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Overview

Managing the development of “A Curriculum for Excellence” and maximising the potential of the Glow environment to support and facilitate this development is a major challenge for all secondary schools in Scotland.  It requires change to be managed effectively and has some significant differences from previous major curriculum developments in Scottish Secondary Schools.  These were almost exclusively based on subject-based structures. CfE, with its focus on Capacities, Aberdeenshire Entitlements and multi-disciplinary developments will require different approaches and strategies, particularly in the early years of secondary. These issues produce challenges for curriculum managers, whether at PT or SMT level.  For PTs Faculty, in particular, there will need to be significantly different approaches from those which underpinned the introduction of, say, Higher Still, by subject Principal Teachers.  This development was effectively managed by a subject PT structure with much National input and resource development.  CfE - is a significantly different challenge and requires different strategies, approaches and a much more holistic view of curriculum development.

The following quote from Michael Fullan, which underpins leadership approaches in “A Journey to Excellence”, provides a very appropriate backdrop to this challenge:

M Fullan (2002), Educational Leadership, May Issue
“The leader of the future has to be much more attuned to the big picture, and much more sophisticated at conceptual thinking, and transforming the organisation through people and teams. The key aspects of leadership are the personal characteristics of energy, enthusiasm and hope, together with the five core components of leadership: moral purpose, understanding change, relationship building, knowledge creation and sharing, and coherence making.”

Translated into a PT Faculty context, the PT Faculty needs to be very aware of the “big picture” outside the faculty, both within and out with the school.  He or she also needs to play a central role in transforming the curriculum through involvement with teams (working groups) and individuals and in transmitting energy, enthusiasm and optimism on the developments to colleagues.  In particular coherence-making and seeing the role of the faculty within the “broader context” will be crucial.

Introduction.

The post of PT Faculty was introduced to Aberdeenshire Secondary Schools in   2004, although Meldrum Academy, as a new start school, had faculty structures prior to this.  Schools were asked to draw up a Faculty Structure for implementation from 2005 onwards.

The proposals were to be implemented in a phased fashion, with vacancies arising in the group of subjects in any faculty triggering the faculty formation. In most schools, this implementation is only partly completed.  This is in no way through any lack of desire to see it through to completion, but solely due to local circumstances which, within the Aberdeenshire Guidelines, prevent this at present.

The support departments (Guidance, Learning Support, SEBD, and SEN) are all subject to an on-going ( and drawn out) authority review of management and thus are not part of the overall faculty development, although the grouping of all the support departments under the responsibility of a Depute provides a structure that has some similarities to that of the faculty.

As part of my work in supporting Management  and Leadership Development as a member of the SMT at Fraserburgh Academy I met with  PTs Faculty, and Subject  to discuss their role and to look at best practice.    I also visited 3 Aberdeenshire Secondary Schools to look at how the faculty structure had developed , and again importantly to look at good practice.  I also had experience as a head teacher of leading the development of the faculty structure at Ellon Academy until July, 2007.   I have used this information and collected expertise to produce the “Best Practice Guide”.

The Best Practice in this document is drawn from all these sources.  It aims to provide a working document that gives practical advice on carrying out the key tasks, responsibilities and roles of an effective PT Faculty.  It also aims to produce a useful tool to stimulate discussion between the PT Faculty and link person on the development of the role and discussion on how Faculty developments will impinge on other management structures in the academy.  Self evaluation check lists also provide a simple means of both parties looking at “how they are doing”.  The appendices give references that may be helpful in providing a focus for discussion between the link person and the PT Faculty and also for self-evaluation activity.

Finally, but significantly,  it focuses much more on Leadership and Management ,  than the administrative role of the PT Faculty.

Roles and Responsibilities

A key  theme of this Guide will be “Roles and Responsibilities”, as the roles of all staff – (teacher, PT Faculty, PT Curriculum or Subject (where these exist) and SMT Link) and how they mutually support the work and development of the faculty are vital and crucial to effective faculty management.

Section 5.2 of the Aberdeenshire “Guidelines on the Review and Revision of Management Structures” (2004) states the following:

“Principal teachers (faculty) cannot be “subject experts” in all the curriculum areas for which they will be responsible.  However, they do not need to be.  Maingrade teachers working in subject areas have always carried out curriculum development and delivery, a role that continues to be identified in “A Teaching profession for the 21st century”.  Aberdeenshire Education believes that the McCrone report implicitly promotes a vision of and empowered and reflective professionals working in an increasingly collegiate way.  The role of the PT will be to ensure that teachers are able to do so within the terms of the post-McCrone agreement.”

It is this move to enhanced collegiate working at all levels that underpins an effective faculty.  

It is also important to note that the appropriate allocation of management time (detailed in the appendices of the above guidelines) is crucial is providing the principal teacher with the resource to manage and lead.

The Guide

1.
Leading the Faculty - providing a Sense of Direction

A Principal Teacher Faculty needs to be an effective manager and leader.  He or she will create conditions where people and teams feel empowered and are confident that they can, and do, make a positive impact on the development of a Curriculum for Excellence both within the faculty and school. This will involve establishing and fostering collegiate and collaborative working practices, keeping the focus on learning and teaching as the central driver to faculty improvement, and placing learning and teaching at the centre of planning and staff development.

Good Practice

A Curriculum for Excellence   It is good practice to ensure that CfE is given a very high profile in all aspects of the development work of the department.  This will involve ensuring that all staff have a clear understanding of the big issues that need to be addressed at both faculty and whole school level. Access to key documentation and support materials will be critical in this.  Having CfE as a standing item on all faculty meetings will provide an opportunity for updating staff.  It will also be good practice for the PT Faculty to promote Glow as an important support to teachers in developing innovative approaches to curriculum development and also as an important communication medium.  Developing the PT Faculty’s own expertise and day to day use in this area will be vital.
Leading Learning and Teaching  An effective PT Faculty will lead learning and teaching, making class visits, giving feedback, sharing insights widely and stimulating self-evaluation. It is good practice for PTs to lead by example, and to be willing to share their expertise with all members of the Faculty.  Good practice also involves offering staff the opportunity to observe the PT Faculty teach in a peer observation role, and using discussion of the lesson to illustrate methodological issues rather than subject content.

Developing Leaders   Good practice involves developing distributive leadership within the faculty.  Effective PTs faculty create conditions where staff have confidence in exercising initiative and in grasping opportunities to share knowledge and assume responsibility.  The sharing of management time allocated to a department to provide a resource for management development (as opposed to curriculum development) is one means of providing a resource for interested staff.  Encouraging staff to participate fully in development groups and committees and ensuring that the faculty plays its part in this collegiate activity is very important.

Developing the Faculty   Good practice will involve the  PT Faculty encouraging  and enabling individuals and groups to engage in innovative development activities where evaluation has indicated that this would lead to improvement.  This opportunity to lead (perhaps a development group within the faculty)  is distributive leadership in action.
2.
Raising Attainment, Promoting Achievement and Fostering High Expectations.

Effective leadership by Principal Teachers and Faculty/Curriculum leaders is widely recognised as critical to raising standards of attainment and achievement across a secondary school.
The PT Faculty has a crucial and central role to play in ensuring the raising of attainment and maintaining high expectations of pupils is central to  the Faculty’s agenda.  Creating a climate in which achievement in all its forms can be identified and celebrated will ensure that pupils who learn within the faculty feel valued and motivated.

Good Practice

Promoting Course Teamwork.  Regular meetings of staff teaching key courses such as Higher are essential. (This is different from a faculty or department meeting).  This enables standards to be established, teaching approaches to be shared, timing of delivery to be co-ordinated and progress of classes to be monitored.  It also facilitates the sharing of good practice and teaching materials.

Analysis of Class/ Teacher Results.  Best practice involves monitoring on a regular basis the performance of classes in examination year teaching groups (S4,5,6) and in particular the performance of pupils in prelims and in the SQA examinations.  Where more than one teaching group exists this monitoring can highlight a lack of consistency and standards. Analysis of the STACS data in September on a class by class basis will also enable the PT to maintain an overview.

Analysis of the Use of Positive Feedback.   It is good practice to positively promote to all faculty members the use of positive feedback to pupils and staff, particularly with respect to the school’s own procedures for doing this.  Monitoring the level of use of the system within the faculty and discussing it regularly at faculty meetings is also good practice.

Promotion and Monitoring of Pupil Tracking   Best practice involves ensuring that the school’s policy and procedures for Pupil Tracking are implemented by faculty staff.  Monitoring the use of the tracking system and how it is used to set effective targets for pupils is part best practice.  Sharing approaches used within classrooms for target setting at Faculty meetings will ensure sharing of good practice among staff.

Creating an “open door” Culture   It is very important that pupils are able to access help and support when in difficulty with the curriculum.  Best practice involves providing pupils with information so that they know where to get help and when they can access that help.  This may involve a rota for lunchtime support, on-line support opportunities, e-communication with teachers and the pupil being made to feel that she or he is not “imposing”.
3.
Communicating Effectively 

Developing and maintaining effective communication within a Faculty is a challenge, but is central to productive collegiate working.

Good Practice

Being available to staff.  This may be relatively easy in a faculty where all the rooms are physically very close, where a daily contact can be made with all faculty staff. This daily contact (seeing each member of staff each day, even for only a few minutes)  is to be encouraged. A common staff base for all faculty members is also a real bonus in this respect, and is very worth working towards.  Where there is a considerable separation in teaching sites it is vitally important for the PT Faculty to “be around” on both sites daily.  Having a desk space in the each area and ensuring that, if there is deskwork to be done that both sites are used helps.  Looking for opportunities to teach on both sites if possible is also good practice.  Sharing meetings between the sites also contributes and helps avoid an “us and them” feeling (ie staff perceiving that the PT Faculty’s own subject area is favoured).   “Being in the right place at the right time” is vitally important.

Meetings.  Meetings are a very important means of communicating and putting collegiality into practice.  Good practice involves making decisions, after consultation, about the formal meetings that will be part of the communication strategy within the faculty, and having these as part of the collegiate calendar, with the expectation that staff attend as appropriate.  Clear agendas and minutes, which can be circulated outwith the faculty are also essential.  Involving all staff in the process is good distributive leadership.
Electronic Communication – The Potential of Glow  Even where staff work in close proximity there is a great potential for sharing and communicating using electronic communication, and GLOW in particular.  Glow gives a better option than e-mail and the shared drive do together.  The facility to have discussion (“chat”), to share resources, to have access from home, and to have a Faculty area/electronic handbook is very valuable.  In Faculties where the teaching accommodation is split site this facility becomes even more important and has even more potential.
Communication with Parents.  It is good practice to have a very clear understanding with all faculty staff of routes for communication with parents.  This avoids the PT faculty being in a position where he or she is contacted by a parent knowing nothing about the background.  It is also important to “quality assure” written communication, including reports, so that professional standards of communication are maintained.

Communicating “The Bigger Picture” It is good practice to  demonstrate consistently to all staff, with support from the SMT link, the interconnectedness of all the school’s activities, within the school improvement plan, with those of the faculty and with the day to day practice in  classrooms.
4.
Quality Assuring the Work of the Faculty and Planning for Improvement.

Quality Assurance and Planning for Improvement are key aspects of the roles and responsibilities of the PT Faculty

Good Practice

Quality Improvement Framework   It is good practice for a school to have a clear and well thought out Quality Improvement Framework.   Within this framework there are clear expectations and roles for both the SMT link and the PT faculty.  This provides a clear and unambiguous framework for the Quality Improvement processes in the faculty.  Good practice involves the SMT link person evaluating the operation of the Quality Improvement framework within the faculty and feeding the outcomes back to both the PT and Head Teacher.

Sampling work, reports, and communications.  Good practice involves the PT Faculty having the highest expectations for the written communication from the department to colleagues, parents, and outside agencies.  Expressing these expectations clearly to staff in both faculty/department meetings and in written policy will ensure a clear understanding of the standard expected.  Discussing what is acceptable and what is not, perhaps using exemplars,  will give staff practical  advice and support.

Involving Pupils in Faculty Evaluation   It is good practice to involve pupils in evaluating the work of the faculty.  Having common practice and a focus on sharing good practice across the faculty, taking account of the possible differing learning contexts, will be supportive to staff in devising evaluative materials and in helping them be secure with the processes and outcomes.
Effective Planning for Improvement   It is good practice that a school  has a clear framework for Planning for Improvement.  There are clear roles and responsibilities for both the PT Faculty and SMT link person in this framework and once again having clear understandings of these will be central to effective planning.

5.
Developing and Promoting Effective Learning and Teaching.

The context for this key role is the development of A Curriculum for Excellence  within the timeline of development agreed with the Head Teacher as part of the Planning for Improvement Process.

Good Practice

Developing Effective teaching and Learning.  It is good practice to ensure that learners in the faculty experience a wide range of learning and teaching approaches. This will have been supported by the faculty’s involvement in the “Assessment is for Learning” development in recent sessions and is on-going in taking forward CfE .  Contexts for learning need to be challenging and enjoyable, and include creative and investigative activities.  Classroom observation is important in providing a monitoring tool for the PT Faculty who, along with the SMT link, can over several cycles build up a picture for current practice to inform development needs.  Again, a clear focus on CfE development and how the delivery of the Aberdeenshire Entitlements can be supported.

Developing Teachers   It is good practice for the PT Faculty to provide staff development which has a central focus on learning, teaching and meeting needs and their impact on pupils’ achievement. Staff learning is collaborative and collegiate, and is supported by the sharing of good practice both within the faculty and with other faculties and departments within the school.  The PT Faculty has a key role in promoting positively sharing of good practice in learning and teaching within the faculty staff.

Behaviour Management   Good practice for the PT faculty will be establishing clear expectations of the roles and responsibilities of staff within the faculty within the behaviour management policy of the  Academy.  A clear understanding of the role of the classroom teacher in behaviour management within his or her classroom and at which point it is appropriate to involve the PT Faculty in behaviour management issues will ensure consistency of approach for pupils and an opportunity for the PT to be supportive.  Good practice is  involving staff in decision-making on behaviour management issues and creating an ethos where staff are prepared not only to identify problems, but to be willing to offer solutions.

6.
The SMT/Faculty Link

The link between the SMT and PTs faculty is central to ensuring that the PT Faculty is both supported but also challenged in relation to the management of the faculty.  It is intended that this “Guide to Good Practice” becomes the focus for an on-going conversation between the link person and the PT Faculty about effective practice and, along with the self evaluation tools and training, forms an agenda for management and leadership development.

Good Practice

Expectations   It is good practice to ensure that there are clear and agreed expectations on both the part of the PT Faculty and the SMT link person.  Having an honest and robust discussion of these expectations will be crucial in establishing good and productive working relationships.
Clear Roles and Responsibilities   It is good practice to ensure that there are clearly understood and agreed roles and responsibilities for the SMT link person to ensure that there is a consistency across Faculties, informing the expectations of the PT Faculty.  Good practice will involve the Head Teacher establishing with the SMT clear roles and responsibilities and the practices that underpin these and provide consistency.  Good practice involves the Head Teacher evaluating the SMT link process to ensure consistency and fairness.

Support and Challenge   Good practice involves establishing a clear understanding of the role of the SMT link person within a support and challenge context.   Support is a key element of the link person’s role but also he or she is there to provide challenge within a supportive environment.  A practical example of this would be the STACS process where the link person has a key role in challenge in terms of levels of attainment, but also in support in any follow up activity and identification of good practice.

Communication   It is vital in having a productive and effective link that two way communications operate effectively between the link person and the PT faculty.  Good practice involves both formal and informal communication.  Contact on a daily basis ensures that both parties are able to keep up to speed with what is happening.   The Quality Improvement Framework Planning for Improvement define key meetings that are part of the formal process.  It is important that the SMT link person attends key meetings within the faculty to provide, where appropriate, input and advice.  A culture where both parties can ask for meetings, both formal and informal, to discuss key issues, is good practice.

Appendix 1

Support Materials

The LTS website, which hosts the HMIe “Journey to Excellence” materials, has a range of supportive material around the theme of Leadership and Visiion.

The web addresses below will be helpful in locating this material

http://www.ltscotland.org.uk/journeytoexcellence/leadership/index.asp
http://www.ltscotland.org.uk/journeytoexcellence/vision/index.asp
Appendix 2
“IMPROVING SCOTTISH EDUCATION 2005-2008 - WHAT PROGRESS HAS BEEN MADE SINCE THE FIRST EDITION OF IMPROVING SCOTTISH EDUCATION?”

The following paragraphs, which are extracts from the above report, give a HMIe perspective of current leadership practice across Scotland’s schools and their recommendations for improvement.   

Areas of continuing strength and notable improvement.

Leadership continues to be mainly strong, providing a good base for the challenges ahead. In almost all local authority-run nursery schools and classes and in most primary and secondary schools, leadership remains strength.  In pre-school settings, there has been national recognition of the need to improve leadership qualifications and skills. Improvements in leadership in the private and voluntary sector reflect

the increased number of staff gaining additional qualifications.

What needs to continue to improve?

Leadership needs to be directed to the development of the curriculum. More school leaders need to take an innovative approach to leading the curriculum and focusing clearly on learners’ experiences. Leadership for change, including effective planning of change management, needs

to take account of learners’ experiences throughout the change process to ensure that innovations fully deliver the anticipated benefits for learners.

Leadership is needed at different levels in all schools, including leadership by class teachers as well as promoted staff. Whilst there is good practice in staff at all levels leading innovation and demonstrating very effective teaching, this needs to be achieved more consistently within and across schools. This includes capitalising on the skills of Chartered Teachers and the development of coaching as an approach to teacher development. There is considerable variation across authorities in the number of registered and candidate Chartered Teachers. Some authorities have done little to promote the programme or utilise the skills of those who have successfully completed it.

In most sectors, there is scope to improve partnership working with others, both within their own establishment and across sectors, in order to meet the needs of learners. There is a need for the further development of generic skills related to leadership, such as the management of change, at all levels. Opportunities to develop those skills are variable. In secondary schools, the impact of corporate leadership has yet to be achieved consistently across subjects or faculties. Some curriculum leaders have not yet developed the skills to enable them to take forward their extended leadership roles. 

Across all sectors of education, further work is needed to build more strongly on self-evaluation as the basis for improvement. Building on the experience and expertise that already exist, schools’ future approaches to self-evaluation need to demonstrate positive impact and outcomes for learners. In some primary schools, there is still scope for staff to be more fully involved in the decision-making process. In a few instances, primary head teachers do not work effectively with staff to develop the school’s capacity to improve. Not all principal teachers have the responsibility and opportunity to lead an area of learning.
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Appendix 3
Leadership and Management Development

Self Evaluation Tool

Theme 

The Quality of the Link between SMT and PT Faculty

Questions you should ask in relation to this link:

· How high is the quality of leadership of the PT Faculty and how do we jointly assess this?

· How does the link help to ensure excellent learning and teaching develop in the faculty?

· How do we communicate over the school session to ensure that the link is productive and provides support but also challenge?

· Do we both have a clear view of our roles and responsibilities in the link?

· Is there consistency?  Does our practice mirror that of other SMT members and PTs Faculty?

· How successfully do we address the CPD needs of the PT Faculty?

· Do we use current National guidance and direction on Quality Assurance in our QA approaches?

Appendix 4

How good are we now?

	What evidence do we have of our strengths and weaknesses?
	What action will we take to improve current practice?

	
	


Appendix 5

Good practice Examples





It is good practice to ensure that there are clear and agreed expectations on both the part of the PT Faculty and the SMT link person.  Having an honest and robust discussion of these expectations will be crucial in establishing good and productive working relationships.





It is good practice to ensure that there are clearly understood and agreed roles and responsibilities for the SMT link person to ensure that there is a consistency across Faculties, informing the expectations of the PT Faculty.  Good practice will involve the Head Teacher establishing with the SMT clear roles and responsibly and the practices that underpin these and provide consistency.





Good practice involves establishing a clear understanding of the role of the SMT link person within a support and challenge context.   Support is a key element of the link person’s role but also he or she is there to provide challenge within a supportive environment.  A practical example of this would be the STACS process where the link person has a key role in challenge in terms of levels of attainment, but also in support in any follow up activity and identification of good practice.





It is vital in having a productive and effective link that two way communications operate effectively between the link person and the PT faculty.  Good practice involves both formal and informal communication.  Contact on a daily basis ensures that both parties are able to keep up to speed with what is happening.   The framework for Quality Improvement and Planning for Improvement define key meetings that are part of the formal process.  It is important that the SMT link person attends key meetings within the faculty to provide, where appropriate, input and advice.  A culture where both parties can ask for meetings, both formal and informal, to discuss key issues, is good practice.





Both National and Authority guidance and policy on Quality Improvement processes should underpin this key aspect of the link.


















































