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Building Schools for the Future
Schools’ Strategy for Change 
Guidance for schools and local authorities 
1
The context and goals of BSF
1.1 BSF is an ambitious and far-reaching long-term change programme. It offers local authorities (LAs) and schools in England a once-in-a-generation opportunity to transform educational provision and the educational experience, significantly improving educational outcomes and life chances of children, young people and families. 
1.2 The capital investment is intended to act as a catalyst and enabler for change, but is not itself the change.  By providing 21st century facilities for new, as well as tried and tested, forms of learning, teaching and the curriculum, the talents and skills of every young person can be unlocked, so that they are all fully engaged in meaningful learning and can achieve their best regardless of background or circumstance. As a result of the investment, schools will be able to make the organisational and cultural changes needed to ensure that the outcomes of the educational experience provide all young people with the skills, knowledge, competences and values required to become successful participants in, and contributors to, 21st century society and the global economy. 
1.3 As well as raising aspirations and the achievement and attainment of young people, BSF is also about providing inspiring physical and virtual environments in which teachers and children feel valued, supported and safe. These will be appropriately resourced for a 21st century curriculum; be sufficiently flexible to enable variety in learning and teaching styles and a broad innovative curriculum; and support and facilitate all other aspects of a school’s work, including social and emotional development and a wide variety of interventions.  These environments will also be sufficiently adaptable to respond to new and evolving models of school organisation.
1.4 It is also an opportunity to position the local school as a hub of its community and as a very valuable resource and focus of expertise, to energise and revitalise local areas. BSF is an opportunity for a school to re-think its relationship with parents, carers and families, its contribution to community cohesion and aspiration, its role in the adult skills agenda and community regeneration, and the way it integrates with other services around the child, the family and the community.

1.5 BSF sets schools a significant challenge: to consider in detail current strengths and challenges, to construct long term visions for 21st century education and to plan, strategically, how they will use the capital investment and the provision of resources, including ICT, to achieve it.  A school will do this through a process of strategic leadership and extensive engagement, dialogue and consultation with its many stakeholders, connecting the full range of national policy agendas and local priorities, resulting in a coherent and compelling long-term vision for education and the delivery of children’s services. 
1.6 Having done this, it will then be a position to articulate its requirement for capital investment, ICT and school design clearly, and will be able to demonstrate how BSF will add value as a key enabler of the school’s vision. The School Strategy for Change (SSfC), and its process of development, is the vehicle for this. 
What is meant by a transformational vision and strategy?
1.7 BSF investment is intended to be a catalyst to enable substantial changes to be made to what schools provide, to unlock long-term barriers and to give rise to a step change in outcomes. What do we mean by ‘transform’? We categorise transformation in three, inter-related ways: 

-  Firstly, BSF should transform provision – the buildings and site, learning environments and infrastructure, furniture and resources, providing state of the art technology and specialist facilities;
-  By transforming provision, one can create new opportunities – different types of learning experiences, innovative curriculum pathways, imaginative pedagogies, joined-up services and new types of organisation and culture;

-  These new opportunities should have a marked impact – they should engage and motivate learners better, enhance achievement, raise standards, develop 21st century skills, qualities and competences and improve the aspirations and life chances of children, young people, families and the community. They will be measured by outcomes.
1.8 In other words, transformation in terms of input (provision), output (the opportunities we create) and outcomes (impact). It is the last of these we are most concerned to achieve. Hence the Strategy for Change process begins with this end goal. By defining long-term, transformed outcomes (the vision), it is possible to decide what opportunities will be needed to achieve them; and then how the building, infrastructure can enable and support the school in doing so. Thus the real BSF added value lies not only in the buildings, or in the new opportunities they create, but in the long-term difference that is made to children and young people’s life chances as a result.

1.9 Schools should consider the ‘transformational’ expectation carefully: the SSfC is a strategic plan for bringing about significant change, not gradual or modest improvement on the status quo. BSF investment and this process create an opportunity to do things differently, change the nature of the learning experience and close achievement gaps. It is about step change, innovation, stretch goals, challenging orthodoxies, and will potentially involve radical shifts from current practice. If what is proposed is low risk, it is probably not pushing the boundaries of the possible far enough.

Note: A short paper, ‘Expectations of Transformation with BSF’, which also contains links to further reading is available for reference on the PfS website.
2 What is the purpose of the School Strategy for Change?
2.1 
SSfCs are a key element in the overall authority-wide strategy for educational provision and change management programme and are critical in developing education design briefs (see Annex 4) which are truly transformational. They are a guided process, important in BSF because it is at school level where real change takes place. BSF is an educational change programme, not simply a building programme, so the structure of the SSfC encourages the school to look closely at all its work, and the relationships between what it does and its buildings, site, learning environments and ICT. Acknowledging that schools are complex, human organisations, three types of inter-related influence appear to be common ingredients of successful schools (see diagram below) and, in developing its SSfC, the school is asked to consider and propose an holistic strategy which encompasses all three:
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2.2 From this broad-ranging strategy, part is extracted (and used to populate the Education Brief and the ICT Output Specification, described later) and ensures that the brief given to designers and bidders is very clear and detailed, and results in solutions which really meet the schools’ needs. In other words, the clarity of the design and ICT challenges that the strategy generates means that designers and bidders are more likely to provide solutions which are fit for purpose – the SSfC describes the purposes to which the buildings, learning spaces and resources are going to be put.
2.3 The remainder of the strategy (PfS estimates that some 80 per cent of the outcomes of the SSfC process not building-related) is for the long-term use of the school, as a strategic planning tool, and a change management framework, the development and implementation of which will not necessarily be entirely dependent on the completed refurbishment or construction of new buildings..
2.4 Thus, the SSfC has two principal purposes:
· To develop a clear, tangible future-thinking education vision and strategy in the local context, aligned with (and making a commitment to) the strategic framework provided by the LA’s Strategy for Change (SfC), with sufficient thought given to its implications and the required commitments (e.g. in relation to pedagogy, curriculum and the organisation of learning) to enable clear design challenges to be derived from it. The SSfC is much broader in scope than a case for buildings. It needs to establish a clear ‘chain’: what we want to achieve (vision) - how we will do it (strategy) - how the building can assist (design requirements). It helps turn the school into an ‘intelligent client’. The suggested structure of the SSfC supports this sequential process.

· As a driver and framework for long-term school re-evaluation and development planning, articulating an agreed destination and route map for change, reflective of the views of all stakeholders, creating a compelling ‘direction of travel’ and long-term goal, generating buy-in and commitment and engaging and energising all stakeholders behind a common cause. This second, broader purpose means that the SSfC is potentially a tool for harnessing energy and capacity, which is vital for sustainable change. If so, the process of co-development, engaging, aligning and energising stakeholders in a common purpose, is as important as the product; and the journey of creating it is, in fact, an early and important part of the change process. If schools use the SSfC in this way, the process of developing it becomes as important as the product.
2.5 Experience shows that schools which have found this process most valuable have treated it as an ongoing ‘workbook’, with a life long beyond BSF, frequently revisited as part of the school improvement planning and self-evaluation cycle; in other words, as a long-term strategic planning framework. 

2.6 To be most valuable to the school as well as to the BSF process, the SSfC should:
· Be long-term (say 10 years hence);
· Set out to achieve fundamental change (this is not a plan for gradual,  incremental improvement);
· Be a rigorous examination of present challenges and blockers to progress;
· Highlight and resolve dilemmas the school faces;
· Embody the school’s shared values and reflect the distinctive character and intended organisational culture of the school;

· Ensure that opportunities for innovation have been taken; 
· Result from a broad and deep engagement process with a wide range of voices, and be widely shared and owned (and therefore sustainable);
· Encompass not only education, but also extended services, Every Child Matters and the school’s role in its community;
· Focus on the education, children’s services and community strategy, not on design / school buildings. Any references to school design should be about the required functionality (what the building needs to be able to do, not the design itself); 
· Be aligned with the key, agreed ‘positions’ of the local authority’s SfC; the two. ideally, being developed in parallel;
· Be comprehensive, compelling and vivid and tell a good ‘story’;
· Be accessible to many possible audiences;
· Be realistic and achievable;
· Make concrete and tangible commitments;
· Strategic about the change management implications;
· Clear about how BSF investment will be an enabler;
· Be a vehicle to help the school to explore, build upon and expand its partnerships with local and regional education providers, and third sector organisations and community partners, to create a multi-agency and partnership approach to core and extended delivery, to create new provision that really meets the needs of the young people, teachers and wider community;
· Address the necessary national and local policies and priorities but, above all, be school-specific, bringing out the passions, ambitions, culture and local ‘colour’ of the school.
Which schools should develop a school SfC?
2.7 All schools in the BSF programme should develop SSfCs (including those receiving funding for ICT only), in order to ensure that:
· All schools’ design requirements have informed the estate and investment strategy at an early enough stage;

· Schools have made the necessary commitments to ensure that area or authority-wide strategies are achievable;

· Alignment has been achieved with the LA-wide SfC;

· The potential of ICT (school-by-school, as required for the ICT Output Specification) has been derived from the education strategy;

· Opportunities for collaboration have been maximised.

2.7
Although not a requirement, LAs might wish to encourage other schools, outside the BSF programme, including Academies (the education strategies for which are developed under a similar but different process), to adopt the SSfC process as a change and development tool as part of the family of schools.
2.8
Where a group of schools in a BSF wave are geographically clustered, it might make sense for an area SfC to be developed in relation to the overarching themes, in order to maximise opportunities for collaborative solutions, secure economies of scale, share expertise through partnerships and to make area-wide commitments to entitlements (e.g. 14-19, extended provision, SEN, behaviour and exclusions, and so on).
3. 
How does the school SfC relate to the LA’s SfC?
3.1 A good LA-wide SfC will provide a robust strategic framework for all its schools, often with the entitlement of the learner at its heart.  However, it will also be sufficiently flexible to allow schools, in their SSfCs, to explore local solutions and creative interpretations, to utilise their expertise, enthusiasms and resources, and to make plans which are tailored to meet the particular needs and challenges of their learners, parents, families and communities. In other words, the LA SfC sets out the parameters within which the school can plan with considerable freedom.
3.2 However, it is more complicated than that. In practice, the LA SfC can only really be believable if is the sum of the School SfCs put together; and if the schools are demonstrably committed to the principles, undertakings and ‘positions’ adopted within it. This strongly suggests that schools need to be closely involved in the development of the LA SfC – establishing, as a partnership with the LA, the parameters and commitments all schools will be making. Therefore, it is important that the LA SfC and School SfCs are developed in parallel, with regular checks on convergence and divergence, as an iterative process. If a LA SfC is written prior to SSfCs, this cannot happen.
3.3 Furthermore, the ICT Output Specification has two elements: the LA-wide statement of requirement and the local (school-level) statement of requirements. It therefore draws on the main ambitions and aspirations of Strategy for Change and individual SSfCs. It envisages the ways in which ICT will contribute to the realisation of these aims and challenges potential bidders to propose innovative, sustainable and affordable solutions. The development of the LA-wide and individual schools’ SfCs necessarily has to happen in parallel.
3.4 Schools and LAs will need to plan provision and facilities together, across the estate, to maximise the entitlement offer for learners and realise economies of scale particularly with reference to cross-cutting themes such as integrated children’s services and 14-19.
3.5 PfS teams will, as part of their role, interrogate SSfCs in relation to these questions:
· Is there commitment and understanding, across all the schools, to the LA-wide positions and undertakings in the SfC, and believable strategies to achieve them?
· Taken together, does the sum of all School SfCs add up to the ambition of the LA-wide SfC?

· Do the SfCs drive out authority-wide requirements and entitlements as well as school-specific ones (including ICT)?
· With regard to cross-school commitments in the SfC, what will they look like in practice, on the ground (bearing in mind that there are often many ways of achieving a common goal or principle)?
What is the local authority’s role in the development of Schools’ SfCs?
3.6 The LA, either from its internal resources and/or by utilising their external education advisers (working in tandem with the LA school improvement team) should provide guidance, support and challenge to its schools needed to facilitate the development of ambitious, comprehensive and imaginative SSfCs, including agreeing with schools a process which ensures not only sufficient time for the range and rigour of the thinking and consultation required, but that the SSfCs are ready by the appropriate stage in the programme.
3.7 The LA has a responsibility to brief and supervise the work of its external appointed advisers, and to work alongside them, to ensure that the outcomes of their work is aligned and integrated. At this stage, this is particularly true of education and ICT advisers, if they are different.
3.8 The LA also has a key role in ensuring alignment between schools’ SfCs where necessary to ensure joined-up, coherent broader strategies, and to test and secure alignment with (and schools’ commitment to) the goals and commitments of the LA-wide SfC.
3.9 The LA (not just the LA’s BSF project team) should develop and undertake its own assessment / review / quality assurance processes and will be expected to provide ongoing, formative feedback to schools on drafts of SSfCs. The LA might wish to use or adapt the self-review checklist contained within this guidance (Annex 1). PfS will wish to review and validate the LA’s process: PfS does not formally assess individual SSfCs. The LA should submit its evidence of self-evaluation, including the action taken, prior to submission of the LA SfC.
3.10 The LA will be expected to carry out all necessary consultations (formal and informal) in relation to school organisational issues.

3.11 The local authority is required to set up Stakeholder Groups for Culture and for PE and Sport as part of the Readiness to Deliver stage. These groups will have undertaken an audit of current and planned cultural and sports facilities and partners for school and community learning and activity. Schools should work with the stakeholder groups and other schools to ensure that their collective plans meet gaps in provision and create a cohesive offer.

4. 
What should be included in the SSfC?
There should be three elements to a School Strategy for Change: 

4.1 A summary vision 
a. The vision should briefly summarise the school’s current context and an analysis of the challenges it faces and the problems it is trying to solve. It should then provide a concise articulation of the school’s ‘key ideas’ and long-term desired outcomes, expressed in a clear and compelling way. This should act as the conceptual framework underpinning the strategy that follows. It should not be an executive summary of the strategy but should set out the small number of headline strands up front so that any reader (including non-educationalists) does not have to deduce them. 
b. The key elements of the vision should be prioritised.

c. The vision should also include the summary Educational Key Performance Indicators (EKPIs) the school aims to achieve as a result of BSF. These EKPIs will be derived from the vision’s key priorities and focus on outcomes / impact, providing evidence of an underlying evaluative process (Note: there is separate guidance on developing EKPIs). 
d. The vision should contain the minimum of school history or context. This information is available elsewhere. Context is only useful and relevant when describing the starting point or the reason for the ‘change journey’. If context reveals weaknesses or intractable challenges that the SSfC is setting out to overcome, then it is relevant to include it.

4.2 The school’s strategy
a. This will be the heart and the most substantial part of the SSfC and will be constructed under consistent section headings for reasons of accessibility. These section headings, which are listed in Annex 1, represent the policy areas which all schools’ SSfCs are expected to address in a compelling and ambitious way.
b. Within these headings, the school will weave in its response to local challenges and priorities and its particular passions and ambitions.
c. Part of the strategy should clearly set out how stakeholders are to be involved in the process.
d. Part of the strategy should clearly set out the school’s approach to the leadership and management of change.

e. Details of the strategic elements required and further guidance can be found in Annex 1. Schools need to address all these headings, but need not necessarily adopt that structure.
4.3 The education brief
a. Consider this as a translation section, where the key elements of the education strategy are converted into the required functionality of the building, site, infrastructure (including approach to using ICT), furniture and resources. In this way, the designer is given the task of offering potential solutions to the challenge the school has set. Note: a fuller description is provided at Annex 4.
b. Experience has shown that the best way to include this in the SSfC is to take each element of the proposed strategy and describe the main implications before moving on to the next strategic element. This is exemplified in a suggested matrix later in this section. 
c. It is not necessary to specify design features: that is the designer’s job. What the school should do is articulate very clearly the problem the designer needs to solve – in particular how spaces need to work and what they will be used for, and how the school buildings and what they contain need to perform (the functionality). 
d. It is a good idea to try to highlight key priorities (in the same way that the key elements of the vision are), so that designers know what elements are central to school’s ambition, and which are desirable. In this way, educational values are accorded to design decisions.
4.4 
It will be evident that the process of developing a school SfC will be linear and sequential (as above), starting by defining the ‘key ideas’ long-term transformational vision. The education brief can only be extracted from the strategy, which is itself an articulation of the school’s plans to achieve its vision. In reality, however, having rightly started as a sequential process, the development of these three elements often becomes iterative.

4.5
Schools are asked to consider the following themes during their development of each section of the strategy:
· Inclusion – how will what we are proposing improve inclusion (including social inclusion) and access?
· ICT – It is vital that the school’s vision and strategy for ICT are embedded in and threaded through the thinking about all sections of the SSfC, not treated as a separate issue. The required potential of ICT is extracted later for the ICT Output Specification. A separate vision and strategy for ICT is therefore not desirable.

· Change management - What are the implications of what we are proposing for the leadership and management of change, including the organisational culture, and how do we plan to address these?
· Educational KPIs – How will we know whether we have succeeded and what difference we have made? It is expected that the EKPIs are established for each of the long-term desired (hard and soft) outcomes set out in the vision.

· The school’s wider remit and influence in relation to Every Child Matters provision and outcomes, extended provision, community cohesion, social and economic regeneration and soon. Schools can use BSF as an opportunity to become hubs of their communities, providing resources, facilities and expertise to have a real effect in meeting needs of parents, families and communities.
How long should it be? What is the preferred format and style?
4.6 There is no prescribed page limit, but a target of around 10-12 pages would impose a discipline on the writing, and a demand to get to the heart of the matter. The SSfC will be a succinct summary of the broad-ranging thinking and extensive discussions undertaken by the school. It will be recognised that much fuller documents and action plans lie behind the SSfC. 
4.7 In practice, given that the SSfC process is potentially more important as the product, a good SSfC will live far beyond its BSF submission date. Some schools have found it useful to treat SSfC as part of a longer-term ‘workbook’.
4.8 Considering the potential readers of / audiences for the school SfC will help guide its form and style. Potentially, the SSfC will be read and used by:
· The school (leadership and staff, as an internal improvement framework)

· Children and young people

· The local authority

· Stakeholder Groups, e.g. for PE & Sport, and Culture

· Government Departments and other agencies (e.g. PfS, DCSF, OSC, NCSL, Becta, TDA, National Strategies, Ofsted)
· Technical advisers, architects and design teams

· Bidders, including construction companies

· Governors, Trust partners and sponsors

· The school’s partner agencies and organisations (e.g. health, social services, police and YOTs, libraries, businesses, leisure, the voluntary sector, sports clubs, community and cultural organisations)

· Elected members

· Parents and carers

· Other schools
4.9 PfS does not provide exemplar SSfCs, or a writing template, as this might encourage formulaic writing and, whilst ticking the boxes, lose something of the character and spirit the school and the compelling nature of its vision.

4.10 However, when putting together the SSfC, and given its limited size, schools may find the following broad structure for an SSfC helpful. Although the framework is presented here as a table, schools may organise their SSfC as they wish (although tabular form is, of course, an option). This table is merely shown as a way of representing what the overall structure of the SSfC might look like. So, whilst there are three clear elements to the SSfC, because strategy and implications are so closely related, a school may choose to have only two main sections in the final document.
	Section 1:  Vision

	· Brief outline of the school’s context and challenges that are relevant

· Concise articulation of the school’s ‘big ideas’ and long-term desired outcomes

· Outline of the key performance indicators (KPIs)



	Section 2:  Strategy                                      Section 3: Education brief



	Exploration of the key objectives and the school’s strategic plans for change
	Design implications (required functionality; design challenges)
	Implications for ICT (required functionality)
	Implications for change management within school

	Strategic element 1 

e.g. Learning
	
	
	

	Strategic element 2

e.g. Inclusion
	
	
	

	Strategic element 3

e.g. Curriculum proposals
	
	
	

	etc….


	
	
	


Guidance on educational key performance indicators (EKPIs)

4.11
Educational KPIs (complementing the full suite of design-related KPIs which will be developed in BSF) are needed for two key reasons:

1. For the school (and the local authority) to be able to monitor and evaluate progress toward their vision and goals. In this sense, KPIs are used as a measure of return on investment (RoI) – in this case, the school’s investment not just being financial but also being about effort, time, commitment and quality. EKPIs are the method by which the school can answer the question: “If we do all these things we are proposing, how will we know what difference we have made?”
2. As a way, later in the process, to be able to hold the private sector partners in the LEP to account for performance. If the LEP is appointed to help transform schools, it is necessary to establish measures by which their success will be judged. The KPIs (and Collective Partnership Targets), part of the contract, are derived in part from school-level EKPIs.

4.12 Like the change management strategy, only summary EKPIs are required at this stage to demonstrate that the school is engaged in the development of broad, challenging, long-term EKPIs which can be used as measures of progress towards their vision.  More detailed EKPI sets, targets, baseline data and milestones will, of course, be needed by the school for its own monitoring and evaluation purposes.
4.13 PfS Guidance on Educational KPIs contains a much fuller account of expectations, suggestions of methods and examples. Some key points from the guidance are:

· Key Performance Indicators are, by definition key, and will therefore be few in number
· EKPIs will be derived from the principal elements of the vision (the non-negotiable items, rather than the ‘nice to have’ items
· Because they are linked to the school’s vision, they are likely to be local and broader in scope than the national indicator set or traditional, narrow measures of a school’s performance
· Because they are likely to be large, over-arching ambitions, they will need to be broken down into smaller targets or proxies
· They are principally about performance, i.e. outcomes – hard and soft (not inputs - or what we are providing - but what impact or effect it has had)
· We have to look for observable indicators, not all of which will be easy to measure (just because they are difficult to measure doesn’t mean that that they are not important)
· EKPIs should be long-term, (at least three years after BSF), so there will be a need for baseline data and milestone targets if they are to be useful as measures of progress
· Methods of data collection and analysis need to be established at the outset; including how monitoring and analysis of progress against targets / KPIs will be used to influence provision and practice
· BSF EKPIs need to be sufficiently aspirational and challenging (i.e. stretch targets), representing not simply national expectations but also the added value potential of BSF.
Guidance on ICT strategy

4.14 ICT should be seen as one of the means by which the school is able to implement its educational strategy and achieve its strategic intents. It is not a goal in itself. So, for each element of the strategy, the following questions need to be asked: 

· How can ICT help us achieve this goal? 

· What does our overall approach mean for how we should use ICT?

Further guidance can be found towards the end of Annex 1.

Guidance on change management

4.15 BSF investment is intended to be a catalyst for the transformation of outcomes for children, young people, families and communities. As such, the SSfC will inevitably involve substantial, maybe even radical change in provision and organisation. Any change is fundamentally disruptive and an emotional journey for some; and the quality and effectiveness of the leadership and management of that change will be key to the programme’s success. Thus, evidence of strategic planning of the change management implications is a required element of both the LA SfC and SSfCs.
4.16 The PfS Guidance: ‘Change Management within Strategy for Change’, available on the PfS website, asks schools and LAs to take a number of considerations into account, including:

· The range of target groups for whom change management plans might be needed, their different states of readiness for change, and the most appropriate tools and methods to employ;

· The need to plan how to manage cultural / behavioural change as well as organisational / structural change (in other words, the systematic development of ‘soft skills’ as well as ‘execution skills’;

· That change management encompasses, but is more than CPD and workforce reform;

· The identification of change leaders and building capacity for long-term, sustainable change

· How the demands of change management will be resourced, including how existing resources might be redirected and other organisations contribute;
· The strategic role of school governance in leading change;

· The potential of student leadership, student voice and students as agents for change?

· The BSF change process begins from the earliest stages of stakeholder engagement and consultation, and the development of a shared vision for the future;

4.17
Because the SSfC is a short, concise document, it is understood that it can only include an outline strategy and that schools will have detailed action plans lying behind it. What is written in the SSfC is an executive summary of much more detailed work in the school’s hands.
Guidance on content and style
4.18 In terms of content and structure, the following guidelines might assist:
· It might be helpful to define what it is by what it isn’t: the SSfC is not a prospectus, or a marketing document, or a thesis on education, or a bid. This should give some insight into writing style and approach to the task. It is a practical strategy that will make firm commitments, enabling the school to make a step change in outcomes, and that allows the school’s vision and educational need to shape the building solution.
· It should not be pitched at too high a level – it is a strategy, therefore needs to be a practical plan rather than a theoretical ‘position’. 

· However, it needs to be ambitious and aim high, seeking to achieve a step change in outcomes, not modest, incremental improvement.
· Wherever possible, the SSfC should make firm commitments (the use of the word ‘will’, rather than ‘should’, for example).
· It should tell a logical and compelling ‘story’. The school’s ‘big ideas’ should lead to a thorough exploration of their implications. This should result in commitments to actions; and the design functionality arises from the needs identified (What are our ambitions? How are we going to do it? What we need to enable us to do it?). 

· The building solution should result from the educational need, not the other way round! The building should not be defining what goes on within it.

4.19
In terms of style and format, the following points might be helpful:
· Prose is a common way of presenting a strategy but diagrams, charts, tables and bullet points are not only welcome but can greatly improve accessibility.
· Whilst acknowledging the need for precision in terms of language, as far as possible the SSfC should be jargon-free, and accessible to a wide range of audiences including non-educationalists (e.g. architects and technical advisers)
· BSF added value should be highlighted in each section (i.e. what BSF will enable you to do that you couldn’t do anyway – e.g. acceleration, reach, scope, depth of impact)
· It is also helpful, in each section, to find a way of ‘signposting’ key issues arising, such as an emergent KPI, or a change management implication, or an ICT requirement.
· This is a future-facing strategy – there should be long-term goals, but the strategy will also set out the small steps.
· Avoid rhetoric, hyperbole and high-level generalisations
· Keep it succinct and punchy
· Ensure it reflects the school’s character and ambitions, and it does not fall into the category of ‘correct but anodyne’ or, worse still ‘Now… which school is this?’
Guidance on the use of appendices and other documents
4.20 
Appendices should not be attached; the SSfC should be a free-standing document. However, realistically, the page limit guideline means that full justice is unlikely to be done to a number of key issues (including change management, Every Child Matters, 14-19 et al); and it is anticipated that such matters will be explored in considerably more detail in separate, fuller documents and action plans lying behind the SSfC. Their existence can usefully be signposted in the SSfC text; and could be available for scrutiny. They will be principally for the school’s own internal management purposes, but will come into their own when, later in the process, discussions with potential bidders and the Local Education Partnership (LEP) begin.
5. 
Processes and timings

5.1 To be a meaningful and sustainable vision and strategy, the ‘ownership’ of the SSfC needs to be broad and deeply embedded. In this sense, for the school, the process of developing of the SSfC is potentially more important than the product. This is a significant opportunity to construct and articulate a widely-shared long-term educational vision and strategy and to marshal support for it; identifying both financial and human resources to provide the essential capacity required to deliver BSF to time and the requisite quality.
5.2 All through the process, the school will want to think about how to build leadership capacity for sustainable change, and how to involve and energise people to drive the undertaking forwards at a pace. Schools that have found the SSfC worked for them have used the strategy development process as a way of developing individual and team ownership of key areas.
5.3 There is a risk of the SSfC process giving rise to something idealistic, but not achievable. It will be important for school leaders to be ambitious but also to apply reality checks. There is limited funding and the SSfC should be a credible, achievable and affordable strategy, not a wish list!
5.4 The principal features of the SSfC development process are explained in diagrammatic form, with a commentary, in Annex 2.

Stakeholder engagement: who should be involved in developing the SSfC, and why?

5.5 It is important that the school SfC is shared and believed in by all the school’s stakeholders. Clearly, the key driver for its development will be the Headteacher and senior leadership team, and they will wish to elicit ideas from their stakeholders as a result of a substantial dialogue and engagement with them. These stakeholders are likely to include:
· the Governing Body (and federation, Foundation, Trust and Diocesan partners where relevant)

· All staff (including support staff)

· Parents, carers and families
· Agencies and organisations working with the school
· Non-school education delivery partners, e.g. arts organisations, museums, libraries
· The local community and users of the school site

· Other schools

· The local authority and its partners, including the Cultural and PE and Sport stakeholder groups
· Businesses and employers with whom the school has links
and, arguably most important of all,

· Children and young people.
5.6 Consultation and engagement of these stakeholders should begin as early as possible, in a planned way. In the early stages of development of the SSfC, consultations and engagements should not be focused on buildings and design, but on educational provision, and the potential offered by BSF to re-think learning, teaching, the curriculum, pastoral care, school organisation and the school’s community interface.  
Note: Separate guidance on consultation and engagement in BSF is available on the PfS website.

5.7 In doing so, the school will begin to distil a shared vision of what education should look and feel like in the future. It can then turn its mind to how it could achieve those goals (the strategy); and then, when it is clear what changes need to be made, the school and its stakeholders are in a good position to think about how the building, site and infrastructure could facilitate that (articulated in an educational brief to designers).

5.8 This guidance, and the SSfC requirements, are structured around this sequential process. It will not work satisfactorily if stages are missed, rushed or glossed over. The process is described more fully and in diagrammatic form as Annex 2.
5.9 The principal risk in a school not involving all its stakeholders, from an early stage and throughout, is that the vision and strategy and all that flows from them, including the building specification, are not ‘owned’, and are therefore not sustainable long-term.  Involving stakeholders is more than simply gathering ideas – it is about building capacity, generating belief in the direction of travel and energising those who will have to turn the vision into a reality long after BSF is over.
5.10 In developing its consultation and engagement plans, the school might find it helpful to distinguish between:

· Communication – put simply, the management of information flow, keeping stakeholders informed, media relations and so on;
· Consultation – ascertaining stakeholders’ responses to specific ideas or proposals; or, in some cases, to a range of possible options (the key factor being that people are being consulted about some thing); and
· Engagement – essentially, working with stakeholders, without preconceived outcomes, to explore the challenge and co-construct the solution (the difference being that, at the outset, there is no proposal - the proposal emerges from the engagement process). Authentic engagement, using appropriate methods and tools, gives stakeholders a real voice.
Within the consultation and engagement plan, different types of strategy will be needed for different purposes, and there are different tools for and approaches to each. 

5.11 One key consideration is that, once a stakeholder group has been consulted or engaged with, the school is duty bound to keep them informed about the outcomes of their contributions. Not doing so risks losing momentum and ‘buy in’ to long-term joint working or, worse still, generating resentment that their ideas were not listened to and/or that it was a fait accompli and the consultation was cosmetic. These ‘feedback loops’ are important to plan for.
5.12 It is suggested that the school should keep a record of its consultation and engagement strategy and activities, along the lines of this matrix (a blank version of which is at Annex 3):
	Stakeholders / groups consulted
	Consultation and engagement activities to date
	Outcomes / key ideas arising
	How these ideas have informed the SSfC



	e.g. Year 7 students
	Half-day visioning activities based on their transition from primary school

12th February
	· Better signage / wayfinding

· More social spaces

· Fewer teachers per week
	·  School-within-school for year 7

·  Pupils stay put, teachers move to them

·  Integrated curriculum

	Governors’ curriculum committee
	Two-hour curriculum review, 19th March
	· More vocational pathways needed

· Standards in the core subjects
	·  Lead school for Creative & Media Diploma

·  Facilities for team working activities @ KS4

·  More time for English and Maths

·  Suiting of core subject rooms around workspace / resource base

	etc.
	
	
	

	
	
	
	


5.13 
Schools may want to use the process of developing their SSfC as a learning tool for their learners. BSF can offer excellent opportunities for learners to engage with the built environment, design, heritage and sustainability right across the curriculum. Learning can be structured to capture young people’s thoughts and ideas, and feed them into the SSfC development. Many partners, such as museums, archives, libraries and arts organisations can help schools to implement innovative plans for learning.

Who should lead the development of the SSfC?

5.14
Whilst acknowledging the central leadership role of the headteacher and senior leadership team (SLT) , the task of developing, and then implementing, a long-term transformational change strategy risks placing a considerable burden on a few people. It also raises questions about its sustainability. To mitigate these risks, the school will want to consider how it might build leadership capacity by methods such as:

· Distributing aspects of the leadership of change (within a clear framework of accountability);

· Identifying, energising and empowering those members of staff who are key influencers, networkers and mobilisers;

· Setting up, and giving time and permission to, a Champions Group, to act as proxy for the SLT on aspects of the work (while remaining accountable);

· Harnessing the skills, capacity, expertise and insights of members of the Governing Body (who, after all, have a responsibility for the school’s strategic direction, so this should be their core business);

· Harnessing the skills, capacity and insights of students 
· Harnessing the skills, capacity and insights of parents, families and the local community, particularly where they have valuable skills and experience to bring to bear;

· Re-directing existing internal resources to support this undertaking;

· Accessing external resources to support this undertaking, e.g. participating in the NSCL Leadership Programme, TDA links and the tools within their School Improvement Planning Framework, National Strategies, SSAT etc;
· Engaging with co-development projects, research work and action research and linking with innovative organisations;
· Sharing experience and expertise across schools to build capacity in support of change and to benefit from lessons learned.
5.15
Many local authorities engage external education and ICT advisers to support them and the schools through the BSF programme, and nominate their own ‘lead officers’ to provide support and challenge to schools. These individuals and companies bring with them a wealth of expertise about engagement methodologies, processes and tools, experience from other LAs and schools, and an external, ‘critical friend’ challenge perspective. If available, this potential resource should be mined.
When does the SSfC need to be done, and why?

5.16
The SSfC development process needs to be started as soon as the LA is invited to join the BSF programme, for three principal reasons:
1. Alignment of the LA-wide SfC and individual schools’ SfCs is an important demonstration of a ‘joined up’ approach to the programme and believable ambitions. The educational vision and strategy contained within the LA-wide SfC will set out principles, commitments and parameters for all its schools (agreed with the schools). The SSfCs are the local interpretation of these principles, reflecting the schools’ contexts, challenges, strengths and ambitions. The two documents therefore influence each other, and it is vital that SSfCs are developed in parallel with LA SfC, and regular opportunities for cross-referencing and convergence are created, if the interface between them is to be real.
2. The LA SfC is in two parts: Part A coves the educational vision and strategy; Part B the estate strategy which arises from it. If the estate strategy is to be meaningful, it has to be able to capture the collective design challenges being posed by all its schools, and outline proposals to meet them. Effectively, this means that the schools’ education briefs (the third element of the SSfC) need to be ready for the LA to use part-way through the development of the LA-wide SfC. Because of the linear, sequential nature of the development of SSfCs, schools cannot be in a position to provide this information to the LA until they have substantially completed their visioning process, and worked out at least the principal elements of their strategy. Thus, the sooner schools start their SSfCs, the better the briefs the LA use for their estate strategy.
3. SSfCs take a long time to develop. The rigour and breadth of the required thinking, the number of stakeholders involved, the crystallisation of a shared, compelling vision, and the process of fully exploring and prioritising commitments to action place significant demands on a school which is still operating ‘as normal’. PfS advice is to take plenty of time over it, and do the job thoroughly. 
What happens after the SSfC is submitted?

5.17 The SSfC is used for a number of purposes at various points in the design and procurement stages of the BSF programme. Principally, it is the school’s own document. It can continue to be shaped and refined right through BSF, and beyond, and some schools have found it useful to treat it as a live ‘workbook’, and a powerful tool for long-term school improvement.
5.18 It is important to recognise that SSfCs are developed at a much earlier stage than the point at which they are formally evaluated. They are included as part of the local authority’s Strategy for Change submission to PfS so that the LA can demonstrate that the information contained within school SfCs has been used to drive the authority’s estate strategy and prioritisation, the second part of their SfC.
5.19 The local authority and its Technical Advisers use the content of SSfCs, and particularly the Education Brief sections, to inform the estate strategy element of their SfC (Part B).  Indeed, PfS, in its assessment of SfC, makes a judgement about whether the estate strategy has been derived from identified educational priorities, and will use SSfCs as the means for making this judgement. The SSfCs, and the priorities expressed within them, actively contribute to processes such as prioritisation of schools, decisions about the balance between new build and refurbishment, and options appraisals.
5.20 Post-SfC assessment, the LA constructs an Outline Business Case (OBC), effectively to start to shape the scope and demand of what they propose to take to the market. The Education Briefs from SSfCs (and from the LA’s SfC) directly feed important information into a suite of documents within the OBC covering design, furniture and equipment and facilities management (a series of design briefs and requirements, collectively called the Facilities and Services Output Specification).
5.21 At the OBC assessment stage, PfS makes another assessment of whether the SSfCs (particularly those for the sample schools which are likely to be more advanced by that stage) are sufficiently transformational, whether they address all the key policy areas and whether they have appropriately developed their change management plans and KPIs.
5.22 In practice, the SSfCs continue to be developed and refined by the school well beyond OBC. They form part of the development of the Business Case (informing options appraisals and affordability calculations, for example) and contract documentation; and they are a vehicle for dialogue with bidders and, later, with the LEP. Essentially, they become a key method for the school to articulate its educational ambitions and building needs, and a strategic plan for the management of the proposed changes to delivery and organisation.   
5.23 In the procurement phase, potential bidders will engage with schools to understand better the nature of the programme they are bidding for. A key vehicle for doing this, as well as school visits, is the SSfC. One of the assessment criteria for assessing bidders is the extent to which they understand the local context and whether they have convinced the LA and schools that they can deliver the required transformation.
5.24 From the point of procurement (Financial Close), a Local Education Partnership (LEP) is formed to deliver the programme. Detailed designs will be worked up for all the schools (again, the SSfC being a vital source of information for this); and the LEP will take on responsibility for a wide range of KPIs, including educational KPIs and Collective Partnership Targets which will have been shaped, at least in part, by the schools’ KPIs from their SSfCs.
5.25 Whilst PfS will wish to be satisfied that SSfCs are sufficiently transformational, as well as being deliverable, it will not undertake formal evaluation of them nor provide detailed feedback on individual SSfCs. Rather, the local authority should develop and undertake its own review / quality assurance processes. The LA might wish to use or adapt the self-review checklist contained within this guidance (Annex 1). PfS will wish to review and validate the LA’s process: PfS’ role is essentially one of quality assurance. The LA should submit its evidence of self-evaluation of SSfCs, including the action taken, prior to submission of the LA SfC. On the basis of this, the PfS team will then sample the SSfCs themselves. At Outline Business Case stage, a more formal evaluation of SSfCs is made by PfS in terms of their transformational ambition, their achievability, and whether the school SfCs meet all policy requirements and align with the LA-wide SfC. 
6 Summary: what needs to be submitted?
The SSfC might comprise one document (with sections) or more than one document. Whichever form is chosen, there are three key elements to the submission (the numbers in brackets refer to the Process Chart, Annex2):
1. Vision

This will be a concise and vivid statement of the school’s long-term transformational vision for 21st century learning (1); it will include the identification of key challenges the school is trying to overcome through this strategy (2); and the key elements (‘big ideas’) will have been summarised and prioritised (3).
2.
Strategy
This is likely to be the most substantial proportion of the document. The strategy (4) will be set out under the required section headings, including the school’s response to national policy and its response to its own challenges and ambitions. The expectation is that ICT is threaded through all sections of this strategy, and that each section considers inclusion, change management and KPIs. The Strategy will specifically need to highlight opportunities and implications for collaboration (5); an outline change management strategy (6); and summary KPIs (7), linked to the principal goals of the vision and the strategy and focusing, wherever possible, on impact and outcomes. Associated with the strategy should be a description about how the school has engaged with all its stakeholders (10) in the development of a shared, compelling Strategy for Change (recorded on a template such as in Annex 3); and how it has built BSF leadership capacity (10) throughout the organisation.

2 Education Brief

The Education Brief (8) is the translation tool which articulates what the buildings, site, infrastructure, furniture and resources need to be able to do to support and deliver the educational strategy (in terms of required functionality not a list of design solutions or requirements). In this way, the designer is given the task of offering potential solutions to the challenge the school has set (rather than the school having to specify the solution). For example, “Reduce opportunities for bullying” would be a better brief than “no dark corners to hide in”. An important part of it will be a list of the ICT challenges (9), extracted from the strategy sections, and expressed as required functionality (not solutions); this informs the ICT Output Specification)

7. 
Where to find support
7.1
There is a range of support available to schools, including:

· The local authority and its advisers
· Partnerships for Schools
· NCSL
· Other agencies and organisations such as TDA, National Strategies, QCA, BCSE, The Sorrell Foundation, and so on;
· Other schools
7.2 Local authorities
· The LA should provide schools with the guidance, support and challenge they need to facilitate the development of ambitious, comprehensive and imaginative SSfCs, either from its internal resources and/or by utilising their external education advisers appointed for the purpose. The LA will agree with schools a process which provides a consistent and helpful structure and which allows sufficient time. It will set up methods for testing and securing alignment between schools, and between the schools’ SfCs and the LA-wide SfC, and for exploring opportunities for collaboration between schools. 
· The LA will be expected to carry out all necessary consultations (formal and informal) in relation to school organisational issues but not, of course, the school’s internal consultations and engagement of stakeholders. 
· The LA will also undertake its own review / quality assurance processes and will be expected to provide ongoing, formative feedback to schools on drafts of SSfCs.

7.3 Partnerships for Schools (PfS)
· A multi-disciplinary team (MDT) comprising Education Director, Project Director, Education ICT Adviser, Sport and PE Adviser, Design Manager and Commercial Manager supports the local authority and its schools throughout the BSF programme.
· Whilst the MDT’s role is principally one of quality assurance in relation to SSfCs and it is unlikely to work closely with individual schools, it might well provide guidance, challenge and support for the group of schools, e.g. by attending or presenting at meetings of headteachers or Transformation Teams, particularly in relation to the process and expectations. 
· In the early stages of the programme, the PfS MDT may pay closer attention to the sample schools’ SSfCs as they are developed more quickly as a method of ascertaining the affordability and achievability of the entire Wave of schools.
· The PfS MDT may also provide a degree of challenge and support for individual schools if their emerging SSfCs are not sufficiently transformational, complete or aligned with national policy expectations or the LA’s SfC commitments; and the MDT will sample the SSfCs towards the end of the LA’s SfC period, based on the evidence of self-evaluation submitted by the LA.
· The PfS website also has an area devoted to the sharing of good practice and lessons learned from earlier BSF waves: http://www.partnershipsforschools.org.uk/library/casestudies.jsp
7.4 National College of School Leadership (NCSL)
· The five-day, face-to-face NCSL programme spans two academic terms and is aligned with the local authority's Strategy for Change timeline. The programme is made up of three phases, outlined below, and covers a range of key themes to inform area-wide and individual visions. These key themes include understanding architectural design and its impact on learning, leadership of current and future technologies and change management within Building Schools for the Future (BSF).

· The overall aims are to:

· explore educational levers and key trends to provide insights and new perspectives to stimulate genuinely new, visionary thinking

· build a team culture to drive forward change within the BSF Capital Investment timescales

· support engagement of all stakeholders in developing the vision for learning

· gain an understanding of the transformational power of technology 

· consider and plan for innovative developments to deliver environments that meet the needs of learners now and in the future 
· explore key issues driving change within BSF
· provide bespoke feedback on SSfCs (where requested).
Schools should contact their LAs to check whether they are taking part in the programme. Further information is available on the NCSL website: www.ncsl.org.uk
7.5 Other agencies and organisations:

A short paper, ‘Expectations of Transformation with BSF’ is available for reference on the PfS Transformation website. This site contains links to some information sources, partner organisations and further reading.
Schools and local authorities might find the tools and methodologies contained within the TDA’s School Improvement Planning Framework useful.

Many publications and websites exist which are useful in stimulating and challenging thinking about aspects of BSF, including from organisations such as CABE, Becta, QCA, SSAT, BCSE, Futurelab, Demos, Innovation Unit, Learning through Landscapes, Sorrell Foundation, English Secondary School Association (ESSA), professional associations (e.g. ASCL and NAHT), National Governors Association, and similar.
Other examples include local and national sports clubs and governing bodies; and cultural and creative organisations in each region which have worked on initiatives such as the national Arts Award, Artsmark, Cultural Hubs, Strategic Commissioning and Creative Partnerships projects. These organisations have considerable expertise in developing whole-school change programmes, delivering CPD to teachers and involving young people in decision making. To contact one of these organisations, please see the Culture pages in the PfS website.
7.6 Other schools

It will be useful to visit other schools (new build and remodelled), colleges and other learning environments, to learn more about their experience of developing spaces to support their education vision (including the opportunities and pitfalls) and to observe first hand how the building interacts with its users. It will be most beneficial to embark on visits with specific lines of enquiry - a structured investigation of specific issues, rather than simply gathering impressions. 

Schools might find it worthwhile to work with the LA’s Client Design Adviser (CDA) to help them think through the links between education and design (and, possibly, to accompany them on visits).

7.7 Further guidance and information

This Schools’ Strategy for Change guidance is available on the PfS website (www.partnershipsforschools.org.uk).   

To support it, there is also a Powerpoint presentation introducing School SfCs and containing some of the key elements of this guidance in a form that could be used by local authorities or schools. 

While developing SSfCs, schools will want to refer to more detailed PfS guidance on:

· Change Management Plans within Strategy for Change
· The Development of Educational KPIs (EKPIs)

Local authorities particularly are advised to read this guidance alongside the Guidance for BSF Wave 7 and subsequent waves on:

· Readiness to Deliver 

· Strategy for Change
· Consultation and Engagement

· ICT Output Specification and ICT: Opportunities for Transformation within BSF
· The suite of six documents within the Facilities and Services Output Specification, including the Education Design Brief, Facilities Management and Furniture and Equipment.
Also on the PfS website is related guidance on:

· Cultural learning within the BSF programme (including webpage and case studies)
· PE and Sport Route Map and ‘Transforming PE and Sport through BSF’
ANNEX 1:
SELF-REVIEW AND ASSESSMENT CHECKLIST

Schools, while developing their SSfC, might want to use this self-review checklist (as well as the section headings list) to prompt reflection and discussion, to ensure that their SSfC comprehensively addresses all policy requirements, to structure the writing of the SSfC and to review their own progress objectively. All the key elements (left hand column) should be addressed, but schools should not feel constrained necessarily to adopt that structure when writing the SSfC.

Local authorities might wish to use or adapt this checklist as the basis for their own review, quality assurance and feedback process when working with its schools.
PfS will use it as the basis of their formal evaluation of SSfCs.

	
	Prompts and suggestions
	Ask yourself?



	VISION



	Key elements and priorities of the school’s vision
	· What are our principal challenges and the key things we need to change and why?
· Explain the underlying ‘big ideas’, non-negotiables and core values of the vision (the ‘destination’)

· Prioritise a small number of key themes / goals / ‘not for sale’ items and guiding principles (what are the school’s 5-8 priorities?) 
	· Is there a clear, long term vision (‘destination’, ‘big ideas’, core values and guiding principles)?

· Are key themes / goals / ‘not for sale’ items prioritised?

	Educational KPIs (EKPIs)
	· Derive these from the school’s key priorities and principal objectives post-BSF, expressed wherever possible as outcomes. They should be:

· Few in number (a number of smaller, measurable targets might sit below each KPI)

· Long-term stretch goals

· Focused on standards and achievement, but also include a broader range of outcomes than has been traditional for measuring a school’s performance

· How will progress towards the EKPIs be monitored and evaluated and the resultant information acted upon?
	· Are EKPIs set out? Are they derived from the school’s key priorities post-BSF?

· Are they measurable? Long-term stretch goals? Focused on achievement? 

· Do they include a broader range of outcomes than traditional measures of school’s performance?

· How will progress towards EKPIs be monitored, evaluated and acted upon?

	School context 
	· Keep this brief. The context is important only to set out the key challenges the strategy is designed to overcome, and the key strengths to be built upon.

· This section could include socio-economic and community profile, NOR, prior attainment, pupil  performance, SEN, FSM, attendance, exclusions, EAL, LAC

· The school might wish to say something about its ethos, distinctive character and culture, if this is pertinent to the strategy

· Some of the data could be presented as a chart or table

· Having a clear idea of where the school is now, and where it wants to be, provides the reader with a clear understanding of the nature of the journey it proposes (and is, therefore a preparation for a gap analysis)

· The school should be honest about its current stage of ICT development to support transformation (e.g. ICT Mark, FITs, home access, innovative practice)
	· Are the key challenges clear (e.g. socio-economic profile, NOR, prior attainment, pupil performance, SEN, FSM, attendance, exclusions, EAL, LAC, underperforming groups)?

· Is the school’s ethos, distinctive character and culture described?

	KEY ELEMENTS OF STRATEGY



	Consultation and stakeholder engagement
	· The communication, consultation and engagement processes being undertaken and planned

· Range of potential stakeholders involved in developing this strategy

· How this SfC was developed and buy-in achieved

· Student voice and student leadership

· The identification of school champions / BSF leaders
	· Does the SSfC describe the consultation and engagement processes undertaken, and the range of stakeholders involved?

· Has student voice and student leadership been a feature of development of the SSfC?

· Have school champions / BSF leaders been identified and used?
· Is there evidence that all stakeholders have participated in shaping the SSfC and are committed to its delivery?

	School status
	· Include any pertinent information about proposed changes to governance, federations, co-location, trusts etc.

· Current and proposed specialist status (inc 2nd specialism)

· Existing and planned collaborations and partnerships:

1. With other schools and colleges

2. With business partners, HE, agencies, networks, voluntary sector etc

· Extended school status (now and planned)

· Initiatives such as artsmark, arts award, creative partnerships, cultural hubs learning links and strategic commissioning
	· Are proposed changes to governance, federations, co-location, trusts etc explained?

· Are proposals for specialisms set out?

· Are existing and planned collaborations / partnerships clear?

· Are proposals for extended school status set out?

	Identifying and tackling underperformance
	· Closing the gap for underperforming groups – identify the groups specifically targeted

· Engaging and motivating disaffected learners and pupils at risk of exclusion excluded pupils

· Issues of social exclusion

· Pupils out of school

· Underperforming subjects and/or key stages 

· In all cases, the school will need to identify concrete strategies
	· Are underperforming groups identified?

· Are strategies for closing gaps and removing barriers to learning provided (particularly disaffected learners, pupils at risk of exclusion, excluded pupils, pupils out of school)?

· Are issues of social exclusion explored?

· Are credible plans for tackling underperforming subjects and/or key stages set out?

	Learning
	· Include the nature of learning envisaged post-BSF, including the school’s interpretation of personalised learning, the approach to PLTS, thinking skills, functional skills, learning styles, emotional intelligence, independent learning, creativity, work-related learning
· Stretch and challenge

· Targeted support for learners

· Parental involvement in children’s learning
	· Is the nature of learning post-BSF envisaged?

· Is the school’s interpretation of personalised learning explained?

· Does the SSfC describe the school’s approach to PLTS, functional skills, learning styles, emotional intelligence, independent learning and creativity?

	Curriculum proposals
	· 11-19 curriculum continuum

· Key Stage 3, including the school’s response to the National Curriculum Big Picture

· 14-19 pathways (including but not solely diplomas), the 14-19 entitlement and work-related learning

· Differences between current curriculum offer and post-BSF, e.g. transitional arrangements, accelerated KS3, project-based learning, collaborative 14-19 delivery, stage not age arrangements, et al

· Subject innovation, e.g. school’s response to Project Faraday

· Specialisms – what is the intended curriculum impact?

· IAG
· Opportunities for learning beyond the classroom and school day
	· Are proposals for the 11-19 curriculum continuum, Key Stage 3 curriculum, including the QCA NC Big Picture, 14-19 pathways (not only diplomas) described?

· Is the post-BSF curriculum offer described, e.g. stage not age, accelerated KS3, transitional arrangements, project-based learning, etc?

· Is the intended impact of the school’s specialisms clear?

	The management of learning
	· Envisaged teaching styles

· Support for learning, e.g. teacher as ‘coach’? Teaching teams? The role of TAs and HLTAs? AOTs? Mentors?
· Workforce remodelling

· Independent and inter-dependent / peer learning

· Individual Learning Plans for all/some children (ILPs)?

· Assessment for learning

· Monitoring and target-setting; use of data to track progress in learning.

· Transition from primary school, and post-16 / post-18
	· Are envisaged teaching styles and the role of the teacher described? 

· Are plans for workforce remodelling included?

· Will learners have Individual Learning Plans?

· Does it describe how data will be used to monitor and track progress in learning?

	ECM, ICS and extended schools
	· Planned impact (post-BSF) of the ECM agenda, e.g:

· Multi-agency working

· Team around the child (TAC)

· Locality or neighbourhood working

· Extended provision (core offer as a minimum)

· Healthy schools and healthy lifestyles

· Co-location of services on the school’s site?

· Impact on community cohesion and regeneration
· Partnerships with cultural providers, sports clubs, the voluntary sector and others

· Implications for ICT
	· Is the planned impact of the ECM agenda explicit?

· Are arrangements for multi-agency working / team around the child (TAC) / locality working clear?

· Is proposed extended provision set out?

· Are there plans for a healthy school and lifestyles?

· Is co-location of services on the school’s site explored?
· Is a compelling case made for the school’s future role in and with its community?

	SEN


	· Planned model for support and intervention for children with SEN in school

· Ditto support for children with SEN on the school’s roll, but educated in other settings 

· Approaches (e.g. in-class or withdrawal)

· Inclusion of children with physical and/or learning challenges

· Physical access, support and resources

· Include any proposals for co-location or specialist resource provision

· ICT provision and needs, particularly its potential for improving access

· In-reach / outreach work

· Links to special schools and additional resource units
	· Is the planned model for support and intervention for children with SEN clear?

· Are arrangements for in-class support, withdrawal, physical access and resource deployment clear?

· Are any proposals for co-location or specialist resource provision clear?

	Inclusion
	· Removing barriers to achievement and progress

· Behaviour

· Attendance

· Exclusions and excluded groups

· Vulnerable and ‘at risk’ children / groups

· NEET

· Social inclusion

· Protocols, e.g. handling managed transfers

· G&T

· Mentoring and other support

· How ICT will support and enable inclusion
	· Does the school’s approach to inclusion set out how behaviour, attendance, excluded and ‘at risk’ groups, gifted and talented children, mentoring and other support will be addressed?

· Does the strategy extend to tackling social exclusion?

· Is it clear about how barriers to achievement and progress will be removed?

	PE and sports 

Arts and culture
	· Proposals for:

· PE and school sports (inc 5 hours per week)

· Healthy lifestyles

· Youth Cultural Offer and cultural learning across curriculum, extended and community provision
	· Are proposals set out for:

· PE and school sports (5 hours per week)?

· Youth Cultural Offer, arts and cultural learning?

	Community
	· Adult learning, family learning, parenting

· Community use of the school’s facilities (including virtually, through the Managed Learning Environment (MLE)

· The school’s contribution to community social and economic regeneration and neighbourhood renewal

· Involvement of parents in learning
	· Is the school’s interface with its community explored in tangible ways (e.g. adult and family learning, parenting, community use of the school’s facilities)?

· Is the school clear about its contribution to social and economic regeneration and neighbourhood renewal?

· Is greater parental involvement in learning planned?

	Models of leadership
	· Consider how the school intends to develop, inter alia:

· Leadership structures

· Leadership development

· Sustainable leadership

· Leadership at all levels (distributed)

· System leadership (if appropriate)

· Networked leadership

· Federations, collaboratives and partnerships

· Student leadership

· Working with partners
	· Does the SSfC address leadership structures inc. distributed, networked and system leadership?

· Have leadership development and capacity-building for sustainable leadership been considered?

· Does student leadership feature?

· Does it describe how it will work with partners?

	Organisation of learning
	· Length and number of lessons; ‘shape’ of school day

· Vertical groupings for curriculum and/or pastoral purposes

· Schools within schools? Communities?

· Subject-based, multi-disciplinary, integrated or project-based learning / competence curriculum?

· Out of age teaching / progression by age not stage?

· Places of learning other than school?
	· Is the planned organisation of learning made clear, e.g. the length and number of lessons, the ‘shape’ of school day, pupil groupings for curriculum and/or pastoral purposes, schools within schools, out of age teaching / progression by stage not age, subjects or project-based learning / competence curriculum, and places of learning other than school?

	Sustainability
	· Plans for environmental sustainability, carbon footprint, energy sources; and for

· Sustainable behaviours and education for sustainability;

· How the building can be a sustainable and educational resource 

· School as a sustainable organisation

· Developing sustainable communities
	· Does the SSfC include plans for:

· Environmental sustainability?

· Sustainable behaviours, education for sustainability and developing the school as a sustainable organisation?

· How the building can be a sustainable and educational resource? 

	EDUCATIONAL BRIEF IMPLICATIONS

Note:  Whilst most of the strategic elements listed above will require translation into elements of the educational brief, not all will have implications for change management or ICT. Implications ought not be repeated for the sake of it.



	Design implications and challenges
	· Looking at each strategic element you have identified, what does it translate into in terms of design requirements

· For example, strategic element may include improving behaviour. How do you want the building to support the aim? 

· Another strategic element may involve the pedagogical approach you plan to take. Again, what does this translate to in terms of space and design?
· Have you considered the potential implications and opportunities for learning environments, social and communal spaces, circulation, infrastructure, site, grounds, resources and furniture?
	· For each of your strategic elements, is there input provided on what this means for the designing of space?
· Does the SSfC set out the key design implications, challenges and required functionality of the building, learning environments, infrastructure, site, grounds, resources and furniture?

	Implications for 

ICT for learning

and

ICT for leadership, management and organisation
	· Long-term, post-BSF (a visualisation of what ICT needs to be able to do  - the functionality required - not a list of kit)

· Separate summary statements are needed for both principal focuses of the ICT investment, but the potential of ICT as an enabler should be threaded through all sections

· Developing e-confidence and e-fluency

· ICT skills and competences for students / staff

· Vision for access anywhere / anytime (and implications of this)

· Mobile devices

· ICT safety and security

· Data exchange within / between schools / other agencies

· The potential of ICT in multi-site learning

· Virtual / managed learning environments

· The ICT Managed Service
	· Is there a clear, long-term vision of the required functionality of ICT?

· Is the potential role of ICT threaded through all sections?

· Does the SSfC address issues of access to and through technology?

· Are the opportunities and challenges of virtual / managed learning environments explored?

· Is a commitment to the ICT Managed Service made, and the benefits outlined?

	Change management implications
	· Change management should relate to each of the strategic elements being proposed. 

· For example, when planning the leadership and management of change, consider all potential groups (not just teaching staff)

· Consider the management of both organisational and cultural change

· How to achieve sustainable change

· Capacity building

· Refer to PfS’s Change Management Guidance Note for fuller information about expectations
	· Is there a credible and comprehensive approach to the leadership and management of change?

· Does the school’s change management plan address both organisational and cultural change?

· Does it address sustainable change and capacity building?

· Have all potential groups been considered?


Annex 2:  What should the process of developing a School SfC be?
This Annex provides further detail and explanation about the suggested stages in the process of developing a school strategy for change.

The process chart below describes in more detail the logical, sequential approach schools should take to the development of SSfCs, the outcomes and products of which align with later requirements of the programme.
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The red arrows and numbers refer to the list of requirements set out in Section 6 (Summary: What needs to be submitted?) and demonstrate how following a structured and progressive process such as this will enable the school to generate all the information required for the SSfC submission in a planned way. 

The starting point of the process is the formulation and articulation of the school’s long-term transformational vision for 21st century learning and outcomes (see Section 1, paras 1.7 – 1.9). This will arise from substantial consultation and engagement with stakeholders (see section 5) who will continue to be involved throughout the programme. The vision will arise in large part from a robust examination of the key challenges the school is setting out to overcome (both national and local), its local context, its strengths and expertise and its areas of weakness. It will be informed by (and will help to shape) the framework, parameters and expectations of the LA-wide SfC being developed in parallel. The visioning process is likely to be enhanced by external facilitation, visits, challenge, the interrogation of ideas, evidence and case studies and stimulus for new thinking.

Because the vision is likely to be extensive and ambitious, it is important that the school gives greater emphasis to the elements of the vision which are “mission critical”, i.e. non-negotiable, “to die for” key ideas, rather than “nice to haves” – that is, to identify the key priorities.  This not only helps the school prioritise its energy and resources, it also later helps designers and bidders decide what they must prioritise, and what might be negotiable.

Each of these priorities needs then to be interrogated, analysed and discussed in detail in order to develop the strategy (what we need to do to achieve these priorities). In the diagram above, this stage (Strategy - vision to reality) is drawn as a matrix, with the required headings (see Annex 1) along one axis, and the school’s key priorities along the other. Using such a tool allows the school to ask the question: What would we need to do in relation to ‘x’ (say, the curriculum, or the organisation of learning) in order to achieve our priority of ‘y’?  In doing so, the school is driving out tangible implications and commitments to action. These are written up as the Strategy (second) part of the SSfC. It is often at this stage that members of staff, when involved in the process, see how their responsibilities, and actions they themselves can take, contribute to the bigger picture. It could be, of course, that the school is uncomfortable with the implications it uncovers – in which case that element of the vision is probably wrong, and needs to be revisited.

At the strategy development stage, it is likely that there are some implications or commitments to be made that the school cannot do alone. It is worth listing those actions which are critical success factors to the achievement of the vision but which can only be done in collaboration – e.g. with other schools, agencies, colleges, businesses or partner organisations.

It is also at this stage that the nature, scope and demand of the change management implications start to become clear; this is the point in time to start logging these and, over time, to develop them into a robust and deliverable change management plan (see paras 4.15 to 4.17 and the separate PfS guidance on change management).

If the interrogation of the priorities is rigorous in the strategy development phase, it is likely that it will give rise to questions such as: How will we know whether we have been successful? What will it look like? This is the opportunity to start to define summary Educational Key Performance Indicators (see paras 4.11 to 4.13 and the separate PfS guidance on EKPIs), linked to the principal goals of the vision and the strategy and focusing, wherever possible, on impact and outcomes.

Having a clear understandings of the changes, commitments and actions it needs to take to realise its vision, the school is then in a strong position to consider what the buildings, the organisation of learning spaces, the site, infrastructure, furniture and resources need to be able to do (the required functionality) to support and deliver the educational strategy. This is captured in The Education Brief (see Annex 4), the translation tool which articulates challenges being put to the design teams, who will be expected to offer proposed solutions. It is not up to the school to come up with these design solutions, only to define the problem to be solved.

Similarly, the potential, the envisaged role and the functionality of ICT can be extracted. It is communicated separately as a series of ICT implications (in the ICT Output Specification) because of a slightly different procurement process, not because it is a separate piece of thinking. Again, the school should not list the required equipment, just what the technology needs to be able to do. The ICT bidders will suggest the technical solutions.

All through the process, the school will want to think about how to build leadership capacity for sustainable change, and how to involve and energise people to drive the undertaking forwards at a pace (see section 5). Schools that have found the SSfC worked for them have used the strategy development process as a way of developing individual and team ownership of key areas.

There is a risk of the SSfC process giving rise to something idealistic, but not achievable. It will be important for school leaders to be ambitious but also to apply reality checks. There is limited funding and the SSfC should be a credible, achievable and affordable strategy, not a wish list!

Experience suggests that not only is this a sequential process that can’t be short cut, and doesn’t work in a different order, it takes time to do well, involves gathering a lot stakeholders’ voices and benefits from external challenge. PfS advice to schools is to take the time, do it in this order (resist the temptation to discuss buildings too soon!), don’t rush it, focus on the ‘key ideas’ before the detail and take key decisions early.
ANNEX 3:
RECORD OF CONSULTATION AND ENGAGEMENT

The school should keep a record of its consultation and engagement strategy and activities, along the lines of this matrix:

	Stakeholders / groups consulted
	Consultation and engagement activities to date
	Outcomes / key ideas arising
	How these ideas have informed the SSfC

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Annex 4:  What form should the Education Brief take?

Once the school has explored the implications of its long-term vision thoroughly and is clear about the actions it needs to take to achieve it (in the form of its education strategy), it will become evident that the building could be a significant enabler (or impediment). By building, we include the design, configuration, layout, type and size of spaces, the infrastructure, furniture, fittings and equipment, outside spaces and the site as a whole. It will be possible for the school, by taking each element of the strategy in turn, to describe the kind of provision or type of spaces or it needs in order to do what it plans to do (i.e. to articulate the design challenge clearly). 

It will be helpful to indicate the frequency of different approaches to learning and teaching e.g. how big a part group collaboration is intended to play, the extent to which learners will require opportunities to’ break out’, how much of the week will be spent in very large group settings, and so on.

Sometimes it is useful, as well as a list of functional requirements, to provide other material to enable others to visualise the future school, for example illustrations of environments the school likes, and those it doesn’t, mood boards, a Day in the Life of…’ vignettes, and so on. 

In this way, the design team receives a clear Education Brief, and is given the task of suggesting possible solutions to the challenges the school has set.
As a guide, and because high quality information is likely to give rise to better results, it is helpful if the design functionality described in the Education Brief:

· Is prioritised (in the same way that the key elements of the vision are), so that designers know what elements are central to the school’s ambition, and which are desirable. In this way, an educational value can be accorded to design decisions;

· Describes the purposes of different spaces, and by whom they will be used;

· Sets out organisational principles, e.g. for pastoral arrangements, social spaces,  adjacencies and clusters of spaces, small spaces, and the school’s requirements for specialist facilities and extended provision;
· Avoids generic and largely meaningless words and phrases like ‘flexible’, ‘world class’, ‘industry standard’ and ‘multi-purpose’.
The Education Brief is the way in which the SSfC is linked to a suite of six, technical documents at OBC stage. This ‘translation’ stage is necessary because Strategies for Change tend to be framed in educational ‘language’, whereas the Output Specifications are framed in technical, design ‘language’. The Education Brief is the point of conversion, and acts as evidence that the estate strategy proposed has indeed been derived from the educational strategy.

Schools can use whatever form of Education Brief suits their purposes or style of working. Lists and tables are common (and probably more accessible than prose). To assist schools with this process of conversion or translation, the matrix below sets out, along the horizontal axis, an example of the key elements of an SSfC (schools can insert their own); and, on the vertical access, the terminology and structure used by design and technical teams. By populating this matrix, using the ‘what would this mean for….?’ style of questioning, it should become clear what the design implications and challenges are, for different features of the school’s design, for each strand of the educational strategy. Think of the cells as triggers for discussion and reflection, not as requirements - not all boxes need to be populated. Indeed most of the lower down ones probably can’t be populated at the SSfC stage.
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Note: 


All the diagrams in this guidance are contained within a Powerpoint presentation, available for the use of LAs and schools, on the PfS website.





























Purpose of this guidance





This guidance replaces the previous guidance for BSF Schools’ Strategy for Change, builds upon lessons learnt from the early waves of BSF and aligns requirements with revisions to the Local Authority guidance on Readiness to Deliver and Strategy for Change (for the second half of the programme, what was known a Wave 7 onwards), the Education Design Brief (part of the Facilities and Services Output Specification) and the Outline Business Case.





It is intended to provide a structure for preparing schools’ transformational educational visions and strategies comprehensively, in a way that provides the information needed to meet the later requirements of the estate strategy, design brief and procurement.
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