A regional approach to children’s services leadership development and succession planning resulting in improved outcomes for children, young people and their families.
1. Introduction  

This paper proposes the development of a regional approach to leadership development and succession planning for children’s services middle and senior leaders (tiers 2-5 in local authorities plus other children’s trust partners) in the social, education, schools, health, youth support, youth justice, early years, community, private and voluntary sectors of the children’s workforce. 
Directors of Childrens’ Services in the East Midlands and the Association of Directors of Children’s Services (ADCS) have identified Succession Planning – Workforce Development as a key area of development in the Joint Regional Improvement and Efficiency Plan (JRIEP).  The DCS’s have identified difficulties in recruiting and retaining good quality staff in children’s services and preparing them for the challenges of an integrated agenda. They are committed to develop activity at a regional level that is based on evidence of need, promotes efficiency and alignment of resources and effort, adds value to work at a local Children’s Trust level, and helps improve the confidence and competence of all those working in the children and young people’s workforce to improve the lives of children, young people and their families across the region.
This paper proposes that a regional approach to leadership development and succession planning with common design principles will make efficient and effective use of CPD resources across the children’s service’s professions.  It would facilitate alignment with related national and regional leadership development initiatives.  It would promote the recruitment and retention of diverse children’s services leaders in the East Midland’s region and would enable a sharing of learning and expertise across the professions to the benefit of all children, young people and their families.
2. What is the evidence of need?

We propose to design and deliver a children’s services leadership development and succession planning programme in the East Midland’s in order to develop quality staff able to lead and take forward Children’s Trusts, addressing the issues identified in the Audit Commissioner report ‘Are we there yet?’ (2008).

This need for a regional children’s services succession planning and leadership development programme has been identified in a range of national, regional and local analyses and policy documents.  These include:

~ The Children’s Plan: Building Brighter Futures (DCSF) which set out the ambitions for the whole children’s workforce and identified the need for effective and knowledgeable leaders and managers ‘throughout all areas of practice where the outcomes of children, young people and families are affected’.

~  The 2020 Children and Young People’s Workforce Strategy which highlighted a more integrated  approach to the development of leaders and managers, including extending the remit of the NCSL to develop a package of support for current and aspiring Directors of Children’s Services.

~ The McKinsey research commissioned by NCSL found that ‘there is very little formal succession planning in LAs and no clearly identified pipeline of talented and prepared individuals to move into the DCS role , or into preparatory Tier 2 and Tier 3 roles’. 
~ There is an aging cohort of DCS, 2nd and 3rd tier leaders in local authorities with a risk of loss of expertise in the system; and challenges to the recruitment and development of effective front line leaders who will need to be increasingly engaged in partnership and joint working.

~  There is a significant succession planning challenge in school headship with a need to increase the number of headteacher recruits by 20 percent, at a time when large numbers of middle leaders say they currently have no wish to become heads.
~ There is evidence of the need to create a more diverse talent pool for children’s service’s leaders and reports of significant interest for example from the voluntary sector.
~ The DCSF report in 2008 undertaken by York Consulting LLP, confirmed the lack of ‘a longer term leadership development strategy’ and the barriers to further career progression for senior managers from less conventional backgrounds (outside the LA).

~ The priorities for action identified by Children’s Trusts across the East Midland’s region using the CWDC One Children’s Workforce Framework and online tool  highlight the need to develop a leadership and management strategy and framework across the Partnerships in order to fulfil the ambitions set out in the 2020 Children and Young people workforce Strategy.
~ Succession planning and leadership development in integrated settings is prioritized in the East Midland’s local authority’s self assessments and planning documents in the CYPPs, LAAs and JISPs for 2009-10 and can be seen in the TDA Workforce Modernization priorities and LA plans, including those relating to Professional Leadership.
3. What would success look like?  
(Note:  the design of the Regional Children’s Services Succession Planning and Leadership Development Programme aims to be completed by December 2009 and the delivery of the pilot programme commences early 2010)

1. By December 2009, the regional steering group with its partners will have co-designed an East Midland’s children’s services leadership development and succession planning programme of support and development for middle and senior leaders, working in partnership with NCSL, CWDC, TDA and other key partners.  The programme will support the development of a regional culture, identity and expectation for high quality leadership development and succession planning and will attract and retain talented people to work in children’s services leadership roles.

2. A Regional Children’s Services Leadership Development and Succession Planning Group will be formed with key stakeholder representation (Note: membership to be determined by steering group on September 3rd). Funding for delivery of a feasibility pilot will be allocated by JRIEP and its partners and coordination of the regional programme will be in place.
3. Common design principles for children’s services leadership development and succession planning will be adopted by the regional steering group and promoted across the region, thus providing a coherent underpinning for regional programmes of leadership support and development.  These common design principles will make explicit the opportunities for career progression and access to high quality support in the East Midland’s region.  The leadership development support will be differentiated, multi- professional and include a range of learning and development opportunities.
4. The regional programme will be underpinned by effective information gathering at local and regional levels.  This could include a mapping of existing leadership development provision and data gathered on supply and demand from partners across the region including intelligence on staff turnover, churn and turbulence across tiers 2-5 in local authorities and other partners.
5.  The regionally designed and flexibly delivered leadership development programme would be available to middle and senior leaders for piloting from early 2010. (The regional steering group on the 3rd September will advise on the need to commission a national/regional provider for this pilot). 
6.  A successful programme would therefore have the following characteristics:
· the programme will align with other national/ regional succession planning and leadership development initiatives eg NCSL, CWDC, DoH, ADCS/VSC, HEFCE etc; in order to build synergies and delete overlaps.
· it will build on and support the successful succession planning and leadership development work carried out by local authorities and their partners.  It will also build on the range of  national multi-agency professional development (MAPD) programmes, promoted by DCSF; and align with other national programmes such as the ‘Leading from the Middle’ (NCSL); and other relevant professional development programmes. 
· a range of quality assured learning and development opportunities will be made available; these might include cross professional placements, work shadowing in own and other contexts; opportunities for self evaluation and reflection on leadership skills and attributes; coaching , mentoring, action learning sets; network learning communities; specific leadership and development training programmes etc; 
· the emphasis will be on system leadership, talent management and growing our own leaders at all levels, from induction onwards, to aid the attraction and retention of quality children’s services leaders in the East Midland’s region;
· the programme will encourage the take-up of more formal leadership development training and accreditation – eg offered by NCSL or other professional bodies; universities in the region will be invited to accredit the regional programme from its inception;
· it will promote leadership diversity in terms of career social and ethnic backgrounds, gender, age and physical abilities;
· the programme will involve children and young people in the design and delivery of leadership development and succession planning activities.

7. A Regional Children’s Services Leadership Development and Succession Planning Group will be formed with key stakeholder representation (Note: membership to be determined by steering group on September 3rd). Funding for delivery of a feasibility pilot will be allocated by JRIEP and its partners and coordination of the regional programme will be in place.

8. The regional group will:

·  Coordinate the monitoring and evaluation of the impact of the succession planning and leadership development provision in the region based on effective data gathering processes and feed this evidence into the review of regional workforce development priorities as appropriate.   The programme evaluation will be designed alongside the detail of the programme delivery.  It will be multifaceted in nature and will include reference to benchmark competencies; impact on ECM outcomes; statistics on increased rates and range of applications for leadership posts and data on candidates gaining promotion. 
· Take responsibility for commissioning high quality support for delivering the regional leadership development and succession planning programme.  This could include delivery by existing providers and partners in the region if quality is assured, as well as new collaborations.

· Promote collaborative and sustainable professional learning activities across LAs and Children’s Trust partners in this region and with other regions.  They will support opportunities for leadership development placements in other contexts and promote the transferability of skills and knowledge.

· Make effective use of the DCSF National Profession Development Framework ‘ Leading and Managing Children’s Services in England; the CWDC led Championing Children and middle leadership developments; NCSL National Professional Qualification for Integrated Centre Leadership (NPQICL) and Multi Agency Professional Development (MAPD) and other nationally produced leadership development competencies and support materials.
· Lead on the development of an East Midland’s Children’s Services Leadership Development Framework to identify the pathways to progression and to share the competencies desired in children’s services system leaders across the professions.  This development work will link with the functional mapping of the CWDC Integrated Qualifications Framework (IQF).
· Learn from and build on the work of the Local Government Leadership College (LCLG) and its early work on the cross-public service leadership development of place for middle managers and procurement of leadership development database.  Useful linkages can be made with IDeA.
· Liaise with NCSL and relevant partners to disseminate interesting and effective succession planning and leadership development  practice.
4. What difference would we make by this regional approach?
We would:

· Improve the life chances and outcomes for all CYP &F in the East Midland’s region through improved high quality leadership of children’s services.
· Achieve an efficient and effective use of resources and provision with several hundred leaders available for development across middle and senior leadership teams (tiers 2-5 in local authorities plus other children’s trust partners) in the east midland’s region across children’s services professions in the social, education, schools, health, youth support, youth justice, early years and public, private and voluntary sectors.
· Be able to pool the range of expertise and knowledge in leadership development/succession planning across the sectors, professions and region.

· Develop regional collaboration in the challenging field of leadership in integrated settings and would be able to disseminate good practices in leadership development quickly across the region and the professions.

· Reduce silo-based working and fragmentation of leadership development, reduce duplication of effort and lost opportunities to make best use of funding streams.
· Involve children, young people and families in the design and delivery of the regional leadership development and succession planning programme.
· Be able to commission high quality support and development for the region in an efficient and effective manner.
· Be in a good position to attract funding to the regional plan and offer to deliver a feasibility pilot from early 2010.
· Establish a culture, identity and expectation of support and development in children’s services leadership in the East Midlands.
· Improve the rate and quality of attracting, recruiting, developing and  retaining children’s services leaders across the region and the professions, developing a diverse regional talent pool of trained children’s leaders who can work effectively across a range of children’s trust partner organizations.

Proposed next steps

1. This paper is submitted to the regional CWF steering group on the 3rd September 2009 for acceptance of the regional approach to leadership development and succession planning and by the wider regional workforce networks on 21st September.
2. A regional leadership development and succession planning steering group is established to inform the production of a project plan for these proposals and the delivery of a regional programme in early 2010.
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