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Investors in People Review Report
Northallerton College
COMMERCIAL IN CONFIDENCE

IIP Specialist:  Jan Dominey
Date: 23rd March 2009
Assessment details

	Organisation Name:


	Northallerton College

	Organisation Address:


	Grammar School Lane

Northallerton

DL6 1DD

	Telephone Number:


	01609 767652

	Nature of Business:

	14-18 mixed, voluntary-controlled, secondary school

	Contacts:

	Trevor Starkey, Assistant Principal

	Number of Employees:


	112, almost equally split between teaching and support, plus 38 invigilators employed on a casual basis, and governors who are partly in scope for the review.

	Number of Sites:


	1

	Type of Assessment:


	Post-recognition review, 3 years

	Site Visit Dates:


	16th & 17th March 2009


Executive summary & assessment decision

Having conducted the review of Northallerton College, I am convinced that they meet the requirements of the Investors in People Standard, and therefore, I confirm that they will continue to be recognised as an Investor in People.
Some of the things that stood out for me during my visit – which do not necessarily fit neatly into the Investors in People Standard – included:
· The really excellent cycle of continuous improvement that is now in place for the teaching staff teams;
· The positive feedback I received about the senior managers’ effective hands-on approach, which results in a very supportive culture;
· The strong sense that people have of belonging to a team;

· The impression that people in all types of job enjoy their work and regard much of it as enjoyable or even fun!
It is worth mentioning that the Investors in People Standard has been revised since my last visit, and has become more rigorous in three areas, where I was looking for additional evidence:

· Planning, monitoring and evaluation;

· The involvement of staff in decision-making and planning;

· A shared understanding of the knowledge, skills and behaviours required for leadership and management.
All of these areas are strengths at Northallerton College.  Congratulations to the senior managers for continuing to develop their management approach.
The remainder of the report summarises strengths and good practice against the Standard, and general observations from the visit, and some suggestions for continuous improvement to help build on the college’s many good approaches, and to strengthen these in the light of feedback.  The additional feedback requested by the Principal is shown on pages 7-10.
General Findings & Strengths linked to the Indicators
	Principle 1.  Plan

These 4 indicators refer to the overarching strategies and plans that the organisation develops to help clarify: its business direction (1), learning and development needs underpinning this (2), how they will achieve equality of access (3) and the capabilities managers will need to help the organisation succeed (4).



	Indicator 1.


	Indicator 2.
	Indicator 3.
	Indicator 4.

	A strategy for improving the performance of the organisation is clearly defined and understood.
	Learning and development is planned to achieve the organisation’s objectives.
	Strategies for managing people are designed to promote equality of opportunity in the development of the organisation’s people.

	The capabilities managers need to lead, manage and develop people effectively are clearly defined and understood.


Key strengths and good practice
· The College’s Integrated Planning was still fairly new when I visited in 2006, but is now well-embedded.  The people I spoke to have a good understanding of the College Plan and how they contribute to it.  Increasingly, they can quote measurable targets for improvement.
· There are very constructive relationships with representative groups, who are consulted on key issues in relation to developing the plan.  For example, they were consulted about the potential Federation before the issue went out to wider consultation.

· People have many opportunities to comment on the plan and related issues, especially within their own teams.  Objectives from the College Plan cascade down into Performance Management targets, so people are clear about the links.
· I’ve taught in xxxxx other schools, and when I came here I found it much more enjoyable, because I like teaching to a goal.
· (The Plan) is all quite open.  Mick puts consultation papers out on everything.  We do get that information regularly but we sometimes get the impression that the decision is already made!  Most of the time it’s not a big deal though….
· Training and development activity is integral to the College Plan.  At College-wide level, the CPD programme is planned to support the objectives in the plan.  At team level, most teams work collaboratively to share good practice in order to deliver their improvement targets.  Individual development needs are reviewed against the objectives in Performance Management and fed through to the Assistant Principal.
· Some of the main activities include the Leading Change course for middle managers, the regular in-house CPD sessions (such as Bottle for Bottle, where volunteers do a presentation about their practice and are rewarded with a bottle of wine)  and a cycle of team meetings, such as Faculty meetings, working groups and the RAS group (Raising Achievement) which works on the strategic and long-term improvement of teaching and learning.  
· Each year internal projects are developed and offered for staff involvement: this year staff are working on the Virtual Learning Environment (VLE) and a project on Gifted and Talented students is being discussed for next year.
· We meet with X usually every 3 weeks and that’s very useful.  We do all get on and talk, and (the Principal) came to one about a question that had come up….We also had a mini training session and anyway X is very good at communications.
· I really enjoyed the Bottle for Bottle, I think it’s one of the best we’ve had.  I’m quite cynical about outsiders coming in – it can be very generic.  I like it when it’s staff working together, and it’s good for staff morale.
· It’s interesting that I’ve remembered all the Bottle for Bottles – far better than people from outside.
· I’ve been doing xxxxx and really enjoying it, sharing it and working in a team.
· There was a whole range of things suggested last year when we were planning CPD and we opted for what we thought was most useful.
· The RAS group is reported back to the Faculty on Thursday morning.  That’s a forum for important discussions like self-evaluation.  And within the Faculty we often have 15-20 minute lesson observations.  We often have a Faculty focus like starters or plenaries.
· Senior managers have several strategies for ensuring that everyone has opportunities for development.  One of the main strategies is to include everyone in the Performance Management process, which gives them the chance to identify their development needs; another is to ensure that everyone has membership of a team.  (See indicator 5 below for their feedback on the teams.)
· People are also encouraged to contribute ideas for performance improvement, including support staff and part-time staff who might otherwise miss out.  

· One group whose management is a shining example of good practice is the invigilators, who (despite being employed on a casual basis) have regular review meetings, and are included in social events as well as in the staff room.
· Under (the Principal) it’s quite noticeable that we’re part of the community, and it’s very pleasant.
· People reported that individual managers and team leaders are good at passing on communications.

· I do my best to get to the meetings and otherwise X fills me in.
· I can’t get to the briefings but I get the minutes which I know are almost word for word. 

· The Principal makes overt use of the National Standards for Leadership and Management to clarify the knowledge, skills and behaviours required of a manager.
· There are copies all over the place, and it’s also used in the job description to define the qualities we want.  For example, there’s a lot about being semi-autonomous in your role….and to actively seek professional development….Self-evaluation as well….And what we’ve really tried to develop is a sense of team.  
· To ensure that everyone meets these standards, the intention is for all actual and aspiring team leaders who do not already have a management qualification to undertake the Leading Change programme, and this seems to be working well.
· Managers at all levels could also explain what they need to do to lead, manage and develop people effectively.  The College provides excellent structures for Performance Management, Integrated Planning, briefing and meeting schedules and the identification of development needs, so everyone understands what is required.
· One of the leadership behaviours that is most appreciated by staff is that the senior managers are very visible, and out and about; this is a conscious decision, and an aspect of their approach that is often discussed – for example, when the Risedale Federation was first proposed.

· They are generally good – they’re out and about which is the principal thing I appreciate.  They will remove a student without question.  They notice if you miss a break-time duty, they’re quite proactive, and they’re willing to pick up litter so that the kids actually see them.  And they’re approachable.
· The only concern I’ve raised is that I do like their physical presence – I’m a big fan of that.  It’s great when someone bobs into your lessons.  
· For other comments on the managers’ effectiveness, see the next section, below.
	Principle 2.  Do

These 4 indicators refer to the way in which previous strategies and plans within Principle 1 are put into practice.  Managers have a key role to play in terms of fulfilling the expectations of their role (5), helping to give feedback and support which creates a positive climate in which staff thrive (6), feel they are engaged and involved in the success of the organisation (7) and receive the learning and development they need to do their jobs effectively (8).



	Indicator 5.


	Indicator 6.
	Indicator 7.
	Indicator 8.

	Managers are effective in leading, managing and developing people.
	People’s contribution to the organisation is recognised and valued.
	People are encouraged to take ownership and responsibility by being involved in decision- making.

	People learn and develop effectively.


Key strengths and good practice
· Everyone was able to offer consistent descriptions of the ways in which managers are effective in their role.  Typical comments included the following:
· I don’t have a lot to do with senior managers but I see how it trickles down.  My boss is fantastic and I do see the senior managers wandering the site.  When I had an incident with a student they were fantastic at supporting me.
· My manager listens and if there is a problem he will try to help, which is what bosses are for.  If I have a training need he will help me to get that fulfilled.  I get constant support and constructive criticism.
· The managers are pretty good….There’s always someone there to support you, like with a student.  One thing I think is brilliant is that (the Principal) is always around.  Someone always pops up in the classroom.  It’s brilliant to have them around the site….and they’re more approachable….(They might observe but) having them out and about is probably more effective.
· People usually commented quite spontaneously on their appreciation of their own team:
· The support is excellent within my department.  The staff are amazing…. There’s a real community feel.
· We do a lot informally (in the team), we do a lot in passing.  We play on people’s strengths.  We usually meet at some time each day, usually at lunch-times, and we meet officially on Thursday mornings and get through most things.
· I’m really fortunate – my team is a real team and we’re all team players.  Anything we do is shared and we do do things for each other…. We’re all part of the lunch-time team when we discuss the kids and the lessons.
· What I like is that it’s a proper team – if you need something you wouldn’t think twice about going to ask.
· People are also willing to help each other more generally, outside their own teams, and more than one person described putting an email out asking for help, and receiving what was needed.
· There are good systems for feedback on performance, especially for the teaching staff who have various types of observations.  People also receive useful feedback through Performance Management and in various team meetings.
· We get lots of feedback – I work with a really good department.  The (team leader) calls a spade a spade and is really good to have around.  It’s very hard to get a 4 and if you do get one you’re cock-a-hoop.
· We’re doing peer observation in the department, just for 20 minutes.  We aim to all do it as an ongoing thing and it’s fun.  As a team, we work quite closely and share resources.
· My line manager is lovely and we get on really well.  I feel very valued….and the department is a very happy department.  It’s a little family and that’s good….I do feel worthwhile and it’s a very worthwhile job.
· Communications are generally felt to be good:

· We have internal email so we’re always being updated on something.  You do get a really rapid response.  There are 101 ways to pass information on.
· People also described many ways in which they feel they receive recognition for their contribution, and in which they feel they have some autonomy:

· I get recognition back every so often which is quite nice.
· I feel appreciated by (the Principal) because he always asks how things are…. And generally I do have a say.  For example, there’s a policy in the department that we’re all allowed to teach differently.
· I feel I’m very much consulted on the big steps as well as the little ones.  I’m very interested in xxxxx and we’re looking at xxxxx, and they’ve let me take a lead….It’s very exciting.
· I get the feeling that as a department we’re trusted because we work hard and are focused.  They’re not breathing down my neck – I push myself and I’m happy to push myself.  We’re stimulated to do our very best, because we’re always moving forwards.
· With my new boss, I’m left alone much more which is better because I can make the decisions, and if there is a problem I can refer it to X.
· I feel I have autonomy, not because I have the authority but because I know that everyone would make the same decision….to achieve the same aim.  The aim is to help the young people involved, so you can tell what people will say – it’s almost like a sixth sense.
· As a team we’ve taken several issues to our boss and he’s taken them really well….A lot of systems have been put in place at our request.
· We have a session on our stories of what’s happened….and that usually results in some useful changes.
· I prefer to work through things myself so what I like is that I don’t have someone on my shoulder.
· People appreciated the opportunities they have for consultation, and even if they feel ‘it will happen anyway’ they trust their leaders to make the decision:

· The Federation is a funny one.  We were consulted but we knew it would happen anyway.  I had no opinions one way or the other.
· I had a chat with X on the implications (of the Federation) ….and I know how it’s looking.
· This culture clearly starts right at the top: the pride and pleasure that the governors take in staff and student achievements was very evident when I spoke to them.
· People could describe how their learning needs are met and how they have used the learning.  Again, they have a say on what they learn and how, and this helps to ensure that the activities are effective:
· There was a whole range of things that were suggested last year when we were planning CPD and we opted for what we thought was most useful.
· There are various examples of good practice in the in-college provision, such as the current project for developing resources in the VLE, Bottle for Bottle, and the middle manager development programme – I received positive feedback about all of these.
· One of the many strengths of the College is a recognition that much good practice is transferable, not just between teaching teams, but between teaching and support teams.  The integration of teaching assistants and technicians into the teaching teams is also working well.
· An issue that came up at the last review was that some people felt there was insufficient preparation for taking on a new subject, and it seems this has now been fully addressed.  The feedback on induction processes, whether of new members of staff, new governors or of people taking on additional or different roles, was consistently very positive:
· The induction was good.  X came in and shadowed me and the staff in the department are fantastic.
· Each time we’re placed with an experienced person.  And there’s a clear set of standards so we’re trained by taking us through those.
· For my induction we had like a plan of things to do.  It was mainly X who showed me things.  We worked on that for six weeks and then we reviewed to see how I was getting on.
· I have a weekly meeting with X, who is very good at flagging up issues and asking the right questions….and good at being understanding when things are not going as they should.
Area for development
· The Principal asked for specific feedback on the team ‘feel’ and the extent to which people feel they are semi-autonomous in their role.  As can be seen from the comments above, people were full of praise for the team work in the College, and the majority also felt that they had a good level of autonomy.  
· Nevertheless, there was a marked difference between teaching teams and support teams, and this was the main thing we discussed at the feedback meeting.  The continuous improvement cycle for support staff lacks the rigour that I see in the teaching teams, and Mick Hill readily acknowledged that this is the case.

· The support teams’ targets are mainly based on Service Level Agreements, and they would benefit from measurable targets for outcomes and for improving their overall performance, as the teaching teams have.  Because they are less clear about what they are working to achieve, it is harder for them to become autonomous, and less motivating.
· Some of their comments indicated the following areas where managers could make improvements:

· 
Taking more care to communicate the links between support staff work and 
the ‘bigger picture’ of the College Aims.

· 
Involving the relevant support staff at an earlier stage when planning changes 
in their area of work.  Several staff reported being given tasks by managers 
who did not understand the implications and had not allowed sufficient time 
for their completion.  Also, if their views are not taken into account, there is 
a risk that they may feel under-valued.

· 
Giving one or more support staff managers more responsibility for meeting 
support staff development needs, which are more likely to go unmet because 
they are one-off requirements that may be costly or require more creativity 
to meet them.  This will fit in with the possibility of eventually appointing a 
Business Manager.
· 
Setting standards for the training and development of support staff teams.  
For example, in many schools the lunch-time team is routinely trained in First 
Aid, Child Protection and Behaviour Management, as well as being involved in 
regular reviews of lunch-time behaviour.  
· 
Giving support staff generally more support with the idea of developing a 
business case to justify the costs of their development and encouraging them 
to take responsibility for sourcing their own training and development, rather 
than waiting for a senior manager to seek out the relevant opportunities.  
· 
Evaluating support staff CPD separately, as the current evaluation is very 
teacher focused.  The evaluation should include a check on any unmet 
learning needs.

· We talked at the feedback meeting about using Performance Management to set more outcome related targets for support staff teams.  In some cases new systems may have to be put in place to measure the outcomes; in other cases, existing measures can probably be used.   

	Principle 3.  Review

These 2 indicators ‘test’ the extent to which the strategies and actions of Principles 1 and 2 respectively, are making a difference to organisational success.  There needs to be evidence that learning and development is improving organisational performance (9), and that feedback on the effectiveness of people/management practices leads to improvement in the way they are being developed and managed (10).


	Indicator 9.
	Indicator 10.



	Investment in people improves the performance of the organisation.

	Improvements are continually made to the way people are managed and developed.



Key strengths and good practice
· The managers at Northallerton College are particularly good at getting good value for the investment of time, money and resources in training and development, and give this careful consideration.  For example, by providing their own middle manager training in partnership with five or six other schools, they effectively get the training free.  The vast majority of CPD is structured around the provision of teaching resources that can be shared, and this costs only the time for meetings but brings great benefits.

· Joint training sessions with Risedale are also proving very cost-effective.

· In fact, many people at all levels commented on the importance of getting value, or having a business case.

· The CPD is great.  We don’t do useless things – there’s nothing for the sake of it.
· For us to get our training we had to put together documentation – we had to put a case forward.  The next one costs £xxx but we got a deal which paid for some of the training days.
· Xxxx was free because xxxxx, and Xxxxx came from an external pot.  I do it all in my own time and make sure the impact (of cover) is the bare minimum.
· CPD is evaluated on a termly basis, two terms in arrears, giving people time to be able to report on the impact of the activity.  Each team looks at their list of development activity and gives feedback to the Assistant Principal in the form of stories that illustrate what difference has been made, how the training has been used and shared, and what worked and what didn’t.
· All this takes place in the context of the College Plan and rising standards, and a structure for self-evaluation in the teams, so that everyone is involved in looking at the impact of their development activity.
· There are plenty of external (development opportunities) but I think we gain more from each other.
· We’re aiming for xxxxx and we’ve got a spreadsheet to enter the grades so that we keep track of who’s on target….We’re on track for (the target) and we aim to increase every year.
· Last year we had responsibility for improving the GCSE grades….and they went right up.  It worked well.
· The College makes good use of external standards and awards to structure plans and monitor effectiveness: for example, OFSTED standards are used for teaching observations; and the visit for the Arts Mark Gold took place just before my review visits.
· People at all levels could give examples of ways in which the College is improving the management and development of people, and in general moving from strength to strength.  Things that were mentioned included:
· Team involvement in agreeing their SEF;

· Greater use of observations based on the OFSTED criteria;

· More discussion of data and evidence and emphasis on ‘how do you know?’;

· The more systematic evaluation process at whole-college level;
· More partnership working;
· More creative arrangements for cost-effective staff development;

· Rolling agendas for the governors, where one Faculty SEF and one section of the College SEF are reviewed at each meeting.
· People commented:

· I can’t really think of anything else to improve because over the last five years things really have moved forward.  If something doesn’t work, you know it will change, and fairly rapidly.
· It’s good to see how far the college has come – it has all come together and makes sense now.  The best thing here is the team work and the friends that I feel comfortable and safe with.
· The (small) issues raised in the last Investors in People review have all been effectively addressed.  Finally, I would like to congratulate the governors and senior managers on their handling of the downward demographic trend, and the related budget reductions.  Staff have been adroitly protected from any adverse impact by careful forward planning, and have continued to have excellent development opportunities – a very real achievement. 
Other suggestions for continuous improvement

· If the College is aiming for ‘outstanding’ from OFSTED, it could be helpful to introduce more system into governor development activities.  This is not urgent as the governing body seems to work exceptionally well; however, increasingly in schools one sees governors involved in a calendar of monitoring visits, allocating responsibility for the monitoring of governor development, and appointing mentors for new governors, so these things would be worth considering. 
· Several people commented on the ‘lack of female role models’ in the senior team, and there was a suggestion that (male) senior managers are more hesitant in dealing with female students who misbehave.
· Quite a few people expressed concern that the Federation would lead to senior managers being less available and visible, and one or two of them felt that this has already had a small impact.  There was also one suggestion that more decisions have been made ‘on the hoof’ because managers are busier.  Otherwise, people were positive about the Risedale link and expect it to bring benefits; they are also pleased because they realise it is a compliment to the College.
· A few people felt that they had insufficient contact with people from other Faculties.  While they usually said this was their ‘own fault’, it is worth noting that people are particularly appreciative of the benefits that come from working as a whole college, and the camaraderie that can only emerge as a result of these opportunities.
· One suggestion about induction was that more emphasis could be placed on how to get the most out of the intranet:

· In my first year I found it difficult to find forms and locations….Now I know the systems I know I should have explored the intranet more when I came, because it’s all on there.
· I checked on the College’s position in relation to Train to Gain and found that the College had decided against being involved after a telephone conversation with the adviser last year.
· We had previously looked at the Profile framework, a brief summary of which is attached at Annex B.  Anecdotally, it was clear from the interviews that there is quite a bit of positive evidence in the college towards the higher levels of Profile, and although the College elected to have a traditional review this time, the senior managers are interested in the possibility of Advanced Recognition.  I have sent some information to Trevor Starkey about this separately.
· It could be of benefit to the college to achieve more recognition for this, and working with the framework will also assist the college to improve.  The best way to do this is to build Profile self-review into the school’s planning process over the next 2-3 years, and work towards a Profile review at the next assessment.
· Further information on the Profile evidence requirements is available on the Investors in People website, and training on how to prepare for a Profile review is provided by from time to time by Selwyn Jones at YHAL.
· I will aim to keep in contact with the College at least once a year on Advanced Recognition and other issues, and would be grateful if managers would contact me if there is any help or information I can provide.
There is no obligation for these comments and suggestions to be taken on board - they are simply offered in the spirit of continuous improvement.  I have been very impressed by the good practice I have found at the college and wish you all every continued success with your plans, especially for the new Federation.  
Thank you to everyone who was involved for their enthusiasm and openness during the visits, and especially to Trevor who has been so efficient and thorough throughout in organising the timetables for the interviews.  Thank you also to Mick for his constructive reception of my feedback!

Annex 1 - Overview of the Investors in People Profile Model
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	Business strategy
	Learning & Development Strategy
	People Management Strategy
	Leadership & Management Strategy
	Management Effectiveness
	Recognition & Reward
	Involvement & Empower-ment
	Learning & Development
	Performance Measurement
	Continuous improve-ment

	L1
	Vision

Purpose

Strategy

Plan

Involving people
	Learning needs

Plans & Resources
	Encouraging contribution

Equality of opportunity for development & support
	Clarify the leadership & management capabilities needed
	Managers are effective and can describe how.

People can also describe how.
	Recognising and valuing contribution
	Ownership and responsibility  encouraged

Involvement in decision-making


	People’s learning & development needs are met
	Investment in learning can be quantified

Impact can be demonstrated
	Evaluation results in improved people strategies

	L2/3
	Core values

Use of KPIs

Social responsibility

Involving people & stake-holders
	Learning & development strategy to build capability

Innovation & flexibility in developing people

Learning Styles considered
	Recruitment,

Diversity,

Work Life Balance (WLB)

Constructive feedback is valued

Structure makes the most of talents
	L&M capabilities for now and the future

Review and support managers to acquire capabilities
	Top managers as role models

Coaching is used

Plan & develop people’s careers
	Reward & recognition strategies

Understand what motivates people

Success is celebrated
	Effective consultation

Sharing knowledge & information
	Effective use of internal and external resources

Innovation & flexibility of approach

Opportunity to achieve full potential
	Contribution of people strategies is measured and evaluated

Impact on KPIs can be described
	Self review is used

Information from external review is used

Effective feedback methods used to understand people’s views

	L4
	Values at the heart of strategy

Social responsibility at the heart of culture
	A culture of continuous learning
	Recruitment ensures diverse, talented workforce

Diversity & WLB link to business strategy
	L&M strategy links to business strategy and external good practice

Everyone encouraged to develop leadership capabilities
	Top managers as inspirational leaders

Coaching is part of the culture

Culture of openness and trust
	Reward & recognition strategy externally benchmarked

Benefits strategy beyond legal requirements
	Consultation / involvement is part of the culture

Culture of continuous improvement

People can challenge way things work
	All learning is valued

Mentoring is used

Support for personal development
	Flexible and effective approaches to measuring return on investment

Return on investment in people is reported to stakeholders
	Internal & external benchmarking is used

People’s views of how they are managed improve
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