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London Borough of Barnet NGDP
Guidance for Managers

The NGDP
The National Graduate Development Programme (NGDP) is a two-year management programme, run by the Local Government Association (LGA). The programme was set up to provide local government with future managers and to give committed graduates the training and opportunities to make a positive impact in the public sector.

Graduates undertake a series of placements in key areas within a participating local authority. This is designed to equip them with a broad understanding of local government strategy, front-line service delivery and back office support functions. 
The NGDP positions local government alongside the NHS Graduate Management Training Scheme and Civil Service Fast Stream, who have their own, well-established graduate training programmes. The NGDP develops graduates as generalists, setting it apart from other professional entry routes which Barnet participates in.

Although employed by the council on a two-year, fixed-term contract, graduates benefit from being part of a national cohort of graduates. As part of this, graduates participate in a national induction event, join an established knowledge-sharing network and undertake accredited learning and development, now led by the Institute of Leadership and Management (ILM).
The person specification at the end of this document describes the knowledge, skills, and behaviours that are required to gain entry to the NGDP.

The NGDP in Barnet 

Key facts about the scheme:
· A 2 year scheme, typically made up of four, six month placements across the council
· As part of the scheme one of the graduate’s placements will be hosted  in the Commissioning Group
· The first placement is allocated to the graduate, all subsequent  placements are chosen by the graduate in response to offers received across the council, reflecting their interests and development needs
· In times of high demand, efforts will be made to ensure a fair spread of graduates across the council and that there is not concentration of placements in one area of the business
· Graduates are expected to undertake a minimum of three placements to gain a sufficient breadth and depth of experience. Line managers and other colleagues are therefore asked not to make offers of employment unless the graduate is reaching the end of their third placement.  This will ensure that the graduate experiences a range of different placements and the wider organisation is able to continue to benefit from graduates remaining on the programme
· Placements are funded by the host service (salary costs range from SCP27-29, £17.5k - £19k, for a 6-month placement including on-costs)

· Placements need to offer a well-defined role, which clearly sets out objectives, priorities and tasks to be achieved within the 6 months
· Graduates take part in a national learning and development offer, which involves external training and requires 2 days of study leave per placement 
· Although graduates are not part of the council’s formal performance appraisals process, progress should be regularly discussed between the graduate and their line manager, with development captured on a regularly updated capability framework

Overview

Barnet has been involved with the NGDP since the start of the programme in 2002 and benefits from programme support at a senior level through the Chief Operating Officer, who is the senior sponsor of the programme.
In order to provide graduates with the opportunity to experience different parts of the council – and to give each part of the business the chance to benefit from having a graduate in their team - Barnet’s NGDP scheme is typically made up of four, six month placements. There may be some flexibility to extend placements for longer than 6 months, for example, to allow the graduate to see an important piece of work through to its conclusion. In general, extending placements for a few weeks is not problematic but extending placements for any longer than this is not encouraged.  Any extensions should be discussed and agreed with the NDGP co-ordinators.
There are some specific requirements of Barnet graduates:
· Graduates are required to undertake at least one, six month placement in the Commissioning Group.  This is in line with a decision taken by the Strategic Commissioning Board. The other three placements can be taken within any other Delivery Unit or group. Graduates are also able to arrange a placement with one of the council’s strategic partners or external providers.
· In Barnet, we expect 3 placements to be undertaken as a minimum (equating to approximately a year and a half of the programme) before graduates consider taking up a substantive post either within the council (although there is no requirement for the council to offer graduates a substantive post at the end of their time on the scheme) or externally.
· Whilst it is often tempting for managers to offer high performing graduates a substantive role in their team, it is important to ensure that the wider organisation is able to benefit from the graduates remaining on the programme for at least 18 months.
· As such, line managers and other colleagues working with the graduate are asked not to make offers of employment unless they are reaching the end of their third placement.  If managers are thinking about making an approach to a graduate after the 18 month period, this should be discussed with the NGDP placement co-ordinators before an approach is made either informally or formally.
The NGDP forms an important part of Barnet’s pipeline of future talent into the organisation and senior sponsors consider a breadth and depth of experience to be an important part of building up the capability and expertise of graduates. It is felt that at least 3 placements are required for graduates to experience a good cross section of strategy and service delivery across the organisation.  
Barnet has already benefitted from the graduate scheme through attracting and developing future talent. Barnet has high levels of retention and the majority of NGDP graduates take up substantive posts in the council following their time on the programme. Many of the former NGDP graduates have progressed to senior officer roles in the council and Barnet also attracts NGDP graduates from other councils.
Barnet’s NGDP Placement Co-ordinators

Barnet’s NGDP scheme is organised by placement co-ordinators (former NGDP graduates) who liaise with senior management across the council and our partners to co-ordinate placements for graduates. Placement co-ordinators also have oversight of each graduate’s development and meet with graduates on a six weekly basis.
Key contacts

Amy Steel (x4072)

Iphigenia Christophoridou (x3882)
Naomi Kwasa (x4144)
There are a number of managers around London Borough of Barnet who have experience of managing an NGDP graduate.  If you would like to be put in contact with another manager, or would like to discuss this guidance further, please contact one of the placement co-ordinators.

Line management

Line management responsibility for the graduate rests with an identified line manager within the graduate’s placement.  It is very important that clear line management arrangements are in place from the outset of each placement and this should be specified in the role profile.  Barnet’s placement co-ordinators take an overview of the administrative process to ensure that details are kept up to date with HR, Finance and IS.  
Line Managers should consider how to link the LGA’s learning and development requirements for the graduate back to the activities of the council. Placement co-ordinators are on hand to assist where required. 

Line Managers should arrange to meet with the Placement Coordinator at appropriate milestones in the NMT’s placement to ensure the placement objectives are on track.

Hosting a graduate

Barnet runs a bidding process every 6 months to determine where graduates will undertake their next placement. Prospective managers submit a bid outlining their proposal for a graduate placement. The relevant Delivery Unit (or provider) incurs the cost of the graduate, pro-rata for that placement length. Salary costs range from SCP27-29 (£17.5k - £19k, for a 6 month placement including on-costs) depending on the length of time the graduate has been with the council. 
For their first placement in Barnet, graduates are automatically allocated a service area from the bids received. Existing graduates have the first choice of placement. Placement co-ordinators decide by consensus where new graduates will be placed. Allocation is typically based on where there is the greatest need for resource, and approved by the Assistant Chief Executive. 
For a number of graduates their first placement may be their first substantive post, so it is expected that their line managers will have the capacity to provide the graduate with the support and feedback they need to develop quickly.
Following their first placement, graduates are encouraged to choose their own placements, reflecting their individual development needs as well as that of the organisation. If there is high demand for one particular placement it may not be possible for a graduate to have their first preference. Graduates are then required to decide amongst themselves who will undertake the placement, with placement co-ordinators assisting where required. 
Placement co-ordinators and senior sponsors will assist in ensuring a fair allocation of placements to ensure that maximum business benefits are derived from the scheme and there is a fair spread of graduate resource across the council. In times of particularly high demand for graduate resource, it may only be possible for one graduate to take up a placement in each Delivery Unit or Group. 

Demand for graduates continues to outstrip supply in most bidding rounds. Participating managers bidding for graduates are asked for their understanding on this front and, if unsuccessful, are encouraged to apply again at future recruitment rounds. 

Placements

Line Managers should enable the graduate to work to a high-level competency. The graduate should play a key role in their team and be able to learn and develop, gain a wide range of experience, challenge and be challenged. It is important that the line manager develops a strong role profile for the graduate, as they would for any other member of their team. Setting clear objectives, priorities and responsibilities will ensure benefits to both the graduate and the service area.  

To ensure that graduates get the best experience and add the greatest value to the local authority, Line Managers are asked to proactively raise awareness of the NGDP and help the graduate build their profile.
If a line manager has hosted a graduate in the past, placements should be kept fresh for each NMT to allow them to bring their own skills and perspectives to the service. Graduates should be given responsibility for particular areas of work and be given the opportunity to take on line management responsibilities or support of apprentices, interns or work experience staff where possible. 
National learning and development component

During the course of the 2 year programme, graduates undertake national learning and development, made up of an induction, four modules and a ‘wrap up’ session.  All modules are residential and are held at Warwick Business School, the majority of expenses are paid by the LGA. Travel expenses are logged on Core by the graduate and are paid by the central Barnet budget for the NGDP.  

Study leave

Barnet provides graduates with up to 2 days study leave for each of their learning and development modules (but not for the national induction or final ‘wrap up’ event). 

Graduates may wish to take time out of the office to undertake their study leave, or may choose to incorporate study time during normal work hours. 

Arrangements for taking this leave are to be agreed locally between the graduate and their line manager.  Placement co-ordinators track this leave and it is the graduate’s responsibility to inform the placement co-ordinator of arrangements for taking this leave. 
Mentors

Graduates are each allocated a mentor who is a senior officer within the council.  Each graduate is also allocated a ‘buddy’ who offers informal advice and guidance and is usually a part of an earlier cohort of the NGDP programme.

Capability framework 

Graduates are not formally appraised as part of the council’s performance review process. Instead, the capability framework serves as a personal development tool for graduates and is used to track a graduate’s progress on the NGDP. 
The capability framework allows a graduate to effectively manage and plan how they will gain maximum benefit from the NGDP. The capability framework is a competency management tool. Over the course of the programme it is expected that every graduate develops from being someone with ‘potential’ to a valued member of staff, who has a range of skills, knowledge and experience expected of a ‘future managerial leader’ in local government. 

Barnet’s NGDP programme requires that the graduate and their line manager complete the capability framework at the start and end of each placement.  The initial completion of this with the line manager will provide an opportunity for the graduate to share their experiences prior to and whilst on the NGDP and to reflect on their skills and knowledge at the start of each placement. 
Completing the capability framework at the beginning and end of each placement enables the graduate to see how they have progressed and to identify areas for further personal development. This will help to shape their thinking about their future placements.

The graduate also brings their capability framework to their placement co-ordination meeting to ensure that all parties are up to date with their progress. There is an optional scoring element to the capability framework which enables graduates to identify their progress over the course of placements and the two year programme.
Barnet’s placement co-ordinators track the progress of graduates and it is the graduate’s responsibility to ensure that they send a copy of the completed capability framework to the placement co-ordinators at the end of every placement. A mid-placement review takes place between the graduate, placement coordinator and line manager in every first placement and at the placement co-ordinator’s and graduate’s discretion thereafter.
The compilation of the capability framework documents at the end of the programme will provide the graduate with a portfolio of their work, clearly evidencing how they have developed their skills and knowledge.

In-house learning and development

In addition to the national LGA learning and development component, Barnet has an in-house learning and development offer.  Learning needs are identified by line managers, graduates and placement co-ordinators.  Training provision is commissioned as needed from the central NGDP budget. It is expected that line managers will actively encourage graduates to undertake training within their placement as well as other development activities such as shadowing front line services or attending sessions or events in other parts of the council. 

Other development opportunities

There may be other opportunities for graduates as part of the national scheme, such as attending information days for the new recruitment round of the NGDP or attending events, such as the LGA Conference. Graduates are encouraged to take up these additional opportunities, but time away should be agreed locally with line managers.  
Barnet has a culture of graduates supporting the running of the scheme and are involved in interview days and national recruitment events during the spring/early summer which normally equates to 2 days of the graduates’ time. 
NGDP Person Specification

This person specification describes the knowledge, skills, and behaviours that are required to gain entry to the NGDP. The scheme seeks to attract highly talented, motivated and personally driven individuals who see a career working in and for local government as inspirational. The scheme aims to develop individuals who will act as effective change agents and enablers in a council. The scheme is designed to help individuals realise their leadership potential in a vibrant and rapidly changing sector.

The minimum entry requirements are a 2:1 degree. After which there are 8 key criteria to comply with:  

1. Working with others 

The ability to operate effectively with others that demonstrates an understanding of diversity, political sensitivity, and emotional intelligence. To be able to bring people together in order to achieve the benefits of change meeting customer/stakeholder expectations on time and within cost constraints. 

 2. Persuasive Communication 

The ability to communicate persuasively with confidence both orally and in writing demonstrating the ability to influence and appropriately chose the right style of communication to fit the audience. 

3. Planning and Organisation

The ability to manage time and prioritise work effectively to achieve objectives and deliver outcomes focusing on the relevant key drivers for change.  

4. Drive for Results

The ability to act on own initiative and take responsibility for decisions to achieve results. This is demonstrated with a tenacity to pursue of goals and challenge the status quo to bring about change. 

5. Analysis and problem solving

The ability to identify, analyse and interpret relevant information from a range of sources to solve complex people/community centric problems and develop well-informed solutions. 

6. Motivation for Learning and personal resilience. 

The ability to proactively seek out opportunities for personal learning and development; the mental resilience to cope with change and then combine the two to learn from all experiences and apply knowledge / skills to better effect.  

7. Commitment to local government and the wider community

The ability to understand the needs of a local community in the current policy context and the leadership role local government has through local democracy, community engagement, commissioning, partnerships, and direct interventions. 

8. Leadership potential

The ability to demonstrate an understanding of the key aspects of transformational leadership and how this is applied in current context of leading local government through times of unprecedented change.  
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