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Introduction

CMI is developing a new Management and Leadership Standard and Index that will become a nationally recognised measure of effective leadership and management that is widely used by organisations from all sectors and of all sizes.

Organisations will seek to be assessed against the Management and Leadership Standard both to demonstrate current strengths and their commitment to management and leadership, and also to identify shortfalls and priorities.

The Standard is intended to be:

· developmental for an organisation’s leaders and for the organisation itself

· aspirational and will stimulate new thinking in the organisation

· helpful in understanding what leadership and management development is required for the organisation and links with improved capability and performance

· supportive of talent attraction and retention

· a tool for driving business success.

The Standard is being designed as an assessment framework with key indicators and metrics that evaluate effective management and leadership in an organisation and its contribution to organisational performance.

CMI has established a Steering Board of leading employers and other key stakeholders (see Appendix 1) to share the latest thinking and guide the development of this new Standard.  We are seeking to meet the needs of employers by developing a skilled management workforce through promoting a nationally recognised Management and Leadership Standard which has full employer 'ownership' and relevance.

Building on its extensive research, consultation and input from the Steering Board the CMI has developed a draft Leadership and Management Standard based on 15 proposed key indicators and is now looking to develop the detailed metrics behind each indicator.

This paper sets out the next development stage, which is an action-learning research pilot working closely with 10 organisations and a wider quantitative sample to develop and test appropriate measures and evidence requirements against the proposed key indicators.  As part of the programme, we will be carrying out a large scale quantitative survey of 20,000 managers to help build a data set of current measurement practices.  We will also be seeking to identify where evidence requirements from other business models such as Investors in People, EFQM and the BITC Corporate Responsibility Index can be used within the Leadership and Management Standard.
The purpose of this paper is to:
1. Provide an overview of the draft framework for the Leadership and Management Standard

2. Describe the pilot research programme

3. Highlight the key benefits for participating pilot partners

4. Detail the commitments required from each participating organisations

5. Present an indicative schedule for this stage of the project

1. Overview of draft framework for the Management and Leadership Standard

There is widespread recognition of the direct link between management and leadership capability and sustained high performance in organisations.  Effective management and leadership are widely acknowledged to be the key attributes in many high performing organisations.

Through the Management Standards Centre, the CMI is already the guardian of the National Occupational Standards for Management and Leadership which provide a framework for assessing the application of individual competencies and skills in the workplace.  These Standards underpin all nationally recognised vocational and professional qualifications and provide a benchmark and measure of effectiveness for individual managers and leaders.

Yet to date, research shows that there are no widely accepted collective measures of organisational leadership performance and capability.  Ultimately, management and leadership are complex, multi-faceted processes and practices that are determined at an organisational and collective level.  For individual managers and leaders to be successful, more than individual capability and competence is required, the organisational context and structure are critical.  

The proposed new Standard provides a new three-level framework to reflect this organisational dynamic.  The Standard implicitly reflects measures of and the links between management and leadership development practices and individual capability and competence, but focuses fundamentally on the outcomes through measuring organisational performance (see figure 1 below).

Developing the draft indicators

It has been widely agreed that the National Occupational Standards provide a reliable conceptual basis for the development of an organisational Standard.  Given its evidence-based underpinning, the six areas of NOS can translate to an organisational level (see Figure 2 below).
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Following detailed literature research and further consultation with the Steering Board, the CMI has developed the following draft framework of 15 key indicators based on the six core areas of the National Occupational Standards.
	Indicator

	Results

	1. The organisation consistently meets demanding key performance indicators



	2. The organisation has high* levels of customer satisfaction



	3. The organisation has high* levels of people productivity and return on capital employed



	Direction

	4. Strong leadership vision, values and ethics are clearly articulated and embedded throughout the organisation



	5. The organisation achieves high* levels of public/stakeholder trust



	6. The organisation has effective challenges to strategy and risk management in place



	People

	7. The organisation has high* levels of staff engagement and commitment



	8. Management and leadership development is clearly delivered in alignment with business aims and objectives



	9. The organisation achieves excellence* in recruiting, developing and retaining the best talent



	10. There are clear links between performance and reward




	Resources

	11. The organisation is committed to the sustainable use of resources and can demonstrate how it reduces its environmental impact.


	12. The organisation supports the social well-being of its communities


	Change

	13. There is a culture of innovation and continuous improvement



	14. Planned changes are effectively managed and implemented



	Self (organisational culture)

	15.  There is a culture of valuing learning and sharing knowledge



*The definition of high levels within particular indicators will be developed as part of this detailed research programme and will reflect those organisations who are in the top quartile compared with organisations in the same sector - where such benchmarked data is available or can be generated.  Further work with current peer group benchmarks (such as 100 Best Companies to Work For) and the Sector Skills Councils will seek to inform the establishment of the definitions within each indicator.
PILOT RESEARCH PROGRAMME
Proposed Approach and Methodology

CMI and the Institute of Employment Studies will lead a research consortium that will undertake a multi-method approach to this research, focusing primarily on in-depth pilot case studies - drawing on different types of organisations - to achieve a range of business contexts.   The action research with the pilot organisations will be supported with a number of interviews with professionals working within both human capital management and human resource management to ensure that their current practices and expertise is recorded and considered. In addition, we propose to continue to deepen the current literature review, a large scale quantitative questionnaire to 20,000 managers and focus groups.

Working with ten pilot organisations the research team will be refining and developing this initial framework of indicators.  The focus of the work will be considering how each indicator will be applied and the types of evidence requirements that can be collected against each indicator.
The type of evidence that will be used to the support the assessment against each indiciator is likely to include some of the following sources:

· Annual accounts and business review (where applicable)

· Plans, financial and non-financial reporting of results and performance

· Staff survey data

· Staff data in areas such as talent management, retention and absenteeism

· Customer satisfaction data

· Sample interview data (internal and external to the organisation, and embracing the leader and manager population, and staff)
· Audit trail evidence

· ROI data on management and leadership development activities

· Organisational peer group benchmarks (e.g. 100 Best Companies to Work For)

· IiP/EFQM accreditation

A designated research team would work with each participating organisation.  The pilot would involve an initial visit to talk through the work in more detail, get feedback and highlight the information required to make the assessment.

The research team will then undertake further work to refine the indicators and measures based on the feedback, and would develop a detailed assessment methodology.  The research team would then return to each organisation and spend a further two to three days looking at and interpreting the information that they have gathered on the indicators which will enable them to start making an initial assessment.

All the data would then be analysed across the ten companies and the wider research outcomes, which would enable the development of the scoring mechanism to be moderated as appropriate.

If evidence collection against individual indicators needs further interrogation, it is suggested that action-learning sessions with the appropriate pilot organisations are developed to share best practice and emerging metrics.

At the end of the programme, each pilot organisation will receive a detailed, confidential report on performance against each indicator within the Management and Leadership Standard.  Where possible, results will be benchmarked against the survey data from across the practising management community.
An aggregate research report, with anonymised data, will be jointly published to share the results more widely across the management and business community.  All participating pilot companies will have the opportunity to be profiled within this report and the associated launch publicity.

This final report will include recommendations for rolling out the national standard and the development of the associated assessment teams and methodologies.

Benefits for pilot organisations

All pilot organisations will receive a detailed report that provides new insights into the outcomes of their management and leadership capability and practices that can really help improve business performance.  As such, the key business benefits for participating organisations will be:

· A better understanding of how leadership and management directly impacts on the performance of their organisation

· A focused view on the strengths and weaknesses of their management and leadership

· Strategic metrics that can identify gaps where performance can be improved
· A model and benchmark for their management and leadership aspirations.

The participating organisations will benefit in particular from being associated with the development of a leading edge Management and Leadership Standard and Index and participating in the action learning being generated from research among the pilot community.  As such, other benefits will include:

· Unique access to new survey data on leadership measures from across the CMI membership to enable benchmarking opportunities

· Significant development opportunity for internal individuals (the allocated internal assessors)

· Raises level of understanding about leadership across the organisation (if learning from the review is spread/discussed internally)

· Enhanced reputation and PR opportunities through joint publications - can claim to be the first to use the model
· Full acknowledgement of sponsorship and participation in dissemination events

The Research Pilot Partners will be clearly acknowledged as participants in any communication relating to the Project.

Commitment of each pilot organisation

· Nominated representative (likely to be a senior HR/finance manager) who can provide the research team with support internally to access data/reports

· 2 hours with the CEO/finance director/HR Director up front

· PA/internal support for setting up meetings

· Access to identified managers for interviews/focus groups (maximum two 2-hour sessions to be held onsite)

· Project room/workspace for 2 day period, to be agreed in advance

· 1 hour with the CEO/finance director/HR Director for final presentation

· The financial cost for each organisation will be £10,000.  This includes the individual consultancy and research time for the detailed interviews and the collection and analysis of the data and evidence submitted for each indicator.  

Output and Dissemination

The outputs anticipated to be generated from this research project include:

· Key association with a high profile research report providing a platform to raise the debate on the need for common framework to measure management and leadership

· Executive summary of the research report targeted at a senior business audience, and full research report available for the management and academic community
· Development of a practical, employer-based assessment approach to support the development of a CMI assessment tool
· Extensive media coverage of the report: includes national, regional, trade, especially management and HR publications
· Acknowledgement in all CMI publications: Professional Manager (circ. 100,000 managers); Management News e-newsletter (circ. 40,000)

· Other conference and publication opportunities as they arise.

Indicative Timetable

	2009
	

	August


	Review indicators with Steering Board and stakeholders; and identify potential pilot organisations



	23 October
	Second Steering Board Meeting to review indicators and research methodology

	November
	Seek formal agreement from at least 10 participating pilot organisations



	December
	Research team to refine methodology for evidence collation for each indicator and initial meetings with pilot organisations and formalise research consortium


	End of January
	Action-learning day for all participating organisations to review proposed evidence requirements



	January to April
	Detailed work with individual pilot organisations:

Initial submission of documentary evidence to include: Annual Report; HR strategy and metrics; business plans and KPIs; staff survey results; customer satisfaction etc

2 hour interview with CEO/Finance Director

1/2 day session with HR Director/senior HR team



	April
	Third Steering Board Meeting to review initial results of the pilot

	April - May
	Develop research report and refine final framework of indicators


	April
	Quantitative survey to 20,000 practising managers



	
	

	June
	Review final research report and recommendations



	July
	Publish final framework for the Leadership and Management Standard


For further information, please contact:

Petra Wilton

Director of Policy and Research, CMI

Email: petra.wilton@managers.org.uk   

Tel: 020 7421 2708
APPENDIX I:  RESEARCH CONSORTIUM 
The CMI and IES will be leading the research programme, working with a consortium of experts in human capital and business metrics.  The research consortium partners will all be involved in refining the detailed methodology for evidence collation for each indicator and a research team will be allocated to each pilot organisation.
The research consortium partners will be responsible for the delivery of the programme and will report back to the Management and Leadership Steering Board (see Appendix 2) in April 2010. 

The key research partners include:

· CMI - Petra Wilton, Ian Myson, Jean Morton, Piers Cain and Paul Hutchings
· Institute of Employment Studies – Duncan Brown, Wendy Hirsch and Valerie Garrow

· Centre for Applied HR Research – Professor William Scott-Jackson
· Human Capital Forum - Philip Whiteley
· Investors in People – Kirsty Yates
· BITC (to be confirmed)
Biographies of the key experts are included below:
Petra Wilton, Director, Policy and Research, CMI

As Director of Policy and Research at the Chartered Management Institute (CMI), Petra Wilton is responsible for the Institute’s policy agenda and standards setting activities.  She leads on the strategic development of the Institute’s knowledge base and plays a key role in building partnerships in the public policy arena.  Through the CMI's bespoke research programme and policy initiatives, members’ views are shared with those in Government, business, education and the media. 

Petra has led many of the Institute's research projects, focusing on demonstrating the personal and business benefits from investment in management and leadership.  Working with partners across Government and leading corporates, Petra has championed the Institute’s research into human capital management and she co-authored the CMI’s publication “Measures of workforce capability for future performance: identifying the measures that matter most”.

Petra has also been responsible for developing the CMI’s Management Manifesto, which was recently launched with cross party support at the House of Commons at the start of November, and argues for better recognition of the management profession to achieve a better managed Britain.
Duncan Brown, Director HR Development, IES
Duncan has a history degree from Cambridge and an MBA from the London Business School. He has over 15 years consulting experience in leading projects concerned with the development and delivery of pay and reward strategies and their major components, including job evaluation systems, pay and grading structures, pay adjustment methods, bonus and incentive plans, total reward approaches and reward communications. He has also regularly worked on related HR initiatives including performance management processes, development programmes and competency frameworks, and researched extensively into the relationships between reward and HR practices and performance.

Duncan writes extensively on HR and reward issues in journals including People Management, Personnel Today, Compensation and Benefits Review and WorldatWork Journal, with his books including Paying for Contribution, the CIPD Guide to Bonus and Incentives and Strategic Reward: Making it Happen. Human Resources magazine placed him in at fifth place in its annual list of the UK’s Top 25 HR practitioners in 2008.

Duncan joined IES after being a Director and leader of the Management and Employee Reward practice at PricewaterhouseCoopers, leading their job evaluation and pay management work in the UK. For five years before that he was Assistant Director General, Director of Research and Policy at the Chartered Institute of Personnel and Development. Prior to that he was a partner and Practice Leader for the Performance and Rewards business in Europe for Towers Perrin.
Wendy Hirsh, PhD, FCIPD - Principal Associate, IES
Wendy is a Principal Associate of IES, where she was formerly Associate Director. She works as a researcher and consultant in the fields of strategic workforce planning and employee development. Much of Wendy's work concerns the strategies and processes of career development, talent management, succession planning and leadership development from both organisational and individual perspectives. Wendy is especially interested in how strategies for employee development link with business needs, and also how they are supported by line managers.

Her recent work on talent management has included advising a major global bank on its talent strategy; running career workshops for high potential managers in the engineering sector; working with district and county councils to overcome their difficulty in replacing key leaders and professionals; and several projects concerned with strengthening the career development of talented people in particular professional groups across the Civil Service. Wendy has just led IES research on what managers and employees want from the HR function.

In addition to her strong links with IES, Wendy works with a number of other centres of excellence in HRM. She is a Visiting Professor at Kingston University Business School, and a Fellow of the National Institute for Careers Education and Counselling.
Valerie Garrow, PhD, MSc, BA - Associate IES
Valerie joined IES in August 2007 as Associate Director, HR Research and Consultancy. She was previously Principal Researcher at Roffey Park Institute where she led the Institute’s research programme around individual and organisational development. Valerie has a degree in French Studies and Sociology, a Masters in Organisational Behaviour and a PhD in Management. She is also visiting lecturer in Research Methods at Kings College London. 
Her research interests include leadership and organisational development particularly post merger integration and partnership working. She is currently working with the NHS Institute for Innovation and Improvement to evaluate the impact of HR/OD activities on Service Improvement and evaluating the Institute’s Academy for Large Scale Change.

Valerie developed the new Leadership Qualities Framework (LQF) and accompanying 360 degree feedback tool for the Prison Service, which is currently being rolled out across the Service.

Other recent bespoke research and consultancy projects include:

· An investigation into high turnover rates in a large construction company as part of a new talent management strategy.  

· Lead author of the ODPM brochure on the people aspects of project management in local government as part of the Capacity Building Programme.

· A post merger study of behaviour change in ten project groups over six months at HMRC.
Professor William Scott-Jackson - Director, Centre for Applied HR Research
Professor William Scott-Jackson is a Visiting Fellow at Oxford University, acts as Head of Corporate Affairs for one of the Oxford Colleges (St Cross) and contributes in various ways to the University through its Development Office. He is also Director of the Centre for Applied HR Research at Oxford Brookes University Business School, which carries out practitioner oriented research into the impact of HR in business. William is Chairman, Oxford Strategic Consulting (specialising in research and application of Organisational Behaviour and strategic Human Resource (HR) theory, and BusinessHR Solutions.net (a consultancy and provider of HR services to SMEs) and is an investor and non-executive Director of a number of fast-growth Oxford spin-out companies in the UK. 

After a successful career in computing, becoming Director of Engineering for ICL, William started his first company in 1989. Starting with specialised resource services and executive search, the company developed into a well respected management consultancy before being sold in 2000.  In parallel, William pursued his academic career, gaining a doctorate from Oxford Brookes University in the psychology of change and subsequently presenting and writing on all aspects of management psychology and people in business. Recent projects include research into the weight investors put on people measures in valuing businesses.

Philip Whiteley - Chair of the Human Capital Forum
Philip Whiteley, editor of Payroll World, is an experienced journalist and author, specialising in personnel, leadership and management. 

Chair the Human Capital Forum in association with Logica which focuses on the implementation of human capital measures to generate business returns.

He is the author of four books: 'Complete Leadership', co-authored with business coach Susan Bloch; 'Unshrink', written with customer service guru Max Mckeown; 'Motivation', and 'People Express'. He writes a weekly column in The Times on executive pay, and is a former news editor of Personnel Today, where his team broke numerous stories, including the outsourcing of BP's personnel services and a Government u-turn on working time law. 

APPENDIX 2:  

MEMBERSHIP OF THE MANAGEMENT AND LEADERSHIP STEERING BOARD

	Chair:
	
	

	Sir David Howard Bt CCMI

(President of CMI)
	Chairman
	Charles Stanley & Company Ltd

	
	
	

	John McNamara
	Chief Executive


	Alliance of Sector Skills Councils

	Neville Reyner CBE DL CCMI
	Chairman


	British Chambers of Commerce

	Susan Anderson
	Director of Public Service 

	CBI

	Andrew Wilson
	Managing Director


	Centre for Corporate Citizenship

	Charles Tilley CCMI
	Chief Executive


	CIMA

	Keith Ludeman CCMI
	Group Chief Executive


	Go-Ahead Group

	Matt Watson
	Human Resources Director


	Go-Ahead Group

	Simon Jones
	Chief Executive Officer


	Investors in People UK

	Joanne McAdam
	Human Resources Director


	JCB

	Neil Carson CCMI
	Chief Executive


	Johnson Matthey

	Ian Stephenson
	Director of Human Resources


	Johnson Matthey

	Stephen Holliday CCMI
	Chief Executive


	National Grid

	James Bennett
	Director


	Oracle

	Gary Browning ACMI
	Chief Executive


	Penna

	Barbara Wilding CBE QPM CCMI
	Chief Constable


	South Wales Police

	Alf Hitchcock 
	Deputy Chief Constable
	National Policing Improvement Agency

	Tom Wilson
	Director of UnionLearn


	TUC

	Liz Rees
	Education Manager


	UnionLearn, TUC

	Will Hutton
	Executive Vice Chair


	Work Foundation

	CMI executive members:
	
	

	
	
	

	Ruth Spellman OBE CCMI
	Chief Executive
	

	Petra Wilton MCMI
	Director of Policy and Research

	Marianne Harris-Bridge FCMI
	Director of Employer Engagement














Outcomes, practice and capability are assessed via


15 NOS-based key indicators
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CAPABILITY


(of current manager/leader population)








OUTCOMES


(performance measures)





PRACTICE


(M&L development practices/processes)
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