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Developing A National System For Education In Wales By Embedding the School Effectiveness Framework  

Introduction

The purpose of this paper is to set out the process for embedding the School Effectiveness Framework (SEF).  The SEF will become embedded through all levels of the education system - Welsh Assembly Government, local authorities and schools developing different ways of working including the way in which challenge and support can improve outcomes. 

A key purpose of this paper is to secure a common understanding and the commitment of all parties to working differently and to clarify the respective roles and responsibilities in making improvements.  The paper also identifies current levers for change and those levers that will be needed in the future to hold all partners within the education system to account for their part in securing improvements.
The SEF
The SEF is the overarching policy framework that seeks to transform educational standards and provision in Welsh Assembly Government, local authorities and schools over the next decade.  It is Wales’ key policy for education reform and the one to which all other education policies are aligned.

Aims and objectives
· Achieving better learning outcomes and wellbeing for all children and young people regardless of their socio economic background; and
· Reducing the variation in learning outcomes within and between classrooms, schools and local authorities

These will be achieved through:

· ensuring tri-level working that brings together the education community (schools, local authorities and the Assembly Government) to work collaboratively to develop a new paradigm for educational reform;

· focusing on improvements in the quality of teaching and of leadership as key factors in achieving these ends;

· improving learning outcomes and wellbeing in schools throughout Wales;

· ensuring effective interface between services, partners and organisations that support children and young people;  
· building upon and extending good practice undertaken by schools, local authorities including collaborative consortium working; 
· using technology to develop efficient digital management and improvement in learners’ digital skills; 
· working with Estyn so that SEF, inspection and self evaluation systems are aligned; and

· requiring all parties including the Welsh Assembly, DCELLS, local government and schools to  rationalise budgets so that collectively the parties provide better value for money and ensure more of the available education resource gets to the frontline in classrooms across Wales.
These aims and objectives will be achieved by WAG, local authorities and schools working together to develop a national framework that is designed to deliver national priorities, aims and objectives.  Local authorities will determine local and regional delivery against this framework. 
The SEF will be used to bring together key WAG policies and approaches so that they can raise standards and tackle underperformance systematically.  This should lead to an appropriate balance between challenge and support across all three levels, to build capacity, confidence and competence.

Background and context

The Welsh Assembly Government’s vision for the future of public services in Wales is based on ‘Making the Connections’ which places emphasis on partnership working and citizen focused service delivery. The practical application of the MtC principles is set out in ‘New Understanding between the Welsh Assembly Government and Local Government in Wales’. 
Local authorities have a range of statutory responsibilities including that of community leadership. The Children Act 2004 established local Children and Young People’s Partnerships and made local authorities responsible for the development of Children and Young People’s Plans (CYPPs).  The CYPP is a single strategic plan for all children’s services in each local authority and requires the community leadership role to be carried out effectively as a driver for change. 

Through a strong community leadership role coupled with effective engagement between partners at the highest level, it is possible to deliver planned, commissioned and co-ordinated improvements in services for children, young people and their families and significantly improve outcomes.  
Improved co-ordination also needs to be seen within the regulatory frameworks that apply to local authorities and their partners in developing services and better outcomes for CYP. Whilst Estyn leads on local authority inspection for education, life long learning and skills, WAO and CSSIW have particular roles in terms of partnership working, and other inspectorates such as HIW also feature from time to time.  Better co-ordination across inspection bodies should help to reduce the bureaucratic burden on local authorities with a more developmental regulatory framework emerging.                             

All levels of the education system in Wales must co-operative and collaborate in order to improve outcomes for children and young people.  Local Authorities, LHBs and NHS Trusts and their partners, including the police and probation services, have statutory duties under the Children Act 2004 to cooperate to improve the well being of children and young people in their area, as set out in Stronger Partnerships for Better Outcomes Circular 37/2006 issued in July 2006. Such cooperation can only be effective if full engagement in partnership working at all levels of planning, management and delivery is achieved.  Schools are key partners in promoting wellbeing for children and young people and need to be fully involved in co-operative working.
One of our key challenges is to eradicate child poverty in Wales.  The Welsh Assembly Government and its partners are developing a Child Poverty Strategy to respond to this challenge.  The School Effectiveness Framework has a pivotal role to play in relation to the Strategy and the seven core aims for children and young people.  
Planning for the education system at a national, regional and local level must take place within the CYPP context. There is synergy between SEF and a number of the core aims, in particular core aim 2 which states that children and young people deserve to enjoy the best education and training possible.
It is recognised that the developments associated with the SEF will take place within the budgetary constraints at national, local and school levels. It is essential that we use the resources we have more efficiently and effectively to drive up standards.  One of the ways in which we will do this is by reducing the bureaucracy and streamlining the education system to make it leaner and more effective to benefit our children and young people. 

Between September 2008 and August 2009, WAG, local government and schools have been working on a tri-level basis to consider the most effective way to embed School Effectiveness Framework.  The first strategy was to pilot a school improvement process involving 96 schools across the four local authority consortia areas. 

This pilot focused on improved approaches to school self evaluation and developmental approaches that include the establishment of Professional Learning Communities (PLCs) to share and embed good practice.  PLCs focused on strengthening the quality of teaching and learning and on improving learning outcomes within communities of schools. The schools involved have been supported in this work by either head teachers from other schools or local authority advisers, who were trained for this role.  The pilot has generated a considerable amount of useful evidence that has enabled us to shape the future development of the SEF. 

Our curriculum is split into three distinct phases: The Foundation Phase; 3-7, 7-14 and 14-19 Learning Pathways. Together, these phases form a continuum from 3-19 years.  One of the major challenges is to manage the transition between each phase.   Wales’ approach to leadership, assessment and outcomes for children and young people directly supports the school improvement agenda.  On a wider front, the Transformation Agenda and the 21st Century Schools Programme support the infrastructure to underpin efficient and effective education. Furthermore local authorities need to ensure that they use their resources efficiently so that they have efficient and effective schools in the right places funded appropriately and with buildings that are fit for purpose.

Embedding the SEF will enable the education system to have a sharper and more consistent focus on the right of each and every child and young person to have a high quality learning experience throughout their educational career.  It will enable the system to track the progress of every young person along their route through each of his or her educational settings and schools.  This also means that within- school variation, between school variation and local authority performance can be assessed, supported and challenged.
The SEF is positioned firmly at the heart of the Welsh school improvement policy agenda and sets it apart from school improvement strategies elsewhere in the UK and internationally.  In Wales the whole educational system within a local authority area will be held accountable for the quality of the educational experience of all of its children and young people.  

Roles and Responsibilities within the Education System

Evidence shows that educational reform is most effective when designed and implemented collaboratively and coherently through all levels of the education system:  nationally, locally and at the level of the individual learning setting – a process of tri-level reform.  To be effective, it requires each of the levels to work together and align their efforts within the SEF.  For all the levels there needs to be a clear ‘line of sight’ to the desired outcome of improved children and young people’s learning and wellbeing.  The role and responsibility of each partner is outlined below. 

Welsh Assembly Government

Welsh Assembly Government is responsible for setting strategic policy direction. As such it needs to ensure that all of its respective departments provide a coherent and consistent message and direction for children and young people policies and programmes.

DCELLS in particular needs to ensure that its wider policies, programmes and grants are fit for purpose and aligned to the children and young people policy and SEF. These policies, programmes and grants need to be monitored and evaluated regularly to measure impact on children and young people outcomes.  DCELLS need to ensure that the data it currently collects on local authorities and schools is used as a basis to improve outcomes.  As part of the evaluation and monitoring process, Welsh Assembly Government and regulators need to bring the right level of challenge, which seeks to support and encourage local authorities to continue improvement, or where necessary escalate the pace of change.  Outcome agreements will be the means by which the priorities and targets for improvement are agreed and local authorities which have a good track record for improving outcomes will have more flexibility. 
DCELLS also has a important role in helping to remove barriers to improvement. This means targeting resources to the greatest need and ensuring that human resource, legislation and procedures support the drive for continued improvement. 
Local Authority

Under the Children Act (2004) local authorities have to ensure that outcomes for children and young people are improved and in particular to lead on the development and monitoring of the CYP Plan and to ensure effective partnership working.

Under the Education Act 1996, local authorities have statutory responsibility to contribute towards the spiritual, moral, mental and physical development of the community by ensuring that efficient education is available to meet the needs of the children and young people of their area.  The central role of local authorities in achieving and sustaining high quality educational outcomes for children and young people will be realised through their support and challenge function.
Local authorities are statutorily responsible for educational quality and outcomes across their locality and are accountable to locally elected members and citizens in their areas. 
Consortia and Collaborative Working

There is already joint working between local authorities in Wales across a variety of services. In terms of education, there are presently four formal consortia covering North Wales (6 local authorities), South West and Mid Wales (6 local authorities), Central South Wales (5 local authorities) and South East Wales (5 local authorities).  There are also other consortia working together between and across other groups of local authorities.

Each consortium is at a different stage of development though all have submitted to DCELLS an outline of their proposals to develop collaborative working.  Whilst these plans are initially based on SEF implementation, each demonstrates a clear ambition to look critically at many education and children and young people’s services collaboratively.

There are very good reasons for seeking this sort of development.  Philosophically, it fits the notion of system change and system leadership, incorporating the thinking that local authorities like others in tri–level working need to look at and learn from the performance of others and benchmark themselves against the best. Given the present public financial climate, there is also a sound economic rationale for believing that collaboration offers the best opportunities to target scarce resources for better outcomes.

The need to build capacity to ensure that this work can develop to best effect has to be taken into account from the outset.    
Schools

Schools are responsible for the quality of the experience offered to children and young people enrolled.  Schools also have a shared interest for the outcomes and wellbeing of all the children and young people living within the local area.  
Schools are responsible for enabling all children and young people to develop their full potential, promoting a culture of social inclusion and respect for diversity by developing wellbeing and personalised learning.  Another key role for schools is that they contribute effectively to meeting the needs of the community through engagement and partnership working and the development of strong professional learning communities.
Estyn

Estyn inspects all schools on a six-year cycle and inspects each local authority’s education functions for children and young people twice in a six-year cycle.   Estyn’s core purpose is to improve the quality of educational outcomes for children and young people by promoting improved teaching and learning; informing national policy and delivering robust, independent and public evaluations at school and local authority level
The inspection cycle is based on a common inspection framework that is aligned with the SEF at school and local authority levels.  
The Education System – September 2010 onwards

Over the past two years the Welsh Assembly Government together with its partners has been working to transform and shape the education system.  However, the variation in outcomes within and between schools and local authorities suggests that a differentiated approach is needed to bring about improvement. The Welsh Assembly Government intends to work with its partners to develop differentiated approaches to support improvement, including schools supporting one other, which will offer a coherent approach to challenging underperformance and pushing the boundaries of leading edge performance.  

Wales has made progress across the board in children and young people’s achievement.  However, there continue to be differences in outcomes, within schools (where the greatest variation lies), between schools, between local authorities and between the primary and secondary phases of education. Together, these contribute to Wales’ overall position within the PISA results and provide a benchmark for the improvement that we seek from our education system.

All partners within the education system recognise that all parties need to seek greater improvements for children and young people.  Local authorities have invested considerable energy and resources over many years in challenging and supporting schools to improve children and young people’s achievement and attainment delivering their statutory duties effectively, thus realising efficiencies. However, more needs to be done and currently there is energy and drive from all local authority chief executives and leaders to achieving efficiencies and improvements across and between the four consortia.  

Our focus for improvement and effectiveness is founded on the following fundamental principles and expected activities (‘non-negotiables’):

· the National Purpose for Schools in Wales (as set out in School Effectiveness Framework: Building Effective Learning Communities Together, 2008) – attached at annex 1;

· the embedding of the SEF through the implementation of policy aligned strategically at all three levels ;
· a focus on challenge, support and collaboration, to reduce variations in performance within and between schools and local authorities, based upon an agreed model for school improvement and closely linked with the New Understanding between WAG and local authorities;
· annual self-evaluation updates using Estyn’s Common Inspection Framework and developmental tools related to the School Effectiveness Profile to enable them to identify areas for improvement.. The self-evaluation local authorities undertake will form the basis of Estyn’s inspections. Estyn will support the development of a self-evaluation toolkit for local authorities, working closely with ADEW, DCELLS and the WAO;
· a focus on developing high quality leadership and training at all levels within the system; 
· the promotion of networking, collaboration and clustering within, between and across schools, including Professional Learning Communities and other means to improve learning outcomes, by focusing on the reduction of variation within and between schools.  The focus of such collaboration should be on teaching and learning;
· the effective analysis and use of data; 

· a focus on inclusion and equity so as to reduce the link between various forms of disadvantage and educational achievement;
· linking local authority performance to outcome agreements; 
· rationalising and re-focusing grants to meet the objectives of the SEF; and
· strategic and efficient planning of schools by local authorities which has due regard to parental preference and ensures effective targeting of funding to improve outcomes for children and young people
National Model for School Improvement

Under the auspices of the SEF, WAG, local authorities and schools will jointly and in concert develop a National Model for School Improvement to implement the SEF. The National Model will be adopted by each school, local authority and the Welsh Assembly Government.  We anticipate that this will involve:

· local authorities exercising their community leadership role to ensure that improving outcomes for children and young people and school improvement is a key priority for partners and organisations in and across each local authority area 
· robust use of data (including Estyn inspection) to benchmark performance and to signal areas for development and implementation;
· a focus on reducing within-school and between school variation;
· sharing leading-edge practice through collaboration, clustering, networking and the development  of Professional Learning Communities; 
· well planned and designed schools serving their communities which harness the use of technology to secure improvement ;

· the development of a curriculum that can engage children and young people;

· strengthening teaching and learning through a menu of opportunities for continuing professional development (CPD);

· strengthening distributed leadership within the schools and local authorities through customised leadership development;

· strengthening children and young people’s participation in decisions that affect them;
· improvement of links with a range of partners including parents/carers, the community, third sector organisations, health service, other local authority services and other local authorities; and 

· the development of research capacity
To support schools in achieving this model, local authorities will have in place school improvement and effectiveness practitioners, commonly known as ‘system leaders’, to include both local authority advisors and practicing school leaders. Using the National Standards for School Improvement Professionals, the teams will:

· support schools so that they can achieve the national model;

· challenge schools and governing bodies by continuous monitoring of performance; 

· create and support networks of effective practice within, between and across schools focusing on teaching and learning, with a drive to improve outcomes for all;

· bring together effective head teachers as part of the team focussed on school improvement and head teacher performance management. 

· training to ensure that schools make the best use of data to improve performance; and
· work with governing bodies and other local authorities to achieve the above. 
To support local authorities, WAG will:

· align thinking across WAG so that there is a coherent and consistent direction for children and young people plans and programmes

To support local authorities, DCELLS will:

· align its school-focused priorities, policies and programmes to the SEF.  In particular this will mean that developments in the curriculum, in assessment arrangements, in learning and teaching, in CPD and leadership development are strongly aligned with SEF. 

· rationalise the grants currently available to local authorities/schools and to move rapidly towards a funding structure which uses fewer, larger grants with a lighter administrative touch. 

· align school grants strategically to the delivery of the SEF’s fundamental principles and model for school improvement. This will require monitoring and evaluation by reference, wherever appropriate, to outcomes rather than inputs and activities. 

· align the SEF with the Child Poverty Strategy for Wales to address issues associated with equity and improve educational performance by and for our most disadvantaged children and young people; and 
· work collaboratively with other policy leads across WAG (e.g. local government, child poverty unit, health and social care) to influence policy development and ensure alignment..
Implementation 

The key milestones and actions will be:

· to develop and agree the SEF narrative with ADEW, WLGA and school representatives by 31 January 2010 or as soon as possible thereafter;
· to develop, on a tri-level basis, an outline National Model for School Improvement by 31 January 2010 or as soon as possible thereafter;
· for local authorities to identify a framework within which each can operate to deliver the National Model for School Improvement by the end of April 2010 
· for local authorities to include the implementation and delivery of the national Model For School Improvement into their planning from April 2010 or as soon thereafter as the model is agreed depending upon the CYP Plan review cycles;
· set up an implementation and strategy group which includes representation from WAG, WLGA and ADEW, to develop the implementation plan;

· for local authorities to develop plans to increase the pace and breadth of collaborative working across the consortia areas to achieve the agreed outcomes for embedding the SEF by the end of April 2010;  
· DCELLS and ADEW to work together on a range of outcome measures to inform and support the wider work on outcome agreements, based on the ‘New Understanding between the Welsh Assembly Government and Local Government in Wales’ by 31 March 2010; 
· for DCELLS to ensure that the recommendations of the CPD/Leadership review currently underway are aligned strongly to the principles of SEF and the model for school improvement, so that the critical role of high quality teaching and leadership can be supported;
· for DCELLS to ensure that curriculum developments in the Foundation Phase, at 8-14 (particularly in the area of literacy) and at 14-19, are aligned appropriately to SEF including the National Model for School Improvement; 

· for DCELLS to ensure that assessment practices across all phases reflect the principles of the SEF and support the National Model for School Improvement;
· to create a School Effectiveness Grant to support local authorities and schools by April 2010 or as soon as possible 
Annex 1

National Purpose for Schools

· enable all children and young people to develop their full potential by acquiring  skills, knowledge, understanding and attitudes, including personal, social and emotional skills, to enable them to become economically, socially and personally active citizens and lifelong learners;

· promote a culture of social inclusion and respect for diversity, particularly through developing the wellbeing of learners and personalising their learning;

· establish strong professional learning communities in schools where practitioner can develop and share their professional knowledge ion learning and teaching;

· offer children and young people a curriculum that engages and motivates them to learn and to achieve their potential;

· provide a learning community for all engaged in school life, with children and young people and their families at the centre, and including governors, teachers, other school staff and adults training to work in schools;

· be a key player with other schools and partner service providers in planning and delivering integrated services for children and young people  to improve their wellbeing; and

· provide or facilitate education so that schools contribute to meeting the needs of the community and engage the community as partners to ensure that all schools are community focussed.
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