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INTRODUCTION
The second national Conference for school governors in Wales was held at the Metropole Hotel, Llandrindod Wells, on Friday 14 and Saturday 15 March 2003.  The Conference was organised by the All Wales Centre of Excellence for Governor Training and Research, part of the Department of Education at the University of Wales Swansea, and was made possible as a result of funding from the Welsh Assembly Government.

The theme of the Conference was How are we doing?  Governing body self-evaluation and governing bodies’ evaluation of their schools, and the format was a mixed programme of presentations, workshops and an Any Questions forum.

Over 90 delegates attended, including two Directors of Education, LEA Governor Support Officers, a representative from the Welsh Assembly Government, and officers from Governors Wales.

After opening the Conference, Professor Maurice Whitehead, Head of the Department of Education at the University of Wales Swansea, welcomed Susan Lewis, Her Majesty’s Chief Inspector of Education and Training in Wales, who spoke on the vital role governing bodies can play in monitoring and evaluating the work of schools.

The delegates then broke into syndicate groups, two of which considered the ways governing bodies can most profitably monitor and evaluate their schools.  The other three syndicate groups looked at governing body self-evaluation.

The day ended with the Conference Dinner, at which guest speaker Keith Rowlands OBE, Head of The Dell Primary School, Chepstow, entertained with an amusing but thought-provoking speech.

Saturday’s session began with Catherine Burt, who spoke on the importance of governing body self-evaluation in raising school achievement.

The Conference closed with an Any Questions forum chaired by Professor Maurice Whitehead.  The panel, consisting of Catherine Burt, Hugh Davies (Headteacher of Olchfa Comprehensive School, Swansea) and Karl Napieralla (Director of Education, Leisure and Lifelong Learning, Neath Port Talbot County Borough Council) answered questions from the floor.

In preparing this report, we should like to thank the speakers who provided us with copies of, or notes on, their speeches.

We would be very interested to hear from you if your governing body has adopted, or intends to adopt, any of the strategies discussed at the Conference.

S E Gullick

March 2003

SUMMARY OF TALK GIVEN BY SUSAN LEWIS,

HER MAJESTY’S CHIEF INSPECTOR 

OF EDUCATION AND TRAINING IN WALES
The talk focused on:

· changes to the inspection system and the emphasis this is going to give to school self evaluation, and the role of governors in that process;

· how governors operate and the information  required for governors to carry out their  roles effectively;

· how governors can monitor and evaluate the work of their schools;

· the implications for governor training that these tasks present; and

· how governors can evaluate their own effectiveness.

Changes to the inspection system and self-evaluation
In Wales Estyn will soon be implementing new arrangements for inspection.  These new arrangements will place school self-evaluation at the heart of the process.  Inevitably, these changes will impact on the work that governors do, but importantly for the thrust of this conference, focus sharply on the ways in which governors can monitor standards and quality in their schools.

The new inspection system will reflect an increasing emphasis on serving the needs and interests of learners, the complementary roles for self-evaluation and inspection, the more active participation of those who are being inspected and more streamlined inspections themselves.

The main themes involve:

· a greater emphasis on the experiences and achievements of the learners;

· a greater emphasis on school self-assessment – and  governors will have an important role in this area of work;

· the scale of inspections being proportionate to the risk presented and the success achieved by the organisation;

· the frequency of inspection;

· the length of notice schools receive of the actual dates for inspection;

· an element of peer evaluation, meaning practising staff in the appropriate sector being trained by Estyn and then joining inspection teams as peer assessors;

· involving providers more actively in the process with headteachers being invited to nominate a member of staff who will work with the inspection team; and lastly

· extending our practice of seeking feedback from providers on the process and outcomes of inspection.

Schools have indicated clearly that they believe the notice of inspection, which currently stands at approximately 12 months, is too long – Estyn will therefore reduce this.

Schools have progressed enormously in their capacity to evaluate their own strengths and weaknesses – Estyn intends therefore to place a greater emphasis on this process in the new inspection regime.  Schools realise that to meet the challenge that this presents they will have to improve the effectiveness of their current systems.  They also realise that effective self-evaluation will involve a range of stakeholders including pupils, parents and importantly, school governors.

Estyn wants schools to feel that inspection is something in which they are fully involved, not something done to them by an outside agency and process in which they feel they have very little part to play.

Estyn proposes, therefore, to extend a system that is currently a part of the inspection process in FE and work-based training providers. Each school will be encouraged to nominate a senior member of staff who can work closely with the inspection team during the course of the inspection and who will be able to add a clear school perspective into the process.  Schools will be invited to select a nominee who will be sufficiently senior to be able to act as a link between the school and the inspection team.  In many senses, the nominee will fulfil a number of the tasks that have usually been carried out by the Headteacher.  However, the nominee has the opportunity to become more involved in the inspection than was the case in the past.

Estyn is currently considering whether, say in small schools, the role of nominee might be carried out by the chair of governors with the agreement, of course, of the head.  The Chief Inspector would be interested in governors’ thoughts on this.  The chair of governors could do many of the tasks the nominee will be expected to undertake.

For example, the nominee will:

· have a thorough understanding of the school’s self-evaluation report and school development plan;

· liaise with the reporting inspector about administrative aspects of the inspection such as coverage, documentation and meetings;

· ensure that inspectors are fully informed about the context of the school’s work;
· be involved in collecting evidence, where appropriate and agreed;
· respond to team requests for additional information;
· respect the confidentiality of all information received during the course of the inspection;
· assist in resolving any problems that arise;
· contribute to meetings of the inspection team; and
· hear emerging findings.
The role of the nominee during inspection will be a new one for schools to take on board and Estyn will be providing training for those wishing to put themselves forward for the role.

In keeping with Estyn’s vision of being forward looking, Estyn recognises that the same kind of inspections for all schools will not be appropriate as we move into a third cycle.  Estyn is, therefore, proposing a differentiated system based on the circumstances of the school.  This will mean that the more successful the school, the shorter and more limited the inspection is likely to be.  This will enable Estyn to focus our resources carefully for those schools in need of more support and direction.

The changes outlined are designed to make the inspection process more flexible and responsive to need while still maintaining the rigour necessary to ensure public accountability and the progress that schools in Wales continue to make.

The new inspection process too will have implications for schools regarding the rigour and accuracy of self-evaluation strategies and the more active involvement of governors, teachers and headteachers in the process.

The new arrangements on school self-evaluation:

The school’s most recent self-evaluation report will be the starting point for the new inspection process.  Many schools already use self-evaluation to assess the progress they are making as part of their school development planning.  Self-evaluation helps schools to celebrate success and to identify where further work is needed to raise standards and improve the quality of education.

In introducing the increased emphasis on self-evaluation, Estyn is recognising that self-evaluation is now a significant feature of the work of many schools.  The change also recognises that the responsibility for quality and its improvement lies primarily with the school itself.  Self-evaluation is a key management tool for improvement at all levels.  It should be a part of the annual processes informing strategic and development plans and should not be produced specifically for the purposes of inspection.  It should result in an action plan, that is regularly reviewed, and that sets out how the school intends to tackle the issues identified within it.

The process of inspection from September 2004 onwards will begin with a full discussion of the school’s most recent self-evaluation report.  The inspection report will include a section where the inspectors will report on the quality of the self-evaluation process itself, the quality of the report and the extent to which its findings match those of external inspectors.

The new Common Inspection Framework has been designed to be compatible with other widely used quality systems such as European Foundation for Quality Management Excellence Model (EFQM) and Investors in People.  Estyn suggests the basis for self-evaluation in that framework.  As a minimum, inspectors will expect every school to present the team with a self-evaluation report that sets out a summary of the school’s strengths and shortcomings, together with a robust evaluation of progress and improvement since the previous inspection.  Self-evaluation should involve staff at all levels and take account of the views of learners, governors and, where appropriate, parents, employers and the community served by the provider.  Whichever model schools prefer to use, self-evaluation should focus on:

· standards;

· the quality  of education; and

· leadership and management.

How then should governors be involved in the self-evaluation process?

Monitoring and evaluating a school’s performance is one of the most important jobs a governing body will be involved in, yet in many schools this is often their weakest area of work.

Where governors have problems with this task, schools usually fall into one of two categories:

· those with a governing body that do not realise that monitoring and evaluation are important parts of their role; and

· those where the governors believe they have been monitoring and evaluating the school’s performance, but are, in fact, not doing so effectively.

How well a governing body fulfils its role, in monitoring and evaluating the work of the school, may depend on a large extent on the information it receives.

It would be a worthwhile exercise for school governing bodies to ask themselves the following questions:

· Does the governing body monitor performance, standards and trends?

· Is this done within the school over a period of years to monitor trends and with schools of a similar kind?

· Is this information available to governors?

· Is the information produced in an understandable and accessible document that all governors understand?

· Do the  agendas reflect the monitoring role of governors?

· Does the monitoring role of governors keep them in touch with progress being made in the school and allow them  to check that everything is being done to ensure that pupils receive the best possible education?

The role of the governing body in supporting school improvement relies to a great extent on accurate information about the performance of the school being readily available to them.  Headteachers play a vital role in providing this information by reporting on the performance of the school.

The key vehicle for this information is the Headteacher’s report to governors.  The report should contain information about:

· the development of pupils;

· standards attained;

· the efficiency of the management of the schools’ resources; and

· progress in implementing the school development / improvement plan and its agreed outcome and targets.

Much of the headteacher’s report should therefore include monitoring and evaluating information.

It would be useful for governors to agree with headteachers on the key school information that should be made available on a regular basis.  This should include:

· information on the performance that ensures the governors are in a position to discuss the progress the school is, or is not, making;

· performance data on the school and how it compares with other similar schools;

· information on local and national legislation and policy developments; and

· an emphasis in the report on future developments – headteachers will benefit from having governors who are aware of future plans, are well informed and knowledgeable, and therefore well placed to make sound decisions.

Governors’ role in monitoring and evaluating the work of schools

The role of governors in monitoring and evaluating the work of their schools might include:

· the production of the school development plan and an action plan following an inspection and the monitoring of their progress over time;

· the monitoring of school policies;

· monitoring the curriculum; and

· visiting the school.

The governor’s role in monitoring school policies

In some schools, inspections reveal that policies are lacking in some key areas.  Sometimes, schemes for work for National Curriculum subjects are incomplete while policies may be out of date or else they do not inform or help the working of the school.

It is common to find that governors in these schools are unaware of the shortcomings in the school’s policy documents.  Governors may not understand which policies a school should have and, as a result, they are unaware of the gaps.

Where governors monitor the schools’ policies effectively, they have a list of what ought to be in place and a rolling programme for reviewing policies over time.  The school development plan might well identify which policies are priorities for review or development in the coming year and beyond.  There will usually be areas of the school’s work that are low priority, and it may well be that the updating of some policies has to wait, because of other pressures.  However, given a systematic approach to policy review, based on sound development planning, governors can feel confident that they have structures in place to address any areas needing attention.

Governors will also be involved in another aspect of monitoring, that of the curriculum.  This can be done in a number of different ways.

First, there is a need to check that the school’s curriculum is meeting national requirements.  Most schools make good use of guidance materials that are having a positive impact on raising standards.  Where governors are effective, they have a sound understanding of national initiatives, often gained from training sessions they have shared with staff, or because named governors are linked with specific areas of the curriculum.

In many schools, governors monitor assessment data, the information from the results of statutory tests and other recognised standardised tests.  Effective governors use the results of these data to compare the school’s performance with the results of recent years, of national and LEA averages, and with similar schools.

When monitoring and evaluating the school’s assessment data, governors should ask pertinent questions, for example:

· How do the results compare overall and by subject with those of previous years? – are they rising, holding steady, or falling?  Has the school met the targets that were set?
· How do the results compare with national standards?
· How do the results compare with similar schools?
· How well do different groups of pupils progress?
· How do different subjects compare with each other?
In more and more schools governors are not only monitoring and evaluating the school’s progress and standards at meetings but also, making visits to classrooms to see for themselves what improvements are being made.  These visits should be planned in advance, and not be ad hoc, if they are to be worthwhile.  If governors are to monitor and evaluate the work of the school they need to do so at first hand to some extent.  Visits to classrooms can build up trust and respect between staff and the governing body and allow governors to monitor the school’s work in a way that is far more supportive than merely attending meetings.

Governors’ visits to schools should always be recorded in order that governors can monitor the pattern of visits that have taken place.  There are various ways of doing this but most schools either:

· have a designated form that governors complete when a visit has taken place, what the focus of the visit was, and with a brief description of what took place; or
· require governors to speak briefly about their visit at a governors meeting, and this is then recorded in the minutes.
Governors are key people in our schools and the monitoring and evaluating role they undertake is critical to the agenda of school improvement.  Where governors are successful:

· they give constructive support to school improvement;
· they have a proper say in how the school is to move forward and a clear view about the school’s priorities; 
· they are kept well informed about the impact of development, and know how well the school is performing;
· they ask questions of senior managers to check that everything is being done to ensure that the pupils receive the best possible education.
The issue of time is always an important consideration.  Some governors are able to give more time to their schools than others.  Many governors are retired or are parents who are not in full-time employment and are able to visit the school during the day.  Some governors will, on the other hand, find it difficult to visit the school during the day because of work commitments but, nevertheless, make a valuable contribution to meetings.

Secondly, there is the issue of teamwork.  It is interesting to note that a number of the schools that have weaknesses have governing bodies that do not function effectively as a team.  This is usually because they have not established a coherent pattern of meetings, or their meetings are badly co-ordinated, and individual governors are unsure of their specific roles.  Clearly, if meetings are not well managed, governors are unlikely to be effective when it comes to making important decisions.  The chair of governors plays a crucial role in both the management of meetings and in developing a strategic overview and direction for the governing body’s work.  Effective chairs of governors galvanise the rest of the governing body into action, delegating responsibilities to make the most of the expertise and interests that exist.  The chair of governors will have a close working relationship with the Headteacher of the school but this should never cloud his or her judgement or impartiality.

In schools where governors are effective, they work well together and everyone knows what is expected of them.  They will have clear terms of reference for their work, including for each of their committees, an outline of the roles and responsibilities of each group.

Implications for governor training
Governors need access to high quality training to carry out their roles effectively, especially with regard to such a difficult area as the evaluation of standards in schools.  However, there is a mixed picture of governor training and support across Wales.

Estyn will soon be publishing the results of a survey it has undertaken on ‘The quality of training and support provided by LEAs to school governors’.

In general, Estyn has found that training is successful in raising governors’ awareness of many of their statutory obligations, for example in relation to pupil discipline and exclusions, equal opportunities, staff appointments, finance and the preparation of development plans.  Training increases governors’ confidence in raising and dealing with such issues in governing body meetings.

Training is generally much less effective in making governors more questioning about standards and the quality of provision in their schools and more ready to monitor and evaluate these.

In many LEAs, regular reports to governors from LEA officers on the school’s performance, on financial issues, personnel matters, and on the findings from their visits to the school act as a good catalyst for governors to ask searching questions.  However, there is much variation between, and within, LEAs in the extent to which governors question heads and teachers about standards and quality, and develop effective procedures for monitoring and evaluation.  In some cases, governors have not attended enough training on these aspects.  In others, while training makes governors able to make informed judgements about standards and quality they, nevertheless, remain reluctant to ask pertinent questions of heads and teachers.  Many LEAs need to do more to help governors overcome this reluctance and put into practice what they have learned in training.

In order to improve the quality of training and support for governors, LEAs need to continue to disseminate existing good practice more widely, particularly in relation to enabling governors to become more questioning about standards and quality and more ready to monitor and evaluate these.

Difficulties that governing bodies face

There are two major difficulties facing governors which impact directly on their abilities to evaluate progress and standards in their schools.  These are:

· low attendance at training events; and

· recruitment issues.

Low attendance at governor training events is a cause for concern.

The magnitude of the task facing some LEAs is illustrated by one example where, during 2001-2 only about 15% of the governors in the authority attended one or more training courses.  A significant proportion of the courses offered were cancelled because of lack of numbers.  In almost a third of the authority’s schools, no governor attended governor training at all during the year.

A few LEAs are helping to increase attendance at training events.  Some are coming to see the need for training of the whole governing body of a school to complement training provided at central venues.

LEA officers commonly offer direct support to the whole governing body in order to prepare governors for their roles and responsibilities prior to a Section 10 inspection of the school.  However, there are clear benefits from training sessions for a whole governing body at other times also.  For example, these sessions:

· can address more directly issues that are specific to the school and the particular governing body; and

· can engage governors who are reluctant or unable to attend courses outside their schools.

In addition, LEA officers can observe the impact of such training more easily than that of central training through the work of one group of governors in one school.

Estyn’s work shows that there is a marked contrast in the extent to which governor training impacts on different aspects of governors’ roles and responsibilities.  However, Estyn is certain that good governance in schools is underpinned by, and goes hand-in-hand with, good quality training.

The second aspect of great concern is the issue of governor recruitment.  The reasons for recruitment problems no doubt relate to the three things that governors say they like least:

· long meetings;

· a huge time commitment; and

· large amounts of paperwork.

Almost all LEAs maintain appropriate records of overall governor vacancies, and of the vacancies for each of the categories of governor.  However, under one third of LEAs currently maintain records of governors from under-represented groups, such as disabled persons and ethnic minorities.

Many LEAs report experiencing significant difficulties in trying to increase the number of volunteers willing to become governors.

Almost all LEAs provide at least satisfactory support for filling governor vacancies, implementing strategies that they have generally found to be successful, including the distribution of pamphlets, advertisements in the local press, and approaches to local business and community-based voluntary organisations.

In the best practice, LEAs identify forthcoming vacancies well in advance and discuss with governing bodies how these can be filled.  They regularly look for new ideas to widen their recruitment base.  Several LEAs, however, do not give enough attention to recruitment strategies aimed at increasing the number of volunteers from local business and commerce, and in a few LEAs not enough is done generally to support schools in reducing governor vacancies.

Measuring governor effectiveness

About one-half of LEAs in Wales have developed and published appropriate criteria against which governors can judge their effectiveness while several other LEAs have groups working on developing criteria for good governance and on self-review procedures.

These LEAs encourage governors to review their work against the criteria.  In most cases, the criteria form a key part of procedures that the LEA has developed for self-review of governing bodies.

In one LEA a detailed framework has been developed for the self-review of the governing bodies of their schools.  Criteria and described for judging the key functions of governors.  Governors can then use these to categorise their work into areas that are strengths, those that need developing further, and those that need significant change.  The framework also contains sets of questions governors might ask about the school on issues such as the curriculum, finance, school performance, premises, and development planning and staff development.

In the main, self-review is in the early stages of implementation.  But there are clear indications that self-review against criteria can have a marked effect on improving governance in schools.

Governing bodies that take part in self-review are able to build on the strengths that they recognise in their work and identify clearly the training and support they need to address areas of weakness.  In these circumstances, governors tend to be more questioning of heads and teachers, and of themselves, and have better developed procedures for monitoring and evaluating the work of the school.

In conclusion:

Headteachers recognise that their schools are accountable to the community.  The governing body has a legitimate role in monitoring the success, or otherwise, of the school’s actions.  Both heads and governors need to show strong corporate leadership and governance so that the best decisions are made in the interests of the children.  The governing body’s role is to ask the simple questions that may sometimes get overlooked, such as Why? Where? How? What?  Such apparently naïve questions often require a detailed and relevant response and make senior leaders and managers think carefully about the work it is doing and is planning to do.

Across Wales, effective schools regard themselves as learning organisations.  Headteachers often play a special part in ensuring that the governing body is fully integrated into that learning organisation by making learning demands on governors.  In this respect, schools might want to consider governor training needs in the same way they would staff development.  Governors may well be volunteers but they are not amateurs.  Most strive to carry out their duties in an informed manner and aim to develop a shared vision and goals with the Headteacher.

Headteachers in the best schools are increasingly ensuring that governors discuss such areas as pupil and teacher morale, teacher pupil relationships and school performance.  However, in order to ensure that such discussions are productive, the onus is on headteachers to provide good quality, accurate and relevant information.  Where such information is provided, headteachers should have high expectations of what their governors know and could achieve.

Governors are becoming less afraid to seek other opinions on the standards of teaching and learning in their schools.  LEAs and Diocesan Boards of Education (where appropriate) have staff to advise on all aspects of the school’s performance.  Headteachers are encouraging governors to assess the progress being made in school by arranging regular visits for them to talk to teachers and pupils.  What governors learn there could be compared and balanced against the picture painted in the most recent Estyn reports.

Good headteachers recognise that the governing body can provide the staff and the school with protection – particularly where issues are controversial!  Rather than marginalizing a governing body, effective headteachers and staff are striving more and more across Wales to develop a mutually beneficial and constructive partnership with their governors.

The overriding key to good governance lies firmly with a very positive relationship being established between the governing body and the Headteacher and staff of the school.  The school needs to have confidence in its governors so that the exchange of views and dialogue takes place in a supportive but questioning culture.

HOW ARE WE DOING?

GOVERNING BODY SELF-EVALUATION

Summary of talk given by Catherine Burt, Education Consultant

Introduction

'With a firm knowledge of the quality of their work and a vision of how it could be better, leaders and managers at all levels in education and training will have a sound basis for driving forward further improvements.’ 

Estyn: 'THE ANNUAL REPORT OF HER MAJESTY'S CHIEF INSPECTOR OF EDUCATION AND TRAINING IN WALES 2001-2002'

Catherine structured her presentation around this Estyn quotation.  Her focus was the impact on school improvement of a governing body in fulfilling its leadership and strategic management roles.  The title question 'How are we doing?' prompted other questions which Catherine argues are two urgent needs relating to school governance:

· Where are we going?  A vision statement of how governance could be better

· How do we know how we are doing?  A quality framework for school governance

Where Are We Going?  A Vision Of How Governance Could Be Better

Three essential elements of improvement were identified: 

· leadership 

· teaching 

· learning 

Leadership is crucial in that it is about creating the climate for teaching and learning to flourish. Catherine, in passing, alerted governors to the need to share good practice within schools since there can be as much variation in pupils' learning experiences within, as between, schools.  Although headteachers commonly describe themselves as 'educational leaders', research demonstrates that at best headteachers spend 80% of their time on management and only 20% on leadership, and at worst they spent 100% on management.  Catherine suggested that governing bodies mirror this pattern.  Leadership and management are both important but governors typically spend less time on leadership issues, defined as providing the drive and direction for raising achievement: ensuring that the school does the right things.  Disproportionately more time is spent on management issues, defined as making the best use of resources and processes to enable leadership activities to happen: ensuring that things are done right.  Such imbalance could result in the nightmare of governing bodies doing everything right - BUT sadly doing all the wrong things right!
The main message persistently put across was the ambivalence around the role of governors.  The rhetoric is that governors have a key role in the leadership and strategic management of schools.  But reality falls far short.  However, examples from the media and from practice (including experiences from conference delegates) tell a different story.  Certainly it is pleasing that an increasing number of governors and headteachers share a view of the role of the governing body.  The most common adjective each group uses to describe governors' role is 'supportive'.  However, a supportive role is essential but it is not sufficient.  

Catherine’s presentation was a plea for recognition of the need to enable governors' to take up their leadership and strategic management roles.  This issue might be addressed by the development and high profiling of an explicit vision for modernizing school governance.  Moreover, Catherine asserted that Wales is ahead of the game in having a firm foundation already available in Estyn’s ‘Excellent Schools:  A Vision for Schools in Wales in 21st Century'.  She highly recommended this document to governors and hoped to convince governors, LEAs and national bodies that an important strand in the pursuit of excellence for all in Wales lies in modernizing governance by setting it in a new mould and creating an explicit vision of school governance in the 21st century.  As her talk progressed, Catherine pulled out points to ponder in articulating the way ahead for school governance. 

· Change how governors work, not how much they work. 
· Make governing bodies the place where the headteacher does his/her strategic thinking.  Don't neglect leadership in the interests of management.

· Go for grown-up governance.  Governors should be treated and should act as grown-ups.

· Don’t erode the corporate nature of the governing body.  Make the role of Chair less one of representing governors and more one of ensuring that everyone's voice is heard. 

· View governing bodies as change agents: sustain steady progress - not necessarily constant innovation.

· Acknowledge distributed leadership: not hierarchical - happens at all levels

· JDI: (‘Just Do It’) – be a proactive governing body, not just reactive.  Manage your own agenda.

· Move beyond discussion and intentions to actions and, most importantly, to outcomes.
· Agree a framework to guide your work and use it regularly as an aide-memoire.

· Stay sceptical but not cynical.  Remember the power, ideas and influence of ordinary people – is the only route to real change.’ 
How Do We Know How We Are Doing? A Quality Framework 
Catherine was adamant that particularly since governor’ work is voluntary there is at the very least a moral obligation to have firm knowledge of the difference being made to schools by the vast amounts of their freely given time and expertise.  Only then, with a firm knowledge of how governors are adding value to their schools, will their role be more widely and appropriately appreciated.  In order for this to happen, Catherine argued for the adoption of a quality framework:

· to clarify and present in a simple way what governors  are expected to do. 

· to enable the work of governors to be known and assessed.

Such a framework could be adopted by an individual school, across an LEA or nationally.  To be useful for self-evaluation, any such framework should meet pre-set criteria.  It should, for example, be:

Coherent

Corporate

Flexible

Part of a process

Rigorous

Result in action

Simple

THE INDEX OF SCHOOL GOVERNANCE PROJECT (1999-2003)

Catherine is the author of the 4Ps Framework and the Index of School Governance.  Over the last four years these materials have been very successfully validated in all types of schools, across the different phases of education, in 30+ LEAs in England.  The purpose of the project was to make a case for a simple and accessible, national framework for school governance to be used by all of the key stakeholders so ensuring a shared, practical interpretation of governors' leadership and strategic management roles.  

The 4Ps Framework

The 4Ps' Framework (one A4 page) summarises the meaning of governance as 345. 

Three key roles:

· To provide a strategic view     

· To ensure accountability     

· To act as a critical friend      

Four aspects:


                             P1 

Strategic Planning                        

WHAT?

                             P2 

Ensuring Progress               

                            P3  

Real Partnership

HOW?

                            P4  

Sound Practice

Five criteria:

Each of the 4Ps has 5 criteria: 

	
	PLANNING
	PROGRESS
	PARTNERSHIP
	PRACTICE

	1
	Direction
	Monitoring
	Representation
	Teamwork

	2
	Improvement
	Target Setting
	Participation
	Relationships

	3
	Documentation
	Efficiency
	Communication
	Meetings

	4
	Decision
	Impact
	Accountability
	Organisation

	5
	Statute
	Equality
	Advocacy
	Development


The Index Of School Governance

The Index is both a product and a facilitated process for governing body self-evaluation.  

The product is a set of materials which extends the 4Ps framework.  This includes an explanatory booklet for each governor.  Importantly it also offers a series of prompts to help governors translate their role into practice and to suggest possible evidence on which judgements of effectiveness can be based.

The process involves:

· Clarifying the role in practice: building a shared understanding

· Negotiating evidence based judgements 

· Focusing on impact: the difference made, the value being added

· Recognising what the governing body is doing well and identifying priorities for development.
· Producing a report and action plan which might be included in the school development plan
Conclusion

Catherine hoped she had convinced delegates of the need to modernize governance.  Did delegates think that it would be a good idea to have a framework of governance which clarified the role in a way which enabled it to be assessed?  Did delegates think that such a framework would best be developed at governing body, LEA or national level?

Catherine concluded by encouraging governors to believe that they could make a difference.  Governing bodies up and down the country are demonstrating that ordinary people can do extraordinary things.

For further information please contact: Catherine Burt, 28 Severn Drive, Newport Pagnell, Milton Keynes, MK16 9DQ.  Email cburt@enterprise.net  Tel./Fax 01908 611296

WORKSHOP REPORTS

SCHOOL MONITORING AND EVALUATION BY GOVERNING BODIES

For the purposes of this exercise, “monitoring” and “evaluating” were defined as follows:

Monitoring:
checking that the school is doing what is says it is doing

Evaluating:
working out the effects of what the school is doing on the pupils and staff

SYNDICATE GROUP 1
The group felt that the school activities which it was most important for a governing body to monitor and evaluate were:

· Curriculum

· Finance and staff development/welfare

· Special Educational Needs

· School Development Plan and Policies

· Pastoral Care

It was considered that the best ways of actually going about the work of monitoring and evaluating these areas was as follows:

Curriculum

Although decisions on the curriculum can only be made by the full governing body, a curriculum committee should be set up to look in detail at such things as examination results, pupil grouping, relevant information from the LEA, etc.  At the same time, curriculum leaders/heads of departments could give presentations to either the curriculum committee or the full governing body.  The group also advocated the advantages of joint teacher/governor training sessions.  The knowledge acquired by governors through adoption of these methods would enable them to play a more meaningful part in evaluating their school’s progress and also in setting their school’s end of Key Stage targets.

Finance and staff development/welfare

Once again, the establishment of a committee was suggested which, in addition to checking that money was well spent, could concentrate on staff development, health and safety and premises issues to inform both short tern and, more particularly, long term planning.  In order to carry out these functions, this committee would require regular high quality, relevant data from both school and LEA.

Special Educational Needs

The group felt that although a governor with particular links to SEN must be appointed, this is a huge area as it includes both pupils with learning difficulties and those who are especially able, not to mention pupils with behavioural problems.  Due regard, of course, must be paid to the SEN Code of practice, but governors should be aware of the plethora of data available to help pupil assessment and progress.  They should also vigorously support the school in gaining “outside” help, and monitor sympathetically the stress levels of staff who teach pupils with behavioural/emotional problems.

School Development Plan and Policies

In the first place the governors with the Head and staff should ensure the SDP and all policies articulate a clear vision for the school which recognises and values the community which it serves.  They should also recognise that if the SDP and policies are to be meaningful living documents, they should develop and adapt to changing circumstances without losing their original integrity.  The SDP in particular should have clear key performance indicators which account for development.  Finally, it was suggested governors should visit their school whenever possible to see how plans and policies impact on staff and pupils.

Pastoral Care and Ethos
In order to promote a caring, happy environment, governors should pay regular attention to policies on bullying, equality, etc., and support a code of behaviour which stresses encouragement, respect for others, and self-respect.  It was felt very important to monitor pupil attendance using relevant data and to encourage good communication between school and home.  Governors should also be aware of their school’s exclusion policy, and finally, they should be made aware of any long-term staff absence, especially if due to stress.

SYNDICATE GROUP 2

The activities that governors should most closely monitor and evaluate were grouped under three headings:

· Leadership and Management

· Teaching and Learning

· Resource Management

It was also felt that the first two of these should be standing items on governing body agendas.  The details of monitoring and evaluation for each of these three areas are listed below:

Leadership and Management

It was felt that the two strategies for monitoring and evaluating the leadership and management of a school, viz. the performance management of Heads and response to an inspection report, can be supplemented very fruitfully by a number of other strategies.  By regular monitoring of the School Development Plan, the effectiveness of the school’s and individual departments’ leadership and management can be ascertained.  Similarly, the Headteacher’s report to governors can give indications of the success of management and leadership strategies.  The group also suggested that, for the same reason, school policies should be regularly reviewed.  An indication of the leadership/management style can be gained by seeing how complaints are handled and how praise is used in the running of the school, while the use of review and evaluation scheme also shows how open the school is to self-criticism.  Finally, a good indicator of the commitment of the Senior Management to staff welfare and development is the acquisition of IIP (Investors in People) status.

Teaching and Learning
This is such a large topic, it was felt that a curriculum committee should be set up to look in detail at such topics as teaching and learning policies, examinations and value added data.  Information could then be fed back to the full governing body meeting where it would inform discussion on target setting, staff development, attendance, links with the community, etc., and ultimately the School Development Plan.  It was also felt that individual governors should be linked to departments/curriculum areas and their remit should include structured classroom visits.

Resource Management

This is another large area, which the group believed necessitated the establishment of a committee which would first of all ensure that the school managed its resources well.  The committee would also be responsible for reporting to the full governing body on Health and Safety (with particular attention being paid to staff welfare and development) and building maintenance.  The group felt that continuous improvement in this area was needed to support teaching and learning so it was particularly important to review policies and monitor innovations regularly and wherever possible analysis of data should be employed to carry out this function.

GOVERNING BODY SELF-EVALUATION

SYNDICATE GROUP 3
The group felt that the four main ways a governing body could contribute to its school’s improvement were:

· Involvement in formulating the School Development Plan
· Monitoring the implementation of the School Development Plan

· Monitoring pupil progress and performance, and also target setting

· Fulfilling the remaining responsibilities of governors
The main problems that might well be encountered in carrying out the above functions were identified as:

· Lack of confidence, knowledge and training

· Lack of high quality, easily understood information from the Head

· Governors’ failure to understand the nature of their “critical friend” role

· Concern by governors that challenging questions might have an adverse effect on their relations with the Head/Senior Management Team

· Time

It was felt that governing body self-evaluation was very worthwhile for a number of reasons:

· Self-evaluation helps governing bodies to see if they are “going along the right road”

· It prevents complacency developing

· It ensure issues are prioritised

· The process of self-evaluation is a team building exercise

· Self-evaluation highlights the training needed to achieve best practice

· “How can we evaluate school effectiveness if we don’t evaluate our own?”

Some members of the group had taken part in governing body evaluation.  One style of self-evaluation had involved a governor trainer, while another had utilised the experience of governors who had had some LEA training in self-evaluation techniques.  One methods employed had been to go through all the functions of a governing body (with the Head present), with each governor saying how well they believed the governing body had carried out the functions.  Other methods involved the use of questionnaires and listing particular areas for review.

The group felt that no matter what methods were used to conduct a self-evaluation exercise, the following strategies should be put in place to make the exercise worthwhile:

· Guidance from outside to provide “a fresh pair of eyes”

· A facilitator who would lead the group through a list of criteria

· A clear understanding that discussion would be honest but there would be an avoidance of blame or criticism

· The exercise should aim to build confidence by identifying the strengths of individual governors and valuing the work of the governing body as a whole

· The process should encourage the governing body to work as a team

· At all times the exercise should emphasise and improve the all-important role of the governing body as a critical friend of the school and its Senior Management Team.

SYNDICATE GROUP 4

This group believed the main ways a governing body could contribute to its school development were:

· Striving to develop good relationships within the school and between the school and its stakeholders, especially parents and the local community.  (This requires governors to have a good knowledge of the school and also work as a team.)

· Involvement in strategic planning

· Monitoring and evaluating the School Development Plan, especially to ensure targets are met.

· A clear knowledge of the financial position of the school, so that the governing body can give meaningful help to the Head in prioritising actions.

The following problems in dealing with these duties were identified:

· Often governors, and Heads and teachers, do not fully understand the role of the governing body.

· There is sometimes a reluctance by governors to attend training sessions

· In some areas, there are difficulties in recruiting governors, while governors often have many other commitments which can reduce the amount of time they can give to their schools.

· Unfortunately there are barriers and sometimes mistrust between school staff and governors

· There is a shortage of, or difficulty in getting, information from other schools to enable governors to gauge how well or badly they are carrying out their functions.

SYNDICATE GROUP 5

It was felt that the main contribution governors made to school improvement were:

· Helping construct the school mission statement, Development Plan, and policies

· Helping to ensure the best personnel are appointed

· Having a clear understanding of data to aid effective monitoring.

· Linking governors to curriculum areas so that they gain an understanding of how decisions/innovations impact on staff and pupils, and also to support and stimulate staff

· Ensuring the fabric of the school is maintained.

The group felt the following problems were likely to be encountered when undertaking these tasks:

· Funding

· Lack of governor experience

· Lack of professional support

· Possible lack of support from the Head and even some members of the governing body

· Incomplete or difficult to understand data

· Lack of training

· Jargon

· Sufficient time

It was felt the following strategies might profitably be adopted to aid self-evaluation:

· Establish a framework and agenda time for review

· Agree what evidence will be used

· Produce a governing body code of practice and, if governors are to visit classrooms, produce jointly with staff a visits protocol

· Try to arrange training on self-evaluation methods for governors

· Get support

· Devise a clear way of informing other stakeholders what the governing body is doing.

When conducting a self-review exercise, the following points are were considered to be well worth bearing in mind:

· Agree the role and purpose of the governing body, and especially how to be a constructive critical friend

· Agree what the governors do well and, perhaps more importantly, what could be done better

· “Agree where we are at, and also where we want to go.”

· Ensure the governors function as a team

· Make all judgements about the team against an agreed set of criteria

· Ensure that self-evaluation is done so as to ensure the best possible support is provided for pupils and staff.
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