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How a School in West Wales has Worked to Improve the Consistency and Effectiveness of Teaching Through use of a School Development Plan
Introduction
Schools in Wales have been undergoing educational reform to improve learner outcomes and raise educational standards (OECD, 2018). A school development plan (SDP), also known as a school improvement plan (SIP), is a fundamental document produced by the school to ensure continuous self-improvement and development to offer the best opportunity for the students (Welsh Government, 2014). The requirement for schools to have an SDP has been recommended by Estyn, following inspections that found not all schools had robust plans that identify their development in areas of weakness (Estyn, 2021, a). 
This paper will briefly identify the rationale behind a school development plan along with the need for schools to ensure that the level of teaching provided is effective and consistent throughout. The development of an SDP in a specific school (School A) will be discussed in further detail, including how priorities were identified and how they intend to strengthen their areas of teaching and learning. 
The SDP discussed in this paper is taken from School A, a large English Medium secondary school in West Wales. Recent Estyn recommendations have included improving the effectiveness of teaching and assessment (Estyn, 2021, b). Due to use of sensitive information, all reference to the school will be anonymised. 
Literature Review 
The School Development Plan
Schools have been tasked with ensuring that all children make progress in their learning and are working effectively towards the four purposes of the Curriculum for Wales (Donaldson, 2015). By improving standards across schools and allowing schools to recognise areas for development as well as areas of strength, high standards and learning outcomes can be expected for all learners (Welsh Government, 2020). Following consultations with stakeholders including schools, local authorities and Estyn, the Welsh government have developed a framework that they believe schools should use to ensure that performance is being appropriately developed to ensure progression is made (Welsh Government, 2014). 
SDP’s lay out the actions the school needs to take to improve in target areas (Welsh Government, 2014). Recommendations by the OECD (2018) suggested that the national categorisation system of colour coding to define how much help a school needs to improve does not work, and instead, focus should be shifted from accountability to developing a successful way to learn and improve. The national categorisation system of school has since been dropped in favour of self-evaluation reports which form the larger school development plan (Welsh Government, 2022). Self-evaluation is a tool that can be used effectively by schools to ensure that targets are being reached, helping them to progress effectively, a benefit to both learner and establishment (Schildkamp et al., 2009). Self-evaluation informs the short- and long-term target setting for the school, alongside collection of relevant data, allowing the school to take more responsibility for areas of personal improvement (Schildkamp & Visscher, 2010). Stakeholders, funding aspects and plans for how the school will measure success must also be laid out in SDPs. Estyn recommendations gained from the latest inspections should also be utilised to inform target setting, and the plan should be seen as a live document, consistently monitored, and updated where neccessary (Welsh Government, 2014). 
Improving the Consistency and Effectiveness of Teaching
Due to inadequate scoring in the 2009 PISA (Programme for International Student Assessment) tests, the Welsh Government began an overhaul of the education system in Wales (Kools et al., 2019). Working towards the reform, schools have been challenged to become a ‘School as a Learning Organisation’ (SLO). Kools & Stoll (2016) have defined an SLO as an organisation that is dynamic, adapting with new and changing challenges whilst ensuring that all stakeholders have a chance to develop, both individually and collectively in achieving the shared vision. For schools, this means that they are having to ensure that teachers are ‘knowledge workers’, aiming to develop and improve teaching standards, consciously and continuously (Harris et al., 2022; Kools et al., 2020). 
An effective teacher has been defined by Dunne & Wragg (2003) as someone with both a broad subject knowledge and a range of pedagogical skills and strategies. According to Wiliam (2013) the quality of the teaching has the most impact on the progress of students, with good teachers being three times more effective for pupil outcomes than one who is not as effective. Ericsson (2001) suggests that the effectiveness of the teacher can be improved with continuous professional development. Heck & Hallinger (2014) argue that students benefit from the aggregate effects of not only effectiveness but teaching consistency across the school, whereby effectiveness combined with consistency has a notable positive impact on student performance. Schools in Wales therefore need to ensure that teachers are equipped with the skills that make them effective to deliver the curriculum for Wales and support student progression.   
To ensure that a school becomes a learning organisation, teachers therefore need to be effective and supported by continuous professional learning (Harris et al., 2022). According to the 2018 OECD report however, only 26% of all secondary schools surveyed had managed to provide continuous learning opportunities for its staff. Therefore, to develop and ensure student progression, schools need to assess and plan in their SDP’s how they can improve targets in these areas (Welsh Government, 2014). 
Developing an Action Point
The SDP provides targets and priorities that are aligned with Estyn recommendations as well as school led areas of focus, identified by (Welsh Government, 2014). The action point taken from school A’s school development plan will focus on aims to improve consistency and effectiveness of teaching across the school (Appendix 2). This is in line with the Estyn recommendation that the school needs to ‘improve the effectiveness of teaching and assessment’ (Estyn, 2021). 
To produce the development plan, School A utilised the NEIR framework (National Evaluation & Improvement Resource) (Placement School, 2022). The NEIR is a document that was created by the Welsh Government to provide support in planning for self-evaluation and improvement by providing a wide range of resources to ensure that schools are meeting the framework and thereby achieving the best outcomes for all learners (Welsh Government, 2020; Welsh Government, 2021). School A adapted the process by which the SDP would be developed from, as can be seen in figure one.  
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School A identified five priority areas that align with the Estyn recommendations (Appendix 1). The school identified these areas through their own robust self-evaluation reports. Each AoLE (Area of Learning and Experience) was tasked with collecting evidence from their own departments regarding assessments and student progression (Placement School, 2022). Assessment data was collated on SMID, a data analysis toolkit that allows schools to input and effectively analyse student progress (SMID Report, 2020). The use of data when analysing areas for progress can profoundly impact student achievement and learning (van Geel et al., 2016). Comparisons were made between the data, including between males and females, pupils with free school meals (FSM) and pupils without FSM, and ALN (additional learning needs) and non-ALN. The comparisons allowed the school to identify demographics that must be specifically targeted within the school development plan (Placement School, 2022). 
Following the collection of the SMID data, a LASER (learning area self-evaluation report) was drawn up by each department. The LASER gives an overview of standards and overall progress. The LASER then addresses the priority areas that the school are looking to develop by providing an overview of each priority, using the reflection and dialogue prompts provided in the NEIR guidance (Placement School, 2021; Welsh Government, 2020, p.22). For the quality of teaching priority, evidence collected against each of the prompts included lesson observations, learning walks and a work scrutiny (Placement School, 2021). This also involved holding discourse with the key stakeholders including parents, learners, teachers, and teaching assistants within the school for their formal and informal feedback (Placement School, 2022). Involving the wide range of stakeholders in the self-evaluation can promote feelings of ownership, thereby increasing their commitment to the school’s visions for improvement (Brazer & Keller, 2006). 
The LASER’s were collated and common areas for development under each priority were grouped and refined into objectives, thus building up the bigger school development plan (Appendix 2). According to the Welsh Government (2014), following collation of the self-evaluation reports, the headteacher should work with staff and governing body to identify their priorities, targets and expected outcomes. In accordance with the Welsh Government (2014), the school and governors agreed upon the most pressing priorities and how the school was to achieve them (Placement School, 2022).  
To improve the consistency and effectiveness of teaching, the school developed a specific action plan to achieve the desired impact (Appendix 2). By giving responsibility of the actions to a specific staff member or team, the accountability of the actions will be managed directly. In the case of School A’s SDP, the deputy head in charge of teaching and learning, as well as the teaching and learning team have been named as driving the actions behind this action point (Appendix 2; Placement School, 2022). By taking this approach, responsibilities are clear allowing effective implementation of the plan with ownership of the strategy implementation to ensure success (Welsh Government, 2014). 
School A have identified the action point ‘develop and embed the use of Walkthru strategy’. Walkthru manuals are teacher guides that give precise instructions on how to deliver a particular pedagogical technique to improve teaching and learning (Sherrington & Caviglioli, 2020). The school provided all staff with a Walkthru guide, with the action point specifying several ways that the guides are to be used (Appendix 2). The first is a whole school approach, whereby a specific technique was chosen to be embedded by all teachers across their lessons, for example, no hands up approach. The consistent approach across the school may ensure that teaching standards are raised as the approaches are research based (Goldberg et al., 2019). Individual AoLE’s were also expected to implement strategies from the guides that they felt would aid their department. Another suggested way to implement Walkthrus was using IRIS recording software that allows a teacher to share elements of their lesson for analysis and feedback (Appendix 2). 
To assess the impact of the SDP, School A have developed a quality assurance process named ‘Threadthru’ that ensures targets are being reached using in depth probing. Focusing on a specific aspect of the SDP, in this case, the consistency and effectiveness of teaching, the Threadthru has three steps (Placement School, 2022). ‘Stepthru’ sees each teacher identify a suitable teaching group that they record and share with their manager. The line manager reflects on the video, providing feedback, whilst also compiling a larger departmental ‘Threadthru’ report. ‘Lookthru’ forms the next step, whereby suitable examples of student’s work are selected by the teacher for analysis of the work. This is followed by a ‘Talkthru’ where the learner is consulted about their experiences in a survey. The data collected from all three steps is collated into a Threadthru reports which are then fed back to the wider school during meetings and CPD sessions (Placement School, 2022). Following this, the action points are further developed, ensuring the document is live and constantly updated, as per the Welsh Government requirements (2014). 
Reflection and Evaluation 
The school has developed an effective plan that has worked towards meeting clearly defined and measurable goals in their SDP. Targeting teacher effectiveness and consistency is imperative to ensure that students progress with their learning and achieve the intended outcomes of the four purposes by the time they finish their secondary education (Podolsky et al., 2019; Welsh Government, 2014). The aim of achieving consistency in teaching is one that appears to have been achieved using Walkthru guides whereby staff use a specific technique across all lessons. Studies have shown that consistency gained from using a school wide approach is necessary for skill development and social and emotional learning, however, evidence is limited as to the effectiveness of it as a technique towards academic achievement (Goldberg et al., 2019; Oberle et al., 2016). School A’s use of the whole school approach towards pedagogical techniques may therefore be of limited benefit academically, however, the social benefits to the students may improve student outcomes overall as less time may be spent on behaviour management within the classroom (Jennings & Greenberg, 2009). 
Whilst the data to confirm the success of the action points on behalf of the student is still to be collated by the school, goals that focus on ‘learning to learn’ have proven to be an effective method of improving teacher effectiveness (Munro, 1999). School A have implemented the Walkthru technique that is intended to benefit all staff, regardless of their experience in increasing their classroom expertise. Munro (1999) stated that teachers following a programme of professional development that included developing new classroom techniques and strategies displayed more effective teaching behaviours when in the classroom, including adopting new techniques that address situations in an effective manner whilst also perceiving an increased facilitation of learning. Podolsky et al. (2019) argue however, that its is experience that dictates the effectiveness of a teacher and schools would benefit from choosing a collaborative environment whereby professional learning and development stems from project-based working, for example, curriculum development or professional learning communities. The impact of the Walkthru technique may therefore have achieved the desire of increasing teacher effectiveness and consistency throughout the school, yet the school may wish to further explore how they could utilise the expertise of their experienced staff in developing solid classroom principles to improve effectiveness. 
In the SDP, School A do not mention taking a coaching approach to developing teaching and learning (Appendix 2). Coaching involves selecting a target area, discussing how to effectively address the target area, practice what has been discussed, with observation from the coach, followed by analysis (Duchaine et al., 2011).  The Welsh Government (2014) advise that coaching is an effective intervention in impacting teaching practice. Several studies have shown that coaching can have a positive impact on teaching skills within the classroom, including Cilliers et al. (2022) who found that teaching techniques had been maintained for at least a year following a course of coaching, indicating it as a cost-effective tool for professional development. Kraft et al. (2018) also assert that coaching as a professional development tool provides a positive impact on classroom practice, however, efficacy may be impacted by the scale of the coaching. By introducing coaching as a professional development tool, School A may therefore be able to cost effectively improve the effectiveness and consistency of teaching throughout the school, if they found a way to implement it successfully on a large scale. 
Conclusion
Analysing how School A developed and targeted specific areas for improvement has demonstrated the importance of a solid understanding of the school through self-evaluation reports. Continuous development and improvement is clearly at the forefront of the aims of School A. It has also been made clear that the actions they are using to tackle areas of weakness including raising effectiveness and consistency of teaching appear to be robust and based in theory. 
Reflecting upon the implementation of the SDP, what has been made apparent is the requirement for the school to have a clear vision for the future, alongside the shared support from staff and stakeholders to ensure the process is successful. 
Moving forward, this analysis has allowed me to gain a deep understanding of how a school continues to develop and progress. In future practice, I feel that I have gained the confidence to seek out and understand the relevant SDP to ensure that I understand and aim for the same vision of the school. In doing so, this will allow me to take responsibility for myself within the structure of the school environment as well as supporting formal leadership roles within the school, allowing me to ensure that I am effectively meeting the professional standards expected of a teacher in Wales. 
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