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(OPEN TO THE PUBLIC)


ITEM NO.

REPORT OF THE LEAD MEMBER FOR EDUCATION AND THE ACTING DIRECTOR OF EDUCATION AND LEISURE SERVICES

THE CABINET

TUESDAY, 2 APRIL 2002



TITLE : 
SUPPORT FOR SECONDARY SCHOOL IMPROVEMENT

RECOMMENDATIONS : 

(1)
That the Director of Education and Leisure Services, in consultation with Headteachers of High Schools:

· puts in place the proposals contained in paragraph 3.2.

· gives consideration to the longer term implications for the School Inspection and Advisory Service, as outlined in Section 5.

(2)
That the Director of Education and Leisure Services with Headteachers of all schools considers the proposals for a new partnership between schools and LEA as outlined in Section 2.



EXECUTIVE SUMMARY :  The report outlines proposals for the LEA and high schools to assist improvements in pupil attainment at GCSE.  It also proposes arrangements for a new partnership between all schools and LEA.



BACKGROUND DOCUMENTS :   
Audit Commission – Changing Partners (1998), Held in Trust 

(Available for public inspection)
(1999), DfES – The Role of the Lea in School Education (2000), LEA Support for School Improvement (2001), LEA Inspection Evidence, Ofsted – LEA Framework for Inspection (Jan 2002)



CONTACT OFFICER :
John Evans, Tel: 0161 778 0136



WARD(S) TO WHICH REPORT RELATE(S) : ALL



KEY COUNCIL POLICIES :  Pledge No 1



1.
The Size of the Challenge

1.1
At a meeting on 29th January, Cabinet received a report on test and examination outcomes at all key stages in Salford schools as part of a progress report on Pledge 1 – Better Education for All.  The percentage of pupils gaining 5 or more A* - C at GCSE in 2001 was very disappointing compared with outcomes achieved by Salford’s ten statistical neighbour LEAs, and with Salford outcomes in 1999 and 2000.  Results in 2001 suggest that a large number of Salford pupils (24.7% of the Year 11 cohort) with Key Stage 3 scores at or above Level 5 had failed to achieve the ‘5 or more’ A* - C measure in GCSE.  The percentage achieving that measure was 34.3%.  This reflected a fallback of 1.8 points from 2000 and was 6.7 points below the target for 2001.   Ten high schools fell 5% or more short of their 5 A* - C targets in 2001.  Salford’s targets set for 2002 (42%), 2003 (43%), 2004 (44%) and 2005 (45%), add up to an improvement of 10.7 points over 4 years.  

1.2
Illustration

Twenty children begin their education in Salford comprehensive schools, at the same time as twenty other children begin their education in other comprehensive schools across the country.

By the end of Year 2, seventeen pupils in both groups reach expected Key Stage 1 standards.

At the end of Year 6, fifteen of the pupils in both groups reach expected Key Stage 2 standards.

At the end of Year 9, eleven Salford pupils reach expected Key Stage 3 standards, whereas thirteen of the national pupils reach that standard.

At the end of Year 11, seven Salford pupils have achieved five A*-C GCSEs compared to nine of the national pupils.  Put another way, the Salford group have amassed 632 GCSE points compared to the 768 points of the national group  – a difference of 136 points or over twenty-seven C grades.



1.3
Appendices provide more detailed information:


A
-
GCSE Percentage of pupils achieving Grades A*-C in five or more subjects, by school.


B
-
GCSE percentage of Salford pupils gaining Grades A* - C in five or more subjects in comparison with statistical neighbour LEAs.


C
-
GCSE average points score per pupil, by school.


D
-
Comparison of Key Stage 2 attainment by all pupils completing their primary education in Salford schools with Key Stage 2 attainments of pupils starting their secondary education in Salford high schools (addressing the suggestion that cohort shrinkage between Year 6 and Year 7 is a significant factor in the dip of scores at Key Stage 3).

1.4
The Acting Director was asked to reflect on this situation and to identify steps that might be taken by secondary schools and by the LEA to secure sustained improvement.  In preparing this report, the Acting Director has consulted  with heads of secondary schools, assistant directors, the Director Designate and the Lead Member for Education.

1.5
Statistical evidence makes clear the size of the recovery programme required.  At the same time, we should remind ourselves that there are examples of LEAs that have succeeded, by steady improvement over several years, in bridging gaps of this size.  Such LEAs have been characterised by focus, clarity and resolve shared equally by   LEA and schools. 

2.
A New Partnership

2.1
Schools have the prime responsibility for improving standards and increasing levels of pupil attainment. The LEA’s matching responsibility is to support and challenge schools as a critical friend.  The demanding expectation that OFSTED has of LEAs in respect of school improvement and of schools in respect of leadership and management is evident from Appendices E and F respectively.  In working to raise pupil achievement, both schools and LEA recognise their inter-dependence and the necessity of working together.   Various documents and publications set out the LEA’s approach to and arrangements for supporting school improvement.  These were well regarded by OfSTED.  However, there would be value in having a single document that set out the LEA’s vision, values and aims for school improvement with a clear and agreed definition of the respective roles and responsibilities of various partners – LEA, schools, governors and parents.   

2.2
To give substance to the concept of partnership, the City Council might offer schools the following sort of undertakings as an indication of commitment and intent:

· To act collaboratively with schools to secure continuous improvement of education in Salford

· To demonstrate its prime educational role of facilitating and supporting schools in their work of raising standards

· To act openly and in a non-confrontational manner, giving complete information to schools so that they can act as full partners

· To seek to understand the needs of schools through timely and thorough consultation and to act to meet those needs

· To be accountable for non-delegated resources recognising that they are held in trust by the LEA for the benefit of all schools and pupils

· To recognise and accept that schools will exercise choice in seeking value for money services

· To provide and/or secure high quality, responsive services across the Council.

2.3
The new relationship between LEA and schools is rooted in the Government’s view that there should be a “presumption in favour of school autonomy matched by accountability”.  This suggests that, in return, schools might agree to:

· Act collaboratively with the LEA to secure continuous improvement of education in Salford

· Recognise and accept the challenge and support role of the LEA with intervention in inverse proportion to success

· Demonstrate full willingness to share and receive good practice

· Participate in partnership approaches to raising achievement

· Engage in honest and open dialogue about their concerns and needs

· Demand the highest standards of service

· Recognise and accept that the LEA has a wide range of statutory school improvement responsibilities that must be exercised.

2.4
The move towards self-managing schools should be recognised by all services having dealings with schools.  The challenge is that the whole City Council (not just its Education Service) should search out and adopt practices that unconditionally support school autonomy.  This has immediate application to services like finance, personnel, IT and property.  Schools expect that City Council service costs will be benchmarked and set against the costs of external providers.  Above all, they look for customer-focused service that adjusts to regular measures of user satisfaction with performance and service delivery, irrespective of who is providing the service.

3.
What is it that has to be done?

3.1
The challenge, put simply, is to establish a rate of improvement in terms of pupils’ examination success and to ensure consistency over an extended period of time.

3.2
The main purpose of the new Education Development Plan, recently approved by the City Council, is to raise attainment and aspirations, especially at Key Stage 3 and Key Stage 4. Priorities and action plans have been designed accordingly. Having regard to the direction set by the EDP, the following activities are proposed:

(i)
To establish an accurate picture of current practice, a full statistical survey should be undertaken annually to identify areas of most marked subject weakness and low attainment across all secondary schools and subject areas.  Inspector/Advisers would prioritise improvements within their work programmes in GCSE subject areas.  In particular, they would focus on strategies to raise pupils’ examination success rates at all levels. Brokerage arrangements and collaboration with neighbouring LEAs should be developed to enhance subject support in particular.

(ii)
There should be an on-going process, which will adopt OFSTED criteria and access data collection via systematic reviews of subject departments to offer tightly structured support for weak departments.  Weaknesses in teaching which are likely to impede examination success will be identified through classroom observation visits, the scrutiny of pupils’ work and an analysis of assessment data.  Consultants from national strategies and Beacon School expertise should be deployed to address identified weaknesses.  Whole department reviews should take place to facilitate the links to Key Stage 3 requirements.

(iii)
Pupils at risk of underachievement should be identified at the earliest opportunity. Special tracking arrangements throughout the school year 2002/03 should be introduced for pupils due to take GCSE in 2003.  Agendas for improvement and work with individual teachers would be agreed for all high schools so that pupils can be tracked and supported in relation to identified and agreed needs.  Support might include revision programmes, subject advice and the withdrawal of study leave.  Heads should be encouraged to indicate likely GCSE outcomes. All LEAs that have succeeded in sustained improvement of GCSE outcomes have used individual pupil monitoring initiatives.

(iv)
Key systems, such as school self-evaluation, should be clearly structured and firmly embedded within a rolling programme of review events. Practice and progress is too variable amongst high schools at present. Arrangements for self-evaluation visits by advisers should be reviewed and peer review by heads outside Salford should be used to provide a corroborative opinion of self-review. Such external perspectives are recognised as valuable.

(v)
Effective practices would be disseminated via:

· meetings of heads of department and subject leaders 

· modelling good practice with strategy consultants

· opportunity to observe good practice in Beacon and Specialist Schools

· school based departmental meetings.

(vi)
LEA and schools should seek to identify reasons for low aspirations and identifying ways of raising parental aspirations and increasing engagement by schools of parents in their children’s education.

(vii)
The range of data analysis reports that the LEA produces for monitoring purposes should be shared fully with schools.  Similarly, the central School Information System with data on budget position, staff vacancies and pupil attainment, should be mounted on the Intranet.  All schools should have access to this system as the basis on which the LEA identifies schools causing concern.  The use made by schools of the annual profile of attainment data with bench mark comparisons of like schools locally and beyond Salford is variable.  The content of the profile is increasingly complex and requires increased training and support for wider use by schools.

(viii)
Salford’s track record for the gathering and interpretation of data is impressive.  However, a reconsideration of some arrangements is needed to support the above proposals.  A central LEA pupil database should be established to support schools in improving their administrative procedures around MIS and in establishing data communication to allow continuing updating of data between schools and LEA.  The recent pupil-level census provides the first building block for the LEA’s pupil database, which will improve performance within LEA services and in schools.

(ix)
In developing their plans, individual services need to develop a shared understanding of school improvement by considering their potential for contributing to the standards and achievement agenda and how this synergy between services can optimise their effect on school improvement.  There have been arrangements for services to address these issues, but for various reasons their efforts have ‘run into the sand’.  Whilst Inspection and Advisory Services will always be in the vanguard of efforts to support schools in raising standards, there are very telling contributions that other services are able to make, providing the overall leadership of services encourages and facilitates this.

4.
Timescales for operational activities

4.1
Action plans with timescales should be drawn up to facilitate the interplay of the courses of action identified in the previous section.  As appropriate, these would supplement Education Development Plan actions.  Some steps could be taken during the coming summer term:

· Maximise potential examination / test grades of students through more effective coverage of course syllabuses and specifications at Key Stage 4.

· Develop statistics for the identification and assessment of underachieving or struggling pupils and students.

· Meetings with heads of department on subject basis (ongoing, termly or half-termly).

4.2
Other steps would begin in September 2002:

· By individual subject review, map teaching programmes against the demands of exam specifications and assess the effectiveness of teaching and learning strategies employed by teachers and students to achieve these objectives.

· Establish areas (by subject) or underachievement / underperformance by the interpretation of value-added and benchmark data - Autumn Package and Key Stage 4 (ongoing, half termly)

· Review of departments to identify weaknesses and strengths, and provide support and guidance in direct proportion to need (ongoing, half-termly).

5.
Implications for the School Inspection and Advisory Service

5.1
There are implications for the work and disposition of this Service in particular, arising from the operational proposals in this report, since it is that part of the City Council most directly involved with school improvement.  The rationale of the service is to provide quality support unfailingly in assisting schools to raise standards of pupil achievement.  

5.2
Salford has 16 adviser/inspectors (five of whom work exclusively in the primary sector).  This is a large team for the size of the LEA.  Five act as link advisers to secondary schools and as such may be regarded as the key change levers at the heart of the relationship between LEA and schools.  The principle of inverse involvement of the LEA in relation to school success implies an increased focus and visibility in schools by adviser/inspectors at Key Stage 3 and more especially Key Stage 4.  Further consideration would need to be given to the fit between this Service as disposed currently and that required from the proposals in this report and other developments at national level (including new professional standards for school improvement and 14-19 education and training).  The increasingly varied demands made on LEA advisory services suggest that arrangements should build-in as much flexibility as possible so as to be able to adapt quickly to change. In the longer term, a reduced core team might be supported by increased purchasing power from LEA and schools combined to facilitate the introduction of appropriate outsourcing.

6.
CONCLUSION

6.1
There is a shared determination by Headteachers of High Schools and LEA Officers and Advisers to improve pupil attainment at GCSE.  The practical steps and re-focusing of support outlined in this report will materially assist that intention.  Progress should be subject to regular review and reporting at school and LEA levels.  The proposals for a new partnership would involve all schools and would underpin all other developments.
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