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WALES PROGRAMME FOR IMPROVEMENT

REVIEW ACTION PLAN FOR PEMBROKESHIRE’S PUPIL SUPPORT SERVICE

AND EFFECTIVE IMPLEMENTATION

School Improvement needs to be the heart and focus of the LEA’s work with schools (Hopkins).  LEA’s have changed from being organisations whose role is managing local education to being organisations that also have a major role in leading and improving education provision.  

Through the ‘Wales Programme for Improvement’ and other initiatives, LEA’s are now required to operate very differently.  They are also now accountable in ways that they were not in the past.  LEA’s in Wales are open for inspection by Estyn and the Audit Commission and are required to set out their strategic plans for scrutiny.  The changes demand new ways of working and different skills and a broader range of capabilities.  

In this Management Development Project I will discuss why the Pupil Support Service needed to be restructured with an emphasis on (i) the Professional Development analysis and using the PDA to inform strengths as a manager and to subsequently develop the weaknesses identified in order to effectively plan and implement the Wales Programme for Improvement Policy, with the aim of changing practice by Effective Action Research. ‘Action Research is about improving practice rather than producing knowledge.’ (Elliot 1991).

In terms of ‘Organisational Change’ the WPI Review Action Plan for Pupil Support will address the (ii) key areas of change both structurally, strategically and operationally, in terms of identifying practice issues and prioritising objectives involved in effective implementation.  The project has involved democratic collaboration and participation with designated Heads of Service, both at an inter and multi-agency level in terms of (iii) the Action Research process, i.e. Planning, Acting, Observing and Reflecting, which will assist with the project fulfilling it’s aims in terms of effecting positive change within the Pupil Support Service and Education Department and ultimately in terms of my own and the teams professional development.  During the MDP I will be exploring the (iv) inter-related components of conflict resolution (sharing problems effectively), shared vision, operational targets and ultimately, my role as a leader in a ‘Time of Change?’

People and organisations need each other.  Attention should be focused therefore, on improving the people-organisation relationship.  Management is an integral part of this relationship.  It should serve to reconcile the needs of people at work with the requirements of the organisation.  Management is essentially an integrating activity, which permeates every facet of the operations of the organisation.  Management processes in the new Millennium will be much more behavioural in nature, focusing on the key human resource driven issues: Learning, team-based visions, driving human resource processes, incentives to enhance growth, holistic budgeting and proactive controls (Mullins 2002).

I have used the Professional Development Analysis to continue to improve my practice as a manager in recognising the need to improve the people-organisation relationship.  When I initially took on the role as Manager of the Pupil Support Service, the service lacked focus with no ‘shared vision’.  Staff were evidently demotivated and there was a lot of staff sickness.  Performance management was limited and the Pupil Support Service acted in a ‘silo’, incoherent way with limited successful outcomes.  I used my experience as a multi-agency manager, within a social care remit as a manager of a Youth Offending Team, to reframe the service within the Education Department and to work holistically with other departments.  Team staff needed to recognise and embrace their achievements  - ‘the journey has not been an easy one to achieve’.  It has tested my levels of emotional intelligence, social skills and self-management skills, which I will be subsequently outlining.

The PDA has enabled me to review and analyse present practice with the aim of developing my leadership and management capabilities in order to progress the WPI Plan, and to integrate this plan into the Education Strategic Plan and other related documentation, within Pembrokeshire’s Education Department and corporately.  With the MDP in mind, I set the questions within the 360° review for completion by associated members of my team, line manager and other educational colleagues; and in terms of my management capability, my leadership capability, my overall ability to communicate, my ability to motivate individuals, my ability to effectively facilitate meetings, my ability to delegate tasks, my ability to support staff who have problems, effective decision making, ability to support individual learning and development and my overall ability as a manager to establish strategies to guide the work of the organisation.  The outcome of the PDA was discussed recently with my line manager as an element of the Performance Review Process in terms of the LEA’s contribution to supporting my professional development and future plans and target setting within WPI Action Plan implementation.  On a personal level, the positive outcome has enabled me to reflect on my professional history and to identify gaps in my profile/CV, which I believe would benefit my career progression.  The PDA has highlighted the key areas of work that is undertaken in terms of service provision and policy and planning and that multi-agency co-operation is essential to fulfil some of the objectives set within the WPI Action Plan.

The Education Managers Competence Framework was used during the PDA process in terms of recognising the multitude of tasks and responsibilities involved in terms of ‘effective management’ and recognising the cultural need for change within the department if partnerships are to be fostered to achieve the changes that are required with the implementation of the WPI Action Plans for Pembrokeshire.

The PDA fulfilled its aims in terms of developing my ‘reflective capacity’.  My current role is multi-faceted in terms of roles and responsibilities and I have come to learn from experience that successful leaders are obliged to be ‘reflective practitioners’ because by definition, leadership acts result in change of some kind.  The context of our leadership is therefore always changing which requires reflection in and on action (James and Connolly 2000).

The PDA is an ‘assessment process’ worked alongside and ‘framed’ the MDP. Effective Performance Management became integral to the process of formulating the WPI Action Plan.  It was essential that I listened to the team members in terms of ‘shaping the vision’ for the service.  Individual supervision sessions were central to this process as well as group team meetings.  In raising and enhancing individuals in the team joint decisions were made which formulised joint working approaches and objectives.  Joint collaborative working was essential and joint referral processes.  An evaluation of the job descriptions of the service needed to take place and team colleagues were encouraged to discuss and prioritise professional development issues in terms of fulfilling the responsibility by new job descriptions.  There were elements of mentoring/coaching in terms of performance outcome and the team members were motivating each other in terms of sharing good practice and positive interventions in team meetings.  ‘Managing relationships’ within the team was fundamental to the process as were reams of optimism and using the art of persuasion.

‘No leader is an island – after all, the leaders task is to get work done through other people’.  (Daniel Golman 1998)

It is evident that to be effective, Performance Management needs to be seen as a process, not a system.  ‘Performance Management is the property of the people who participate in the process.  It is not the property of management.’ (Michael Armstrong)  There was no consistent Performance Management Structure in the service initially.  By introducing a Performance Management Structure colleagues are encouraged to contribute to the formulation of objectives and plans and to address issues of their continuing professional development.  Induction processes were fundamental to the new responsibilities and tasks central to the Performance Management process in terms of achieving the required organisational change, and cultural change in terms of enhancing and professionalising the service.  In undertaking what was, in essence, an organisational analysis of the current problems and causal factors there was a ‘joint ownership’ within the team and the management structure in terms of what changes were needed for the service and the degree at which, realistically, the changes could be implemented.  During this process key legislative Welsh Assembly Government guidance needed to be actioned and integrated into the WPI Action Plan by Pembrokeshire’s Pupil Support Service in relation to the Pupil Support and Inclusion Guidance due to be updated in Autumn 2004.  I was involved in the consultation strategic planning process in terms of the guidance and recognised the key role that Pupil Support staff could endeavour to achieve in terms of providing a multi-agency approach to support pupils, families and schools in relation to promoting and enabling the County Council to meet it’s statutory duty to secure attendance and access to school.  The NAW guidance focuses on raising standards and on the need to tackle underachievement in the context of social inclusion.  Whilst the guidance focuses on school attendance, disaffection and arrangements outside school it is clear that this focus must be seen in the context of corporate and multi-agency work.  The guidance emphasises support for specific groups at risk:

· Families under stress

· Looked After Children

· Ethnic minority pupils (travellers)

· Pupils in transition and those with special educational needs

· I would also include children on the Child Protection register

The evidence from inspections of the education function of local authorities indicates the importance of services which alleviate education disadvantage and which offer good quality support for schools.  These services make a difference not only in terms of educational disadvantage but also in terms of school improvement.

‘The ultimate strength of any organisation lies in its capacity to respond creatively to new challenges.  Creativity, however, is found in people – not in systems.’ (Flavek 2004)

A major part of my role was to enable staff to approach change with confidence and in doing so aiming to develop a high performance culture, with regular supervision sessions in terms of working ‘SMART’ and resolving any conflict issues in terms of colleague concerns about practice/operational issues as strategic planning.

The LEA capacity for growth and improvement was strengthened by this guidance with its emphasis on partnership working, and crossing professional boundaries.  Every Child Matters 2003 will ‘reform and improve children’s care – crucially, for the first time ever, requiring local authorities to being together in one place under one person services for children, and at the same time suggesting real changes in the way those we ask to do this work carry out their tasks on our and our children’s behalf’.

Minister for Children and Young People Margaret Hodge, states that: ‘Practical changes underpinned by clearer accountability and partnership.  By a cultural transformation to create more trusting relationships between front line professionals – doctors, nurses, teachers, police and social workers.  A vibrant voluntary and community sector with new opportunities to be involved in the design and delivery of services.’

This vision will be delivered through the introduction of the Children Bill, which places duties on every agency to work together to deliver common outcomes.  The legislation is viewed as a ‘once in a generation chance to transform opportunities, service and support for children, young people and families’.  The document refers to England only.  The equivalent Welsh material is contained in the document ‘Children and Young People: Rights to Action’ published by WAG in January 2004, ‘with the aim of all children in Wales reaching his or her potential.  Childhood and adolescence are more than preparation for adulthood.  They are a unique and valuable part of life and the quality of those years is a matter that should concern us all’ (Jane Davidson, AM Minister for Education and Lifelong Learning).  The challenge to LEA’s therefore, in terms of changing people and systems, outlined by Florek as:

· ‘Knowledge creation and management’ in the terms of spreading intelligence in the usable form of products and services. 

· ‘Knowledge reservoirs in organisations are not static pools but wellsprings, constantly replenished with streams of new ideas and constituting and ever-flowing source of corporate renewal’ (Leonard 1995).

· Modernisation of democracy in terms of ‘the creation of cabinets, elected mayors etc’.

· Tough action on poor quality, in terms of a willingness to challenge poor performance ‘Effective LEA’s are willing to acknowledge failure where it exists and to deal with its root causes’.

‘Developing a high performance culture’ LGA to 2001

· Building the capacity to manage change.

During this period of time the question that needed to be asked was is the LEA able to adapt its management style and culture in response to the new challenges that these associated documents progressed?  The Head of Service changed the Department name from Professional and SEN Services to School Improvement and Inclusion.  The Management Team welcomed the change in terms of promoting the ‘school inclusion agenda’, however, culturally there was still a long journey ahead and effective human resource management was key to the required organisation change and behaviour that was required.

‘Success in the field of human relationships stems from good Human Resources Management policy and practice and an effective personnel function’ (Mullins).  Whatever the nature of the work organisation, a manager achieves results through the performance of other people.

In overall terms, Human Resource Management policies can be seen to embrace designing an effective organisation structure.

The successful management of change is a key factor of organisational performance and effectiveness and should emanate from the top of the organisation.  Organisational development (OD) is concerned with the diagnosis of organisational health and performance and adaptability to change.  A central and crucial feature of OD is the effective management of change.  Conflict is a reality of management and organisational behaviour.  

I have been aware as a manage in terms of the formulation of the WPI Action Plan, that a certain amount of conflict is inevitable.  The important element is how the conflict is handled and managed and strategies are needed in order to deal with the harmful effects of conflict.  ‘Communication is at the heart of everything we do. The major mistake in communication is to believe it happens’ – George Bernard Shaw.

Conflict can be viewed as behaviour intended to obstruct the achievement of some other person’s goals. I used elements/themes of the logframe analysis in terms of identifying stakeholders and the formulation of an issues tree. The main stakeholders were identified as 

· Parents ,pupils 

· Headteachers

· Pupil support officers 

· Social Care and Housing – youth Worker 

· Camhs [ Child and Mental Health Services }

· Behaviour Support Teacher / Educational Psychology 

· General Health [ school nurses }

· Cabinet Members

This was set within the multi- agency planning context. The strategy/process was utilised in terms of the linkage between individual plans and the WPI targets and those of the institution i.e./ ESP , School Organisational Plans , District Audit . The team performance targets were in place to secure optimum working arrangements . The problem analysis /issues tree highlighted and confirmed the need to move to the organic system  (conditions for change) and from the mechanistic structure (Hierarchical structure of authority). The ultimate aim was the promotion of the school inclusion agenda and the formulation of effective policy integrating the key themes :-

· The emphasis on early intervention (multi-agency and interagency approach to pupil difficulty)

· To continue to develop the families of schools. Emphasis on transition, supporting vulnerable pupils and children in need 

· Enhance the Pupil Support Service for effectiveness of service delivery to schools i.e./ Performance Management, Professional Development / Training .

Future/ Next Steps 

· Implications of the Children’s Bill Legislation Integration of departments (Social Care and Housing with Education) ( Emphasis on delivery of common outcomes

· Implementation of safeguarding boards (child protection welfare). This legislation is viewed as a “once in a generation chance to transform opportunities,  services and support for children , young people and families” . “A cultural transformation to create more trusting relationships between front line professionals .”

· Implications  of the National Service Framework for Children, Young people and Maternity Services . (Welsh Assembly Government ) – 2006 7 core aims 

1. Have a flying start in life .

2. Have a comprehensive range of education and learning opportunities 

3. Enjoy the best possible health and freedom from abuse , victimisation and exploitation

4. Have access to play , leisure; sporting and cultural activities 

5. Are listened to treated with respect and have their race and cultural identity recognised 

6. Have a safe home and a community which supports physical and emotional well-being

7. Are not disadvantaged by poverty .

In conducting the Mdpi have learnt that I measure other Manager’s performance in terms of effective interventions and communication skills etc and feel more confident to achieve desired changes . I feel strongly that the organisation needs people management skills from above to influence effective changes from below . Changing the behaviour cycle is crucial and a skilled task! I have welcomed the theoretical knowledge gained on this MD Programme and I feel sure I am a more confident ,challenging, optimistic manager in terms of what can be achieved.“ If you  believe in yourself and your team's ability to change and recognising that you are a leader in a Time of Change .
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