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(Source: adapted from Exploring Models of Leadership Toolkit - National College for Leadership of Schools and Children's Services)

http://www.nationalcollege.org.uk   For further information on the toolkit, please see page 6.
It is useful to consider the following four key components as part of a collaborative leadership and governance design:

· defining the partnership

· types of shared provision

· form and location of leadership

· boundaries and form of governance

· and two further determinants

Providers should be clear and in agreement about why they want to consider new models of leadership together. They should also have a sense of the potential benefits that a new collaboration or partnership will bring to each partner in terms of better relationships with the external world. Therefore, to the four key components, we can add these two determinants:

· shared purpose and vision

· defining the partnership

· types of shared provision

· form and location of leadership

· boundaries and form of governance

· new relationships and alliances beyond the partnership

This leads to a six-step method:

· shared purpose and vision (why are we doing this?)
· defining the partnership (who’s in/who’s out, and who’s close by?)
· types of shared provision (what will we do together?)
· form and location of leadership (who’s in charge?)
· boundaries and form of governance (who keeps their eye on it?), and
· new relationships and alliances beyond the partnership (who can we work with now?)
Activity: 

The six-step method provides leaders a useful framework for thinking about and developing the leadership and governance of partnership working. Use the tool below to consider the key questions at each step. The supporting notes will be useful in prompting your thinking. Reduce or add provider columns as needed.  
	
	SUPPORTING NOTES
	PROVIDER 1
	PROVIDER 2
	PROVIDER 3
	ACTIONS

	1) Why are we doing this?

Shared purpose and vision – the drivers

behind the partnership
	Leader groups need to be clear about what is motivating them to consider new forms of leadership and governance, and reach agreement about the primary focus for working together.

This will also help you consider together how you are going to measure and share with others the benefits of your change. In practice, it is very difficult to make system-level change happen without a high degree of alignment between each of the parties.

Activity: Reflect and prioritise which issue is the most important for your context. It would be typical to have one primary driver such as minimum contract levels and other, linked or related secondary drivers i.e. cost savings, financial viability, improving learner achievements, sharing strengths, developing 14-19 curriculum provision, tackling staff shortages

	
	
	
	

	2) Who’s in/who’s out, and who’s close by?

Defining the partnership – providers, colleges, local authorities and

other agencies

/organizations.
	Before you can do much, you need to define the partnership. Work out which providers, agencies or other organisations might want to join or be associated with the new arrangement.

Activity: Explore with your colleagues who from this list or from your own context would be a valuable member of your new partnership i.e. other training providers, businesses, voluntary sector groups, community groups, governors, youth services, social services , further education providers, higher education providers, other agencies
	
	
	
	

	3) What will we do together?

The shared provision of curriculum, systems

or resources.
	It is important to spend time at this point defining the shared services or shared systems that providers are prepared to share and those that they are not.  

Activity: Discuss which provider will contribute what, and which provider will use which 

services i.e. quality assurance, quality systems, VLE, IT services, business development /employer engagement, HR, finance, safeguarding, CPD, governance, curriculum design and delivery, MIS, clerking, marketing, promotion and public relations, student services, procurement, examinations, customer relationship management, estates management including Health and Safety, catering and cleaning.
	
	
	
	

	4) Who’s in charge?

The form and location of the leadership –

with new roles and responsibilities
	Discuss the form and location of leadership, considering carefully the roles and responsibilities this will require. What roles do you need to realise your vision? 

Activity: It might be useful to imagine you have a clean sheet and to think about ROLES rather than PEOPLE initially. Then locate a leader (or leadership team).  

This person will lead key element(s) of the system and could be an existing leader taking on an additional role to their current one, an existing leader taking on as their new role, bringing a new leader into the partnership, bringing in a business manager, considering role sharing, considering co-leadership or a leadership partnership.
	
	
	
	

	5) Who keeps their eye on it?

The boundaries and forms of governance –

informal or formal. 
	Explore where you think you should draw the boundaries of the new structure. What ideas do you have for new forms of governance?

Activity: Draw a thick line around the elements of the system that are under agreed shared governance.

Use a dotted line for informal governance (advisory) and a solid one for formal governance (including that with delegated authority). 

Some examples of forms of governance are:

· informal (advisory) governance

· over-arching, hard governance

· delegated authority governance

· governance of particular provision.
	
	
	
	

	6) Who can we work with now?

New relationships and alliances beyond the

Partnership. 
	If you were to make these changes to your

leadership and governance structures, consider

now what new relationships, alliances and

opportunities it might open up for the partnership

and beyond it. This is an important issue to explore, particularly as the threshold for minimum contract levels is anticipated to increase in future years.

Activity: Have you been clear about what you are trying to achieve –and how will you know that you have got there?

Now that you have visualised new forms of leadership, it is important to consider what you and your colleagues will need to do next.

What tasks will you need to undertake to move from your existing model to your envisioned future model? 

Think about:

· what you have learnt from this exercise

· what actions will you need to take

· what will be the barriers to making this happen

· how change can best happen in a controlled and positive sense.
	
	
	
	


Making the new model happen

Working together to model what you want to do on paper is the easy bit. Following the steps in this toolkit will help you along the way but it is not enough on its own. Working together to make it happen is much harder. It is important to remember that the structure, roles, and responsibilities are much less important than having a clear vision and shared understanding of what success will look like – for learners and excellent leadership.

You need to plan this as a project. Use your preferred method for managing and planning change. If you don’t have a favourite approach,

talk to colleagues, to your LSIS adviser or look at the Excellence Gateway website: http://www.excellencegateway.org.uk/MCLsupport
Source adapted from: Exploring Models of Leadership Toolkit (National College for Leadership of Schools and Children's Services)

http://www.nationalcollege.org.uk 
Further information on the Exploring Models of Leadership Toolkit

http://www.nationalcollege.org.uk/index/leadershiplibrary/publications/publications-practical-resources/exploring-models-leadership-toolkit.htm
This is a practical toolkit that school and multi-agency leaders can use to explore and visualise alternative models of leadership and governance that will fit their context and purpose. It has been designed to be used in small groups within a short team workshop session (one to two hours) - although we would encourage you to use it however you feel it could be useful to you or your colleagues.

You can purchase the toolkit for £10 (if you are ordering from overseas please contact us for postage costs).The toolkit is broken down into ten sections and can be downloaded here. 
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