bit more positive

· I learn as I go along, but have received no specific training

Good ideas they came up with
Communication

· More communication and contact with management – what they’re up to, their thoughts on our project, dispel rumours

· Head of Service to be more visible – how about a ‘back to the floor’ exercise?!

· More staff meetings to share and exchange ideas – annually is good but not enough. If we do, then can they be two way discussion, not one way?

· Introduce a simple weekly reporting system of useful information – from Susan to staff, and from sites to Susan.

Learning

· Site visits to understand other attractions in our service would be good – we can then talk to our customers more knowledgeably.

· Multi site working would be good for some

· Several expressed a desire to learn more about the administrative processes and mechanisms via both on the job training, and more structured Business Studies or similar courses
· Graduate traineeship / modern apprenticeships would be good

· Can the corporate induction be made more interesting and relevant?

· Can the local induction be improved?

· Find ways to promote the site better – marketing, leaflets etc

· Relook at ticketing system

7. Emerging Themes
From my visit and research, there are perhaps four emerging themes upon which the last section, Recommendations, is based:

1. Systems – Recruitment, Job Descriptions / Person Specifications, Induction, Probationary, Appraisal Process, Exit Interview

2. Relationships – with colleagues, management, between sites and with Personnel Department

3. Learning Culture – natural inclination, required areas of learning, willingness to learn

4. Communication, Interaction and Involvement – internally and externally, rumours and listening

8. Recommendations

Systems
· Induction – Take steps to ensure a consistency of approach for local induction, consider generating local induction material, checklists and manuals and introducing some sign off mechanism once induction is complete (ACAS have a useful guidance booklet on the subject). Take note of staff observations about the Corporate Induction process and either manage their expectation before they go, or try and influence the content of the Corporate programme.

· Probationary review – as is so often the case, this seems not to get the prominence it deserves – effectively we are saying ‘yes’ or ‘no’ to that employee at that point, so it needs to be more overt, more of an occasion, and an opportunity to consider future development needs.

· Appraisal – as Personnel Department were keen to point out, this is a key instrument in the diagnosis of learning needs, and I believe needs to be resurrected. Maybe the benefits of the process need to be shared more widely – there is doubt in some areas about its usefulness. Maybe some training for Appraisers / Appraisees is appropriate. Most importantly is to be seen delivering on the promises and commitments made at the time of the appraisal.

Communication, Interaction, Involvement and Relationships

These stand at the heart of any successful organisation, and like any worthwhile attribute, need nurturing. People might give 110% for a while, and be hungry for learning and opportunity but its easy to lose that energy and hard to get it back.

· Consider FAM visits for new and existing staff to promote cross venue understanding and sharing of ideas. This will hopefully lead to a hunger in some for multi site rather than single site working opportunities, and may go some way to addressing the sense of isolation previously referred to. Create more opportunities (not necessarily formal) for exchange and discussion.

· Consider how (if it’s desirable) Personnel Department can have a higher profile in the service – they seem to be perceived as just there to deal with tricky issues as compared to helping people develop.

· Consider how you and Paul can be more visible – dairying time to visit sites is an obvious suggestion but will pay dividends in terms of staff perception of the supportive rather than controlling nature of management.
Learning Culture

There is a genuine hunger for learning with many staff – it needs to be fed. Whilst there may be limits on what can be offered by way of functional and technical skills based training, you might start to explore the whole area of behaviours and competencies. It was noticeable the lukewarm reception that Customer Service training had, and yet this is the essence of what the service is about – exploring how this subject can be repackaged in order to promote an engagement with the subject opens up a whole new area of development 
opportunity that needn’t be expensive. Competency Frameworks have been around for some time now, and your Personnel Department should be able to steer you in this area.

Evaluation of learning is something that wasn’t really explored, but good statistical and qualitative assessment of learning outcomes goes a long way towards promoting the business case for more training budget.

Learning Needs

Good appraisals will elicit a far more comprehensive list than my brief site visits revealed, but those that are most apparent are:
· Lone working – isolation and working unaccompanied were quite strong themes encountered, and employees need to know how to do this safely.

· Site specific information, and the packaging / segmentation of that information for different audiences

· Use of tills and related technology, and possibly business studies and related training.
· Promoting a consistency of visitor experience throughout the service through good customer service, effective guiding, knowing how to work with children, communication skills to promote confidence in presenting, and language skills.

· Benchmarking the service against other relevant bodies – attractions, libraries, archives, other museums, countryside department and national standards / codes of best practice will provide all sorts of learning opportunities, which might be funded through a reciprocal arrangement.

9. Opportunities for the future

Much of the recommendations above are based on what was encountered on site visits, and so represents development opportunities for the immediate future. Longer term development opportunities include the introduction of in house trainers; developing a coaching, mentoring and job shadowing capacity; introducing Action Learning sets; reviewing and improving evaluation techniques, and introducing accredited programmes of learning (such as NVQs) into the service.

10. Final thoughts

My thanks for the opportunity to work with Denbighshire Heritage Services. I hope the contents of this report (in full or distilled) will be shared with the Head of Service, participating staff, and the Personnel Department. The task remains for the Museums Development Officer to cross reference any useful findings in this report to existing organisation guidance instruments including the Service Development Plan, the Investors in People standard, and any internal Performance Management planning process.
Site visits to Ruthin Gaol, Nantclwyd y Dre (Ruthin), Rhyl Museum
and Plas Newydd (Llangollen)
‘… provide an analysis of current service …..identify and evaluate the key issues …… set out a plan of action with priorities and targets,,, ‘
(Page 2, Denbighshire Heritage Service Development Plan 2008 – 2011)
	Monday 27 October 2008

	
	Name
	Title
	Location
	Purpose

	09.30
	Susan Dalloe
	Museums Development Officer
	Ruthin Gaol
	Introduction, scene setting and planning

	11.00
	Mei Roberts
	Heritage Assistant
	Nantclwyd y Dre
	Site visit and discussion

	14.00
	Georgina Humphries 
	Personnel Officer 
	Ruthin Gaol
	Workforce Development planning discussion

	15.30
	Sarah Pevely
	Community Archaeologist for N E Wales
	Rhyl Museum
	Site visit and discussion

	Tuesday 28 October 2008

	10.00
	Margaret Barr

Catrin Lewis
	Relief Staff

Heritage Assistant
	Ruthin Gaol
	Site visit and discussion

	11.30
	Gary Lovelock

Ian Dunderdale

Julie Haslem

Janis Deves

Lisa Bell
	Front Line staff and Gardeners
	Plas Newyd
	Site visit and discussion

	15.00
	Paul Murphy 
	Head of Service for Tourism, Culture and Countryside
	Ruthin Gaol
	Strategic overview

	16.00
	Susan Dalloe
	Museums Development 
	Ruthin Gaol
	Review and next steps



Questions for discussion

	Name
	Job Role
	Location




1. What do you think of the quality of any training/development you have received?

2. What training/development would you like?

3. Should there be more on the job training?

4. Are your voices heard regarding service developments?

5. What roles do you have + what would you like the roles to be? 
6. Is there a listening management? 
7. What is the relationship with the Personnel dept?
8. AOB
Gallup 12 Questionnaire

1. Do I know what is expected of me at work?


2. Do I have the materials and equipment I need to do my work right?


3. At work, do I have the opportunity to do what I do best every day?


4. In the last seven days, have I received recognition or praise for doing good work?


5. Does my supervisor, or someone at work, seem to care about me as a person?


6. Is there someone at work who encourages my development?


7. At work, do my opinions seem to count?


8. Does the mission/purpose of my company make me feel my job is important?


9. Are my co-workers committed to doing quality work?


10. Do I have a best friend at work?


11. In the last six months, has someone at work talked to me about my progress?


12. This last year, have I had opportunities at work to learn and grow?
Employee Analysis @ October 2008

	
	
	Gender
	Ages
	Ethnicity
	Disability
	TOTAL

	
	
	M
	F
	16+
	26+
	36+
	46+
	56+
	65+
	White
	African
	Asian
	Other
	
	

	Ruthin Gaol
	FT
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	PT
	
	2
	1
	
	
	
	1
	
	2
	
	
	
	
	2

	
	R
	2
	7
	2
	3
	1
	1
	2
	
	9
	
	
	
	1
	9

	
	TOTAL
	2
	9
	3
	3
	1
	1
	3
	
	11
	
	
	
	1
	11

	Nantclwydd y Dre
	FT
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	PT
	
	1
	1
	
	
	
	
	
	1
	
	
	
	
	1

	
	R
	
	2
	
	
	1
	
	1
	
	2
	
	
	
	
	2

	
	TOTAL
	
	3
	1
	
	1
	
	1
	
	3
	
	
	
	
	3

	Plas Newydd
	FT
	2
	
	
	
	1
	
	1
	
	2
	
	
	
	
	2

	
	PT
	
	6
	
	
	2
	3
	1
	
	6
	
	
	
	
	6

	
	R
	
	1
	
	1
	
	
	
	
	1
	
	
	
	
	1

	
	TOTAL
	2
	7
	
	1
	3
	3
	2
	
	9
	
	
	
	
	9

	Rhyll
	FT
	
	1
	
	1
	
	
	
	
	1
	
	
	
	
	1

	
	PT
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	R
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	TOTAL
	
	1
	
	1
	
	
	
	
	1
	
	
	
	
	1

	Management
	FT
	
	1
	
	
	1
	
	
	
	1
	
	
	
	
	1

	Secretary
	PT
	
	1
	
	1
	
	
	
	
	1
	
	
	
	
	1

	Total
	FT
	2
	2
	
	1
	2
	
	1
	
	4
	
	
	
	
	4

	
	PT
	
	10
	2
	1
	2
	3
	2
	
	10
	
	
	
	
	10

	
	R
	2
	10
	2
	4
	2
	1
	3
	
	12
	
	
	
	1
	12

	
	TOTAL
	4
	22
	4
	6
	6
	4
	6
	
	26
	
	
	
	1
	26
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Peter Lumley, Personnel & Training Consultant
Autumn 2008
email peter@realise-change.co.uk
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