Leadership Foundation for Higher Education
A Contribution to the Higher Education Debate initiated by the Secretary of State
1. Introduction

1.1
The Leadership Foundation for Higher Education (LFHE) welcomes the opportunity created by the Secretary of State's consultation process to contribute to the HE debate. These nine think-pieces (which we have analysed for this paper) present a series of challenges which higher education institutions, and the individuals working within them, will need to consider in the coming years.

Responding successfully to these issues will require robust, focused and imaginative leadership at all levels within higher education (HE).

Moreover a new framework for HE, particularly against the background of a tough and challenging financial environment, will require specific leadership, management and governance skills, which may not be embedded sufficiently across HE institutions. 

A forthcoming piece of research
 focusing on leadership and organisational development across the whole of UK HE, was commissioned by the Leadership Foundation and has just been completed. Encouragingly, it finds a substantial growth in investment in leadership development in HE over the last five years, and indicates that the legitimacy of investing in leadership and management development is increasingly recognised by institutions. However, a strong preponderance towards leader rather than leadership development was evident across institutions, and the report also suggests that current levels of investment may fall short of what will be required to succeed in an uncertain and challenging future.
This note responds to that backcloth by identifying:

a) The overarching leadership, management and governance capabilities which are critical to any new framework for HE in challenging times.

b) The main leadership themes arising from the 9 reports submitted to the Secretary of State.

2. Our approach
2.1 
The development of this LFHE paper has been a collaborative exercise between staff, programme directors and key associates who have expertise on the topics contained in the nine reports presented to the Secretary of State.  The individual LFHE contributors bring rich experience of higher education across the UK (including the devolved administrations) as well as internationally; they also bring experience and insights from other sectors.  
2.2 
Our starting assumption is that the leadership of HE in this country is sound, judged by the sector’s well-proven ability to respond to regular financial and political changes, to cope with expansion and to deliver quality. We know from our extensive international contacts the high esteem in which UK HE is held for the quality of its leadership and governance. 

2.3 
The Leadership Foundation has never applied a ‘deficit’ model to UK HE; instead it has identified leadership development needs against future opportunities, challenges and threats. Our analysis here is equally against those future drivers.

3. Overarching leadership framework

The sector’s capacity to deliver any new framework for HE in challenging times has to be underpinned by some core leadership capabilities. Our experience over 5 years of developing thousands of HE leaders and managers and undertaking specific research, suggests the following five capabilities:

a) Leadership as well as leaders: A shift from a focus on individual leaders (and their development) to an approach that targets leadership, embedded across the wider executive team and organisation. Our research
 on top team structures in UK HE gives a wealth of evidence and criteria against which HE leadership teams can assess and strengthen their collective capacity.

b) Talent and diversity: As the anticipated diversity and differentiation of HE institutions unfolds, there will be a need to focus on the diversity of the talent pool from which candidates are chosen for senior leadership roles in the widest sense. Against criteria of gender and ethnic diversity, senior leadership in HE still falls short of most other sectors, often reflecting neither the profile of the student population nor surrounding community. Our research on Vice-Chancellors 
 focused in part on the relationship between executive search agencies and HEIs. Many universities are also recognising the value of more systematic processes of succession planning and talent management for their middle and senior leadership roles, as competition between institutions increases nationally and internationally.

c) Sufficient alignment across the institution:  One of the key ingredients for delivering  transformational change is a sufficient capability for alignment across the institution. As our research on Collective Leadership 
 in HEIs said: ‘... all institutions in our sample reported difficulties in achieving an appropriate balance between top-down, bottom-up, and lateral processes of communication and influence. In effect, there remains a dynamic tension between the need for collegiality and managerialism, individual autonomy and collective engagement, leadership of the discipline and the institution, academic versus administrative authority, informality and formality, inclusivity and professionalism’. There may be many ‘circles to be squared’ here to ensure adequate resilience and alignment for change, whilst not corrupting the unique characteristic of HE institutions.
d) Governance: The crucial and continuously evolving contribution of the governing body to resilience and change is underlined by our recently published report on ‘What is an effective and high performing governing body in UK HE’. 
 Whilst offering an overall assessment that the sector was generally well governed, there are important areas to address in communication and engagement between the governing body and internal processes (such as academic boards/ senates), and stakeholders external to the institution. Building the quality of the relationship between the Chair and the Vice-Chancellor/Principal is also a vital component in the capability of the institution. In addition, there are also issues about the diversity of governing bodies, a question on which the Leadership Foundation and Equality Challenge Unit are currently undertaking research.

e) ‘Crossing boundaries’: Three crucial areas which seem from our work to be critical to the capacity for change are:

The relationship between academic and professional staff: our research into professional leadership in HE
 offers very interesting evidence of new areas of collaboration which are breaking down traditional stereotypes of conflict and misunderstanding.
The skills across the wider academic and management team to engage with other sectors, employers, and with their communities.

The requirement to embed international activity and partnership across the institution as part of everyday working, so well brought out in Professor Sir Drummond Bone’s report on international issues in HE. 

4. Themes arising from the papers with implications for leadership, management and governance in higher education institutions

4.1
Analysing the nine reports as a group, we identify a number of ‘meta-themes’ with implications for leadership, management and governance.
4.2
Greater competition between countries, regions and institutions
Several of the reports, overtly or tacitly, draw attention to increasing levels of competition, because of demographic changes, competition for talented staff, competition for research funding and post-graduate students, and pressure on public and private finances.  Competition is likely to strengthen between parts of the UK as well as internationally, between public and private sectors of education, and in some areas such as the recruitment and retention of high quality researchers, higher education will be competing with other sectors of the economy.  Market analysis, strategic positioning and differentiation require leadership and governance capacity at institutional level as well as skills development at the individual level.

4.3
A need for stronger collaboration

As a response to increased competition (i.e. collaboration to achieve competitive advantage) and growing resource and environmental pressures, several of the reports suggest a need for greater collaboration.  More and improved levels of collaboration are also called for because of shared agendas and interests across countries (e.g. joint research to tackle global problems) across sectors (e.g. employers and institutions working together to enhance levels of skill for those in employment) and across institutions (e.g. in relation to shared services).  The need for new collaborative structures are called for in some cases (e.g. for international institutional consortia) in others, there is a need for new or different interfaces and networks to facilitate productive engagement (e.g. in relation to closer engagement between academics and policy makers in the UK).  The management of international consortia and the management of overseas’ operations require increased resourcing, institutional capacity-building and skills development at a number of levels, including within Boards of Governors and Councils.  More productive engagement across sectors requires not only specific skills but also opportunities for building relationships and gaining new knowledge and understanding.  A variety of leadership development approaches can facilitate engagement and build collaborative working.

4.4
New and enhanced infrastructures
Delivering institutional strategies in most, if not all, cases will require the development of new or enhanced ‘infrastructures’.  These are needed for competitive agendas (to gain market share, compete on price or quality) as well as to build and sustain collaboration (to share services, students, programmes, projects or research).  Some of the reports address this specifically, for example, ‘on-line innovation in higher education’ and ‘understanding institutional performance’.  Both these reports call for enhanced information management systems (and understanding of the potential uses, benefits and risks related to information resources and technology).  Other reports draw attention to other aspects of infrastructure development: the linking of Research and Enterprise offices with Graduate Schools, better use of ICT in the delivery of teaching and student learning and innovative schemes for knowledge exchange between industry and academia.  These are all important leadership, management and governance agendas where expertise to address the agendas can be found in different institutions as well as across sectors.  Leadership development can act as a vehicle for sharing practice and expertise across sectors and organisations.
4.5
Strategic integration and collective engagement

Several reports draw attention to the need for strategic integration of functions and processes within institutions if enhanced or new capability is to be achieved.  This is the case in relation to internationalisation strategies, flexible delivery of teaching and learning, the joining up of library, information and IT services and gaining increased efficiency and value from the combined expertise of academic and other professional staff.    Clearly information resources, technology applications and ICT infrastructure are all critical for ‘strategic integration agendas’ and leaders, governors and managers need to understand these areas and requirements in relation to the strategy and business needs of the institution.  Building bridges across functions and an agenda of ‘strategic integration’ requires leadership at many points of the institution to develop collective engagement. 

4.6
Delivery, performance and impact

While one of the reports discusses institutional performance and its measurement directly, other reports suggest a need for more and better data and information to support the development of future scenarios and options’ analyses, to enhance decision-making and governance, to improve market intelligence and to inform students, clients, stakeholders and partners about institutional performance, outcomes and impact.  Design of management information systems, alignment of performance measures with strategy and policy agendas and the integration of different kinds and levels of data to support decision-making require capacity and capability-building at many levels of the institution. Institutions are at different stages of development with this agenda and, both technical skills and soft skills for culture change are needed.  Leadership development and related research is useful for identifying and sharing good practice.  
4.7
Engagement and communication

Closer connections and networks, co-operative working and collaborative ventures all require new levels of engagement between higher education institutions and other organisations and sectors, with the need to develop mutual understanding of quite different agendas and to build productive relationships at different levels.  Communication channels, media and messages need to be attuned to multiple audiences and diverse constituencies.  In some cases, advocacy and media skills will need to be developed, in other cases, exchange programmes and collaborative projects may be more beneficial development routes.
4.8
Career development, human resource strategies and culture change

Each of the reports has implications for the selection, recruitment, training, development and leadership of people within institutions and indeed, across sectors.  Higher education institutions are large employers and recruit from all occupational categories.  Human resource management capability in institutions will need to be significantly enhanced to cope with some of the strategic challenges identified in the reports.  Similarly, individual career paths will be subject to change, both in the direction of convergence of roles and skills and towards the development of new professions and professional skills.  Higher education is already more porous than in the past and specialist professionals are recruited from many sectors.  Academic staff are increasingly international, and many institutions are also seeking to enhance the diversity of their staff pool in response to the diversity of students and local communities.  Sensitivity to cultural differences, the ability to work with diverse cultures and skills to achieve culture change are leadership capabilities that institutions and individuals require. 

5. How the Leadership Foundation is addressing the challenges identified

5.1
The LFHE offers open programmes at all levels of leadership as well as tailored programmes for institutions.  We also provide consultancy to institutions and their top teams, development programmes for governors and international programmes for UK institutional leaders, and leaders from other countries.  These developmental activities directly address some of the topics and themes identified such as scenario planning, international strategy, measuring performance, leadership and communication. In addition, the LFHE offers development for institutional teams engaged in strategic change and supports small development projects that are aimed at changing practice. This work enables a ‘mirror to be held up’ to individual leaders and teams for them to assess their capacity for leadership and change as well as offering guidance and support in how to achieve their goals.
5.2
Open programmes are designed either to bring academic managers and leaders together with professional service leaders and managers, or to provide support for specialist functions such as research team leadership. The LFHE undertakes a focused programme of applied research both to inform its own work and identify good practice, and to provide data, information and intelligence to institutions on leadership, management and governance issues and challenges.  

5.3       Specific current projects that are relevant include:
· Professional leadership in HE – focusing on the key and evolving role of those who were traditionally the ‘administration’ or the ‘non-academics’ but are now important partners with their counterpart academic leaders.
· Crossing the sectors – a major programme of work combining research into civic engagement by HEI’s in cities with a unique cross public sector leadership programme for city leaders which will include university leaders.
· Technology and leadership – A partnership with JISC about fostering a strategic engagement with technology (in all its manifestations) by senior HE leaders.
· New business models for HE – our 5th anniversary debate on 18 March 2009 
focuses on Markets and HE, and coincides with a collaborative and provocative publication with HEPI on this subject.

5.4     What more could the Leadership Foundation do? 

The papers raise a wide range of policy issues where there is a need for closer dialogue between policy-makers and institutional leaders and managers.  Developing understanding of each others’ priorities, debating alternative scenarios and building collaborative agendas – particularly in the present difficult and uncertain economic environment - requires new ‘spaces for engagement’.  The LFHE has experience in creating developmental vehicles of this kind, and is pleased to offer its services to create an independent space for the debate on the future framework for HE.
5.5       The LFHE has already started to leverage its close links with other leadership colleges and academies in the UK and internationally to bring new developmental insights and opportunities to UK higher education.  These initiatives can be developed further.
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