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THE NEED FOR CHANGE 
Society and social policy will always undergo change. It has occurred for 

thousands of years and it will continue to do so. It is evolution. 

Culture is the first brick in the proverbial foundation of transformational 

change. The structure and process which delivers services to children and 

young people can only be developed and integrated once ethos and cultural 

progress has advanced to a stage where management is capable of driving 

forward innovation and creativity. Not solely confined to schools but also an 

important realisation for strategic leaders in local and central government. 

It is the way of all things to evolve; but what will a 21st Century education look 

like? How is it different to the traditional learning establishments of the late 

20th Century? How will schools shift the focus of their core business; 

accommodating and progressing young people, growing up in a world where 

information and knowledge is a powerful commodity? Does it mean the 

adaptation of traditional values and beliefs, practice and pedagogy? Or does it 

mean something else entirely? How can we deliver ambition to all children and 

young people, with a particular focus on those who are the most vulnerable? 

Examine the legacy of the traditional school. Look closely at the culture, 

structure and processes within a traditional establishment, certain values 

come to mind; bureaucratic design, autocratic leadership, centralised control, 

compliance, conformity and compartmentalisation. Whilst this legacy may 

present a narrow perspective; indeed some schools broke from tradition and 

embraced modern principles, on the whole we would all recognise even the 

smallest element truth in such a scenario. 

Perhaps, through the nature of our own experience we know that this type of 

school is not the best place to work. Nor is it the best place to develop and 

teach our young people to become confident individuals, responsible citizens, 

successful learners and effective contributors. 
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What type of school would deliver opportunity and progression? A 

bureaucratic, hierarchal design, focussed on senior management would be 

better served up as a slice of team pie, with senior leadership at the heart of 

the organisation. Integration of distributed or transformational leadership 

would generate diversity and initiative and it would deliver autonomy with 

accountability. This is a much better work place; where teachers are 

encouraged to take risks and learn from mistakes and set-backs. This is a place 

where young people can learn who they are and aspire to their potential; a 

responsible confidence which reflects self-belief, self-esteem and self-

determination. 

Let us take a paradigmatic approach to principle, practice and outcome. 

Whilst there is a great deal of effort modernising a forward thinking 

establishment, one of the key reasons why schools struggle to make 

transformational change is because there is often confusion about the purpose 

of change and the impact that this has on methodology.  

We are not just producing systematic change; reforming school leadership, 

introducing new technology or changing the curriculum. These are simply 

elements which affect a system-wide transformational change. We are not 

aiming to tweak or amend the status quo in order to effect continuous 

improvement and align policy. 

There is not a one-size-fits-all model which will suit everyone; as such each 

school will need to recognise that societal transformational change is 

occurring, acknowledge that current design is incompatible with the 21st 

Century and recognise the desired paradigmatic outcomes.  

“There arises an opportunity to redesign the culture, structures and 

processes which support learning and teaching.” 
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Advocates for individualised and personalised learning believe that there will 

be a dramatic decrease in the numbers of young people who would be ‘left 

behind’, that is those who leave school as soon as possible with little or no 

education. There is a need to empower all young people, providing more 

choices and more chances when they are needed and recognising individual 

interests, abilities, skills and achievements.  

Schools are part of a lifelong learning infrastructure and there must be 

continuity between episodes of learning, regardless of the setting. The 

learner’s journey must focus on progression; there must be choice, breadth 

and opportunities for personal and social development. Literacy, numeracy 

and health and well-being must be common themes throughout the 

curriculum. This does not mean that they are more important than any other 

element, but that they are commonalities. 

The table illustrates the paradigmatic outcomes.  

20th Century Education 21st Century Education 
Standardized, one-size-fits-all, teaching Customized, tailored and individual teaching 

Autocratic school environment Democratic school environment 

Young people learn by being told Young people learn by doing 

Linear thinking Creative, abstract and systematic thinking 

Teaching & learning delivered to young people Teaching & learning delivered with young people 

Teacher directed learning Self directed learning 

Aged based groups Readiness and interest grouping 

Emphasis on discrete subjects Emphasis on skills and interdisciplinary learning 

Teaching and learning is process orientated Teaching and learning is content orientated 

Extrinsic motivation encourages student learning Intrinsic motivation creates engagement 

Limited access to knowledge Plentiful access to knowledge 

Limited resources Multiple resources of various kinds 

Textbooks and teaching aids Multimedia and web-based technologies 

Lock-step progress Customized progress based on learning and need 

Norm-based, completive assessment Assessment in progressive levels 

Fixed response testing Authentic testing 

Convergent learning with rote memory Convergent and divergent learning 

Unmotivated and disengaged learners Motivated and engaged learners 

Young people dependent on teacher for learning Independence and interdependence for learning 

Compliant learner Life-long learner 
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PUBLIC VALUE &  

LIVING WITHIN OUR MEANS 
Globally, public debt is often substituted for private debt, creating an 

unsustainable landscape of service delivery which brings with it a necessity for 

change. Education, delivered through a host of public services will need to 

evolve through innovation or they will cease to function. Increases to the cost 

of living and significant budget cuts to both central and local government 

departments indicate that without intelligent approaches to portfolio 

management, it is very likely that strategic vision will not be implemented and 

that frontline service delivery across education will be affected.  

Other services, The Police, Health, Youth Work, Social Work, Housing, 

Community Learning and Development all have a role to play. The difficulty lies 

in our ability to control and coordinate collective resources effectively. 

With pressing budget cuts across all public services, how can we live within our 

means but still get value for money? The answer sits within curriculum 

development and the capacity for continuous improvement. As a catalyst for 

change, there is potential to streamline services and deliver education in a 

more robust and cost efficient way.  

Education must be a role model for sustainability offering extended and 

integrated services for children and young people. Current governance within 

local authorities and other public bodies is too complex and is in need of an 

“There are challenges however, without addressing the cultural, 

structural and process issues value for money cannot be 

guaranteed.” 
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urgent review. There is too much red tape surrounding various portfolios and 

this can stem innovation. 

Public value is about resource optimization. Adding value beyond the statutory 

duties of a public service and then measuring the impact on the short, medium 

and long term outcomes. It’s not quite as easy as that; value is open to 

perception and as such demonstrations of public value need to lie in evidence 

of transformation in social conditions. It is the primary function of every public 

manager to create value for their stakeholders and this can only be achieved 

through a collective desire to change society for the better. A public manager is 

someone who is trusted with resources and has control over them. They have 

purpose and are accountable to ensure that they act in the public interest in an 

efficient and effective manner. As the perception of value alters over time, so 

does the purpose of the public manager and as such there needs to be a 

constant realignment of activity and task. This manager could be a Director of 

Education, a Service Manger or a Headteacher. 

One needs to identify and examine the social conditions that need to be 

improved. This is the desired outcome. Through this process, substantive 

problems are identified, some more obvious than others and as a result there 

arises specific barriers to overcome. This could be a set of needs which have to 

be met. In education and lifelong learning this could include unemployment 

levels, poverty, disengagement from learning, poor attainment and so forth. 

The hardest part of this process is to work out what to do next; individual 

personalized learning for every child and young person could inform the right 

learning provision, the right personal support and the fight financial support. 

Education leaders must vindicate the rights of the target ‘audience’. This could 

be anyone affected by societal change and social policy. To act upon the task 

environment, public managers are required to have their strategies and 

policies authorized. This would be done by the person or body to whom the 

manager formally needs resources to survive and be effective. In Scotland, this 

would be the local authority, the council or perhaps even the Scottish 

Government. The authorizing environment is a complex arena and could be 
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made up from various funding sources. This needs to be clear and transparent 

from the outset so that everyone knows the chain of accountability.  

Assets and capabilities entrusted to the public manager from the authorizer 

produce an operational capacity. When you hear people talking about 

expanding their capacity to plan and deliver services, they are more than likely 

referring to other influences which can inform the desired result. The value 

chain is the process by which fungible assets like money, labour, ideas etc are 

deployed to produce a particular result. Fungible is a term which describes 

something that can be transferred, transformed or exchanged. Any 

programme or procedure which is designed to tackle the task environment and 

make change for the better really needs partners and stakeholders. This 

increases the boundary of operating capacity and ensures collaboration and 

ownership. 

If the public manager (Headteacher) is also an adaptive leader who is bold, 

persistent and understands consequence, they are best placed to provide 

direction, protection and order in the interests of their clients (staff, 

parents/carers and students). When this is realized, the public (the school 

community) perceive the service (the school) as ‘bang for their buck’ and it is 

this concept that creates public value. It’s not a linear process but a cycle of 

reflection and balance. Equilibrium is a difficult thing to achieve and in 

education, where there are often competing interests and drivers, it is even 

more so. 
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A 21ST
 CENTURY SCHOOL 

CULTURE, STRUCTURE & PROCESS 
Culture is necessary for a healthy society; ethos delivers the values, principles 

and attitudes of an organization or individual. The ethos within a school is 

important. It equips today’s young people with an ability to operate and 

contribute in an integrated and multidisciplinary world. Indeed, ethos extends 

beyond the school and into the wider community; how the young people, the 

staff and the community all relate to each other. 

Each school will, within its aims and core values, promote ethos and 

encompass it within a statement which reflects pupils’ spiritual, moral, cultural 

and social development. 

This requires strong leadership and effective management of existing 

resources and provision. Senior leaders within schools are expected to deliver 

a ranging remit which can alternate between teaching, lunch duties, reporting, 

administration and strategic decision making. Indeed, this role is a fine 

balancing act which requires continuous effort and realistically, will see many 

managers working beyond their agreed, allocated working hours. 

The onset of transformational or distributed leadership within schools has seen 

many opportunities for un-promoted staff or middle managers to develop their 

professional and personal skills. Of course, this very much depends on the 

personality and nature of the individual, but perhaps a common, unified 

“Professionalism, dedication and commitment it seems, are essential 

components in the job description.” 
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approach should be taken within the school with, as mentioned previously, 

senior leadership held at the heart of the establishment, not at the head. 

A culture of collaboration, trust and the opportunity for staff to safely take 

risks is required. As educators, it can be frustrating when working with young 

people when, despite encouragement, they do not take risks and follow 

initiative with their work. 

The culture and ethos is also influenced by many other aspects of the school, 

both formal and informal arrangements alike. It is perhaps the most difficult 

thing to change; even the introduction of a school uniform is not a simple task. 

The language used by staff is also vital, with restorative practices now being 

used to manage major disputes and low level disruption within the classroom. 

Indeed, at the very heart of this agenda lies one very important and valuable 

issue which is often lost in translation. The culture and ethos of a school 

determines the value of education and learning. 

Creating a healthy culture and delivering an ethos which is supported by 

everyone is the first step in delivering a 21st Century education within a 21st 

Century school. Without this, there can be no structure. Without structure, 

there can be no process.  

The curriculum must be about personalisation and relevance to the individual. 

A bespoke pathway which will provide all children and young people with a 

network of support, information, advice and guidance; leading to a positive 

destination upon leaving school and supporting them to sustain it. This of 

course, has implications on practice, provision and capacity for those schools 

wishing to expand their portfolio of experiences and opportunities for learning. 

Schools are now required to be proactive in their approach to provision; 

timetables which follow a traditional suite of courses need to be challenged. 

Schools need to be adventurous; there is already diverse, wide ranging 

innovation and creativity across the international scene and this needs to be 

supported by senior leaders, government and by other strategic partners. 
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This is an opportunity to shape the future of learning and teaching. Tweaking 

existing structures isn’t enough however, there needs to be more systemic 

change at the roots. Ad-hoc arrangements which act as a ‘bolt-on’ to the 

formal, structured curriculum are not sustainable and will only be successful 

for a minority of young people for the duration in which they are funded. 

To instil the value of education and lifelong learning in our young people, they 

need to know what they are doing and why it is relevant. A 21st Century school 

will empower each young person to shape their own progression through this 

realisation. 

Amongst the many facets of learning and teaching there lies a core set of skills 

supplemented by a ranging and diverse set of experiences and knowledge. In 

the past, focus has been on the subject or the course and not necessarily the 

content. Many fail to relate successfully, the cohesion between experiences 

and outcomes and the wider curriculum. How would a set of skills, gained 

through interdisciplinary learning, place a young person in the position to 

choose and sustain a lifelong learning opportunity? Indeed, how would a 

teacher be able to recommend that a young person is suitable, or not, for a 

particular course? 

The answer lies within the skills and quality of what is delivered. To an extent, 

within ‘traditional courses’, this simply means that all the good things which 

produce effective and recognised outcomes can be related back to the wider 

framework. The important thing to remember is the focus on relevance, 

breadth and diversity. This process allows teachers to do what they do best; 

teach. It is the teaching profession which recognises all the good parts of what 

it already does and it is the responsibility of the teaching profession to extract 

this and deliver it to all our young people, focusing on skills for learning, life 

and work. 

Here’s an example. A young person is accredited with skills which provide 

added value to what they are actually learning. The table below illustrates 

what this may look like. 
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Mathematical Skills Analytical Skills 

Problem Solving Skills Investigative Skills 

Communication Skills IT Skills 

Good Working Habits Personal Skills 

Mathematics will develop capacity to assimilate and communicate 

information. During lessons young people will be required to organise and 

record a mass of mathematical detail, both spoken and written. Homework 

exercises and any essays or projects will reinforce understanding. Young 

people may find themselves discussing mathematics in conversation with their 

fellow students and teachers. Through these experiences they will have the 

opportunity to learn how to listen effectively, present sums clearly, write 

information and present to groups of people. 

Identity can still be assigned to each skill. For example, Mathematics: 

Information Technology – using email and the internet would be different to 

English: Information Technology – using email and the internet, because the 

application is different. By recognising both the differences and the 

connections between the two and by reducing duplication, schools can teach 

the value of education. This is true ‘cross-curricular’ and interdisciplinary 

learning, based on skills, determination, perseverance, creativity, self-

confidence and intellectual rigor.  
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ENABLING &  

EMPOWERING PEOPLE 
To be successful in leading curriculum change you will need your people to be 

with you. If they are content with the status quo and do not see the need for 

change, you’ll have real difficulty making it happen. The first step is to identify 

the drivers for change and the opportunities that can be exploited to bring 

about better service delivery. This would include honest discussions which 

stimulate people, both within education and also with external partners. It is 

always helpful to establish a sense of urgency at this stage as it tends to 

increase productivity. 

From the initial discussions, it’s really important to identify the key players. 

Who can lead effective change and who has the good ideas? The team needs 

to be built around the various personalities required for any good team; 

innovators, finisher completers and all that. Emotional commitment is 

essential; if everyone has a vested interest then it’s easier to sell ownership. 

It’s also important that there is a good mix of people from various levels within 

the organisation. Collaboration is the name of the game and without it you’ll 

struggle to make things happen. Set up short life working groups and 

committees and give them the power to act on proposals. 

A clear and transparent vision is needed to guide service synergy, bringing 

about educational change and curriculum development. This needs to be 

specific and should not be vague. From this, an implementation plan needs to 

“When people ask, ‘what’s in it for me?’ have an answer prepared or 

better still, tell them before they ask.” 
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be developed; use the key players identified from the initial discussions to help 

with this. 

Perhaps the most important process which should happen throughout is 

communication and engagement. The expected changes need to be modelled 

and explored with key stakeholders. Any disaffection needs to be addressed 

immediately; identify concerns, be open, honest and involve those who 

challenge your vision or implementation plan. Be ambitious but realistic in 

what you can achieve and be sensitive to the management of change. Empathy 

and understanding is an essential skill which everyone can develop. 

Don’t worry about making mistakes along the way. If you get something wrong 

acknowledge it and adapt your structures and procedures accordingly. Move 

forward but accept that there will always be set-backs. When things go wrong, 

a good leader looks in the mirror and a poor leader looks at the workforce; 

make sure you’re the former. 

Driving the change and making the vision a reality is probably the most difficult 

stage in empowering people. Success needs to be acknowledged and 

rewarded; set-backs need to be supported. If someone is not fully engaged, ask 

them why and talk to them. Listen and where possible use their ideas; make 

sure you credit them. Collaboration gives a real sense of ownership and people 

are more likely to follow you. Being strategic is about being open to everything 

that is going on. Make sure that your performance management processes 

support your objectives. Use your influence rather than your authority and 

trust people to do their jobs. They are more likely to approach you for support 

if there are obstacles and barriers to progress if you can do this consistently 

and openly. 

Identify and select easy changes that make a real difference. Short term wins 

would add momentum to your strategic implementation plan. Consolidation 

helps to inform change, regular meetings to review progress and activity will 

help to identify potential improvements. Look for ways to bring in more 

influential people as this can revitalise engagement. Share success and praise 

those who perform well. Some healthy peer competition drives change and 

enables the workforce to strive for excellence. Be reflective and review your 
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own learning. Challenge yourself and others where there is slippage. Develop 

and embed your vision into the culture, structure and process of the 

organisation and use communication channels such as the internet and 

newsletters to publicise progress. 
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DELIVERING OUTCOMES & 

PORTFOLIO PARITY 
It’s important for school leaders and those managing local government to be 

aware of the world around them; identifying and acknowledging the likely 

pressure points across the learning infrastructure. This means education 

inclusive and beyond school; Community Learning and Development, colleges, 

universities, employers, the third sector and so forth. People expect certain 

things from Education, Social Work, Housing and Health; the ambitions and 

objectives of these services need to be joined up. This needs to realise policy 

alignment as only through parity will there be less duplication, clever use of 

resources and better ways of delivering education. The aim here is not to 

increase the amount of work one is asked to do, but to do it differently. Job 

specifications and post remits now need to be re-written. 

There must be a series of mechanisms which anticipate how pressure will 

affect the aggregate of resources and in turn, how these can best be deployed 

to ensure that all children and young people are involved in their own learning. 

Those seeking curriculum change need to understand what drives and 

influences learning and teaching. In order to deliver an outcome, resources 

need to be targeted where they will have the most impact and provide the 

greatest benefit. Once agreed, the priorities need to be task managed; the 

public manager needs to lead through a series of implementation milestones 

and the authorisation zone needs to ensure accountability and public value. 

“Job descriptions need to reflect changes in the profession. Teacher’s 

don’t teach subjects; they teach young people.” 
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When an objective has been identified and resources have been deployed 

under direction there is always an outcome, regardless of what was expected. 

From the outset, there needs to be a classification of what is desired, what is 

not and what scenario would be satisfactory.  

This can be flexible and expectations could change as implementation moves 

forward. Intelligent approaches to data capture and information management 

is essential to standardize indicators across the different factors; which will 

help in the identification of potential portfolio parity as well as in monitoring 

and evaluating the success of the outcome.  

For example, teenage pregnancy, anti-social behavior, nonattendance at 

school and low self-esteem all makes data collection challenging as many of 

these factors are measured by different sectors: health, criminal justice, 

education or social work. Contributions from all these sectors are required and 

would be welcomed and this is must be underpinned by Child Protection 

procedures; a classic example of parity driven by the need to join up services 

to deliver better outcomes for children and young people. A 21st Century 

education demands this, and so must we.  

An evidence base is required during the mapping process, which begins once 

the desired outcome has been discussed and the priorities for action have 

been agreed. A simple event cycle: 
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One would not expect monitoring of performance to start during the stage of 

evaluation. It is more appropriate to start this whilst identifying the need and a 

cycle of reflection and continuous improvement would begin. While there is 

some anecdotal evidence on the barriers to the uptake of services, evidence on 

why young people engage (or fail to engage) needs improving if it is to inform 

effective service delivery. Schools are the main site for offering the right 

support and provision for young people and agencies should work closely with 

them to develop effective means to target hard-to-reach groups, particularly 

those excluded from education or with Additional Support Needs.  

At the highest level, outcomes are driven by delivery, which is produced by 

policy and is this is created by strategy and vision. The outcomes are normally 

(but not exclusively) portrayed as a series of objectives and activities. A plan is 

required and the important components must include: 

 The desired outcome and evidence to be used to judge whether it has 

been achieved; 

 Evidence of the starting point; 

 Available resources; 

 Constraints and obstacles; 

 Intermediate objectives which help to define the activity; 

 Key milestones and staging points; 

 Measures of effectiveness and efficiency; and 

 The baseline (or trend) for comparison. 

Curriculum change is not something that will simply appear from thin air. 

Rather, instead, it is an evolution of culture and practice which has developed 

“Robust, accurate and timely information on vulnerable young 

people needs to be gathered, recorded and shared by schools in order 

to support integration.” 
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for years, and will continue to do so. To give you an idea, some obvious drivers 

behind a new curriculum could include: 

 Offer a stimulating and engaging curriculum which is personalised and 

relevant. 

 Commits to lifelong learning. 

 Is flexible and adaptable, meeting the changing needs of society. 

 Is safe, secure, health promoting and inclusive. 

 Is equal and recognises attainment as part of achievement. 

 Is a source of pride and resource for the local community. 

 Embraces partnership working as a core ethic. 

 Improve the emotional, physical health and well-being of children and 

young people and those with responsibility for their care. 

 Raise the aspirations of all young people to improve their employment 

and life prospects. 

 Develop supportive communities which provide opportunities for all 

children and young people. 

 Achieve better outcomes for vulnerable children and young people and 

those looked after by the local authority. 

 Remove barriers to learning; raise attainment, educational performance 

and recognise the achievements of all children and young people. 

 Ensure that all young people can lead safe and secure lives free from 

unreasonable risk. 

This list is not exhaustive by any means. Whether you have travelled down the 
road of curriculum change already, or are about to start the journey, you’ll no 
doubt recognise some of the discussion within this document.  

Regardless of how successful the development becomes, there will always be a 
need to reflect and adapt. 

Evolution is the way of all things. Without it, there is only extinction. 

 

 

 


