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We have come a long way since Alan Johnson launched this consultation on 8 October 2003.  The Centre for Excellence in Leadership – formally launched on the same day – is already making a difference.  It is delivering the programmes set out in the consultation paper and about 275 people have benefited so far from participating in those programmes.  The Centre’s research programme is well underway and it is looking to broaden and strengthen the range of development opportunities it offers, creating new programmes and services which will come on stream soon.  
The Leadership Development Framework and proposals for developing aspiring leaders were both at an early stage when we launched the consultation, but a tremendous amount of further work has been done to develop them.  Work on these projects will be completed in April and we are already thinking about how the outcomes, and in particular the framework, can be usefully implemented and applied to support effective talent management in the sector.

The response to our joint consultation has helped us greatly in making this progress.  About 200 people attended our three consultation conferences in the autumn, and we received almost 100 written responses from representative bodies, providers and individuals across the learning and skills sector.  We are extremely grateful for these contributions, which have, overall, been highly supportive of what we are trying to do to strengthen leadership – and future leadership – in the sector.  This report summarises those comments.

The Standards Unit and the Centre are now working to take account of these responses in the further development of the leadership strategy.  We will strive to ensure that the Centre meets the needs and concerns that have been identified in the report.  We will seek to make the leadership development framework a useful and powerful tool in individuals’ career development and in the management and development of staff by provider organisations.  We will also develop strategies to support effective talent management and the development of aspiring leaders.  
We look forward to being able to share further progress with you in all these areas in the coming months.
LYNNE SEDGMORE




JANE WILLIAMS
Executive Summary

Key Proposals

Responses were received from representative bodies, a diverse range of providers and other interested parties. Although some said that more detail is needed before they can make a definitive response, in general, there was considerable and enthusiastic support for the following key proposals:

· the concept of a leadership strategy that is dynamic and flexible; 

· the establishment of the Centre for Excellence in Leadership;

· a leadership development framework that will inform organisational development and succession planning and facilitate diagnosis of individual  professional needs and career planning;

· the first programmes and services proposed by the Centre;

· action-centred research undertaken by and on behalf of the Centre.

Many respondents
 thought these initiatives showed good understanding of the challenges facing the learning and skills sector and welcomed what they saw as the creative and innovative thinking informing the proposals. Some respondents referred to existing examples of good practice, such as the National College for School Leadership, and to the potential for the Centre to collaborate with such organisations.

It was acknowledged that the diversity of the learning and skills sector and the variety of roles within the sector require contrasting kinds of programme: for example, on leadership of learning and organisational management; teaching generic and specific leadership and management skills; and providing the options of whole programme and modular access. The importance of leaders having good interpersonal skills and a strong commitment to high quality teaching and learning were strong themes in many responses.

The variety and flexibility of learning styles implied in the proposed programmes and in other aspects of support was welcomed, with recognition of individuals’ preferred learning styles seen as very important. Whilst accepting that e-learning has an important role to play, a significant number of respondents valued face-to-face learning most highly. In this context, the emphasis on master classes, experiential learning, coaching and mentoring was well received. Respondents emphasised that coaches and mentors need to be outstandingly good and to be well-informed about the learning and skills sector if they are to be credible and to add value in this role.

Proposals for action-centred research, including identifying the distinctive characteristics of outstanding leaders and providers, were welcomed. Some respondents made suggestions for additional areas of research that are of obvious relevance to the needs of the learning and skills sector. A number emphasised that research must be seen to add value. 

Accreditation

There were mixed views on the issue of whether or not accreditation should be mandatory and whether all programmes should be treated in the same way. Many respondents thought that the quality of programmes offered by the Centre would be critical and their accreditation important in establishing the credibility of the Centre, the validation of programmes and the rewarding of individual learners. Those who disagreed thought that qualifications are not always important and could deter those for whom learning was the priority. Notwithstanding this difference of view, there was strong support for the availability of accreditation that is nationally recognised and benchmarked, transferable and of equal status with the kind of accreditation enjoyed by other professions. Some regarded external evaluation of the Centre’s programmes as crucial in these respects. There was strong support for the recognition of prior learning.

Diversity

Respondents thought that it is important to increase diversity amongst all staff in the learning and skills sector and in positions of leadership and management in particular. They recognised that at present women, some ethnic groups and socio-economic backgrounds, younger staff and people with disabilities are under-represented. Reference was made to the value of the Black Leadership Initiative and several respondents advocated its wider use as a developmental model. The value of individual role models was emphasised by some respondents. A number of respondents suggested that the Centre’s personnel profile, programmes, access arrangements and services should be a model of good practice in promoting diversity.

Another aspect of diversity in the learning and skills sector is the variety of provider organisations. Respondents referred to the importance of ensuring that adult and community learning, work-based learning and voluntary providers enjoy parity of esteem within the sector and in equal access to appropriate programmes and services offered by the Centre.

Succession Planning

Virtually all respondents acknowledged that succession planning is a critical issue for the learning and skills sector. They also pointed to the need for leaders and managers to be prepared for their role before rather than after they take up post. There were many suggestions relating to how support and incentives can be provided for aspiring and new leaders and managers. High quality coaching and mentoring support was given high priority. Although some respondents referred positively to the opportunities for professional development in the organisation in which they worked, a number said that their organisation is inadequate in this respect. 

Negative Perceptions of Leadership and Management Responsibilities

It was stated by many respondents that leadership and management responsibilities are not an attractive proposition to significant numbers in the learning and skills sector and that this issue needs to be addressed with urgency. The leadership strategy and the Centre are thought to have important roles to play in this respect. Some of the actual and perceived inhibiting factors are also regarded as concerns for the DfES and the Learning and Skills Council (LSC). Such factors include:

· belief that leadership and management roles can be stressful, isolated and unrewarding;

· lack of a sense of ownership;

· poor self esteem;

· inadequate freedom to lead; 

· the existence of a blame culture;

· low status;

· inadequate salaries.

Respondents’ Views of Leadership and Management

Some respondents referred to what they saw as an important distinction between leadership and management. It was said that whilst leaders and managers both need good interpersonal and general management skills, leaders should also possess the vision, creativity, courage and charisma to drive forward cultural change in an organisation. If this premise is valid, careful thought will need to be given to the process of identifying those with the potential to become leaders of organisations and those who will be best suited to a management role. Some respondents cautioned against the assumption that opportunities for leadership and management occur only at senior and middle management levels and argued that engagement of the sector at all organisational levels is essential for the success of the leadership strategy. Others called for research into the potential contribution to the leadership of teaching and learning by those who do not aspire to formal appointment, possibly through the creation of “learning champions” and “advanced teaching practitioners” who can enthuse learners, enhance the learning experience and act in a coaching and/or mentoring role to other lecturers and teachers.

Some respondents identified other major issues that they believe need to be addressed: 

· creating coherence in pursuit of the Success for All agenda; 

· the importance of involving Governors; 

· the need for the Centre to be seen as a long-term investment; 

· the importance of explicit reference to teaching and learning in all aspects of the leadership strategy;

· the value of regional and local provision of programmes and support, including weekend and summer schools;

· the promotion of networking by the Centre;

· the importance of clearly defined time allocations for professional development;

· the potential value of secondment opportunities;

· opportunities for fast tracking of individuals with obvious potential;

· the possible tension between positive discrimination for groups that are at present under-represented in leadership and management roles and equality of opportunity. 

Proposed Levels of Fees

There was one aspect of the proposals that attracted a substantial amount of adverse comment, namely the levels of fees that the Centre has said that it intends to charge for its programmes and services. Whilst a number of respondents commented that these levels are necessary in order to sustain high quality, the general view was that such levels are beyond the means of many smaller providers, including adult and community learning, work-based learning and voluntary providers and some sixth form colleges. References were made to existing high quality provision that is believed to be available at lower cost. Some respondents argued that a national problem requires a nationally funded response so that success is not jeopardised as a result of denying access to smaller, less well-funded organisations. Some respondents questioned the appropriateness and the transparency of the proposed subsidies and argued that they could be divisive.

Conclusions

Although the richness and diversity of the responses to the consultation identified many areas for further development and there was serious concern about the proposed levels of fees, the general response was positive and enthusiastic. There was a warm welcome for an initiative that is regarded as timely. Many respondents regard the leadership strategy as a genuine and realistic opportunity to address long-standing concerns. It is thought that an early priority for the Centre should be to promote the leadership strategy and the mission of the Centre to all parts of the learning and skills sector. One implication of the response to the consultation is that the DfES and the LSC also have an important role to play in making the overall context for leadership and management more attractive, satisfying and rewarding. Notwithstanding the immense challenges, there is sufficient support to pursue the implementation of the leadership strategy with considerable prospect of success.

Analysis of responses to the consultation document

This report has been based on 93 responses to the consultation document, which included sixteen specific questions and the opportunity to make any other comments.  As some respondents may have offered a number of options for questions, total percentages listed under any one question may exceed 100%.  Similarly, some respondents may not have indicated a framework preference, instead offering views.  Throughout the report percentages are expressed as a measure of those answering each question, not as a measure of all respondents.

The organisational breakdown of respondents was as follows:
Further education colleges



34

Other






19

Work-based learning providers


15
Sixth form colleges




10

Higher education institutions


5

Adult and community learning providers

5


Local education authorities 


4

Not given
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The ‘other’ category included responses from the following organisations:

· Learndirect

· Various Unions

· FENTO

· Learning and Skills Council

· Association of Colleges

· Other Government Agencies

· Universities Council For Education of Teachers

Overview
The majority of respondents were happy overall with the programmes that were offered in year one. 
Just over half of the respondents thought that the right blend of learning activities would be dictated by an individual’s preferred learning style and personal circumstances.  More respondents were happy with face to face learning than with e-learning as they felt it gave more opportunities to share experiences and to have expert input.  Although e-learning was the least popular choice, respondents noted that it had its uses, particularly the quick dissemination of facts.

Respondents were fairly evenly split on whether there was sufficient focus on the leadership of teaching and learning.  Those who felt there was sufficient focus thought it particularly important for those without an academic background.  Many respondents thought that there was insufficient information to make a decision.

The majority of respondents agreed that accreditation was important and that it would validate the programmes and reward the individual learner.  Those who disagreed felt that qualifications were not always important and that the learning would be the priority.

Half the respondents felt that the main areas of research had been identified.  A smaller number of respondents were unsure and less still thought that the areas hadn’t been identified.  Many respondents put forward suggestions for additional research items.

The majority of respondents felt that the course fees were too high and that this could have an effect on the number of people studying for the programmes.  The disproportionate cost of the programmes for smaller organisations was noted as a concern by many respondents.  A small number of respondents felt that the fees were acceptable and appeared comparable with other study courses.

Respondents put forward various suggestions to promote diversity, commenting that they thought that the Centre should try to attract candidates from all backgrounds. Other suggestions included the use of role models, encouraging younger leaders and fast-tracking.
Succession planning was seen as important by the majority of respondents although there were concerns about the calibre of staff applying for leadership posts.  A large majority of respondents felt that it was important to implement a coaching / mentoring programme and had noted good experiences of this in their workplace.
Summary

Q1)
What are your views on the programmes to be offered in year one? 

There were 84 responses to this question.
62 (66%) respondents were happy overall with the programmes that were offered in year one.  Respondents put forward various comments and suggestions for parts of the programmes they thought needed changing or amending.  

29 (35%) respondents stated there was a good range of programmes offered in the first year.  These programmes were generally thought to have enough content to attract managers at all levels within an organisation.

6 (7%) respondents were not happy overall with the programmes stating the following reasons:

· The cost and the time commitment needed;

· They were not specifically related to people employed in work-based learning;

· The perceived value in comparison to other management qualifications was low.

Q2)
What do you think is the ‘right’ blend of face to face learning activities and e-learning?

There were 74 responses to this question.
43 (58%) respondents felt that there was no ‘right’ blend of learning as this would depend on an individual’s own preferred learning style, and that personal circumstances would also dictate the blend of learning needed.

25 (34%) respondents said that they would prefer face to face learning activities. Many respondents appreciated there were advantages to e-learning but felt that the advantages of face to face learning outweighed these.  Advantages of face to face study put forward included:

· Learners may be more committed to a pre-booked face to face session than they would be to an e-learning session;

· Face to face gives learners an opportunity to share experiences and good practice;

· Face to face offers more expert input and less reflective study.

10 (14%) respondents stated that a 50 – 50 mix of face to face and e-learning would be the most appropriate mix.
9 (12%) respondents believed that e-learning would be most preferable as this would overcome the need for people to commit themselves to particular times and dates for learning.  E-learning was thought to be very useful for the dissemination of facts.

Q3)
Is there sufficient focus on the leadership of teaching and learning?

There were 86 responses to this question.
31 (36%) respondents believed there was sufficient focus on the leadership of teaching and learning.  This focus was felt to be particularly important for those leaders who did not have a background in curriculum and teaching. Other respondents thought that the aims and outcomes for stakeholders appeared coherent and thorough and that the programmes were weighted towards the leadership of teaching and learning.
26 (30%) of respondents did not think the focus on the leadership of teaching and learning was sufficient.  Some respondents commented that many senior leaders had not been in the role of "teacher" or "learner" for many years and additional work was needed for these.  Other respondents thought that there was no specific focus on it and that it was not detailed in the modular programme.  It was stated that the approach to leadership of teaching and learning seemed like a general management perspective.

29 (34%) were not sure.  Respondents commented that there was insufficient information for them to make a decision, and that although there may be sufficient focus on the leadership of teaching and learning, this would not be evident until a more detailed prospectus was produced.  Respondents also stated that an individual with no background in teaching would have different needs to someone who has worked their way up to a leadership position in an academic background.

18 (21%) respondents commented that there needed to be a balance between leading an organisation and the leadership of teaching and learning within that organisation. It was stated that effectively managed learning resources, student support, curriculum organisation, and efficient management of learning were all important aspects of an effective learning environment.  

14 (16%) respondents felt that there was insufficient information for them to make a judgement.
Q4)
Do you think accreditation of programmes should be optional for all programmes? 

There were 88 responses to this question.
54 (61%) thought that accreditation of the programmes should be optional.  This would allow those learners who do not have formal qualifications to benefit not only from the content of the course but to have an accredited qualification at the end. 

20 (23%) respondents did not feel that accreditation was important. Respondents noted that they were more interested in developing skills, thinking and practices than qualifications. 

14 (16%) were unsure regarding accreditation of the programmes.  Respondents stated that they could see reasons for both non-accreditation and accreditation.  

30 (34%) respondents commented that accreditation for all programmes was important as this gave validation for the course and provided credibility and a reward for the individual.
18 (20%) commented that accreditation for the programmes should be optional as some people do not wish to be ‘pushed down the route’ of qualifications or do not value qualifications.  Respondents felt that emphasis should be put on the learning that takes place rather than obtaining a qualification.

11 (13%) commented specifically that accreditation would give credibility to the programmes.
Q5)
Have we identified the most important areas for research activity to help us develop the most relevant and useful programmes?

There were 82 responses to this question.
44 (54%) respondents stated they believed that the most important areas of research activity had been identified.  It was noted that the research would need to be effectively communicated.  Several respondents commented that this provided a good starting point and put forward other areas that they thought should be researched, including:

· Encouraging diversity throughout the sector;

· The difference between leadership and management;

· Research into past and present management training techniques, and their effectiveness;

· Performance management of leaders;

· Management of change.

15 (18%) respondents stated they did not believe that the most important areas of research activity had been identified.  Comments included:
· Need to research impact of leadership on learner experience / achievement;

· Subjects reflect the growing emphasis on managing resources rather than as an academic leader;

· Institutional performance was too broad a subject;

· Need to research characteristics associated with effective leaders.

23 (28%) of respondents were unsure how well the research topics had been identified. Comments from respondents included:

· A good starting point but with scope for improvement.

· Concerns that this research will duplicate existing or other planned research.
7 (9%) respondents thought it would be helpful if the research was based on the experiences of practitioners in the sector and that existing research was used rather than “reinventing the wheel”.  One respondent commented that “substantive research has already been carried out in respect of leadership” and that any further research should clearly add value and not waste resources.

8 (10%) said that research should not be purely academically based.  One respondent stressed that the main idea of the programmes was to produce world class managers and not to subsidise academic research.

Q6)
What are your views on the proposed fees and use of subsidies?

There were 79 responses to this question.
54 (68%) respondents thought that the proposed fees were too high, with many stating that this would have an adverse effect on course take-up.  Respondents also stated that similar courses could be undertaken with other organisations but at a lower cost, and that many of these were accredited. Respondents were also unsure what would be included in the package and what they would be getting for their money.
20 (25%) respondents said that the cost of courses for smaller organisations was disproportionate as one participant could use up one third of the overall training budget.  Comments were also received concerning release costs to help cover participants as smaller organisations would be simply unable to cover the work of absent staff.
11 (14%) respondents considered the fees to be acceptable.  Respondents noted that the fees were appropriate given the amount of input and organisation needed.

9 (11%) disagreed with the positive action to offer free places. This was said to be divisive and thought should be given to other categories such as women or those who aspire to leadership late in their careers. 

6 (8%) respondents wanted to see more subsidies for female candidates and 5 (6%) respondents welcomed the positive action.
Q7)
What else should the Centre be doing to promote diversity in the sector? 

There were 45 responses to this question.
22 (49%) of respondents commented that they thought the Centre should try to attract candidates from all backgrounds, particularly those that are not normally attracted to this area of work.

15 (33%) commented that as well as attracting a diverse range of candidates, the Centre should also try to apply the same principles to the management and staff of the Centre.

6 (13%) respondents stated that the use of role models would help build up the confidence of under-represented groups.  It was suggested that these role models could come from inside and outside the sector.

5 (11%) respondents thought that the Centre should do more to encourage younger people to take up leadership roles.

3 (7%) suggested the Centre could seek additional funding to reduce fees.

3 (7%) respondents suggested the fast-tracking of certain candidates to help promote diversity.
Q8)
Is there anything else that you think the Centre should make an early priority?

There were 33 responses to this question.

16 (48%) respondents commented that it would be useful to involve other sectors for sharing ideas and best practice.  It was suggested that the Centre should work closely with teacher training, the College for School Leadership and the proposed Higher Education Leadership Foundation.  Other suggestions include:

· Links with the wider business sector for exchange of ideas;

· Working with work-based learning providers;

· Involving the voluntary sector;

· Working with Governors.

10 (30%) respondents felt that there were opportunities for more effective promotion of the programmes.  It was suggested that more comprehensive information concerning what was included in the programmes and their perceived value to the participants should be available.  Respondents also noted that making as many people as possible aware of the programmes was important.

6(18%) felt that it was important to try to reduce the cost of the programmes or explore the possibilities of more subsidies to widen access to the programmes.

3 (9%) respondents felt that the fast-tracking of younger leaders is important.
Q9)
What are the key features of the leadership development framework that would make it useful for you? 

There were 49 responses to this question.
27 (55%) respondents said that they would use the matrix to help with their self development to see where they are now and where they would like to be in the next five years.  It was also stated that it could be used to develop and plan career progression.  Other respondents commented that the role profiles would be useful to help assess future managers’ potential and develop an effective management structure in organisations.
10 (20%)  felt that the networking section of the framework was important to them, believing that developing both internal and external networks was important for their development as a manager through the exchange of ideas and information from within their sector and with other sectors.

9 (18%) respondents said that master classes were an important part of the programme and that they enabled access to expertise from within their own sectors.

6 (12%) stated that they felt the flexibility of the programmes was key and that this flexibility helped meet the needs of a range of managers at different levels and with a variety of skills.

6 (12%) respondents stated that a common management structure across the sector would be helpful, such as the FENTO standards, in order to ensure a consistent approach is adopted.

6 (12%) did not feel that the framework was useful for the following reasons:

· Disagreed that increasing scale leads to greater complexity;

· There is little reference to leading people, staff and customers;

· No different to current employers framework;

· Needs to be more institution specific e.g. one for large FE colleges, one for sixth form colleges etc.

Q10)
Do you think the role profiles will be helpful to individuals in their career development as leaders?

There were 86 responses to this question.
65 (75%) respondents thought that the role profiles would help individuals in their career development as leaders.  Respondents commented that the role profiles could be used as a benchmark for people to check where they were now and what they needed to do to prepare for promotion, and also to identify a career path.  One respondent noted that it was useful to him as he had only recently been promoted to a leadership post.

5 (6%) did not think the role profiles were useful, with 1 respondent stating that they were obvious and not as defined as they could be.  16 (19%) were unsure.
16 (19%) said that the role profiles needed more refining and that at present it was an ‘incomplete product’ and needed further development.

7 (8%) respondents commented that the role profiles were very informative, giving information on areas for individuals to focus on. One respondent commented that he would now use the role profiles as his job description.
Q11)
Do you agree that succession planning is a critical issue that needs to be addressed?

There were 85 responses to this question.

80 (94%) respondents stated that they thought succession planning was a critical issue.  Respondents were concerned that there was a shortage of quality candidates for senior posts and that there was also a reluctance of people to apply for senior posts.

18 (21%) commented that they thought that this was urgent or vital, noting that this works in the commercial area.

5 (6%) respondents were unsure and there were no respondents who did not believe this to be critical.  

5 (6%)  stated that there were particular problems around succession planning for smaller organisations as staff simply do not have the same opportunities to develop their skills due to limited opportunities.
Q12)
Are you aware of good practice in your own organisation to assist succession planning and talent management?

There were 85 responses to this question.

41 (53%) respondents were aware of good practice in their organisation.  25 (33%) were

unaware and 11 (14%) were not sure.

14 (18%) respondents said that there were various development opportunities available to them including:

· Mentoring;

· Project work;

· Training Courses;

· Attachments to external partners.

8 (10%) respondents stated that in-house training was available, some of it being externally facilitated, and 8 (10%) respondents stated that training and development took place at all levels of their organisation.
Q13)
What support would you like at a national level to identify, manage and develop the potential leaders within your organisation and the sector?

There were 31 responses to this question.

18 (58%) respondents felt that funding was needed at a national level to manage and develop potential leaders.   Those respondents that commented specifically wanted:

· Funding to provide staff with opportunities for development, including money to provide cover for absent staff;

· Cheaper course modules or reduced programme fees;

· Subsidised courses for minority groups.

16 (52%) believed that networking was important, with respondents suggesting a confidential network to discuss ideas and problems and to facilitate feedback to and from the Centre.  Respondents also suggested setting up a network of secondment opportunities to help develop potential.
Q14)
Would you implement a coaching/mentoring programme for new and aspiring leaders?

There were 83 responses to this question.

75 (90%) respondents said that they would implement a coaching and mentoring programme for new and aspiring leaders.  Respondents noted their own experiences and how helpful this system had been.  

2 (3%) respondents would not implement a coaching/mentoring programme for new and aspiring leaders, and 6 (7%) were unsure.

10 (12%) respondents felt that this was vital, 7 (8%) of respondents felt that it would be useful, 5 (6%) thought cost may be a factor and 4 (5%) stated that time constraints may not allow this.
Q15)
Do you agree that developing a system for the coaching and mentoring of aspiring leaders will be a key step to helping emergent leaders?

There were 87 responses to this question.

78 (90%) respondents agreed that developing a system for the coaching and mentoring of aspiring leaders will be a key step to helping emergent leaders. 2 (2%) did not and 7(8%) were unsure.

16 (18%) commented that it was essential to support potential leaders and help them to develop in their new role and to help motivate them.
10 (11%) said that the development of such a system would depend on the quality of the coaching and the quality of the mentors available.  There was also concern that it would not work well unless it was carefully planned with agreed objectives.
Q16)
Do you think that the development of their skills and attributes will be critical to the success of coaches and mentors?

There were 85 responses to this question.

81 (95%) respondents agreed that development of skills and attributes is critical to the success of coaches and mentors.  It was noted that coaches and mentors must be able to demonstrate specific skills to enable their role to be effective and have a track record of success and a very recent or current leadership role. 1(1%) did feel that development of skills was important and 3 (4%) were not sure.

16 (19%) respondents thought that coaches and mentors needed training themselves and that they could also need support in their role.

14 (16%) respondents commented that coaches and mentors need to be trained individuals. Respondents also stated that coaching and mentoring was a specialist area that not everybody could carry out well.
Q17)
We welcome any further comments you may have on the consultation.

There were no key issues identified in the general comments section.
Summary of comments made by delegates at the consultation conferences 

Consultation conferences were held in Birmingham on 14 October 2003, in London on 22 October and in Leeds on 6 November.  Below is a summary of the comments made by delegates at all three conferences on the proposals set out in the consultation paper.  Summary reports of each of the three consultation conferences can be found on the ‘Theme 3’ pages of the Success for All website at www.successforall.gov.uk. 


The Centre for Excellence in Leadership 

What are your views on the programmes to be offered in year one?

· The proposed programmes lack detail, making assessment difficult.  Successful uptake of training and qualifications is dependent on a sufficient shelf‑life; they must be seen as ‘building for the future’.

· The Centre’s programmes would add greater value than generic leadership and management courses because they focus on the learning and skills sector and they are undertaken with colleagues.  However, much depends on the details of individual programmes, their credibility inside and outside the sector, and whether they are financially practicable.  Many delegates also argued that accrediting prior learning is vital in ensuring uptake of the Centre’s programmes.

· The modular approach to programmes is generally right, offering flexibility and scope for individualised programmes.

· Master classes could be attractive to those wanting to evade the pressure associated with qualifications and would offer simple learning opportunities.  They might therefore be a key selling feature and stepping-stone to enrolment on other programmes.

· The opportunities which programmes offer for networking were welcomed.

· Learning should take into account participants’ existing qualifications.
What do you think is the ‘right’ blend of face to face learning activities and e-learning?

· Face to face learning is essential in developing practical and interpersonal skills.  However, e‑learning is a useful complement to classroom learning, especially in more innovative, interactive forms such as discussion forums and message boards where learners can exchange notes and discuss points outside the directed‑learning environment.  

· There were some reservations about the benefits of action learning, which ought to be directed rather than ad hoc because successful action learning is largely dependent on how well a group gels together.  

· Weekend and summer schools would be a useful way of improving access.

· Greater use of e‑learning can reduce release costs, but it must be supported effectively and only used for those topics where it is appropriate. 

· Practical experience must be a key element of courses.  As organisations become flatter, there are increasingly fewer opportunities to see timetabling or budgeting in practise.

· The variety of learning opportunities is a great strength of the proposals, but effective delivery depends on the right organisational atmosphere: one that encourages professional development and does not punish mistakes.  

Is there sufficient focus on the leadership of teaching and learning?
· There is insufficient focus on leadership of teaching and learning and more attention should be paid to retaining teachers within the classroom.  Developing leadership skills in teachers should not mean promoting out of the classroom.  

· Some delegates felt that curriculum management, teamwork and creating balanced teams should feature in programmes, perhaps particularly in those for first-line and middle managers.

· Some delegates were concerned that the development needs of supervisors or managers considered just below middle management must be addressed.

Do you think accreditation of programmes should be optional for all programmes?
· However programmes are accredited, qualifications must have currency outside the learning and skills sector.  If qualifications are to be credible and programmes are to have currency in the long-term, the Centre must be a long‑term initiative.  

· Although delegates noted occasionally that over‑bearing accreditation puts people off, the consensus felt accreditation of some sort is vital for several reasons: it enthuses learners; it is a necessary condition for inter‑sectoral credibility; and it encourages leaders to send individuals on courses by boosting the credibility of their organisation.  

· Moreover, accreditation is a useful tool for leaders to convince board members and other stakeholders that they are receiving value for money.  For all these reasons, presenting accreditation as ‘optional’ is likely to send the wrong signals.  

· Accreditation should not incur an extra fee because this is unfair for smaller organisations that may profit most from the public image of accredited employees.

· Effective assessment is crucial; assessors must seek the right evidence and measure the right attributes.  The Centre is doomed to failure before it has begun unless everyone buys into the assessment regime.  
· Greater thought should be concentrated on how the Centre’s accreditation relates to the Further Education National Training Organisation (FENTO) standards as well as how it will be benchmarked against qualifications.

Have we identified the most important areas for research activity to help us develop the most relevant and useful programmes?
· Delegates were generally happy with or did not comment on the Centre’s proposed research strategy.

· One suggestion was for the Centre to research teaching‑and‑learning leadership: identifying those individuals who are influential in shaping and progressing policy, but that may not want to manage.  ‘Learning champions’ and ‘advanced teaching practitioners’ should be considered leaders as they enthuse learners and add quality to the learning experience as well as fulfilling a mentoring role for other teachers.  Such people could be offered opportunities and rewards to help retain the contribution they make at the frontline.  

What are your views on the proposed fees and use of subsidies?

· The consensus was that the proposed costs are too high.  This makes it difficult to attract the critical mass of applicants to ensure credibility for qualifications.  

· This is especially significant given the competition amongst other providers of leadership and management qualifications – MBAs and Institute of Management courses are effectively priced lower than the Centre’s courses.  

· High costs will also reinforce barriers between poor and rich institutions and different parts of the sector, notably FE versus WBL and ACL organisations.  

· £3,000‑6,000 represents a large proportion of any organisation’s training and development budgets, and limited training budgets must cover a wide range of developmental needs, rather than single individuals.  

· Several delegates felt that if improving leadership is nationally important, then training should be an entitlement, justifying low‑to‑no fees.  

· Some delegates felt the Centre may have underestimated uptake, and that a large, initial upsurge in applicants could dramatically impact costs for all organisations.  

· Additional costs had not been considered.  For example, although delegates recognised the networking value of the proposed residential component, many felt the release costs were too substantial to be practicable.

· The Centre must identify and differentiate the benefits of undertaking particular programmes very clearly to avoid a chicken and egg dilemma: uptake requires credibility, but credibility requires uptake.  Most delegates agreed the Centre’s programmes should be subsidised for parts of the sector where training budgets are lower, especially in work‑based learning (WBL) and adult and community learning (ACL).  These parts of the sector asked for greater clarity over the proposed subsidies.  

· Some delegates argued dedicated central funding would help organisations prioritise leadership initiatives rather than asking them to release and fund individuals under general funding arrangements.  

What else should the Centre be doing to promote diversity?
· It is very important to increase diversity in the learning and skills sector in general and in leadership in particular.  This would not only enrich the experience base of sector professionals, but also enhance the student experience.  

· Several delegates advocated the wider use of the Black Leadership Initiative as a developmental model for managers in general.  However, there was concern that programmes like the Black Leadership Initiative might expire when funding runs out.  

· Several delegates also pointed out that it is important to pursue diversity on all fronts, including gender and disability, but also socio‑economic background.  

· Another element in diversity is the distinctions between professionals in different parts of the sector; salary disparity can lead to resentment.  This should be overcome if accreditation by the Centre is genuinely credible and transferable.  

· Some delegates also suggested that the Centre’s proposals would profit if those researching and developing them came from different backgrounds and levels of seniority.  

· Other suggestions: 

· broadening the Black Leadership Initiative; 

· promoting role models and making greater use of a diverse range of coaches and mentors; and 

· identifying examples of good practice in stimulating diversity and communicating them more effectively across the entire sector.  

· Some delegates advocated an assessment mechanism for evaluating interviewing skills, which could be built into the Centre’s programmes.  
· Enhancing partnering and secondment opportunities between parts of the sector would help break down artificial barriers and generally enrich the perspective of leaders and managers throughout the sector.

Is there anything else that you think the Centre should make an early priority?

Marrying generic courses with contextualised courses to create holistic qualifications

· There is value added in providing programmes specifically focusing on the learning and skills sector and in working with colleagues.  
· However, many felt the proposals thus far failed to be distinct enough from other generic leadership and management qualifications.  They also noted a tension in providing the kind of generic courses that encourage inclusiveness, allow transferability and add value for individuals versus providing the kind of contextualised courses that really add value for specific organisations.  
· Credibility and uptake demand marrying these two motives.  Suggestions included: 
· accrediting generic skills that are developed in particular contexts and assessed in a way that is sensitive to this; 
· flexible delivery to suit all the differing needs of organisations; and 
· individualised courses, including a high degree of modularisation.  
· Courses must accredit prior learning.

Adding Value

· Ways the Centre could add value over existing qualifications included: 
· bringing in the international perspective; 
· encouraging development of the right personal attributes as well as professional skills for good leadership; and 
· ongoing consultation with all stakeholders to ensure continuous, evaluation‑led improvement.

Skills and attributes needs that programmes must address

· There are several basic skills needs that deter people from applying for senior management positions in the learning and skills sector, even if they are visionary leaders within their current role.  For example, programmes must provide confidence in basic business acumen and risk management, both vital components in a financially constrained and competitive environment.

· Equally, some existing leaders and managers lack skills key to understanding their organisations.  Thus, the Centre’s programmes must feature components specific to the learning and skills sector, such as curriculum management skills.

· Good leaders require particular personal attributes, some of which should be addressed in the programmes.  An example is the ability to build effective, balanced and harmonious teams.  Another is creating an organisational atmosphere that encourages professional development and does not punish mistakes.
Other comments
· Although the emphasis of the Centre is succession planning, refresher courses should be available for existing leaders and managers.  An example model is the solicitors’ professional development requirement.

· Any relevant developments in understanding leadership and management should be incorporated into the programmes.  Examples included: modernisation of pay frameworks in colleges; Michael Armstrong’s ‘career families’ work; and the Investor in People Leadership and Management Model.  Delegates also wanted to know how the programmes would build on the existing LSDA Senior Leadership Programme.

· Many delegates felt the Centre should provide tools to assess individuals’ needs and to determine the most applicable programme for them.  Suggestions included: half‑day taster courses and developing a benchmark based on FENTO standards and the developmental position of an organisation.  

Learning and skills sector Leadership Development Framework

What are the key features of the Leadership Development Framework that would make it useful for you?

· The framework will be useful for career‑planning, identifying individual development needs, and identifying organisational weaknesses and, hence, enhancing succession planning.  However, more work needs to be done on the framework.  

· It is encouraging that the framework recognises the leadership and management roles of those close to the coalface as well as senior management.  

· However, it is too simplistic to capture the full range of roles with leadership and management components throughout the sector, and strict demarcations between cells are rather artificial.  The framework must also reflect the distinctiveness of leadership roles in different parts of the sector.
· Some delegates wished to correct the misapprehension that size of institution equals complexity of organisation, explaining that most ACL providers are working with tiny resources but in a hugely complicated environment.  

· Several delegates noted that the self‑assessment element must be robust if it is to truly promote and aid change.  

· Delegates also wanted to know how the Framework would relate to other initiatives (eg. the recent agreement on career paths reached between the Association of Colleges and unions).
· Some delegates felt the matrix implied a hierarchy between different types of leadership role and that the predominant or expected route of progression was from left to right into organisational leadership.
Do you think the role profiles will be helpful to individuals in their career development as leaders?
· The role profiles in the Framework are useful tools for career‑planning and for diagnosing organisational deficiencies, but more detail is needed, particularly in respect of the relationship between these and the Centre’s programmes.  

Do you agree that succession planning is a critical issue that needs to be addressed?

· The sector is only just waking up to the importance of succession planning and all the Centre’s literature and promotions must emphasise strongly just how great a change in organisational culture the proposals represent.

Are you aware of good practice in your own organisation to assist succession planning and talent management?
· Examples offered included: 

· being proactive in offering mentoring services; 

· actively mentoring within the management function;

· providing opportunities for surfacing leadership potential through active involvement in projects;

· buddying schemes, where people meet twice a month with a senior manager; and

· initial assessments of individuals for leadership roles. 
What support would you like at a national level to identify, manage and develop the potential leaders within your organisation and the sector?
There was not a substantial number of specific comments on this question, though relevant points were made in response to the programmes and services being offered by the Centre (above) and in response to proposals on developing aspiring leaders (below).

Developing aspiring leaders
Would you implement a coaching/mentoring programme for new and aspiring leaders?

· Delegates were extremely enthusiastic about coaching, mentoring and work‑shadowing, but they drew a firm distinction between coaching and mentoring: coaches have specific expertise and help develop specific skills, whereas mentors have more holistic benefits, not necessarily boosting an individual’s specific skills, but rather their general approach and morale.

· A database of mentors, coaches, opportunities and contracts would be a useful resource.

Do you agree that developing a system for the coaching and mentoring of aspiring leaders will be a key step to helping emergent leaders?

· Coaching and mentoring is especially useful if it crosses the boundaries between organisations within the sector and also includes individuals from outside the sector.  

· In‑house coaching and mentoring is in danger of producing clones, and cross‑institutional coaching and mentoring provides a great opportunity for quick wins.  
· However, several delegates expressed concerns over the cost of releasing staff for secondments.
Do you think that the development of their skills and attributes will be crucial to the success of coaches and mentors?

· It is crucial to identify good coaches and mentors, because poor coaching and mentoring can be damaging.  It would not be enough for the Centre to teach coaching and mentoring skills; the right individuals need to undertake these very distinct roles.


Other comments

Language and tone of the proposals

· The language and tone of the proposals focused on organisational management, sending a wrong message about priorities.  The prime purpose of leadership improvement should be to improve learning outcomes.  
· Failure to capture the moral quality of education in the proposals might discourage aspiring leaders that work on the frontline.  Some delegates considered this to be simply a presentational issue and advocated more sensitive language.  
· Others felt programmes should be differentiated explicitly so that they concentrate on enhancing either teaching and learning or support and organisational management.

Bias towards certain levels of management or parts of the sector
· Some delegates felt the proposals reflect a heavy bias towards senior managers.  They felt frequent references to ‘master classes’ or ‘senior and middle managers’, with little mention of teachers at the coalface, reinforce the impression that this is ‘yet another’ top‑down initiative.

· The Centre must appeal across the entire learning and skills sector; the bias towards FE and larger institutions must be eliminated.  This was of especial concern to those involved in ACL or WBL.

Differing approaches to workforce development

· For current leaders, there is a political and financial trade‑off involved in picking one or two staff to undertake full leadership programmes versus sending several staff on particular modules to address particular weaknesses.  This is particularly true now that so many staff have leadership and management components to their roles.  

· Leadership is a long‑term challenge, but day‑to‑day problems remain more pressing as organisations try to provide high‑quality learning now.  Thus, many thought it more plausible to send many people on individual modules, bolstering their experience and qualifications, rather than sending single individuals on full leadership programmes. 
· Delegates discussed and contrasted top-down and bottom-up approaches to developing leaders.  Modules offer an effective bottom‑up approach to the leadership challenge, one that encourages staff to stay whilst still building the leaders of the future. A top‑down approach, on the other hand, can discourage buy‑in from aspiring leaders.  

· Most delegates therefore favoured an approach involving greater engagement; bottom‑up initiatives, taken seriously by policymakers; and structured development programmes that tackle current management deficiencies.

Transferability, collaboration and sharing expertise

· Some delegates felt different parts of the sector presented leaders with distinct challenges, whereas others felt it was really different institutions that presented distinct challenges and that generic skills profiles are transferable across the sector.  
· Greater sharing of expertise between parts of the sector is to be encouraged because fresh insights always enrich leadership and management.  
· The Centre must recognise the considerable expense and advanced planning required in successful partnering.

Access to programmes and availability of places

· Delegates were concerned about the availability of programmes given that some were already over‑subscribed.  They wished to know whether capacity would meet demand and noted that quality must be maintained if programmes expand.  

· Some delegates also felt the programmes must be open to those without academic backgrounds and qualifications because there are many superb existing leaders across the sector that do not have this background.  
· Some delegates also suggested that programmes should be open to individuals outside the sector as there are a number of associate consultants who may be interested in participating.  They advocated developing a dedicated fee structure for such individuals.
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� This executive summary takes account of both written responses to the consultation and comments made at three consultation conferences held in autumn 2003.   “Respondents” in this executive summary includes both those who submitted written responses and those who attended conferences.
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