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Policy Document 

CONSULTATION AND COMMUNICATION

(Educational Services Committee 08/12/04)

(To be reviewed by December 2009)

Moray Council - Educational Services

STATEMENT OF PURPOSE, AIMS AND VALUES

PURPOSE

Our purpose is:

To provide a range of progressive lifelong learning, cultural and leisure opportunities designed to meet the needs of the people of Moray, which will enable them to become positive, informed, skilled, healthy and active citizens.

AIMS

In achieving our purpose we aim to:

1. promote learning as a lifelong process

2. support people in achieving their full potential

3. provide safe, welcoming and attractive learning environments

4. provide access to services for all

5. raise achievement and attainment

6. recognise and share success

7. work in partnership with other services, agencies and the wider community

8. continuously improve the quality of the services we provide

9. ensure best value in everything we do

VALUES

Throughout all of our work we will value:

1. you, your culture and your ideas

2. your rights and responsibilities

3. your involvement and your views

4. openness and honesty

5. diversity in the delivery of services
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1.
INTRODUCTION/BACKGROUND

	1.1 In February 2004 Her Majesty's Inspectors of Education (HMIe) published their report on the education functions of the Moray Council. In their report HMIe recommended to the Council a number of main points for action to improve the service.

1.2 A Strategy Group was established which developed an action plan identifying a range of strategies and tasks to overtake the main points for action.

1.3 One of the key tasks identified was to, "Review policy on consultation and communication to comply with policy framework, including role of head teachers in consultation and involvement of stakeholders and young people."



2.
RATIONALE

	2.1 Moray Council Educational Services aims to improve the quality of the services it is responsible for providing. The Council aims to do this whilst involving and seeking the views of others and in the spirit of openness and honesty.

2.2 A strong focus on effective consultation and communication is a defining characteristic of any service that seeks continuous improvement. Services which aim to meet the needs of various stakeholders, and which value the contribution they make, consult and communicate widely and often.

2.3 The Council has recently adopted a strategy for Community Planning, Communication and Engagement which reflects this commitment. Educational Services recognises it has a key role to play in this approach.

2.4 Educational Services Committee, advised by the Director of Educational Services, bears the final responsibility for all educational policy decisions made within the authority.  It is anticipated that all relevant stakeholders will have the opportunity to make an appropriate contribution towards the formulation of policies and practice.




3.
AIMS/OUTCOMES

	3.1 This Policy aims to set out the relationships between the central management of educational services and its stakeholders in consultation and communication matters.

3.2 The overall aim of this Policy is to ensure that across Educational Services there are clearly defined approaches to consultation and communication in all establishments and services. Common understanding of the terms “Consultation” and “Communication” is a specific objective of this Policy.

3.3 A Definition of Consultation:


3.4 The service therefore aims to provide opportunities for all staff, users of the service and other stakeholders to contribute to the design, implementation, monitoring and evaluation of policy and provision.

3.5 The service also aims to gather information on user satisfaction with the service, on future needs and on how the service can be improved. 

3.6 A Definition of Communication

3.7 Communication, which is about the transmission of information, may be seen as separate from consultation which is concerned with the sharing of ideas and views. In practice the relationship between the two processes is very close. Effective communication lies at the heart of effective consultation. 

3.8 The Communications Framework (see appendix 1) is based upon the following principles:

· effective communication enables individuals to play a meaningful role in the service;

· communication is a collective responsibility requiring all who work with and within the service to communicate effectively;

· information at all times should be relevant, accurate, consistent, understandable, and delivered at the appropriate time;

· to be accessible, relevant and meaningful to the needs of different groups of stakeholders, attention should be given to the choice of format or medium used to report information as well as to the style of written documents, including the use of Plain English and/or ethnic minority/community languages;

· to ensure key messages are clearly understood and points of doubt clarified, opportunities for two-way communication and personalised discussion should be optimised;

· while meetings can have many advantages, (immediate transmission of information to large audiences, face-to-face communication, the facility to convey complex information, to clarify and to receive feedback), they are an expensive medium of communication and it is a collective responsibility to ensure that meeting time is used as effectively as possible;

· a great deal of information is shared within every organisation at the informal level, (the main advantages being that it is direct, immediate and efficient). It is important that a balance is struck between formal and informal communication.




4.
IMPLEMENTATION PROCEDURES                                      


consultation is built into the regular service planning and Best Value review cycles of the service.

	4.2
Communication procedures must ensure that

· information is communicated effectively to our key stakeholders (Appendix 2);

· feedback is encouraged from stakeholders and used to inform decision making and improve service delivery;

· an efficient system for responding to enquiries and complaints (formal and informal) is established and maintained; 

· there is promotion of the service as a good communicator;

· all staff respond to written communications within agreed timescales where this is required;

· plain English is used wherever possible and appropriate;

· communications systems enable stakeholders to share and discuss with each other information and matters of interest at both strategic and operational levels.

	


5.           ROLES/RESPONSIBILITIES

	5.1 Councillors and other Committee Members:

5.1.1
Elected Members of the Council and other Members of Educational Services Committees and Sub-Committees bear the final responsibility for all Policy decisions. They have a duty to ensure that such decisions are reached based on full consideration of all relevant information including the outcomes of consultation. They will be advised in their decision making by the Director of Educational Services and other Chief Officers of the Council.

5.2 Educational Services Management Team

5.2.1 Educational Services management team must ensure:

· that they create an ethos which promotes consultation and communication and encourages stakeholders to give views on services;

· that Elected Members are provided with essential and appropriate information to inform their decision making and to support their community responsibilities;

· that there are opportunities for stakeholders to become involved in shaping Policy and practice;

· that the agreed Council protocol for consultation with Trade Unions (non-teaching staff) is observed;

· mechanisms are in place to provide feedback on the outcomes of consultations;

· a strategic overview of consultation activity is maintained;

· that effective consultation and communication procedures and practices are in place and are used appropriately and consistently across the service and reviewed regularly;

· that strategic decisions are communicated appropriately to stakeholders;

· plans for the continuous improvement of the service are regularly and widely consulted upon and distributed in a range of formats, paper and electronic; 

· reports on service performance are prepared and shared on time and as widely available as possible.

5.3 Heads of Establishment and Service Managers
5.3.1 While responsibility for decisions within educational establishments rests with the Head Teacher and within other services with the Service Manager/s, there is an expectation that appropriate consultation will have taken place. In deciding the level and means of consultation, the following principles will be considered:

· that an ethos is created which promotes consultation and communication and encourages stakeholders to give views on services;

· the opportunity is available for all relevant stakeholders to be involved;

· that the time commitment required by stakeholders is acknowledged;

· that the timescale required for responses has been planned and is realistic;

· that the number of other consultation exercises being undertaken has been considered.

5.3.2 In schools, for example, a wide variety of mechanisms for consultation exist. These may include:

· Senior Management Team meetings

· Principal Teacher meetings

· Teaching Staff and Support Staff meetings

· Whole Staff meetings

· Subject Department/Stage meetings

· Standing Committees

· Ad Hoc Committees

· Questionnaires, for all or selected staff

· Focus Group/s

· Pupil Council

· School Board

· Trade Union/Professional Association Representatives

· “35 hour week” committees

5.3.3 In other service areas there may be different staff and service user groups and opportunities. Service Managers require to apply the principles outlined above and in Section 4 of this Policy document.

5.3.4 In certain circumstances the requirement for consultation and communication with stakeholders may be defined by the Director of Educational Services or other Officers of the Council. In those circumstances the preferred mechanism/s, timescales and outcomes will be set out clearly as part of the instructions and guidance provided to Head Teachers and Service Managers.

5.3.5 More usually Head Teachers and Service managers will determine the management of consultation and communication within the workplace or service which they manage.

5.3.6 A more detailed Guidance document for schools is attached to this Policy as Appendix 3.
5.4 All Staff

5.4.1 All staff have a responsibility to participate, within the available time, in consultation and communication processes in line with Council Policy; to make themselves familiar with Policy and procedures and to participate in appropriate related staff development activity.
5.4.2 All staff should work towards improvements in their own communication activities and maintain good communication practices in their own areas of responsibility.

5.4.3 All staff should ensure that they give and receive accurate and up to date information in relation to their own job and for any staff for whom they are responsible.

5.4.4 All staff should promote the use of Plain English in their work.

5.5 Children and Young People

5.5.1 The rights of young people to be consulted on matters which affect them have been set in legislation (Standards in Scotland’s School etc Act 2000). This requires schools and other service providers to take account of the views of children on a range of matters. e.g. school improvement planning, curriculum changes, 

5.5.2 Children and young people have no formal responsibility but an unbounded enthusiasm to be consulted and to communicate. A range of forums already exists for information sharing, feedback and more formal consultation. These include:

· Pupil Councils in Schools

· Local Youth Forums

· Community Planning meetings

· Local Youth and Community Groups

5.5.3 Reaching and engaging with children and young people can be challenging and special effort must be made by all Head Teachers and service managers to ensure that this “hard to reach” group are included through the use of a wide range of strategies including online and interactive technologies. Incentives to participate may be appropriate (in the context of the Policy on Celebrating Achievement and Success).


	


6.
RESOURCES

	6.1 
There are real costs and resource implications for all consultation and communication activities. The most significant of these is time. Activities require to be managed to ensure efficient and effective use is made of people's time. In particular Head Teachers and service managers must ensure that proper consideration is given to staff conditions of service when organizing communication or consultation activities. All staff have only limited hours in which to undertake their respective duties and every effort must be made to ensure that demands on them are realistic and within the available time.

6.2 Production, distribution and analysis of questionnaires have measurable costs and these should be evaluated carefully at the planning stage.

6.3 In order to ensure a strategic overview and to manage the processes of internal consultation and communication new procedures will now apply: 

· consultations being managed by Officers and Service Managers involving more than 10% of schools/pre-school centres and any number of parents, pupils, School Boards etc. must have the approval of the Director of Educational Services;

· requests to consult must be made formally using the pro-forma (appendix 4);

· the processes and activities of consultation and communication within a single educational establishment (for example a school) will be managed by the head of establishment in line with this Policy document.
6.4 External consultations are prompted from such sources as the Scottish Executive, Convention of Scottish Local Authorities (CoSLA), Learning & Teaching Scotland and various other national and local bodies. Significant burdens can be imposed on authority staff when a number of consultation requests, invariably uncoordinated, arrive within the same time-frame. Educational Services Management aims to minimise the impact on establishments and services by offering groups (HT groupings, Associated Schools Groups, Local Community Networks, Senior Officer Groups) focus and representative groups the chance to prepare joint responses on behalf of the authority. This does not infringe on the right of establishments or individuals to make their own responses, should they so wish.




7.
LEGAL REQUIREMENTS

	7.1 
School Boards have a statutory duty to work with central and school-based staff to secure improvements in education. Head Teachers in particular have a legal duty to provide certain information regularly and on request to School Boards. Good practice also suggests that effective schools provide enhanced information and involvement for parents, pupils and community members often through the School Board.

7.2 Head Teachers and other service managers will be aware of legislation relating to Special Educational Needs, Disability and the provision of support to individual pupils which requires very careful management of information. Confidentiality and the regular review and updating of pupil records are legal requirements for a number of children.

7.3 Recent legislation has given all pupils certain rights to be consulted upon matters which affect them and for their views, where they are expressed, to be taken account of. This applies to all children and young people. Children over age 12 and young people over age 16 have increasingly important rights to be consulted and have their views noted.

7.4 Other issues:

· Copyright legislation

· Data Protection

· Employment legislation

· Discrimination legislation

· The 21st Century Agreement – National and local agreements.

· Freedom of Information Legislation




8.
QUALITY IMPROVEMENT, MONITORING AND EVALUATION

	8.1 Head Teachers and service managers have the day to day responsibility to implement and monitor the effectiveness of the Policy within their own areas of responsibility. The Educational Services Senior Management Team will monitor the overall effectiveness of the Policy across the service.

8.2 All requests for external consultations are monitored and recorded by senior officers. This is consistent with Educational Services Management’s efforts to manage the consultation processes within the service. Where requests for consultation activity are received directly by establishments from an external source it is helpful if this can be advised to an appropriate senior officer (Associated Schools' Group Officer, Service Manager).

8.3 The Policy will be the subject of regular review within the agreed cycle of service planning. A lead Officer within the service will be appointed to complete the review.

8.4 When providing information and undertaking consultations every effort must be made to offer opportunities to comment on the quality and helpfulness of the information itself and on the consultation process.

8.5 New technologies offer exciting opportunities to provide access to information in different, attractive and stimulating formats. Web-based materials provide easy and cost-effective access for parents, pupils, staff and the wider community as well as offering up to the minute news and views. Web sites and online interactive surveys and questionnaires offer huge potential for quality communication provided security and safety are carefully managed.




9.
STAFF DEVELOPMENT

	9.1 Staff responsible for implementing aspects of the Policy may benefit from training opportunities which will be provided for:

· Communication Skills;

· Using Plain English;

· Drafting and Analysing Questionnaires;

· Web-based communications.




10.
CONSULTATIONS

	10.1 This Policy was developed based on the discussions within a broadly based Working Group of Elected Members, Educational Services Senior Managers, Head Teachers, Teachers and other school staff, Support and Specialist Staff, Trade Union representatives and a parent representative.

10.2 The Policy has been the subject of consultation with all Key Stakeholders (Appendix 2).




11.
REVIEW DATE/S.

	11.1
The Policy was approved by Educational Services Committee on ………….. and will be reviewed by (3 years from approval)




FRAMEWORK FOR CONSULTATION

 AND COMMUNICATION



KEY STAKEHOLDERS

Key Stakeholders for the Education Service are those service providers who work within the service directly (our staff) or through contract or commissioning arrangements and those for whom the service is being provided, pupils, parents and the people of Moray. Other organisations and agencies with whom we work closely to deliver the range of educational services are also our stakeholders as well as our partners.

This list is intended to be as comprehensive as possible but not exhaustive. Not every group or grouping is described in the list which is intended merely as a guide for those managing communications and consultations.

· Elected Members of the Moray Council and other members of Educational Services Committee

· Director and Heads of Service

· Officers and staff employed centrally

· Corporate Policy Unit

· Heads of Legal, Finance and Personnel Services

· Head Teachers and school staff

· Visiting Specialist Staff and Instructors

· Managers and staff in other service areas (Libraries & Museums, Community Learning & Development, Sports, Arts and Leisure Services, Information and Access)

· Support and Specialist Services staff

· Development staff

· Specialist and Support Services staff  (Beechbrae)

· Staff in Pre-school Education and Childcare Centres

· School Pupils and Children in Pre-School Centres

· Parents

· School Boards

· Parent/Teacher and Parent Associations

· Community Councils

· Other Service Departments/Sections of the Council

· NHS Grampian

· Grampian Police

· Higher & Further Education Institutions

· Careers Scotland

· Highland Pre-school Services/HIMATS

· Moray Childcare Partnership

· NCH

· Aberlour Childcare Trust

· EIS/SSTA/PAT/NASUWT

· UNISON/GMB/TGWU

· AHTS/HAS

SCHOOLS – STRUCTURES FOR CONSULTATION AND COMMUNICATION

1. Principles

1.1 All schools require a decision making structure which promotes a collegiate style of management, assists communication and possesses an overall coherence. In deciding the most appropriate structure and mechanisms for their individual circumstances, schools will take into account such factors as the size of the staff, the departmental or stage structures and perhaps the physical layout of the building/s.

1.2 It is essential that consultation and communication arrangements are given high priority and appropriate provision is made in planning and configuring timetables and events calendars. Every effort must be made by Head Teachers to ensure all staff have appropriate opportunities to participate in consultations and to receive and engage in communication opportunities. As increasing numbers of staff, including Teachers, work part-time and more flexibly, Head Teachers require to plan these activities with considerable care.

2. Head Teachers and Senior Management Teams

2.1 All secondary schools and larger primary schools have a management team consisting of the Head Teacher and Depute Head Teachers. In all schools this Senior Management Team (SMT) should function collectively and be responsible for the overall direction of Policy and its implementation. The SMT should meet regularly, conduct its business in accordance with a clear agenda and its decisions should be recorded in formal minutes which should be widely circulated.

2.2 In some schools attempts have been made to broaden certain meetings or parts of meetings of the SMT by involving other members of staff. Consideration should be given to the involvement of Principal Teachers in extended Management Team meetings as a useful forum for discussion and for management training. Consideration should also be given to the role of senior administrative staff appointed to work in individual or groups of schools. These staff may contribute regularly to SMT business.

2.3 Head Teachers have a statutory duty to provide information regularly and on request to School Boards.

3. Principal Teachers

3.1 Although different arrangements will be appropriate in different sectors and within different schools, opportunities must be given for discussion among all those directly responsible for leading the curriculum. Meetings should be conducted with clear agendas and outcomes recorded and disseminated to allow other members of staff to engage in the process.

3.2 Regular meetings should be held between Principal Teachers and an appropriate member of the school SMT who shall act as the “link” for the department or subject/stage.

4. Department/Subject/Stage Meetings

4.1 Departmental/Subject meetings in secondary schools and Stage meetings in primary schools provide an opportunity for participation in management decisions and information sharing. Such meetings should be scheduled on a regular basis, organised formally with agendas and minutes which should be agreed with the Head Teacher/SMT. 

4.2 Special consideration should be given to involving all appropriate staff, teaching and support staff, in such meetings and information processes. This may require careful planning of meetings, their timing and frequency.

4.3 Arrangements must ensure wherever possible that visiting teachers and instructors have opportunities to be fully involved. The responsibility here rests with the Head Teacher of the staff member's base school.

5. Pupil Support Team Meetings

5.1 Regular meetings of pupil support staff should take place. It is important that these should be attended by at least one member of the school SMT. Pupil support staff should have the opportunity to meet periodically with appropriate professional colleagues such as Careers Staff, Educational Psychologists and Social Work Staff. Such meetings should be scheduled on a regular basis, organised formally with agendas and minutes which should be agreed with the Head Teacher/SMT. 

6. Meetings with Support Staff

6.1 Meetings with support staff should take place on a regular basis, at least one per term. Such meetings should be organised formally with agendas and minutes which should be agreed with the Head Teacher/SMT. Meetings may be with specific groups of support staff, e.g. clerical and administrative staff, or additional support needs staff, or may include a range of staff where matters for discussion do not relate to specific groups. Such meetings should be used as a means of broadening discussion of whole school policies and of assisting two-way communication on more general issues. It is therefore good practice for a member of the school SMT to be in attendance at these meetings.

7. Meetings with Union Representatives

7.1 Regular, formal meetings with the elected Trade Union Representative/s of both teaching and support staff are essential for effective consultation and communication. These meetings should be formally arranged, with agreed agendas to which all parties can contribute. Meetings should normally be minuted and these circulated to all relevant staff. The frequency of meetings should be mutually agreed and in all but the smallest Primary schools more than one meeting per year must take place. To enable the smooth working of in-school industrial relations, it is important that Union Representatives are afforded the facility, time and resources as described in local agreements.

7.2 Joint Trade Union/Safety Officer inspections of the school grounds and premises should take place at least once and preferably twice per school year. Ongoing health and safety monitoring should occur throughout the year and agreed procedures established to respond to matters raised.

8. Consultative Committees

8.1 Staff Consultative Committees are recognised as effective and fair forums for consultation and decision making on a range of important issues affecting school staff. All schools will have established a consultative committee to consider and agree 35 hour/week working agreements. Schools should consider carefully whether similar arrangements might benefit consultations on school improvement planning; curriculum and staff development activity; financial management (DSM schemes) etc. Membership of consultative committees should be drawn from all levels of staff and from teaching and support staff. Normally elections should take place but certainly membership should be representative of staff and should be time-limited. The criteria for membership must be transparent. For small schools this Committee may be constituted by all staff. Most effective consultative committees are established with specific remits. Meetings should be formally arranged, with agreed agendas to which all parties can contribute. Meetings should normally be minuted and these circulated to all relevant staff.

9. General Consultations and Communications

9.1 In addition to these formal structures the general ethos of the school should be such that professional discussion is encouraged and debate welcomed on all matters. Such openness empowers staff and enhances their professional role at all levels.

9.2 Staff bulletins, whether daily or weekly. These need to be meaningful and not cluttered with trivia. Circulation must be comprehensive and consistent. Electronic bulletins are effective and efficient where all staff can have ready and equal access. In any event there must be an agreed model for regular information sharing e.g. open diary, whiteboard, staff notice-board etc.

9.3 Ad hoc staff meetings, for very specific and urgent items, can be very much appreciated where these allow staff to be kept abreast of local issues.

9.4 Memoranda should be used where clarity of detail is required and a written record of communication is desirable.

9.5 Informal visits to staffrooms, departmental staff bases etc can be much appreciated.

9.6 Short-term school improvement groups with ad hoc membership can serve very usefully to develop and sustain social activities which help raise and maintain staff morale.

REQUEST TO CONDUCT A CONSULTATION

	Name and Designation of person making request
	

	Objective of Consultation Exercise
	

	Target Group to be consulted. e.g. staff groups, parents, pupils etc.
	

	Trade Unions to be consulted
	

	Means of consultation


	

	Time-Scale: (Proposed Start/Finish dates)
	

	Consultation Feedback arrangements


	

	Resource Implications
	

	Reporting Arrangements
	


Any Additional Comments: …………………………………………………………………

……………………………………………………………………………………………….

……………………………………………………………………………………………….

· 
Request approved by ……………………………………… Date ……………

· 
Request not approved ………………………….………….. Date ……………



because ….……………………………………………………………………

……………………………………………………………………………………………….

ANNUAL CALENDAR OF CONSULTATION

	Consultation 
	Service Planning
	Policy Development
	Other Key Areas

	August


	Establish

improvement priorities
	Consultation on (1 or 2) areas of Policy Development
	Budget Plans

	September


	
	
	

	October


	
	
	

	November


	
	Consultation on (1 or 2) areas of Policy Development
	Stakeholder Survey

	December


	
	
	

	January


	Action Plans

agreed 

CPD Programme agreed
	
	

	February


	
	Consultation on (1 or 2) areas of Policy Development
	Spend Plans

	March


	Draft 

Service Plan
	
	

	April


	Service Plan Agreed & Issued
	
	

	May


	ASG, School and detailed Service Improvement Plans Completed
	Consultation on (1 or 2) areas of Policy Development
	Stakeholder Survey

	June


	
	
	

	July


	
	
	


� 


             EDUCATIONAL SERVICES





Educational Services





“Consultation is the process of actively providing stakeholders with an opportunity to contribute to the decision making process. Having canvassed opinion, consultation also provides an opportunity for all participants to receive feedback.”








“Communication is the process of listening to, involving, advising, and informing employees, children and young people, parents, School Boards, Elected Members, other stakeholders and local communities on matters of relevance to them” 





Parents


Consultative groups


Individual SEN parents/carers


School Boards/PTAs


Parents’ Conference


Parents’ Information Leaflets


Questionnaires





Community


Community Planning Forums


Community Councils


Local Neighbourhood Forums


School Boards


Access Points and Libraries





Other Services/ Agencies


Local Community Networks


NHS Grampian


Childcare Partnership


NES Child Protection Committee


Grampian Police


NCH


Aberlour Childcare Trust


Highland Pre-school Services/HIMATS


Corporate Policy Unit


Domestic Abuse Forum


Community Learning Partnership


Careers Scotland


Moray, Badenoch & Strathspey 


Enterprise


Higher & Further Education 


Institutions








Pupils


Pupil Councils


Dialogue Youth


Senior Pupil on Educational Services Committee


Pupil Newsletters & Information Leaflets


Questionnaires and Surveys








Staff


Senior Management Team


Senior Officer Group


Section Team Meetings


Head Teachers Meetings


ASG meetings


LCN meetings


Senior Management Development sessions








Staff


Working and Task Groups


Early Years Forum


Principal Teacher Subject Group Meetings


Probationer Teacher forums


CPD/Staff Development Co-ordinators Meetings


Café Moray





Staff


LNC for Teachers


School Boards


JNC for APT&C Staff


Union/Management Working Groups


Staff Meetings


Departmental Consultative Groups
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