CASE STUDY 

EDUCATION LEEDS 

How schools in Leeds are working together to forming collaborative partnerships from September 2005 that bring together the school improvement and inclusion agendas. 
	Context 


Leeds is the second largest metropolitan area in England and has considerable diversity. A large area of inner city Leeds is characterised by multiple disadvantage but unlike most cities, the outer limits include small towns and countryside and almost half the city’s population lives in this area. 

Education services are provided by Education Leeds, a non-profit making company wholly owned by Leeds City Council, and which employs Capita to provide strategic capacity to assist in the provision of its education services. 

Within Leeds there are 230 primary schools, 41 secondary schools (35t of which have sixth forms), 6 Specialist Inclusive Learning Centres (SILCs) and 4 Pupil Referral Units (PRUs). There are 25 Specialist schools. 

Leeds has a total education budget of £440.7 million and spends £4.4 million on Behaviour Support Services (2005/06) 

	Improving Behaviour Support Services and Tackling School Exclusions 


An Audit Commission survey in 2003 concluded that support for behaviour was unsatisfactory. There was huge pressure on PRUs to deliver full time education for a rising tide of permanently excluded pupils and many of their PRUs were full and ineffective. 

Permanent exclusions showed a steady year-on-year increase from 85 (0.07%) in 2000/01, to 111 (0.07%) in 2001/02, to 150 (0.13%), to 181 (0.18%) in 2003/04. 

There was a city-wide agreement for schools to go two places over admission numbers, in order to share ‘hard-to-place’ pupils more fairly however with the high numbers of exclusion plus some unofficial exclusions, the limit of two did not match demand. In addition, not all schools adhered to the agreed numbers. 

The city-wide provision for emotional and behavioural difficulties (EBD) had been in a failing situation for a significant period of time. The primary EBD School was closed in July 2000 following a critical Ofsted Inspection and re-opened in September 2000 on a new site. After initial ‘teething troubles’, it is rapidly becoming a centre of excellence and is now managed through a partnership arrangement between the North East Specialist Inclusive Learning Centre (SILC). The primary PRU opened in September 2002 on the same site and is jointly managed by Education Leeds and the North East SILC. 

The secondary EBD School had also been in a failing situation for a significant period of time and was finally closed in July 2004, following a critical Ofsted and subsequent HMI visit. A new centre was opened in September 2004 as the Central Specialist Inclusive Learning Centre (SILC) for Behavioural, Emotional and Social Difficulties (BESD SILC). 

The initial focus on the three sites has been to raise standards, improve the quality of teaching and learning and the curriculum offered, reduce exclusions and raise level of attendance. 

Over time this is growing from strength to strength and will enable the centre to move into the role of outreach and support services for pupils with behaviour emotional and social difficulties (BESD). This in turn will help build capacity in mainstream schools to manage the most complex, challenging children and young people. 

Significant difficulties were also apparent in three out of the four Pupil Referral Units (PRUs). All existing PRUs had building constraints, attainment and attendance issues and were continually being asked to work with an ever increasing, challenging cohort of excluded pupils with high level complex needs similar to those catered for in the BESD SILC. The profile of the client group across the BESD SILC and the PRUs is increasingly similar. It is envisaged, that over a period of time as statements reduce further and all young people categorised as having BESD have individualised learning programmes and pathways that the two services will be merged and the preventative work to support re-inclusion will be managed, on a area basis, by the Area Management Board. 

To facilitate the successful admission of ‘hard to place’ pupils and support re-inclusion for those children and young people that have considerable gaps in their education a central Teaching and Learning Centre was opened in September 2004. The centre facilitates assessments of learning and curriculum needs of young people, offering short-term placements, once the young person is on the roll of a mainstream school. Staff work in partnership with students, parents/carers and schools to facilitate successful inclusion back into appropriate educational provision. It is envisaged, that, over time, each area will manage the allocation of places into and out of their own area based TLCs. 

Re-alignment of services to deliver on an area basis and area based allocation of provision from September 2005 should further support collaborative partnership working. 

Leeds’ more pro-active approach this year has meant a reduction in permanent exclusions. 

In the 2004/05 academic year there have been 116 confirmed permanent exclusions, compared to 151 for the same time period last year, a decrease of 23%. The number of permanent exclusions from target high schools has decreased by 30: of the 16 target high schools, 9 have had less than 5 permanent exclusions so far in 2004/05 (early July). 

In addition, fixed period exclusions have reduced from 7610 in 2003/04 to 6467 in 2004/05 (early July). The number of fixed period exclusions has decreased by 15% so far this academic year compared to the same time period in 2003/04. Fixed period exclusions have decreased in primary, secondary and specialist inclusive learning centres (SILCs). 

Over time Education Leeds are effectively joining up inclusion and improvement services. Results are impressive and there has been a significant reduction in statements. The turn-round of PRUs is beginning to have an impact and the recent HMI visit to one of the key stage 3 PRUs recognised emerging ‘good practice’ comparable with recognised national good practice. 

	Drivers for Change 


The high level of exclusions, unsatisfactory support for behaviour and the need to ensure children and young people were admitted to schools in a timely manner were the key operational drivers for change. Escalating use, and cost, of alternative KS4 alternative programmes further exasperated the situation. 

At the same time Leeds City Council had taken the decision to re-align into areas to facilitate the ‘Every Child Matters’ agenda and the DfES Five Year Strategy. Area District Partnerships were established in September 2004 and schools moved to fit into each of the five agreed areas across the City. This re-alignment has resulted in the Local Strategic Partnerships (LSP) vision for Leeds and gives sharper, area based democratic accountability. 

In May 2004, seven head teachers were nominated by their colleagues to serve on the head teachers’ forum to start developing new ways of collaborative working to support the inclusion and behaviour agenda. 

The ‘magnificent seven’ agreed on the following key principles for change on which all future developments have been based: 

• that the vast majority of children are educated within mainstream schools 

• that the system of behaviour support is predominantly wedge based 

• that schools within each wedge have the responsibility for managing their children and the support available. 

These principles are further supported by the agreed inclusion strategy for 2004 – 2010. The agreed principles are: 

• the right of all children and young people to attend the same school as their friends and neighbours. 

• the right of all children, especially those that are most vulnerable to have an individualised learning programme, plan and pathway that is regularly monitored and reviewed; 

• the right of all children and young people to have every opportunity to be included and achieve; 

• the rights of parents and carers to feel welcome in schools and to have good communications with the school; 

• the right of all children and young people to be allocated a school place, in their local neighbourhood to which they can attend, achieve and be safe; 

• the necessity to use all available resources to ensure that: 

‘No Child is left behind’ 

	“No Child Left Behind” 


The report back from the seven nominated head teachers alongside the emerging principles in ‘Every Child Matters’ and the DfES Five Year Strategy resulted in the launch of a major consultation and change programme in May 2004 entitled ‘No Child Left Behind’. 

The strategy placed more emphasis on partnerships and collaborative workings, building on the success of LIG collaborative, the Behaviour Improvement Programme (BIP) model of working and Pupil Development Centres (PDCs). As part of this consultation Education Leeds brought Headteachers together to agree how best to deliver behaviour support services in the future and agree realistic numbers to support the emerging ‘hard to place’ protocols and the new admission policy for vulnerable children. 

In October 2004 Education Leeds arranged several days of consultation facilitation by Dr Richard Villa. These conferences gave all head teachers and service members the opportunity to work together and agree a new way of working that would ensure ‘No Child Left Behind’. 

	Towards collaborative working from April 2005 


Agreement was reached to move towards area ways of working, based on the City Council five cross phase administrative wedges from April 2005. Area Management Boards were established with area representatives, in the first instance from local primary and secondary schools and SILCs. Each board has a representative Education Leeds officer to ensure consistency at a citywide level. 

Collaborative funding was put into school budgets and pooled from April 2005 to facilitate and establish collaborative ways of working to support behaviour in each area from September 2005. An additional £1,200 was placed in each primary school budget, £4,000 in secondary and £2,000 in each SILC budget for the purpose of collaborative working. 

The principal of the North East SILC was seconded to lead the project 2.5 days a week. He already had well-established strong links with the National College of Leadership, and has ensured that Education Leeds head teachers have the benefit and opportunities provided from this model. 

Developing the leaders of tomorrow as ‘system leaders’ and ‘system changers’ is a key driver behind the project development plan, supported by the workforce remodelling that will enable schools to work differently in the future with informed strategic leaders and high quality managers. 

Working through the area model head teachers are starting to tackle a number of issues critical to collaborative working;- 

• Accountability for the financial, human and other resource provision that is not the responsibility of the individual school governing body to improve learning and behaviour within the area. 

• Interim arrangements for the management of developed resources 

• A strategic framework and operating protocols for partnership working in each area and citywide policies and procedures. 

• Interim arrangements in terms of city-wide provision and opportunity for purchasing places. 

• The decision to appoint project director to each area, or out to consultancy for support. 

• Collaborative ways of working to meet the five outcomes for children and young people identified in the ‘Every Child Matters’ outcomes framework 

• the use of BIP and national strategies to support the agenda and build capacity in mainstream schools. 

	Challenges for collaborative working in Leeds 


Already, it is pleasing to see school improvement and inclusion agendas coming together. However, there are a number of challenges for collaborative working in Leeds: 

• evaluating impact of BIP/BEST, identifying best practice and building on what has worked locally. 

• refocusing of behaviour services for 2005 and all other services by 2006, in line with the children’s services agenda 

• reviewing and building upon the successful attendance strategy 

• moving towards a position of charging the real cost of provision whilst making fundamental changes to out of school provision 

• the seven head teachers challenged all schools to work to zero exclusion by September 2007; a realistic target of 40 by September 2008 has been set through LPSA targets 

• promoting inclusion whilst maintaining and improving standards 

• moving towards collaborative, wedge based targets, rather than individual school lead targets. 

• building capacity into the system whilst maintaining a service delivery over the transition period. 

• the speed of change and the capacity of all stakeholders to deliver. 

• the need to engage all key partners, including Social Services, Health, YOTs, Police, Governors, Parents, Children, Schools and Leeds City Council in the change agenda to ensure ‘No Child is Left Behind’. 

	Funding and the role of Education Leeds 


Leeds is currently a high delegating LEA but it is only slim in parts. For example, they are 7 secondary and 12 primary Quality Assurance advisers (QAs) working on monitoring, challenge and intervention, across 283 schools. By contrast, SEN central support is currently stronger than this. Education Leeds are moving towards having a central strategic function in relation to whole school and individual children issues in reaction to monitoring, challenge and intervention. 

PRU and Support Services 

Education Leeds has being working with key partners, services and schools to audit existing provision, identify gaps and review the way schools presently access resources. 

In the first instance, central resources will be re-aligned to deliver on an area basis from September 2005 in a matrix management arrangement with Headteachers. Proposals for further change will be decided for April 2006 depending upon the outcomes of fundamental service reviews and local audits. Decisions will be taken as to whether to move towards a more matrix managed approach where Education Leeds will continue to run central services, in partnership with head teachers, or a more delegated approach where schools will take responsibility on a wedge basis for managing out of school provision. 

In the first instance area management boards will begin to become more actively involved in local decision making with regard to resource and support. Many services are already aligned around wedges but at present these are accessed by individual schools on a planned basis, rather than responsive to need. Further consideration will be given over year one to how resources can be targeted to respond to crisis situations to protect the child. One outcome may be that schools will commission services from a variety of sources, other than Education Leeds. 

Funding to Area Management Boards 
The Schools Forum has agreed delegating funds to schools from April 2005 to support collaborative working. Schools have received the following funding from the headroom which they are pooling as a resource targeted by the area management boards. The initial funding allocated is: 

• primary schools - £1,200 

• secondary schools - £4,000 

• SILCs - £2,000 

This funding adds up to around £90,000 per wedge, which is being used to support collaboration. One area is pursuing the consultancy route another has appointed a project manager. To ensure best value principles are adhered to the boards have agreed to complete a pro-forma that shows how this funding will be spent. In addition £1 million has been allocated to secondary schools through re-alignment of their ‘F band’ funding from September 2005. 

Education Leeds will make an annual distribution, according to school profile, plus F band 2 funding that will be moderated straight into wedges. The funding formula is weighted to reward inclusive practice. Those schools taking in large numbers of pupils will be rewarded, others will get less funding. 

Cohesion between Inclusion & School improvement 
Leeds has received a significant amount of EiC funding totalling £86.6 million: 

- £60.6 million for Learning Support Mentors, Learning Support Units, Gifted & Talented and City Learning Centres since 1999. 

- £16.5 million LiG funding since 2003 

- £6 million for Excellence Challenge / Aim Higher since 2002 

In addition they were a pilot authority for the Behaviour Improvement Programme for which they received an additional £3.3 million since 2002. Multi-disciplinary behaviour and education support teams (BESTs) are well established in four schools across the city, one per area. Five wedges have the benefit of a pupil development centre (PDC), the work of which are recognised locally and nationally as ‘best practice models. Primary and secondary schools benefit from learning mentors based in schools that are well supported by a comprehensive, nationally recognised training and support programme. 15 high schools have EiC funded LSUs 

Re-alignment of resources, through the fundamental EiC resource review will support the ‘No Child Left Behind’ agenda. The re-alignment of resources into an area based model will ensure each area has the advantages of a PDC and PDC lets; multi-disciplinary, BEST teams, linked to the extended schools agenda and a teaching and learning centre that will support re-inclusion and the admission of ‘hard to place’ pupils. 

Re-alignment of inclusion and school improvement from April 2005 has further supported the agenda. 

Agreement has been reached with key stakeholders to review the purpose and membership of the EiC partnership Board, and engaging young children’s sub group. From September 2005 these groups will reform to become new accountability bodies for ‘No Child Left Behind’, ‘Every Child Matters’ and the standards agenda. 

The newly formed School Improvement Partnership Board will monitor standards, exclusions, attendance and overall success in inclusion. The engaging young children’s sub group will monitor and support the development of collaborative ways of working to improve provision and learning pathways, attendance and standards with a particular focus on complex social, emotional and behavioural difficulties. 

Extended schools, the newly formed Specialist Inclusive Learning Centres (SILCs) and extension of multi-disciplinary working through the PDCs and BEST teams will further support partnership and collaborative working. 
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