
12/19/2013 

1 

First challenge: 
Educational 

Collaborative 
Networks: Unlocking 
the school’s collapse  

 

Professor Liz Todd 

liz.todd@ncl.ac.uk 

EDUCATIONAL LEADERSHIP: FOUR CHALLENGES IN A 
NETWORKED SOCIETY 

Presentation on 7th Nov 2013 

Models of intervention into 

educational disadvantage: 

partnership, leadership and 

theory of change 

What I am going to talk about…… 

Evaluation – what works? 

Theory of change – a tool of evaluation and of partnership 

Partnerships to address educational disadvantage 

Multiple partnerships What kind of leadership? 

How to address the impact of educational disadvantage? 

School-based 
initiatives 

Area-based 
initiatives 

Holistic 
Intervention-

focused 
Group-focused 
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54% gap between rich and poor in educational attainment in 
secondary schools Goodman and Gregg, 2010, p35 
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A dominant rationale 

Extended schools are a key vehicle for delivering the Government’s objective of 
lifting children out of poverty and improving outcomes for them and their 
families…A key priority, and challenge, for schools is to reach the most 
disadvantaged families within a universal framework of providing mainstream 
services for all families. 
     (HM Government, 2007) 

 

...even if we found all the factors that make schools more or less effective, 

we would still not be able to affect more than 30 percent of the variance in 

pupils’ outcomes. It has therefore become increasingly clear that a narrow 

focus on the school as an institution will not be sufficient to enable work on 

more equitable educational outcomes to progress… Interventions will need 

to impact more directly on pupils’ environment and life chances. 

      (Muijs, 2010) 



12/19/2013 

4 

What can governments do to 
intervene in the achievement gap 

between low and high income pupils? 

Depends upon: 
• Analysis of the problem 
• Government influence 

over schools 
• Funding 
• Leadership 
 

Key issues 

• Who counts as ‘disadvantaged’? 

• Direct attacks on low attainment – or holistic 

approaches to ‘barriers to learning’? 

• Stand-alone, ‘evidence-based’ interventions – or 

contextualised whole-school approaches 

• Individual school approaches – or collective 

approaches? 

• School-led decisions – or central guidance? 
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Two models 

Systemic: 

• Responds to ‘need’ 
• Focused on multiple outcomes 
• Uses context-driven approaches 
• Schools act with partners 
• Lower chance of short-term impact 
• Higher chance of longer-term 

transformation 

Two models 

Focused: 
• Targeted at categories 
• Focused on attainment 
• Uses ‘proven’ interventions 
• Schools act alone 
• High chance of short-term impact 
• Doubts about longer-term transformation 
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The UK context 

•Major changes in school budgets  

•Ring-fenced funding streams replaced 

•Local Authority services declining 

•Most schools have established programmes for 
responding to ‘disadvantage’ 

•Threats to collaborative arrangements between 
schools 

•SEN funding changes 
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Social Capital  

Coleman (1990) states: 

• “A whole set of social networks and 
relationships between adults and family 
both within the family, and outside the 
family are important in raising 
children.” 
 

“It takes a village to raise a child.”  

(African proverb) 

Principles 

 

Exam results 

 don’t stand alone 

Schools can’t 
go it alone 

More holistic role 
for schools 
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Extended schools in England 

• Multiple initiatives since 1997 

• Typically: childcare; parent support; out of hours 
activities; adult learning; inter-agency working  

• Shift from extended schools to extended services 

• Emergence of area-based initiatives 

• Similar patterns in many other countries 

 

What can extended schools achieve? 

•Student learning: Community school students show significant and widely evident 

gains in academic achievement and in essential areas of nonacademic 

development. 

 

•Family engagement: Families of community school students show increased 

stability, communication with teachers and school involvement. Parents 

demonstrate a greater sense of responsibility for their children’s learning success. 

 

•School effectiveness: Community schools enjoy stronger parent-teacher 

relationships, increased teacher satisfaction, a more positive school environment 

and greater community support. 

 

•Community vitality: Community schools promote better use of school buildings, 

and their neighborhoods enjoy increased security, heightened community pride, 

and better rapport among students and residents. 

 

      (Blank, Melaville, & Shah, 2003) 
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Pupil Premium in England 

• Introduced 2011 for pupils entitled to children 
receiving free school meals (FSM)  

• Currently £623pp, rising to £900pp in 2013-14 

• Schools free to decide best use 

• School spending to be reported to parents 

• Effectiveness of pupil premium monitored by 
Ofsted 

• Guidance offered by the Pupil Premium Toolkit 
http://educationendowmentfoundation.org.uk/toolki
t  

http://educationendowmentfoundation.org.uk/toolkit
http://educationendowmentfoundation.org.uk/toolkit
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The Case Studies 

 
• 34 schools:  

– 16 primary, 14 secondary, 4 special   
– Regional spread 
– Rural, urban and seaside settings  
– High, medium, low: Free School Meals, 

Attainment, BME  
– Range of school sizes and types   

 
• Interviews with: 

– Head teacher 
– School business manager  
– Other members of staff involved in deciding 

how PP is used / providing PP activities 
– Governors 

Schools’ range of provision for disadvantage  
 

• Schools typically have a wide array of provision to address 
multiple issues of disadvantage.   

 

• Much of this is longstanding and has been developed over time:  

 

– One secondary school (c.10% FSM) had: an inclusion 
attendance officer; and EAL consultant; an inclusion unit 
providing alternative curriculum and anger management 
courses; a range of extra-curricular activities; in-class 
teacher and TA support; revision classes for older pupils; 
in class support for ‘vulnerable’ pupils; funding for 
pupils from poorer families to participate in all school 
activities.  

 

– One primary school (c.3% FSM) had: learning 
interventions, enrichment activities, a learning mentor, 
and the capacity to developed customised packages for 
individual children by buying in specialist support. 
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• Increase in participation in university education disproportionately 
benefited middle classes (Elias and Purcell 2012) 

 
• Support by parents for children to attend out of school activities 

contributes to the advantage experienced by middle-class children in 
educational success (Vincent and Ball 2006; Vincent et al. 2008a; 
Vincent et al. 2008b; Ball 2010) 

 
• A number of policies to do with school choice, gifted and talented 

and parental involvement are suggested to have reproduced 
educational advantage rather than to have contributed to reducing 
disadvantage (Reay 2004a) 

Policies aimed at the 

disadvantaged… 

A primary school head teacher spoke of the 

realisation of his own expectations. This primary 

school, under his leadership, is a community-

orientated school and makes much provision to 

redress underachievement that is imaginative and 

effective. He said he had realised that when the child 

whose mother is a high ranking professional failed to 

learn to read his thought was not to worry as this 

would happen soon. When the same happened to the 

child of a non-professional parent, he did not have 

the same expectations.  

Institutionalised low expectations 
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Case study and 
development of 

theory of change: 
17 schools. 

Cost-
benefit 

analysis: 
10 schools 

Statistical 
analysis: 
outcome 
measures 

Children’s Aid Society Community Schools in New York 

…community schools are complex systems making 
fundamental institutional changes, and the 
means that events occur in many ways and on 
many levels. 

– It is, therefore 

…necessary to look beyond standardized test 
scores to understand the impact of community 
schools. 

Clark & Grimaldi, 2005 
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Theory of Change 

A systematic and cumulative study of the links 
between activities, outcomes and context of 
the initiative 

Fullbright-Anderson, Kubisch and Connell, 1998: 16 

 

 

Theory of change reflections 

• Schools as participants in the evaluation ‘do we have to pay?’ 

• Double-edged sword: 
– Helps inform their actions 

– Demands their willing contribution 

– A developmental process for schools 

– FSESs change 

• Practitioner thinking 
– shaped by immediate demands 

– characterised by taken for granted assumptions 

• Evaluation best built into planning stage 
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Theory of change evaluation 

• Aims to surface the theory linking actions to 
outcomes via intermediate changes 

• Seeks evidence to substantiate the theory (not 
just for outcomes) 

• Can: 
– Deal with complexity 

– Predict outcomes 

– Use many types of data 

– Provide early feedback 
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• Important (transformative?) impacts on 
individuals & families 

• Some evidence of cultural change in 
school 

• Benefits outweigh costs  

• Weak evidence of overall attainment 
gains 

• No evidence of fundamental 
transformation at societal level 

Findings of 3 year evaluation of full service 

extended schools, Cummings et al. 2007 
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Average GCSE achievement rising for all income groups, gap closing. DCSF 
(2009a) (for years 2003–07); DSCF (2009b) (for year 2008) 

More is happening for young people, 

for example football and homework  

clubs…We’ve broken down barriers 

and our doors have opened…There 

are  

more adults walking the corridors…It 

feels less like a young person’s 

ghetto  

and more of a community. 

(ES co-ordinator)  

It has improved the 

reputation of the school and 

it is improving all  the time  

 with the full service school, 

the sports hall [new build] 

and the healthy school.  

(student) 

I don’t eat breakfast at 

home and  

so coming here means I 

get breakfast  

(student) 

twelve parents attended 

the smoking  

cessation course and one 

parent stopped smoking 

(school nurse) 
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I was finding, because of the nature of 

the community, when I looked at 

my role as a headteacher which is 

about leading the learning and the 

teaching, so much of my time was 

being taking up dealing with the social 

work issues… I did a review over a four 

week period of my time and 60% 

of that time was social work related 

and that’s not where my strengths 

are. My strengths are in teaching and 

learning. (primary head teacher – now 

has time to commit to teaching and 

learning) 

We’ve got parents in the school 

working as learning support 

assistants, two are learning 

support assistants, our college 

assistants were our dinner 

ladies…We’ve trained them up 

through NVQs and they are now 

our college assistants. They 

work full time for us. Two of 

them work on reception and 

repro-graphics having also got 

desk top computer skills, 

three of them in student support 

helping with issues to do with 

the school.(head teacher) 

 

It’s kind of like we’ve been 

doing this and now we can 

finance it properly. 

In the past it’s been like on a 

wing and a prayer. (Assistant 

Headteacher, 

LA20)  

You cannot work in an inner 

city and say this [extended 

schooling] belongs outside 

our curriculum. It is 

absolutely why we got into 

this work. 

(Deputy headteacher, LA18)  

We can help other people 

achieve their targets. The 

Health Authority have targets 

they need to achieve and 

we’ve got sitting clients to help 

them achieve some of those 

really difficult targets. 

(ES coordinator) 

 

Previously, you called school and spoke 

with the SENCO and not the teachers. Now, 

I get to speak with teachers and get 

additional information and my 

assessments are ten times longer. I have a 

much rounder picture of the children. There 

is lots of information I can pick up [around 

school] from speaking with the dinner 

ladies. 

(Social worker) 
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Weak management could be a 

problem as the extended school 

could take 

over the school and lose the 

focus on schooling.  

(secondary head teacher) 

An inhibiting factor is the capacity 

issue. My staff work very hard and 

put in long hours and lots of extra 

curricular activities go on and we have 

to ensure that we have the capacity and 

energy and right personnel in 

place. I regularly do a 70-80 hour week.  

(secondary head teacher) 

The community is a very 

fractured place and hard 

to define let alone 

consult with.  

(ES manager) 

In terms of the other agencies and 

regeneration issues, no, they haven’t 

made contact with the school and that 

is really frustrating because the 

school is in the heart of the community 

and I think we should be 

consulted about central changes…but I 

have to hear about these things. I 

mean, I wasn’t consulted about Sure 

Start and Sure Start affects my 

families. (head teacher) 

http://www.hcz.org/home 

A US example 

One of our core beliefs is that in poor communities where, literally, all of the institutions 
are failing children, you can’t do one thing and expect you’ll solve the issue of scale. I 
mean, you can save some children with an early intervention programme, and you can 
save some children if you work with addicted mothers, and you can save some children if 
you have after-school programs. But if you start talking about how you’re going to save 
most of the children, you have to do all those things, and do them over the long term, and 
you have to make sure you count how many children actually received those services.  
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The HCZ pipeline 

English children’s zones 

• Local authority initiated, area-based school 
clusters 

• Local authority, multi-agency ‘front-line’ 
teams  

• Creating a limited company as a basis for area 
partnership 

• Creating collaborative arrangements linking 
schools, services and a local authority  
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Books 

• Cummings, C., Dyson, A. and Todd, L. (2012 in press) 
Beyond the school gates; can full service and extended 
schools overcome disadvantage? Routledge   

• Kennedy, H., Landor, M., and Todd, L.  (eds) (2012 in 
press) Video Interaction Guidance: a relationship-based 
intervention to promote attunement, empathy and 
well-being. London: Jessica Kingsley Publishers. 

• Todd, L. (2007) Partnerships for Inclusive Education. A 
critical approach to collaborative working.   London: 
Routledge. Shortlisted (in top 4) for the NASEN/ TES 
Academic Book Prize. 
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