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CIPFA PROFESSIONAL QUALIFICATION

SYLLABUS

STRATEGIC LEADERSHIP (SL)

SYLLABUS LEARNING OBJECTIVES AND SYLLABUS GUIDANCE

	
	Overall aim
	 (%)

	
	 
	 
	 

	STRATEGIC LEADERSHIP
	A
	Apply contemporary theories of leadership to complex situations in the contemporary public services environment.
	15

	
	B
	Formulate solutions to organisational problems and ensure the achievement of organisational aims in the contemporary public services environment.
	35

	
	C
	Discuss the need for effective organisational structures and for developing strategic alliances with other organisations.
	25

	
	D


	Formulate effective strategies for implementing change to ensure the achievement of organisational aims.
	25


INTRODUCTION
The Strategic Leadership module is designed to provide candidates with the necessary knowledge and higher level leadership skills applicable to organisations within the public services.  As such, the emphasis of the module is on the practical aspects of leadership in the contemporary public services environment.

Leadership in the context of this module relates to those at the highest levels in public service organisations but also to any manager who is responsible for delivering a business plan and acts as the leader of their business unit.  Therefore the application is quite wide.
Within these guidelines various theories are mentioned.  These should be considered as suggestions only and a student can draw on any relevant theories.  A key feature of this module is that students should answer examination questions from a practical perspective.  Theories can be used to support answers but marking schemes will not expect a particular theory to be covered.  Students will be free to discuss any relevant theory and will gain credit if it is applicable.
These guidelines also make reference to various texts that can be used as additional sources of information.  These should not be viewed as required reading and are suggested only.  Required reading is Public Finance magazine and students will be expected to show a good understanding of current public sector issues in the examination.

	A1)
Evaluate theories of leadership and apply to the public services environment.
· Definition of leadership 
· Managers versus leaders 
· Current theory on leadership 
· Characteristics of effective leaders.


	This syllabus area introduces the student to the study of leadership and a key message is that there is a multitude of differing views/theories on what makes a good leader.  A student will be expected to draw on these to make sense of real world issues in today’s public services.  Additionally, it is expected that students will be reading widely in the public services press and be able to relate theory to practice and vice versa.

Definition of leadership - Various definitions of leadership exist in management literature and a variety should be presented here with the key elements and similarities drawn out.  A key issue will be to be able to apply these definitions to the public services and understand what leadership means today.

Managers versus leaders - There are various schools of thought on this topic which range from managers and leaders being quite separate to views that hold all managers as leaders and vice versa.  A range of these views should be discussed in relation to leaders in the real world.  The discussions here don’t have to be limited to the public services and looking at a range of leaders in the private sector would be a useful comparison.  Useful theories to discuss here would be: Mintzberg’s classification of the ten roles of management (which includes the leader role); Hollingsworth’s differences between managers and leaders; and Watson’s seven-S theory.  A key difference between the Strategic Leadership module and others is that students are expected to read around the subject widely.  Therefore students should not feel restricted to the theories contained in this guidance alone.  Credit will be given for other valid theories used in the right context.
Current theory on leadership - There are a wide range of current theories on leadership and only a small number can be effectively covered on a programme such as this.  It is important that students can discuss theories with divergent views on leadership and relate them to the public services environment.  Suggestions as to the theories to cover here are as follows:
· Qualities/traits approach

· Functional approach

· Action-centred leadership (task, team, individual)

· Behavioural approach (consideration vs. structure)

· Styles of leadership (autocratic vs. democratic vs. laissez-faire)

· Tannenbaum and Schmidt styles of leadership

· Contingency theory

· Path-goal theory

· Transactional vs. Transformational approaches (Burns)

This list should not be viewed as exhaustive and students should be able to choose appropriate theories to explain real world leadership situations.

Characteristics of effective leaders - As with the previous section there are a range of views on what characteristics make ‘effective leaders’.  This section should start with a discussion of what is an effective leader before discussing a range of views on this topic.  Students should be able to apply the characteristics to a range of real world leaders.  Links can be made here with the ‘qualities/traits approach’ from the previous section.


	A2)
Evaluate the role of leaders in the public services and apply to the public services environment.

· Strategic organisational leadership 
· Finance Director’s role in organisational leadership 
· Public and community engagement 
· Collaborative leadership 
· Innovation and thought leadership 
· Political dimensions of leadership 
· Sustainability 
· Team leadership 
· Ethical leadership 
· Accountability.


	Following on from the first syllabus area, this section expands on the role of leaders and takes a much more practical approach to the various roles that leaders carry out in today’s public services.

Strategic organisational leadership - This module builds on others at previous levels of the qualification and in particular the business strategy module.  This section should draw out the parallels between BS and this module.  The role of the leader in strategy formulation should be discussed and in particular their role in strategy implementation. Change management and their role with regards to communicating organisation vision should also be discussed.

Finance Director’s role in organisational leadership - For many CIPFA students the role of finance director will be their first taste of leadership and therefore the leadership aspects of this role should be discussed.  The leadership aspects should not be limited to leadership of the finance function but should focus on their wider role with regards to leadership of the whole organisation as part of the senior management team.  It should be noted that ‘Finance Director’ is a generic term and other titles are in wide use within the public services.
Public and community engagement - Modern public service leaders are often in the public eye and engage with a variety of stakeholders on a regular basis.  This role is important and allows leaders to both inform the public and be informed by these interactions.  This section of the syllabus will discuss the role of leaders with regards to the various mechanisms which exist for them to engage with the public. Participative and leadership approaches to strategic decision making should be discussed here with the advantages and disadvantages of each related to real world situations.
Collaborative leadership - Collaborative leadership focuses on the skills needed to manage across organisational boundaries.  With most public services having a large number of partners (in various forms) it is an important area.  The specific skills needed to manage these relationships should be discussed and real world examples in the public services can be used to highlight the importance of these.  Studentss may wish to draw on Rosabeth Moss Kanter ‘Collaborative Advantage’, Harvard Business Review (1994) when looking at this area of the syllabus.
Innovation and thought leadership - When public services are encouraged to ‘do more with less’ there is an increased focus on innovation within services.  Leaders have a key role to play in creating environments where ideas flourish and are captured.  Students should be able to discuss various views and examples of innovation within the public services.  Knowledge management should also be discussed here as a mechanism for capturing, storing and disseminating new ideas.
Political dimensions of leadership - In the public services, the role of the leader has a much wider political remit than in the private sector.  There are various aspects to this, from interacting with local politicians in local government to the same interactions with regional and national representatives.  This role should be explored with reference to real world examples throughout the public services.  Students should be able to understand the skills needed to manage these relationships and balance the political needs with the strategic needs of the organisation.
Sustainability - Sustainability in a public service organisation sense refers to creating value for the public whilst taking into consideration how the organisation operates in the social, cultural and economic environment.  It follows on and builds on issues the students may already be familiar with such as corporate social responsibility and organisational ethics.  Students should be able to discuss a range of practical examples of sustainability in practice and understand the role of the leader in this process.

Team leadership – As well as leading the organisation, leaders also act as line managers for the senior management team of the organisation.  This area of the syllabus considers this role and the particular issues that can arise when managing those within very senior roles in an organisation.  Syllabus area B1 will expand on this coverage by looking at group behaviour and how successful teams are created.  Additionally, as mentioned in the introduction, anyone who is responsible for the achievement of a business plan needs to demonstrate strategic leadership.  This section should consider this and the different skills needed by leaders of teams and business units.
Ethical leadership – Leaders are often seen as the embodiment of their organisation’s vision, mission and policies.  Therefore it is important that leaders are seen to act ‘ethically’ and reflect the values of their organisation.  This section of the syllabus explores this role and the various ethical dilemmas that leaders can find themselves in.  A student should be able to consider this role of a leader with reference to real world situations and a case study based approach may be used.  This section will draw on and assume knowledge of syllabus area E in the Governance, Public Policy and Ethics module.
Accountability – This area of the syllabus builds on the previous discussions of sustainability and ethical leadership by introducing the various forms of accountability that are an important aspect of a leader’s role.  A student should be able to discuss the differences and similarities between accountability in the private and public sectors.


	B1)
Discuss management issues in the context of leadership within the organisation.

· Culture 
· Human resource issues 
· Motivation 
· Creating successful teams and group behaviour 
· Conflict management 
· Delegation 
· Managing performance 
· Managing networks.


	Culture – The main theories on organisational culture will have been introduced as part of the business strategy syllabus.  This will have covered the Cultural Web as well as Handy’s cultural types.  Students should also be familiar with Miles & Snow, which should be discussed here.  The coverage in this area of the syllabus should be practical in nature and the focus should be on the application of culture rather than the theory.
Human resource issues – This section of the syllabus is concerned with various issues relating to ensuring that human resources within an organisation are well managed.  Issues currently prevalent in the public services should be discussed here along with examples of best practice.  It is important that the focus of this area is on high level, organisation-wide issues rather than individual personnel issues.
Motivation – A key role of the leader is to motivate both their team and the organisation.  A student should be able to consider practical situations whilst drawing on various motivation theories to support this.  A range of content and process theories should be discussed including, but not limited to:

· Maslow’s hierarchy of needs
· Herzberg’s two-factor theory
· McGregor’s X and Y theories
· McClelland’s achievement motivation theory
· Expectancy theory
· Goal theory, and
· The Psychological contract
Creating successful teams and group behaviour – This syllabus area is concerned with the leader’s role in ensuring that organisational teams are high performing.  There are many theories that students can draw on in this area including Tuckman’s theory on groups to Belbin’s theory on team roles.  As with other sections it is important that a student can discuss a range of theories and apply them to practical situations.
Conflict management – The leader’s role in managing conflict both internally and externally should be discussed here.  Potential sources of conflict within the public services should be discussed along with the various styles of managing conflict that exist.  Traditional and contemporary views of conflict should be discussed as well as Transactional analysis.
Delegation – The process of delegation should be covered here along with both the benefits and perceived costs.  The relationship between authority and responsibility should also be explored with reference to real world situations.
Managing performance – Leaders are ultimately responsible for the performance of their organisation and many of the associated skills will already have been studied within the Business Strategy module.  A student should be able to discuss why it is important to measure and manage performance.  A discussion of economy, efficiency, effectiveness and their link with both value for money and lean concepts should be discussed here.  Students should be able to discuss a range of performance measures/indicators in use in the modern public services as well as discuss the problems and benefits that these can lead to.  A useful resource here is “Public services management”, A. Rose and A. Lawton (1999).
Managing networks – This area will look at the specific issues that arise due to the rise of networks in the public services.  Students should be able to discuss why this is currently so important and be able to classify various types of networks.  The difficulties in managing networks should be analysed together with current best practice based on practical case studies.  As with the previous section a useful resource is “Public services management”, A. Rose and A. Lawton (1999).


	B2)
Appraise an organisation to identify the problems of leadership and propose solutions that ensure effective leadership across the organisation and the achievement of organisational aims.


	This area may be discussed using a case study approach in study materials.  Students should be able to analyse particular case studies and identify any leadership problems that it poses.  A range of solutions should be discussed and the optimal solution(s) for the organisation proposed, taking account of any wider issues.


	C1) 
Evaluate the options for appropriate structures available to an organisation in the context of the contemporary public services environment.

· Organisational configurations 
· Organisational structures 
· Centralisation vs. decentralisation 
· Localism.


	This syllabus area is concerned with how organisations are set up and managed at a macro level.  There are strong links with the Business Strategy module and a student should refresh their knowledge on its coverage of partnerships.

Organisational configurations – The concept of configurations should be introduced here with reference to Mintzberg’s classifications.  Application to the public services and reasons for the various approaches should be discussed.
Organisational structures – Building on the previous section, a student should be able to discuss a range of structural types and the advantages and disadvantages of each.  This knowledge should then be applied to real world examples of public service organisations.
Centralisation vs. decentralisation – The advantages and disadvantages of each of these approaches should be discussed along with the factors that lead to an organisation adopting one or the other.  It is important that students consider these two options from both an organisation’s point of view, but also from the point of view of nations in terms of whether power is held centrally or devolved down to individual nations, regions and organisations.
Localism – This section builds on the discussions of decentralisation and introduces the concept of localism within the public services.  Students should be able to explain the concept and also related concepts such as ‘double devolution’.  Current localism trends within the public services should be analysed and appraised.


	C2)
Evaluate the options for strategic alliances available to an organisation in the context of the contemporary public services environment.

	This syllabus area should refresh the student’s learning on the various forms of strategic alliances that are available for modern public service organisations.  These will have been covered initially in the Business Strategy module so should be familiar.  Students may also wish to refer to the discussions in syllabus area D of the Governance, Public Policy and Ethics module and syllabus area B of the Business Management module.  A student should be able to identify a range of examples of strategic alliances and assess which is the most appropriate in a given situation.  A case study based approach may be taken when looking at this area in study materials.


	D1) 
Discuss change management issues in the contemporary public services environment.

· Change management vs. organisational development 
· Planning for change 
· Managing resistance to change 
· Use of change agents 
· Change tactics.


	Change management vs. organisational development - The differences between these two approaches should be discussed and students should be able to draw on a range of practical examples of each.  Students should be able to classify change into a variety of types such as those of Balagun and Hope Hailey et al.
Planning for change - This section will cover the key questions that need to be answered for a change to be successful.  It may be useful to refer to a theory such as the TROPICS test here.  It is also important that a student is aware of the lifecycle of change by reference to the different stages in a typical change scenario (Lewin/Schein).
Managing resistance to change – How leaders manage those who are resistant to change is a key skill.  This section will look at where resistance comes from, the types of resistance and how it can be overcome using practical examples drawn from the public services.  The concept of Force Field analysis should also be discussed and applied to specific examples.
Use of change agents – A student should be able to discuss the role of a change agent in organisational change as well as present the arguments for and against the appointment of an external change agent instead of one drawn from within the organisation.
Change tactics – Various tactics used in the public services should be discussed here and this section should have a very practical focus.


	D2) 
Appraise options for effective communication with stakeholders.
· Stakeholder consultation 
· Choice of media 
· Barriers to communication.


	Stakeholder consultation – This section will discuss the role that stakeholder consultation plays within the public services.  Students should be able to assess a range of practical consultation methods and discuss practical examples from the real world.
Choice of media – Following on from the previous section this area of the syllabus will assess the options available for communicating with stakeholders.  Modern uses of social media and other e-government tools should be appraised here together with more traditional communication methods.
Barriers to communication – A range of barriers can be identified that prevent or hinder communication.  These should be discussed and students should be able to suggest how these barriers could be overcome.  As usual the focus should be on the practical application rather than the theoretical discussion.


	D3) 
Discuss the need for effective media strategies in the contemporary public services environment.

· Developing a media strategy and identifying objectives 
· Identifying and understanding the audience 
· Structuring and preparing messages 
· Aligning messages with organisational goals 
· Media interview techniques 
· Developing effective relationships with the media.

	Developing a media strategy and identifying objectives – Interacting with the media is becoming an increasing part of a leader’s role and as the public face of the organisation it is important that it is carried out effectively.  The concept of a media strategy and the importance of clearly specifying the objectives (the brief) should be discussed here with reference to practical examples from the public services.

Identifying and understanding the audience – This area looks at how we can identify the characteristics of a target audience or market including market segmentation and how their needs can best be met.
Structuring and preparing messages – This syllabus area covers issues such as choice of media, structure of messages, how to prepare effective messages for a choice of audience or broadcaster.
Aligning messages with organisational goals – This section ensures that a student understands the importance of having a media strategy that cascades from the organisation’s mission, vision or objectives.  The importance of congruence between these two areas should be discussed by reference to practical examples.
Media interview techniques – This section is practical by nature and presents best practice in terms of managing media expectations and ensuring that interviews are successful.
Developing effective relationships with the media – Fostering links with key figures in the media is addressed here together with the ethical considerations that such relationships give rise to.


	Assessment Strategy

The Strategic stage is the most practical part of the CIPFA qualification, and there is an expectation for the Strategic Leadership module in particular that a student will read widely in the public services press to gain an appreciation of current issues as they pertain to the leadership of public service organisations.  As such, the assessment of this module will be of a practical nature with candidates expected to apply their theoretical knowledge to real world situations.  Each area of the syllabus includes a range of theories that candidates may wish to draw on in their answers.  However candidates are not restricted to this range of theories and full credit will be given for the inclusion of other, valid theories.
This examination includes pre-seen material that will be issued to candidates one month prior to the examination date.  This material will include various articles on a particular theme of relevance to the public services.  It is expected that a candidate will spend some time prior to the exam researching and investigating practical examples across the public services.  Candidates are not allowed to bring notes into the examination.

The examination comprises two sections:

Part A – This section is worth 60% of the exam and questions in this section examine candidates on their knowledge of the theme and its application in the public services.  There are two questions worth 30 marks each comprising Part A of the exam.

Part B – This section is worth 40% and candidates have to attempt any two out of three questions.  Each question is worth 20% and whilst these questions tend to be based more on the theoretical concepts discussed in the module there is still an expectation that candidates will apply them to the public services environment.  Part B will not be related to the candidate’s research on the examination theme although there could be issues discussed in Part A that are also relevant to questions in Part B.
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