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City College Brighton and Hove was judged satisfactory on six consecutive inspections between 1993 and 2007. Outstanding leadership and management succeeded in securing the necessary improvements to achieve a good overall effectiveness judgement in 2011, with several outstanding aspects. The case study also includes a focus on improvement in visual and digital arts.
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‘In the past, the city hasn’t had the college it deserved. The three key things we needed to improve were the culture, the structure and the people. Involving staff at all levels was essential, so that everybody knew how and what they could contribute to achieve the goals. Establishing a culture of clear expectations and trust for every member of staff was much more effective than trying to micro-manage. 

We focused relentlessly on basics such as attendance, retention, attainment and progress, and the quality of teaching and learning. We needed ruthless honesty in all our self-assessment processes, supported by critical self-reflection, and constructive criticism from others – even when we didn’t like the messages. We had to make some very difficult decisions, for example, about changes in course provision and staffing. Engaging in genuine consultation and ensuring all staff were treated respectfully and with dignity were absolutely essential to managing these changes so they were sustainable over the long term. As the song says: “It ain’t what you do, it’s the way that you do it, that’s what gets results”.’ 
Phil Frier, Principal
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The significant changes in the college and the years of hard work by staff at all levels across the organisation were recognised in the college’s latest inspection in June 2011, when for the first time, the college received an overall effectiveness judgment of good. Outcomes for learners and quality of provision improved from satisfactory to good, with leadership and management and capacity to improve moving from satisfactory to outstanding. Three of the four curriculum areas graded in 2011 were judged good, and one was outstanding. 
A new start

The appointment of a new principal provided a good opportunity for the college to take stock of its current position and develop a new plan for securing its future. Before formally taking up his post, Phil spent about 30 days in the college, to find out for himself how the college operated and its strengths and weaknesses. Much of his first term in post was spent analysing the position in detail, and talking to staff and learners. Phil’s conclusion was that: ‘The College had become over-corporate, and lost its focus on the core business of teaching and learning. Of nine members of the senior management team, only one had a brief for teaching and learning. The others were focused on marketing, human resources, finance and business development. The post for quality and standards was focused on management standards, not teaching and learning. Management had become hierarchical, and to large extent, inaccessible to staff, who had little understanding of the college’s ethos and direction and were unwilling to raise their heads above the parapet.’ 

At his first full staff meeting, Phil launched his vision for the future direction of the college. Nearly five years after this meeting, staff recall how Phil showed images of his own family to illustrate his vision of creating a college ‘good enough for our own families’ and remember this as the moment the transformation began. 
The following year there were significant changes to the senior and middle tiers of management. The governing body agreed a budget of round £600,000 to support restructuring, during which six senior managers left, and staff were appointed to newly created roles. 
Following consultation with staff at all levels, seven core values for the college were agreed:

· placing learning and supporting learners at the heart of everything we do

· creating opportunities to achieve

· applauding creativity, innovation and responsiveness

· celebrating difference and respecting individuals

· believing we will achieve high standards

· taking collective responsibility for achieving our success

being a place where people enjoy achieving together.
The college embarked on a period of building and developing teams and a culture of collaborative working and collective responsibility. This was a deliberate move away from a hierarchical senior leadership team structure to a model of distributed leadership. Five tiers [image: image8.jpg]


of management were reduced to three, and the senior management team from nine members to five. Steve Lewis, vice-principal for curriculum and planning, admitted that, ‘We had initial concerns about how the smaller number of senior managers would be able to deal with the same workload, but we found there were some real benefits in having a smaller team. Communications were much better, and we could make decisions more quickly’. Each vice-principal has direct oversight of a number of curriculum and support areas. This has encouraged collective responsibility and generated new ideas. The three vice-principals work well together and bring complementary skills and a shared focus on learners and teaching and learning.

The new structure required a significant change in mindset from staff, as managers at all levels adapted to different ways of working and greater accountability for performance in their areas of responsibility. Phil recalls that it took some time to convince all staff that the new vision and associated changes were genuine and here to stay. ‘Some staff were cynical and wary, and perhaps weary, of change – it took about a year to persuade the vast majority that this was for real, and that they could have input and influence and really make a difference.’ 
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Key actions for improvement 

James Mettyear, vice-principal for learning and quality, recalls that, ‘The previous culture of the college, with insufficiently clear expectations or high enough ambitions, had allowed staff to coast for too long. Quality assurance systems were sketchy and staff had little understanding of key data’. 
He identifies some of the key actions leading to improvement as: 

· re-invigorating college management with a restructured senior leadership team and a new tier of curriculum and support managers – getting the right people in the right jobs

· developing a more outward facing approach, to engage more closely with locals schools, community groups and business

· revising the curriculum to meet community needs

· more rigorous application of quality assurance processes and critical self-assessment and accurate, realistic judgments about the quality of teaching

· the celebration of learners and staff success

· being willing to innovate and take some risks, including expanding some provision where there was a clear demand, but previous success rates had not been good 

managing the changes with staff in a supportive way to focus on improvement  - raising expectations within a positive culture.
Teams and individuals have been transformed over the last few years. Staff are better informed about learners’ performance and use the information to measure how well their area is doing. The process engenders an element of healthy competition between curriculum teams to achieve higher success rates, increase learner progression and improve the quality of teaching and training. 

Getting quality assurance and improvement systems right
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Shaun Malin, head of quality and continuing professional development, confirms the importance of rigorous, self-critical quality improvement systems: ‘Previously, not all areas complied with the college processes – for example, completing their own self-assessment report and there were some initial difficulties in shifting this. Implementing the processes was non-negotiable, even if, at first, the quality of self-assessment wasn’t always good. As long as teams were doing it, then we could help them to develop skills and the necessary self-critical culture. In the second year of implementation, there was a major improvement in the levels of engagement. For the first time, staff could see that someone was actually reading their course reviews and self-assessment reports and something was happening as a result of their work – it had some value and was valued by others. After that, staff were more willing to engage – they responded to feedback, started to identify areas for improvement themselves and could see the impact of this more rigorous approach to self-assessment on improving provision and outcomes.’ 

For Shaun, establishing good personal and professional relationships with staff in each curriculum area was a priority. The time taken to understand the specific issues and needs of each curriculum area paid off and was central to developing a high level of understanding and cooperation. 

Increased autonomy for curriculum managers 

Curriculum managers are free to manage their own areas, in return for greater accountability for performance. Funding and resources are delegated, marking an important shift in financial management within the college. David Williams, curriculum manager, says, ‘Previously managers at our level had no information about finance, or any specific budget allocation for our curriculum areas. There was no flexibility in how resources could be used and long delays in the purchasing system. Now, with delegated budgets, curriculum managers have the authority to make purchases up to £1,000 in a single order – this has speeded up the purchase of curriculum resources and equipment, enabling us to be much more responsive to our staff and to develop a more interesting and innovative curriculum for learners. Mike Buckman, head of plumbing, electrical, carpentry and catering adds, ‘Previously, if our department generated any income through specific projects, it went into the central college coffers. Now, if we generate additional income, it stays with us for re-investing in our area, which is a much greater incentive to be entrepreneurial. For example, our carpentry learners make and sell sledges and picnic tables, which develops both their practical and business skills, increases their motivation and success, as well as generating additional resources for the department.’ 

This increased autonomy extends beyond budget control – managers talk enthusiastically about how they are able to share ideas, make suggestions and are supported by senior managers to take creative risks to develop and improve provision further. Curriculum managers set up their own regular meetings, to support each other, talk through difficulties and help each other identify solutions. Many say they found this particularly helpful in a period of considerable change in the college, and when they were new to their roles. Curriculum managers speak positively about the culture of trust that has been created – a climate that is ‘challenging, but supportive’. 

Engaging the local community 

The college is proactive in developing strong partnerships across the city. Phil is a member of several key city partnerships, including the local strategic and economic partnerships and the city employment and skills group, which helps to develop a better understanding of the city’s needs and aspirations, and how the college could make a positive contribution towards meeting them. These extended and enhanced relationships across the local and business community have also had a positive effect on the college’s reputation. Good use of local and social media promotes and celebrates college successes, including the achievements of college alumni who have been successful in their chosen field. As one partner commented, ‘The college is now seen as a place to go, rather than a place to end up.’
From good to outstanding in digital and visual arts 
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Carolyn Wright is curriculum manager for digital and visual arts. She says: ‘I thought it was important to work closely with staff in the college, but also to hear the views of our learners and other stakeholders, including local schools and sixth form colleges. I started to visit feeder schools, at first on my own, and then with team leaders. We were sometimes surprised by the feedback – for example, subject leaders in schools complained that college staff never visited school art exhibitions, but we expected them to visit ours. We realised that not everybody out there thought we were as good as we did!’ 
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Carolyn worked closely with her team leaders to ensure that data were being used consistently to conduct rigorous and self-critical evaluation – previously there had been a tendency for self-assessments to be self-congratulatory, rather than critical and reflective. They analysed learners’ attendance, punctuality and behaviour, and reviewed the monitoring procedures. Weekly reports on attendance, punctuality and other causes for concern were introduced, and Carolyn met each team leader weekly, both individually and as a group, to monitor outcomes. Best practice was shared between the different areas, and a culture of supporting creative risk taking and innovation was created. Regular weekly staff meetings, arranged to include sessional staff, were key to sharing the vision and goals.  
Nowadays, promotion to schools, learners and their parents and carers is tailored and targeted. Messages are reinforced through open days and evenings, taster sessions, at interview and during enrolment. Staff visit schools’ art exhibitions and potential learners are invited to college exhibitions. The enrichment programme provides opportunities for learners to work with visiting artists and guest speakers, and encourages learners to take on more personal responsibility for planning their own enrichment activities, such as independent gallery visits. 

There is greater focus on each individual learner’s progress – not just in terms of prior attainment and predicted grades, but on understanding their work, their methods, their interests, and setting appropriate targets to ensure that they achieved their potential. Learners are increasingly familiar with the grading criteria, which in turn improves their own and teachers’ assessment of their work. They maintain a journal throughout the course, to reflect critically on all their practice, which improves achievement by enhancing the quality of their thinking and their work. As a result, the proportion of learners achieving merit and distinction grades rose from 47%, around the national average, to 74%.  The improvement was confirmed by inspectors who judged the curriculum area to be outstanding.
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City College Brighton and Hove is a large general further education college, located in two main centres in Brighton and Hove, with smaller centres and community venues across the city. It is the largest post-16 learning provider in the city and offers courses from entry level to higher education across a broad range of subject areas.
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Construction and motor vehicle courses have seen markedly improved success rates from a low base
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Are you thinking of putting these ideas into practice; or already doing something similar that could help other providers; or just interested? We'd welcome your views and ideas. Get in touch � HYPERLINK "https://www.surveymonkey.com/s/ofstedgoodpractice" �here�.


To view other good practice examples, go to: � HYPERLINK "http://www.ofsted.gov.uk/resources/goodpractice" �www.ofsted.gov.uk/resources/goodpractice�
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