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Notes on…Vertical Tutoring


• Teacher quality is not the problem; a system that undermines teaching and learning, is


• Centralism creates factory schools; progress is an illusion


• Schools create ‘back-office’ bureaucracies and close down ‘front office’ learning processes


• Centralism killed schools and schools killed the tutor: it is this that has disabled schools


• There has never been a time when every child has mattered less than now


• There is no parent partnership worthy of the name in UK schools


• Most training, including the NPQH, is about compliance to a system that doesn’t work


• While schools have a culture of dependency, there can be no transformation


• To make progress, schools have to appreciate the nature of chaos and spiritual intelligence


• Year-based school systems don’t work, have never worked and cannot be made to work




This book is a contribution to school improvement.


It explores school management and Learning


Relationships within a systems thinking framework. The book openly


promotes Vertical Tutoring as the key to school


transformation.




Peter Barnard is a former Headteacher of two large and very successful secondary schools and now runs his own consultancy on school improvement and (especially) Vertical Tutoring. He can usually be contacted either on his allotment or travelling the world watching hard-core punk rock bands! His website is www.verticaltutoring.org
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Preface


At the turn of the Millennium, I was inspired to write ‘Chaos, Culture and Third Millennium Schools’. It used metaphor, Systems Thinking and common sense to try and explain why our inspirational schools seem to be so organisationally stuck. That was then. In 2010, we arrive at the start of a new epoch. A visionary new leader, Barack Obama, has become president of the USA and a new coalition government is in place in the UK. The world is in economic turmoil. Our backs are to the wall and things are set to get worse before they get better. Chaos has escaped and has returned to our organisations and to our culture: but there can be no better time to take stock, to review and plan new pathways: it is time again for new paradigms and direction.


For education, it is time to re-map the territory, put back the signposts, gather energy, and talk again of heroes and epic journeys. It is also time to develop policy and advise politicians before civil servants, think tanks, dodgy research and consultants confuse them even more. Indeed, our tired schools are very fortunate to have survived a decade of centralist waste, ideology and hypocrisy. The facts are simple. We seem to underachieve as a nation; our systems undergo constant tinkering and shoring up; there has been immense government waste and increasing interference in every aspect of our lives. Governments rarely fully deliver on promises and inequality remains rampant, in part because public systems are coping systems and not good at dealing with variation, adaptation and predicting outcomes. They cannot transform. Not only can we not afford the grandiose systems we have but the public systems themselves do not respond well to repair, and especially where the most vulnerable are concerned. For ideologies, the end justifies the means. At the base where the nurse, policeman, teacher and social worker engage with the public, all is not as it should be; there is uncertainty, fear and collateral damage and the wrong people are blamed when things go inevitably awry. Our new government has much rapid learning to do in order to build a more equal partnership with schools. At the same time the apron strings must be cut and reformed accountability established.


In our schools, signposts change overnight, direction is confused and the journey of our schools remains precarious. Schools follow their target scores instead of their values and this endangers the human spirit and what our schools need to do and be. We wrongly believe that teachers can mend a broken society by teaching repair programmes; meanwhile we fail to understand Learning Relationships and have forgotten how they work. Indeed, every school in the Land conspired to kill the lowly form tutor indicating a mass misunderstanding of management and leadership; in key areas, our schools can no longer distinguish good management practice from bad.


This is not the fault of teachers but of a system of compliance, regulation, bureaucracy and dependency in which they are persuaded to operate. There has never been a time when every child and every teacher has mattered less.


This book is a rambling attempt to arrest my teacher heroes from their lemming-like existence and show schools there is a better way. There is no real pretence at research, academic rigour or much else that resembles a book on education. In fact, after serving 38 years, half as a Headteacher, I still have no idea what education is and that is my good fortune. However, I do know what it takes to run great schools and I do understand how creative and high value people like teachers work best. Having done all of the jobs mentioned in this book and spoken to thousands who still do, it allows an insight or two.




Introduction


This book is a contribution to school improvement and is dedicated to schools. It explores the world of school organisation through the lens of Systems Thinking and explains why Vertical Tutoring offers solutions to the challenges facing today’s schools. The book examines the link between centralism and school management and seeks to explain why there is almost a complete absence of innovation and transformation in our schools although schools and governments wrongly think there is. The book explores schools at an operational level and the confused assumptions surrounding ‘education’; school management and learning. Finally, the book attempts to explain the critical link between the school as an organisation and the development of ‘learning relationships’ and in particular the fragile role of tutors, tutees and parents. There is a critical reappraisal of how schools are organised and it unashamedly states that horizontal (Year) systems have not only long passed their sell-by date but have never worked properly and cannot be made to work to support teaching and learning. In fact, centralism and year systems combine to form a major destructive force that disables the school from building in higher quality teaching and learning. The future is vertical.


This book is a kind of journey. It maps the route to Vertical Tutoring and explains why so many schools are anxious to explore and implement a complete change of culture to build new organisational systems based upon substantive learning relationships (how small loyalty groups and individuals support learning). We can take this to mean that Heads rightly want their schools back and VT will ensure this is so; politicians should delight in this because only then can they help. But even here there are dangers to be avoided. Old culture and orthodoxies have a habit of clinging on, and schools continue to make avoidable management errors as they implement Vertical Tutoring. The poverty of training and the absence of a theory of learning reveal unintended dysfunctional management behaviour in our schools. This is not the fault of Headteachers but of a system that prevents good people from understanding what it is to run a values driven school as opposed to one that is target driven.


In particular, this book proposes that the formal and singular one-size fits-all means by which schools are expected to resolve issues of social cohesion (PSHE, SEAL, Citizenship, assemblies) are deeply flawed and cannot work unless schools reconsider and reconstitute social and learning management structures (process). Hopefully all of this will become clear; learning relationships before learning.


I am told that people rarely read whole books anymore. Some dip into chapters and others read the last chapter first: teachers have asked me to include a little repetition in each chapter to help this process. A good friend, Ralph Tabberer, said I should reverse the book’s order and concentrate on the message rather than theory. I have tried to do just that and consigned much of the management theory and personal rage against politicians to the bin. PGCE students tell me they don’t read at all (too busy preparing lessons!) but just find the ‘good bits’ they want ‘for quotes’. Finally I must apologise. In revealing a few of the paradoxes that beset education, I fully realise how easy it is for this book to become one such paradox. In highlighting some of the problems of prescription and regulation, this book prescribes the changes (VT) that thinking schools should make and which many are now making. However, good people and school leaders will realise this ambivalence and simply barge on through.
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IT’S THE SYSTEM, STUPID




The Guy In The Glass


When you get what you want in your struggle for pelf,


And the world makes you King for a day,


Then go to the mirror and look at yourself,


And see what that guy has to say.





For it isn’t your Father or Mother or Wife,


Who judgement upon you must pass.


The feller whose verdict counts most in your life


Is the guy staring back from the glass.





He’s the feller to please, never mind all the rest,


For he’s with you clear up to the end,


And you’ve passed your most dangerous, difficult test


If the guy in the glass is your friend.





You may be like Jack Horner and “chisel” a plum,


And think you’re a wonderful guy,


But the man in the glass says you’re only a bum


If you can’t look him straight in the eye.





You can fool the whole world down the pathway of years,


And get pats on the back as you pass,


But your final reward will be heartaches and tears


If you’ve cheated the guy in the glass.





Dale Wimbrow: 1934.





This poem was distributed to the English Cricket Team with good results although some seem to have lost their copy. Here it is dedicated to all who work in schools but especially to our teachers who try so hard to make an almost unworkable system work.




Chapter 1: Introduction: Systems Thinking and Vertical Tutoring


Managers talk about getting rid of deadwood, but there are only two possible explanations of


why the deadwood exists: 1) You hired deadwood in the first place, or 2) you hired live wood,


and then you killed it… W. Edwards Deming


There is a problem with this first chapter. It rambles, challenges and rages more than first chapters should. I would rewrite it had I time. We all get old! The challenge of explaining Vertical Tutoring (VT) is that it is inherently transformational. VT changes school management, builds value in, simplifies policies, improves social relationships and revitalises learning relationships. It brings back the sense of fun and achievement that centralist government policies and endless prescription have so badly damaged.


Understanding Vertical Tutoring (VT) at a conceptual level is relatively easy; understanding how VT works as a learning process within a school improvement programme requires a slightly deeper understanding: transforming to a culture of VT is also relatively simple but requires a re-examination of how learning as a human, organisational process actually works rather than how schools assume it works. Schools have all the right values; the problem is that these values are not translated into effective working practices; in fact, schools wrongly believe they are values driven when it is perfectly clear that they are target driven. Values will always lead to greater success than targets ever will. In effect, we have to understand why the organisational practices of schools don’t work as expected and why schools do the things they do in the name of good practice. To effect a cultural change to VT requires schools to make a clean break with current organisational ideas and especially with year based organisational systems.


Understanding why schools do not work as well as they should is essential because this prevents schools as organisations reinventing management ideas that don’t work as a learning process. To implement VT successfully means leaving behind virtually everything that we have learned about how schools as organisations operate. This can be exceptionally challenging for LTs (Leadership Teams) who have done so much to make schools work as well as they do. It can hurt. But why consider VT at all? The reasons lie deep in our schools where school improvement stalls again and again; when they stall as they inevitably do, governments leap into the vacuum and make things worse, or at best try to bodge things up with a little reform here and a little more inspection there. Unless we know why this is, schools will not improve as they should let alone transform as they must.


To change a school culture means confronting orthodoxy head on. Normal processes of consultation, training and organisational refinement, especially stemming from increased government regulation, do not work. Otherwise, schools as organisations will continue to make slow progress; they often plateau and organisational transformation does not take place. In fact, transformation within a year system cannot take place.


Politicians see teachers and school leadership as both the problem and the answer; a kind of personnel and training issue. Nevertheless, whatever centralist intervention is made, whatever the ‘reform’, the system seems to stall again and again. It seems that we have a western cultural problem in our schools, and politicians have no answers; indeed, such intervention has prevented schools from developing as organisations. Policy actions actually do more harm than good. In the US, Linda Nathan (2010) identifies similar conditions to those that exist in the UK. She describes the culture in US schools as one of endless initiatives intended to both improve outcomes and to allocate blame when initiatives don’t work as expected. The title of her book is well chosen: ‘The Hardest Questions Aren’t on the Test.’


And that’s the problem. The school improvement effort needs to be focused elsewhere, deep in the school where the students first meets their personal tutors, where learning as a process should begin and where learning relationships first form. It is precisely here, on entry to our schools, where learning as a supported process begins and it is here that our schools make the biggest system management mistakes of all and trigger a whole series of practices based upon huge assumptions. Get the first critical part of the system wrong and the rest can never work properly.


Quite simply, there is a problem at the heart of school improvement. Having tried so many initiatives, having introduced so many regulations and having produced so much research, why is it that school education as a system is not working as it should? Why are levels of stress so high, teachers so exhausted, outcomes so unpredictable? Why is raising standards so difficult; challenging behaviour so bad? Why aren’t we seeing any real change and why are school leadership and our excellent teachers so often rendered ineffectual? Why is this so, when those working in our schools are so dedicated and amazing and how does Vertical Tutoring seem to throw new light on our schools? Hopefully, the answers will become clear as we re-examine the learning relationships that underpin learning in schools.


Vertical Tutoring and Systems Thinking


VT at its most fundamental level involves a mixed-age approach (vertical rather than horizontal) to supporting learning as the key to raising standards and for providing the platform for better schools, better outcomes, better learning and a better society. In simple terms, instead of having horizontal, year-based tutor groups, we have mixed-age vertical tutor groups. Later, these will develop into full vertical learning systems. (Ironically, they already are!) But how is it that such a simple concept has within it the capacity to provide solutions to the big organisational, system and learning challenges that face schools? How could we miss something so simple and so obvious, something with so much pedigree and history; and so misunderstood? It is a UK thing. We come up with brilliant ideas and then throw them away. There is nothing in VT that does not go back in time.


For schools, the change to VT is a cultural change (or should be); it is not just a change to the pastoral system and those schools that think it is have not transformed. It affects the way everyone works and every policy and process in the school (or should do). Such a change should be both an evolutionary and revolutionary process but to make this psychological and cultural shift requires that we confront and counter the deep seated factory management and leadership orthodoxy that has dogged schools as organisations throughout much of the C 20th and which threatens to persist throughout the C 21st. Those schools that think VT is some kind of limited pastoral change are very wrong and their Leadership Teams (LT) should not be running schools.


For such a simple idea as VT, the capacity for schools to make a mess of such a change is unusually high and this is what is happening nationwide. Schools claim otherwise (as ever). This is not the fault of schools but of a system that has stopped or prevented managerial Systems Thinking. This book sets out why VT is such a powerful change agent, how VT raises standards and aspiration, why it is the base for improved teaching and learning and why we need to understand Systems Thinking more than we do. Systems Thinking demands that we first understand what is wrong because this will prevent reinvention of the past. This can make Systems Thinking very challenging to successful schools and especially successful Headteachers.


The ‘F’ Word


Let’s make a start à la Gordon Ramsay. The ‘F’ word here stands for Freedom! It is not possible to work well, creatively and with joy without understanding what it is you have to do, and without the autonomy to do it well. OK. Deep breath…


First, strip away the fatty skin of unwanted ideology such as Every Child Matters, No Child Left Behind, entitlements and Breadth and Balance. Cut away all regulation and boil off the residue of inappropriate inspection. Remove all targets, Key Stages and the 14-19 curriculum and bin them. Ditch the unworkable and unpalatable recipes of endless reforms. Sever all school policies, procedures and practices and sear them with a blow torch. Chop appraisal into bits and feed it the birds. Keep reducing regulation until left with the rich stock of staff, students, parents and someone sensible from the Local Authority (LA). Shut parents in the school hall and don’t allow them out until they decide what matters. Once done, you have 20 minutes (we have now left the “The ‘F’ Word” and joined ‘Ready Steady Cook’) to create a better school without using any of the previous ingredients, now discarded. This is your our best chance of understanding VT and building a VT culture. If you do not want to throw away the regulation, central initiatives and ideological preferences currently in play and think you can’t possibly do better, you are probably suffering from an overdose of institutionalisation and should avoid schools and school management and stick to governmental recipe books.


Any teachers reading this should feel better already.


Systems Thinking: Making Work, Work



Having spent my ‘retirement’ working with almost 200 secondary schools, you notice things. The first is that schools are all trying to operate the same systems. There is almost no real difference between schools in the way they operate. On rare occasions, success is the result of exceptional leadership (maverick traits rather than organisational); on most occasions, any success depends upon the degree to which students are willing to comply and submit to school management and leadership behaviours. The second thing you notice is that all who work in our schools work incredibly hard. The third thing is that school managers have brand new job titles despite still doing exactly the same jobs! The fourth thing you notice is that everyone is doing the wrong job. Finally, you notice that schools sense that these observations are so, but have not quite been able to work out how they got to be where they are and how to innovate themselves to a better place. It is a management problem.


There is a long and interesting history to ‘Systems Thinking’ as a method for making work, work. Schools have always conducted system reviews and questionnaires but at a very superficial, low impact level. Questionnaires rarely work, as systems thinkers know. As far as I know, schools have never really been subject to a Systems Thinking approach; if they had, it would be unlikely that schools would be operating in the way they do within a larger system so beset by the strange and weighty catch-all regulation needed to make education appear to work. Systems Thinking should identify what is wrong, assess what is needed (better process) and initiate an improvement plan by identifying levers for transformation (Fig. 1). It has been interesting to see some Academy Principals working with expensive business consultants on school management and school set-up strategies (how I started out to learn Headship). Most end up with a slightly more efficient factory model but with grander titles for managers. The classic consultative approach to change (part of my own NCSL training) needs considerable caution when dealing with VT: such an approach can pander to the ‘Headteacher’s vision’ which is likely to be the same as all other Headteacher visions, when what it should do is talk the hard talk of values and Systems Thinking. Without a deep knowledge of VT any normal consultative approach tends to perpetuate old culture and treats VT as simply another ‘reform‘ among a government litany of so many failed reforms.


For our schools, Systems Thinking can be uncomfortable and challenging; it starts by questioning very simple operational practices that seem at first sight to be eminently sensible and regarded as ‘high quality’. Schools are not as straightforward as they seem. These are outlined throughout this book. Systems Thinking causes school managers to confront all sorts of demons few of which are of their own making. Today, schools are required to operate within an ever changing and hyper-complex web of so-called joined up safeguarding relationships that are close to unworkable. Ultimately, the change process to VT is one of liberation from such complexity. One Head described a session on Systems Thinking with her Leadership Team as ‘brutal but necessary’. Moi, brutal? Others simply see it as fun and see their schools afresh for the first time. Systems Thinking can feel challenging when the practice of decades is slowly taken apart and shown to be false, unworkable and damaging; this process of unlearning can be emotionally very dissociative so care is needed to reassemble working and learning relationships following any dismantlement.


However, the systems analysis that comes from Systems Thinking is the only hard part of the road to VT and is the route taken by this book. Unless we first understand and appreciate what is wrong in our schools, schools will never understand how to implement a better learning process that is values driven and more sensitive to and supportive of, learning. Systems Thinking simply reunites a school with its values and puts it back in touch with its redefined core purposes (what matters) by seeing learning as a joined up process rather than one fragmented and subject to a stream of unworkable government interventions, fixes and reforms.


VT ensures that every child actually does matter in a real rather than the dangerous, unworkable and ideological sense we now have. VT also ensures that every teacher matters which is also the opposite of the system we now have. Teachers are not the problem, a system that actually undermines teaching and learning, is.


The Systems Thinking Model


The simple process set out below (Fig. 1) needs outside expertise which is why so many schools that go vertical fall so short of what is needed. They assume they understand VT just as they assume they understand learning as a process and treat it superficially; they then end up reinventing the past. Such a process leads to management by assumption which is all too prevalent in schools and this is the direct opposite of Systems Thinking.


[image: images]


Figure 1: Systems Thinking Model


The diagram presented above is from the ‘Vanguard Systems Thinking’ website and is reproduced here with permission. It is an old model that has stood the test of time. This is what schools think they do via their SEF (School Evaluation form), parent surveys, student voice and feedback mechanisms but none of these really informs Systems Thinking and all are more likely to prevent substantive change. If Systems Thinking was better understood, most schools would not be working in the way they do.


For schools the purpose of Systems Thinking is to produce a more coherent learning process, to allow more organisational and individual freedom to think and innovate and to bring back what W. Edwards Deming called ‘joy in work’ (Neave 2000). This is done by inviting schools to look again at the way their organisations operate but this time through the eyes of process participants, especially students, parents, tutors, teachers and schools managers. Even here, great caution is needed. Schools wrongly think this is what they already do. Again, and despite their claims, they are wrong.


Command and Control v Systems Thinking


To move forward it is helpful to understand the different ways of doing things (Table 1) and once understood, learn to leave one behind (despite its near complete invasion of schools) and work on the other. We will not change the preferred government management style (ideological and controlling, disguised as reforming) but schools can do far more to influence policy and have more control than they think as they start to move towards VT. Schools need to help politicians make better choices by teaching them how schools operate and that to do this VT is essential.





Table 1: Systems Thinking (Adapted from Vanguard Consulting Ltd.)








	

Process Focus




	

Command and Control




	

Systems Thinking









	

Perspective




	

Top-down (DCSF)




	

Outside–in (then inside out)









	

Design




	

Functional Specialism




	

Demand, Value, Flow (integrated process)









	

Decision Making




	

Separated from Work




	

Integrated with work (all learners and teachers)









	

Measures




	

Cost, output, standards




	

Related to purpose, capability and variation









	

Motivation




	

Extrinsic (target driven)




	

Intrinsic









	

Management Ethic




	

Manage Budgets & People




	

Acts on System (Improve learning process)









	

Attitude to Customers




	

Contractual




	

What Matters (produce great kids citizens/learners)















Politicians and the DCSF, not schools, remain the single most damaging cause of poor teaching and learning because they run the system they inadvertently undermine. This is not their wish but it is their karma. Deming put system faults as 94% belonging to the system builders (government) and only 6% to those trying to make the system work (teachers). Clearly, Ofsted is inspecting the wrong people!


In such a system (LHS above), all innovation and change is directed from the centre and this breaks all Systems Thinking logic, causing the Law of Opposite Intentions and the Law of Assumptions to come into play. In effect, Heads are not really running our schools as a learning process but are implementing compliance directives; this is a tragedy because I think the hundreds of Headteachers and LTs that it has been my good fortune to meet, would be very good at it given the chance. It is essential that the people best placed to do the work (the teachers and Headteachers et al) actually do the work, not politicians. I do not want to get into a line by line explanation of Table 1, but simply offer it as a background theme and part of the explanation for the slow rate of school improvement.


Attention, however, should be drawn to the ‘Management Ethic’ line in the Table above because contained here is one very big paradox! Schools are all about building ‘learning relationships’; school managers naturally and wrongly assume they should manage people because they believe that people are responsible when things go wrong (this is what governments think). People get things wrong when the systems in which they operate are mal-formed and don’t function properly. The first task of managers is to ensure that schools have an effective learning process and this process starts long before the students enter the classroom, not just after. Managers should first and foremost impact on the process of learning and this is the bit schools have made a real mess of for decades. The management function is to make the school system work as an effective learning process so that all involved can perform optimally. This is fundamental to any understanding of VT. Teaching and learning cannot improve at the rate needed in the system we currently use and we are falling behind as a country. The challenges outweigh the capacity of the system to respond.


When people have real control over what they do and fully understand their jobs and the how the system process works, they perform better and are far happier and healthier. At present, schools perceive they are in control but this is an illusion: they are certainly made to feel responsible when things go wrong: that is the trick!


You learn much about tricks in a circus. Things go round in circles and the clown has a sad face.




Chapter 2: Year Systems Undermine Teaching and Learning


Where we are in our schools is C20th and where we need to be is C21st. Alongside the many successes of our education system there is considerable failure. Schools are delightfully simple. We send our kids there knowing that they will be safe and looked after by some of the most talented and dedicated people in the country. We are very fortunate. Children get taught, exams are passed and the process starts all over. On the surface, schools are very happy, well ordered places where people work extremely hard; they are to be admired for their achievements and the day to day miracles each performs. Not a word written here is a criticism of them although some might erroneously think differently.


From a Systems Thinking perspective, however, all is not what it seems. In the hundreds of schools it has been my privilege to work with, Headteachers want to improve their school for teachers and learners but find it difficult to pin down system blockages. Discussions with LTs lead to the following conclusions every time.





 1. All who work in schools are impressive people: the vast majority are absolutely the right people in the right place at the right time doing the wrong job


 2. There is no parent partnership worthy of the name in English secondary schools despite the claims of schools to the contrary


 3. Despite massive system intervention and centralist prescription, there has never been any successful school ‘transformation’ in England. There is a tremendous rate of change but nothing has actually changed at all. Most things go round in circles, sometimes backwards


 4. Schools do not understand what it is to really ‘care’ even when Ofsted judges the school’s pastoral system to be outstanding. Schools don’t really ‘care’ but want to


 5. ‘Waste’ in schools systems is high: waste in the bigger DCSF system is colossal


 6. Schools cannot innovate. The handful that can, have. Only maverick Heads innovate; risk-taking needs courage


 7. There is no CPD (Continuing Professional Development) in our schools. The NPQH does not ‘open minds’ as claimed. It tends to ensure compliance to a system that does not hold. CPD increases system dependency


 8. Year-based horizontal systems do not work, cannot be made to work and have never worked; they undermine teaching, distort learning as a process and do great harm


 9. Many of our amazing teachers are stressed and exhausted. Turnover is high. Work is not the fun it was despite the smiles. There is fear. There was a better time


10. There has never been a time when every child and teacher has mattered less. The ECM (Every Child Matters) agenda is largely vacuous and PSHE, SEAL and Citizenship programmes are poor agents of social cohesion without VT





It is always good to start on a cheery note, besides a teacher has to get the class’s attention and teachers are not supposed to yell anymore. Many good people may find these statements over the top, confrontational and debatable but in my work with schools and my long experience as an inmate, this is what seems to be the case and I have yet to meet the non VT school that can prove these statements incorrect. The first section of this book explores this area. Unless schools recognise and understand the nature of organisational blockages it is impossible to transform to a culture of Vertical Tutoring and it is very difficult to raise standards and create a better school.


Learning as a Process


The reason why our schools are so amazing is the ability of those inside them (Heads, Teachers, Leadership Teams, Assistants) to make our schools appear to work (brilliantly in some cases) despite the obstacles put in their way. Now that may be really classy but it is also a major problem. Such exceptional people are sometimes so good at what they do that they make teaching a difficult group look easy, or running a complex school in the way they do seem possible. Similarly, Heads of Year perform miracles of time management and seem to know the names of hundreds of students and all of their intricate case histories (variation in part). SENCOs do amazing work and LSAs similarly. Form tutors with groups of 30 students are often passionate about their kids. Our schools are blessed with outstanding people and that’s why it is a problem. Many realise that they are doing a job that has been made more difficult than it should be; others accept their lot as normal practice. Horizontally operated schools use very similar systems; all operate within a narrow range of operational practices and policies. It takes about ten minutes to understand how a year-based school operates and a lifetime to make it work! Except that it rarely ever does work as well as it should. Each item on the list above is interconnected and indicates a whole series of system thinking faults.
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