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1 Introduction

National Occupational Standards (NOS) have been widely used by individuals and
organisations throughout the UK for many years. They have been developed for the majority
of occupations across the public, private and voluntary sectors, and have been adopted
across many areas of local government - Democratic Services, the Fire Service, and
throughout management and leadership roles for example.

National Occupational Standards for Electoral Services have now been developed and,
following their formal accreditation in 2007, are available for use as a resource to assist
practitioners in addressing the myriad of personal and professional development challenges
that they face.

NOS are ‘employment-led’ - they are developed by practitioners for practitioners — and aim
to describe good practice in an explicit and measurable way. These features mean that NOS
represent a unique and valuable tool for individuals, teams and managers alike when faced
with questions such as:

What should | be able to do in my new role?

How can we be sure that we select the right person for the job?

What can | do to make sure that quality standards are maintained within my team?
How can I further my career and get to the next stage?

What learning and development do | need to provide for my staff?

NOS can help with these and many other issues, and are flexible enough to work in harmony
with existing workplace policies and standards. They are often used as the basis for
qualifications but are also used by employers to inform job descriptions, personnel
specifications, and recruitment and selection processes, performance appraisal systems,
identifying training needs and designing training programmes. Fundamentally, NOS provide
a benchmark of good practice and can support you in the achievement of both personal and
organisational aims.

It is worth noting that the NOS for Electoral Services are different from, but complementary
to, the Performance Standards developed by the Electoral Commission. The Commission’s
Performance Standards focus on defining quality standards for the service as a whole,
whereas National Occupational Standards describe the standard of performance expected of
individuals. However, it is envisaged that adoption of the NOS within Electoral Services will
assist greatly in the achievement of service-level Performance Standards.

How to use this document
This Toolkit has been developed to sit alongside the new NOS for Electoral Services. It aims

to give the user:

. An introduction to National Occupational Standards, and their potential uses and
benefits [Sections 2.1 - 2.3]

. An understanding of the key components of NOS [Section 2.4]
. An overview of the new NOS for Electoral Services [Section 2.5]

. Clear, step-by-step guidance on how to use the NOS for a variety of individual and
organisational development purposes [Sections 3 and 4]

. A directory of useful resources and contacts [Appendix 1]
. A mapping between the NOS and the AEA Qualifications [Appendix 2]
. Presentation materials to use when explaining NOS to others [Appendix 3].



2 National Occupational Standards

2.1 What are National Occupational Standards?

National occupational standards were first established in the United Kingdom in 1986. They
are sponsored and promoted by key government departments and agencies with
responsibility for education, training and qualifications, as well as all local government
employers and organisations.

They are developed by Standards Setting Bodies [SSBs] working very closely with relevant
employers, professional bodies, trades unions and practitioners themselves. National
Occupational Standards (NOS) are expressed in terms of outcomes that individuals are
expected to achieve in their work. NOS represent input from practitioners across the four
home countries and reflect standards of good practice which are both fit for purpose and fit
for the future.

Once they are nationally accredited, NOS represent the accepted benchmarks of good
practice in the occupation they cover. They can then be used for a wide range of practices
including the measurement of how well an individual performs in their job. To ensure that
they are up to date, NOS are reviewed periodically.

2.2 What National Occupational Standards are available?

National Occupational Standards are available for most occupations throughout the UK, from
Accounting to Youth Justice. More specifically, NOS are in place for most occupations in
local government — for example, management, administration, democratic services,
information technology, emergency fire services, child-care and education, social care,
housing, horticulture, environmental conservation, and sport and recreation. A directory of all
the NOS that are accredited currently can be found at:
www.ukstandards.org/Find Occupational Standards.aspx. The following links will take you
to the NOS for Electoral Services:

www.aea-elections.co.uk/nat occ stds.isp

www.ukstandards.org/Find Occupational Standards.aspx?NosFindID=4&SuitelD=1237

www skillsplus.gov.uk/idk/core/page.do?pageld=5376506

In 2006, SkillsPlus, the local government strategic skills partnership, commissioned work to
develop up-to-date and forward-looking national occupational standards (NOS) to cover
Electoral Services. The project involved all the key stakeholders across the UK, including:

o Electoral Commission

o Electoral Office for Northern Ireland (EONI)

o Association of Electoral Administrators (AEA)

o Society of Lawyers and Administrators in Scotland (SOLAR)

o Scottish Assessors Association (SAA)

o Society of Local Authority Chief Executives and Senior Managers (SOLACE)

. local authority employers and employees in each of the ‘home nations’.

The National Occupational Standards for Electoral Services were accredited in April 2007

and are now available for use across the sector. See Section 2.5 for more information about
the content and coverage of these NOS.

' Note that the work of SkillsPlus is now undertaken by Local Government Employers (LGE)



2.3 What are the Uses and Benefits of National Occupational Standards

NOS provide a ‘model of good practice’. They comprise a set of nationally agreed units of
competence that detail all the roles and responsibilities that staff and managers need to
carry out at every level, the standard of performance they must achieve and the knowledge
and skills they need. The NOS for Electoral Services are approved by the UK regulatory
authorities and can be used for a host of purposes, for example to:

o inform the continuing development of the AE A professional qualification
o induction

. underpin training and development programmes

o provide the basis for performance management systems

. help develop job descriptions and person specifications

o assist in staff career progression.

2.4 What does a National Occupational Standard look like?

National occupational standards are organised into Units. Each unit should represent a
significant ‘chunk’ of an individual's job — the sort of function that might appear as a ‘main
responsibility’ in a job description.

Each unit is then broken down further. Each Electoral Services unit contains three main
sections:

1. Unit Summary

2. Outcomes of Effective Performance

3. Required Knowledge and Understanding

The following pages explain each of these in more detail.

Note that the NOS that have been imported from other suites, such as Management and
Leadership and Administration, follow a slightly different format from those developed
specifically for Electoral Services. Each of these units contains sections that cover
performance and knowledge and understanding, but may also have sections that identify
‘skills’, ‘behaviours’, ‘key words and concepts’ and/or ‘personal competences’ for example. In
some units, the activity in question is broken down into a number of ‘elements’, with each
element identifying performance criteria and knowledge requirements. In other units, such as
those imported from Democratic Services, the term ‘range’ is used instead of ‘scope’.
Although this may seem confusing at first, you will soon get used to interpreting the
requirements of each unit — focusing in on the performance and knowledge requirements will
help.

Section 2.5 includes a full list of the units relevant to Electoral Services and provides a
summary of the content of each unit.



Unit Summary

The first page of each unit summarises its content. The purpose of this page is to provide
the reader with an ‘at-a-glance’ summary of what the rest of the unit contains. However,
there are also some other useful pieces of information, for example, information about the
types of staff the unit could apply to and its relationship to other units. An example, taken
from the NOS for Electoral Services, is given below.

%&

\ oL

Working effectively with others - whether they are managers, colleagues, suppliers etc - is a key part of
everyone’s job. Whilst the more general aspects of this are covered within Unit D1 and D2 (from Management
and Leadership), this unit focuses specifically on those stakeholders with whom you may come into contact as
part of your work in electoral services e.g. elected representatives, candidates and electors. In particular, it
emphasises the importance of demonstrating a political sensitivity in dealings with stakeholders, and
maintaining an appropriate balance between openness and confidentiality.

This unit is appropriate to the work of both permanent and casual members of the electoral services team who
interact and deal with stakeholders, such as elected representatives and members of the local community, in
the course of their work.

This unit links with the following units:
® D1 — Develop productive working relationships with colleagues

® D2 — Develop productive working relationships with colleagues a

Stakeholders will include:
Elected representatives
Candidates and their agents
Political parties
Government departments
Electors

Members of the local community (e.qg. munity groups, media, local
The Electoral Commission

Representatives of other organisations Local Authorities)

Credit reference agencies

Courts service
A

\ \ \ 1\ \.&

( 88"




Outcomes of Effective Performance

The outcomes of effective performance are covered on page 2 of each Unit. They
comprise a series of criteria against which good practice can be measured. For a
member of staff to be judged to be working to good practice standards, they must be
able to achieve all of the outcomes when they are carrying out the activity described
in the unit.

Scope is also included within most units. Scope defines the different circumstances
or contexts across which an individual will need to operate if they are deemed to be
working competently. The scope helps to ensure that staff are competent beyond the
immediate situation in which they are working. In the NOS for Electoral Services, the
terms that have been scoped in this way are highlighted in blue within the
performance outcomes, and relate to the corresponding section in the Introduction on
page 1.

Relating to stakeholders

You must be able to:

1. present yourself to stakehold in a way that provides a positive image of your department/organisation

2. deal with stakeholders in a courte “us and helpful manner

w

provide stakeholders with the infor ‘on and support they need to participate in relevant democratic

activities
communicate with stakeholders clearly, a tely and in a way that is appropriate to their needs
observe requirements for openness and conf

show political sensitivity in all situations involvin

N

try to solve problems for stakeholders in a way tha istent with your own responsibilities and

organisational policy, seekin sistance from others cessary

8. remain calm and professi when dealing with stakeho are angry or distressed

9. represent organisatio icy, but not political views, in all with stakeholders




Knowledge and Understanding

To achieve good practice, staff members need knowledge and understanding. An
example of knowledge would be relevant legislation. An example of understanding
would be the principles of good practice that underpin what they do. This is covered
in the Knowledge and Understanding section on page 3 of each unit. Like the Scope
discussed above, Knowledge and Understanding helps to ensure the member of staff
is ready to deal with any type of situation that may arise when carrying out this
activity.

The important thing about the knowledge and understanding is that it should cover
everything the member of staff needs to know and understand in order to carry out
the unit successfully. The knowledge and understanding could also form a vital part
of any education and training programme that members of staff receive in the future.
An example is provided below.

#H
You need to know and understand the following:
Legislation, policy and practice
K1. relevant legislation, codes of practice and guidance relating to relationships with stakeholders
K2.  your organisational and policies and procedures relating to relationships with stakeholders
K3. the range of stakeholders with whom you are likely to establish working relationships
K4.  your role, and the role of others, in establishing working relationships with stakeholders

K5. the importance of being confident and assertive in your communication with stakeholders

Relating to stakeholders

K6. the ways in which you can present a positive image of your department/organisation through your own

appearance and behaviour

K7.  the importance of being courteous and helpful in your dealings with stakeholders

K8. the types of support and information that stakeholders may need when they wish to participate in local

democratic activities; the ways in which support and information can be delivered

K9. the different types of communication difficulties that you may encounter when dealing with stakeholders

and how to overcome these

K10. issues of confidentiality and openness when dealing with stakeholders; situations in which information

must be given and situations in which information should be restricted
K11. the types of political pressure that you may experience and how to deal with this

K12. the situations in which political sensitivity may be important and how to demonstrate this

K13.

K14.

the limits of your own role and competence when it comes to solving problems on behalf of stakeholders

why it is important not to show your own political affiliations and to prevent your own political views

influencing your relationship with stakeholders




2.5 What do the National Occupational Standards for Electoral Services
cover?

The full suite of NOS for Electoral Services comprises 45 individual units. Twenty of
these units have been developed specifically to describe good practice within the
sector and are coded ES1 — ES20. The remaining units have been imported from
other suites of NOS, such as those developed for ‘Management and Leadership’ and
for ‘Business and Administration’, as they describe competences that, although more
generic in nature, are relevant to the work of staff within Electoral Services.

For ease of use, the NOS have been grouped under the following sub-headings:

. Increasing participation

. Electoral registration

. Managing and administering elections/referendums

. Working with people

. Managing resources

. Managing projects

. Managing information

. Equality and diversity

. Health and safety

. Managing the service.

Not all of the units will be relevant to all members of staff. They have been developed
to cover the full range of activities carried out across electoral services as a whole
and it will be necessary, therefore, to identify those units most relevant to your role -
or, if you are a team leader or manager, to the roles carried out by your staff. To help
with this process, Section 3 provides some example Role Profiles and gives
guidance on how to adapt these for your own use. However, the following tables will

give you an overview of the content of each of the units, and you should be able to
start identifying those that you would like to look at in more detail.

INCREASING PARTICIPATION

UNIT TITLE SUMMARY
1 |5 & & 0 ,
&
$0 66 77
& & 8 §
8& & 4
C &
&
8&
9 0 (
( &
& & 50
&
& & 8&




ELECTORAL REGISTRATION

UNIT TITLE SUMMARY
& 2 &
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MANAGING AND ADMINISTERING ELECTIONS/REFERENDUMS
UNIT TITLE SUMMARY
) 5 & & & & 2
& 8 §
& , " &
) : &
¢ & )
§
3 9 & & i &
§0 &
&
& & &
& 2
- & ( 2 §
Note that administering the nominations process and briefing candidates
efc is covered within other units.
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MANAGING AND ADMINISTERING ELECTIONS/REFERENDUMS (Continued)

UNIT TITLE SUMMARY
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deployment of casual staff is covered within Unit ES18.
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MANAGING AND ADMINISTERING ELECTIONS/REFERENDUMS (Continued)

UNIT TITLE SUMMARY
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WORKING WITH PEOPLE
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1 Note that these units have been imported from the NOS for Management and Leader ship (2004)



WORKING WITH PEOPLE (Continued)

UNIT TITLE

SUMMARY
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1 Note that these units have been imported from the NOS for Management and Leader ship (2004)




MANAGING RESOURCES

UNIT TITLE SUMMARY
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1 Note that these units have been imported from the NOS for Management and Leader ship (2004)
¢ Note that these units have been imported from the NOS for Management (1997)
¥ Note that these units have been imported from the NOS for Busine ss and Administration (2005)




MANAGING PROJECTS

UNIT TITLE SUMMARY
+1 : &t = & ¢ (
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MANAGING INFORMATION
UNIT TITLE SUMMARY
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EQUALITY AND DIVERSITY
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1 Note that these units have been imported from the NOS for Management and Leader ship (2004)
Q Note that these units have been imported from the NOS for Democratic Services (2001)




HEALTH AND SAFETY

UNIT TITLE SUMMARY
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MANAGING THE SERVICE
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1 Note that these units have been imported from the NOS for Management and Leader ship (2004)




3 Role Profiles

3.1 Introduction

In order to start using the NOS in a constructive way, it is first necessary to identify
which units are most relevant to a person’s role. This can be described as developing
a ‘role profile’. Role Profiles help individuals understand what is expected of them,
and what they need to know and understand in order to perform effectively.
Importantly, they can form the basis of other personal and/or organisational
development activities such as recruitment, induction, and the design of learning
programmes.

This section provides guidance on using NOS to develop role profiles, as well as
giving some examples for a variety of jobs within Electoral Services.

3.2 Developing Role Profiles

Arole profile can comprise a list of the National Occupational Standards relevant to a
particular role. The following diagram sets out the key steps involved in using NOS to
develop a role profile:

This information may already be available in a job
description, but make sure that it is up-to-date and
accurately describe s the individual’s work.

1. List the main tasks,
duties or responsibilities

of the role
Taking each task, duty or responsibility in turn, look
through the NOS and identify the unit or units that
2. Identify relevant units appear most relevant. Start by looking at the Unit
from the suite of NOS Titles and Summaries checking the detail of the
for Electoral Services units if you need to. You may find that several units

are relevant to some tasks/re sponsibilities, or that
one unit is relevant to several tasks.

3. Produce a draft Role
Profile Once you have identified all the relevant units, you

can produce a draft Role Profile i.e. a list of the NOS
that relate to a particular role. Review the draft
profile with @ manager and/or colleagues to check
. T that the profile is accurate and covers the full range
4. Review and fi ':]a"se of tasks or responsibilities. A Role Profile should be
the Role Profile reviewed periodically to ensure that it continues to
reflect the job role in question.

In a team, department or organisation, many Role Profiles will be similar and are
likely to share a number of common units. This can be useful in identifying the core
functions carried out within the service, and can also highlight the differences
between roles as well as the learning and development that may be required to
progress from one role to another.

1)



3.3 Example Role Profiles

Although certain duties within Electoral Services are specified in legislation, the
precise content of job roles tends to vary from organisation to organisation and from
area to area. For example, larger Local Authorities are likely to organise workloads
on a specialism basis, whereas a staff member within a small, rural Authority may get
involved in a much broader range of activities. Responsibilities can also vary from
one country to another, an example being the processing of information for identity
cards, an activity required in Northern Ireland but not elsewhere. Likewise, there are
variations in the extent to which individuals take full responsibility for carrying out
certain tasks, contribute to their achievement, or delegate them to others.

For these reasons, it is not possible to define within this Toolkit the Role Profiles that
will apply across all situations. You are encouraged to develop your own, using the
examples provided below as a model where relevant.

Once you have developed individual Role Profiles, you may wish to identify Team
Profiles i.e. those NOS that are shared by a particular group or team of people within
your organisation e.g. Electoral Administrators. This can be particularly helpful when
designing and delivering training programmes, for example, as resources can be
targeted at developing those core competences required by all staff within the group.

13



3.3.1 Electoral Administrator

The following profile might apply to a range of job titles where the role and
responsibilities are broadly similar e.g. Registration Assistant, Administrative
Assistant. Individuals are likely to contribute to the achievement of these activities
rather than take full responsibility for them. The precise activities carried out by an
individual and the degree to which they take responsibility for them will vary from
organisation to organisation.

EXAMPLE ROLE PROFILE: ELECTORAL ADMINISTRATOR
: &
9 C &
4
17 ' (Northern Ireland only)
116 &
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3.3.2 Electoral Services Manager

The following example role profile is relevant to Managers who are responsible for the day-to-
day running the service. The precise activities carried out by an individual and the degree to
which they take full or part-responsibility for them will vary from organisation to organisation.

EXAMPLE ROLE PROFILE: ELECTORAL SERVICES MANAGER
9 (¢ &
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3.3.3 Head of Electoral Services

Note that the following could apply to Deputy Returning Officers and Acting Returning
Officers (or any other Officer to whom the duties of a Returning Officer have been
delegated), and to Directors with overall responsibility for the service. The precise
activities carried out by an individual and the degree to which they take full or part-
responsibility for them will vary from organisation to organisation.

EXAMPLE ROLE PROFILE: HEAD OF ELECTORAL SERVICES
1 5 & & g & &
) 5 & &
3 9 &
11 6 &
1 & :
5 8 &
5 5 && ( & (
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4  Using National Occupational Standards

4.1 Introduction

This section explores some of the key uses of National Occupational Standards. The
guidance provided is not intended to be prescriptive; rather it aims to give you an
overview of possible approaches, and checklists to act as ‘aide memoirs’ when
addressing various workforce and professional development issues.

In order to set the scene, the following diagram summarises some of the important
processes with which NOS can assist:

Development of Job
Descriptions

Professional Recruitment and
Development Selection

Learning and

Development .
P Induction
Including identifying needs,

design, delivery and evaluation

Performance
Management

Including setting objectives,
providing support, and appraisals

It is recognised that the above is a simplistic representation of what are often very
complex activities - activities that are frequently interlinked and interdependent. For
example, an induction programme may well include an element of formal training,
and appraisal in a performance management context may require an analysis of
development needs. However, it is provided to help you navigate through the
following sections and focus on those areas that are of particular interest or
importance in your current role.



4.2 Job Descriptions

Clear and well-written job descriptions are essential if staff members are to
understand their role and responsibilities, and the way in which they contribute to the
achievement of the organisation’s objectives. National Occupational Standards
(NOS) can support both the review of existing job descriptions and the development
of new job descriptions.

The NOS Unit Titles provide a useful starting point, indicating the activities to be
included within new or updated job descriptions. In addition, linking the Unit Titles to
job descriptions can support the future management and development of job holders,
as each Unit Title provides a link to the detailed content of the standard where the
required skills, knowledge and understanding are described in more depth.

Your organisation may well have a standard pro forma for the development of job
descriptions. Typically, a job description will include the following:

Job Title

Organisation This could include an overview of the role and work of the organisation

Grade or Salary

Location The office or area where the job holder will work

Reporting Structure The job title/name of the job holder’s line manager, and those for whom
the job holder has line management responsibility

Key Relationships Those contacts within the organisation or external to the organisation
with whom the job holder will have regular involvement

Purpose and Objectives An overview of the role

Responsibilities or Job A detailed list of the duties, tasks and activitie s that the job holder is

Activities expected to undertake — this is a key area that can be informed by, and
cross-referenced to, National Occupational Standards

Other Information This section could include, for e xample, information about the level of
autonomy of the job holder, the length of the contract, or confidentiality.

Person specifications often sit alongside job descriptions and describe the abilities
and qualities required by the job holder in order to perform competently in their role.
Again, your organisation may use a standard pro forma but typically they include the
following:

Qualifications The academic and/or professional qualifications required

Experience Any previous work e xperience relevant to the position

Skills The generic or specific skills and knowledge required by the job holder

K led — NOS can help here as they specify, in clear and measurable terms,
nowledge the skills and knowledge required for work activitie s

It can be helpful to distinguish between those attributes that are ‘essential’ and those
that are ‘desirable’ (i.e. those that could be developed).



The following diagram sets out the key steps involved in developing job descriptions

and person specifications:

1. Determine the overall
purpose of the job

2. Identify relevant
National Occupational
Standards

3. Develop the Job
Description

4. Develop the Person
Specification

5. Check the Job
Descriptions and Person
Specifications

6. Review Job
Descriptions and Person
Specifications

It is important to be clear about the contribution that
the job holder is e xpected to make to the
achievement of team and organisational objectives.

Identify the main tasks or responsibilities of the job.
The NOS Unit Titles and Summaries are a useful
starting point — use them as a checklist, and select
and list those relevant to the job.

The Job Description should be developed in line with
organisational requirements regarding format and
structure. Use the NOS units to inform the content of
the section describing the job holder’s
responsibilities, duties or activities. You can adapt
the terminology used within the NOS to suit your
needs, for example: Unit ES4 is ‘Maintain and
update ele ctoral registration information’ but, within
the Job Description, could be amended to
‘Contribute to the maintenance and updating of
electoral registration information’ to reflect the level
of responsibility of the job holder. Likewise, if using
Unit ES19, which covers working relationships with
‘stakeholders’, you could list the stakeholders
relevant to the job holder.

Include information about the e xperience and
qualifications required of the job holder e.g. AEA
Qualification, driving licence, elections experience.
Evaluate the relevant NOS and identify the key skills
and knowledge required to perform competently in
the job — the se may include, for example, project
management, IT, and budget management skills and
knowledge and understanding of relevant legislation,
statutory duties, and elections procedures.

Test the Job Description and Person Specification
by consulting managers and other job holders. You
may also wish to consult with other key stakeholders
external to your team or organisation.

The requirements of the organisation and of the job
will change over time. It is important, therefore, to
conduct regular reviews of Job Descriptions and
Person Specifications to ensure that they continue to
reflect the se requirements. Remember that NOS are
also reviewed periodically to reflect changing
working practices.



The following example Job Description and Person Specification show how the NOS
for Electoral Services link to and can inform these important documents.

EXAMPLE JOB DESCRIPTION

Job Title 6
Organisation 6" (5 9
Location ,6" (5 9

Reporting Structure 8 & :

Key Relationships H < C ( C )
( & §$ &
/, - & " §
Purpose of the Job ( 8 )
, & &
( O

Duties and 18 ¢
Responsibilities & /

&

ES3: Plan and administer a canvass in order to gather information for the

electoral register

ES4: Maintain and update electoral registration information
ES5: Provide electoral registration information to those entitled to receive it

§ ¢ , ;

ES9: Produce ele ction/referendum documents
ES11: Administer the electoral nominations process
ES12: Issue, receive and open postal ballot packs

§ , & " . & ,
& /
ES18: Recruit, train and deploy casual staff for ele ctoral services
§ & ( , & |
( "2
ES17: Store, manage access to, and dispose of election/referendum documents
$ T (
& & & & &
ES6: Contribute to the review of polling arrangements
§ ) & .9 " & Y
2 L] L]
E5: Ensure your own actions reduce risks to health and safety
)$ L ] L ] & L ]
Relevant NOS Units could include, for example:
ES19: Establish, maintain and de velop effective working relationships with

stakeholders in electoral services
B23: Maintain and develop an information system




EXAMPLE PERSON SPECIFICATION - ELECTORAL ADMINISTRATOR

CRITERIA ESSENTIAL DESIRABLE
Qualifications | L9 & : & 9 & 5 A
L 6*5/ . 95A/2
: ( (
6 69 6
Experience 6 1 %&
%& , "( A 6 ' %& & &
8 & &
& " & ,

/
ES3: Plan and administer a canvass in
order to gather information for the electoral
register
ES4: Maintain and update electoral
registration information
ES5: Provide electoral registration
information to those entitled to receive it
ES9: Produce election/referendum
documents

ES11: Administer the electoral nomination

process
ES12: Issue, receive and open postal ballot
packs

Skills, % ( @& * ( (

Knowledge and - &

Abilities 6 ' ( & Reference Knowledge and Understanding

within ES3, ES4, ES5, ES9, ES11 and

D1: Develop productive working £S12

relationships with colleagues

6 ° (C

A1: Manage your own resources

¢
F1: Manage a project

& , & ' >
6 ( ' & 6 ° C &
B23: Maintain and develop an information
system
Other :
Characteristics | %
= (
g " . 9 s

When recruiting staff, each of the criteria set out in the Person Specification will need
to be assessed using appropriate methods. Methods may include, for example:

o Review of application form and/or curriculum vitae
e Checking Certificates

e The use of exercises, tests and presentations

e The use of assessment centres

e Interview.



Section 4.2 of this Toolkit provides more guidance on the use of NOS in the
recruitment and selection process.

Checklist

e Do you have clear, concise and up-to-date job descriptions and person
specifications for all job roles?

o Are these job descriptions and person specifications based on, or linked to,
relevant National Occupational Standards?

e Do all staff members — including those employed on a casual basis — have a copy
of their job description/person specification and the relevant NOS units?




4.3 Recruitment and Selection

National Occupational Standards (NOS) can be used as the basis for the recruitment
and selection of both permanent and casual staff. The use of standards can help in
the design and application of a fair and effective recruitment process, with both
candidates and selectors clear about what is required.

The following diagram sets out the key steps involved in using NOS to help with
recruitment and selection:
Review your own competence in recruitment and
selection against Unit ES18 and/or Unit D3
1. Check your own skills

Check that the job de scription and person
specification are up-to-date and based on the
relevant NOS. Section 4.1 covers this in more detail

2. Update the Job but, in brief, use the NOS to inform sections
Description and Person describing tasks, duties and responsibilities, and
Specification skills and knowledge.

Certain attributes may be essential to the role e.g. a
professional qualification, a clean driving licence, or
IT skills. Others may be desirable but could be
3. Identify which gained in post through, for e xample, carefully
attributes are essential planned induction and supervision.
and which are desirable
A well-designed asse ssment and selection process
will allow candidates to demonstrate the extent to
which they meet the requirements of the job. Use
the job description and person specification (and the
related NOS) to develop an assessment grid again st
which applications can be judged. Applicants should
be sifted to ensure that only those who possess the
‘essential’ attributes are taken forward. The selection
4. Design the process could include interviews, assessment
assessment and centres, and competency-based techniques using
selection process the NOS. The NO$ can alsq help /dent{fy important
areas to probe during interview, exploring a
candidate’s e xperience and evaluating how well they
would be able to transfer skills and knowledge into
the new post. An example assessment grid is
provided on page 29.

NOS can help ensure that information on vacancies

is fair, clear and accurate — and specific enough to

aftract candidates with the right attributes and

) experience. Assess candidate s according to the

candidates process you have designed, selecting the
candidate(s) who score highest on the grid.

5. Assess and select

The assessment grid will help structure the feedback
given to both successful and unsuccessful
candidates. Importantly, by exploring any attribute s

6. Provide feedback that were not demonstrated during the selection
process, the specific induction, supervision and/or
development needs of successful candidates can be
identified.



Your organisation may have a standard approach to this but the following example
Assessment Grid shows how the NOS for Electoral Services can inform the selection
process.

EXAMPLE ASSESSMENT GRID - ELECTORAL ADMINISTRATOR
CRITERIA ASSESSMENT METHOD S&?;E
@ L9 & ) : 6&& +
3 L 6*5/ 1 |
-
S | < ( " ( 6 6 | 6&& x| (
= 9 6 (N
<
3 & 9 & 5 A 6&& 4 (
. 95A/0 ISN
w |z 1 68& 4 (€
2 | w , A6 W
1]
i %& 6&& - (
% %& & & Ref Units ES3, ES4, ES5, ES9, ES11,
8 I5N ES12
% ( 6&& 4 (€
N
6 ( & (N 0 (
Ref Unit D1: Develop productive working
relationships with colleagues
2 |6 C ( R ¢
5 Ref Unit A1: Manage your own resources
[22]
< Lo 0N 6&&
o
2|6 . & ¢
& ' I
aQ
§| @8 * ( ( 6&& 4 ( 1
g - & 15N Ref Knowledge and Understanding within
x Units ES3, ES4, ES5, ES9, ES11, ES12
(7]
o H I5N 684 4 (
S Ref Unit F1: Manage a project
: 0 6&& - (
& , & > 5|
6 ¢ 68& 4 ( 1
()] Ref Unit B23: Maintain and develop an
information system
6 % 0 (
o (!
I
6 |9 ( & " [ ¢
*J2 " & "IN
TOTAL | 58/80
PB Q 5Q5



Checklist

Have you taken account of your organisation’s policies and procedures regarding
recruitment and selection?

Have you reviewed the content of the following National Occupational Standards:
ES18: Recruit, train and deploy casual staff for electoral services
D3: Recruit, select and keep colleagues [Management and Leadership]?

Have you sought and made use of any available specialist expertise in relation to
recruitment and selection?

Are you clear about the purpose of the job, and the contribution that the job-
holder will make to organisational objectives?

Are you sure that you need to recruit, or could the position be filled by a re-
evaluation of the roles of existing team members?

Have you identified the ‘essential’ and ‘desirable’ attributes required by
candidates?

Is your assessment and section process clear, objective and fair?

Have you given -constructive feedback to successful and unsuccessful
candidates?

Have you considered the specific induction, supervision and/or development
needs of the successful candidate(s)?




4.4 Induction

Induction into a new role is most effective when it helps the job-holder clearly
understand what is expected of them and addresses any specific learning and
development needs. National Occupational Standards (NOS) can support the
induction process, helping new job-holders to understand where they fit within the
organisation, get ‘up to speed’ quickly, and play an active part in identifying their

development needs.

The following diagram sets out the key steps involved in using NOS to help with

induction:

1. Explain the role

2. Introduce the
organisation, colleagues
and stakeholders

3. Identify any learning
and development needs

4. Address learning and
development needs

The new job-holder should be provided with a copy
of their job de scription, role profile and the relevant
NQOS that relate to these. You may want to
use/adapt the pre sentation contained within this
Toolkit to help explain the relevance of the NOS.
The aim is to ensure that they understand what is
expected of them in their new role.

The new job-holder should be introduced to
organisational systems and procedures (“this is the
way we do things around here”) and to those
colleagues and stakeholders with whom they will
have a working relationship. Again, the NOS can
help identify what and who the se might be.

Explore with the new job-holder how confident they
are with the activities, skills and knowledge required
for their role. Referring to the relevant NOS can help
in recognising where they are currently competent,
and in identifying and prioritising their learning and
development needs. Section 4.5 provide s more
information about identifying learning and
development needs.

Plan a development programme to help get the new
job-holder(s) ‘up to speed’ and address any longer-
term learning and de velopment needs. This may
involve shadowing a colleague, providing on-the-job
coaching and support, or attending formal training
courses for e xample. Section 4.5 provides more
information about addressing learning and
development needs.

The following example Induction Programme shows how the NOS for Electoral
Services link to and can inform this important process.
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Checklist

e Have you given new job-holders a copy of their job description, role profile and
relevant National Occupational Standards?

e« Have you explained the importance of National Occupational Standards, and
helped the job-holder understand what is expected of them?

e Does your induction programme provide an opportunity to identify, and plan how
to address, any learning and development needs?

e Does the new job-holder understand how they might progress within the
organisation?




4.5 Performance Management

Performance management is a process involving target-setting, supervision,
performance review, appraisal and feedback. It enables line managers and
supervisors to manage the performance of their team members to support the
achievement of organisational, team and individual goals. National Occupational
Standards (NOS) can help at key stages within the performance management
framework.

The following diagram sets out the key steps involved in using NOS to help with
performance management:
Review your own competence in performance
1. Check your own skills management against Unit D5 and/or Unit D6.

Team members should be working towards
objectives that are consistent with those of the
2. Agree organisation and that also re cognise the individual’s
own aims and ambitions. Agree objectives with your
team members that are SMART i.e. specific,
measurable, agreed, realistic and time-bound.

targets/objectives

Identify the NOS that are relevant to each objective.
. Reviewing these NOS in more detail will: help you
3'_ |dentify relevgnt and youritaff develop a common understan gir};g of
National Occupational the standards of performance required; highlight
Standards areas where the individual is not confident or lacks
knowledge or skills; help identify where support or
resources are required to achieve objectives.

Team members may require additional support or
4. Agree support resources to help them achieve objectives e.g.
required training, coaching, mentoring, access to IT systems.

The team member can use relevant NOS to plan
activities and working methods, and to evaluate their
own performance. Review meetings between the
individual and their manager/team leader provide
5. Supervise opportunitie s to explore progress, to use the NOS to
performance focus on any problems or issues arising, and to plan
ways of addressing these.

The foundations for effective appraisal have already
been established i.e. clear objectives, common
understanding of performance requirements,
6. Appraise provision of support, and interim reviews of
performance progress. Team members should be asked to
assess their performance against agreed objectives
and standards, and to provide supporting evidence.

NOS can help you provide clear, objective and
structured feedback to team members as they help
. you focus on effectiveness and on the outcomes of
7. Provide feedback competent performance. Remember that
performance management is a cycle and that
objective s need to be reviewed periodically.



Checklist

Have you reviewed the content of the following National Occupational Standards:
D5: Allocate and check work in your team [Management and Leadership]

D6: Allocate and monitor the progress and quality of work in your area of
responsibility [Management and Leadership]?

Unit D5 is recommended for team leaders, and Unit D6 is recommended for first
line managers and middle managers.

Do you agree SMART objectives with your team members?

Have you identified the National Occupational Standards that are relevant to
these objectives?

Do you provide the support and resources needed to help individuals achieve
their objectives?

Are team members encouraged to use the National Occupational Standards to
assess their own performance and progress?

Do team members receive regular, objective appraisals that focus on the
outcomes of their performance?

Do you give timely and specific feedback designed to help improve performance?

Do you review objectives periodically with your team members?




4.6 Learning and Development

National Occupational Standards (NOS) can be used to identify learning and
development needs, design and deliver learning and development programmes, and
to evaluate the effectiveness of learning and development activities. As they contain
statements that define effective performance and specifications of the knowledge and
understanding required for effective performance, NOS provide a valuable tool for
identifying areas where people need to improve their performance, acquire new
knowledge and develop their skills and abilities.

The following diagram sets out the key steps involved in using NOS to help with
identifying learning and development needs:

Review your own competence in identifying learning
and development needs against Unit ES18 and/or Unit
D7.

1. Check your own skills

The process of identifying learning and de velopment
needs may take place informally (e.g. self assessment)
or more formally (e.g. supervision, appraisal). Identify
the units that are relevant to the individual’s role — see
Section 3 for guidance on using NOS to develop Role

. Profiles. In some cases it may be necessary to focus
2. Identify the NOS to on the complete set of units relevant to the individual’s
be used for assessment role and identify their learning needs across their full

role. In other cases, it may be necessary to focus of
certain units e.g. if a new service is being offered by
the organisation, or for professional development
purposes. The job holder may be working towards an
AEA qualification — in which case, please see
Appendix 2 for an overview of the relation ship
between AEA curricula and NOS.

] Assess the existing skills and knowledge of job holders
3. Assess Sk"!s and against the NOS. This could take place via self-
knowledge against the assessment, or through joint discussions between the
NOS job holder and their line manager. Identify where job
holders are: fully competent; require development in
some aspects of the unit; require development in most
or all of the untt.

Identified learning and development needs may be
4. Agree learning focused on performance (e.g. IT, project management
or customer service skills) and/or knowledge and
understanding. Use the NOS to agree clear learning
objectives.

objectives

Once you have identified and prioritised areas for
development, consider suitable methods for achieving
the learning objectives. You will need to consider

5. Determine learning resources, preferred learning styles, and available

methods support. Method's could include individual study,

coaching, mentoring, project work, and courses, for
example, and a variety of activities may be required to
fully achieve the learning outcomes. An gexample
Learning and Development Needs Analysis is provided
on page 38




Checklist

Have you reviewed the content of the following National Occupational Standards:
ES18: Recruit, train and deploy casual staff for electoral services

D7: Provide learning opportunities for colleagues [Management and Leadership]?
Do you prioritise areas where performance needs to improve?

Do you use the National Occupational Standards to identify gaps in people’s
knowledge and skills?

Do you use the National Occupational Standards to develop clear learning
objectives?

Do you consider the full range of learning methods when planning ways to meet
people’s learning and development needs?




The following example Learning and Development Needs Analysis shows how the
NOS for Electoral Services link to and can inform this important activity.

EXAMPLE LEARNING AND DEVELOPMENT ANALYSIS

Job Title: 6

Job Holder: | 6§ $

8 ( & ( 2§19 &
( & && & % ' §
15Q0 ' 0 ' & '
§Q0 2 & &
§Q0 2 &
Unit | NOS (from Role Profile) 1. 2, 3. | Comments
R Was not in post during last
canvass
z & R
R
9 & R
1) , , & R
13 | 8 , & " R | Recruitment of casual staff due
to start in near future
14 , & R
( & (
51 5 && ( & ( R Some recent difficulties with
interpersonal relation ship s
61 z b ( R
L] ( R
Units | Learning and Development Activities Timescale
6 * 1 :
8 , , & & %
13 | 6 ( C 1 *1) =
51 8 A %
[Signed by Job [Date]
Holder]
[Signed by Line [Date]
Manager]




The following diagram sets out the key steps involved in using NOS to help with
designing and delivering learning and development:

Review your own competence in designing and
delivering learning and development against Unit ES18

1. Check your own skills and/or Unit D7,

NOS can provide a useful indication of the overall
purpose of the learning, and the learning outcomes to
be achieved i.e. what participants should know,
understand and be able to do as a result of the
learning. For example, learners might need to be
competent in ‘providing electoral registration
information to those entitled to receive it’ as defined in
Unit ES5 . The unit title provides the overall learning
2 Set the ai d aim, and the unit content will inform the learning
: Pf €aim an outcomes — the broad headings used in the sections
learning outcomes describing ‘outcomes of effective performance’ and
knowle dge and understanding’ are particularly useful
here. For Unit ES5, for example, the Learning
Outcomes may include: knowing and understanding
relevant legislation, policy and organisational practice;
establishing user requirements; and providing
registration information.

Refer to the detail of the relevant NOS for a description
of the skills, knowledge and understanding required for
each activity. When designing learning and
development programmes, the ‘knowledge and
understanding’ sections within NOS provide a

3. Determine the framework for the course content/syllabus, and ‘scope’

learning content will help determine the range of situations or contexts
to be addressed. In the case of Unit ES5 , for
example, individuals must provide five different types
of registration information to a wide range of potential
users to be deemed competent in the activity in
question. An example Learning and De velopment
Programme is provided on page 41 .

A well designed learning programme will meet the
learning outcomes, and take account of learner’s
abilities and learning styles. A number of different

4. Deliver the activities may be required to meet to learning

programme outcomes in full e.g. self-study, stimulations, group

work, classroom session, supervised practice in real
work conditions. It is important to evaluate the
effectiveness of learning and development activitie s,
and this is covered in the next section .



Checklist

o Have you reviewed the content of the following National Occupational Standards:
ES18: Recruit, train and deploy casual staff for electoral services
D7: Provide learning opportunities for colleagues [Management and Leadership]?

e Do you use the National Occupational Standards to help define the overall aim
and outcomes of learning and development programmes?

e Do you use the National Occupational Standards to help determine the detailed
content of learning and development programmes?

e Do you consider the full range of learning methods when planning ways to meet
people’s development needs?




The following example Learning and Development Programme shows how the NOS

for Electoral Services can inform this important activity.

TITLE PROVIDING ELECTORAL REGISTRATION INFORMATION
Target Group 8 , 6 6
(derived from NOS Unit 0
Summary)
Type of Programme /S b
Link to NOS @ ,
Aim & & &
(derived from NOS Unit
Title)
Learning Outcomes At the end of the programme, participants will be able to demonstrate that they:
(derived from NOS sub- . G && " & T &
headings) &

. 2

o & & &
Content/Syllabus . & &
(derived from NOS &
Knowledge and e & : /K
Understanding and k& ) K ' K
Scope) o , & , , &

&
° , & "
° & ; A : & & L
& k 9 K ( 4
KA 6 k &

° & 2 &

o 2

. && " \ )

o & &

* & & "

o &

o &
Learning Methods ) , & " & "
Other Information I , % &, && , *

2 ;o




The following diagram sets out the key steps involved in using NOS to help with
evaluating the effectiveness of learning and development:

1. Check your own skills

2. Measure current
performance,
knowledge and skills

3. Assess immediate
reaction to learning

4. Measure the level of
learning

5. Measure the impact
of learning and
development

6. Use results to
improve future practice

Review your own competence in evaluating the
effectiveness of learning and de velopment against Unit
ES18 and/or Unit D7.

Once a learning need has been identified, the
individual and manager will agree on how that need
can be addressed. In order to evaluate the impact of
any planned learning and development activity, it is
necessary to determine current levels of performance,
skills and knowledge. Use relevant NOS as the
benchmark for this process. Determine the e xtent to
which the individual currently meets the performance
and knowledge requirements — this could be done
through testing, discussion, formal asse ssment, or the
use of a questionnaire for example. (Please see page
36 for guidance on using NOS to identify learning and
development needs .

At the end of a learning programme or activity, assess
the learner’s reaction to it — the content, delivery,
coverage of topics etc. This could be done using a
questionnaire or ‘happy sheet’ for example. Include
reference to the original learning outcomes (as derived
from the NOS) and whether they have been fully or
partly achieved.

Assessing the learner’s reaction to the learning
programme may not tell you much about how their
learning will be applied in the workplace. It may be
necessary therefore, to conduct a more formal
assessment of their learning against the requirements
to the relevant NOS e.g. using a test, exam, simulation
or skills test for e xample.

Itis also important to measure the extent to which
learning and development has been transferred into
the workplace, and is reflected both in the improved
performance of individuals and in changes to the
working environment. Using the benchmark
determined against the NOS before the learning
activity, assess the level of improve ment that has
occurred. Bear in mind that various organisational
factors can inhibit the transfer of learning into the
workplace.

The main purpose of evaluation is to identify what went
well, what went badly, and the key lessons to be learnt.
It is useful only if the results are shared and used to
inform future practice. Your evaluation may tell you, for
example, which methods are the most cost-effective in
achieving identified goals or which activities have the
greatest impact on individual confidence and
performance.



Checklist
o Have you reviewed the content of the following National Occupational Standards:
ES18: Recruit, train and deploy casual staff for electoral services
D7: Provide learning opportunities for colleagues [Management and Leadership]?
o Do you evaluate the effectiveness of learning and development at various levels:
- How participants rate it
- What knowledge they gain
- What skills they develop

- How it changes workplace practice
- How it benefits the organisation and its stakeholders?

o Do you use the results of your evaluation to improve future practice?




4.7 Professional Development

National Occupational Standards (NOS) can help individuals to take responsibility
for, and manage, their own personal and professional development. The Continuing
Professional Development (CPD) process is relevant to any practitioner who wishes
to maintain and update their competence, and is integral to AEA qualification and
membership. NOS can help individuals to assess their current skills, knowledge and
understanding and to set development objectives.

The following diagram sets out the key steps involved in using NOS to help with
professional development:
Review your competence in managing your own
resources and profe ssional development against Unit
1. Check your own skills A1 and/or Unit A2.

Identify the NOS relevant to your role — consider your
current responsibilitie s and the ways in which your role

2. |dentify relevant may change in the future. Section 4.1 provides more
National Occupational guidance on developing role profiles.
Standards

Consider each unit in turn, and decide how confident
you feel about your performance. Do you consiste ntly
meet all of the ‘outcomes of effe ctive performance’? Do
you have all of the knowledge and understanding

3. Identify development specified or are there areas that you need to develop?
needs Do you have particular strengths and weaknesses?
Determine whether you are % & , & or

& in each of the NOS areas.

For each of the NOS units where you are not fully
confident about your performance, determine the likely
: L impact that this has on your overall performance.
4. Determine priorities Prioritise those areas where you are least confident
AND where an improvement is likely to have a
significant impact on your work.

Identify and take advantage of suitable learning
opportunities in order to develop your knowledge,
. . understanding and/or skills. Such opportunities may
5. Seize Ie.al.’nlng include: courses, learning materials, coaching,
opportunities mentoring, job shadowing, supervised practice etc.
Make sure that you choose learning opportunities that
suit your preferred learning style.

Take opportunities to apply your new knowledge and
skills in the workplace. Use the NOS to help plan your

6. Apply new knowledge work and check that you are working to good practice.

and skills

Use the NOS to re-assess your performance, and to
reflect on how well you are applying your new
knowledge and skills. It can be helpful to work with
colleagues and/or your manager to carry out this re-
assessment — perhaps as part of an appraisal process.
7. Re-assess your Consider whether you consistently meet all of the
performance ‘outcomess of effective performance’, possess all
relevant knowledge and understanding, and have
acquired the necessary skills. Use the results of this
review to identify any further development needs.



Checklist

Have you reviewed the content of the following National Occupational Standards:
A1: Manage your own resources [Management and Leadership]

A2: Manage your own resources and professional development [Management
and Leadership]?

Unit A1 is recommended for team leaders, and Unit A2 is recommended for first
line managers and middle managers.

Have you checked the requirements of your professional body regarding
professional development?

Do you continuously and systematically review your performance, knowledge and
skills to check that meet the current and future requirements of your role?

Do you use the National Occupational Standards to identify and prioritise your
learning and development needs?

Do you take relevant opportunities to learn and develop?

Do you work with colleagues and/or managers to re-assess your performance,
knowledge and skills?
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Appendix 3: Presentation Materials

Introduction

This section provides details of the powerpoint slides which are available as part of this
toolkit. The slides may be helpful in explaining and demonstrating the advantages of
National Occupational Standards (NOS) and can be used independently, combined or
amended as required.

The materials are divided into six sections, as follows:

SECTION 1 — NOS: Advantages and Application

o The advantages of NOS — the flexible workplace tool

o Application — for Trainers, HR specialists and Returning Officers
e Application — for Practitioners and Managers

SECTION 2 — What are NOS?

o What are National Occupational Standards (NOS)?
e About NOS

e National Occupational Standards — Describing NOS
o Key Characteristics of NOS

SECTION 3 - What do NOS Look Like?

e Components of a National Occupational Standard
e Sample Summary Page

e Sample Outcomes Page

o Sample Knowledge and Understanding

SECTION 4 — About the NOS for Electoral Services Staff
o Background to the development of the Electoral Services NOS
e The Electoral Services suite/collection of NOS

SECTION 5 — Using the Electoral Services NOS

o Using NOS to support the recruitment process

o Using NOS to develop job descriptions — key steps

o Job Descriptions — Example of identifying duties and responsibilities
o Job Descriptions — Example of person specification development
o The NOS Practitioner Toolkit for Electoral Services

e Obtaining the ES NOS and Practitioner Toolkit

SECTION 6 — The Electoral Services NOS Practitioner Toolkit

e How the Toolkit can help

e Toolkit coverage

e Other resources



