
AGENDA ITEM No.−.−. vA-
NORTH LANARKSHIRE COUNCIL

REPORT

To: LEARNING & LEISURE COMMITTEE Subject: RESTRUCTURING OF THE
QUALITY IMPROVEMENT

From: HEAD OF EDUCATION
I SERVICE

(STANDARDS AND INCLUSION) I

Date: 16 April 2015 I Ref: lB/KM

INTRODUCTION

1.1 The purpose of this paper is to provide information on the restructuring of the Quality
Improvement Service.

2 BACKGROUND

2.1 A Quality Improvement Service (QIS) has a pivotal role to play in supporting and
challenging schools and centres to continually improve performance. It is essential
that the QIS service becomes increasingly flexible and responsive to ensure
educational establishments meet the aspirations laid out in our corporate and service
plans.

2.2 An Elected Members Task Group report of 31st October 2013 set out
recommendations for the future of a Quality Improvement Service.

2.3 North Lanarkshire's Quality Improvement Service has steadily reduced in size over
recent years. With each successive reduction in personnel, responsibilities have
been reallocated, but broadly the approach to service delivery has remained
unchanged. It is now opportune to completely re−organise the service to better align
it with the demands of Curriculum for Excellence, GIRFEC, the Commission for
Scotland's Young Workforce and the recommendations from the Scottish
Government report: Teaching Scotland's Future, which sets out the changing
landscape for school improvement, nationally and internationally.

2.4 This report will recommend that certain duties and responsibilities within QIS are
redistributed *across other service heads in Learning and Leisure Services. Some
duties may be discontinued while others will continue to be carried out, but on a more
proportionate basis as remits of Heads of Service are amended. Equally, this review
considers areas of 'support and challenge' which may have received insufficient focus
in the past, while also considering new priorities in the light of the continually evolving
social and educational landscape.



3. CONSIDERATIONS

3.1 Guiding Principles in Reorganising an Improvement Service

3.1.1 The primary responsibility for improvement rests with education establishments
externally challenged by Learning & Leisure Services. In reviewing how to challenge
in order to build continuous improvement we need to:

• devise a structure which is better equipped to offer a consistently high standard of
support and challenge to schools and centres on a proportionate basis

• refocus the work of staff within an improvement service to facilitate improvement
between schools

• have robust evidence−based quantitative and qualitative data which is forensically
and intelligently analysed in order to identify strengths and areas for development
which inform decision−making and action

• refocus the work of staff within an improvement service to enable greater levels of
responsibility and autonomy in taking forward projects and areas of development

• build in flexibility with all new posts advertised as generic in nature
• clarify lines of communication and accountability in relation to third tier officers

and Heads of Service
• ensure compliance with the Standards in Scotland's Schools Etc. Act 2000 in

respect of our statutory responsibilities as an Education Authority.

3.2 Revising the Current Structure − Issues for Consideration

3.2.1 A new improvement service must reflect the thinking behind GIRFEC, Curriculum for
Excellence, the Commission on Scotland's Young Workforce and 'Teaching
Scotland's Future'. Our external challenge process must also focus simultaneously
on improvement within, between and across educational establishments and
localities. This concentrated support will be structured around a priority based
operational model. The role of the Improvement Service will therefore be to
challenge, develop and support each of these functions. Specialist curricular support
will be provided via secondments from schools and centres where expertise
undoubtedly exists. Research indicates that school improvement requires a highly
trained quality workforce with opportunities for quality professional learning available
throughout their careers. We therefore require a Continuous Improvement service
that not only reacts to meets these needs, but is also proactive in developing
leadership at all levels across our establishments.

3.2.2 Effective school improvement is also underpinned by a focus on evidence−based
approaches and positive and sustainable relationships. McKinsey (2007) identified
learning networks, collaborative planning and cross−school CPD as key features of
the very best systems.

Effective school improvement involves:

• developing teaching and learning and leadership
• setting high expectations
• appropriate accountability and self−evaluation mechanisms
• use of data to identify strengths and area for development and informdecision−making



• attention to detail to achieve consistent application of school policies
• unrelenting investment in individuals' personal and professional
• development

3.2.3 We require our schools to improve within and then focus on improvement across our
localities and indeed across the authority. The primary role of the improvement
service will therefore be to support and challenge each school on a
proportionate/needs basis using an intelligence/data led analysis of present capacity
for improvement.

3.3 Proposed New Structure from 2015

3.3.1 Since August 2014 the QIS has operated with 2 QIMs and 12 QIOs. The proposal
below will revise the structure to 12 QIO type posts and transfer the two QIM posts to
the Skills and Lifelong Learning part of the Service.

3.3.2 The steps outlined describe a radical re−organisation of a reduced service designed
to operate flexibly and responsively with a greater degree of individual autonomy and
responsibility for broad areas of the service − allied to improved lines of
communication and accountability. It is proposed to rename the team as the
Continuous Improvement Team and use the new nomenclature of Continuous
Improvement Officer for the 12 Quality Improvement Officers within the team.
Continuous Improvement Office posts will be generic in nature, but there will also be
responsibility for strategic developments to be negotiated within the team.

3.3.3 The Continuous Improvement Officers will focus on driving the agenda ofself−improving
schools. This will necessitate close working alongside managers of

additional support needs and CLO officers within the 6 localities (Appendix 1) The
objective is also to have in place a performance analyst/ statistical service which will
provide essential diagnostic summaries of performance to be used to prioritise
action.

3.3.4 The agreed 2 QIM posts would be transferred from the Standards and Inclusion team
and redeployed within the Skills and Lifelong learning team to provide a planning,
policy, project management and statistical analysis service which is vital to building a
self− improving school system. These functions will ensure that officers, school
leaders and elected members understand and can act to improve performance and
outcomes.

3.4 Continuous Improvement Team − Locality Model

3.4.1 The recommendation is to develop a Continuous Improvement Team within a more
robust locality model. There are six localities currently identified within North
Lanarkshire. It is proposed that a team of officers would be created within each of the
localities. (The Bellshill/Coatbridge localities might operate as one team). The
Continuous Improvement Officers will share link role responsibilities across the
service operating in small teams attached to each locality. The challenge and
support role will include pastoral responsibilities and quality improvement/quality
assurance activities, including links with HMI and links with local area partnerships.



3.4.2 The remit of Continuous Improvement Officers would be to:

• Serve the needs of schools and centres in the locality by drawing on the strengths
and expertise of each member of the team

• Achieve a consistency of approach and of quality in delivering a high standard of
service to our schools and centres

• Create a self−improving school system which is challenged and supported
• Facilitate a collaborative, targeted and proportionate approach to intervention

based upon the assessment of risks and needs
• Facilitate communication and collaboration between schools and across areas of

the service
• Identify leaders across schools and centres in the locality and assist in the

recruitment and selection process for Principal Teacher and DHT posts.
• Identify and share good practice across schools and centres in the locality.

3.4.3 At a strategic level this work would be directed by the Head of Service: Standards
and Inclusion, with regular support provided by Education Officers where they have a
pastoral responsibility. The Continuous Improvement Team would also have support
from a small number of Education Support Officers who would work in curricular,
developmental and functional remits. This is detailed in section 7.

3.5 Support Around the School Team (SAST)

3.5.1 Each of our localities has a group of colleagues working across services. The 12
Continuous Improvement Officers would work collaboratively in the locality with a
CLD manager, Additional Support Needs manager and Psychological Services. This
group of officers and managers will form a new 'Support around the School Team'
(SAST) with the aim of serving the needs of the schools and centres within each
locality. These colleagues would be able to pull resources and local knowledge to
better assist schools and centres meet the needs of children, young people and their
families.

3.5.2 By developing a SAST approach the service will build on present robust practice and
further explore more systematic ways of identifying and supporting 'priority schools'.

3.6 Role of Seconded Education Support Officers

3.6.1 The Continuous Improvement Officers will also have functional and curriculum
overview remits supported by a small team of Education Support Officers. These
Education Support Officers will, in the main, be seconded from schools to ensure they
have relevant high quality current classroom practice and expertise. While CIOs will
be recruited as generic posts, the Education Support Officers will have specific
curricular or professional learning expertise. The seconded nature of these posts will
allow us to continually refresh the Continuous Improvement Team.

3.6.2 The focus of the Education Support Officers, as part of the Continuous Improvement
Team, would be to:

• Serve the needs of individual and groups of teachers in respect of their
professional development

• draw on the strengths and expertise of colleagues both within and out with NLC to
support and develop the workforce



• deliver high standard continuous and professional learning opportunities including
courses, conferences, professional network meetings, subject leaders' meetings

• provide curricular support, including production of materials, as identified by the
service and our schools and centres

• make use of on−line technologies to share practice and to develop professional
learning communities

3.6.3 Agreed work streams would be progressed by small teams of Education Support
Officers and ClOs working closely together and drawing on the strengths of the wider
team as appropriate. The work of the teams would be driven by the Service
Improvement Plan, the identified needs of our workforce via agreed professional
review and development (PRD) processes and an annual audit of school needs.
Teams will focus on those areas identified as key to improving attainment and
achievement, as described in 'Raising Achievement for All − Experiences to Last a
Lifetime'. They will drive forward initiatives to raise aspirations, standards and
expectations across all of our education establishments.

3.7 Summary of Review

3.7.1 The Continuous Improvement Service will be a flexible and proactive team of
Continuous Improvement Officers (CIO) and Education Support Officers (ESO)
dedicated to supporting and challenging a self−improving school system.

3.7.2 The Continuous Improvement Service will enhance the educational experience of
children and young people through securing improvements in practice.

3.7.3 The Continuous Improvement Service will ensure a system of sabbatical periods
where highly effective classroom practitioners are involved in Curriculum Support
and/or career long professional learning opportunities for a defined period and
thereafter return to the classroom.

3.7.4 The Continuous Improvement Service will model the standards expected of our
schools and be a reflective service committed to continuous improvement through
self−evaluation and responding to the customers' voice.

3.7.5 Continuous Improvement Officers will have access to and support from colleagues
across Learning and Leisure in the use of performance information to identify
strengths and areas for development to inform decision−making

3.7.6 Continuous Improvement Officers will work on a locality basis and be part of a
Support around the School Team (SAST) to support and challenge schools and
centres on meeting NLC priorities which include:

• raising attainment and achievement;
• getting it right for every child and family; and
• professional development of the workforce.



4. RECOMMENDATIONS

Committee is asked to:

(I) note the nomenclature and operational change to the Quality Improvement
Team, as detailed in the report; and

(ii) otherwise note the content of this report.

S C"J* 61
Isabelle Boyd
Head of Education Standards and Inclusion

Members wishing further information please contact:

Isabelle Boyd, Head of Education (Standards and Inclusion) on 01236 812279



Continuous Improvement Team:
Support around the School Team

APPENDIX 1

Locality! No of No of schools Support around the
LAP Clusters! and Family School Team (SAST)

secondary Centres
schools

SOUTH Motherwell 5 26 Primary 2 ClOs
TEAM 2 ASN Additional Support

2 Family Manager
Centres CLD Manager

Ed Psych
Wishaw/Shotts 4 25 Primary 2 2 ClOs

ASN Additional Support
4 Family Manager Ed Psych
Centres CLD Manager

Bellshill 2 12 Primary 1 1 CIO Additional
ASN Support
2 Family Manager
Centres Ed Psych

Coatbridge 3 29 Primary 5 2 CLD
ASN ClOs Manager
2 Family
Centres

NORTH Cumbernauld/ 6 38 Primary 2 3 ClOs
TEAM Kilsyth ASN Additional Support

4 Family Manager
Centres Ed Psych

CLD Manager
Airdrie 3 27 Primary 1 2 CIOs

ASN Additional Support
2 Family Manager Ed Psych
Centres CLD Manager


