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Aim of the study 

Supportingschoolimprovementhasconsistentlybeen
akeyconcernfortheGovernment,policymakersand
practitionersoverthepastdecade.Localauthorities
areacentralcomponentoftheschoolimprovement
process,andtheLocalGovernmentAssociation(LGA)
commissionedtheNationalFoundationforEducational
Research(NFER)toexaminethestrategieswhichlocal
authorities(LAs)haveusedtosupportandchallenge
theirschools.

Thisstudyfocusedinparticularontheuseofstatutory
strategiesbyLAs,anareawhichhasbeenthesubject
ofrenewedattentionfollowingtheannouncementin
September2008oflegislativeproposalstostrengthen
theGovernment’sroleininterveninginschools
causingconcern.

OnbehalfoftheLGA,NFERthereforeinvestigated
why,whenandhowLAshave(orhavenot)usedthe
interventionpowersthathavebeenavailabletothem,
andthereasoningbehindtheirapproach.These
powersinclude:

• requiring underperforming schools to work with
another school, college or other named partner
for the purpose of school improvement

• appointingadditionalgovernors

• applyingtotheSecretaryofStatetoreplacethe
entiregoverningbodywithanInterimExecutive
Board(IEB)and

• takingbacktheschool’sdelegatedbudget.

GuidancefromtheDepartmentforChildren,Schools
andFamilies(DCSF)suggeststhatthesepowers
shouldbeusedbyLAswhenvoluntarycooperation
withschoolshasnotbeensuccessful,sufficient
improvementisnotbeingmade,orthereareserious
concernsaboutthemanagementorsafetyofthe
schoolanditspupils.

Key findings 

NFERconducted12qualitativecasestudiesforthis
study,andinterviewedLAofficials,School
ImprovementPartners(SIPs)andheadteacherswithin
eachLA.Basedontheseinterviews,thisstudyfound
thatstatutorypowershavenotbeenregularlyusedin
thecase-studyLAs,andthattheyarepredominantely
usedasalastresort.WhilemostLAofficialsfeltthey
haveused(orwoulduse)thestatutorypowerswhen
necessary,NFERfoundthatallstakeholderspreferred
thecollaborative‘partnership’approachtoschool
improvement,whichtheyfeltwasworkingwelland,in
thevastmajorityofcases,achievingtheimprovements
thatweredesired.

Thisisnottosaythattherewerenotoccasionswhen
theLAsneededtomakestronginterventionswith
individualschools.However,therewasnoevidence
thattheincreaseduseofwarningnoticeswould
greatlyassistprocessesofschoolimprovement.
Indeed,suchnoticeshavethedisadvantagethatthey
canunnecessarilyworsenrelationsbetweenLAsand
schools,andcouldbecounter-productivewherea
schoolisinagradualorfragileprocessof
improvement.Thepowerof‘requiring’partnerships
withotherschoolsoreducationalinstitutionswasalso
seenasbeinginappropriate:voluntary,collaborative,
persuasive,agreedpartnershipswereseenasbeing
muchmoreusefulandappropriatethanimposed
partnerships.

Non-statutory strategies used by LAs to

support school improvement 

Basedonthecollaborativemodelofschool
improvement,LAshavedevelopedawiderangeof
strategiesforsupportingthemaintainedschoolsin
theirarea.Thesenon-statutorystrategiesinclude:

• producingpolicystatementsonschool
improvementandschoolscausingconcern

Executive summary
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• regularmonitoringandreviewingofthe
performanceoftheirschools

• useofmultipledatasourcestomonitorschool
performanceandprogress

• categorisationofschoolsintermsofperformance
andneed

• provisionofdifferentiatedlevelsofsupport

• useofanintegrated,cross-sectoralpolicyapproach

• useofSIPstoprovidechallengetoschoolsand
feedbacktoLAs

• peersupportnetworksforschools

• collaborativeapproachtoschoolimprovement.

Thesesystemshelptoidentifywhichschoolsare
performingwellorunderperforming,andthedifferent
areasinwhichtheschoolscanbesupportedto
improve.

LA supplementary strategies for

supporting schools causing concern 

Schoolscausingconcernreceiveadditionalattention
andsupport,andLAshavedevelopedfurther
supplementarystrategiestotargetschoolsthatare
causingconcern.Theseinclude:

• contactingschooltodiscussthechallengesfaced,
theassistanceavailableandtheconsequencesof
non-improvement.

• preparingaflexibleandtailoredactionplanto
meettheschool’sneeds

• providingadditionalexpertise

• supportingandstrengtheningschoolleadership

• institutingclosemonitoringandregularreview

• workingincollaborationwithschools.

What are the key features of successful

non-statutory intervention? 

LAofficials,headteachersandSIPsemphasisedthat
thesenon-statutorystrategieshadabeneficialimpact
onschoolimprovement.Therespondentsindicated
thatthefollowingwerekeycharacteristicsof
successful,non-statutoryinterventions:

• collaborativerelationshipsbetweentheLAand
theirschools

• clearrolesandresponsibilitiesagreedbetweenthe
LAandtheschoolleadershipteam

• contact-basedandcontext-drivenunderstandingof
theneedsofeachschool

• continuityofstaffinginLAschoolimprovement
teams

• coordinationandcommunicationbetweentheLA
andtheschoolleadership

• creatingself-sufficiency,notdependencyinschool
leadershipteams

• challengingaswellassupportingschools

• creatingeffectiveleadersbycoachingandcapacity
building.

ThesefeatureswereidentifiedinmostoftheLAs
visited.Basedontheirsuccess,itcouldbearguedthat
theseeightCsrepresent‘bestpractice’inLA
interventionstosupportschoolimprovement.

Recommendations from key stakeholders

Thestudyfoundlittleappetiteforadditionalstatutory
powersamongLAofficials,SIPsorheadteachers,
exceptpossiblyintheareasofrecruitmentandthe
deploymentofresources.Instead,theparticipantsin
thestudypointedtotheneedfor:

• bettercommunicationsbetweenlocalandcentral
government

vi localauthoritiesandschoolimprovement:theuseofstatutorypowers
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• improvements to the structure and status of the
SIP system

• universalimplementationofthecollaboration
model

• additionalfinancialandhumanresources.

Measuressuchasthese,itwassuggested,would
strengthenthesuccessfulstrategiesthatLAsareusing
tofurtherschoolimprovement.Moreover,stakeholders
emphasisedthatnationalpoliciesinthisareashould
takedueaccountofthepredominantcollaborative
modelsthatLAsuse,andthatallstakeholdersshouldbe
fullyconsultedaboutanyproposedchangesinpolicy.





Supportingschoolimprovementhasconsistentlybeen
akeyconcernfortheGovernment,policymakersand
practitionersoverthepastdecade.Interestinthe
subjecthasbeenredoubledfollowingthe
Government’slaunchoftheNationalChallenge
SchemeinJune2008(DCSF,2008a)andrecent
legislativeproposalstostrengthentheGovernment’s
roleininterveninginschoolscausingconcern(DCSF,
2008b).TheDepartmentforChildren,Schoolsand
Families(DCSF)hasexpressedconcernthatsomelocal
authorities(LAs)‘arenottakingtheopportunitytouse
[theirstatutory]powersappropriately’(DCSF,2008b,
Section1.1)andhavestartedconsultationonnew
legislationthatwouldenableGovernmenttorequire
LAstoconsiderissuingawarningnoticewhenthis
wouldbejustifiedbyaschool’sperformance.

Evenbeforetheseinitiativeswerelaunched,however,
theLocalGovernmentAssociation(LGA)had
commissionedNFERtoexaminewhenandwhyLAs
usestatutorypowerstointerveneinmaintained
schoolsthatareunderperformingorcausingconcern.

LAs play a strategic role in supporting and securing
on-going improvement in schools in their area. As part
of this role, for example, LAs work in partnership with
schools to monitor school performance in key areas;
broker additional support where necessary; and
identify areas for further improvement. However, in
some circumstances these measures do not produce
the desired improvement, and, as a result, LAs also
have a range of statutory powers that allow them to
actively intervene in schools causing concern and to try
to secure the required improvement. These powers
enable LAs to:

• requireunderperformingschoolstoworkwith
anotherschool,collegeorothernamedpartnerfor
thepurposeofschoolimprovement

• appointadditionalgovernors

• applytotheSecretaryofStatetoreplacetheentire
governingbodywithanInterimExecutiveBoard
(IEB)and

• takebacktheschool’sdelegatedbudget.

ThisstudyexamineswhenandhowLAsareusing
thesepowers,andtheimpactoftheiruseonthe
relationshipwithschools.First,tocontextualisethe
findingsofthestudy,thenextsectiondescribesthe
roleofLAsinschoolimprovement,andthescopeand
suggesteduseofLAs’statutorypowersforintervention
inschoolscausingconcern.

1.1 The role of LAs in school
improvement 

AccordingtotheEducationandInspectionsAct2006
(EnglandandWales.Statutes,2006),school
improvementisaprocessthatinvolvesawiderangeof
partners,includingschools,SchoolImprovement
Partners(SIPs),Ofsted,LAs,nationalstrategiesand
centralgovernment(thatis,theDCSF)(seeFigure1.1).

Thesedifferentsectorsareexpectedtoworkin
partnershipto‘ensurethateverypupilisprovidedwith
theeducationandopportunitiestheydeserve’(DCSF,
2007,p.3).Schoolsareviewedasthecoreofthis
process,andareresponsiblefortheirown
improvementandforundertakingregularandaccurate
self-evaluationofpoliciesandpracticesintheirschool.
However,schoolsaresupportedinthisself-evaluation
byaSIP,whoactsasa‘criticalprofessionalfriend’and
helpsschoolleadersto‘evaluatetheschool’s
performance,identifyprioritiesforimprovement,plan
effectivechangeanddiscusswiththeschoolany
additionalsupportitmayneed’(DCSF,2007,p.12).
Ofsted’sroleistoprovideanexternalandindependent
evaluationoftheschools’capacitytoimprove,atask
thatisundertakenaspartoftheinspectionvisitsthat
takeplaceonaverageeverythreeyears.

localauthoritiesandschoolimprovement:theuseofstatutorypowers 1
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Figure 1.1 Relationships between the partners

in the school improvement process 

Taken from DCSF, 2007, p. 4

LAs,meanwhile,areresponsiblefortakingastrategic
roleinsupportingschoolstoimproveandfor
monitoringschools’progressinrespondingtothe
challengesthatareraisedbySIPsandOfstedintheir
evaluationofschools.Whereaschoolrequires
additionalassistancetoimprove,theLAisresponsible
fordesigning,commissioningandbrokeringan
appropriatesupportpackagefortheschool.TheLA
shouldalsomonitortheprogressandsuccessofthis
intervention.SupportarrangedbytheLAshouldbe
tailoredtotheschool’sparticularrequirementsandbe
designedtoassistitintheareasspecificallyidentified
asrequiringimprovement.Examplesofsupportthata
LAmightneedtocommissionfromanexternalsource
(suchasNationalStrategies)includearrangingtraining
ormentoringtoimprovethequalityofteaching.LA
interventionsshouldbebasedontheprinciplethat
‘thelevelanddepthofinterventionisininverse
proportiontoaschool’ssuccessandcapacityto
improve’(DCSF,2007,p.12).

Improving schools through statutory

intervention 

AllpartieshopethatearlyinterventionbytheSIPand
LAwillbrokereffectivesupportandchangeandthat
thestatutoryinterventionpowersavailabletolocal
authoritieswillthereforenotberequired.However,
LAsmaysendawarning notice toschoolsifthereis
‘evidencetojustifyboththeLA’sconcernsandthe
school’sreluctancetoaddresstheseconcernsthrough
aprofessionaldialoguewiththeLAviatheSIPwithin

areasonabletimeframe’(DCSF,2007,pp.14–15).
UnderSection60(2)oftheEducationandInspections
Act2006,awarningnoticecanbeissuedbytheLA
where:

• thestandardsofperformanceattheschoolare
unacceptablylow,andarelikelytoremainso
unlessthelocalauthorityexercisesitsstatutory
interventionpowers

• therehasbeenaseriousbreakdownin
managementorgovernancewhichisprejudicing,
orlikelytoprejudice,standardsofperformance

• thesafetyofpupilsorstaffattheschoolis
threatened.(DCSF,2007,p.14)

Schoolsthatdonotcomplywiththewarningnotice
within15daysthenbecomeeligibleforfurther
interventionbytheLA.Theseinterventionsarealso
availabletoLAsinsituationswhereschoolshavebeen
inspectedbyOfstedandhavebeenplacedinSpecial
Measuresorhavebeenjudgedtorequire‘Significant
Improvement’1.Thetype,roleandcircumstancesof
interventionaresetoutintheDCSFStatutory

Guidance for Schools Causing Concern andsummarised
inTable1.1(DCSF,2007,pp.38–46).

However,itisimportanttonotethattheDCSF
guidancesuggeststhatstatutorypowersshouldonly
beusedasalastresort,andthatLAsshouldfirst
‘attempttosecureschools’voluntarycooperation
beforeresortingtostatutoryinterventions’(DCSF,
2007,p.35).Asaresult,LAs’overarchingpoliciesfor
schoolimprovementarecriticaltounderstandingthe
use(orlackthereof)ofstatutorypowers,andthis
evaluationexaminestheearlyinterventionstrategies
thathavebeendevelopedbyLAs.

1.2 Research aims and
methodology 

Inlightoftheseconcerns,thestudywasdesigned
aroundthreecorequestions:

1. WhatstrategieshaveLAsdevelopedinorderto
supportimprovementinmaintainedschoolsin
theirauthorities,andinparticular,schoolscausing
concern?

2 localauthoritiesandschoolimprovement:theuseofstatutorypowers
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2. UnderwhatcircumstancesdoLAsusetheir
statutorypowerstointerveneinschoolscausing
concern?

3. WhataretheimplicationsofLAintervention
strategiesfortherelationshipsbetweenschools
andLAs?

1.2.1 Methodology 

Toaddressthesequestions,NFERconductedaseries
of12qualitativecasestudiesinLAsfromacross
England.Theselectionofthesecasestudieswasbased
ontheneedtotakeaccountofanumberofpossible
variables,andthedifferentialexperiencesthese
variablesmightengender.Thesevariablesincluded:

• thedifferenttypesandsizesofLA(namelyunitary;
county(shires);metropolitanandLondon
boroughs)

• theninegovernmentofficeregionsofEngland

• theproportionofschoolscategorisedbyOfstedas
4aor4bduringinspectionsin2006–07.

Thislattervariablewasparticularlyimportant,as
Ofsteddatafrom2006–07suggestedthat,on
average,approximately6percentofschoolsinthat
yearwereplacedincategory4aor4b(seeFigure
1.2).2 WethereforeselectedfourLAswithaless than
averageproportionofschoolsincategory4;fourwith
aroughlyaverage proportionofschoolsinthis
category;andfourwithahigher thanaverage
proportionofschoolsinthiscategory.Thisvariable
wasincludedtoenableustoconsider(toalimited
extent)whethertherewasanyrelationshipbetween
theproportionofschoolsbeingplacedinacategory,
andtheLAs’policiesandstrategiesforschools
causingconcern.

localauthoritiesandschoolimprovement:theuseofstatutorypowers 3

Table 1.1 Type and purpose of statutory intervention powers available to LAs 

Purpose of intervention When to be used Prerequisites of use

Require a school to
work with another
school, college or other
named partner

Torequireaschooltoenterinto
collaborativearrangementsto
secureimprovement.

Whereaschool,orkeyfigures
withinit,refusestocollaborate
withanappropriatepartner.

LAmustconsultthegoverning
bodyoftheschool,plusthe
diocesanorotherappointing
authority.TheLAmustalsofind
awillingschool,college,other
organisationorindividualtoact
asapartner.

Appoint additional
governors

TostrengthentheLA’svoiceon
thegoverningbodyand/orto
provideadditionalexpertiseto
thegovernorsinkeyareasto
supportaschool’simprovement.

Wherethegoverningbody
needsadditionalexpertise,or
theheadteacherandsenior
managementteamneedfurther
challengeandsupport.

None,althoughitisgood
practicefortheLAtoinformthe
diocesanorotherappointing
authorityforfoundation
governors,whoarealsoentitled
toappointadditionalgovernors.

Replace the entire
governing body with
an Interim Executive
Board (IEB)

Tosecureastep-changeinthe
leadershipandmanagementof
aschoolthroughtheuseofa
speciallyappointedgoverning
bodyforatemporaryperiod.

Wherethegoverningbodyis
providinginsufficientchallenge
totheheadteacherorsenior
managementteamofthe
school,isprovidinganobstacle
toprogress,ortherehasbeena
breakdowninworking
relationshipsthatishavingan
impactonstandards.

LAmustapplytotheSecretary
ofStateforconsenttousethis
power.

Take back the school’s
delegated budget

Tosecurecontroloverstaffing
andspendingdecisionsinorder
tosecureimprovements.

Wherethegoverningbodyis
providinginsufficientchallenge
totheheadteacherorsenior
managementteamofthe
school,orwheremanagement
ofthebudgetisprovidinga
distractionfromimprovement
prioritiesforgovernors.

None.

Adapted from Statutory Guidance (DCSF, 2007, pp.38–46)



Figure 1.2 Overall effectiveness of primary

and secondary schools in England as judged by

Ofsted during 2006–07

Source: Ofsted Section 5 inspections database 2006–07
Due to rounding, percentages may not add to 100
There were 7612 primary and secondary schools inspected by Ofsted
in 2006–07

Thetypesandregionalareasofthesecasestudiesare
listedinFigure1.3.ThenamesoftheLAsarenot
provided,asanonymitywasgrantedtothe
participantsinordertoencourageparticipationand
opendiscussionofthestrengthsandlimitationsofLA
policiesinthisarea.

ThecasestudiesofeachLAwereprimarilybasedon
in-depth,semi-structuredinterviews,butsupplemented
wherenecessaryand/orpossiblewithdocumentary
data(namelyofficialpolicydocumentsfromeachLA).

Atotalof36interviewswereultimatelyconducted,
andwithineachLA,atleasttwointerviewswere
undertakenwithkeystakeholdersintheschool
improvementprocess,including:

• seniorLAofficialswithresponsibilityforschool
improvement

• SIPs,and

• headteacherswithexperienceofLAintervention,
eithervoluntaryorstatutory(fromeitherprimaryor
secondary,butexcludingspecialschools).

Separateinterviewschedulesweredevelopedforeach
typeofrespondent,toreflecttheirdifferentroleand
perspectiveontheserelationships.Theschedulesdid,
however,includeacommoncoreofquestions,to
allowtheresearchteamtotriangulatetheviewsof
differentrespondentswithinthesameLA,andacross
allLAs.Asnotedabove,thenamesoftheindividuals
thatwereinterviewed,andthelocalauthoritiesthey
workedwithin,werekeptconfidential.

1.3 Structure of this report 

Drawingonthisdata,Chapter2focusesontheuseof
thestatutorypowersbylocalauthorities,and
examineshowtheLAofficials,SIPsandheadteachers
whowereinterviewedforthisstudyviewthese
statutoryinterventions.Chapter3thenconsidersthe
strategiesthatLAshavedevelopedtosupport
improvementinschools(particularlythosecausing
concern),followedbyadiscussioninChapter4ofthe
underlyingfactorsthatkeystakeholdersbelievehave
facilitatedsuccessfulandsignificantimprovementin
schools.

Toconclude,Chapter5summarisesthekeyfindingsof
thestudy,andoutlinestherecommendationsproffered
bytheparticipantsinthisstudyandarisingfromthe
findings.

4 localauthoritiesandschoolimprovement:theuseofstatutorypowers

Outstanding

Good

Satisfactory

Inadequate

13%

47%

35%

6%

Figure 1.3 Overview of types of LAs selected for case study 

LAs with less than average proportion of schools in category 4

London SouthWest EastofEngland NorthWest

LAs with an average proportion of schools in category 4

London SouthWest EastofEngland NorthWest

LAs with a higher than average proportion of schools in category 4

London SouthWest Midlands YorkshireandtheHumber



Notes

1. AschoolisdeemedtorequireSignificant
ImprovementorbeplacedinSpecialMeasuresifit
isfoundtobeinadequate(grade4)astheresultof
asection5inspectionbyOfsted.TheSignificant
Improvementcategoryincludesschoolsthatarenot
providinganacceptablestandardofeducationbut
showacapacitytoimprove,aswellasthose

schoolswhichareprovidinganacceptable
standardofeducationbutareperforming
significantlylesswellthantheyareexpectedtoin
theircircumstances.SchoolsinSpecialMeasures
arebothfailingtoprovideanacceptablelevelof
educationandarenotdemonstratingthecapacity
toimprove(DCSF,2007,pp.22–3).

2. Nowavailableonlineat:
http://www.ofsted.gov.uk/publications/20070016
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2.1 Introduction

AsnotedinChapter1,Localauthoritiesareacentral
componentoftheschoolimprovementprocess.The
primaryroleofLAsistomonitorandsupportschool
improvement,andtobrokeradditionalsupportfor
schoolsindifficulty.However,whenaschoolisnot
performingtoacceptablelevels,andnotengagingwith
thesupportofferedbytheLA,therearearangeof
statutoryinterventionsthataLAcanutilisetoprevent
furtherfailureandtoencourageimprovement.

TheDCSFhasprovidedstatutoryguidanceonwhen
andhowthesepowerscanorshouldbeused(DCSF,
2007).However,thischapterconsidershowLAshave
usedwarningnoticesandstatutorypowers in practice.
Thatis,usingdatagatheredfromthecase-studyvisits,
thischapterexaminesthecircumstancesunderwhich
warningnoticesandstatutorypowershavebeenused,
andrespondents’viewsontherole,efficacyand
implicationsofthesemeasures.

Mostoftheviewsdiscussedinthischapterarethose
oftheLAofficials.However,wherepossible,theviews
ofSIPsandheadteachershavealsobeenincluded.
Itshouldalsobenotedthatwhileintervieweeswere
askedabouttheuseofwarningnoticesandstatutory
powersduringthecase-studyvisits,respondentswere
notobligedtoprovidethisinformation,andithasnot
beenpossibletoverifyindependentlyiflocal
authoritieshadactuallyusedanyoftheseinterventions
ornot.

2.2 Use of warning notices

AsnotedinChapter1,LAscanissuewarningnotices
toschoolswhentheschooldemonstratespersistently
poorperformance,hassufferedamanagement
breakdown,orpresentsasafetyrisktostudents(see
Chapter1,Section1.1).

In the 12 case studies conducted for this project, only
two LAs reported that they had issued a warning
notice, although others did indicate that they had
seriously considered threatening or taking this step.
The two LAs that did ultimately take this step cited
different reasons for doing so. One LA had issued the
warning notice in advance of a looming Ofsted
inspection as a way of demonstrating to Ofsted that
they were aware of the issues in the school. The other
LA said they had issued two warning notices because
they had been pressured by DCSF (then DfES) to do so.
It is interesting to note that neither LA stated that the
main reason for issuing a warning notice was that it
would be for the good of the school, or because they
felt that it was the best step forward in securing
improvement.

Atthetimeofthecase-studyvisit,neitherLAwasable
tosayifthewarningnoticestheyhadissuedhadbeen
effectiveinbringingaboutimprovementintheaffected
schools,althoughoneLAofficialdidnotethatit‘was
effective,inthatitkeptusoutoftrouble.Atleast
Ofstedknewwewereonthecasebeforetheywere.’

However,otherLAsreportedthatevenissuingthe
threat ofawarningnoticehasattimesbeena
‘helpful’,‘useful’and‘effective’methodofsecuring
changeinunderperformingschools.AsoneLAofficial
said:‘Whilewehaven’tusedit,it’sbeenausefulthing
tohave.’ThisLAmadeitcleartoonefailingschool
thatifthedeclinecontinuedandimprovementwasnot
apparentwithinashortandclearlydefinedperiod,
thenawarningnoticewouldbeissued.Theofficial
reportedthatfollowingthisdiscussion‘therehasbeen
goodprogresssince’.

Nonetheless,whileitisausefulmeasuretohavein
reserve,thegeneralconsensusthatemergedfromthe
casestudieswasthatitshouldnotbenecessaryto
issuewarningnotices;earlier,andnon-statutory,
improvementstrategiesshouldbesufficient.Indeed,
someviewedtheuseofawarningnoticeasan
expressionoffailure,asthisLAofficialoutlined:

6 localauthoritiesandschoolimprovement:theuseofstatutorypowers

2 Using statutory powers in schools



For most schools, you don’t get to the warning notice

stage. If you’re clear and you have good evidence and you

have a good relationship, then you won’t need them. Our

policy has clear steps. If you reach that stage [warning
notice], then you have to say: ‘we’ve all failed’.

Despitethisview,itwasalsoclearthatwarning
noticesandstatutoryinterventionswererequiredin
someinstances.Thefollowingsectionexamineswhen
andwhystatutoryinterventionpowershavebeen
usedbyLAs.

2.3 Use of statutory powers in
schools 

Chapter1describestherangeofstatutorypowersthat
areavailabletoLAs,andthegovernmentguidelines
onwhenandhowthesepowersshouldbeused
(outlinedinTable1.1).Inshort,thesepowersallow
LAsto:

• requireaschooltoworkinpartnershipwith
anotherschool,collegeorothernamedpartnerfor
thepurposeofschoolimprovement

• appointadditionalgovernors

• replacetheentiregoverningbodywithanInterim
ExecutiveBoard(IEB)

• takebacktheschool’sdelegatedbudget.

Theuseofeachofthesepowersisdiscussedbelow.
Overall,however,theLAsthatwerevisitedreported
broadlypositiveviewstowardsthestatutorypowers,
andfeltthatthesepowerswereapotentiallyuseful
toolintheschoolimprovementprocess.OneLA
officialcommentedthatthestatutoryintervention
powers:

do strengthen the powers of the LA and make it a lot

clearer to us and to schools what powers we do have. Too

many times we’ve known that a school was struggling,

but we’ve not had enough power to be able to do

anything without being able to do it through a

consultative approach. We now have that [power], and I
think that’s very helpful.

Indeed,inthe12casestudiescarriedoutforthis
project,almostalloftheLAssaidthattheyhadused

atleastoneofthestatutorypowersatsomepoint.
OneoftheLAshadusedallofthestatutorypowers
availabletoit.However,itisimportanttonotethat
althoughmostLAsreportedhavingusedatleastone
ofthestatutorypowers,theyhadusuallyonlyused
theminoneortwoschools.Statutoryinterventions
wereviewedasalastresort,andreservedforextreme
caseswhere,asoneLAofficialdescribedit:‘allelse
hadfailedandtheheadteacherandgovernorswere
notwillingtoengageandactonouradvice’.
LAofficialsreportedthattheyhadgivencareful
considerationwhentouseastatutorypower,and
highlightedtheimportanceofonlyusingthemto
mendtheissuesattherootoftheprobleminthe
school.Forexample,oneLAofficialcautionedthat
they‘canbeausefultool,butusedatthewrongtime,
[they]cansendschoolimprovementbackwards’.

Below,theLAs’rationalefor,andattitudestowards,
eachofthefourstatutorypowersisconsideredin
turn.

2.3.1 Working in partnership

OnlythreeoftheLAssaidthattheyhadusedthe
statutorypowerstorequireapoor-performingschool
toworkinpartnershipwithanotherschoolor
organisation.MostoftheLAsvisitedsaidthey
preferredtoencourageschoolstoworkinvoluntary
partnerships,withoutusingstatutorypowerstoforcea
schooltocollaboratewithanexternalpartner.The
reasoningbehindthiswasoutlinedbyoneLAofficial:

We could have done [usedthestatutorypowers], but
quite honestly, anyone with an ounce of common sense

knows that you can’t force people to work in partnership

and that what you have to do is use influence and

persuasion.

SeveralLAsalsocommentedontheimportanceofa
goodrelationshipbetweenthepartners,andthe
importanceoffindingasuitablepartnerthatwould
workwellwiththeschoolinquestion:‘Ifyoucan’tget
therelationshipsright,itwillneverwork.’

However,anotherLAhighlightedthatitisimportant
thatthesepartnerships,whetherimplementedthrough
statutoryorinformalarrangements,arenotdependent
onspecificindividuals.Partnershipsrestingonthe
responsibilityofindividualsare‘vulnerableto
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turbulence’andinordertolast,needtoberobustand
havethecommitmentofthewholeschool.

2.3.2 Appointing additional governors

Inthecasestudiesthatwereconductedforthis
report,thepowertoappointadditionalgovernors
appearstohavebeenusedmorefrequentlybyLAs
thantheotherstatutorypowers.

SevenLAsstatedthattheyhadappointedadditional
governorsusingthestatutorypowers,andtwofurther
LAsreportedthattheyhadseriouslyconsideredusing
thisinterventioninschools.InsomeLAs,the
appointmentofadditionalgovernorsissometimes
achievedthroughaninformalarrangementratherthan
beingenforcedbytheLA,inasimilarfashiontothe
non-statutoryagreementsforworkingpartnerships
thatwerediscussedabove.Forexample,oneLA
officialsaid:‘Weusuallydoitbypersuading,but
actuallywemakeitquiteclearthatwehavethose
statutorypowers.’

Overall,LAofficialshavefoundthistobeahelpful
intervention,althoughsomeLAssaidthatfinding
suitablereplacementstotakeontheroleofgovernor
cansometimesbeaproblem.Inresponsetothis
challenge,oneLA(thatreportedusingthispower
relativelyfrequently)saidthattheyhaveapoolof
additionalgovernorswhocouldbecalleduponinthe
eventofagoverningbodyrequiringassistance.

2.3.3 Replacing the entire governing

body with an IEB

WhilemanyoftheLAshadappointedadditional
governors,orwereconsideringdoingso,theLAshave
lessfrequentlyhadrecoursetoreplacetheentire
governingbodywithanIEB.Thisstephadonlybeen
takenbyfouroftheLAsvisited.Nonetheless,once
again,thispowerwastobeperceivedahelpfuland
effectiveintervention.OneLAthatwasvisitedwasin
theprocessofrequestingtheirsecondIEB,andwas
pursuingthismeasurebecausetheappointmentof
additionalgovernorswould‘notbeenough’forthe
schoolinquestion.TheLAintendedthatthis
temporaryIEBwouldeventuallybereplacedwitha
permanentboardwhichmembersoftheIEBwould

train.AnotherLAthathasusedanIEBinthepastfelt
thatthemovewaseffectiveinhelpingtheschoolto
improvebecausetheoriginalgoverningbodywas‘part
oftheproblem,notpartofthesolution’.

OneLAofficialraisedtheissuethatunderthecurrent
legislation,thestatutorypowersovergoverningbodies
canonlybeusedifthegovernorsdonotcooperate
withtheLA.IfthegovernorscooperatethentheLA’s
‘abilitytodisbandthemandsoonisnotthere’.

2.3.4 Taking back the delegated budget

Thefinalstatutorypower–takingbackthedelegated
budget–arguablyrequiresthemosttimeandinput
fromtheLA.ThispointwasunderlinedbyoneLA
official,whichsaidtheLAwouldnotbeabletouse
thisinterventionbecausetheydonothavethehuman
orfinancialresourcestoadministerit.

Despitethis,fiveofthecase-studyLAshadatsome
pointtakenbackthedelegatedbudgetfromaschool
intheirarea.Theseeffortsmetwithmixedsuccess.
TwooftheLAsreportedthatthiswasaparticularly
usefulstatutorypowertohaveincasesofpoor
managementandbecauseitallowstheLAtodeal
withpersonnelissues.Thebenefitsandchallengesof
usingthispowerweresummarisedbyoneLAofficial
asfollows:

Removing delegation, that is very helpful, particularly

because it withdraws personnel powers from the school

and the LA then has the power to manage personnel

issues. In two of our schools that were in Special

Measures, that was crucial. But it’s a huge workload on

the LA because you’re then micro-managing a school

from outside, which is huge. But it can be done.

Thisstephadalsobeenseriouslyconsideredinseveral
otherLAsthatwerevisited.However,theschoolsin
questionhadultimatelyimprovedtheirmanagement
andperformanceinsufficienttimetoavoidtheneed
forthispowertobeused.Similarly,oneLAthathad
usedthisstatutorypowertwicesaidthatwhileitisa
usefulstepiftheschoolneedsassistanceinthisarea,
theyprefertoworkwiththegovernorstotrytofind
analternativesolutionbeforeusingthisformal
intervention.
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2.4 Conclusions 

In short, the case studies conducted for this report
indicated that, to date, LAs have made limited use of
warning notices and statutory intervention powers in
schools causing concern. While LAs are broadly in
favour of having the option of using these measures,
the LA officials view these formal interventions as a
last resort, for use when other avenues have been
exhausted and the school is not engaging with the
support offered by the LA. Even where these measures
are implemented, LAs often prefer to make informal
arrangements rather than explicitly invoke their
statutory powers; schools are therefore strongly
encouraged to work in partnership with other schools
or key stakeholders, rather than being obliged to do
so.

Thereticencetoformallyinvokestatutorypowers
stemslargelyfromtheconcernamongLAofficialsto
maintaintheirgoodrelationshipswithschools,which
isseentobeoneofthekeysuccessfactorsinschool
improvement(seeChapter4).WhilesomeLAs
reportedthatusingthestatutorypowershadnot
affectedtheirrelationshipwiththeschool,several
emphasisedthatthesituationcanbefragile,andthat
tensionshadarisenwhenstatutorypowershadbeen
used.ThesetensionsweredescribedbyoneLAofficial
asfollows:

Sometimes it feels like a punishment rather than support

and improvement … On the whole, in the long run,

people do think that it has been really helpful but

sometimes there is a tricky, uncomfortable stage where

the school and the governors feel that the local authority

is intruding on their patch, especially if they are in denial,

which can be the case.

There was also a keen sense among the LA officials that
this a sensitive issue, and that any intervention should
engage rather than coerce schools. As one LA put it:
‘These things have to be worked through very
sensitively. The message must be given, but whether it
will work depends on the way the message is
delivered.’

Finally, and crucially, there was a strong feeling among
the interviewees that statutory powers can and should
be avoided, and that early intervention in, and good
relationships with, schools were the preferred means of
securing school improvement. From the LA officials’
perspective, it was ongoing, collaborative relationships
with schools that was providing a more effective means
of fostering ‘sustainable, lasting, real change’ in schools.
However, as one LA official pointed out, ‘the lack of
warning notices does not mean that schools are not
being challenged’. This sentiment was echoed by a SIP:

It’s never got to the point where what was necessary

wasn’t achieved by discussion and this is hugely to do

with the personality and working skills of our School

Improvement Director … who is a very, very skilled

negotiator, but with an iron fist. He’s very, very clear

about what’s needed to be done, and how it can be done,

without having to resort to statutory powers ... I think

that’s a better way of doing it because you keep people

onboard including staff.

Thetypesofearlyandvoluntaryinterventionemployed
byLAsareoutlinedinthenextchapter.
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3.1 Introduction

InChapter2itwasconcludedthatlocalauthorities
prefertouseearlyandvoluntaryinterventionto
supportschoolscausingconcern,ratherthanusing
theirstatutorypowerstointervene.Supportforschool
improvementcomesfromnationalinitiatives(suchas
NationalStrategiesandNationalChallenge),but
schoolimprovementalsohasalocaldimensioninthat
LAsdevisetheirownstrategies,structuresandsystems
formonitoringandsupportingimprovementintheir
area.Toillustratethetypesofsupportandintervention
thatLAsprovide,thischapterdescribessomeofthese
earlyinterventionstrategiesthathavebeen
implementedbythe12LAsthatwerevisited.

Thefirstsectionexaminestheoverarchingpoliciesthat
havebeendevelopedbyLAsinordertomeetthe
challengesofschoolimprovement.LAshavea
responsibilitytosupportimprovementandmonitor
standardsacrossallmaintainedschoolsintheirarea.
LAsarethereforeconcernedwithallmaintained
schoolsinthefirstinstance,eventhosejudgedtobe
outstandingorgoodbyOfstedorbythelocal
monitoringsystemsthatLAshavedevised.

Schoolsthatarecausingconcern,however,require
additionalsupportandmorespecificstrategies.
Thesecondsection,therefore,concentratesonthe
initiativesthathavebeendevelopedspecificallyto
supportschoolsinthesecircumstances.

3.2 Common denominators in LA
approaches to school
improvement 

Amongthe12casestudiesconductedforthisproject,
anumberofcommonstrategieswereapparent.The
ninecross-cuttingstrategiesthatwereidentified
throughthecasestudiesaredescribedinbriefinthis
section,andsummarisedinBox3.1.

Box 3.1 Overview of common

denominators in LA approaches to

school improvement

• Producingpolicystatementsonschool
improvementandschoolscausingconcern

• Regularmonitoringandreviewingofthe
performanceoftheirschools

• Useofmultipledatasources

• Categorisationofschools

• Provisionofdifferentiatedlevelsofsupport

• Useofanintegrated,cross-sectoralpolicy
approach

• UseofSIPstoprovidechallengetoschoolsand
feedbacktoLAs

• Peersupportnetworksforschools

• Collaborativeapproachtoschoolimprovement.

3.2.1 Common strategies across the case

studies

Producing policy statements on school

improvement and schools causing concern 

InlinewiththeDCSFStatutory Guidance (2007,p.12),
LAsproducepolicydocumentswhichsetouttheir
policiestowardsimprovementinallschools,and,more
specifically,interventioninschoolscausingconcern.
Thescope,levelofdetailandeventhenamesofthese
documentsvaryconsiderablyacrosstheLAs,butthese
statementsusuallyoutlinetheLA’sinternalsystemsfor
evaluatingschoolperformance,thecharacteristicsit
expectsofschools,andthetypesofsupportand
interventiontheLAcanimplement(includingthe
statutorypowers).
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Regular monitoring and reviewing of the

performance of their schools 

LAofficialsconductregularvisitstoschoolstomonitor
performanceandprogress.Insomeareas,thesevisits
aresystematicandscheduled,forexample,termly.
Inothercases,thevisitsarenolessfrequent,butare
moreinformal:thatis,LAofficialsmay‘popin’
withoutanappointment.ManyLAofficialsalsostayin
regularcontactwiththeschoolleadersbytelephone
and/oremail.

Inaddition,LAsusuallyconductaformaland
systematic‘annualreview’oftheirschools,typicallyat
thebeginningoftheschoolyear,whenLAscan
analysehoweachoftheschoolshasperformedsince
thelastreview.Thisreviewservestoidentifywhich
schoolsarecausingconcernandwhy,aswellasthose
thathavemadesufficientprogresstonolongercause
concern.Onceidentified,schoolscausingconcerntend
tobemonitoredmoreregularly(seebelow).

Use of multiple data sources 

Quantitative data only tells one side of the story, really. 

It needs unpicking. 

(LAofficial)

Thereviewandmonitoringprocessesrelyheavilyon
quantitativedata(suchasexaminationresultsand
attendancerecords).However,thisdatais
supplementedwithqualitative,contextualdata:
namely,feedbackfromSIPs,nationalconsultantsand
LAofficialswhoworkwithschools.Inaddition,LAs
alsoconsiderinformal,localknowledgeabout
developmentsthatmayhaveanimpactonschool
performanceinthepastorfuture.

LAsusuallysharethedataandtheiranalysiswith
schoolsandSIPs.Thishelpsschoolstoseefor
themselveshoweffectivetheirstrategiesare,andto
judgetheeffectivenessoftheirschoolacrossarange
ofindicators.Inschoolscausingconcern,thisrecord
alsohelpstheLAtoreinforcetotheschoolleadership
howandwhytheschooliscausingconcern,andthat
theLAneedstoact.

Categorisation of schools 

ThereviewprocessesenableLAstocategorisetheir
schoolsaccordingtoeffectivenessandneedfor
externalsupport.Forexample,schoolswhichare
performingverywellmaybeplacedinaGreenor
Outstandingcategory;schoolsthatare‘coasting’or
causingminorconcernmaybelabelledAmberor
Satisfactory,whileschoolsthatarecausingseriousor
persistentconcernmightbeplacedinaRedor
Unsatisfactorycategory.

WhileLAsmayhavedistinctwaysoflabellingthe
variouscategories,thiscategorisationsystemseeksto
differentiatebetweenthedifferentstandardsamong
theschoolsandthevaryinglevelsofneed.Thissystem
thereforealsohelpsLAtodeterminetheleveland
natureofinterventionrequired.

Provision of differentiated levels of

support 

LAinterventionisprovidedininverseproportionto
success.Thisapproachisusedtoensurethatfundingis
allocatedonthebasisofneed,andthatschoolsthat
arecausingconcernreceivegreatersupportand
challengethanschoolsthatareoutstandingorgood.

However,schoolsdonothavetohavebeenplacedin
a‘causingconcern’categorytoreceiveadditional
support;nationalconsultantsandothertypesof
supportareavailableinallschools,whereneedhas
beenidentifiedbyaSIP,OfstedinspectionortheLA.

Use of an integrated, cross-sectoral policy

approach 

ManyLAshavecreatedanintegratedmanagement
structure,andcommonschoolimprovementpolicies
andpersonnelacrossprimary-levelandsecondary-level
schools.Thesestructuresareoftenlinkedwiththe
Children’sServicesstructuresthatLAshaveinplace.

SomeoftheLAofficialsweinterviewedindicatedthat
thisapproachwashelpful,asitfacilitateda
comprehensive,cohesiveandcross-sectoralapproach
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toschoolimprovement.Some,however,have
developedadifferentiatedmodel,withdistinct
policies,andprioritiesandpersonnelforsecondary
andprimaryschools.Inthesecases,thelattersystem
hasbeenselectedtoreflectthedifferentneedsofthe
twosectors,and,perhapsevenmoreimportantly,the
expertiseandexperienceoftheLAstaffwhoare
managingthispolicyarea.

Use of SIPs to provide challenge to

schools and feedback to LAs 

AlloftheLAshaveimplementedtheSIPprogramme,
althoughoneLAwasalateadopter,andwasstillin
theprocessofrollingouttheSIPsystemwhenthe
case-studyvisitwasconducted.

SIPsareseentoprovideanimportantlinkbetween
theLAandschools,andtoplayanimportantrolein
supportingheadteacherstoplanandevaluate
improvement.Forexample,headteacherstypicallysit
downwiththeirSIPanddiscusstheirschool
improvementpriorities,andwhatsortofsupportthey
mightneedfromtheLA.Thoserequestsarethen
reportedbytheSIPtotheLA,whothenmeasures
theserequestsagainstthelevelofneedacrossall
schoolsintheLA.AccordingtotheLAofficialwho
highlightedthispractice,thissystemensuresthateven
schoolsthathavesmallerareasofconcernhavean
opportunitytogettheadditionalsupporttheyneed.

TostrengthenfurtherthepotentialoftheSIProle,
manyofthecase-studyLAshadappointedfull-time
LAofficialstoactasSIPsinschools,particularlywhere
theschoolwascausingconcern.LAofficialsbelieved
thatLAstaffwerebestplacedtoprovidethetime,
knowledge,experienceand,mostimportantly,
challenge,thatisexpectedoftheSIProle.SIPsfrom
anotherauthoritydidnothavetherequisite
knowledgeofthelocalarea,whileLAofficialshad
foundthatSIPswhoarealsofull-timeheadteachers
oftendidnothavethetimeorresourcestobeableto
challengeschoolsasoftenoraseffectivelyas
required.ThisfindingechoesCowan’srecent
evaluationoftheNewRelationship with Schools
(Cowan,2008,para.25).

Peer support networks for schools 

ManyLAshavecreatednetworkssothatschools,and
schoolleaders,cansupportoneanother,andshare
information,adviceandbestpractice.These
arrangementsareinformalandvoluntary,butechothe
statutorypowerthatobligesschoolscausingconcern
toworkinpartnershipwithothers.

Collaborative approach to school

improvement 

Crucially,alloftheLAsmentionedtheneedtohavea
good(butchallenging)relationshipwithschoolsand
toworkincollaborationwithschools,ratherthan
imposingchanges.Thisappearstobeanotable
developmentonpreviousapproaches,andisdiscussed
ingreaterdetailinChapter4(Section4.2).

3.2.2 Local initiatives 

Inadditiontothewidelyusedstrategieslistedabove,
thecase-studyLAshaddevelopedcontext-specific
strategiesthatreflecttheparticularneedsand
preferencesofthelocalschools.Thefollowingare
examples.

• TwooftheLAshaddevelopeda‘Partnership
Protocol’betweentheLAandschools,whichset
outtheroleandresponsibilitiesofbothinthis
partnership.

• OneLAhadestablishedaSchoolImprovement
PartnershipBoardtoincreasecommunication
betweentheLAanditsschools,andtodevelopa
coordinatedresponsetocommonchallengesand
priorities.TheBoardincludesrepresentativesfrom
theLAandotherstakeholderbodies,butismostly
madeupofheadteachers.Inadditiontosharing
informationandbestpractice,theBoardprovides
supplementaryfundingtowardsschool
improvementprogrammesandactivitieswhich,the
LAofficialargued,makesforamoreefficientuse
offunds,asitensuresthatresponsesare
coordinatedandactivitiesarenotreplicated.

• AnotherLAhighlightedthatitactsasacentral
informationpointforitsschoolsanddisseminates
informationonpolicydevelopments.TheLA
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officialsbelievedthatthisprocesshelpsschool
leadersintheirareatokeepabreastofthelatest
policydevelopmentsandtheimplicationsfor
teachingandlearning.

• ThreeoftheLAshighlightedthattheyhad
providedsupplementarytrainingopportunities
and/orleadershipprogrammesforheadteachers
andstaffintheirarea.

• ThreeoftheLAsusedanexternalagencyto
employandappointSIPs.

3.3 Strategies for supporting
schools causing concern

The strategies described above helped LAs to identify
which of their schools were facing considerable
challenges or giving cause for concern and, as a result,
were likely to need intensive intervention from the LA.
Once this need has been identified (either through the
LAs’ own monitoring processes or an Ofsted
inspection), LAs typically adopted all or most of the
strategies described below and summarised in Box 3.2.

Box 3.2 Overview of LA

supplementary strategies for

supporting schools causing concern

• Contactschool

• Prepareflexibleandtailoredactionplanto
meettheschool’sneeds

• Provideadditionalexpertise

• Supportandstrengthenschoolleadership

• Instituteclosemonitoringandregularreview

• Workincollaborationwithschools.

3.3.1 Common supplementary strategies

across the case studies

Contact school 

ThefirststepthatisoftentakenisthatLAscontact
theschoolthatiscausingconcern.Duringthisinitial
contact,theLAnotifytheseniormanagementthatthe
schoolhasbeenplacedina‘causingconcern’
categoryandthattheLAwillbeworkingmoreclosely
andintensivelywiththeschooltosecuretherequired
improvement.Ifthisconcernhasbeenraisedbyan
Ofstedinspection,theschoolwillalreadybeawareof
theareasofdifficulty,andthattheLAwillbe
contactingthemtoofferadditional,intensivesupport
andintervention.

Prepare flexible and tailored action plan

to meet the school’s needs 

Schoolscausingconcernarerequiredtohavea
detailedactionplanthatwillhelptheschool
leadershipteamtoidentifyandaddressthechallenges
thattheschoolisfacing.Thisplanisusuallydrawnup
bytheLAincollaborationwiththeschoolleadership
teamandthechairofgovernors.

Theplanincludesimmediate,medium-termandlong-
termgoals,whichtypicallyincludetasksandobjectives
intheareasof:schoolmanagement,leadership,
standards,teachingandlearning.Theplanalso
includesacleartimetablefortheseactions,to
highlightandensurethatchangetakesplacerapidly.

However,theLAactionplansalsotendtobetailored
tomeetthespecificneedsoftheschool,andflexible
enoughtoallowforamendmentsatalaterdate,as
newdataand/orprioritiescometolight,orinitial
problemsareresolved.AsoneLAofficialnoted:
‘There’salwayssomanydifferentreasonsand
circumstanceswhyaschoolgetsitselfintoSpecial
Measures.Youcan’thaveaone-size-fits-allpolicy.’

Inaddition,someschoolsmayneedseparateaction
plansfordifferentareasoftheirschool.Forexample,
foroneschool,theLAinquestionhadtodevelopan
additionalactionplanfortheirearlyyearsprogramme,
asthiswasanareathathadbeenidentifiedashaving
additionalanduniqueproblemsfromtherestofthe
school.
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Provide additional expertise 

LAsplayakeyroleinbrokeringadditionalsupportfor
schoolsthatarecausingconcern.Thisadditional
supportcantakeanyform,andinthecase-studyLAs,
hasinthepastincluded:

• literacyandnumeracyconsultantsfromthe
NationalStrategiesprogramme

• helpfromLAstaffindrawingupbudgetor
developingHumanResoucres(HR)policy

• assistancefromearlyyearsorbehaviourexperts

• supportandguidancefromotherschoolsinthe
area

• additionalSIPand/orLAadvisortime.

Forexample,almosthalfofthecase-studyLAs
indicatedthattheyhaveincreasedtheamountoftime
thatSIPshaveavailabletospendinschoolscausing
concern.SIPsarenormallyexpectedtospendfivedays
inschoolsperannum,butseveralLAshavefunded
additionalSIPdaysforschoolscausingconcern.For
example,inthepast,oneLAhaspaidforSIPstospend
uptotwoadditionaldaysperterminschoolsin
SpecialMeasures.(Bycontrast,anotherLAhasallowed
goodandoutstandingschoolstorequestthatSIPs
adoptalightertouchandspendlessthantheallocated
5days.)

SomeLAshighlightedthateveniftheLAdoesnot
havetherequiredresources,itwillendeavourto
providetheadditionalsupport,oftenfromoutsideof
theirLA.Oneheadteacherdescribedherexperienceof
LAsupportasfollows:

If I needed something but the LA could not supply it, they

brokered that support from somewhere else. [For
example] they brokered the support of literacy

consultants from [anotherLA] as there weren’t enough
available in [thisLA].

Support and strengthen school leadership

Supportingandstrengtheningschoolleadershipisseen
bymanytobeoneofthemostimportantelementsof

theschoolimprovementprocess.AsoneLAofficialput
it:‘Ifyougettheleaderright,therestwillfallinto
placeeventually.’

Insomecases,thismayrequireLAstoreplacethe
existingheadteacher,schoolleadersorstaffmembers.
OneLAofficialssaid:‘Oftenitisachangeofheadthat
actuallychangesaschoolthatisindifficulties.And
that’sprobablyourkey“sharp”intervention.’

However,inmanycases,improvementhasbeen
securedthroughcapacitybuildingofexisting
headteachersandstaff,andtheLAmaythereforeask
theheadteacherormembersoftheschoolleadership
teamtoundergoadditionaltrainingtoensurethatthey
havetherequiredskills.

Providingadditionaltrainingandcoachinghasbeen
centraltotheschoolimprovementprocess.Thereasons
forthiswereexplainedbyoneLAofficial:

A lot of our school improvement work focuses on

coaching for teachers and coaching for middle and senior

leaders because, actually, they’ve got to be able to do it for

themselves.

Thistrainingmaybeformalorinformal.Forexample,in
oneLA,theschools’SIPsandLAofficialsprovided
informal,buthands-on,trainingindevelopingbetter
datarecordingandmonitoringsystems.Insomecases,
however,moreformaltrainingwasrequiredandthis
wasarrangedbytheLA.Trainingisnotrestrictedto
seniorleaders;manyLAsofferedopportunitiesforthe
wholestaff.

ItisimportanttonotethatLAsalsoacknowledgedthe
needforsupportingandstrengtheningLAstaff.Thisis
discussedinfurtherdetailinChapter4.

Institute close monitoring and regular

review 

TheLAstaysinregularandclosecontactwithschools
causingconcern.Inaddition,LAsalsoconductformal
progressreviewsofschools.Thesereviewstakeplace
atleasttermly,butmaybeconductedmoreoften
wherenecessary.
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Thesereviewsalsotakedifferentforms,butschools
causingmostconcernareoftenmonitoredbyasmall,
dedicatedcommitteeorgroupwiththespecific
responsibilityforevaluatingprogressandchallenging
theschoolleaders.Thesegroupshavebeengiven
differentnamesacrossthecountry(projectgroups,
taskforce,monitoringgroup),butfollowasimilar
model.

Theformalprogressreviewmeetingsareattendedby
theleadofficerfromtheLA,theheadteacher,thechair
ofgovernorsand,insomecases,theSIPand/ora
seniorrepresentativefromtheLA.Atthesemeetings,
theheadteacherhastoprovidecomprehensive
documentationabouttheschool’smonitoringand
progress.Thismayincludedataanalysis,outcomesof
lessonobservations,lessonplansandexamplesof
pupils’work–inthewordsofoneheadteacher,‘the
kindofevidenceneededforthenextinspection’.

Inaddition,overhalfoftheLAshaveconductedan
auditormini-inspectionoftheschoolcausingconcern,
tohelptheschooltoidentifytheareasinwhichit
needstoimproveandwhy,and/ortoevaluatetherate
andtypeofprogressbeingmadebytheteachingstaff.

TheLAinspectioncaninvolveasmanyasthreeLA
officialsspendingthreedaysintheschoolcausing
concern,andismuchliketheOfstedinspection
process.Manyoftheheadteachersthathad
experiencedanLAinspectionhadfoundthemvery
helpful;oneheadteacherevensaidthatshewouldlike
aninspectioneverysixweeks,tokeepstaffontheir
toesandtodrivethroughchange.

Work in collaboration with schools 

Finally,althoughtheLAintervenesmoreintensivelyin
schoolscausingconcern,therelationshipisstill
viewedasacollaborationandapartnershipbetween
theLAandtheschool.OrasoneLAofficialputit:‘We
stilltrytodoitinpartnership,butitwillbeamuch
firmerpartnership.’

OthersalsostressedtheneedfortheLAto
communicateeffectivelywiththeschool,andestablish
agoodrelationshipwiththewholestaff,andnotjust
theschoolleadershipteam,inordertoensurethey
understandandsignuptotheplannedchanges.As
oneLAofficialpointedout,schoolimprovementneeds
awhole-schoolapproach,anditisthereforeimportant
to‘talktoeveryonefrompremisesmanagerto
headteacher’andtobuildarelationshipwiththe
wholeschool.

3.4 Conclusion 

ThischapterhighlightstherangeofstrategiesthatLAs
havedevelopedtoidentify,evaluateandmonitor
schoolimprovement.Theseinitiativeswereintendedto
ensurethatthereiscontinuousimprovementinall
maintainedschoolsinaLA’sarea,butspecial
attention,andinterventions,aredevotedtoschools
causingconcern.

Therewaswidespreadsupportfortheseinitiatives
amongtheLAofficials,SIPsandheadteachersthat
wereinterviewedforthiscasestudy.Thenextchapter
considerswhythesestakeholdershavefoundthese
strategiestobeusefulmeasurestosecuresuccessful
interventioninschools.
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4.1 Introduction 

Generally speaking, we believe that prevention is better

than cure. 

(LAofficial)

Localauthoritieshavedevelopedawiderangeof
strategiestointerveneinschoolscausingconcernat
anearlystage,asChapter3ofthisreportillustrates.
AccordingtotheLAofficials,headteachersandSIPs
thatwereinterviewedforthisreport,theseearly
interventionstrategiesarehighlyeffectiveand
significantlyreducetheneedforintensiveintervention
usingstatutorypowers.Thischaptertakesacloserlook
atwhythesekeystakeholdershavefoundearly
interventionstrategiestobeeffective.Thatis,drawing
onthecase-studyinterviews,thischapteridentifiesthe
underlyingfactorsthathavefacilitatedsuccessfuland
significantimprovementinschoolsthatwerecausing
concern.

4.2 Success factors in early
intervention strategies 

Inthecourseofthecase-studyvisits,LAofficials,SIPs
andheadteachersprovidedarangeofexplanationsas
towhyearlyinterventionstrategieswereeffective,and
preferabletousingstatutoryintervention.Thesefactors
arelistedinBox4.1,butshouldbeseenasinterrelated
‘ingredients’inacomplexprocess;nosinglefactor
holdsthekeytoschoolimprovement.

4.2.1 Key features of early intervention

Collaborative relationship with schools 

Accordingtothestakeholdersinvolvedinschool
improvement,therelationshipwithschoolsisthemost
importantfactorintheprocess.Therewaswidespread
consensusthatthisrelationshipmustbecollaborative
andthatimprovementcouldnotbeimposedon
schools.AsoneLAofficialpointedout,interventionis
‘nouseunlessthereisadegreeofbuy-inand

understandingastowhatthepictureis,ifit’sforcing
somethingthatdoesn’tnecessarilyfitorwork.’

Thepotentialofthecollaborativemodeltoimprove
significantlytheschoolimprovementprocesswas
furtherunderlinedbyanotherLAofficial:

[It]has transformed things. We never have any arguments

[with headteachers] about what the findings of the

review are. We have complete sign-up from the leadership

team ... If you engage the leadership team [in this
collaborativeway], you are allowing them … to see what

you see, and understand the judgements you are making.

Thebenefitsofthisapproachwerealsounderlinedby
headteachers,whohavewelcomedthenewapproach
towardsintervention.Oneheadteacherexplained:

[In thepast,LAreviewshighlightedthat there] were
huge issues, but I was never very clear what the issues

were. I didn’t see them from the LA’s perspective. It felt

very much like it was done to you. It didn’t help us move
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Box 4.1 Key features of early

intervention 

• Collaborativerelationshipwithschools

• Clearrolesandresponsibilities

• Contactandcontext

• Continuity

• Coordinationandcommunication

• Creatingself-sufficiency,notdependency

• Challengingaswellassupporting

• Creatingeffectiveleadersbycoachingand
capacitybuilding.



forward. But [following the latest LA review], the LA
link officer really didn’t need to say what needed to be

done; it was so evident.

Someoftherespondentsalsosuggestedthatthe
positivepartnershipalsohelpsbuildtrust,whichin
turnmeansthatLAsaremoreinformedaboutthe
challengesschoolsarefacing,andwhattheycando
tohelp.InthewordsofoneLAofficial:

Trust, respect and partnership are the three things [that
have put the LA] in a better position to improve
standards across the board. [Inthepast] people wouldn’t
be as straightforward with authority visitors as they are

now. Whereas now, with trust, respect, and partnership,

you do work very closely with colleagues who are quite

open about their successes and the needs they’ve got and

everything else. Therefore you’re in a much stronger

position to help them overcome those difficulties. So that

is what we’ve embedded this year and that’s been

achieved and we can use that relationship to make sure

things are better.

Othersacknowledgedthatthecollaborativemodelwas
notalwaysperfect,butarguedthat:

On the whole, we [theLA]generally get the right sort of
support into our schools. Now a different question is

negotiating that support with the school themselves.

Obviously sometimes you get a bit of resistance, but I

think we are pretty good at persuasion, negotiation and

compromise. We may not get exactly what we want in

there, but we get something to move the school on.

Clear roles and responsibilities 

Policystatementsandactionplansgiveschools(and
theLAofficerswhoareworkingwiththem)aclear
senseoftheirrolesandresponsibilitiesintheschool
improvementprocess.Thismeansthatschoolsare
awareoftheexpectationsonthem,andthe
implicationsoffailingtomeettheseexpectations.It
alsostrengthenstheLA’spositionintheintervention
process,byunderliningwhatstepsitcanandshould
take.Finally,ithelpsschoolswithunderstandingand
planningtheschoolimprovementprocess.Asone
headteacherputit:

It’s [importantthatschoolsknow] what exactly are the
strategies that a local authority put into place, who are the

people who are leading that, what are they doing, and are

they being effective. It is a good model because the

schools have the opportunity to reflect and to offer

opinions on that.

Contact and context 

LAofficialsbelievethattheschoolimprovement
processisheavilydependentonregularcontactwith,
andin-depthknowledgeof,thelocalcontext:thatis,
theschools,staffandLAofficialsthatareworkingwith
theschool.AsoneLAofficialputit:‘ThereasonLAs
work,andwheretheywork,it’saboutlocal
knowledge.’

Detailedknowledgeoftheschoolisacquiredthrough
regularcontact,andmeansthatdifficultiescanbe
highlightedbeforetheybecomeseriousproblemsand
canberespondedtoquickly.SomeLAofficialssaid
thattheyalsofounditeasiertopresentchallengesto
schoolstheyknewwell.LAofficialsummarisedthis
viewasfollows:

You know [the schools] so well and it’s easier to

challenge them. It’s not cosy. In fact it’s easier to say ‘that’s

not going to work’ … than if you don’t know them very

well. So it is a challenge, [but]we’re finding that it’s the
best way the way things are at the moment and it’s

working very well. So you easily identify where the need is

because you know the school so well.

Several LA officials argued that it was easier to stay
informed and to build close relationships in small
authorities, which have a smaller number of schools
to deal with. Other LA officials did note, however, that
their efforts can nonetheless be hampered by the fact
that they have fewer resources to devote to this
policy area.

Continuity 

Contactandknowledgeiscloselylinkedto,andgreatly
helpedby,continuityofstaffattheLA.OneLA,for
example,citedthelowlevelofLAstaffturnoveras
beingcritical,asthismeantthattheofficialsinher
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areawereveryfamiliarwiththeschoolsandhada
long-standingrelationshipwiththeschoolsandtheir
staff.Theimportanceofthiswasalsohighlightedby
anotherLA,whichhadstruggledtorecruitandretain
high-qualitystafffortheirschoolimprovementteam,
whichhas,inturn,hadaknock-oneffectontheir
abilitytokeepincontactwithschoolsandtorespond
toallofthechallengesinthem.

Coordination and communication 

LAofficialsalsohighlightedtheneedforgood
coordinationandcommunicationbetweentheLAand
schools,aswellasbetweenLAofficialsthemselves.
Forexample,oneSIParguedthat:

It’s the team work that I feel is the big strength [ofthis
LA]. We work a lot as a team and we meet a lot as a team

and we talk about issues we know and we overlap with

one another, so we use our expertise where it’s best

placed … Here we’re in contact with each other all the

time.

Attheschoollevel,SIPsandmonitoringgroups
providevitalcoordinatingandcommunicating
functions.Asoneheadteacherputit:

LAs cannot be in schools all of the time and watch them

all of the time, so it is important that they work with

schools, cooperate with them and work with other people

that will go into the school … That is the way you impact

on school.

Creating self-sufficiency, not dependency 

LAinterventionsinschoolscausingconcernneedto
betargetedandtapered(seeChapter3).This
approachmeansthatschoolsgetthesupportthat
theyneed,butwillalsobetrainedtobeself-sufficient
atthesametime,ratherthandependentonLA
assistance.Thiswassummarisedbyoneheadteacher
asfollows:

The idea is that you move from the model of where you

get intensive support, through where that support is

reduced, through to just having the support that any

other school is having. My role in that is to enable the

school to be self-sufficient, to stand on its own, to be

analytical, to review itself ... and to manage on its own

and to stand on its own two feet.

Theneedforself-sufficiencyamongschools,andthe
dangersofcreatingadependencyculturewas
reiteratedintwooftheotherLAsthatwerevisited.
However,oneLAofficerwarnedthat:

One of the things you have to take great care about is

starting to withdraw the support at the right stage,

because if you keep it there too long, you build a

dependency culture instead of building internal capacity; if

you take it away too soon, it collapses because the internal

capacity hasn’t been built.

Challenging as well as supporting

AlthoughtherelationshipbetweentheLAsandschools
isviewedasapartnership,therespondentsinthis
studyemphasisedthattherelationshipbetweentheLA
andschoolswasnot‘cosy’,andthatthatLA
interventionswerechallengingaswellassupportive.
‘Supportivechallenge’,combinedwiththepartnership
modelofintervention,hashelpedtobuildtrustand
efficacyintheschoolimprovementprocess.One
headteacherexplainedthesignificanceofthis:

[LAandSIPsprovide] real supporting challenge. Those
questions make your toes curl, but in a supportive way …

Previously, SIPs who came with those kinds of questions

always made you feel that it was your fault, that you were

being blamed. I felt I was being accused and didn’t like it

very much at all. Whereas now … you know you’re going

to get those hard questions – [suchas] ‘why haven’t you
got as many children as you said you would to this level?’

– but you feel you can give an open and honest answer

and that some advice will come your way. So again, it’s

back to that partnership.

Creating effective leaders by coaching and

capacity building 

AsnotedinChapter3,strengtheningschoolleadership
wasbelievedtobeacriticalelementoftheschool
improvementprocess.Thechancesofsuccessful
improvementareweakenedwhenheadteachershave
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limitedexperienceof,orcompetencesfor,
management,evaluation,monitoringand/ortackling
thechallengesfacingaschoolindifficult
circumstances.Securingschoolimprovementtherefore
oftenrequirescapacitybuildingamongschoolleaders
andteachers,andLAofficialshaveplayedakeyrolein
helpingschoolstafftoacquiretheskillsand
competenciestheyrequireforeffectiveteachingand
schoolmanagement.

Indeed,itwassuggestedbysomeLAofficialsthat
coachingandcapacitybuildingwasakeymeansto
ensurelong-lastingimprovement:‘Wefindthatthe
coachingthatthat[collaborative]methodologybrings
meansthatthere’sasustainableimprovement.’
AnotherLAofficialwentevenfurther:

It’s about stepping back into shadows and enabling

people to believe they did it themselves even when they

didn’t have an earthly hope of doing it without your help.

That’s why the statutory powers are so much macho

posturing, they don’t lead to sustainable, lasting, real

change.

4.3 Conclusions

ThischaptersetsoutthesuccessfactorsthatLA
officials,SIPsandheadteachershavesuggestedplaya
vitalroleinsecuringsuccessfulimprovementsand
interventionsinschools.Asnotedabove,thesefactors
shouldbeseenasinterrelated.Schoolimprovementis
acomplexprocess,andnosinglefactorholdsthekey.
However,thecasestudiesplacedmostemphasison
maintaininggoodandopenrelationshipswithschools,
andcollaboratingwithschoolstocreatetheconditions
forsustainablesuccess.Nonetheless,whilekeento
fosterclose,collaborative,relationships,LAofficials
alsoemphasisedthatthiscollaborationwasnotcosy,
anddidnotprohibitchallenge.OrasoneLAofficial
describedherexperienceofcollaboration:‘It’snot
cosy,butbyGoditworks.’

Therewasstrongsupportforthiscollaborative
interventionmodelamongtheLAofficials,SIPsand
headteachersthatwereinterviewedforthisstudy.The
concludingchaptersetsoutfurtherrecommendations
andindicatesareasthatwerehighlightedbythese
stakeholdersforfurtherdevelopmentsinLApolicyand
practice.
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5.1 Summary 

Localauthoritiesareacentralcomponentoftheschool
improvementprocess,andtheyhaveakeyrolein
supportingandmonitoringschoolimprovementand
brokeringadditionalsupportforschoolsindifficulty.
Inthiscontext,thecentralaimoftheprojectreported
onherehasbeentoexaminethestrategieswhichLAs
haveactuallyusedtosupportandchallengetheir
schools,includinginformal,formalandstatutory
strategies.Theevaluatorshaveinvestigatedwhy,when
andhowLAshave(orhavenot)usedtheintervention
powersthathavebeenavailabletothem,andthe
reasoningbehindtheirapproach.

TheoverarchingfindinghasbeenthatLAsprefer
ongoingcollaborationand‘earlyintervention’with
schoolsthantheuseofthestatutorypowersthatare
availabletothem.Thestatutorypowersarepotentially
useful,buttheytendtobekeptinthebackgroundasa
lastresort.Toalargeextent,theLAsfeaturedinthis
evaluationwereusingacollaborative,partnership
approachwiththeirschools,butthisisnottosaythat
theydidnotofferchallengeaswellassupport.Inthe
greatmajorityofcases,theauthority’smonitoring
processes,andadvicefromLAofficialsandSIPs,
enabledthesuccessfulanticipationofschool
improvementissues.

TheadditionalresourcesofferedaspartoftheNational
ChallengepackagewerewelcomedbybothLAsand
schools,butitwasevidentthat,onthewhole,the
emphasisonaneedforthegreateruseofwarning
noticeswasseenasbeingnothelpfulanda‘steptoo
far’.Therewasnoevidencetosuggestthatthegreater
useofwarningnoticeswouldassistschool
improvement;indeed,insomecases,itwasperceived
thatthiscouldbedamaging,forexample,ininstances
wherecarefullynurtured‘fragile’schoolimprovement
wastakingplace.

5.2 Recommendations from key
stakeholders 

Theviewsofthekeystakeholdersinterviewedaspart
ofthisevaluationcanbesummarisedasfollows.

• Allstakeholderspreferredthecollaborative
‘partnership’approach,whichtheyfeltwasworking
wellandhavingagoodimpactonschools.

• Inmanycases,LAsexpressedtheviewthatthey
wouldusethestatutorypowers,buttheytendto
beheldinreserve,andusedasalastresort.

• LAofficershadlittleappetiteforadditional
statutorypowers;therewasonlyonepossible
exceptiontothis,whichwasawish,expressedby
afewinterviewees,tomakeiteasiertoremove
headteachers.Currently,LAofficialsfeltthatthere
arebothlegalandstructuralbarriersthatmakethis
difficult.

Overall,theLAofficers,SIPs,andheadteacherswho
wereinterviewedforthisstudyexpressedstrong
supportfortheearlyinterventionstrategiesthatLAs
haveimplemented.Manypointedtotheeffectiveand
positiverelationshipsbetweentheLAandtheschools,
andthewaysinwhichschoolsthathadbeencausing
concernwereoftenremovedfromcategoriesafterthe
LAhadintervened.However,therespondentsalso
highlightedsomeareaswheretheybelievedthatpolicy
andpracticecouldbeimproved.These
recommendationsincludedtheneedfor:

• Better communications between local

and central government 

SomeLAofficerscomplained(despitesomeperceived
improvementsviatheNewRelationshipwithSchools)
thatcentralgovernmentdidnotfullyunderstandwhat
LAsweredoingasregardstoschoolimprovement.
Onecommented,forexample,that:
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I don’t think the Government understand what role a

local authority who thinks like we do can play in their

agenda. I think they’re stuck on some pretty old-

fashioned views about what LAs do in education … The

LAs have moved a long way in their relationships with

schools, and in relation to performance and attainment.

• Improvements to the structure and

status of the SIP system 

Overall,respondentsexpressedapositiveattitude
towardstheSIPprogramme.However,someconcerns
wereraisedaboutthestructureandthestatusofthe
SIPprogramme.Indeed,somerespondentsappeared
tofeelthattheprogrammewasunnecessary,withone
LAofficerdescribingtheuseofSIPsintheirprimary
schoolsas‘abloodynuisance’,whileoneheadteacher
arguedthat:

I don’t need a SIP; I can do everything myself. It sounds

arrogant but I have enough colleagues and contacts who

I can go to for support if I need it … Generally, I go direct

to the LA if I need something; it's the way I’m used to

working.

Otherrespondentsweremoreconcernedaboutthe
long-termstatusoftheSIPprogramme,andwhether
whattheybelievedtobeaneffectiveprogramme
wouldsurvivethenewpolicychangesovertakingthem
(discussedbelow).

• Universal implementation of the

collaboration model

NotallLAshadadoptedthecollaborativemodelof
workingthathasbeendescribedatseveralpointsin
thisreport.Whileallofthecasestudiesdiscussedhere
claimedtohaveimplementedthemodel,someofthe
SIPswhowereinterviewedhadexperienceofworking
inanumberofdifferentauthorities,andnotedthat
otherauthoritieshadnotemployedthisapproach.
This,theysuggested,wasamodelthatshouldbe
availablemorewidely.

• Additional financial and human

resources 

Severalintervieweesexpressedadesireforadditional
resourcestosupportschoolimprovement,notjust
financialresources(althoughthiswasanareaof
concernformost),butalsohumanresources,for
schoolsandLAdepartments.Therewasalsoaview
thatmoreflexiblefundingstreamsandhuman
resourcespolicieswouldbehelpful.Thisadditional
flexibilitywouldallowLAsandschoolstorecruit
throughouttheyear;andtoapplyforsupplementary
fundingwhenaschoolgetsintotrouble.

5.3 National Challenge 

Duringthecourseoftheevaluationanew
announcementwasmadeinJune2008aboutthe
NationalChallengeprogramme.Sincetheprojectwas
initsearlystagesatthetimeoftheannouncement,it
waspossibletocollecttheviewsofourrespondents
ontheproposedNationalChallengeprogramme.

Itbecameevidentduringthecourseofthisproject
thatthereweretensionsbetweencentralandlocal
governmentinthisrespect.Respondentswerenot
necessarilyopposedtotheprogrammeitself:indeed,
manywelcomedtheopportunityforadditional
resourcesand/oracknowledgedthateverything
possibleneededtobedonetohelplearnerstoachieve
maximumbenefitsfromtheireducation.

However,LAofficersinparticularwereveryunhappy
withthewayinwhichtheannouncementwas
handled.Belowarejusttwoexamplesofthekindof
statementsLAofficialsmadewhenaskedaboutthe
newNationalChallengeprogramme:

The way it was done was demoralising … That’s not

helpful; it’s just not designed to be helpful. It was a

political gesture. ... But it was damaging … a naming and

shaming exercise.

It’s the most cynical piece of educational gubbins that I’ve

ever experienced … the reaction of our heads, whether or

not they were involved in this, and a lot of my colleagues,

was to be incandescent for about 48 hours over the way

it’s all been handled.
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[Ifoundit] hugely, hugely disappointing, and frankly very
annoying, that schools are being judged in what I would

call a single lens measure … I just think it doesn’t feel like

it’s been properly thought out. It just feels that this is

about a government that is currently losing the hearts and

minds of voters and they’ve got to take very quick action.

And it’s about making good on the other promises they’ve

made, like academies.

Respondentsquestionedthemotivationbehindthe
announcement.Forexample,somequestionedwhether
theprogrammewasmerelyalevertojustifythe
creationofmoreacademies,oraploytotrytogain
somegoodpoliticalcoveragebydemonstratingthat
theGovernmentwasdoingsomethingaboutschools
causingconcern.

Questionswerealsoraisedaboutthecriteriathatwere
usedtodefine‘failing’schools,withoneLAofficer
notingthat:‘There’soneschoolinmyareaonthe
“failing”listandthathasreallygoodvalue-added
scores.’

Othersalsohadconcernsaboutthefrequencyofpolicy
change,howtheprogrammewouldactuallyworkin
practice,andsomeofthepossibleunintended
consequences.Thefollowingareexamplesofsomeof
theconcernsthatwereraisedduringtheinterview:

It’s interesting that we’ve only had the SIP programme for

two years, and now they’re advocating a change; they’re

saying, forget SIPs for those schools.

It’s a bureaucratic burden …

… schools identified on this list as ‘failing’ will now find it

much harder to recruit teachers in the areas where they

need most improvement (such as mathematics).

However,thepredominantviewwasbestsummarised
byoneSIP,whostated:

I have mixed feelings about the policy proposals. I think

the timing is very unfortunate … My belief is that we have

to make sure that children achieve, because that is their

best passport to future success, but I’m not sure that the

sort of naming and shaming bit of it, which is how this has

happened, is a particularly effective way of doing it. [But]
we will do it [NationalChallengeprogramme], we will
do it well, like we did with school improvement partners.

5.4 Conclusions 

Thisevaluationaimedtotakeahard-headedand
evidence-basedlookattheschoolimprovement
policiescurrentlybeingusedbyLAs.Theevidence
collectedinthecourseofthisevaluationsuggeststhat
mostLAshavegoodrelationswiththeirschoolsand
haveanagreed,collaborativeapproachbasedon
regularmonitoring,pre-interventionstrategiesand
packagesofsupporttobeusedwherenecessary.The
collaborativeapproachusuallyhasbothformaland
informalelementsanddoesnotexcludechallenging
schools;indeedanelementofchallengewasbuiltinto
themodelinalloftheLAsfeatured,usuallyatthe
reportingstage.

Thepredominantviewofthecurrentstatutorypowers
availabletoLAswasthattheywereusefulasa
backup,butitwasunusualforLAstoreachthestage
ofactuallyneedingtousethesepowers.LAsalso
indicatedthattheydidnotneedanyfurtherstatutory
powers,exceptpossiblyintheareasofrecruitment
andthedeploymentofresources.

Therewasnoevidencethattheincreaseduseof
warningnoticeswouldgreatlyassistprocessesof
schoolimprovement.Indeed,suchnoticeshavethe
disadvantagesthattheycanunnecessarilyworsen
relationsbetweenLAsandschools,andcouldbe
counter-productivewhereaschoolisinagradualor
fragileprocessofimprovement.Thepowerof
‘requiring’partnershipswithotherschoolsor
educationalinstitutions,wasalsoseenasbeing
inappropriate;voluntary,collaborative,persuasive,
agreedpartnershipswereseenasbeingmuchmore
usefulandappropriatethanimposedpartnerships.

Thisisnottosaythattherewerenotoccasionswhen
theLAsneededtomakestronginterventionswith
individualschools.However,overall,theevidence
makesitclearthatnationalpoliciesinthisareashould
takedueaccountofthepredominantcollaborative
modelsthatLAsuse,andthatallstakeholdersshould
befullyconsultedaboutanyproposedchangesin
policy.
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Conducted by NFER on behalf of the LGA, this report examines how

local authorities support and challenge their schools, using informal,

formal and statutory strategies.

Supporting school improvement has consistently been a key con-

cern for the Government, policymakers and practitioners over the

past decade. Local authorities are a central component of the

school improvement process, and can use a range of strategies

(including statutory powers) to assist schools that are struggling to

effect necessary changes and improve their schools.  

This report examines the formal and informal strategies that LAs

have developed to support and challenge their schools, and focuses

in particular on whether LAs have (or have not) used the interven-

tion powers that have been available to them, and the reasoning

behind their approach. 

This report draws on a series of interviews that were conducted

with LA officials, school improvement partners and teachers in

schools facing challenging circumstances. These interviews provide

the basis of a number of key findings about how LAs have used

statutory powers and other strategies to support and challenge

schools, and a series of recommendations for future developments.  

This research is important reading for all local authority staff, policy

makers and practitioners concerned with school improvement.


