Capability Framework Workshop
Attendee pack  |  CMG  |  Maria Ryan
Tuesday 10 November 2026  |  09.30 to 15.30  |  Zoom
This pack contains the reference material and activities we will use together. We will explore how the framework can support decisions about people and services, and how to develop capability through everyday work. No prior knowledge of either model is assumed.
Before Tuesday
Allow about 10 to 15 minutes to skim pages 2 and 3. Think of one work issue you would like to explore, such as a new responsibility or a development need. Use anonymised examples. You do not need to complete the case studies or exercises in advance.
Download this pack before joining and keep it open during the session. A laptop or desktop will make it easier to read the material while using Zoom. Have a notebook or a document available for your own notes. Printing is optional.
The day
09.30 to 11.00  Framework purpose and shared understanding
11.00 to 11.15  Morning break
11.15 to 13.00  Grade expectations, case studies and development conversations
13.00 to 14.00  Lunch
14.00 to 14.35  Choice of skills audit or interview design
14.35 to 14.40  Comfort break
14.40 to 15.30  Workplace planning, learning recap and questions
Finding your activity
Page 2 covers the dimensions exercise. Page 3 is the HEO comparison. Pages 4 to 7 are Cases 1 to 4. Page 8 covers paired practice, page 9 the afternoon activities, and page 10 your workplace plan.
In breakout rooms, keep the relevant page open. Where a group report is requested, choose a spokesperson and someone to keep brief notes. A spoken report using those notes is sufficient. No slides or written submission are required.


The four capability dimensions
These workshop summaries help you connect the dimension names to everyday work. Use the published profiles for the full expectations at each grade. Our shared teaching reference is Higher Executive Officer, or HEO. Formal use within your organisation depends on its own arrangements.
Building Future Readiness
Work out what people need to learn before taking on unfamiliar tasks. Consider where a digital or AI tool could help and where people still need to exercise judgement.
Evidence Informed Delivery
Use evidence about demand and capacity to decide what to prioritise. Check whether existing work stays on track as the new work gets under way.
Leading and Empowering
Agree who can take responsibility for the new tasks and what decisions they can make. Give people support while they build experience.
Communicating and Collaborating
Agree what each team will deliver and when. Decide how to raise problems early so that other teams can act.
Your dimension discussion
Your room will be assigned one dimension. You have 10 minutes, including the return to the main room. Choose a role or team you know. Agree one action that demonstrates your dimension and explain how a second dimension helps it succeed.
If helpful, use this situation: a team takes on a new priority while keeping existing work on track. Some work depends on other teams, and colleagues have different levels of experience.
Choose a spokesperson. Prepare a one-minute example explaining the action and the difference it would make.
Published framework and grade profiles
Open published reference


Competency and capability at HEO
A competency describes what someone needs to demonstrate to perform a role effectively. The Capability Framework updates the earlier model and also considers what people draw on, including their knowledge and strengths. You can take part using experience from any role.
Earlier model and current profile
Earlier competency heading: Management & Delivery of Results. Organise your own and others’ work, take responsibility for agreed objectives and check the quality of delivery.
Current dimension: Evidence Informed Delivery. The selected section, Delivering Excellence, describes planning and prioritising workloads, tracking progress and quality, seeking feedback and evaluating outcomes.
Evidence Informed Delivery also contains Analysis, Judgement & Decision Making. This comparison uses only Delivering Excellence. The facilitator selected these overlapping sections for teaching. They are short summaries and are not an official one-to-one mapping between the models.
Your comparison discussion
Open this page before entering the first breakout. You have six minutes, including return. Compare the descriptions. What is familiar, and what does the capability profile make more explicit? Choose one capability that matters in your work and give an example of what someone would do to show it. Choose a spokesperson to bring back one observation and one workplace example.
Full HEO capability profile
Open published reference
Earlier HEO competency model
Open published reference


Case 1 A faster reply, but is the issue resolved
Use the case matching your room number. These scenarios and figures are fictional.
A central support team helps local offices resolve requests they cannot deal with themselves. The dashboard shows that 9 in 10 requests receive a reply within two working days. Local offices say they still chase answers, and some people using the service have had to explain the same issue more than once.

The service manager wants to shorten the reply target. The team has four weeks to improve the service with the staff it already has.

What would you change first? What evidence would tell you the service had improved for the people using it?
Your group task
You have 20 minutes, including the return to the main room. Appoint a spokesperson and a note-taker. Agree a recommendation and the evidence behind it. Connect two capability dimensions to specific actions. Decide who would act and when the result would be reviewed.
New information will be provided during the activity. Discuss whether it changes your recommendation.
Your one minute spoken report
“Our recommendation is… The evidence is… Our actions demonstrate these two dimensions… The person responsible and review point are…”
Brief notes
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________


Case 2 Who is the grant scheme reaching
Use the case matching your room number. These scenarios and figures are fictional.
A public body has piloted a grant scheme to widen access to community activities. Most awards went to organisations with paid staff. Smaller volunteer-led groups said they struggled to provide the same level of detail in their applications.

A senior decision-maker wants to extend the scheme nationally within the same budget. You can keep a single application process or test a simpler route for smaller grants.

What would you recommend, and what does the decision-maker need to know before agreeing to it?
Your group task
You have 20 minutes, including the return to the main room. Appoint a spokesperson and a note-taker. Agree a recommendation and the evidence behind it. Connect two capability dimensions to specific actions. Decide who would act and when the result would be reviewed.
New information will be provided during the activity. Discuss whether it changes your recommendation.
Your one minute spoken report
“Our recommendation is… The evidence is… Our actions demonstrate these two dimensions… The person responsible and review point are…”
Brief notes
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________


Case 3 Is the team ready to launch
Use the case matching your room number. These scenarios and figures are fictional.
A new HR system is due to go live in six weeks. It will change how 600 employees submit requests and how managers approve them. Training completion is at 95%. In a practice exercise, only 12 of 30 managers completed a routine approval without help. Some staff who work away from a desk also reported difficulty accessing the system.

The launch date has been announced. The sponsor wants your recommendation in two weeks. Would you launch for everyone, start with some teams or delay? What would you need to see before making that recommendation?
Your group task
You have 20 minutes, including the return to the main room. Appoint a spokesperson and a note-taker. Agree a recommendation and the evidence behind it. Connect two capability dimensions to specific actions. Decide who would act and when the result would be reviewed.
New information will be provided during the activity. Discuss whether it changes your recommendation.
Your one minute spoken report
“Our recommendation is… The evidence is… Our actions demonstrate these two dimensions… The person responsible and review point are…”
Brief notes
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________


Case 4 One change, several organisations
Use the case matching your room number. These scenarios and figures are fictional.
A government department, a public agency and a local authority need to explain an upcoming change to a service they all help deliver. The department sets the policy, the agency runs the service and local authority staff answer questions from the public.

The change takes effect in three weeks. Staff are already getting questions, but the organisations are giving different answers about what will change and when. Each organisation has its own approval process.

What should the organisations agree together before they brief staff and inform the public? Who will own that work?
Your group task
You have 20 minutes, including the return to the main room. Appoint a spokesperson and a note-taker. Agree a recommendation and the evidence behind it. Connect two capability dimensions to specific actions. Decide who would act and when the result would be reviewed.
New information will be provided during the activity. Discuss whether it changes your recommendation.
Your one minute spoken report
“Our recommendation is… The evidence is… Our actions demonstrate these two dimensions… The person responsible and review point are…”
Brief notes
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________


Paired development conversation
12.40 to 12.54  |  Paired Zoom breakout rooms  |  14 minutes including moving and return
We are moving from decisions about services and change to helping a colleague develop capability through everyday work. Use the HEO profile as a reference and connect the conversation to the expectations relevant to the issue.
The scenario
A colleague produces accurate reports but repeatedly misses shared deadlines. Other teams get little warning. The colleague says requests arrive late and priorities change.
Roles and timing
First minute: choose Person A and Person B. In Round 1, A is the manager and B is the colleague. Allow four minutes for the conversation and two minutes for feedback. In Round 2, swap roles and repeat. Use the final minute to return to the main room.
The manager explores what happened before agreeing what needs to change. Try an opening such as “Talk me through the last deadline. What did you know at the time?” Agree what the colleague will practise and what support or action the manager will provide, with a review date.
During feedback, the colleague explains which question helped and what would make the conversation more useful. Keep brief personal notes. If you are in a trio, the third person observes and helps with feedback.
Back in the main room
We will hear a few voluntary contributions about a useful question or agreed action. Each pair does not give a formal report. The purpose is to connect a capability expectation to something a person can practise and review.
Action and support agreed
____________________________________________________________________________
____________________________________________________________________________


Afternoon application activities
Choose A or B in the main Zoom chat when invited. Both activities use Delivering Excellence within Evidence Informed Delivery, at HEO level. Have page 3 and the linked HEO profile open. Rooms run from 14.09 to 14.27, including return.
A Skills audit
A team is introducing a new grant process. Establish whether staff can check eligibility accurately and explain their decision. Agree what good work looks like and the evidence that would show it. Consider whether someone can work independently, needs support, or needs an opportunity to demonstrate the skill. These are practical exercise categories, not official proficiency levels.
Choose one development step and a review point. Your worked example should state the eligibility-check task and evidence, followed by the proposed practice and review. An example of practice is completing sample applications with feedback, then trying a fresh sample independently.
B Interview design
The candidate is applying for a role involving service improvement. Write one opening interview question and one follow-up. Look for evidence of the candidate’s personal contribution and how they used information. Explore whether the improvement worked.
Test the questions: one person interviews and another answers using an anonymised experience or a clearly stated practice example. Refine questions if the contribution remains unclear. Your worked example is your question pair, with an explanation of the evidence the test answer revealed and anything still missing.
Roles and reporting for both activities
Appoint a spokesperson and someone to keep notes. Settle and choose roles in the first two minutes, develop and test the example over the next ten, then prepare the report. Keep the final minute for return. Prepare a one-minute spoken report. We will hear an example from each activity, with further reports if time permits.
Use the published criteria and your organisation’s arrangements for formal recruitment or assessment. The activity is a practice exercise.


Your workplace plan
14.48 to 15.00  |  Individual planning in the main room. Use one issue within your influence. You can build on today’s activity or choose another example from your role. Keep this plan for your own use.
The work issue and capability expectation
____________________________________________________________________________
What good performance would look like
____________________________________________________________________________
What people will practise and the support needed
____________________________________________________________________________
Who I will approach to agree time or support
____________________________________________________________________________
Starting evidence and what I will review afterwards
____________________________________________________________________________
Review date and the improvement I will look for
____________________________________________________________________________
Testing your plan with the group
From 15.00 to 15.10, a few volunteers will share their plan. Use this prompt: “I want to improve… The capability is… People will practise… The support I need is… At the review on…, I will compare… with our starting point.” As you listen, consider whether the practice is realistic and the evidence will show improvement. Use feedback to refine your own plan.
My first step after today
I will __________________________________________ by ____________________
I will speak to __________________________________________________________
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