




This Community of Practice will connect with the work through the best developed knowledge management 
techniques: actual and virtual. The power of this work must lie well beyond the 16 field trials themselves. And it will 
extend also beyond their successes, for it is likely that – as in most innovation – powerful learning will be had from 
failures as well as successes.

The following cases studies have been selected from the group of field trials which are working with the IU and 
the NCSL to develop new models of leadership. The first, Darlington Education Village, is taking the focus of the 5 
outcomes set out in Every Child Matters as the guiding principle for the creation of new system leadership.

Darlington Education Village is a 2-19 
federation of three schools; a special school, 
a primary school and a community secondary 
school. It has been developing over the past 
four years, and moved into stunning new 
buildings on a single site earlier in 2006. The 
federation has a strong focus on community 
leadership and engagement and adopted its 
‘Village’ title for its reference to the proverb that 
“it takes a whole village to raise a child”.  This 
commitment to the ideal of ‘everyone watching 
out for each other’ is given symbolic expression 
by the positioning of the special school at the 
centre of the Village, not on its margins.

The federation’s current focus is on building 
capacity for system leadership in order, as they 
put it, to ‘bring ECM to life’. In September 2005, 
they established a single governing body with 
an unusual structure. Its four committees (for 
teaching and learning, inclusion, community 
and Village support and resources) are designed 
to link directly to the delivery of the five 
outcomes of the ECM agenda.

The leadership of the federation has recently 
been restructured to reflect the ECM outcomes, 
and to integrate the three schools at a strategic 
level. The structure continues to reflect the 
priorities of ECM: beneath an Executive 
Director, with five other Directors assuming 
whole Village responsibility for delivering the 
five outcomes, in conjunction with other 
services. These developments have the potential 
to make a real difference to provision and 
outcomes for young people in Darlington 
and are also likely to influence national debates 
on federations and partnerships, and on 
all-through schools. If successful, the Village 
provides a template for shaping educational 
provision and a possible ‘third way’ for Special 
Schools across the country.

Case Study 1 Darlington

Darlington Education Village’s community leaders specialise in the delivery of the 
five Every Child Matters outcomes



The challenge of delivering ambitious new opportunities for learners in the 14-19 age group has been referred 
to. To design this provision, and put in place the arrangements to realise it, is in itself a tough assignment. How 
though, are these arrangements to be made sustainable over time, and how can leadership facilitate this? A 
number of the System Leadership field trials are addressing this issue. The case study of Stevenage demonstrates 
one approach.

Case Study 2  Stevenage

Town-wide governance and leadership of 14-19 educational and vocational 
provision

Stevenage, the first of this country’s new 
towns, has experienced considerable change 
over the last two decades. The employment 
infrastructure has deteriorated, with a 
commensurate impact upon potential 
vocational pathways for young people. 
The schools in Stevenage all share common 
problems related to the delivery of a post-16 
provision, along with the wider challenges of 
size viability and the need to raise 
achievement levels. Grappling with similar 
concerns, schools in the area have forged a 
powerful voluntary alliance - partly out of 
necessity, and partly because they believe 
that working collaboratively is the only way 
to successfully deliver a 14-19 entitlement.

All the 11-19 Community Schools in 
Stevenage, along with the two Special Schools, 
the PRU and the FE College, have formed a 
14-19 partnership to deliver 14-19 provision 
to the town. 

The partnership is led by a 14-19 Director 
(previously a headteacher of one of the 
schools) and has so far had local authority 
support and national support,  too, through 
the 14-19 ‘Pathfinder’ programme. The alliance 
has a base in a central business park and has 
developed materials to support the work and 
an infrastructure of practices that is 
impressive. They plan to take this work further 
under the aspirational umbrella of ‘Stevenage: 
A Learning Town’. Their Next Practice field 
trial will create a small Governance Group 
designed to bridge the gap between sectors. 
The Group will be directly accountable for the 
configuration of provision, which will include 
town-wide curriculum planning and joint 
blocked timetables at 14+.

In an important sense, the innovators profiled in this paper are all struggling with the same dilemma. In a highly 
devolved system, where the impetus remains strong to locate more power to local communities, how can a 
strategic approach be maintained so that the dividends of collaboration are fully exploited and sustained? 
New forms of leadership must be part of the solution – and that concept of ‘leadership’ needs to be holistic, 
incorporating new approaches to governance also. Knowsley, on Merseyside, is proposing to innovate in this 
field, borough wide.



The local authority of Knowsley, the third most 
deprived in the country, has earned a justifiable 
reputation for innovative and groundbreaking 
approaches to school improvement based on a 
developing partnership between the authority 
and schools. Over the past five years, they have 
become skilled at effecting positive change 
through collaboration, securing substantial 
improvements in secondary standards (doubling 
the percentage getting 5 A*-C GCSEs to 47.8%). 
Wanting to continue to develop a high quality of 
service, Knowsley found itself pushing against 
the limits of what the existing system will 
deliver.

Knowsley believes that continuous improve-
ment is rooted in a co-leadership approach. 
Their intention is radically to transform 
leadership and governance arrangements as 
part of a complete overhaul of the education 
system across the borough. They will be closing 
all secondary schools and, using funding from 
the Buildings Schools for Future programme, 
opening seven new Learning Centres, which they 

intend to combine into three Federations by  
December 2006. They are also beginning to 
think about how they may bring their primary 
schools into this federated structure.

Knowsley’s vision is for the implementation of 
a radical federated governance model which 
secures collective ownership and accountability 
across the borough, and also dovetails with the 
delivery of wider public services. The broader 
context for these proposals is a radical plan for 
neighbourhood and community regeneration. 
‘Concept Knowsley’ will tackle the areas of 
greatest deprivation in the borough and ensure 
delivery of a consistent quality of services in all 
areas. A successful Next Practice field trial for 
Knowsley would establish a robust, secure and 
continually developing system of governance 
for children, young people and their families 
that would be a key pillar of local regeneration.

Conclusion: new leadership, new skills

As the innovators in these field trials seek to drive forward purposive collaboration focused on outcomes for 
users, we will learn a great deal about how leadership itself needs to evolve. We will have to revisit our notions of 
what is needed in the governance of schools and other services, and how these can draw much more directly on 
local capacities. ‘System leaders’ will not always be drawn from the ranks of teachers. As we see an exponential 
growth in the demand for more personalised services, alongside new market opportunities, we should expect to 
see new combinations of services taking shape. Leaders of them will be those who are developing new skill sets: 
closely attentive to the target community; collaborative by instinct and practice; outcome driven.  For some, the 
transformation has already begun.

Case Study 3 Knowsley

Radical federated governance structures for secondary provision across the entire 
borough of Knowsley


