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Part 1 Background
1.1 Introduction

This publication is based on good practice identified and lessons learnt from the League for Learning which puts forward practical advice and guidance for the implementation of peer review in the Further Education (FE) sector. It particularly draws on the experiences of two of the leagues original providers: Lewisham College and City College Norwich. It does so by drawing on the experiences of The League for Learning Self-Regulation Pilot Project. This publication has a robust evidence base. It uses evidence detailed within a research report written by Harriet Foster entitled ‘Evaluation of the League for Learning Self Regulation Pilot Project 2006’ (see link on page 3). It includes a good practice toolkit for the FE sector preparing for self-regulation offered by practitioners who have invested an enormous amount of time, effort and not least of all high levels of professionalism and immense integrity in making peer review work at their institution reflecting in measurable self-improvement and as a result, critically benefiting learners. 
The League for Learning were one of eight ‘peer referencing’ (referred to in this document as peer review) trialled in England with the support of the LSC, AoC and QIA who formed a steering group with additional college representatives. 

The eight pilot projects were: 
· East Midlands Colleges Self-Regulation Pilot. 

· South East College Peer Review and Collective Self-Assessment.

· London South Vocational Further Education Best Practice Forum.

· South West Regional Improvement Partnership.

· NAPAEO Self-Regulation Pathfinder.

· North West Independent Specialist Colleges.

· North West Colleges. 

· The League for Learning.

What makes the League for Learning peer review pilot group work is ‘passion’ to promote focused commitment, the ‘skills, aptitudes and astuteness’ to translate the strategic vision into an operational reality and ‘rigor’ to ensure quality. Christopher Lambert from City College Norwich provides the passion for peer review and is the dynamo that drives this peer review group forward with energy and purpose to achieve great things. Lewisham College’s Jayne Morgan bestows the practical intelligence and professional astuteness to translate the strategic vision that underpins peer review into successful operational practices grounded in integrity. Keith Dennis from Castle College brings to this peer review group a rich quality management background which provides rigour; he thoroughly challenges all systems, procedures and documentation used to ensure this peer review group achieves its objectives and makes an effective contribution to self improvement in preparation to self-regulation.  
This publication is divided into four parts. This peer review toolkit is introduced in part 1. Part 2 includes case studies based on two FE colleges in which senior managers’ from Lewisham College and City College Norwich provide incite into the experiences, challenges and benefits gained from participating in peer review for two very different organisations. The conclusions are discussed in part 3. Key fact sheets and sample documentation are put forward in part 4 together with quality good practice checklists for colleagues to use as the basis of Continuous Professional Development (CPD) activities in preparation for the introduction of peer review or to undertake quality assurance evaluations on current peer review practices. 
1.2 
Capacity to improve
The focus on an institution’s capacity to self-improve is a key government quality improvement strategy for the learning and skills sector. Colleges participating in peer review involve external partners in helping them drive up standards by engaging in its underpinning philosophy of peer referencing. At the heart of peer referencing is: 
· collective benchmarking;

· the identification of good practice; 

· using good practice to promote quality improvement by addressing identified areas for development. 
An inherent benefit of peer review is the dissemination of good practice and, if put to good effect, is a powerful tool in addressing areas for improvement. 
This is based on the rationale that: 
· quality improvement can be effectively promoted through professional dialogue with peers in the context of a developing professional community.

· it is often easier to identify when colleagues are going the extra mile compared with other providers when taking an objective view in an institution other than their own as indeed it is to highlighting areas for further development when it isn’t one’s own!
· tried and tested practical solutions provided by practitioners from other colleges facing similar challenges have greater opportunity for ‘buy-in’ by staff who are charged with the responsibility of quality improvement at the chalk face at a particular college rather than a top down approach by senior management or externally imposed strategies by external agencies.
Motivating factors of engaging in peer review include:

· the inspectorate is taking particular notice of peer review as part of formulating inspection judgments on the organisational capacity for improvement; 

· it forms a critical component of the current thinking on greater self-regulation. 

Peer review is the process that involves professionals of similar status to seek to: 

· arrive at collective judgements about the quality of provision;

· reach decisions on improvement priorities and actions. 
· identify action to support and sustain quality provision.

· aspire to excellence.

Principals from participating colleges were motivated primarily by the underpinning philosophy of peer review that: 

· sharing of good practice is a potent catalyse for driving up standards;

· peer review might represent an effective way for colleges to subject their internal processes to the critical analysis of professional colleagues; 
· gain critical insights into their capacity to improve. 

· provide an objective view of the performance standards of internal practice.

1.3 
Significant differences between inspections and peer review

Although the approach of group 1 of this peer review pilot project is based on the Common Inspection Framework, it has significantly departed from the Ofsted inspection assessment process in the following ways:

· It represents a means by which a college’s practice may be subjected to a private critical scrutiny and verification process by practicing colleagues, emerging in the first instance from the college’s own self-assessment report.  
Whilst it is a judgemental process based on the criteria inherent in the Common Inspection Framework, it differs in that judgment is offered as part of a continual improvement process, it is confidential and the findings of the peer review team are left with the host college, to action or not; there are no external repercussions from participating in, or the outcomes of, a peer review activity.  The commitment of the organisation to quality improvement means that it is the organisations ability to determine what action is necessary as a result of the peer review feedback. This is a mature perspective in keeping with the ethos of self regulation. 
· The views of the peer review team are not presented on conclusion of a peer review activity as strengths and areas for improvement in the form of inspection judgements. They are listed as emerging issues in no order of priority but as the reviewers have found during the journey of peer reviewing.

· The self-assessment report, or elements of the self-assessment report, will be verified or not by this process and this may be used to contribute to the quality assurance evidence base of the host college.

· Crucially though, what the peer review process offers, and inspection outcomes do not, are opportunities to engage in extensive professional dialogue with peers to share good practice as an valuable outcome of the process and help identify strategies for improvement, as a supplementary outcome, that may be incorporated within the quality improvement plan of the host college. 

· A problem-solving and developmental approach is therefore taken when presenting the peer review findings. 

In essence, peer reviewing goes further than inspections in that it offers a quality improvement dimension in addition to it being a rigorous quality assurance activity.  

On conclusion of a peer review activity, one senior manager commented:  "It led to uncomfortable listening - it was much more hard-hitting than the Ofsted feed-back! But it did give solutions as well and therefore was more positive and beneficial in the long-run."

Part 2 Two detailed case studies 

2.1 
Case Study 1: Lewisham College

Type of inspection participated in: Light touch institutional inspection
Date: April, 2006
[image: image1]
Case-study based on feedback on an interview with Jayne Morgan, Assistant Director of Quality and Curriculum

Jayne is a highly experienced and well respected senior manager at Lewisham College, an outstanding institution located in South East London. She jointly undertook the role of college representative on behalf of the college in their inspection undertaken by Ofsted in April, 2006. She was a key figure in the League for Learning Pilot Peer Review project. Although the peer review activity at Lewisham College was undertaken after the Ofsted inspection, Jayne’s experience of participating in peer review activities in partner institutions paid dividends as this case-study illustrates. Jayne led on the peer review activity at West Nottinghamshire College and was a member of the peer review team at City College Norwich. In addition, she was the college representative for the peer review activity undertaken at Lewisham College in June, 2006. 
Professional benefits gained as a senior manager from participating in peer review

Jayne makes some insightful observations as to the benefits she has personally gained as a senior manager in the key areas of Continuous Professional Development and solutions to professional challenges. Illustrated examples of good practice and benefits to learners and institutions as a whole may help colleges ‘sell the dream of peer review’ and offer answers to challenges facing many institutions in the sector. 
Continuous Professional Development (CPD):

“It has afforded me the opportunity to gain a wider experience of quality management in partner institutions. I have acquired a greater appreciation of how the context and organisational culture and climate of an institution play a part in quality assurance and change management. Observing these illustrated examples has given me ideas about my own practice. Peer review is a bit like doing a joint observation but from a college wide perspective. For example, when you do a joint observation of a lesson, that’s when you really review quality in practice – the tangible evidence is before your eye for you to evaluate first-hand. 

“Peer review has proved to be a really rich professional development experience for me. I would rather actively participate in peer review than passively attend a conference because peer review links theory to practice; it contextualises the learning experience in a very powerful way. Working with other senior managers raised my game. It demanded a higher level of analysis and I had to improve my ability and my skills in determining quality issues across the organisation. I hadn’t really done that before; it was something quite new”. 

Professional challenges and solutions:
The role of peer reviewer, and not least of all undertaking the lead on a peer review activity, are no easy tasks and require skill, sensitivity and integrity. Jayne demonstrates great perception when she outlines the challenges and puts forward solutions for undertaking these key rolls. 
“The professional challenge for me is around professional credibility. Am I good enough to do this? To feed back on peer review activities to the senior management team of a college (Jayne led on the West Nottinghamshire College peer review activity - the first college to be peer reviewed). It was really challenging putting together the findings of the peer review team in a report and having the confidence to feedback on some difficult issues. The only experiences these teachers and managers (receiving the feedback) had had before were on conclusion of an Ofsted inspection. In some ways there were some comparisons being made, by the peer review team, with the approach of the inspectorate. We had to keep on rationalising – what are we doing and trying to achieve? It kept on coming back to ‘this is a peer review based on the underpinning principle of peer referencing’. When feeding back at both West Nottinghamshire College and City College Norwich I had to say ‘the views are that of the peer review team based on our professional experiences. You can do what you want with that information’. It really was the challenge of credibility – the credibility I and my fellow peer reviewers had in the eyes of colleagues we were feeding back to”. 

“In essence, the challenges can be summed up by my level of analytical skills evaluation together with the challenge of establishing professional credibility. This had to be done while taking in the whole college-wide climate of an institution and culture. An additional challenge was finding the language and questions to explore these key areas”. 

Jayne defines how participating in peer review activities at West Nottinghamshire College and City College Norwich has provided her with some solutions as to how to do and prepare for peer review at Lewisham College.

“By looking at practice at other colleges we are constantly reviewing our own practice. We gain ideas and see much good practice which provides solutions to challenges at our own institution; we keep making connections instinctively. There are all sorts of things you see that you like that you bring back to your own college. At West Nottinghamshire College I was impressed by the approaches to some enrichment activities and the organisation of the learner services – how it had been  devolved to pockets within their college; this worked well for them and we started to explore if this would provide solutions to challenges experienced at our own college. I started taking photographs on my mobile ‘phone – for example, the layout of communal areas, trying to capture the feel of the place. West Nottinghamshire College is a friendly, sociable vibrant college. Coming back to Lewisham, some areas felt stark. When you see something in another college you are automatically weighing up the equivalent back at your college. It is like observing a lesson and comparing and contrasting it with your own teaching practice”. 

Peer review pilot project and its influence on the quality assurance arrangements at Lewisham College
Participating in peer review activities at partner institutions exposes peer reviewers to a plethora of practices implemented by likeminded professionals facing challenges that they themselves are grappling with on a daily basis. Different ways of doing things and looking with a fresh pair of eyes can prove a powerful change agent. Jayne highlights the influences that she has brought back to her institution and invested in amending and refining quality assurance arrangements reflected in measurable benefits for learners and learning. 

“Since participating in peer review we have started to experiment with our internal inspection model; as a result we now have a differentiated model at Lewisham College. Peer review is about giving your peers constructive feedback and this can have wide reaching benefits if we adopt this model. In peer review, people are equal in status; this adds a lot of value. We are looking at peer review internally and creating opportunities for peer observations. We are also building in peer review within our CoVE partnerships in hospitality and catering. We have undertaken a peer review exercise this year of this area instead of an internal inspection; the payback has been in the form of newly identified quality improvement strategies”.  

“Our self-assessment system has changed as a result of feedback from peer reviewers. We began to realise that there is a flaw in self-assessment, like very many other institutions, it looks back over the year. We realised that what we need is something much more fluid in terms of it being ongoing rather than at the conclusion of the academic year. Peer reviewers highlighted that retrospective self-assessment practices limit the benefits to quality improvement that the sector is striving for, not least of all in preparation for self regulation”. 

“I believe that building self-assessment into day-to-day management is the key to unlocking the potential of this quality improvement strategy. What we found at West Nottinghamshire College was that much more quality improvement activities were going on than was documented in the quality improvement plan. It raised the question, why is that? How come the quality improvement plan becomes so rigid, so published and finished when staff are self-assessing and quality improving on a day-to-day basis. You don’t wait for self-assessment to happen at the end of the year to make changes”. 

Foster highlights the value of the learner voice and its involvement in peer review activities. Jayne discusses learner involvement in the peer review activity at Lewisham College and identifies the benefits of peer to peer dialogue. 

“Learner voice and peer review has taught me that we really must exploit the learner voice in our quality assurance system. Peer review has given us some ideas about how to do that. A learner from City College Norwich was a member of the peer review team at Lewisham College. It illustrated the value of learners talking to other learners – as a result of peer to peer dialogue much rich information was obtained to contribute to the peer review commentary. Since then I have started to experiment with learners as part of quality assurance. 
I have been talking to our student governor on the quality committee about phrasing questioning to elicit more out of learners and how to better structure feedback from the student representatives. When we do a peer review at other colleges, I will be taking our student governor with me”. 

“The learner from City College Norwich, who was a member of the peer review team at Lewisham College, interacted with learners in an ad-hoc and casual way. He was able to talk to a high number of learners. He fed back learners views and it was hard to swallow some of the information obtained. This same role could take place as part of internal inspections. Peer review is external private scrutiny. It gets down into a system – because it is informal they tell it how it is”. 

Changes to documentation as a result of feedback from peer reviewers

When a peer review activity is undertaken at a host college, peer reviewers are sometimes asked to use the paperwork currently in use at the institution. Peer review is an experiential process that not only prompts colleagues to evaluate the robustness of a college’s quality assurance systems by trying it out, but it also provokes an automatic evaluation of your own systems through a different lens – a fresh and objective pair of eyes. Jayne discusses the rationale for amendments and refinements she has made to Lewisham College documentation. 

“We have changed the observations of teaching and learning paperwork as a result of my experience of undertaking peer review activities at partner organisations and from observations made by peer reviewers when completing Lewisham College documentation”. 

“During one peer review activity, I used the host college’s lesson observation paperwork. The proforma layout forced observers to evaluate practice against each of the observation prompts.  On first use, I personally found this restrictive and unhelpful. At the time, our observation paperwork at Lewisham College included an observation checklist but this was only really used as a guide by inexperienced observers. It was not a mandatory requirement to complete but was put forward as an aide memoiré”. (See example of 2005-2006 proforma in appendix 2)

“I was updating our Internal Inspection Handbook post peer review activity at Lewisham College and reflected on my experience of completing observation record forms as a result of undertaking observations of teaching and learning at other colleges; it made me think about having to write against observation prompts, which in effect were assessment criteria. It made we question why I found the paperwork restrictive. Was it because I was explicitly guided on what to look for in terms of teaching and learning pedagogy? Was it because the record form was in effect a training tool? Was it a training process to encourage me to make more evaluative judgements in key areas that most impact upon learning? It occurred to me that lesson observations are also an assessment process for the teacher being observed and more importantly, that the observation feedback should promote learning for them as professionals. This is a difference between Ofsted inspections. One may argue that Ofsted inspections are purely about quality assurance; peer review is about validating our quality assurance arrangements and outcomes but has the added ingredient of quality improvement which is the ‘X factor’ in driving up standards”.

“If the criteria are made explicit before, during and after the observation, then teachers have a better chance of understanding the standards expected and making progress towards them.  It is only fair that teachers know how and what they are being assessed against. Our expectations around standards are raised from year to year and this practice of giving written feedback against the criteria has made the process more transparent and inspirational. The observation form in effect will, if written appropriately, will help to illustrate standards and how they are raised, year on year, and what is expected of the teacher”.

“So I decided to merge the updated criteria into the observation proforma and asked observers to comment against each prompt. The observation team have a more detailed diagnostic report to write but in some ways it is easier. I believe that this feedback is more helpful for the teacher – and who is the process for anyway?” 

Peer review pilot project and its influence on the quality improvement arrangements at Lewisham College 

The focus of the peer review activity at Lewisham College centred on:

· Work-based learning;

· Individual Learning Plans;

· Retention.

The college had recognised, through its own self-assessment mechanisms that these were areas for development. It put forward these areas for analysis and evaluation by peer reviewers as a means of identifying solutions to these challenges, all of which are challenges for the sector. 

 “A key area for investigation for the peer review team was the quality improvement action plan relating to work-based learning. There was a work-based learning self-assessment action plan in place which was presented to the peer reviewers for analysis and feedback. The feedback on this document was that it wasn’t going to work because the structures we were proposing were inappropriate to bring about the identified improvements. As a result we changed the plan and created new roles.” 

“An important point to note is that members of the peer review team had a track record of success in bringing about improvement in the area of work-based learning at their particular colleges; the professional credibility of peers undertaking the reviewing was therefore established. Some of the peer reviewers had come from a work-based training organisation and had been recruited by their college to make sense of work-based learning in an FE context. Their experience had brought about measurable improvements at their FE College that we were trying to bring about at Lewisham College.  It was real experience which was so persuasive in changing the action plan that we had in place.”

“The work-based learning team really welcomed the feedback from the peer reviewers. The Head of Work-Based Training had previously accompanied me to West Nottinghamshire College and participated in a peer review of work-based learning prior to the peer review activity at Lewisham College. He had seen first-hand what these peer reviewers were doing and the success they were achieving so it was really helpful for them to review work-based learning in practice, come up with areas for development and put forward strategies for improvement and feed back to the senior management team. As a result, key personnel visited West Nottinghamshire College to see the strategies that were being recommended in practice”.

The peer review visit to West Nottinghamshire College and a reciprocal visit by Nottinghamshire colleagues benefited Lewisham College’s work-based learning provision in the following ways:

West Nottinghamshire College had already undertaken the same work-based learning journey that Lewisham College was embarking on in turning around its work-based learning provision. This meant that work-based learning managers and staff from both organisations spoke a ‘common language’  and were quickly able to get to the real issues; it enabled work-based learning staff from both organisations to discuss key issues in an open,  non-threatening, non-pressurised environment, for example, unlike inspection.   
This led to a frank and extremely helpful dialogue; it enabled staff from both organisations to look in detail at all aspects of the provision.  This included: discussions with WBL operational staff, visits to employers and conversations with learners.  This open and honest ‘warts and all’ dialogue meant there was no need to ‘hide’ problems. Quite the reverse, open discussions prompted solutions.

The feed back from peer reviewers changed the direction of the work-based learning action plan and resulted in new roles being created. 

The work-based learning peer review process acted as a catalyst for change at Lewisham College and led to the following measurable improvements:
new communication and reporting structures put in place (Work-based Learning Operational Group – Head of School and Work-based Learning Strategic Group – Senior Managers);
new framework achievement monitoring systems which resulted in improved support for learners;
two Work-based Learning Development Officers (new roles) were appointed at Lewisham College;
apprenticeship achievement rates have increased from fifty-four percent in the 2005-2006 academic year to seventy percent in the 2006-2007 academic year.

Cross-college benefits as a result in participating in peer review

Although the peer review activity at Lewisham College primarily focused on work-based training, Individual Learning Plans and the wider issue of retention were also explored. Jayne pinpoints some cross-college benefits of the peer review activity at Lewisham College.
“Peer review raised questions about our capacity to improve – it ran through the whole process of the peer review activity at Lewisham College. I started to get senior managers at the college to grade capacity to improve pertaining to their area of work and to identify what good practice they had highlighted to support their reasoning – that was the main thing – grading the key question”. 

“Peer review has had a positive impact on cross-college quality improvement at Lewisham College. We knew ILPs weren’t working and the peer review validated that judgement and gave us some ideas as possible ways forward. It also promoted a wider investigation into retention. The improvement strategies identified by the peer review team were invested in the post-inspection action plan that went to academic board and to governors. A number of things were put into the pot to stimulate debate about key areas of improvement at the college.  For instance, how can the ILP be shared and joined up with other professionals working with learners to really add value? Should the ILP process be re-branded, re-packaged and re-launched?  How can good practice in interview and induction processes be shared across the college? Would a more targeted, possibly decentralised learner services, have an impact on areas of low retention? How can the college further empower the ‘learner voice’ through the course representative system?”
Peer review impact upon preparing for inspection at Lewisham College

Peer review took place at Lewisham College two months after the inspection undertaken by Ofsted took place. However, peer reviewers from Lewisham had undertaken peer review activities in other colleges and these experiences helped them prepare for their inspection in April, 2006. 

“It gave us greater confidence as we approached the Ofsted inspection and validated our SAR around teacher development initiatives. Peer review confirmed that our views on our capacity to improve were really sound. We had lots of rich things in place that other colleges hadn’t thought of yet. We felt good about that. It also made us realise that there was a flaw in self-assessment – we didn’t turn that around before we were inspected but we recognised there were some issues around the process and had strategies in place that we had tested out against peer review colleagues, to put before inspectors. We knew that the action plans did not reflect what was happening in practice. Importantly, it validated that we were undertaking observations of teaching and learning to a good standard. It gave us confidence in going into an inspection”. 

Peer review and the inspection team 

“I don’t think inspectors knew much about peer review at that time. They didn’t ask about it but we did write in our self-assessment report that we were involved in the national pilot for peer review. This added good external scrutiny to the self-assessment report validation process. It reinforced the rigour in the process of coming up with the self-assessment grades – we said we had external people involved in that process”. 

The impact to date of participating in peer review 

Jayne was asked to reflect on the benefits that peer review brought to:

· Learners

· Learning

· Teachers

· Coordinating Group (SMT)

Impact on learners: 

“For work-based learning learners there has been an obvious change in practice and that has brought benefits in terms of improved support. Joined-up support is now provided for learners by the support staff at the college and their employer and there is now much closer monitoring in a triangulated way.” 

Impact on Learning:

“Learning has improved for work-based learners as a result of peer review which is supported by measurable evidence. Apprenticeship achievement rates have increased from fifty-four percent in the 2005-2006 academic year to seventy percent in the 2006-2007 academic year”.

Impact on teachers 
“I had to get teachers to think in a different way. Teachers have said to me, post peer review activity, that having professional dialogue where you have to explain to peers has made them really consider their practice in a different way. Rich professional dialogue with peers using a problem solving approach is the principal benefit.”
“I had to do some work with teachers before the peer review activity took place. With an Ofsted inspection, teachers were very keen to put their best foot forward; with peer review it was the opposite approach where staff were encouraged to ‘tell it as it is”. The benefits from taking the peer review approach were that having exposed areas of weakness, peer reviewers were able to help us identify together strategies to promote the desired improvement. We wanted areas of weakness to be teased out so that solutions put forward by peer reviewers in dialogue with college staff could contribute to quality improvement planning and help us devise solutions. By not masking anything, the benefits were evident for all to see. In essence, it was safe to be exposed at that level unlike an Ofsted inspection where the obvious repercussions would come in to play”. 

The Senior Management Team (referred to at Lewisham College as the Coordinating Group CG) 

“It reinforced their thinking and their views. The feedback gave them the confidence to change direction to review the structure of work-based learning they had in place”.  

What would you do differently as the representative? 

“I would not solely focus on areas of weakness at the college in future peer review activities; it skews the perception of the college and resulted in predominantly negative feedback. The balance wasn’t right.  I gave the peer review team a hard job to do as we asked them to focus on purely areas for development so that they would suggest strategies that we could incorporate in our improvement plan. Much of our provision and services were judged to be outstanding by Ofsted two months previous but even in an outstanding college, there will always be some areas for development. As we only put forward areas for development to be reviewed, the payback was greater than if we had chosen our many outstanding areas for peer evaluation. However, I would take a more balanced approach to what was looked at next time we have a peer review at Lewisham College.”

2.2 
Case-Study 2: City College Norwich
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Case-study based on an interview with Christopher Lambert, Director of Quality Improvement
Christopher has twenty-seven years experience working in the FE sector and is a member of the senior management team at City College Norwich, located in the eastern region. A member of the QIA Peer Referencing Pilot Project Group, Christopher is a key figure in the League for Learning; it would be true to say that it would be hard to find anyone in the sector more passionate about the opportunities and benefits of Peer Review and is committed to seeing it succeed for the benefit of the sector. A Peer Review activity was undertaken at City College Norwich in May, 2006 (Christopher undertook the role of college representative) prior to the re-inspection by Ofsted of some work-based learning provision at City College Norwich in February, 2007. Christopher also led on the Peer Review activity at Lewisham College in June, 2006 and has experience of participating in peer review activities in other partner institutions; this paid dividends in the college’s recent re-inspection as this case-study illustrates. He also has acted as an advisor to ten Peer Review projects in the East of England with QIA/LSC support, including one involving FE and school sectors participants.
Professional benefits gained as a senior manager from participating in peer review

Christopher highlights the expectations experienced from working with colleagues in the sector and its implications for his own professional development. 
Continuous Professional Development (CPD):
“The professional development journey from participating in peer review activities for me has been immense. It has included informal development and confirmation of skills in the crucible-like environment of professional expectation. Working with colleagues who have high hopes of themselves and others around them creates an extra incentive to reach new heights professionally. The added ingredient is that we all passionately believe in the power of peer review as a positive change agent and during all aspects of delivery, want to perform at our highest professional and personal level in an effort to promote the inherent benefits of this strategy”
“I had to develop professionally in the area of formal reporting to SMT at Lewisham College and City College Norwich on the outcomes of the Peer Review experience. Peer Review made me think critically through the process, the outcomes and the implications of those outcomes. If I am to successfully support colleagues, I had to make sense of the experience for others too which had particular professional development implications for me”. 

“Participating in Peer Review activities in our college and partner institutions provided me with opportunities to consider real and proactive alternatives to current practice in my organisation as a consequence of dynamic, informed professional dialogue. The quality of dialogue with expert practitioners in the sector has been incredibly high. It is priceless CPD!”
“I had to raise my game when acting as the representative in the Peer Review activity at my college. I couldn’t let my college or myself down and as a result I could see my skills develop throughout the Peer Review activity. I have continued to develop those skills and they certainly stood me in good stead in the proactive discussions with our HMI/Ofsted colleagues in our recent re-inspection of work-based training”. 
Professional challenges and solutions:

The roll of peer reviewer and college representative for a peer review activity present many challenges. Christopher identifies some of the challenges and solutions he has experienced in practice. 
“Professional challenges focused on validating some aspects of my own practice and challenges to other aspects of what I do at City College Norwich, for example, in terms of looking at different models of quality assurance at West Nottinghamshire College and Lewisham College and comparing them with the Norwich approach. Although we are all very different institutions within the League for Learning, covering a wide geographic spread, there have been many lessons to be learnt about sharing our practices and looking at systems, procedures and documentation objectively”. 
“One of the major challenges for me was to take ‘time out’ to analyze my own professional practice and that of my colleagues in terms of both investigation by respected peers and the investigation of others. The solutions were provided via rich challenging professional dialogue and the identification and sharing of good practice which has led to furthering the establishing of a professional community.”
“The Peer Review activities challenge both my own and the assumptions of others when operating as the reviewer. Although the peer team teams are closely knitted, colleagues are not afraid to challenge each other, test out assumptions and point out professional baggage. It is a robust and vigorous process based on professional respect. Solutions are derived at by talking through, using the same language, areas for development with peers who are facing similar challenges to your own – it helps to marshal and crystallise one’s own thoughts when critically discussing practice with colleagues. It helps you identify areas for development and import good practice you have just witnessed.” 
“One of the biggest challenges for me was leading the peer review of Lewisham College. It is a complex institution, who had just been judged to be ‘outstanding’ overall by the inspectorate.  There was inevitably a climate of high expectations at the college. Undertaking a peer review activity focusing on work-based learning, the added value of ILPs and the college’s retention strategy - which the college had identified as areas for further development –obviously posed many challenges. Challenges included how to approach the activity, how to appropriately manage the team, how to test and critically analyse both internal and external assumptions, how to effectively promote a peer relationship, within both a robust and critical relationship with teachers and managers and how to feed back the critical nature of the findings to the senior management team in a constructive manner to encourage reflection?  I had to improve my skills in so many ways not least of all in my use of clear and definitive professional language”. 
Peer review pilot project and its influence on the quality assurance arrangements at City College Norwich
Christopher identifies some specific examples of changes made at his college as a result of the peer review experience. They have been informed by high levels of professional dialogue and validated by expert peers.  

“Quality assurance at City College Norwich underwent close scrutiny by colleagues during the peer review in May, 2006. It provided rigorous and critical analysis of internal systems, procedures and protocols with the view to ensure that the quality of the learner experience is the focus”. 
“City College Norwich has benefited dramatically from Peer Review. Some of the outcomes of participating in Peer Review have been invested in: introducing an internal Peer Review process to more effectively share good practice across the whole organisation; changes to the provision map of the college by addressing issues related to underperformance; sharing of the verification and validation of positive aspects of good practice; modifications to the classroom observation procedures; changes to evidencing documentation; different appreciation of ways of working with employers and meeting their needs”.
Changes to documentation as a result of feedback from peer reviewers

City College Norwich revised their lesson observation record form on conclusion of the peer review activity at the college and based on feedback of peer reviewers employed by City College Norwich who had participated in peer review activities at partner institutions. Christopher lists reasons for changing the document:
To assist observees with greater detail as to the features of the lesson that were strengths and areas for development in terms of promoting effective learning.
To require observees to reflect on the lesson prior to the feedback so that the feedback is more of a shared outcome and professional dialogue.
To provide greater clarity as to what actually took place in the lesson to contextualise the judgements – a more robust observation evidence base which externalises the report away from the individual while focusing specifically on what took place in the session and the effect on learning.
To focus more effectively on the effect on learning that all aspects of the observation identifies so that the observee is more aware of how the judgement grade was reached.
To link with an OMR (Optical Marked Read) form which provides us with detailed judgements of differentiated aspects of each lesson so that a culminative school/SSA report can be made to assist with aspects of further development of learning and teaching. 
To clearly link the outcomes of observation with further development needs.
To ensure that sustaining strengths as well as focusing on areas for development are the focus of post observation activity.

Peer review pilot project and its influence on the quality improvement arrangements at City College Norwich 
City College Norwich has gained in many ways from participating in Peer Review. Standards are rising in this college as reflected in improved retention and achievement data; changes made as a result of lessons learnt from participating in the League for Learning peer review pilot project have brought benefits to learners and learning.
“The list is endless but these are some of the key changes based on Peer Review influences:
the fostering of professional relationships between colleagues in the sector, including exchange visits of curriculum teams and managers;
sharing of good practice and a solution based approach with national partners in a non-competitive environment;
creating a forum at City College Norwich to share organisational quality improvement strategies identified in the sector as part of peer review activities;
validating the action plan of HBLI and encouraging the roll out of its good practice across the organisation.
Cross-college benefits as a result in participating in peer review
setting up and implementing internal peer review procedures;
developing strategies to disseminate good practice internally;
developing a culture at the college of the continuous process of teachers and managers exchanging ideas, reflections, and commentaries in relation to specific vocational and curriculum areas;
the establishment of critical friend networks both internally and between partner organisations”.
Peer review and its impact upon preparing for re-inspection at City College Norwich

Work-based learning at City College Norwich was re-inspected in May, 2007. Lessons learnt from the Peer Review process and indeed outcomes proved invaluable in preparing for re-inspection. Christopher provides some specific examples: 
“The outcomes of Peer Review were merged within the self-assessment report providing a more accurate and verified picture of work-based learning. Areas that were identified by peer reviewers as less effective were effectively addressed by strategies that were jointly put forward by peer reviewers and City College Norwich colleagues. 
A specific action plan was compiled as a result of the Peer Review activity, was adhered to and this played an enormous part in us effectively preparing for re-inspection in an area which is proving a challenge nationally”. 

“The honesty and integrity of the peer review process leant verification to the candid self-appraisal of the effectiveness of the areas being reviewed. It helped validate our judgement, provided a solution-based approach to areas for improvement and once acted upon, we approached our re-inspection with confidence. Peer Review has also made an important contribution to our capacity to improve. We are learning more about ourselves and are better at disseminating good practice across our college to raise standards and provide consistency.”
Peer review and the inspection team 

Peer Review played a significant part in dialogue with the lead inspector during the re-inspection of work-based training (Hospitality and Catering and Hairdressing). The sector, including the inspectorate has become more knowledgeable about peer review, and its underpinning strategy of peer review, over the past twelve months.  A motivating factor of engaging in peer review, as highlighted in the introduction to this publication, is that it is widely believed that the inspectorate are progressively taking particular notice of peer review as part of formulating inspection judgments. Christopher bears testimony to this theory.  
“City College Norwich’s participation in the peer review pilot review pilot project played a significant part in dialogue with inspectors. They are now really clued up on the benefits of peer review. I promoted the peer review outcomes as positive examples of professional consultation, critical analysis and in terms of the capacity to improve. It gave me and the institution a level of confidence in the judgements as detailed in our self-assessment report; we were able to respond to the inspectors’ queries and investigation points with clarity and improved confidence. Inspectors were made aware that the strategies for improvement that we implemented had been validated by external expert peers and we have measurable evidence in the form of improved retention and achievement data to corroborate our views.” 
Re-inspection and the benefits of participating in peer review

City College Norwich underwent a successful re-inspection of work-based training with improved grades awarded by the inspectorate. Christopher identifies some of the benefits of peer review as they manifested themselves in the outcomes of re-inspection. 
“There were improved outcomes for learners given the improvements made to the delivery of learning and teaching; these were noted by inspectors. There are now more effective quality assurance systems and procedures in place post peer review and again these were noted in re-inspection findings. We were pleased to have corroborated the currency of practice as demonstrated during observations of learning and teaching. Participating in peer review has promoted the willingness of our practitioners to subject their practice to critical analysis and verification.”
The impact to date of participating in peer review 

Christopher was asked to reflect on the benefits that peer review brought to:

· Learners.
· Learning.
· Teachers.
· SMT.
Impact on learners: 

“Learners have benefited from peer review activities in the form of better quality learning and teaching; awareness of areas to celebrate; heightened awareness of Learner Voice as a result in participation in peer review; decisions on underperforming provision has resulted in improved retention and more learners achieving.” 

Impact on learning:

“Better quality learning and teaching is now taking place, not only confirmed by our internal observations but also as confirmed in our re-inspection findings. We have also widened the variety of approaches employed in teaching practice to promote improved learning due to the professional dialogue about practice between colleagues both internally and externally. We have become aware of alternatives in learning and teaching pedagogy as deployed by other colleges through direct good practice sharing and this is resulting in improved learning at City College Norwich.” 
Impact on teachers:

“Teachers have had opportunities to network directly with delivery colleagues in other colleges and have begun to establish informal networks; this has proved to be a powerful support mechanism. Because of peer review and the formal college partnership being created via the League for Learning, teachers now have access to others who might have alternative approaches and new ideas. Teachers have also gained much from the challenging nature of the peer review experience, especially in terms of challenges to assumptions and perceptions.” 
            
Impact on the senior management team:

“Peer review has provided a positive challenge for senior managers. The feedback provided by peer reviewers has resulted in the promotion of change strategies, ideas for change and helped drive up standards. It has brought about the recognition of the need for organisational maturity; and not least of all it has provided further evidence to undertake consistent challenge of underperformance. Most tellingly it has helped us in our capacity to improve” 

           
What would I do differently as the representative?
“There are two things I would do differently based on the City College Norwich May, 2006 experience. Firstly, I would create more free time in the schedule for the peer review team to go, do and speak with college staff and learners in a more self-managed way – this way they could truly get an unmanaged experience from which to draw their commentary. 
This would allow them the space to explore areas when issues were identified through the peer review process and possibly drill down deeper to create an even more accurate and dimensional picture”.
“Secondly, I would actively prepare the staff team at my college to be as open as possible and to purposefully maximise the benefits of the professional discussion – both in terms of the critical dimension as well as the possibilities for furtherance of networking after the event with our colleagues. This was actually done to best effect at Lewisham College as Jayne Morgan had prepared the teaching team well”.

Part 3 Lessons learnt
Reflections

3.1 
Lessons learnt from the developmental journey undertaken by the League for Learning peer review group

The identification of the three principal benefits have included:

· verification of college’s judgements documented in the Self-Assessment Report;

· professional dialogue leading to opportunities to identify solutions not previously considered to common challenges experienced by the FE sector;

· the development of the professional community with a focus on quality improvement enriched the learning experiences for all participants. 
The process and delivery in itself became a remarkable learning experience for both the participants and host colleges. 
The pilot peer review group conclude that significant outcomes and subsidiary benefits of participating in peer review activities include:

· the fostering of professional relationships between colleagues;

· professional dialogue;

· sharing of good practice;

· developing professional community;

· sharing of organisational quality improvement strategies;

· the shadowing of colleagues in other colleges;

· the continuous process of teachers and managers exchanging ideas, reflections, and commentaries in relation to specific vocational and curriculum areas;

· capacity to improve initiatives;

· the establishment of critical friend networks.

A critical by-product of peer review witnessed during the piloting project has been the level of enthusiasm and alacrity to seize the quality improvement agenda. 

Additionally, lessons learnt from the League for Learning peer pilot review project include: 

· Allowing two active days for a peer review was considered sufficient, improved significantly by bringing together the team the day, or evening, before the review. 

· Colleges may wish to consider whether future peer reviews take the opportunity to revisit issues raised in previous reviews.

· Working through peer review in practice allowed early uncertainty over how to overcome the issue of using inspectorial language to be resolved. Presenting feedback as ‘strengths’ and ‘areas for improvement’ for example was less successful a format than presenting it in no order of priority, as observations or ‘issues to consider further’. 
· The dual approach of presenting feedback, for example, verbal and written, was successful; verbal feedback immediately following a review had a currency of freshness whilst written feedback allowed time for insightful reflection. 
· Greater recognition of the learner voice, through the introduction of student representation in the final peer review was deemed to be a success by all concerned. 
· Project diaries were not completed by participants. These were seen to be burdensome and participants instead relied on the research to capture lessons learnt and the development of the project.  
· ‘Record of Activity’ forms and ‘Evidence Example’ forms were abandoned. They were deemed to be too prescriptive, too inspectorial in approach and unable to capture effectively the outcomes of the peer review.
Based on a thorough review and evaluation of the League for Learning peer review pilot project, it is concludes that there were a number of themes which fed into its success: 

· Choice of partnership allows for a sense of ownership and commitment to the project.

· Presenting peer review as a positive opportunity for professional development and quality improvement ensures it is a process that is welcomed by individuals in host colleges.

· Effective communication of the expectations in the form of a briefing by of the host college contributed to a culture of openness and transparency.

· The experience and calibre of the peer review team was demonstrated in not only asking the most effective questions but doing so in the right manner and their willingness to rise to the challenge or demands of the process in each different situation.

· The effective management and leadership of representatives in particular, for example, in identifying and bringing the necessary skills base to the peer review teams.

· The openness and honesty of all staff involved in the host college and peer review team.

· The dedication and commitment of all involved. 

· The ability to adapt the process to meet the needs of the host college and peer review team and to learn from good practice throughout the course of the project to enable its development. 

3.2 
Significant outcomes arising from the peer review pilot project

1. 
In this pilot the project was self funded by the participating colleges –
sector financial support needs to be implemented.

2. 
The extent, variety and quality of personal professional development 
for all the participants was a real and immensely valuable outcome; “it 
enabled us to think differently about what we do”
3. 
The level of rigour, analysis and professionalism of participating teams 
led to distinct developmental outcomes in each of the organisations; for 
example, one college is developing an internal peer review system 
between curriculum areas.
4. 
Extensive links, established between participating colleges and 
members of staff through peer review, have continued and developed 
further as a consequence of the project; “we have continued to share 
the intelligence raised by the dialogue.”
5. 
The level of rigour, analysis and professionalism of participating teams 
led to distinct developmental outcomes in each of the organisations; for 
example, one college is developing an internal peer review system 
between curriculum areas.
6. 
Extensive links, established between participating colleges and 
members of staff through peer review, have continued and developed 
further as a consequence of the project; “we have continued to share 
the intelligence raised by the dialogue.”
7. 
The promotion of a sector-wide professional community based on the 
sharing of good practice is a real potential outcome of peer review; for 
example, two colleges are developing a professional shadowing 
strategy which will enable programme leaders to work shadow in each 
other’s college.
8. 
The involvement of a learner as part of the peer review team in the 
Lewisham College peer review is a model of good practice and 
represents a formal recommendation for all successive peer reviews.
9. 
The direct impact on leadership and management in participating 
colleges; for example, in one college the peer review contributed 
fundamentally to a whole institution review process less than two 
months later.
10. 
The impact on self-assessment strategies; for example, three colleges 
have shared their SAR’s and engaged in critical debate about the 
internal methodology from which they are generated, leading to 
refinements in the In this pilot the project was self funded by the 
participating colleges –sector financial support needs to be 
implemented.

11. 
The extent, variety and quality of personal professional development 
for all the participants was a real and immensely valuable outcome.”
12. 
The impact in specific curriculum areas has been considerable; for 
example, one college reconsidered its Work Based Learning strategy 
as a consequence of peer review, while another looked at a totally 
different model of recruitment for Hair and Beauty sessional lecturers 
focusing on recruiting from practising salons after a peer review 

professional dialogue.
13. 
Sharing of models of reportage, systems and structures between 
colleges has led to rationalising of some practice; for example, one 
college shared with the funding and standards team ways it used 
Goldmine for ILR analysis to positive effect, its course review process 
and the link to the committee structure. 
3.3 
Identified good practice

The promotion of a sector-wide professional community based on the sharing of good practice is a real potential outcome of peer review; for example, two colleges are developing a professional shadowing strategy which will enable programme leaders to work shadow in each other’s college.

The League for Learning peer review group has had the luxury of being freed-up to adapt its practices to meet the differing circumstances of participating institutions and the developing challenges experienced as the peer review process evolved. This approach proved beneficial to the process as it drew on and indeed liberated the wealth of professional experience and immense integrity of all staff involved and fostered an ethos of transparency and trust. It has become very apparent that utilising one approach to peer review is unlikely to be of benefit across the FE system. Freedom to chose partner organisations and likeminded professions to work with, coupled with the flexible approach to implementing peer review, has only added to the ‘rigour’ rather than create an over ‘complicatedness’ of the peer review process; it has been developed with ‘thoroughness’ in mind rather than ‘over bureaucratic’ by the people who have a ‘vested interest’ in making this peer review dream a practical reality. With this in mind, the following points of good practice are based on the set of circumstances specific to this project and may not suit every situation in which peer review is eventually used. 

Recommendations include: 

· All individuals being newly introduced to peer review should be made aware of the project protocols. Ownership of the process is particularly important for peer reviewers, who additionally should attend an ‘awareness preparation event’. 
· Protocols could be included as a point of reference amongst the peer review documentation presented by host colleges for the benefit of peer reviewers new to the process.

· Where possible, every effort should be made to provide written feedback within four weeks of the review.

· A minimum of two reviewers per review area is ideal.

· A learner representative as part of the peer review team is highly advisable.

· The opportunity for dialogue with the host college should be presented to all of the reviewers prior to a peer review event. It should not be restricted to the representatives alone. This was a desired outcome made by several participants.

· The learning that takes place within the next phase of the project needs to be recorded.

· Some consideration of providing impact analysis in the future life of the project is advisable.

· Where possible, greater sharing of experiences between the two frameworks being piloted within the overarching project would be beneficial. 

Part 4 League for Learning Peer Reviewers’ toolkit
Toolkit
· Key fact sheets.
· Exemplar material.
· Quality good practice checklist checklists. 

Fact sheets

The key fact sheets are designed to be used as an aide memoiré for managers representing colleges on steering groups of peer review partnerships to use when setting up a peer review group. It is not intended as a definitive list of what you should or shouldn’t do, but is put forward as a series of ‘lessons learnt’ so far as a result of the journey of development undertaken by the League for Learning Peer Review Pilot Project. The fact sheets may be used as a starting point – ‘what do we know so far’ list of prompts before producing systems, procedures and documentation contextualised to meet the needs of colleges working within a particular peer review partnership. 
Exemplar material

Fact sheets are followed by an example of, for instance, a Memorandum of Agreement, devised and trialled by the League for Learning Peer Review Pilot Project. This will provide colleagues with ideas about the content, language, phasing and layout of such systems, procedures or documents. Other colleges may use the sample documentation or amend it to meet their needs accord to particular local circumstances. 

Quality good practice checklist checklists 

The quality good practice checklist checklists are put forward for colleagues to use as the basis of Continuous Professional Development activities in preparation for:

· the introduction of peer review; or

· as good practice checklisting tools to undertake quality assurance evaluations on current peer review practices. 

The toolkit focuses on the following:
1. Peer Review Framework.

2. Peer Review Protocols.

3. Memorandum of Agreement.

4. Schedule for Peer Review Activity.  

5. Pre-peer review activity information.

6. Peer reviewer profile. 

7. Meeting schedule.
4.1  
Peer Review Framework
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Peer Review Framework – Key Facts Sheet
If the protocols are the guiding principals on which a peer review group is to function, the framework is the operational arrangements that support the effective management of peer review activities. 

The framework should specify:

· administrative arrangements;
· who is responsible for meeting such costs as accommodation, travel and subsidence for a peer review activity;
· training for reviewers including hospitality arrangements for the duration of the exercise. 
Based on the peer review activity being planned for, appropriate numbers of staff will need to be deployed to effectively undertake the tasks inherent in peer review to the highest standards. Guidance on the management of the peer review team should be provided in the framework and responsibilities for coordination and reporting specified. 

Information in the framework should also include:

· the schedule of monitoring arrangements; 
· use of stakeholders such as learners, parents, employers and governors in the peer review process;
· involvement of steering group members.
A sample League for Learning Peer Review Framework is put forward on the following page. Other providers may use this sample Framework or amend it to meet their needs according to particular local circumstances. However other providers chose to use the League for Learning Framework, each peer review group must have a framework adopted by all participating colleges prior to peer review activities taking place. In addition, information and arrangements stipulated by the framework must be put in place as detailed prior to peer review activities taking place

The League for Learning Draft 2007 Framework for Peer Review
Background

Following a successful participation in the QIA/LSC/AoC national pilot during 2006 there now a need to confirm the constituent organisations for the 2007 League for Learning programme of peer review activities and to further develop our approach to peer review and its contribution to quality improvement and the move towards self-regulation for the further education sector.

Since the first framework for our peer review partnership was agreed in November 2005, the national landscape has developed at a pace.  Self-regulation is now firmly on the agenda.  The LSC Framework for Excellence, to be introduced in August 2007, is placing rigorous and honest self-assessment at the core of quality improvement as well as and extending the scope of self-assessment. At the same time Ofsted is developing a lighter-touch approach to inspection.

The proposals recommended in this paper are designed to pro-actively move our peer review partnership to another level of rigour, scrutiny and responsiveness to support us in meeting our learners’ and stakeholders’ needs.
What we want to retain:
i. The focus on informing and facilitating quality improvement through team review.  In our model, quality improvement works in two directions: feedback and advice to the reviewed college; and, the learning that takes place for the reviewers examining how another college carries out its operations.
ii. A team of up to ten reviewers drawn from the four colleges in the group who, for 2 days, focus upon validating the effectiveness of provision through scrutinising primary evidence and self-assessment judgements.

iii. The team planning meeting on the evening prior to the first review day.

iv. One of the participating colleges facilitates the overall programme planning and implementation (In 2007 this will be City College Norwich).

v. Each college to lead at least one review team in the next cycle of team reviews.

vi. The focus upon reviewing self-assessment judgements.

vii. The involvement of learners as members of review teams.

viii. The focus of the individual review feedback report is a commentary of the judgements of strengths and what needs to be improved and recommendations on how to best implement improvements.

ix. A launch/training event at the start of the new cycle of reviews for colleagues from all 8 participating organisations.
What we want to develop:
i. Impact measures for the outcomes of a review

ii. Each college to offer their (Framework for Excellence) self-assessment grades for peer scrutiny and challenge.

iii. The involvement of  other stakeholders  in the peer review including Principals’, governors, LSC, employers, parents, community representatives who will contribute to the overall judgement and suggestions for improvement for member college’s. It will be for the host college to agree with review team leader which stakeholder group(s) will be included.

iv. The themes of individual reviews to be decided the host college and the review team leader on the basis of the college self-assessment report.

v. The development of an annual follow-up review to each college by the review team leader (or an independent researcher) to assess and report on the impact of the peer review outcomes.

vi. The inclusion of team specific training prior to each review possibly through a shared training/learning electronic platform.

Anticipated Outcomes

· By adopting the proposals we feel that we can make a major contribution to the experience of learners and employers through:
· Supporting the LSC drive to improve the rigour of organisations self-assessment.
· Meeting the QIA strategy for quality improvement.
· Supporting the AoC strategy to move towards self-regulation.
· Meeting the stakeholders’ demands for rigour, assessment and addressing poor quality.

	 Quality good practice checklist: 

Peer Review Framework

	Does your Peer Review Framework specify:
	Yes:
	No:

	the number of days to undertake the activity?
	
	

	how the focus of the review will be agreed?
	
	

	the arrangements for training for the reviewers?
	
	

	the arrangements for resourcing the accommodation (including hotel, base room, access to computer and printing) and food/drinks for the review team? 
	
	

	who will meet the costs of travel and subsistence? 
	
	

	the number of reviewers in the peer review team? 
	
	

	who will be responsible for the team? 
	
	

	the responsibilities of the team leader?
	
	

	how the schedule for monitoring will be agreed? 
	
	

	the involvement of the Peer Review Partnership?
	
	

	Involvement of:

	learners?
	
	

	parents?
	
	

	employers?
	
	

	community representatives?
	
	

	governors?
	
	

	the involvement of the steering in each peer review activity?
	
	


4.2
Protocols

[image: image4.png]Quality
Improvement
Agency




Peer Review Protocols – Key Facts Sheet
It is of fundamental importance that each peer review group defines the protocols for all peer review activities on establishment and in accordance with local requirements and priorities. In effect, the protocols are the guiding principles in the form of a code of behaviour that the peer review group will base its practices on. 

When compiling the underpinning protocol, peer review groups should consider the following:

· each organisations mission statement;

· the curriculum or occupational profile and scale of provision;

· the standards of organisational performance;

· the location and market position of each organisation.

Protocols should begin be reaffirming the purpose of the peer review ground as the underpinning principals and purpose. It is of vital importance to stipulate, agree and publish the set of roles that peer reviewers will operate to protect both the reviewer and the host college. 
The principles that support the peer view group should provide an operational framework for peer view practice based on:

· professionalism integrity;

· confidentiality;

· respect. 

To ensure ‘buy-in’ by staff from all participating institutions, staff must have been consulted about the content and underpinning principles of the protocols. When compiling protocols, consider:

· producing a first draft of bullet points, possibly by the steering committee;

· submit first draft of protocols for consideration by the senior management team of all participating institutions to ensure compatibility with their organisational mission statement and consistency with strategic planning;

· refine first draft by steering group;

· submit second draft for scrutiny by middle managers and staff representatives of participating organisations to test out against operational management;

· steering group to produce final draft of protocols based on feedback from all levels of all participating institutions;

· shared with cross-college and subject sector categories staff and colleagues from services areas prior to peer review activities taking place. 

A sample League for Learning Peer Review Protocols 2007 is put forward on the following page. Other providers may use this sample protocol or amend it to meet their needs accord to particular local circumstances. However other providers chose to use the League for Learning Peer Review Protocols, protocols for each peer review group must be in place and fully adopted by all participating organisations prior to any peer review activities taking place

Sample Peer Review Protocols 2007 from the League for Learning
The purpose of the peer-review is to support the development of develop rigorous processes of self-evaluation that will contribute to a framework for self-regulation and facilitate quality improvement through professional dialogue.

These protocols are designed to provide an operational framework for those participating in peer-review.  It is expected that individuals will:

· Respect the unique nature and practise of each participating college.

· Uphold confidentiality and agree with the host college what should be shared amongst partners and stakeholders.

· Accept an open culture of receiving and giving feedback which is constructive, honest and rigorous.

· At all times, act professionally and to the highest standards of the sector.

· Offer and receive considered professional advice through discussion and dialogue, based upon clear evidence or recognised good practice.

· Appreciate that there is no one ‘best’ model and participants are all learners in a process which encourages them to build upon their experience.

REVIEW FRAMEWORK

· Each review will be undertaken over two full days.

· The focus of the review will be agreed between the designated peer review team leader and the host organisation review nominee.

· The Team Planning Meeting, which will include training for the reviewers, will be held the evening prior to the review.

· The host organisation will be responsible for resourcing the accommodation (including hotel, base room, access to computer and printing) and food/drinks for the review team.

· The Review Team organisations will be responsible for travel and subsistence costs of their staff and learners who are involved the review.

· The Review Team will normally consist of no more than 10 reviewers – with each partner providing a minimum of 2 reviewers - drawn from the designated partner organisations.

· The Review Team Leader will be responsible for managing the review process, deployment of team members and leading the reporting the outcomes of the review to the host organisation.

· The Review Team Leader will be responsible for regular progress monitoring and reporting of the host organisation response to a review which is likely to be included in the organisations quality improvement plan. focusing on identifying the impact outcomes of the peer review process on the host organisation. 
The schedule for this monitoring to be agreed at the planning stage between the host organisation and the review lead.

· Each organisation in the Peer Review Partnership will lead at least one review team in the cycle of reviews.

· Each host organisation will attempt to ensure the involvement of external stakeholders in a review.

· Each team leader will attempt to ensure the involvement of learners and/or governors as members of the review team

· A member of the steering group or designated nominee will participate in each peer review activity in order to provide a reasonable level of consistency.

· Strategy and measures to consider the impact of peer review will be determined by the host organisation. 

	Quality good practice checklist: 

Peer Review Protocols

	Initial preparation: When compiling protocols, have you considered the following:
	Yes:
	No:

	each organisations mission statement? 
	
	

	the curriculum or occupational profile and scale of provision?
	
	

	the standards of organisational performance?
	
	

	the location and market position of each organisation?
	
	

	Process: When compiling protocols, have you considered:

	producing a first draft of bullet points, possibly by the steering committee?
	
	

	submitting first draft of protocols for consideration by the senior management team of all participating institutions to ensure compatibility with their organisational mission statement and consistency with strategic planning?
	
	

	refining first draft by steering group?
	
	

	submitting second draft for scrutiny by middle managers and staff representatives of participating organisations to test out against operational management?
	
	

	producing a final draft of the protocols by the steering group based on feedback from all levels of all participating institutions?
	
	

	sharing with cross-college and subject sector categories staff and colleagues from services areas prior to peer review activities taking place?
	
	

	Is it inherent when reading the protocols that peer view practice is based on:

	professionalism integrity?
	
	

	confidentiality?
	
	

	respect?
	
	


4.3
Memorandum of Agreements 
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Memorandum of Agreement – Key Facts Sheet 1
The basis for any peer review activity is the Self-Assessment Report (SAR); it should be made available to all members of the peer review team as a means of testing out assertions within the SAR. The timeframe for issuing the SAR by the host institution to peer group members prior to a planned peer group activity taking place must be specified in the Memorandum of Agreement. 
	Possible Timeframes

	Task:
	Timescale:

	Host college to issue lead reviewer with the college SAR.
	Two weeks prior to the peer review activity taking place.

	College representative and lead peer reviewer meet to define key foci and critical questions to be investigated in the peer review activity.
	Ten days

	Memorandum of Agreement issued by host college to peer review leader.
	One week.

	SAR and copy of Memorandum of Agreement be issued to all members of the peer review team
	Five working days.


It is important that each institution, prior to peer review activities taking place, defines: 

· the key foci of the peer review activity;

· the critical questions to be answered by the peer review team. 
These questions will derive from the SAR and will be put forward to focus activities of the peer review team to test out particular theories, for example, these may be strategies implemented to promote improvement since the last peer review activity or after the internal inspection has taken place to objectively investigate areas that may need further development. 
Based on the experience of the League for Learning Peer Review Pilot Group, it is suggested that the college representative for the host institution and the reviewer leading on a particular peer review activity, identify together the key foci and the critical questions based on the SAR, with the view to promoting externality and objectivity.  When selecting areas for investigation by peer reviewers, consider choosing a balance between areas that are believed to include much good practice and other areas that are ripe for further improvement. However, when putting forward areas for development to be reviewed, the payback is obviously greater than if one had chosen all areas or themes that are already outstanding as possible strategies for improvement may be put forward by the peer review team to build into quality improvement plans.                                                                                          
Once the key foci and critical questions have been investigated, the peer review team will:
· answer the questions identified by the host institution;

· identify good practice;

· highlight areas for improvement;

· put forward strategies to promote improvement.

The Memorandum of Agreement should identify the most appropriate staff from the lead institution that is scheduled to undertake the peer review activity with supporting evidence. The Reviewer Profile pro-forma is provided to help begin establishing professional credibility. The agreement should also define the general focus of the peer review activity which the critical questions specify in more detail. 

The Memorandum of Agreement should also describe the nature of the written report in terms of length and timescale for submission by the host institution to the identified peer review team; in the instance of the League for Learning, this is to be one week prior to the exercise taking place. The content of the report will focus on the key themes and critical questions agreed with the host institution. 
The negotiated time when the peer review activity will take place is to be specified on The Memorandum of Agreement with the timescales and schedule for particular activities attached to the document. 
One thing is certain, the Memorandum of Agreement must be in place prior to a peer review activity taking place and with the SAR issued in advance so that preparatory work can take place, for example, analysis of data. 
	Quality good practice checklist: 

Checklist Memorandum of Agreement - document

	Checklist Memorandum of Agreement – document:
	Yes:
	No:

	Does the Memorandum of Agreement require the host institution to make the Self-Assessment Report (SAR) available to all peer review group participants?
	
	

	Does the Memorandum of Agreement require the host institution to make available the SAR to all peer review group participants within an appropriate timescale for effective preparation to take place? 
	
	

	Did the Memorandum of Agreement specify when the peer review activity will take place including dates and duration?
	
	

	Does the Memorandum of Agreement identify a key theme/themes for the peer review team to investigate?
	
	

	Does the Memorandum of Agreement put forward critical questions under each key theme for the peer review group members to appropriately investigate? 
	
	

	Does the Memorandum of Agreement detail the peer review membership to undertake a specific peer group activity? 
	
	

	Does the Memorandum of Agreement include details of the nature of the peer review report including format and focus?
	
	

	Does the Memorandum of Agreement specify when the peer review report is to be submitted to the host institution? 
	
	

	Quality good practice checklist : 

Memorandum of Agreement - process

	Checklist Memorandum of Agreement – process:
	Yes:
	No:

	Has the Self-Assessment Report (SAR) been provided to all peer review group participants?
	
	

	Has the SAR been made available to all peer review group participants within an appropriate timescale for effective preparation to take place? 
	
	

	Did the peer review activity take place on the date as detailed in the Memorandum of Agreement?
	
	

	Have the peer review group members appropriately investigated the key theme as specified in the Memorandum of Agreement?
	
	

	Have the peer review group members appropriately investigated the critical questions as specified in the Memorandum of Agreement? 
	
	

	Has the peer review membership remained the same as was specified on the Memorandum of Agreement?
	
	

	Has the peer review report been submitted to the host institution by the deadline date specified in the Memorandum of Agreement?
	
	

	Is the peer review report in the format as defined in the Memorandum of Agreement?
	
	

	Does the report address the key theme and critical questions as specified in the Memorandum of Agreement?
	
	


4.4 
Schedule for Peer Review Activity  

Schedule for Peer Review Activity – Key Facts Sheet
In effect, peer review and its underpinning strategy of peer referencing is a self-assessment strategy; its outcomes can be used to validate an institution’s Self-Assessment Report (SAR) or be used as part of the evidence base on which internal judgements about quality of provision can be made. In addition:
· what the peer review process offers, and the inspection process and outcomes do not, are opportunities to engage in extensive professional dialogue with peers to share good practice as a valuable outcome of the process and help identify strategies for improvement, as a supplementary outcome, that may be incorporated within the quality improvement plan of the host college;
· peer reviewing goes further than inspections in that it offers a quality improvement dimension in addition to it being a quality assurance activity.  

Self-assessment arrangements have to be ‘robust’ and that applies to peer review activities too; however, that does not mean they should be ‘complicated’; they should be ‘thorough’ but never ‘bureaucratic’. This same principle also applies to the schedule for peer review activities. The schedule must be compiled and agreed by host institutions and with the allocated peer review team well in advance and built-in to the quality management calendar of the host college. Once the peer review schedule has agreed, a commitment from all partners is required to adhere to the schedule. Any changes to the schedule will indicate to colleagues a lack of commitment to peer review process.
Peer review activities embedded into the day-to-day management of an institution can make an effective contribution to creating a culture of continuous improvement. 
The process of constantly managing quality should be embedded into the daily operations of an institution – not put in place after a brown envelope has arrived heralding an inspection; this applies to peer review scheduling. ‘Doing it to yourself’ with partner organisations validating judgements pro-actively as part of the quality management calendar is a key component of successful quality management. The peer review schedule should be built-in to the quality management calendar at the earliest opportunity. 
In addition, if stakeholders are to be involved in peer review activities, such as learners, parents, employers and governors, they will need to be consulted on the proposed scheduling of peer review activities. 
A lead person needs to be identified for each peer group activity and an institution to lead on the exercise. A host representative needs to be selected and dates agreed between peer review group and host institution and this information built-in to the schedule. Each participating college should lead on a peer group activity and be represented in all peer group activities. Careful scheduling is therefore required which also allows for a steering group member to participate in all peer group activities to promote consistency. 

As the Memorandum Agreement for each exercise must be in place prior to a peer review activity taking place, the date that this should be agreed must be specified on the schedule as should the date when the impact of the peer review activity should be evaluated. 
A sample League for Learning Peer Review schedule is put forward on page x. Other colleges may use this sample Framework by substituting their own partner organisations or amend it to meet their needs accord to particular local circumstances. However other providers chose to use the League for Learning schedule, each peer review group must have a schedule agreed well in advance to allow activities to be built-in to the quality management calendar of each host organisation.
	Group 1

	Peer Review

Schedule
	Castle College
	City College Norwich
	Lewisham College
	Carter and Carter

	Proposed Date of Peer Review
	Week beginning

12th March, 2007
	Week beginning

23rd April, 2007 


	Week beginning 

14th May, 2007
	Week beginning 

2nd July, 2007

	Proposed Lead 
	Lewisham
	Carter and Carter
	City College Norwich
	Castle College

	Agreement  of Memorandum

consultation
	Agreed by 21st February,

2007
	Agreed by 21st March,

2007
	Agreed by 2nd May,

2007
	Agreed by 13th June, 2007 

	Review of Impact 
	First impact visit by 18th  June, 2007 
	First impact visit by 

27th August, 2007
	First impact visit by

17th September,

2007
	First impact visit by 15th October, 2007


Illustrative schedule and Leads for the
League for Learning peer review pilot activities

	Quality good practice checklist: 

Peer Review Schedule

	Has your peer review schedule been:
	Yes:
	No:

	compiled by representatives from all partner institutions?
	
	

	agreed well in advance by representatives from all partner institution?
	
	

	built-in to the quality management calendar of all partner institutions?
	
	

	adhered to by all partner institutions?
	
	

	Have the following key stakeholders been consulted about the peer review schedule:

	learners?
	
	

	learner governor?
	
	

	parents/guardians?
	
	

	employers?
	
	

	governors?
	
	

	The peer review schedule – has:

	a leader person been identified for each peer group activity? 
	
	

	a college representative been identified for each peer group activity?
	
	

	the lead college been identified for each peer group activity?
	
	

	each partner organisation been given an opportunity to lead on a peer review activity?
	
	

	a steering group member been identified that will be present on a particular peer review activity?
	
	

	the impact reviews been detailed on the schedule?
	
	


4.5 
Pre-peer review activity information

Pre-peer review activity information – Key Fact Sheet
Prior to a peer review activity taking place, team members should be supplied with an information pack containing key documents. This should be issued to the peer review team in time to appropriately analyse statistics and the college self-assessment report. A sample contents list is detailed below from the League for Learning. 
	Quality good practice checklist: 
Peer Review - Information pack for Peer Reviewers

	Does your information pack include:
	Yes:
	No:

	Do you require any arrangements to be put I place to assist you with access?
	
	

	Have you any special dietary requirements?
	
	

	key contact details?
	
	

	maps and directions to the college?
	
	

	college car park permit?
	
	

	internal maps/layout of the college?
	
	

	health and safety including emergency procedures and location of first aiders?
	
	

	accommodation confirmation?
	
	

	directions and contact information for the hotel?
	
	

	hospitality arrangements?
	
	

	college organisational charts?
	
	

	programmes of peer review activities?
	
	

	Self-Assessment Report?
	
	

	college statistics?
	
	


4.6 
Peer Reviewer Profile

Peer Reviewer Profile – Key Facts Sheet

Both case studies detailed within this publication highlight the importance of professional credibility. Establishing credibility in the eyes of colleagues being reviewed is of key element when undertaking peer review activities. One of the powerful change agents inherent within peer review is that the reviewers are perceived as an authority in their area of work, which furthermore is grappling with the day-to-day challenges as the host college might be facing. Moreover, they should have current experience in the area they are reviewing. 
It is suggested that the peer review partnership should devise a peer review proforma which needs to be completed by each member of the peer review team and submitted to the host institution prior to a peer review activity taking place. 

Minimum required information on a Peer Review Proforma:

· Name. 
· Position and duties. 

· Qualifications. 

· Subject specialisms 

· Recent industrial experience/training. 

· Teaching experience.

· Programme Area Responsibility. 

However, it must be said that the having the qualifications and experiences does not alone afford peer reviewers the credibility in the eyes of staff being reviewed. 
Peer reviewers will need to have the skills to effectively:

· Communicate authority and knowledge ability. 
· Demonstrate confidentiality and integrity.
· Treat all staff with respect and learners with respect.
· Provide feedback which is constructive, honest and rigorous.
· Demonstrate professional standards at all times.

· Undertake peer review duties with sincerity and sensitivity. 

A sample League for Learning Peer Pilot Review Peer Reviewer Profile is put forward on the following page. Other providers may use this sample profile or amend it to meet their needs according to particular local circumstances. However other providers choose to use the exemplar material put forward in this publication, each peer review group should provide details of each member of the peer review team to the host institution prior to a peer view taking place.  
League for Learning Peer Review Group Reviewer Profile
	NAME:
	


	POSITION AND DUTIES:

	QUALIFICATIONS:


	SUBJECT SPECIALISM:


	RECENT INDUSTRIAL EXPERIENCE/TRAINING:



	TEACHING EXPERIENCE:



	PROGRAMME AREA RESPONSIBILITY:

 

	CROSS COLLEGE RESPONSIBILITY:




	Quality good practice checklist: 

Peer Reviewers Performance – self-evaluation

	On completion of a peer review activity, did you:
	Yes:
	No:

	effectively communicate authority?
	
	

	demonstrate confidentiality and integrity?
	
	

	treat all staff and learners with respect?
	
	

	provide feedback which was constructive, honest and rigorous?
	
	

	demonstrate professional standards at all times?
	
	

	show willingness to engage in professional dialogue with colleagues from the host institution?
	
	

	participate in the sharing of good practice?
	
	

	enter into dialogue to help colleagues identify solutions to challenges? 
	
	

	undertake peer review duties with sincerity and sensitivity?
	
	


4.7 
Meeting schedule

Meeting schedule – Key Facts Sheet

It is important to put in place a meetings schedule prior to a peer review activity. Features for inclusion must include:

· Briefing session with college representative.

· Session where whole peer review team discuss approach to peer review activities led by led reviewer.

· Initial meeting with principal.

· Appropriate time allocated in the first and second phase for teams to undertake peer review activities.

· Opportunities for whole peer review team to consolidate learning.

· A session where peer review team considers and compiles the report.

· A feedback session on peer review findings to SMT and appropriate curriculum/service area staff.

An initial briefing meeting of the whole peer review team led by the college representative is crucial in setting the session and teasing out the ethos and culture of the organisation. The approach the activities determined by the lead reviewer, in discussion with the team, should take place on the first evening that the team meet, after the briefing meeting. The key focus and critical questions will form the basis of the peer review activities which the lead reviewer will base the approach on; these will have been determined by the college representative in conjunction with the led reviewer and detailed in the Memorandum of Agreement - this will inform the peer review activities together with the self-assessment report. 
The selection of the peer review team will be informed by the nature of the critical questions. 

The critical questions will promote investigation in 2-3 areas and dictate the number of peer reviewers required for the activity. It is for the lead reviewer to assemble and teams as appropriate and brief the accordingly. Teams, with the help of the lead reviewer, informed by the self-assessment report, will advise the college representative in what meetings will need to be arranged. It is important for the peer review team to have an appropriate opportunity to consider emerging issues and compile the report to be presented to SMT and relevant curriculum/service areas. If there are three critical questions under investigation, there will be three distinct sections to the meeting. SMT representation, the college representative and the lead reviewer will be present in all feedback sessions but the curriculum/service area staff will change. For example:
15.00: Health and Social care

15.30: Work-based training

16.00: Learner services
The college representative will need to identify an appropriate room for the feedback to take place and communicate timings to curriculum/service area staff. 
Peer Review – Meeting schedule
Organisation name:

Dates:

Programme Overview:

	Day 1:

	18.00
	Meeting at hotel

Briefing by college representative

	19.00
	Peer review team to discuss approach


	Day 2: Phase 1

	0900
	Peer review team meeting with the principal

	0930
	Peer review activities – in teams
College representative to set up requested meetings

	Lunch

	13.00
	Peer review activities – in teams

	19.30
	Dinner

	21.00
	Consolidate learning
Plan for phase 2


	Day 3: Phase 2

	0900
	Peer review activities – in teams

	Lunch

	13.00
	Peer review team to consider and compile report 

	15.00
	Report to SMT and relevant curriculum/service areas

	16.30
	Depart


	Quality good practice checklist: 

Peer Review – Meeting schedule

	Does your meetings schedule include:
	Yes:
	No:

	a briefing session with college representative?
	
	

	a session where whole peer review team discuss approach to peer review activities led by led reviewer?
	
	

	an initial meeting with principal?
	
	

	an appropriate time allocated in the first and second phase for teams to undertake peer review activities?
	
	

	an opportunities for whole peer review team to consolidate learning?
	
	

	a session where peer review team considers and compiles the report?
	
	

	a feedback session on peer review findings to SMT and appropriate curriculum/service area staff?
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