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Title 

‘SUCCESS FACTORS’ FRAMEWORK FOR A JUNIOR/MIDDLE MANAGEMENT SELECTION, DEVELOPMENT AND SUCCESSION


Higher education administrators/managers form approximately 10% of the higher education workforce.  Both the amount and the proportion of money the sector spends on management and administration has increased significantly over the last twenty years.  The central administration costs alone in UK higher education absorb more than 13% of institutional budgets.  The effectiveness of higher education managers is, therefore, important, not least to be able to demonstrate value for money.  This project aimed to identify the factors that make successful managers in the higher education environment.  

Methodology
We built on previous work undertaken at Newcastle University on the development of competency frameworks for heads of schools.  There is a good deal of research and management information available on effective management behaviours.  Red22, a firm hired specifically for this purpose, conducted research to understand from managers at different levels in the institution the sort of behaviours that were deemed to improve management performance and those that were negative.  We then tested and benchmarked the framework against best practice comparators from across HE and other sectors ensuring that the result is of an internationally recognised standard. The twelve factors identified were identified grouped into four clusters:
· Looking to the future

· Inspiring others

· Working together

· Taking responsibility

Building on the information obtained we were able to design and run a development centre for staff with potential to manage.  Evaluation of the process has involved participants, observers and line managers.  Work has commenced on embedding Success Factors in the Recruitment and Selection process.
The project was overseen by a steering group which included external representation from the Association of University Administrators (AUA).  Project management methods were used to ensure delivery within the timescale available.

What worked well
There has been a great deal of interest and support for the project both internally and externally.  The session run at the annual AUA Conference in April 2007 attracted approximately 150 delegates and received very positive feedback.  There is a lot of support within the institution for the use of the Success Factor Framework.  Participants responded well to the Development Centre pilot and the evaluation process has provided good quality information to help refine the process.
The support of the mentor, Helen Valentine, Pro-Vice-Chancellor, Anglia Ruskin University, was particularly useful.

Key aspects which aided the transition from strategy to embedding

 

· Strong commitment from the HR department and specifically the Staff Development Unit meant that the project had the necessary professional expertise both to produce a Success Factors Framework and to identify the ways in which it can be embedded.
· Strong support from the institution’s Executive Board.

· Successful track record following the programme for head of schools.

· Pilot Development Centre involved 12 trained observers from support services and this increased awareness and understanding of Success Factors.

What didn't work so well

· The capacity to cope with demand for participation from all parts of the University.  The University employs approximately 500 managerial staff all of who are included within the scope of the project but during the initial twelve months the focus has necessarily been on formulating the policies.

The impact of your project on the organisation

 

The next phase of the project will be to incorporate the success factors framework as part of our ongoing HR processes: recruitment, probation, Performance and Development Review, pay review and promotion.

Professor Christopher Edwards, Vice-Chancellor for the duration of this project, has noted that “, this project has contributed significantly to one of our key goals for 2006/07, namely the development of high quality support services, and enhancing the academic administrative partnership in leadership and management”.

The University is now committed to the use of the Success Factor Framework to identify and develop its managerial staff.  This represents a significant change.
It is also noteworthy that the Success Factors have had an external impact within the HE Sector with Edinburgh University and Leeds Metropolitan following suit.  Several other Universities have expressed interest in the concept.

Lessons learned - how successful do you think you have been in achieving your original objectives
The original objectives have been met.  The key issue now will be to sustain the development across the entire institution.  The focus on a specific project with a dedicated team was essential and this development would almost certainly not have happened without the specific support, in terms of funding and opportunity, provided by the Leadership Foundation.
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