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INTRODUCTION

The third national Conference for school governors in Wales was held at the Metropole Hotel, Llandrindod Wells, on Friday 5 March 2004.  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 Where are we going? - The role of school governors in strategic planning and target setting, and the format was a mixed programme of presentations and workshops.

Over 90 delegates attended, including a Director of Education, 18 LEA Governor Support Officers, representatives form the Welsh Assembly Government, and officers from Governors Wales.

After opening the Conference, Professor Maurice Whitehead of the Department of Education at the University of Wales Swansea, welcomed Jane Davidson AM, Minister for Education and Lifelong Learning, who spoke on the vital role governing bodies can play in strategic planning and target setting.

In the next session, Jane Martin, Executive Director for the Centre for Public Scrutiny, continued looking at governors’ inputs in these two areas, and also considered the role of governors as agents for change as representatives of their communities.

In the afternoon, delegates broke into syndicate groups, two of which considered target setting and dissemination of information from training courses.  The other three syndicate groups looked at governor involvement in the production and monitoring and evaluation of the School Development Plan.  They also considered dissemination of information from courses.

Following feedback reports from each syndicate, the conference closed.

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.

Steve Gullick

March 2004

OPENING ADDRESS

JANE DAVIDSON AM, 

MINISTER FOR EDUCATION & LIFELONG LEARNING

After congratulating the All Wales Centre of Excellence for its work and wishing it well for the future, the Minister turned to the theme of the Conference:

“The conference theme – ‘Where are we going - The Role of School Governors in Strategic Planning and Target Setting’, is important.  It touches on perhaps the key role of governors - to secure high standards of educational achievement. 

I want my speech today to set the strategic role against the background of Assembly policies for education.

The Learning Country

In 2001 I published ‘The Learning Country’ which, for the first time, set down a comprehensive strategic statement on education and lifelong learning in Wales. 

The challenging agenda in the Learning Country will take time to deliver but a number of very important actions have been taken. 

· We have increased Early Years provision;

· We have removed the national tests at Key Stage1 and are currently reviewing the assessment arrangements for Key Stages 2 and 3;

· We have moved to reduced junior class sizes;

· We have scrapped Secondary School Performance Tables;

· We have set out an Action Plan for developing Learning Pathways for 14-19 year-olds;

· We have introduced the Welsh Baccalaureate pilots in 18 schools and colleges.

We are also working on:

· Establishing a foundation phase;

· Providing primary school pupils with a healthy breakfast each day;

· Introducing arrangements for primary and secondary schools to work together on transition planning.

There is more to do - but without that 10 year Strategic Statement to focus our minds the Welsh Assembly Government would not have a clear direction to work towards making our aspirations a reality. 

Strategic Planning

But back to the theme of the conference.  At school level you as governors are responsible for School Development Plans.  These need to include: 

· the school's vision and aims for pupils;

· targets for pupil performance through which progress can be charted;

· plans for educational change and development; 

· proposals for staff training and development activities needed to support these educational developments; 

· an outline for the co-ordinated deployment of other resources;

· arrangements for monitoring progress towards; targets.

Target Setting

The targets and achievements you have set for your school and the strategies agreed to deliver them must be owned by those who will deliver them. 

A suitable and correctly focused basket of targets – that are specific and measurable – will provide a direction for your school’s improvement agenda.  They will foster a sense of common purpose among the whole school community, including yourselves, staff, pupils and parents. 

The targets you set for your school must be ones which are appropriate for your particular circumstance and starting points.  The ones set at national or LEA level may not be appropriate for your school because you may have already exceeded those and need to set higher ones if you are to continue to improve. 

Equally the national targets may be out of reach at the moment and you need to set less ambitious ones which, while challenging, are not beyond the horizon.  

As governors you, better than anyone, know what your pupils can achieve and where you would like to take them in the next phase of their education.  However, target setting alone will not deliver improvement.  It is the actions that each school takes in attempting to reach its targets that are the most important part of the process.  And, if done correctly, targets setting plays and essential part in the cycle of development planning. 

Let us not be shy about acknowledging how far we have come in recent years: 

· At Key Stage 1, we now have over 80 percent of pupils achieving the expected level;

· at Key Stage 2 there has, since 1998, been improvements of between 11 and 19 percent in 11-year-olds achieving at least level 4;

· and at Key Stage 4, we have seen an improvement of 9 percentage points in those pupils achieving at least 5 A*-C GCSEs or their equivalent.

Most of you will know from your own experience that for schools to be places:

· where learners’ interests come first;

· where there is wider access and opportunity for all;

· and where lifelong learning is a reality,

there has to be a successful and close relationship between all the partners involved  - pupils, teachers, parents, LEAs, the community and of course school governors.

Narrowing The Gap

One of the most successful partnership initiatives the Welsh Local Government Association and the Assembly Government has undertaken is the Narrowing the Gap study, which is looking at the factors which enable schools in challenging circumstances to deliver high standards of education. 

The Phase 1 report, published a year ago, looked at secondary schools and concluded that successful schools operating in challenging circumstances:

· have key personnel who are able to drive forward school improvement;

· reflect on the ways pupils learn; and

· make effective use of assessment data to improve teaching and learning.

A second phase of the Narrowing The Gap project is underway.  It will provide a similar analysis of what works well for primary schools in challenging circumstances.

I expect the study to be completed later this year.

Early Years and Foundation Phase

Educators of our youngest pupils have long argued that the years before formal schooling are critically important to a child’s personal and social development and to their attitudes and approach to learning in later life.

That is why I am committed to providing Early Years places for our three year olds and to the development of a new Foundation Phase.

The consultation on the proposal to establish a Foundation Phase was extremely successful.  Virtually everyone wants the Foundation Phase to focus on raising children’s standards of achievement, by offering well-planned practical activities that challenge and motivate; that develop curiosity and independence; and unlock creativity and a thirst for learning.

The provision of a solid foundation for social and intellectual development at an early age will allow children to improve their attainment as they progress to Key Stage 2.

Key Stage 2/3 Transition

You are all familiar with concerns surrounding the transition of pupils from Key Stage 2 to Key Stage 3 and the loss of momentum and resulting underachievement in Key Stage 3.  Too often the tremendous improvement in pupils’ progress at primary level years is not sustained on transfer to secondary school. 
Greater co-ordination and planning between primary and secondary schools are key to assisting young people to ‘hit the ground running’ when they start their secondary education.  Much good practice already exists where schools are coming together to agree a coherent and all-embracing strategy for transition. 
Such strategies set out how the schools involved will work together to:
· plan and deliver the curriculum across Key Stages 2 and 3;
· agree and exchange data on pupil achievement;
· establish effective pastoral links to meet pupils’ personal and social needs; and
· learn from each other so that there is continuity in teaching and learning methods.
Recent guidance published jointly by the Assembly Government, Estyn and ACCAC entitled Moving on… Effective Transition from Key Stage 2 to Key Stage 3 will help to drive development in this area.
In addition, the Assembly Government has Wales-only powers in the Education Act 2002 which require secondary schools and their feeder primary schools to put into place effective arrangements for transition.  Later this year, I will be consulting on proposals for the transition plans schools will have to draw up under this provision.
Raising Standards at Key Stage 3

Last year’s best ever Key Stage 3 results were very encouraging.  There were improvements across the board in core and non-core subjects.  I was particularly pleased that the Assembly’s 2002 target for pupils reaching level 5 and above in Welsh was achieved.
However there is still a lot of work to do – 30% of pupils are not achieving the expected level of attainment.
Last year I launched the publication of materials produced jointly by the BBC and ACCAC to support the framework document Aiming for Excellence in Key Stage 3, produced jointly by the Assembly Government, Estyn and ACCAC.  This provides guidance for the development of literacy, numeracy and ICT skills in secondary schools using a whole-school approach.
The materials are in the form of videos and accompanying booklets, and follow a similar and successful approach used in the drive to raise standards in primary schools.
I hope that those of you who are secondary school governors will take the opportunity to look at the materials. 
Review of Assessment of Key Stages 2 and 3

One of the most exciting and important pieces of work currently being undertaken is the review by Professor Richard Daugherty of the University of Wales Aberystwyth of the assessment arrangements for Key Stages 2 and 3 in Wales.
Last summer I asked Professor Daugherty to bring together an independent review group to undertake a full and thorough review of the current arrangements in Wales.  Explicit in their remit was a requirement that any proposed system should have as its focus the interests of pupils and a path to productive lifelong learning. 

I received the Review Group’s Interim Report, Learning Pathways through Statutory Assessment, in January.  It proposes a system, through assessment for learning, to provide opportunities for the whole child to develop and flourish.

The system would make effective use of teachers’ own judgements and the report suggests ways in which these can become more robust and consistent.  

The report also envisages changes to the nature and purpose of the Key Stage 2 tests.  At the end of year 5 pupils would take diagnostic “tests” of literacy, numeracy and enquiry skills.  The information on obtained would be used by the year 6 teacher to prepare pupils for the transition to Key Stage 3 and by secondary schools to plan for year 7.  However, year 6 teacher assessments would be retained.

At Key Stage 3 it is likely that we will move away from national tests and put greater emphasis on teacher assessment, and introduce a system which awards schools with accredited centre status to support this new approach. 

The report also proposes moving the statutory assessments to a date earlier in year 9, or even year 8, which will enable the results to be used when pupils make their Key Stage 4 option choices.

This is still very much “work in progress” and Professor Daugherty’s Group has a great deal more to do before presenting its final report in April, which I very much look forward to reading.
Learning Pathways 14 –19

The proposals for securing better pupil transition to Key Stage 3 and progression through Key Stage 3 and the 14-19 Learning Pathways have an important role to play in ensuring pupils continue to be motivated and included in school.

Looking at Key Stage 4 and beyond, responses to the Assembly’s consultation document The Learning Country: Learning Pathways 14 –19 indicate much support for the principles underlying the proposals. 
There was:
· overall acceptance that the emphasis must be on learners first and that structures and systems must change to meet their needs;
· recognition of the need for radical change in the way our young people plan and experience learning;
· support for the proposed balance between knowledge, practical application and essential skill development;
· support for considering young people’s needs in the round – taking into account all aspects of their lives;
· a widespread view – particularly from young people themselves  - that the systems of support for young people should be as important as curriculum choices.
The Assembly is continuing to work in partnership with all those with an interest in 14-19 provision.  Our objective is to develop the potential of all our young people, whatever their talents and abilities, so enabling them to make an effective and sustainable contribution to their communities and the future prosperity of Wales.

Welsh Baccalaureate

In parallel with the 14-19 plans we will continue with the Welsh Baccalaureate pilots.  These are currently running in 18 schools and colleges, with more coming on board in September.  I am delighted that Wales is leading the way in developing a new broad qualification.
The core of the Bac encapsulates those wider aspects of learning that are often undervalued – key skills, work and community experience.
As you can see the shape of the curriculum in Wales is evolving.  There are strong linking themes in the Foundation Phase and the 14-19 Learning Pathways directed at the all round development of pupils’ abilities.
This approach needs increasingly to span the intervening 7-14 period through provision for the progressive development of learning skills and attitudes.
Estyn Annual Report

I was delighted to read in Estyn’s Annual report for 2002-03 that governors are :

· taking a stronger lead in school management;

· making better use of information from self evaluation reviews to monitor their schools’ progress; 

· have improved in their evaluation of major spending decisions.

These are precisely the areas I want school governors to focus on. 

School Governance Issues

I also know that governors need support and training to be able to carry out their duties effectively.  That is why I am continuing to fund the raft of measures we already have in place – the Centre of Excellence; research being carried out by the University of Birmingham into whether school governance makes a contribution to school improvement; and of course Governors Wales and their helpline. 

I also appreciate that there are times when governing bodies can feel very vulnerable.  Some of you may also be aware that through Governors Wales I am funding a 12-month project which will allow governing bodies to access free legal advice.  This scheme is not a replacement for the advice that governing bodies receive from their LEA.  My expectation is that governing bodies will always approach their LEA in the first instance.  

This project will be evaluated at the end of the 12-month period and recommendations will be put to me about its future.  I await the findings of the report with great interest.

In recognition of the importance I place on governor training I am continuing to fund LEAs through the Better Schools Fund (formerly GEST) to enable them to provide a full range of training programmes to help governors and give them the confidence to be able to carry out their responsibilities more effectively. 

Birmingham University Project

I have already briefly mentioned the research work being carried out by the University of Birmingham. 

The main focus of the research is to examine whether school governance does make a contribution to school improvement; whether governing bodies are effective in carrying out their duties; and to identify best practice used by school governing bodies to raise standards in schools.

The report is nearing completion and will identify why certain governing bodies are more successful than others in contributing to raising standards in schools and consider whether there is a ‘model’ approach which is more successful in supporting the school and the staff.

The final report will be completed around Easter.  I anticipate that it will provide useful evidence on the contribution made by governing bodies to school improvement and effectiveness.

School improvement and raising standards is at the heart of the Welsh Assembly Government’s education strategy.  I know it is the focus of your work as governors.”
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Joined Up Governance

Dr Jane Martin

jane.martin@idea.gov.uk
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1. Learning is essential for renewal and regeneration ...

2. This requires new ways of partnership working in education  ...

3. It requires local authorities to play a strategic corporate role based on 

an interdependent relationship with schools and partners …

4. This is a question of the local governance of education ….
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1.  Learning is essential for renewal and regeneration

• School improvement and community regeneration go

hand in hand

• A civilised society will put a premium on creating

the conditions for learning

• Tackling deprivation and disadvantage matters for 

all of us
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2.  New ways of partnership working

• Schools facing outward

• Refocusing governance

• Ensuring public accountability



[image: image5.emf]Joined Up Governance

3.  The strategic role of the local 

authority

• Strategic planning

• Performance management

• Democratic accountability
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4.  Refocusing the local governance of education 

• Community active regimes

• Local authority support

• Encouraging an active citizenship 
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The strategic role of the governing body

• Ensuring the school is managed in keeping with 

the strategic framework by requesting reports and reviews



Considering strengths and weaknesses and suggesting 

being involved in key interventions along the route 



Bringing strategic thinking to discussions and decision making

and not getting lost in the detail of tasks and actions which is operational
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Thinking strategically means …  being clear that the key 

focus of priorities and decisions is in line with the aims 

and values of the school, considering strengths and 

weaknesses and suggesting:

• what to keep doing

• what to improve

• what to change

• what to stop doing
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Acting strategically means …

• ensuring the school is managed in keeping with the 

• strategic framework by requesting reports and reviews

• considering strengths and weaknesses and suggesting 

being involved in key interventions along the route 

e.g. H.T. perf review

• bringing strategic thinking to discussions and decision making and 

not getting lost in the detail of operation tasks
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Use the strategic levers of the joined up 

model …

Resources – the annual budget, the staffing 

complement, the buildings

Improvement – the improvement plan, pupil targets 

and teacher objectives

Performance – performance management policy & 

headteacher review
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Governors as community leaders …



Look forward, outwards and upwards



Create and articulate a vision 



Clarify key goals 



Decide which are the major routes forward 



Help others to make sense of what is happening



Clarify and live values to help others
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Governors as agents for change



Make your voice heard



Build bridges



Take calculated risks



Think ‘outside the box’


WORKSHOP REPORTS

THE MOST IMPORTANT AREAS FOR WHICH TARGETS SHOULD BE SET

DISSEMINATION OF INFORMATION FROM THIS CONFERENCE

SYNDICATE GROUP 1

The group felt that all targets should be realistic and achievable, and, where applicable, should obviously address the requirements set out in post-inspection action plans.  They should also be based, again where applicable, on the assessment of targets as set out in the previous School Development Plan.  The group was also aware that targets, even after they had been set, would have to be responsive to changing circumstances, situations, etc.

The first area identified as a priority was improving community links.  It was suggested this be done by setting targets on links made with local businesses, setting targets on parental attendance at the governing body’s annual parents’ meeting, and on the infinitely more difficult area to measure – ethos, which would reflect community values.

Secondly, the group considered realising pupil potential.  In this area, it was felt targets should be set on putting into place systems for pupils to set their own targets.  It was also felt important to set targets for the establishment of meaningful school councils.

Thirdly, it was felt that targets should be set to improve governors’ knowledge, understanding and skills through the provision of, and attendance at, high quality training.

Finally, the group felt that to ensure targets were reviewed regularly, a school should set a target to establish a regime/culture of monitoring, evaluating and, where applicable, amending targets and plans.

A number of methods of dissemination of conference information were identified:

· Report to governing body meeting

· Link governor report to governor association

· Information to be made available on website

· Dissemination of conference report to interested parties by All Wales Centre for Governor Training and Research

SYNDICATE GROUP 2

This group prioritised four areas for target setting:

Improving pupil attainment – the group felt this should be highlighted by setting targets for pupil achievement in public examinations (most commonly SATs, GCSE, GNVQ and A and A/S Level.

The group also felt it was important that a school should indicate clearly how highly it rated the importance of good attendance, by setting targets for attendance of pupils, staff and governors (at governing  body meetings).

The third area for which the group suggested targets should be set was the establishment of a meaningful performance management regime which would be of value to staff and school.

Finally, the group favoured setting targets on making links with local business and local community organisations.

The group suggested a number of ways of dissemination information:

· Delegates should ensure feedback to their own governing body by making the subject an agenda item at their next governors’ meeting, to ensure the opportunity existed for them to report formally to their colleagues.

· Feedback to other governing bodies in their LEA could be achieved through a report to the LEA governor association, and also through LEA governor newsletters.

· Finally, all governing bodies in Wales would be made aware of the availability of the conference report in both hard copy and on the Centre’s website through the Centre’s newsletter Cadwyn (though, obviously, this opportunity would be be available for other conferences and/or courses).

THE ROLE OF GOVERNORS IN PRODUCING AND MONITORING 

THE SCHOOL DEVELOPMENT PLAN

DISSEMINATION OF INFORMATION FROM THIS CONFERENCE
SYNDICATE GROUP 3

While the initial work of producing the School Development Plan might lie with the school Senior Management Team and staff, the group felt the governors should also play an important role.  It was suggested that much of the early work might be undertaken by a governors group, which could look in detail at issues, though this should not replace whole governing body (or, indeed, individual governor) input, as suggestions would have to be presented to the whole governing body for debate and approval.

For meaningful monitoring and evaluation to take place, the group unequivocally felt that the School Development Plan should always be the focus of governing body meeting agendas.  Here progress reports could be made, supported where appropriate by meaningful, understandable information.  Wherever relevant and possible, data should also be provided to compare the school’s progress with that of schools in similar circumstances.  It was felt that governing body self-evaluation should also be an agenda item when deemed appropriate

It was also pointed out that, for governors to really understand “what makes their school tick”, they should try to experience the ethos of their school.  This might best be achieved by visiting the school and talking to staff and pupils (perhaps via the School Council).  However, such visits should be managed with great care, and probably a visits protocol established with which all stakeholders – governors, staff, and pupils – are happy.

Ways of informing other governing bodies in the LEA of conference content included:

· Report to LEA governor associations

· Where available, through LEA newsletters and website

· The conference report will be distributed to delegates and other interested parties

· The Centre’s newsletter Cadwyn, which is circulated to the Chair of every governing body in Wales will advertise the availability of the Conference reporting both hard copy and on the Centre’s website.

· Governors Wales could use their network of governors to advertise the availability of the conference report , and also place the conference report on their website.

SYNDICATE GROUP 4

In order to set the School Development Plan in context, the governing body, senior management and staff should clarify their joint vision for their school, and this should be embodied in the school’s mission statement and aims. 

The production of the School Development Plan should also be a joint effort with input from post inspection action plans (if applicable), evaluation of the previous School Development Plan, observation from governing body committees and link governors.  These, plus an input from teaching staff, would ensure all parties would have their views represented.

The value of an “away day” (a day away from the school site) for SMT, governors and staff for producing the Development Plan was also emphasised.

The (at least) termly governors’ meeting was identified as the best vehicle for monitoring and evaluation the School Development Plan.  The importance of the Head’s report was thought to be paramount and particularly the provision of understandable data which, where available, was comparative and benchmarked (i.e. compared the school’s progress with other schools in a similar situation).  It was also felt that to ensure progress was made, all actions to be undertaken should be minuted with a deadline for completion and a named person responsible for the task.  

Other ways for the governing body to monitor and evaluate was to receive reports from governors linked to particular departments, curricular areas, classes or years; structured visits to the school by governors; and eliciting the views of the school council and PTA.  It was also felt that questionnaires or surveys of affected groups – pupils, staff, parents – could be used.  In a less formal way, simply talking to people (both in the school and local community) and attending school events would help governors gain an insight into the impact of the School Development Plan.

Finally, it might help governors to gain a more rounded picture of their own school if they were able to visit other schools, thereby allowing them to gain an insight, albeit a very small one, of different institutions.


It was felt that the simplest way to pass the information onto colleagues at the same school was at a governing body meeting as an agenda-ed item.  If a written report were presented to the local governor association, it could then be given to other schools by the LEA.  The LEA could also place the report on their website.

SYNDICATE GROUP 5

In producing the School Development Plan, all parties should make sure that they use their particular strengths.  Obviously, the school Senior Management Team and staff would use their professional skills, while individual governors with particular skills (finance, buildings, etc) should utilise these, while the governing body as a whole should critically question priorities and actions put forward, including those included in post-inspection action plans.

It was felt that the Head and Chair played a crucial role in ensuring the governing body played a full and meaningful role in producing the Development Plan, though it was incumbent on all to ensure that the Plan was understandable and practical.

The group also felt that new governors, as part of their LEA-run induction training programme, should be taken through their own school’s development plan as it was almost impossible to organise a generic course as the format of individual School Development Plans varies so much.  

Finally,  all governors would benefit from a jargon-busting session!

Clearly, the Headteacher’s report at the governing body meeting was regarded as the most important vehicle for monitoring and evaluation the School Development Plan.  Governors needed to make sure that they were provided with enough understandable data and information (without being swamped with detail).  It was felt that information could be obtained from the school council while it would be very useful if subject leaders/heads of departments gave presentations and reports to governing body meetings.  It was stressed that the views of parent governors were particularly important as they were representative of the people for whose children the Development Plan was produced.
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