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LOCAL LEADERS OF EDUCATION IN SOUTH GLOUCESTERSHIRE
(Provisional) December 2010
The aim of this document is to set out how the Local Authority (LA) will work with LLEs and schools in the development of this initiative, outlining principles for the commissioning and deployment of LLEs, how the scheme will be funded and how its impact will be monitored.

Building sustainable school capacity
The primary objective of the Local Leaders of Education initiative in South Gloucestershire is to build the capacity for sustainable improvement in schools across the Local Authority (LA).

Local Leaders of Education (LLE) are experienced and successful headteachers of good or outstanding schools who have been specifically trained by the National College to provide school-to-school support by working with fellow headteachers in a coaching mode.

Definition of Coaching

“Coaching is about unlocking potential in order to maximise performance – it’s about bringing out the best in people.” (National College 2005).
“Coaching is a highly structured way of working one to one with an individual through a series of meetings. The coach will enable the learner to take responsibility for his/her learning, develop an awareness of his/her situation and increase his/her skills. It is a way of realising the potential of staff” (J.Tolhurst 2006)

“The coach will hold the learner accountable for actions, which they both agree. It is not a cosy chat in which the learner offloads his/her problems and then feels better. It is a rigorous process, which will make demands on both the coach and learner. Through skilled questioning, the coach will ensure that the learner comes up with solutions and suggestions. Coaching is not about analysing what has gone before and what went wrong. It is totally focused on the future and makes the learner responsible for what happens. The coach should centre the development on the person being coached. The learner will be helped to diagnose the area of need that they need to develop. The coach may offer theories or models to employ and the learner is free to reject or work with these. Essentially the coach stays within the learner’s frame of reference and his/her own understanding of the area. (J.Tolhurst 2006) 

Identifying the potential deployment of LLE support

The potential deployment of an LLE will be identified in one of two ways:

Local Authority Identification

The South Gloucestershire Quality and Standards Team (SGQST) in consultation with the Headteacher (HT) and the school’s School Improvement Partner (SIP) will identify and agree the potential benefit of providing LLE support, identify the key areas for improvement and agree the number of days for which the LLE is to be deployed.  Funding for the LLE support in this instance will be negotiated between the School and the LA.  On completion of the intervention the LLE should invoice the receiving school for the agreed amount.  Should the school wish, voluntarily, to extend the LLE’s involvement with the school they will be liable for brokering this extension with the LLE and funding the additional support themselves unless additional days are commissioned by the LA.
OR

School Identification

The HT, in consulation with the Chair of Governors, l identifies an area of their school improvement plan which would benefit from LLE support.  In this instance the school can secure LLE support directly via the list of accredited LLEs available on the Leadership Academy Website and will agree the focus for the work and negotiate financial arrangements as they would if engaging an independent consultant.  In this instance funding for the LLE support will be met in full by the receiving school’s budget on receipt of invoices from the LLE’s school.
LOCAL AUTHORITY COMMISIONING OF LLE SUPPORT

Securing LLE Support for Local Authority identified schools

SGQST in discussion with the school’s SIP will consult the list of available LLEs to identify three potential LLEs based upon their ‘Pen Portrait’ (see appendix).  SGQST will then approach the LLEs for their provisional agreement  and, having discussed the intended outcomes of the intervention, the time allocation and obtained their agreement to undertake the work, the HT of the school will be formally approached by SGQST to select one of the proposed  LLEs.  This process will be repeated until all parties are in agreement. SGQST will agree with the HT the improvement priorities that will provide the focus of the LLE’s intervention and confirm the initial amount of LLE time to be allocated to the school. See:  Protocols for Commissioning and Deployment
Ensuring the LLE is well informed and works in full knowledge of other LA interventions

With the knowledge and the consent of the HT the SIP will provide for the LLE the latest LA data, SIP reports, SGQST monitoring reports, Adviser, Consultant and AST notes of visit to support the initial meeting and subsequent identification and planning of interventions.

Drafting the Support Agreement

The LLE and the HT will produce and secure SGQST/SIP approval for a ‘Support Agreement’ (see appendix) to include:

· focus for support

· intended outcomes

· breakdown of time/days allocation

· funding arrangements

· exit agreement

LLE Support Programme

The LLE and HT will jointly plan and carry out the agreed programme of support.

LLE Feedback and Accountability

The LLE will liaise with the school SIP/Link Adviser and SGQST regularly to provide an update on the support being provided in any school.  In addition the LLE will be required to provide SGQST and the school’s SIP with written feedback on the support provided, outcomes, impact and next steps throughout the agreed intervention period using the ‘Notes of Visit’ system (see appendix).

LLE Exit Strategy 
The LLE and HT will meet to finalise and sign off all aspects of the support agreement at the end of the LLE’s work with the school.  Actions will be summarised on the ‘Notes of Visit of LLE Support’ and shared with the HT, SIP and SGQST.   Following the review of the support the HT, LLE, SIP and SGQST will decide if further support is required.  Where the work has been commissioned by the school, the review will take place between the HT and LLE, in agreement/consultation with the Governing Body. Where there are extenuating circumstances it may be necessary to terminate the arrangement between LLE and the HT.  
SCHOOL COMMISIONING OF LLE SUPPORT
Drafting the Support Agreement

The LLE and the HT will produce and secure SGQST/SIP approval for a ‘Support Agreement’ (see appendix) to include:

· focus for support

· intended outcomes

· breakdown of time/days allocation

· funding arrangements

· exit agreement

LLE Support Programme

The LLE and HT will jointly plan and carry out the agreed programme of support.

LLE Feedback and Accountability

Where the school has commissioned work with an LLE, the LLE will provide a note of visit for the information of the HT. (see appendix)  
LLE Exit Strategy 
The LLE and HT will meet to finalise and sign off all aspects of the support agreement at the end of the LLE’s work with the school.  Actions will be summarised on the ‘Notes of Visit of LLE Support’ and shared with the HT.   Where there are extenuating circumstances it may be necessary to terminate the arrangement between LLE and the HT
PROTOCOLS FOR COMMISSIONING AND DEPLOYMENT OF LLEs BY THE LOCAL AUTHORITY
The protocols below aim to ensure that LLE support can:

· be effective in providing support for headteachers

· enable the LA and schools to work in partnership to secure improvement

1. Identifying the need for LLE support
1.1 Schools which could benefit from LLE support will include:

· schools where the SIP and HT have identified a potential benefit

· schools with relatively inexperienced headteachers or acting headteachers

· schools identified as ‘satisfactory’ for Leadership and Management at their most recent Ofsted inspection

· schools where most recent data indicates that a significant percentage of pupils are failing to make satisfactory or better progress

· schools who independently request support from an LLE to help them address one or more of their school improvement priorities

2. Securing LLE support when commissioned by the LA
2.1 SGQST/SIP will use the criteria and processes above to identify the schools which could benefit most from the support of an LLE

2.2 SGQST/SIP will agree the key improvement area(s) and timescale of the initial intervention by an LLE with the HT

2.3 SGQST/SIP will identify and approach the most appropriate LLEs on the list matched to context, experience, needs of the school(s) and relevant local factors.  The agreement of the LLEs to undertake the intervention and the intended outcomes will be identified.

2.4 The LLE will be required to secure the agreement of their own school governors to be released to undertake the work.  Once this has been agreed the HT of the receiving school will confirm their acceptance of the arrangement.

3. Drafting the support agreement
3.1 The LLE will have access to LA data and reports relating to the school they will be working with and meet with a SGQST officer and/or the school’s SIP to gain a clearer understanding of the school context and priorities which could benefit from LLE support.
3.2 The Support Agreement will be developed between the LLE and the school and agreed with SGQST/SIP prior to the support being provided.

3.3The Support Agreement will include clear ‘exit’ arrangements to conclude the support.

4. Developing the Support Agreement and providing support
4.1 The LLE will contact the HT and agree a first meeting to contract the Support Agreement.
5. LLE Liaison and Reporting
5.1 LLEs will liaise on a termly basis with the school SIP, to update them on the work carried out, evidence of progress and the impact of the support.

5.2 Where there are any safeguarding or other serious concerns these will be raised immediately by the LLE with the SIP and SGQST.

5.3 When commissioned by the LA the HT and the LLE will complete Notes of Visit to be shared with the school, SIP, SGQST and any other LA consultants working with the school.  

6.  Support for LLE Role
6.1 Regular contact with the school SIP and information from SIP reports will provide information for the LLE concerning progress and impact.

6.2 LLEs will meet three times a year as a group with the LA lead officer, to review their work, give mutual support, share practice and engage in professional development.

6.3 There will be ongoing opportunities for coaching within the group of LLEs.
7. Funding for the work of LLEs commissioned by the LA
7.1 Funding arrangements for LLE support will be agreed and written into the support agreement at the outset:  Costs will be met by the LA budget.
7.2 If the school wishes to continue to commission support from the LLE after the LA work has ceased, the school budget will meet the costs.

7.3 The LLE’s own school budget will be allocated funding for the number of days of support agreed with the LA at the agreed rate. 
8. LA Directory for LLE Support
8.1 SGQST will maintain a database of LLEs with their ‘Pen Portraits’ and ensure that this is available to all schools through the Leadership Academy Website along with all other documentation relating to the LLE programme.

8.2 SGQST will maintain an overview of the deployment and costs associated with LLE support commissioned by the LA.

9. Payment and Contracts
9.1 The rate of pay for LLEs commissioned to work for the LA will be in line with the payments made to SIPs and independent consultants.
9.2 When the LLE has been contracted to work at a school by the LA the receiving school’s budget will be allocated the funding by the LA for the agreed number of days and on the completion of the intervention the LLE will invoice the school for this amount.

9.3 As LLEs are already employed by the LA no separate contracts will need to be issued.

10. Accountability
10.1 LLEs are accountable for the quality, effectiveness and impact of their work to the school and the LA.  Onerous bureaucracy should be avoided.
10.2 Where the LLE is commissioned by the LA, LLE is required to complete a Note of Visit for each visit.  These notes will be agreed by the HT and LLE and made available to the school, SGQST and all LA consultants working with the school.  It is recommended that the Note of Visit is completed by the HT and LLE in draft form before the LLE leaves the school and is subsequently forwarded by the HT to the LLE for signing off.

10.4 The work of LLEs will be monitored and quality assured by sampling of the Notes of Visit and the evaluation form that schools will be invited to complete following the LLE intervention.

11. Support for the LLE Scheme
11.1The team of LLEs will identify a steering committee to act as a focus for the development of the LLE initiative.

11.2 The LA will provide administrative support for the LLE scheme.

11.3 The LA will ensure that a support meeting/training event is provided for LLEs three times a year.  This event will be planned in consultation with the steering committee and will provide networking opportunities as well as addressing CPD training needs identified by the LA, National College or LLEs themselves.

11.4 The LA will broker the resolution of disagreements and disputes between an LLE and school should such an instance occur.

11.5 The LA has a duty to ensure that LLEs do not take on too great a workload.  In normal circumstances this would not exceed 20 days per annum.

11.6 The LA has a duty to gather evidence and report to the National College on the impact of the work of LLEs.

11.7 The LA reserves the right to remove an LLE from their role with a school should their performance be deemed to fall below the expected standard or if their continued deployment is viewed as being liable to contribute to the continuation or development of negative circumstances in their own school.  However, no such action would be taken without full consultation with the LLE concerned.
PROTOCOLS FOR COMMISSIONING AND DEPLOYMENT OF LLEs BY SCHOOLS

The protocols below aim to ensure that LLE support can:

· be effective in providing support for Headteachers

· enable the LA and schools to work in partnership to secure improvement

1. Identifying the need for LLE support
1.1 Schools which could benefit from LLE support will include:

· schools where the SIP and HT have identified a potential benefit

· schools with relatively inexperienced Headteachers or Acting Headteachers

· schools identified as ‘satisfactory’ for Leadership and Management at their most recent Ofsted inspection

· schools where most recent data indicates that a significant percentage of pupils are failing to make satisfactory or better progress

· schools who independently request support from an LLE to help them address one or more of their school improvement priorities

2. Drafting the support agreement
    2.1 The Support Agreement will be developed between the LLE and the school.

    2.2The Support Agreement will include clear ‘exit’ arrangements to conclude the support.

3. Developing the Support Agreement and providing support
3.1 The LLE will contact the HT and agree a first meeting to contract the Support Agreement.

3.2 Where the LLE is commissioned by the school the LLE may wish to call on staff expertise from their own schools although the focus is on working with the HT as a coach and mentor to bring about sustainable improvements. When asking colleagues to undertake aspects of their work LLEs need to be conscious of the fact that skilled practitioners may not be skilled coaches. But that they could be effectively deployed in a number of ways.

4. LLE Liaison and Reporting
4.1  Where there are any safeguarding or other serious concerns these will be raised immediately by the LLE with the appropriate body.

4.2  When commissioned by the school, the HT and the LLE will complete Notes of Visit to be shared with the school.
5  Support for LLE Role
5.1  LLEs will meet three times a year as a group with the LA lead officer, to review their work, give mutual support, share practice and engage in professional development.

5.2 There will be ongoing opportunities for coaching within the group of LLEs.

6. Funding for the work of LLEs commissioned by schools
6.1 The school budget will meet the cost from the outset when the school has commissioned the support at the agreed rate + expenses to fund travel and cover arrangements.
7. LA Directory for LLE Support
7.1 SGQST will maintain a database of LLEs with their ‘Pen Portraits’ and ensure that this is available to all schools through the Leadership Academy Website along with all other documentation relating to the LLE programme.

8. Payment and Contracts
9.1 Where the school has requested support directly from an LLE the school will be responsible for payment of an invoice generated by the LLE’s school.

9.2 As LLEs are already employed by the LA no separate contracts will need to be issued.

9. Accountability
9.1 LLEs are accountable for the quality, effectiveness and impact of their work to the school and the LA.  Onerous bureaucracy should be avoided.

9.2  The LLE is required to complete a Note of Visit for each visit.  These notes will be agreed by the HT and LLE and made available to the school.

9.3  The work of LLEs will be monitored and quality assured by sampling of the Notes of Visit and the evaluation form that schools will be invited to complete following the LLE intervention.

10.  Support for the LLE Scheme

10.1The team of LLEs will identify a steering committee to act as a focus for the development of the LLE initiative.

10.2 The LA will provide administrative support for the LLE scheme.

10.3 The LA will ensure that a support meeting/training event is provided for LLEs three times a year.  This event will be planned in consultation with the steering committee and will provide networking opportunities as well as addressing CPD training needs identified by the LA, National College or LLEs themselves.

10.4 The LA will broker the resolution of disagreements and disputes between an LLE and school should such an instance occur.

10.5 The LA has a duty to ensure that LLEs do not take on too great a workload.  In normal circumstances this would not exceed 20 days per annum.

10.6 The LA has a duty to gather evidence and report to the National College on the impact of the work of LLEs.

10.7 The LA reserves the right to remove an LLE from their role with a school should their performance be deemed to fall below the expected standard or if their continued deployment is viewed as being liable to contribute to the continuation or development of negative circumstances in their own school.  However, no such action would be taken without full consultation with the LLE concerned.
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