Leicester Schools and Colleges Alliance
A proposal to create a charitable company that works for the good of Leicester’s children and young people through their schools and colleges
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Potential partner organisations within the charity:

Leicester City Primary Headteachers (CPH)
Secondary Education Improvement Partnership (EIP)
Leicester’s Special Schools (WELL)
Tertiary Federation of Leicester (TFL)
Leicester City Council (LCC)
School Development Support Agency (SDSA)
Introduction

Leicester is unique! We are not aware of any other part of the country where schools have been pooling resources for two years to employ their own strategic leaders to represent the voice of schools within children’s trust partnerships. The work of Bill Morris and Simon Catchpole (Secondary EIP) and Pam Weston (City Primary Heads) has already gone a long way in building the capacity of schools to inform city-wide strategies but the time is now right to go further.
The government’s education white paper The Importance of Teaching describes changing arrangements that put the leadership role of schools central to future policies. While Leicester’s recent history (above) suggests that the city’s schools might be well-placed for these changes, we do not yet have sufficiently developed structures that will enable schools to capitalise on all of the opportunities that will emerge to benefit Leicester’s children and young people.
This paper introduces the case for Leicester Schools and Colleges Alliance, a new inclusive, charitable company that is being proposed to bring together Leicester’s school and college organisations in a formal arrangement. The charitable company will provide an opportunity to further develop a school-led system that will be able to commission the services schools and colleges need and be commissioned to support all of Leicester’s learners. 

In addition to the schools and college organisations, it is proposed that the local authority might become one of the Alliance trustees to enable strategic planning to still be developed in close partnership with the council’s corporate priorities. It is also proposed that the SDSA provides the business capacity that the Alliance will require to act on a commercial basis.
Please read this paper carefully and come along to the Leicester Leaders event on Friday 28th January when its ideas can be discussed and shaped further.

This proposal is presented by:
Who?

Denise (EIP)?

Jane (CPH)?

David (WELL)?

Maggie (TFL)?
Rachel (LCC) ?
Pete (SDSA)?
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Part A: Summary of Rationale
Part A of this document explains some of the rationale for the proposal to create Leicester Schools and Colleges Alliance. These are summarised here and expanded in the following pages.
Political and economic necessity and opportunity (p4)

The creation of the Leicester Schools and Colleges Alliance is an appropriate response to the prevailing and incoming political and economic conditions. It provides Leicester schools with the opportunity to develop school-led arrangements to work together as they so choose through their democratic participation in the representative organisations who will be the charity partners.

Serving Leicester’s children and young people better together (p5)

The creation of the Leicester Schools and Colleges Alliance provides sustainable, formal arrangements for local schools and colleges to continue to develop their preferred city-wide solutions with the diminution of the council’s local authority. The active participation of all the Alliance’s member organisations should lead to a coherent approach that balances the priorities across the phases of learning and across localities.

Creating the environment and arrangements for school-to-school support (p6)

The creation of the Leicester Schools and Colleges Alliance would put schools and colleges in the strategic decision making role to create arrangements for school-to-school support on a city-wide basis.  The Alliance would be in a position to create or commission both the infrastructure and the service delivery that Leicester schools and colleges would wish to see within such a school-led system. The direct leadership by schools of truly collaborative arrangements is more likely to lead to the successful identification of need and expertise that could then be brokered for the good of all.

Co-ordinating city-wide action to address priorities (p7)

The creation of the Leicester Schools and Colleges Alliance would create a partnership that could still lead and co-ordinate city-wide action with all schools through times of change for local and national government. It would enable schools and colleges to still work together as they choose for the good of all pupils/students.
Enabling integrated working partnerships (p8)

The creation of the Leicester Schools and Colleges Alliance would enable Leicester schools, whatever their status, to work together in strong partnership with the local authority and other children’s trust partners to co-ordinate joint or integrated policies. By representing the needs of all of the city’s children and young people the Alliance would be in a position to commission, or be commissioned, as the ‘schools block’ for the delivery of services required to improve broader outcomes and life chances.

Maximising the use of diminishing resources (p9)

The creation of the Leicester Schools and Colleges Alliance would provide a means for its partners to work together to secure the best use of resources available and to work together to seek additional resources. It could sustain the option for schools to work through city-wide arrangements where they consider them to be most appropriate and efficacious for service outcomes and efficiency.
Part A: Reason One
Political and economic necessity and opportunity
· The role of Local Authorities is changing. Forthcoming shrinkage within existing resources by 30%, the eventual growth in public health functions but reduced responsibility for school improvement, the  likely reduced statutory responsibility for school standards in the future – all point to a need to reconfigure school support systems
· Nevertheless there is a continuing need to link schools with the wider outcomes agenda for children and families that will be led and co-ordinated by the local authority

· There is a national policy shift towards a ‘school-led system’
· The suggested charity partner organisations all hold a strong belief in principle that the expertise to improve schools does actually lie within schools but there is a need for effective arrangements, co-ordination and infrastructure to mobilise that support and expertise.

· Within Leicester we are probably unique in that schools have already been collaborating in a formal manner through the Secondary EIP and City Primary Heads (CPH). We are not aware of anywhere else in the country where both school phases have been pooling resources for over 2 years to employ their own strategic leaders to contribute to local children’s trust partnership arrangements and provide capacity for project delivery. These arrangements are now well developed and capable of delivering greater benefit.
· We are likely to see increasing fragmentation and diversity of school structures and governance arrangements in the future but, regardless of this we have strong, inclusive representative school and college organisations in Leicester that already provide city-wide arrangements that can represent all settings in the development of co-ordinated activity.
· ‘Whatever it Takes’ is providing evidence and experience of how city-wide priorities can be effectively addressed through a school-led partnership. The principle has now been established and enacted for 2 years with schools choosing to relinquish part of the Direct Schools Grant in order to create a locally-determined, pooled resource that is then re-distributed to schools in return for commitments to targeted, priority action. 
The creation of the Leicester Schools and Colleges Alliance is an appropriate response to the prevailing and incoming political and economic conditions. It provides Leicester schools with the opportunity to develop school-led arrangements to work together as they so choose through their democratic participation in the representative organisations who will be the charity partners.
Part A: Reason Two

Serving Leicester’s children and young people better together 
· When Leicester school leaders meet together there is always a palpable sense of strong, shared commitment to the good of all children and young people within the city. One Leicester is far more than rhetoric – it describes the strong sense of collective purpose, identity and endeavour that has been forged by school leaders through ten years of intense external scrutiny that has often misunderstood the heartbeat of learning in Leicester.

· Every Headteacher and governing body in Leicester, as elsewhere, work tirelessly to improve the effectiveness of their individual school and pragmatically balance the range of political and economic opportunities to enhance their school’s status and market position. However, Leicester Headteachers are distinctive in their recognition of a deeper moral and professional duty to also work with other schools to better serve all pupils and students. 
· Leicester’s high levels of social mobility, its proportion of families living under pressure, and its rapid population growth through new arrivals to the city/country create considerable pressures upon the school system that can only be addressed or resolved when schools and colleges collaborate to develop solutions.
· An example of this joint commitment can be seen in the city-wide behaviour continuum that is being developed. This epitomises the schools’ sense of service to all pupils through its commitment to zero permanent exclusion and the management of the total resource to provide appropriate placements, provision and support for even the most challenging youngsters.
· The work of the Tertiary Federation of Leicester to co-ordinate a vocational learning offer through partnership is a further example of individual schools setting aside local, personal interest to work together with other schools to provide a better co-ordinated solution for all of the city’s young people.
· The emergence in 2011 of a renewed special needs strategy that develops the total resource of the city’s special schools and specialist support services for the benefit of all young people across the city is another example of the desire and potential within schools to collaborate on city-wide solutions.
The creation of the Leicester Schools and Colleges Alliance provides sustainable, formal arrangements for local schools and colleges to continue to develop their preferred city-wide solutions with the diminution of the council’s local authority. The active participation of all the Alliance’s member organisations should lead to a coherent approach that balances the priorities across phases of learning and across localities.
Part A: Reason Three
Creating the environment and arrangements for school-to-school support
· Leicester has never quite developed the maturity and sophistication of its school support and improvement policies to capitalise on the expertise that lies within its schools. Given the political pressures that have been brought to bear upon the city, most improvement strategies have relied heavily upon external intervention and have not built capacity within the city school system.

· There are nevertheless several instances of strong school leadership where excellence has been developed despite the restrictions of the externally imposed agenda, but there has been no infrastructure to share this expertise in an organised way. 
· Where Leicester schools have occasionally been given license to assume the leadership responsibility for school support, their preference has been for school-to-school systems as seen in the more pro-active Development Groups, the secondary Hub and Spoke CPD scheme and the development of primary School Improvement Clusters in the highly-rated Collaborating to Succeed developments of 2004/05. 
· These examples demonstrate that both the supply and demand required for school support is available within the schools system when suitable arrangements are created for it to be identified and released alongside the brokerage of suitable opportunities to meet need.
· The school and college organisations that are partners within this charity are committed to the design and delivery of city-wide arrangements for a school-led support system within which expertise and excellence is developed to enhance the teaching and learning of more pupils and students than simply within individual schools.
· There are also strong economic efficiency arguments for the charity to be located in premises that can also serve the city as a training and conference centre.
The creation of the Leicester Schools and Colleges Alliance would put schools and colleges in the strategic decision making role to create arrangements for school-to-school support on a city-wide basis.  The Alliance would be in a position to create or commission both the infrastructure and the service delivery that Leicester schools and colleges would wish to see within such a school-led system. The direct leadership by schools of truly collaborative arrangements is more likely to lead to the successful identification of need and expertise that could then be brokered for the good of all.
Part A: Reason Four
Co-ordinating city-wide action to address priorities
· Leicester schools and colleges have often collaborated locally to support each others’ improvement. Sometimes this has been through partnerships, themed projects, locality clusters (eg Education Action Zones, Development Groups) and occasionally on a city-wide basis.
· Increasingly in recent years, schools and colleges have started to work together more formally to co-ordinate city-wide action to address priorities. A clear example of this can be seen in the Secondary EIP where the group of schools have secured funds and pooled resources to create joint action plans. At times, this has been borne out of necessity (as with the 2008 TLL Plan – Transforming Leicester’s Learning) but this approach has also been sustained well-beyond external demands to the point where all schools now work together to use part of the total resource to address the most critical city-wide priorities through joint action planning.

· The number and variety of primary schools has meant that joint actions have often been co-ordinated on a more local basis and several Development Groups have developed their practice and used funding to address shared priorities. The primary schools’ decision in 2009 to appoint their own Strategic Primary Lead Headteacher means that the presentation of the primary schools’ perspective is now better heard and understood within city-wide planning.

· Leicester’s Whatever it Takes initiative is almost certainly a nationally unique example of a school-led partnership leading city-wide action to address a strategic priority, in this case, reading. The initiative is unique or distinctive in that:
· Schools Forum agree to place a significant part of Direct Schools Grant at the disposal of a school-led project group (not LA-led)
· Secondary schools agree to dedicate this resource to early support and intervention work that happens at the primary phase

· Each primary school is supported to identify their own solutions and they then receive funding in proportion to the quality and impact of their plans

· The speed of project implementation from decision to action in every city school is unlike most other local or national programmes
· Project management is secured through a Leicester-based not-for-profit organisation that is accountable to the representative schools leaders and the project board.
Whatever it Takes therefore illustrates the potential of a school-led approach to co-ordinate and deliver strategic action in a way that doesn’t rely on national policy and funding or local authority leadership and direction. What is being achieved in Leicester to address reading performance and attitude could feasibly be applied to most other priority areas.

The creation of the Leicester Schools and Colleges Alliance would create a partnership that could still lead and co-ordinate city-wide action with all schools through times of change for local and national government. It would enable schools to still work together as they choose for the good of all pupils.
Part A: Reason Five
Enabling integrated working partnerships
· Leicester schools and colleges, like most others elsewhere, recognise the importance of strategic planning links with children’s trust partner organisations to better co-ordinate a range of services to improve circumstances and life-chances for children and their families.
· Leicester schools and colleges, perhaps more than others elsewhere, have learnt that the social issues faced by many of their families can often restrict the achievements of their children in schools and this cannot be unblocked by good teaching alone. Standards of achievement can be improved further when more of the support available improves readiness to learn and is focussed smartly upon the root causes of under-achievement rather than addressing their consequences.
· Schools and colleges in Leicester have a strong appetite to work within suitable integrated working partnerships that can co-ordinate an appropriate range of family support services around schools and families.
· Although the legislation is changing around Children’s Trusts and schools’ statutory requirement to co-operate, the view expressed by most school leaders is that they are pleased that Leicester local authority is committed to continue working in strong strategic partnership. Schools are likely to require their representatives and leaders to continue to engage at this strategic level and enable schools to play an active part in arranging those services that can best improve outcomes for children and families.

· As the public health function of local authorities grows through the changing health legislation and their school improvement function diminishes, so it will become even more important for schools and local authorities to work together closely to best support the families of Leicester to support their children’s development. Schools will remain the universal setting through which all families can receive the guidance and support they need and if schools ‘float away’ from partnership with the local authority, so the likelihood of the children of those families missing out increased.
The creation of the Leicester Schools and Colleges Alliance would enable Leicester schools, whatever their status, to work together in strong partnership with the local authority and other children’s trust partners to co-ordinate joint or integrated policies. By representing the needs of all of the city’s children and young people the Alliance would be in a position to commission, or be commissioned, as the ‘schools block’ for the delivery of services required to improve broader outcomes and life chances.
Part A: Reason Six
Maximising the use of diminishing resources
· The prevailing and forthcoming economic conditions mean that there is, and will be, much less resource available for public services.

· Even though schools are being told that their finances are being protected it is almost certain that more will be expected from that funding. Many of the support services that schools have customarily received without charge will either disappear, become traded, or will need schools to re-commission them.
· Where schools and colleges do identify the need to buy support services then greater efficiency and economies of scale will be achieved if they combine their joint purchasing power.

· In the future if more/all budget goes directly to schools, it might become difficult for schools to work collectively when they identify needs that are best addressed through city-wide actions. Even if the local authority does retain a role in relation to DSG, then the increasing diversity of school types (e.g. academies, foundation, trust schools) will mean that financial decision making that involves all schools through local authority arrangements will be problematic.
· If the ‘schools system’ becomes fragmented, then it will become harder for local or national government or other organisations to commission services and introduce improvement activity that can be delivered in or around all schools.

· If Leicester schools and colleges have the Alliance as a charitable company that can work on their behalf, then it might be able to seek new additional resources when it can be demonstrated that schools and colleges are best placed to secure outcomes that meet funders’ objectives.
The creation of the Leicester Schools and Colleges Alliance would provide a means for its partners to work together to secure the best use of resources available and to work together to seek additional resources. It could sustain the option for schools and colleges to work through city-wide arrangements where they consider them to be most appropriate and efficacious for service outcomes and efficiency.

Part B: The Proposal Explained
The proposed structure of the charitable company
· It is proposed that the Leicester Schools and Colleges Alliance will be formed as a charitable company in 2011.

· Becoming a charitable company that is incorporated and limited by guarantee, rather than a charitable trust, is preferred because it enables the holding of assets if required and limits the personal legal liability of trustees.

· It is proposed that there might be eight trustees as follows:

2
Secondary EIP Chair and Vice Chair

2
Primary CPH Chair and Vice Chair

1
Chair of Special Schools’ organisation (WELL)

1
Chair of Tertiary Federation of Leicester (TFL)

1
LCC Director of Children’s Services

1
Chief Executive of School Development Support Agency (SDSA)

· A further explanation of this structure, what it would mean for each organisation is included in the following sections.

Organisations, not schools
· Within this proposal it is the schools’ organisations that become partners within the charity, not individual schools. This is felt to be critically important as it retains the autonomy of school governors to develop the status of their individual schools as they require. The creation of the Alliance would invoke no ‘status’ decisions at school level; heads and governors would simply agree to continue subscribing to their organisation. Each of the schools’ organisations can include a variety of school types to reflect the increasing diversity that is likely in the future.
· Each of the schools’ organisations would retain a high level of autonomy to plan their own work, but the Alliance will provide a vehicle for them to work together.
· Each of the schools’ organisations would be responsible for maintaining high levels of subscription – indeed the business case for the Alliance would hinge upon all of the member schools’ organisations providing a relevant and compelling service that persuades all/most schools to remain active contributors.
Part B: The Proposal Explained
Leicester Secondary EIP as trustees
· It is proposed that the Chair and Vice Chair of the Secondary EIP would be trustees of the new Leicester Schools and Colleges Alliance charitable company.

· Leicester Secondary EIP has been formally established for five years as an unincorporated membership body for the city’s schools with secondary age pupils, including some special schools. Its members make voluntary subscriptions to undertake agreed actions. The EIP is distinctive in that it uses this pooled resource to employ a director, assistant and administrator. The small number of member schools (27) means that consultation and decision-making can be a relatively simple process.
· The overwhelming strength of the EIP is its total commitment to an inclusive approach that enables all Leicester schools to be actively involved in the development of city-wide approaches that can benefit Leicester’s young people. This level of full engagement opens up the possibilities for the development of city-wide policies as is manifest in areas such as behaviour management, professional development, inclusion/exclusion and vocational training.
· As a member of the Alliance, the EIP would retain its autonomy and could continue to develop joint action plans. Being part of the Alliance would enable the EIP to develop these plans within a strong partnership with other school and college phases.

· The EIP could continue to pool funding to deliver their agreed joint Raising Achievement Plan and they could continue to secure representation and leadership through the employment of their EIP Director (currently Bill Morris) and any additional team members they require. Being part of the Alliance however, would enable the EIP to establish a broader resource base in partnership with other member organisations.
· Through the Alliance the EIP would have a legal status that would put them in a position to secure commissioned work and seek enhanced capacity for project delivery.
· Through the Alliance the EIP could begin to access additional resources through the company’s legal, charitable status.
· At present the EIP’s employment, budget holding and accommodation requires the goodwill of a host school. The development of the Alliance could provide an alternative for these items if this became necessary.
Part B: The Proposal Explained
Leicester City Primary Heads (CPH) as trustees
· It is proposed that the Chair and Vice Chair of Leicester CPH would be trustees of the new Leicester Schools and Colleges Alliance charitable company.

· Leicester CPH has been established for over ten years as an unincorporated membership body for the city’s schools with primary age pupils. Its members make voluntary subscriptions.
· Over the past 18 months CPH has increased its subscription rate to create a pooled resource sufficient to employ a Strategic Primary Lead Headteacher, Pam Weston, who serves the primary phase interest in strategic planning.

· In additional to this role, Leicester CPH has developed an effective practice for representative involvement with over 20 individual Headteachers sitting on a range of committee and project boards to represent primary schools.

· Each of the seven Development Groups also identifies a CPH Representative who serves on the CPH Executive but the large number of member schools (80+) means that, even then, full consultation and decision-making is not always a simple process. As a result, Leicester CPH is most effective at present as a support association for its members and as an advocacy organisation for primary schools.
· As a member of the Alliance, Leicester CPH would retain its autonomy. Being part of the Alliance would enable CPH to develop its functions within a strong partnership with other school and college phases.

· Leicester CPH could continue to pool funding to secure representation and leadership through the employment of their Strategic Primary Lead Headteacher. Being part of the Alliance however, would enable the CPH to establish a broader resource base in partnership with other member organisations.
· Through the Alliance, Leicester CPH would have a legal status that would put them in a position to secure commissioned work and seek enhanced capacity for project delivery.

· Through the Alliance, Leicester CPH could begin to access additional resources through the company’s legal, charitable status.

· At present Leicester CPH’s employment, budget holding and accommodation requires the goodwill of the SDSA. This could be continued and formalised through the development of the Alliance if they were a partner.
Part B: The Proposal Explained
Leicester special schools’ organisation (WELL) as a trustee
· It is proposed that the Chair of Leicester’s special schools’ organisation WELL would be a trustee of the new Leicester Schools and Colleges Alliance charitable company.

· WELL is being developed as a formal body to succeed the previous association to best represent the interests of the eight special schools in Leicester

· WELL members are also usually members of the Secondary EIP or primary CPH but it is being formed to serve the distinctive contribution that special schools can make across the city.

· There is a strong desire from all WELL member schools that the needs of the city’s children and young people with additional needs can be best served if all eight schools work in a co-ordinated, strategic manner to create coherent provision.

· As a member of the Alliance, WELL would be able to work with primary and secondary schools to create the most suitable plans that combine admission placements and specialist support services.

· As a member of the Alliance, WELL would retain its autonomy. Being part of the Alliance would enable it to develop its functions within a strong partnership with other schools and colleges.

The Tertiary Federation of Leicester (TFL) as a trustee
· It is proposed that the Chair of the Tertiary Federation of Leicester (TFL) would be a trustee of the new Leicester Schools and Colleges Alliance charitable company.

· TFL is an unincorporated membership body for the schools and colleges in Leicester with post-16 students. TFL members are also usually associate members of the Secondary EIP but TFL exists to serve the specific needs of post compulsory education.

· There is a strong desire from TFL members to serve the needs of the city’s over 16s in a co-ordinated, strategic manner to create coherent provision. As a member of the Alliance, TFL would be able to work with other school phases to oversee the most suitable plans to serve the entire community of young learners in Leicester.
· Like other organisations, TFL would retain its autonomy as a member of the Alliance.
Part B: The Proposal Explained
Leicester City Council as a trustee
· LCC will have a changing remit in public services as it moves away from being a service provider to become an organisation that oversees and commissions the services that are required. 
· The local authority will have a reduced role for most or all of its school functions and will operate with a much smaller school-facing team. It is likely to retain some under-pinning responsibility to secure arrangements to safeguard the needs of the local school age population.
· The shift in decision making will be from the local authority to schools themselves and even some of the quite fundamental services, maybe even school placement planning, seem likely to be placed within this school-led or ‘market-led’ environment.
· The local authority will gradually develop a new set of public health priorities, some of which will require full engagement with schools as the universal settings through which to support families and their children most effectively.

· It is the preference of the local authority that the Director of Children’s Services, or whatever equivalent post evolves over time, might be a trustee of the new Leicester Schools and Colleges Alliance charitable company.

· The rationale for this is that, even though this Alliance is being created as a vehicle to co-ordinate schools and colleges within a ‘school-led system’, the Alliance would be better placed to fulfil its aspirations to serve all of the city’s children and young people if its strategic planning could be developed in partnership with LCC.

· Although LCC would have no disproportionate power (e.g. veto) within the Alliance it is recognised that there might be a potential conflict of interest as LCC may occasionally seek to commission the services of schools through the Alliance. This needs to be resolved.
· It is recognised that, while some schools may have mixed feelings or reservations about the local authority’s involvement, the ‘new world’ that will develop after the forthcoming legislation will be set within such a totally different context of power and partnership in relation to the work of schools that views about the past will become largely irrelevant.
Part B: The Proposal Explained
The School Development Support Agency (SDSA) as a trustee
· The SDSA has existed as a non-funded subsidiary company of Leicester City Council for eight years. Its directors are Leicester headteachers (Sally Morrison and Ann Standley), one now retired and soon to be replaced (Steve White), and the LCC Director of Learning Services (Margaret Libreri).

· SDSA is a not-for-profit company, becoming a charity itself during 2011 that has developed expertise as a leader of projects and partnerships that improve outcomes for children and young people. Its current work portfolio includes Leicester, East Midlands and (inter) national projects.

· SDSA has developed a complementary support role within Leicester, occasionally commissioned to co-ordinate projects and often donating its time and resources to Leicester schools, e.g. un-funded support for Development Groups for eight years and a major contribution to Leicester CPH’s business plan including the employment of their Strategic Primary Lead Headteacher, Pam Weston. The SDSA provides employment, accommodation and support for Pam on behalf of CPH.

· The rationale for proposing that the SDSA becomes a partner to this Alliance is that it can provide the required elements of commercial and business operations. As a company limited by guarantee it is already structured and reporting within the corporate domain and has learnt to survive and thrive within an environment of enterprising public service. It has shown unstinting commitment to the Leicester cause over the years and provided capacity for effective project management for several school-based projects. The SDSA could therefore offer the Alliance some of the co-ordination and operational capacity required to implement its plans on a low-cost, not-for-profit basis.
· If required the SDSA could also host employment for the Alliance’s member organisations, as it is already doing for Leicester CPH.

· It is therefore proposed that the Chief Executive of the SDSA (currently Pete Chilvers) might become a trustee of the Leicester Schools and Colleges Alliance.
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