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Summary

1. This proposal, from the Oxford Learning Institute (OLI), seeks to address in a single project two of the three priority themes identified by the LFHE: organisational development and effectiveness in HE, and the professional development of the ‘middle manager’. It proposes that the two themes are complementary and that organisational effectiveness can in part be addressed by developing the collective capacity of the organisation’s ‘mid-level leaders’. It seeks funding for the introduction of an innovative programme of leadership development that:

· focuses on developing collective capacity at this level across the institution; 
· is grounded in the values of the University and partner HEIs; 
· involves other HEIs in the development stage; 
· and provides skills development linked to the National Management Standards. 
External funding is requested to enable us to:

· involve other HEIs in the development and delivery of the pilot, and provide an example and benchmark for other Universities to use;
· secure the critical mass of participants necessary to a programme aimed at capacity-building and its attendant cultural change; 
· conduct a full evaluation of the programme benefits; 
· and to disseminate the outcomes from this programme more broadly across the sector. 

Background and context
2. In 2005, the University of Oxford introduced a new, values-based Management and Leadership Development Strategy (M and LDS) in support of its HR Strategy aims to improve the quality and effectiveness of leadership across the University. Under the Strategy, the Institute is introducing an integrated set of programmes at each level of management. These incorporate, where appropriate, external programmes (e.g. the LFHE’s Preparing for Senior Strategic Leadership) and external accreditation (e.g. the Chartered Management Institute-accredited Introductory Certificate in Management). All internally-provided programmes reflect the University’s own academic values, as articulated in its current Strategic Plan (e.g. collegiality, disciplinary diversity); and an accompanying set of ‘management values’ that reflect the institution’s aim to provide excellence of service in support of academic endeavour. 
3. In 2007, the University conducted an internal enquiry aimed at establishing the induction and development needs of its departmental administrators
. It has since put in place a targeted programme of induction and support for new administrators. Early in 2008, it commissioned external consultants with a background in HE to investigate the leadership and management development needs of all mid-level leaders across the University, including, but not limited to, departmental administrators. The consultants’ report of July 2008 set out clear recommendations for the design, delivery and accreditation of a new programme of support for this target group. 

4. Separately, the University is conducting an investigation into the ‘competencies’ required of heads of academic departments, with a view to establishing what support they need in the role, both through its existing Heads’ induction and development programme and through the support and skills provided by their administrators.  

5. Day
 distinguishes between ‘leader development’ (an investment in ‘human capital’ to enhance intrapersonal competence for selected individuals) and ‘leadership development’ (an investment in ‘social capital’ to develop interpersonal networks and cooperation within organisations and other social systems). Thus, while leadership development may incorporate elements of more typical management and self-development programmes (e.g. time management, project-management etc) the objective of leadership development programmes is primarily to create a reflexive space in which the leader/manager can critically reflect upon and share current practice and experience. 

6. This take on leadership development supports the outcomes of the consultation we conducted over the summer. That showed that, while some managers were seeking some updating and enhancement of their technical and professional skills, most were seeking broader support aimed at helping them to define the scope of their role and its contribution to institutional strategy; and the accompanying ‘political’ skills needed to operate across the institution (negotiating, conflict management, understanding the environment etc) and to structure their own career within it. This outcome also confirms Celia Whitchurch’s recent findings
 that, as ‘legitimacies associated with administration and management are contested’, professional managers at this level see one of their key challenges as being able to construct a new form of authority via the institutional knowledge and relationships that they are able to create. 
The proposal

7. This application therefore seeks a contribution from the LFHE to support the Learning Institute in the collaborative design and development of an innovative programme of support for managers at this level that could serve as a template for other provision of this kind in the sector. Specifically, the project aims are:
a. To collaborate with partner HEIs in providing an example and benchmark for other Universities to use in developing the collective capacity of institutional leaders at this level 
b. To provide a programme grounded in the values of HEIs while providing skills development linked to the National Standards

c. To equip mid-level leaders with the tools they need to provide significantly enhanced support to heads of academic departments; and to senior service and administrative leaders, in pursuit of the University’s strategic aims 

d. To link personal (leader) development with organisational change and development (leadership development)
e. To provide exceptionally – and for the first time – an integrated programme of support meeting the needs of Departmental Administrators

f. To provide an individually-tailored route, incorporating flexible learning options, to an externally accredited qualification,.

Description of proposed methodology
8. It is proposed that selected HEIs will play an important part in the development of the programme. The University already collaborates with Cambridge, UCL, Imperial and LSE in providing development workshops for heads of departments, and is keen to expand and develop partnership models of this kind. Partner institutions, with whom we are presently involved in discussions, may include the LSE, UCL and Imperial. Partners will be identified from among other HEIs; coordinators of mid-level leaders’ development from partner institutions will be invited to attend a development workshop, and to contribute to the design and delivery of the pilot; and a participant from each of these HEIs would attend the pilot programme. Participants and coordinators will be invited to a debrief session which will enable the Institute to evaluate the pilot, with the aim of ensuring that the programme will provide transferable benefits.  
9. The pilot programme will deliver a coherent, well-researched development programme, linked to the National Management Standards, initially for 20 participants. Programme design has yet to be finalised, but is likely to include around four ‘core days’ aimed at creating a cohesive network of leaders at this level, with a shared understanding of values of higher education and of institutions’ strategic aims. Other programme elements will be optional and participants will structure their own pathways through the programme based on individual need and experience/skills acquired to date. Each will have a Personal Development Plan that identifies and integrates other development opportunities, including those provided by the Learning Institute and partner institutions, with the formal programme.
10. It is expected that all participants will work toward a nationally accredited management and leadership programme at Level 5, although this will not be mandatory (see note to annexe 2). Participants will be supported to translate programme learning to the work-place through working on a ‘live’ issue throughout the programme; guidance and support from line managers; peer learning sets, and individual coaching and mentoring as appropriate. 
11. The Institute wishes to pilot during early 2009 an early version of the programme. A full evaluation of the pilot programme will enable us to judge the extent that the programme:

a. is meeting the development needs of individual participants

b. is enabling them better to support the strategic aims of the institution 
c. is able to increase the collective capacity of institutions at this level, and to contribute to organisational effectiveness.
Description of intended outcomes and outputs
12. Outputs: the initial diagnostic and design stage has:

a. established agreed learning outcomes for the proposed programme

b. formulated a programme framework which identifies delivery methods, including blended learning options

c. identified appropriate accreditation options

d. incorporated University values into programme design

e. proposed methods of evaluation

13. Outcomes: the initiative is expected to provide:

In the first year pilot:

a. a cohort of skilled, engaged and effective leaders across a sample of HEIs
b. a template for a robust and innovative development programme, that will be translated to the pilot institutions and be capable of being replicated more widely across the sector.
In the medium term 

c. a cadre of mid-level leaders at Oxford who share the institution’s values, understand its processes and are able to work effectively in support of academic and senior administrative leadership, including to secure change where appropriate

d. ongoing relationships with coordinators of mid-level leadership development in other institutions for the purpose of sharing expertise and information
e. participants from other HEIs who will become champions in their own institutions of this kind of provision. 
Description of intended benefits to project partners and wider HE community
14. This group of staff has traditionally been neglected and there are few robust models of development in the sector. This initiative will lead to a systematic, methodologically sound and well-researched development programme for those in key departmental and central service roles. We believe that involving other HEIs in the development may enable this programme to provide a model for the sector as a whole, linking individual development to strategic purpose, particularly since leadership development has not been widely available to this group of staff. 

15. Part of the funding will therefore enable a fuller evaluation of the programme than would otherwise have been possible. We propose to use evaluation forms in each session, and to survey participants who have completed the course (using the BOS survey tool). The survey would be used to recruit participants to join a focus group or to attend individual interviews; these more in-depth investigations will involve participants from partner institutions. The outcomes of these evaluations will be shared with partner institutions. In addition, partner institutions will be asked to deliver structured debrief reports and to attend a half-day evaluation workshop, to consider how to measure the longer-term impact on institutional effectiveness. The outcomes would be shared with other institutions, through LFHE publications, the LFHE/SDF conference, SDF regional meetings and contributions to other conferences, seminars and workshops.

Milestones (quarterly)
16. By 31 March 2009

We will have recruited partners and will invoice for the costs relating to partner institutions’ contribution to, and involvement in, the development workshop.

17. By 30 June 2009

We will have run a pilot programme and will invoice for the costs relating to partner institutions’ development and delivery of, and participation in, the pilot programme.

18. By 30 September 2009

We will have carried out a debrief workshop and prepared materials for dissemination, and will invoice for the costs relating to partner institutions’ contribution to, and involvement in, the debrief workshop and to the production of dissemination materials.

19. By 31 December 2009

We will have attended regional meetings of the staff development forums and disseminated the materials, and will invoice for costs relating to attending meetings. 

Financial breakdown
20. Project costs will be met by a requested contribution from the LFHE, from the Oxford Learning Institute and from participating departments of the University. The University has fully committed to releasing staff to participate in this key strategic initiative. The requested £15k from LFHE represents approximately 25% of the overall fixed costs. LFHE funding would enable the Institute to involve coordinators of mid-level leaders’ development and participants from other HEIs in the development, pilot and evaluation of the programme, by ‘buying out’ the time of coordinators from partner institutions, and to disseminate the outcomes and outputs from the developed programme. All other costs will be borne internally by partnership between participating departments and the Oxford Learning Institute.
Annexe 1 – project costs

Annexe 2 – proposed programme structure
Annexe 3 – proposed timetable
Annexe 1
	Project Costs (LFHE contribution in Bold) 
	
	£

	
	
	
	
	

	Training Needs Analysis, Programme Design and Development
	16000

	Programme Manager (p/t)
	
	
	
	10000

	Development workshop with selected HEIs 1
	
	3050

	Selected HEIs' participation in pilot 2
	
	
	8400

	Main programme delivery (5 Core Days)
	
	
	3500

	Main programme Supported Learning activities 
	
	4200

	Main programme Action Learning Sets
	
	
	700

	Accreditation/Assessment
	
	
	
	3600

	Selected HEIs' participation in evaluation and report 3
	3050

	Dissemination to other HEIs (estimated costs) 4
	
	500

	Mentoring, shadowing and secondment (management costs)
	5000

	LFHE contribution
	
	
	
	15000

	Oxford Learning Institute
	
	
	
	33000

	Salary
	
	
	
	10000

	  *Project total
	
	
	
	58000


	Details of LFHE contribution to Project Costs
	
	£

	
	
	
	
	

	1. Development workshop with selected HEIs
	
	

	Each partner to bill us for:
	
	
	
	

	half-day preparation each @ £350
	
	
	
	1400

	half-day workshop each @ £350 
	
	
	
	1400

	plus lunch £50 + travel £200
	
	
	
	250

	total
	
	
	
	3050

	
	
	
	
	

	2. Selected HEIs' participation in pilot
	
	
	

	Each partner to bill us for:
	
	
	
	

	one day's planning (outside of workshop) each @ £700 
	
	2800

	one day on core days each @ £700
	
	
	
	2800

	one day on other activities/ALSs each @ £700 
	
	
	2800

	total 
	
	
	
	8400

	
	
	
	
	

	3. Selected HEIs' participation in evaluation and report
	

	Each partner to bill us for:
	
	
	
	

	half-day session each @ £350
	
	
	
	1300

	plus lunch £50 + travel £200 
	
	
	
	250

	plus half-day writing up debrief reports @ £350
	
	
	1300

	total
	
	
	
	3050

	
	
	
	
	

	4. Dissemination to other HEIs (estimated costs)
	
	

	writing article for Engage = £0
	
	
	
	

	compiling brief presentation pack of course contents, 
	
	

	   structure and partnership model
	
	
	
	300

	travelling to regional branches 
	
	
	
	200

	   of staff development forum to disseminate
	
	
	
	

	total
	
	
	
	500


� The University has a devolved structure of largely autonomous academic departments, each with an academic head; and a ‘departmental administrator’ responsible for supporting the head in finance, strategy, planning and management of support staff.


� Day, D. (2001) ‘Leadership Development: a review in context’, Leadership Quarterly, 11 (4), 581-613, cited in: Bolden, Petrov and Gosling, February 2008, ‘Developing Collective Leadership in Higher Education’, final report to the LFHE


� Whitchurch, C, ‘Shifting Identities, Blurring Boundaries: The Changing Roles of Professional Managers in Higher Education’, Paper for SRHE Conference, 11-13 December 2007
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