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Management Development

Background

During 2008 the Improvement Service carried out work with councils to establish what it could do to contribute to, assist, or promote management and leadership development within Scottish local government.  This report outlines the outcome of this work.  

Introduction

It is clear that there is considerable management development capacity and various resources within councils that reflect their particular circumstances, characteristics and requirements.  There is also some successful collaborative development and delivery of learning activities between councils on a formal basis (such as the contracted shared activities of a number of councils within the Clyde Valley Learning & Development Group); on a less formal basis (the collaborative activities of the East of Scotland Learning Forum and a number of activities undertaken by the Scottish Local Authority e-Learning Network); and on an ad hoc basis (such as the ‘last minute training’.com initiative in place within the North East authorities).

In discussions with councils, a number of common interests were identified, for example: -

· support for the development of materials relating to the wider political environment

· an appetite to more effectively share materials and resources

· agreement that sustained investment in existing council capacity should be maximised and developed, with use of external providers restricted to occasions where an external influence provides benefits not otherwise available

· an insistence on maximising value for money

· a consensus that a blended learning model required maximum use of technology and different styles of materials and delivery

· an acknowledgement that there needs to be an added value in bringing groups together for learning and development activities, with an increased use of alternative learning methods for simple dissemination of information

· a belief that any accreditation needs to be fit for local government purposes and be quality assured in terms of materials and delivery options

Although these common issues exist, it is clear that the geographic, structural and financial diversity of councils makes a single management development prescriptive programme unworkable and undesirable.  Therefore, the challenge was to identify options that matched, or best matched the common objectives, in terms of a management development framework.  The stated common interests appeared to translate into a number of required characteristics;

· opportunity to develop capacity within and across councils

· a more cost effective option

· a blended learning approach

· opportunity for collaborative development

· a means to exploit existing capacity and resources

· optional quality academic standards

· flexibility to adapt to local priorities

The role of the Improvement Service

In terms of support from the Improvement Service, there is a general view that it is appropriately positioned to nationally coordinate the following:-

Regional update events

The IS will hold regular regional events to provide an overview of topical national strategic developments within the Scottish public sector in general and local government in particular.  Discussion in this respect initially focused on learning and development professionals within councils, although further debate recognised the potential opportunity of such an initiative for discussion and debate within the wider OD community.

Resources to support national strategic issues

There appears to be widespread support for standard and consistent learning and development materials relating to the significant changes happening strategically in the Scottish public sector arising from the concordat.

National training materials have been developed by the IS and will be available to councils as comprehensive, stand-alone, learning packs, including pre-course materials, trainers notes, case studies etc.  These materials will be updated as appropriate and developed in such a way as to provide a general resource, out-with structured management development activities or programmes, to help raise awareness across the wider public sector environment.  These national materials have been developed in a format that maximises self, on-line, and virtual classroom learning to ensure time spent in group work adds real value.

A number of councils, that have actively pursued support for the national strategic issues, have asked the IS to initially deliver the materials until sufficient in-house capacity has been identified and/or developed.  In response to these requests, the IS will arrange for delivery of the materials (with council staff who will ultimately do so in attendance) using either IS staff who have first hand experience of the subject matter and relevant experience of delivering specialised materials, or external specialist on a cost recovery basis only.  Of course, councils are free to deliver the materials in house or to use external training providers.

All national materials developed, owned or held by the IS will be made available to all councils.

Shared local management materials

There appears to be widespread support for the development of a national capacity that simplifies and supports sharing of resources, ideas and materials to supplement the existing collaborative work and encourage and cultivate new activity.

A significant number of councils have already developed materials relating to a number of broad management competencies that meet local requirements, for example, change management, recruitment, project management.  However, it is also recognised that, for a variety of reasons, some councils may not have developed all necessary management development materials.  From discussions to date, there appears to be a genuine willingness to share resources where these exist, to collaboratively address new requirements, and avoid duplication wherever possible and it is hoped that this will allow councils with less developed resources to quickly adapt.  Through such an approach, it is hoped that councils that are at an early stage of management development can enjoy the benefits the model offers.    

Resources and ideas can be shared using existing physical and electronic channels.  However, to provide new and more effective opportunities to share knowledge, capacity and materials, the IS is currently working with the Clyde Valley Consortium to consider options for developing an electronic platform to facilitate this process.  A number of councils are already using such a platform and have developed considerable in-house resources.  Their experiences in this respect are extremely positive and further demonstrate the tangible benefits of a blended learning approach, utilisation of technology, and exploitation of opportunities to share.

Accreditation

A number of councils have established accredited management development arrangements run in conjunction with academic institutions or through qualification frameworks such as ILM and are satisfied with these.  The proposals in this paper do not intend to suggest imposition of a single accreditation model and acknowledge that the decision of councils in determining appropriate provision will reflect its local priorities and resources.  Furthermore, it is accepted that some councils consider the behavioural impact of a development programme to be the key issue to be considered rather than the achievement of an academic standard, and this paper does not challenge such a conclusion where it is based on comprehensive consideration of all relevant factors.

However, the framework outlined provides a foundation for an alternative masters programme which a number of councils have requested.  The IS has pursued this with Edinburgh Napier University, on the basis of a framework that all councils can utilise and which is sufficiently flexible to accommodate the requirements of 32 different partner organisations.  Specific details are outlined in Appendix 1.
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MSc in Public Service Leadership

This part time programme is aimed at experienced and ambitious managers within local authorities who wish to gain a Postgraduate qualification in management.  It recognises that ‘management’ is broadly generic across public and private sectors, the need for transferability of skills and knowledge and the circumstances, priorities and requirements of individual councils.

Programme aims
1. To produce local government managers adept at both understanding the theory and practice of management within academic and organisational contexts.

2. To provide a vehicle for continuing personal and professional development via work based learning and skills-based taught study.

3. To develop the participants’ analytical and reflective abilities as independent learners and critically reflective management practitioners.

Throughout the programme, there will be a focus on participant’s councils to ensure applicability of content and contextualisation of theory and principles.  These aims will be achieved by:-

1. Clear programme expectations and learning outcomes.  

2. A requirement for critical and deep thinking.  This will be achieved through the use of case study analysis where appropriate and in the assessment criteria for written submission.

3. Active participation.  This will be achieved through the use of participant-led discussion groups, tutor-led discussion and debate, guided reading and independent research using library and internet resources.

4. Ensuring the relevance of study.  This will be achieved through work-based assignments combined with flexibility in the choice of assignment topics; topical case studies and group discussions; the development of module topics in conjunction with current and potential future employers; and the encouragement of independent learning through an emphasis on participant research and small group work rather than a didactic approach to teaching.

Programme materials

The Postgraduate masters programme incorporates certificate, diploma and masters and comprises 3 elements:-

1. Modules relating to local government strategic issues.  Materials prepared by the IS relating to strategic national issues relating to local government have been approved by Edinburgh Napier University for use in the National modules.  Clearly, the format and content of these modules will have to be refined periodically to reflect the dynamic Scottish public sector environment.  Appendix 2 summarises the module descriptors and learning outcomes.

2. Modules relating to broad management competencies.  These modules relate to issues that many councils have already developed materials for (as outlined in Appendix 2).  The modules that have been validated to date are not intended to represent an exhaustive list of the management issues councils may wish to pursue through the accredited programme, but rather represent the areas commonly identified and addressed.  It is recognised that councils may require alternative or additional modules and the model is flexible enough to accommodate this situation.   The university will assess council training materials against the learning outcomes although it is recognised that different titles and descriptors may exist and that the narrative developed to date to accompany the accredited model may have to be refined for use in individual councils.

3. Work based learning.  This element will, by necessity, be locally determined and co-ordinated.  However, it is anticipated that there will be considerable scope to share resources, ideas and experiences of good and better practice and to build into the process joint working between councils and their partner organisations, which will provide additional opportunities for joint working.  While the ultimate aim is for councils to deliver, support and assess work based learning modules in-house, subject to University quality assurance, it is anticipated that support may be required from Edinburgh Napier University in the initial stages.  Any associated University costs will be negotiated locally to reflect individual council requirements and circumstances.

Edinburgh Napier University will charge an additional one-off cost for validation of any new modules.  It is emphasised that this charge does not relate to a change of title or structure of a module already developed, as long as the learning outcomes and assessment requirements are satisfied.  However, if an entirely new subject area is developed which the university needs to assess, the fee will be applicable.  Since it is unlikely that any such requirement will be unique to an individual council, it is anticipated that the IS and councils could jointly develop these additional modules.

Recognising the increasing focus on joint working, the model can be adapted to provide an academic framework for joint management development between councils and their community planning partners.
Programme registration and induction

Edinburgh Napier University offers an induction to all participants at the start of the programme which provides a general introduction, information about the university library, ICT resources, WebCT, student portal etc.  This induction can be held on the university campus, which provides the additional benefit of familiarising participants with the physical amenities as well as giving them a flavour of the university of which they are part.

Programme structure 

The Programme will be delivered in Part Time/Flexible mode with a rolling programme of entry.  All modules are SCQF Level 11.  The programme has three 60 credit levels – Postgraduate Certificate, Postgraduate Diploma and Masters. 

Postgraduate Certificate

Participants will be required to complete:-

20 credits from section 1 – National Modules.  These modules will ensure all participants are aware of policy and new developments within the public sector and have the necessary knowledge and understanding required to be effective managers in local government.  The topics are designed to provide a strategic understanding of the local government sector and to apply this knowledge to operational service activities in order to bring about improvement.

20 credits from section 2 – Local Management Modules.  These modules will be selected from individual councils’ internal suites of management development activities.  Selection is likely to be determined either by the requirement of a set management development programme, applicable to managers at a particular level or discipline, or on an individual basis linked to employee development plans.  However, it is recognised that councils may have an alternative basis for determining the subject areas to be included to meet individual service or council priorities and the model is flexible enough to accommodate this.

A 20 credit work-based learning activity module that will be locally determined, tailored to the individual employee development requirement and service based priorities, as deemed appropriate by the employing council.  Work based learning is designed to help participants acquire skills rather than knowledge.  These skills can then be used in a variety of future situations in both formal and informal learning situations that facilitate lifelong learning.

Postgraduate Diploma

Participants will be required to complete:-

20 additional credits from section 1 – National Modules 

20 additional credits from section 2 – Local Management Modules 

A 20 credit work-based learning activity module

Masters

Participants will be required to complete a 60 credit dissertation-equivalent module called the Management Practice Report.  The subject and methods participants will use in researching and writing the report will be approved by Edinburgh Napier University, the participant and his or her manager and will be highly individual to reflect the particular characteristics and requirement of the employing council.

Programme delivery

The programme has been designed to allow council staff to deliver all modules, as associate lecturers of Edinburgh Napier University.  However, it is entirely for councils to determine the most appropriate method of delivery, subject to the trainer obtaining Edinburgh Napier University associate lecturer status.

Programme assessment

In addition to prescribed minimum learning hours, the academic model requires assessment work to be undertaken for each module.  The requirements for all 3 sections have been developed in such a way as to maximise flexibility in terms of the types of assessment (ranging from traditional reports to more creative options such as video diaries, group projects and presentations).  Councils will have the opportunity to discuss and agree the appropriate format with the university to reflect local circumstances and individual student requirements.

While the IS and Edinburgh Napier University are happy to assess assignments (from the IS perspective this will be recharged on a cost recovery basis), the preferred option is to support councils develop in-house capacity to carry out this work or indeed to work with other councils on a reciprocal basis and thereby further extend networks and share knowledge.  The university will second mark assignments on a sample basis and the cost of this is included in the student registration fee.
Programme support

Participants will be registered students of Edinburgh Napier University and, accordingly, will have access to the wide range of university facilities and resources, such as IT systems, personal e-mail accounts and the library.  The university will quality assure and accredit each of the three stages of the programme.  This will include approval of the lecturing staff as suitable to teach at Masters programme level, discussing the module materials, approach, delivery and assessment with the lecturer, appraising the delivery of a selection of the modules, approval of the assessment used in each module and second marking of assessments.

Participants will be able to contact the University Programme Management Team by e-mail as necessary.  For matters relating to specific areas of study, they will be able to contact the relevant module tutor or module leader.  Participants will also be able to contact tutors both within the Improvement Service and their council.  All relevant contact details will be provided within the Programme Handbook and during the Induction session.
In addition to the academic support provided by the university, support will also be available through the systems operated by the IS and councils.  A University Programme Handbook will be available for all participants.

Programme duration

It is expected that the Postgraduate Certificate and Postgraduate Diploma stages will be completed within 18 months. The Masters stage will take an additional 6 months.  Overall, it is anticipated that the programme will be completed in a minimum of 15 months and a maximum of 5 years.

Programme costs

Validation

The programme has been developed on the basis of a one-off validation process that all 32 councils can use.  Validation cost £15,000 (paid by the Improvement Service) and the model is now available to all councils without further start-up or validation fees.

Induction

Edinburgh Napier University optional one-day induction at a cost of £800.

Delivery

Modules that are delivered by the IS (either from its staffing resources or from a list of its accredited associate lecturers) will be recharged on a cost recovery basis.  Councils using Edinburgh Napier University, local colleges or other external providers will have the opportunity to negotiate and pay delivery costs, although for accreditation purposes, any lecturers delivering the materials must be approved by Edinburgh Napier University.

Postgraduate Certificate

There is a registration cost of £150 (excluding VAT) per person for the Certificate level.  This will include - approval of the lecturing staff as suitable to teach at Masters programme level; discussing the module materials, approach, delivery and assessment with the lecturer; appraising the delivery of a selection of the modules; approval of the assessment used on each module; second marking assessments.
Postgraduate Diploma

There is a registration cost of £150 (excluding VAT) per person for the Diploma level.  This will include - approval of the lecturing staff as suitable to teach at Masters programme level; discussing the module materials, approach, delivery and assessment with the lecturer; appraising the delivery of a selection of the modules; approval of the assessment used on each module; second marking assessments.
Masters

There is a registration cost of £150 (excluding VAT) per person for the Masters level.  Edinburgh Napier University will provide taught input, support and supervision, which will be customised to reflect student needs and council requirements.  Costs will be negotiated locally.

Validation of new modules

Edinburgh Napier University will charge an additional one-off cost for validation of any new materials.

Graduation

Participants will be able to graduate from Edinburgh Napier University on successful completion of any of the three stages – certificate, diploma or masters.  Edinburgh Napier University’s fees and conditions will apply and will be payable by participants or their employing council.

Programme Modules

	POSTGRADUATE CERTIFICATE
	National Modules – selected from nationally developed accredited materials

10 Credits
	National Modules – selected from nationally developed accredited materials

10 Credits
	Local Management Modules – selected from individual councils internal suites of accredited management development materials

10 Credits
	Local Management Modules – selected from individual councils internal suites of accredited management development materials

10 Credits
	Work Based Learning activity module - continuing professional development in a managerial context

20 Credits
	Exit:

Postgraduate Certificate



	POSTGRADUATE DIPLOMA
	National Modules – selected from nationally developed accredited materials

10 Credits
	National Modules – selected from nationally developed accredited materials

10 Credits
	Local Management Modules – selected from individual councils internal suites of accredited management development materials

10 Credits 
	Local Management Modules – selected from individual councils internal suites of accredited management development materials

10 Credits 
	Work Based Learning activity module - continuing professional development in a managerial context

20 Credits
	Exit:

Postgraduate Diploma



	MASTERS
	Management Practice Report

60 Credits
	Exit:

MSc




Compulsory modules should commence with Local Government in Context.  Thereafter, other compulsory modules will be undertaken in the order determined most appropriate by individual councils.  

The learning outcomes for the National Modules are:

Local Government in Context


Critically appraise and be able to predict key trends and change in the corporate and service environment.


Evaluate the challenges and opportunities changes in the corporate and social environment create for the council and their services.


Analyse and evaluate the move to an outcome focus and Single Outcome Agreements (SOA) and be able to define their service in outcome terms.


Have experience of the use of selected techniques to analyse their context and outcomes including SWOT, key issues analysis and the SOA toolkit.

(b) Performance Managing Your Single Outcome Agreement


Review how outcome focussed performance measurement fits with traditional input/output or process measures.


Critically appraise international and UK approaches to outcome management.


Evaluate how to manage towards medium and long-term outcomes – developing immediate and intermediate outcomes to monitor progress.


Appraise the continuing role of input/output measures to support outcome measures.

(c) Efficient Government and the New Context


Appraise the role of ‘Efficient Government’ in the Concordat, Post-Crerar ‘self-assessment’ and Best Value 2 context.


Analyse and evaluate the concept of efficiency and its key dimensions:  Allocative, operational and impact efficiency.


Critically review the need for greater efficiency through partnership working and ‘collaborative gain’.


Assess approaches to operational cost effectiveness drawing upon business process analysis approaches such as LEAN and Six Sigma that expose ‘process waste’.

(d) Partnership and Joint Working


Articulate the ‘business case’ and ‘added value’ to justify developing partnerships and options for leadership, governance and accountability.


Critically assess if partnership working is the appropriate vehicle to achieve objectives.


Critically assess and evaluate ‘collaborative gain’ in partnerships including approaches such as agenda setting, consensus building and action planning for effective partnerships.


Evaluate the continuum of joint working from informal to formal, from Network, Collaboration, Co-operation, and Co-ordination of Partnerships.

(e) Workforce Planning


Appraise how demographic, social, technological and other challenges impact on the planning for the current and future local government workforce.


Analyse key issues using PESTLE and consider appropriate organisational and service strategies to respond to them.


Effectively create scenarios describing credible futures for local government using a case study and national data templates.


Critically assess the impact of national initiatives on workforce needs.

The option modules will be chosen from a list of modules available from the participating local authority. These are areas of management development activity that many councils have already addressed and which relate to broad management competencies. 

Typical subjects to be covered may include:

Coaching 


Appraise the use of best practice coaching skills.


Understand a range of different coaching interventions to achieve high performance and promote engagement.


Demonstrate an understanding of the responsibilities of the manager as coach.


Recognise the importance of coaching as a vehicle for employee engagement, individual performance and continuous development.


Be equipped to develop a sustainable coaching culture.

(b) Change Management 


Critically review the key leadership behaviours that impact on ability to manage change successfully.


Identify the key drivers of change for local authorities.


Critically analyse why people resist change, the different forms that resistance can take and how this can be overcome.


Demonstrate an understanding of the need for frequent communication during change, the different types and impact change can have on customer and staff relations.

(c) Leadership


Appraise the use of employee engagement and how it impacts performance.


Identify the different factors that affect employee engagement.


Identify an awareness of how you can influence levels of engagement within a team.


Consider a range of solutions to enhance team engagement.


Apply tools and techniques to enhance a team’s level of engagement and performance.

(d) Project Management 


Critically assess the historical perspective of project management and the benefits it brings in use.


Appraise the four key stages of a project.

(e) Recruitment and Selection


Critically review the implications of employment law in relation to recruitment.


Demonstrate competence in recruiting in compliance with relevant legislation and corporate policy.


Appraise through observation, recording and measurement and interpret behaviours to make accurate conclusions.


Appraise and manage every stage of the recruitment and selection process.

(f) Impact and Influencing Strategies


Discuss the importance of planning our communication using appropriate skills.


Critically analyse influencing networks and how to make it more effective.


Identify skills critical for effective influencing.


Evaluate the importance of personal impact including appropriate models and processes.

(g) Conflict Management


Critically assess the importance of a planned approach to managing conflict.


Review why and how others react differently to different situations and how conflict might therefore arise.


Evaluate reactions to conflict and how to channel energy positively and constructively.


Assess the range of coaching styles relevant to a conflict situation and the use of a model to give directive feedback.

(h) Managing your Budget – Revenue Expenditure


Review how revenue expenditure is funding and accounted for.


Distinguish between capital and revenue expenditure.


Critically analyse the local authorities revenue budgeting process and use of systems for budget monitoring.


Be able to undertake effective Revenue Monitoring including the completion of monthly forecasts.

(i) Performance Relationships. 


Evaluate the importance for local authorities to build a high performance culture across all its services.


Develop an understanding of the local authority PRD process.


Evaluate, set and measure SMART objectives.


Critique the use of interpersonal skills to manage staff performance.


Critically review appropriate performance feedback to different types of performer and deal with issues of under/non-performance.

These modules may be delivered in-house, by the Improvement Service, by third parties or by the Edinburgh Institute.

Note: Some modules may be 5 credits, in which case two will be taken to complete the 10 credit block shown in the diagram above.
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