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INTRODUCTION
One of England’s foremost children’s specialist education and behavioural health service provider is the Cambian Group. They have been around for 15 years and since then partnered with the local authorities to provide services that focus on children who present complex severity needs and care requirements. It is spread across three divisions: specialist education, residential care and fostering. In total Cambian has 21 establishments across England and Wales, catering for almost 2200 children with around 4000 staff. (Cambian group ND)
I will be analysing the problems encountered in their Bletchley Park school in Milton Keynes. This is located in the South East of England, 35 mins by train from London and about 80 minutes drive from Wembley Stadium in London.
BACKGROUND
Bletchley Park primary school opened their doors to the public in 2015. It is a wide commercial two storey building comprising a reception office area, foyer and many teaching classrooms, a few teachers office with tables and a few desk tops, a dining room area. There is plenty of playground space, a big sensory room and dedicated occupational therapist. This is a day placement school catering for pupils between age 7- 19 years of mixed gender, who have been diagnosed with autism and associated needs, complex communication challenges and behaviour, anxiety disorders, specific learning difficulties such as dyslexia and dyspraxia. The school consists of Administrative, teaching staff, learning support assistants (LSA) and domestic staff
The aim of the school is to foster learning by way of a personalised curriculum to meet individual needs and abilities, that will assist in developing their academic, social and life skills towards actualising independence in their lives for the future. (Bletchley park Cambian Group, 2019)
Some of the current goals of this establishment are stated below:
i) To enrich and develop every child towards independence and responsibility in a social world
ii) To build every child up introducing and implementing interventions where opportunity arises so that they can be pushed to recovery.
iii) Provide a structured but comfortable team working environment for employees and staff.
iv) Provide internal and external training to improve the employees personal and professional development.
v) Be an authority/disruptor/ number one in this industry 
vi) Profitability and return on investment
This is very important to uphold, as the following problems will be linked back to the goals.

PROBLEMS IN THE ESTABLISHMENT
Due to continuous engagement with the school I have noticed some major problems. 

TECHNOLOGY AND GENERAL MAINTENANCE
The Bletchley Park Cambian website has limited content. There is no access to term dates, newsletters or event dates on their site. I have combed the site, and the only page close to this is news of past events . Searching for the term dates, I ended up locating it on another website for all schools in Milton Keynes.  Another suggestion to them would be email shots to all parents instead of sending out letters. This encourages people to evolve with the world and technology.
In the advent of technology and its’, evolvement, I do not keep the hardcopy newsletters I am being sent every term. For example this last term the newsletter and the site with term dates informed me of a specific date for closure. However 10 days to the end of term, I received a letter from my son that the school was breaking up 2 days earlier- on the Wednesday instead of Friday. In addition to that, regarding a maintenance issue, the first 2 days of that week the school was closed due to no heating. I was informed by a phone call. This is also a private fee paying school, so it is very difficult to comprehend that the heating could not be fixed within 24 hours. The public schools previously attended by my son and daughter had an updated rich content website.

I also noticed that there is a lack of technology equipment in terms of computer devices for students and the teaching assistants to use. 

2. ORGANISATIONAL STRUCTURE AND CULTURE 
There is no presence of an organisational structure. A proper organisational chart is required and needs to be put into action. Absence of this will not promote a clear direction and growth of the business. A visual image is necessary to show a guide in the form of relationships among the employees vertically or horizontally. Under the team section on the website, I expected to see an organisational structure of some sort, but it is only a short description of the Head Teacher. Regarding my son’s learning progress and a four day proposed trip that never took place, I noticed there was either no flow or a breakdown in communication between the staff in the school whenever I asked for information. This appears to indicate a tall organisational structure that may be centralised. The school has recently changed heads in the last two years and she manages two branches. There is no clear organisational structure, and it stems from the top leadership. Clarity on this or help with formation will resolve most of the weaknesses laid out in the SWOT analysis naturally as the employee roles appear to be undefined. (St Pauls educational College, 2019) (Business case studies,2019)

3. PARENT INVOLVEMENT/PARENT GROUP
As an older parent and my experience with schools, I am used to parent groups who help to support the school, children and parents in every way possible through fundraising and regular events. I have been part of such groups and also the parents governing body in other schools. Usually a letter would be sent home regarding the governing body and parent member’s participation during voting periods. It is pertinent to have the voice of a parent(s) within the governing body. Parents and children are assured that they have a representative carrying their concerns to be resolved. Without this we are left in the dark, always asking the administrative staff questions and emailing the heads and assistant heads. This causes an imbalance because there is no interaction with the governing body or even a parent group.

4. LACK OF TRAINING/ RETENTION /HIGH STAFF TURNOVER 
This area is very instrumental to the successful growth of Cambian group (Bletchley Park). Parents/local authorities are paying for the specialist tutoring service so there is a responsibility on the executive or management board to employ experienced teachers, equip them with the required additional training and personal development required in a special school providing such services. It is also crucial for the organisation to provide a supportive conducive working environment in order to retain staff and reduce the high staff turnover which is a major problem in this school. As opposed to other special schools I know, this school has a total of 10-12 training dates a year
Regarding the high staff turnover, I have noticed that the last one year since my son started, 4 teaching staff resigned. This is very unsettling for children with complex needs. Indeed two of the teachers that left at different times were involved with my son’s learning. The reasons for this include under staffing, long working hours, no career progression, and some staff feel that they are not valued.  Another example I have is the music teacher. Before my son attended the school, I visited, viewed the music room and spoke to the piano teacher. We were assured that he would be able to grow and develop his talent in the area of music. A month or two after, there was no piano teacher. It took them a whole year to get another contract piano tutor.
5. LEADERSHIP
The problem with leadership in a few areas was flagged during the Ofsted inspection. The leaders have not followed the correct procedures concerning the schools safeguarding policy. Recording of incidents do not appear to be monitored accordingly and there are still gaps showing in the completed training, despite indications that the staff have undertaken training so it is unclear if this has been missed. From the recent reports the leaders and proprietor do not have an in-depth knowledge of all safeguarding aspects. This can be seen in the out of date safeguarding policy in staff induction pack which is connected to a previous statutory guidance 
Leaders in the school have not monitored administration of medication records which indicated gaps. A problem arose with the quality of leadership section in the inspection. The independent school standards section has not been reviewed regularly, showing a lack of responsibility on the leaders and the proprietor. This contravenes the Legal section in PESTLE and is a wakeup call for the school to meet their statutory duties. ( Cambian Group, Ofsted report, 2019)


APPLICATION OF PROBLEM SOLVING TOOLS

SWOT Analysis Bletchley Park Cambian School
This tool will analyse and assess the school on an internal and external basis to bring out the weaknesses which are part of the problems stated, strengths, threats and opportunities. This tool helps for better management and decision making In most cases the weaknesses can turn into an opportunity

	Strengths

1. Private school, so profitable as they receive fees
2. Work in partnership with the local authorities, so they are guaranteed   referrals for students and fees paid.
3. Good learning structure mapped out for each child towards functional skills /GCSE qualifications
4. Excellent Occupational and speech and language therapy services




	Opportunities

1. Sufficient land for expansion to have more working class space.
2. Invite parents to create a parent group and introduce parent governorship
3. Have a social media presence to improve integration with the community and parents.



	Weaknesses
1. Long  working hours
2. Under staffed 
3. High staff turnover
4. Not enough communication with parents, no parent group or parent governors
5. Lack of information on website and there is no structure
6. Outdated social media presence
7. Clinical psychologist is not accessible to all students
8. There are a few leadership issues regarding safeguarding
9. Unclear defined organisational structure and culture




	Threats
1. Political state of the country – Brexit
2. Teacher strikes
3. Lack of funding or not used appropriately
4. New private schools offering the same services being set up in the area, thereby opening up competition.




(Mullerback E, 2015)


PESTLE ANALYSIS
Pestle is being used as a problem solving tool in highlighting to the school the importance of these problems as it relates to each section of the acronym. It will assist in assessing the school so that they can make well informed decisions with respect to planning management and finance 

	Political
	Changes within the education industry by the Government can affect the political factors regarding the school. If there is a new qualification or skill that is mandatory for a teacher to have, or if the school curriculum changes, the executive or management board need to be aware and act accordingly.


	Economic
	Economic factors relate to either general costs or funding affecting the school and the state of the economy in the nation. For example the recession in the last decade has had a great impact. The school must have a well structured and detailed budget for various costs in the school, from books to food and maintenance. For example 1)there was a recent case of the school closure because the heating was not working throughout the whole school. The question for them is- Why was the heating not fixed within 24 hours after they found out on Monday morning. Why was the school closed for 2 days. Was there no insurance or did they have financial problems? The local authority or parents may choose to move children to other schools, Teachers may move to teach in other schools.
2.) Lack of piano teacher- was this due to economic conditions as per no funds, and even recently when a piano they started using after a year became faulty, there seems to be a long process before it is replaced or repaired.

	Social
	These include the social factors that can affect the school, its employees and children: If the statistics of negative complex mental health is reducing or increasing. Parental preference – They now have the power to choose home tuition after a child has been expelled or go to the nearest specialist school on the process. A decline or increase in birth rates and if the statistics of children with high challenging behaviour remain high. If a competitive school is supporting and providing more for employees. The influence of social media on staff. The school do not have a presence on social media except the page created in 2015 is for a careers open day when they launched. Is there inclusion with the local community?


	Technology
	Technology has evolved tremendously and every year there is a new development in the horizon. Automation, digital transformation and artificial intelligence are emerging technological areas the school needs to delve into if they want to align with their goals. This factor is one of the major problems within the school.  A clear solution here is educating the school and their ability to invest in quality reasonable equipment/software/devices. 



	Legal
	
There are stringent rules and regulations around children and young person’s especially when it pertains to various disabilities. It is the duty of the school to be abreast of all of them. A few of the laws are the safeguarding guarding children legislation, Children and families act 2014 and the Special Education Needs and Disability Act 2001. This school has failed to meet their statutory duties so far on independent schools status. They are working through meeting the full criteria concerning safeguarding policies

	
	

	Environment/Ecological
	
Disposal of waste and general pollution is an environmental factor. Road works or repairs near or on the route to school could be a negative influence. Schools are encouraged to incorporate eco friendly initiatives to reduce the impact of the environment. Students are taught on being environmental friendly. A positive impact on the lives of children with complex needs is taking a walk in natural green and wooded lands. One of the drawbacks which links to the list of problems is the fact that they continuously send letters home which is the opposite of eco friendly as paper and ink/toner is being used to print. They need to be educated on sharing information through technological means via email and improving updating their websites with more pages. Only urgent letters should be sent home. 


(Mullerback E, 2015)
 (Green Schools Alliance, n.d.)













BRAINSTORMING
[bookmark: _GoBack]This problem solving tool has been used with a combination of SWOT and PESTLE or stand alone. For each problem, I have come up with different ideas and narrowed them down to achievable solutions.


PROPOSED SOLUTIONS TO CURRENT PROBLEMS
1a.)ADDRESSING THE TECHNOLOGY PROBLEM – PMI
Reduce paper communication to a bare minimum and improve website/online presence
	Plus
	Minus
	Interesting/Implicating

	Environmental friendly with less paper + 7
	Cost (can use an I.T specialist from their head office -3
	Less ink used +3

	Professional and marketable against potential competitors +7
	Incidental costs if any -2
	

	Encourages people to use the website +5 

	
	

	Total = 19
	Total = 5
	Total = 3



PROPOSED SOLUTION – A total of 19 on the plus side favours a better online presence and less or no more paper. This problem has also been applied with the PESTLE analysis tool on the technological section,
1b).  ADDRESSING THE MAINTENANCE PROBLEM – Traditional brainstorm
Urgent and non-urgent repairs/replacement
1. There may have been an oversight on expired insurance
2. Lack of funding or too many layers in management as per a mere branch within the Cambian group 
3. Regular maintenance/checks on heating, plumbing or other domestics
4. For smaller items (piano) that relate to a child’s learning, is it funding priority? 
PROPOSED SOLUTION – Ensure all utilities and equipment are insured and always check expiry dates, so that they can be fixed for urgent needs within 24 hours and others within a week.
There should be a check and balance on this. Two people in the required department will be held accountable.
(Oxley, 2020)



2.)ADDRESSING ORGANISATIONAL STRUCTURE AND CULTURE
It can be seen that the long hours, under staffing, high staff turnover and imbalance of work and life altogether stem from the organisational structure and culture problem. This same reasons apply for the high staff turnover problem. All these sub problems have been addressed either in the SWOT or PESTLE analysis.


Force field Analysis
For or against a clearer organisational structure and better culture
	Forces FOR Change
	Score
1-5
	Forces AGAINST Change
	Score
1-5

	Well defined roles
	4
	People used to lone working
	1

	Supportive leadership
	3
	workaholics
	1

	Strong teamwork among staff
	2
	The organisation is great as it is
	2

	Common purpose between leaders and staff
	3
	
	

	Personal development
	3
	
	

	Want to be valued
	2
	
	

	Total
	17
	Total
	4



Changing for a clearer structure and better culture is highly favoured.
PROPOSED SOLUTION – Based on the high staff turnover and the leadership section, I would suggest that a combined training on leadership and organisational structure is delivered to the school’s leaders and managers. Mentorship should then begin and filtered down as required amongst employees by employees


3). ADDRESSING THE PARENT INVOLVEMENT/PARENT GROUP
Force field Analysis
	Forces FOR Change
	Score
1-5
	Forces AGAINST Change
	Score
1-5

	Support for and can give advice to the school
	3
	Parents working as a team maybe to demanding 
	3

	A corporate voice for parents
	3
	May not want advice from parents
	3

	Will raise funds for the school 
	5
	
	

	Total
	9
	
	6

	
	
	
	

	
	
	
	


(Bailey 2016)
	
The forces for change is higher than forces against’ setting up a parent group, even if it is done without the school’s consent. All that is needed is a voice for the parents 
PROPOSED SOLUTION – A parent group can be set up immediately, either with the help of the school or a visit to one of the coffee mornings and meeting parents can be the beginning of the group. It will be better to inform the school of this idea rather than starting without their knowledge.


4.) ADDRESSING RETENTION /HIGH STAFF TURNOVER
Finding the Root Cause, I have used the Fishbone Diagram to resolve this problem. This is also known as the cause and effect diagram or Ishikawa diagram. It reveals the deep causes of a problem
Materials (technology)
Methods (Bad  process)

Machine(Tools for the job




                                                                                    No access/outdated
Lack of specialist        Roles not defined             
training.                           Lack of communication	              High Staff Turnover or  Retaining Staff

No career progression
	

	



No work life balance    Insensitive to staff                  Long working hours
                                         Not valued
No socials within         Under staffed
teams

Measurement
Manpower
Environment




PROPOSED SOLUTION- This will be linked with the leadership training and mentoring, but a management training will commence for managers and teaching staff.
(Oxley, 2020)

5.) ADDRESSING LEADERSHIP PROBLEMS
This problem is the crux or the top layer of most of the problems stated. Once this is secured properly linking with the culture and working atmosphere of the school ,then clear roles will be defined and boundaries set for each staff. The main leadership problem is surrounding i) safeguarding issues which is a required regulation to be monitored ii)The leader or the governance officer’s  Inability to audit the independent school standards regularly as required by law. PESTLE has picked this up in the legal section so it is an evident problem.
Resulting from a traditional brainstorm process, I have to either supply a classroom leadership training and a mentorship program for all the leaders including the proprietor, or a comprehensive leadership training workshop.
PROPOSED SOLUTION – The combined leadership training and 6 months mentorship program is highly favoured because the leaders will gain from the face to face to face training on one hand and practically perform leadership skills on the job with a hand-held mentor. If the senior leaders within the school get through the mentorship earlier, they can then go ahead and mentor junior leaders. Mentorship within the organisation has a great impact on the organisation as both mentees and mentors. It improves the organisational structure and culture in number 2 and retention of staff in number 3’s problem above.


IMPLEMENTATION PLAN FOR CHANGE 
The ADKAR model will be used to implement the change. I will take the executive team through a step by step process explaining the acronym in relation to the changes involved.

	A-WARENESS
	This is the first step towards change, which is a good thing. What is not working: The leaders are not efficient enough in their roles especially regarding monitoring records, checking and balances.  We have had ongoing negative reports from Ofsted, in relation to safeguarding issues and other statutory duties. This is linked to the organisational structure and culture of the school which is not promoting a satisfactory working environment. Some of the problems resulting from here are long working hours, lack of training and high staff turnover. The final points are lack of parental involvement and a website with insufficient content. The school needs to make more use of technology and an online presence needs to be more pronounced. We need to do away with paper mode of communicating with parents unless in urgent situations. I am aware that there has just been a change with the head teacher in the last two years and thus is understandable. What is working though, is the progressive learning with our students and qualification achievements. I appreciate all the teachers and leaders. Even though the school does not have any competitors, it is necessary to build trust over a long term with the community before anything happens. 

	D-ESIRE
	I have come to join the school in this journey for change. I will be asking everyone to be ready to implement the solutions laid out for each problem and support the change. There is a need to develop that desire in you. This will include mainly training workshops and mentorships. 

	K-NOWLEDGE
	A full comprehension and understanding of the details of the change that is needed and results are required by everyone. There is a hardcopy detailing the background of each problem, decisions and solutions

	A-BILITY
	The ability to implement the change is in everyone, one needs to reach inside and take the first step. Acceptance of change is as a result of acquiring new skills and practices.

	R-EINFORCEMENT
	Successful change is collaborative and a joint cohesive effort. These will be times of encouragement as we go through this journey.


. 
(Ali 2017)

IMPLEMENTATION PLAN
	Problem
	Solution
	Start Date
	Finish Date

	Website refurbishment/technology updates/Maintenance controls/Go paperless
	Website upgrade/check for updates needed regarding technology
	01/12/19
	15/12/19

	Parental involvement
	Parent group set up with schools backing
	05/12/19
	10/12/19

	Organisational structure and culture
	Training workshop on organisational structure and culture and mentorship
	20/11/19
	18/12/19
18/01/20
18/02/20

	High staff turnover Training/development
	Management training
	20/11/19
	18/12/19

	Leadership 
	Leadership Training and mentorship
	20/11/19
	18/12/20
18/01/20
18/02/20

	
	
	
	



STAKEHOLDER COMMUNICATION PLAN
	Stakeholder
	Communication mode

	Proprietor
	Email/presentation/online 

	Head teacher
	Email presentation/online

	Deputy Head
	Email/presentation/online

	Head of learning
	Email/presentation

	Head of safeguarding
	Email/presentation

	Parents Liason Head
	Email/presentation




REVIEW AND MONITOR 
The implementation plan worked according to the dates scheduled with the exception of the leadership training and mentorship program which is still ongoing after 6 months. This has been so because of it rigorous process. The leaders are determined to make an excellent change so they want to get it right even if it means repeating some processes.


CONCLUSION

Bletchley Park Cambian school is in its 4th year and has had a change in head of school in the last two years. The school has grown over the years from 5 to 37 pupils, but they are the only private special school who provide these services in Milton Keynes and the surrounding boroughs. Hence, despite these ongoing problems in the last 2 years, growth is still upwards. My advice will be to build an excellent brand in this industry aligning to their goals in readiness for any competition.
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