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Introduction and Context
The purpose of this assignment is to critically reflect upon the potential forces for and against change, with particular focus on workforce development, within a school setting. This assignment will look at the context in which this assignment is set, before looking at the forces in more detail using available literature and published research, linking this to reflection, allowing an action plan and forwarding planning to be examined.
	The setting used in this assignment will be that of an English-medium school within the county of Neath Port Talbot, South Wales. The school currently serves 764 learners, of whom 29.6% are identified as having additional learning needs, of which 2.4% have a statement of learning needs. This is higher than the national averages of 22.9% and 2.2% respectively when compared with Estyn (2019) in their most recent inspection report of a school within the local area.
	The school’s motto of “inspire, aspire, succeed” is part of  everyday life within the school for both pupils and staff alike. It highlights the commitment of all stakeholders to succeed in their mission statement to support, celebrate and promote learning for all. Within the school there is a culture of all working and developing together for the best outcomes for all learners.
The most recent school inspection report noted that the school “provides a nurturing and caring learning experience for all pupils” (Estyn, 2017, p.2) and it is upon this reputation that the ALN department within the school make all strategic and day-to-day decisions; that is, the school must ensure that all needs of learners are met in order to allow the learners to thrive in their learning. This team is led by the Additional Learning Needs Coordinator (ALNCo), and this is the role that I have held within the setting since April 2018.
	The ALNCo role within a school was a newly developed one, following on from the previously titled Special Educational Needs Coordinator (SENCo). A new job description was developed by the Senior Leadership Team (SLT) (Appendix 1), with a keen focus on ALN reform and how this impacted on the nature of the role.
	The previous SENCo of the school operated under the SEN Code of Practice. This document states that the Headteacher has responsibility of the day-to-day management of provision of Special Educational Needs (SEN) within the school, with the governing body of the school fully informed of decisions that are made (Welsh Assembly Government, 2004). The code goes on to say that there is an expectation that the SENCo or team would work closely with the Headteacher, and should have involvement in the strategic development of the SEN policy and provision. The SENCo’s role lies within the day-to-day operation of the policy and coordinating of the provision, with all teaching and non-teaching staff within the school being aware of the process of identifying, assessing and making the provision. Although there are elements of strategy within the SENCO role, it is explicitly stated that the head teacher should be the main decision maker, which is not in-keeping with the ALN code of practice (Education Wales, 2018), nor with the way in which my setting currently operates.
In contrast to this, the ALN code of Practice states that the role of ALNCo should be a strategic one, and should include deciding on appropriate resources required to support staff within my setting; this includes that of staff training and development (Education Wales, 2018). As the ALNCo is the individual within the school that has true focus and understanding of all additional learning needs (ALN) across the school at any given time, the shifting of this role is something that I feel is appropriate and required in order to further develop the standards of catering to the needs of all learners. It is detailed that the role will ensure that teachers are supported in order for the learners’ needs to be met, and it is due to the need of “all staff who work with children and young people with ALN have a responsibility for ensuring that their learners’ needs are identified and provided for” (Welsh Assembly Government, 2018, p.261) that appropriate staff development and training is needed; this is the primary focus of this assignment. This close link between the current role of the ALNCo and the ALN code of practice means that this document will be used and referenced throughout this assignment.
It is important to say that I do not feel that ALN reform should be the sole driver behind staff development within my setting, or indeed any school setting. Staff development should come from a fundamental desire to make a difference to the learning of young people across the board, and not just those with additional learning needs. This can be achieved by having a shared vision to enhance learning experiences (OECD, 2018), and the development of schools as learning organisations, thus supporting learning for all within the school. Although improving pedagogy is a key consideration within the ALN code of practice, it would be amiss to not take into account the other learners who do not have additional learning needs, particularly in light of upcoming curriculum developments and the staff development that would also be required in readiness for this (Welsh Government, 2019). The aim of the new curriculum is “supporting learners to become ambitious and capable, enterprising and creative, ethical and informed, healthy and confident” (Welsh Government, 2019, p.6). Essentially, this would be in keeping with the aims of the new ALN code of practice, where the best interests of the learners must be central and carefully considered. It is crucial, therefore, that whatever developments within the setting are taking place for one of the new initiatives (that is, new curriculum development or ALN reform) that it is closely linked and complements the developments for the other.
	When implementing change it is important to consider the reasons why this change is being implemented, and what the forces for this change are, as well as the possible opposition to the change. Figure 1 gives a developed force field analysis for workforce development in readiness of ALN reform. Many of these factors will then be further discussed and reasoned in the remainder of this assignment.








Forces For and Against Change
	Forces For Change
	Score
	






Developing a Workforce in Readiness for ALN Reform
	Score
	Forces Against Change

	Staff will have a greater skillset in order to support those learners with ALN, as they have a greater understanding of their needs
	5
	
	1
	Some staff are reluctant to change, and may feel that ALN is the responsibility of the ALNCo alone

	Staff training can allow career progression for individuals as they have a wider skillset

	2
	
	3
	Financial and time commitment needed in order to train staff, and consequences of these, such as staff cover and lesson disruption

	Workload is shared out throughout the school as all staff are trained to a high level and feel confident in matters of ALN

	1
	
	3
	Increase in workload for some staff that have not previously had a substantial involvement in ALN, which could lead to increased stress and impact on wellbeing

	Statutory duties outlined within the ALN Code of Practice are met successfully by all members of the school community

	2
	
	1
	Staff have other responsibilities within their roles, and so a focus on ALN might take focus away from those other responsibilities

	Performance managements structure within the school allows targets to be customised to each member of staff

	1
	
	1
	Different staff are at different points with their understanding of ALN, and so bespoke programmes will be needed for different staff, which is difficult to set up, monitor and track

	All staff trained to a high level will lead to increased consistency throughout the school, particularly that of reasonable adjustments and pedagogy

	5
	
	2
	Increased career progression might lead to greater staff turn-over, and so future training for new staff will be needed

	Staff training can increase morale of staff as they feel more confident in the role that they are performing within the school, and will feel valued within the setting

	4
	
	2
	More staff involved in the day-to-day operation of ALN might lead to inconsistencies in the overall ALN system

	Total

	20
	
	12
	Total


Figure 1: Forcefield analysis of the forces for and the forces against change in relation to workforce development in readiness for ALN reform.

The needs of learners within mainstream schools are becoming more diverse and complex, and there are times when schools are not keeping up with these changes (Stool & Kools 2017). It is common within the classroom to have many different learning needs, and these needs must all be met simultaneously, which can be a major challenge for any teacher at any stage in their professional career.
The ALNCo within a school has the responsibility for the strategic direction of ALN for that school, however it is imperative that this does not remove the responsibilities from the wider workforce, where all teacher are educators of young people with ALN (ALN code of practice), and all stakeholders should have input into the education of the learners. The ALNCo should, however, ensure that the workforce have got the correct skillset in order to effectively carry out their roles, and, more fundamentally, understand what this skillset should entail.
[bookmark: _GoBack]When implementing change there will inevitably be barriers that will need to be overcome. As outlined by Paliokosta & Blandford (2010), some of these barriers in terms of workforce development, particularly regarding ALN, include school culture (in that some staff might be resistant to the change, or feel that the change does not apply to them, or actually the whole setting might have a culture that it not conductive to the change that is desired), a difficulty in differentiation (this could be due to a number of factors, ability or willingness to do so naming but two), time limitations and teachers’ knowledge and understanding. Although these factors are suitability justified by these authors, within my setting the culture would not be the principal barrier, with nearly all staff committed to change in order to improve the learning experiences for the young people we serve. There might be, however, a minority to which this is not the case for. Grigg (2016) describes how there have been many educational initiatives over previous years, and these might lead some staff to become demoralized or overwhelmed by the pace of change, and thereby their willingness to do so. This is representative of some staff within this setting, and in such cases it is important to ensure that staff are on-board, and can see the benefits and importance of the training that is taking place, along with the tangible outcomes to be achieved, and the impact it will have on them, the learners and the setting as a whole. Grigg (2016) goes on to show that a number of teachers across Wales would feel that an improvement in the education system could be achieved through reduced bureaucracy, increasing professional autonomy and supporting quality professional development. A structured workforce development plan, as the outcome of this aims to be, would hopefully address all of these points. Quality professional development would be delivered, leading to a workforce who are confident and competent in working autonomously, resulting in a reduction in overall workload due to an increase in the number of staff who are carrying out the task. This might, however be thought of as idealistic.
Staff within my setting have a differing understanding of ALN, as well as heavy teaching commitments. These concerns are not in any way insurmountable, however, with careful planning of training and a strategic approach to whole staff training, where clearly defined roles and responsibilities are given. Staff should have an ability to trust each others knowledge, competence and experience (Devecchi & Rouse, 2010). With clear roles and responsibilities laid out for all staff within my setting, and bespoke training aiming to develop individuals to a high standard, these barriers would be overcome.
Inclusion and a favour to mainstream has been a changeable debate for many years. Some research looks at this as a fashionable term, however impractical and unaffordable in nature (Hornby, 2015). It has, however been a government priority for many decades, detailed in the report of Great Britain and Warnock (1978), where findings showed that there should be a much closer association between additional learning needs and mainstream schools, and to tend away from the segregation of special schools. This may have led to the previously mentioned increase in differing needs within each classroom. Whichever side of the debate one finds one’s self on, it is an important consideration that ALN reform does favour towards mainstream (Education Wales, 2018), and so it is vital that staff within these setting are appropriately trained in order to meet the needs of the learners. Not having these appropriate skills embedded within the school might lead to learning experiences that are not appropriate or acceptable for the learners and the school as an organisation.
Time and budget constraints are a major factor opposing robust professional development and staff development within schools, as is the case in any new development. In order to have a workforce that can be reflective and improve it’s skill set, it is imperative that training opportunities are put in place, thereby increasing spending two fold; the cost of the training itself and the cover of classes that this would generate. It is necessary, however, to not overlook the advantages that this would have on both the school (as previously discussed) and the individual staff members; investment must be made for progress to occur.
Different initiatives in education can lead to staff becoming demoralized (Grigg, 2016), as the pace of change in education can be quite swift. Professional learning experiences, however, can have a positive impact on teachers’ motivation and effectiveness of learning (Admiraal et al., 2016). Having a workforce that is motivated and effective in their own learning and development is priceless, and although a considerable financial input is needed in order to achieve this, the return could have a massive impact on the learning experiences that young people would receive. Staff morale is also another key consideration, as demoralised staff are not going to be able to deliver as successful learning experiences as a motivated one, and professional development has been shown to increase morale and maintain this over a period of time without decline . For progress to occurring within the setting it is vital that staff are motivated and onboard with the changes that are occurring, or a damaging divide might occur with would be counter-productive to the objectives.
The main vehicle for professional development within my setting is performance management. This takes place on an annual cycle, running from October to October. Targets are set between appraiser and appraisee, outlining how the staff member would like to develop over the coming 12 months. A link to the whole school priorities for that year laid out in the SLT whole school development plan must be present in these set targets. In terms of developing staff it is important to have a system such as this in place for tracking and monitoring purposes, however how and why the objectives are set can be just as important as the professional development itself.
The work of Grant (2009) details that top-down methods of change management do not work, and can indeed have negative effects, such as demoralisation and low morale of the workforce involved. He expresses that a collegiate approach should be the way forward, taking into account all stakeholders. The current system within the school does take the approach of views points from both appraiser and appraisee, and there is a focus on both being satisfied with the targets. However, as mentioned, the targets must fall in line with the school development plan, devised by the senior management team, thus limiting the range over which the professional learning can take place. These findings are strengthened by the work of Franco-Santos & Doherty (2017), where directive performance management, especially those linked to performance measures and targets, can have a detrimental effect on wellbeing. In contrast to this, the same authors found that an enabling performance management approach has the reverse effect. Considering these works, therefore, would lead me to the conclusion that the current approach, that is basing performance management on whole school priorities, is something that we should be coming away from, in order to improve autonomy.
In contrast to the works of the previous authors, however, Jaqueline (2016) found that leaders within school have a responsibility for decision making, and poor leadership in strategic direction can lead to the failures of their organisations. It would be wise, therefore, to take on board both sides of the argument and look for a common ground, which I feel would be to maintain the current structure of performance management where whole school priorities are used as the basis of the targets, but to base the whole school priorities upon the views of all stakeholders within the school. This will consequently mean that staff feel that their views are valued and listened to, and that their performance management allows them to focus on an area that they feel more appropriate to their needs, but that there are common priority areas so that the setting is able to move forward as a whole in the same direction. How this might be achieved will be detailed later.

Conclusion and Action Planning
The forces for and against change have been outlined and discussed, both with regard to additional learning needs and within the wider context of my setting. Change is required in order to keep up with the varying demands of education, and to ensure that the workforce have the skills that they need in order to carry out their roles to the best of their ability, providing learners with the best possible learning experiences.
	The forces against change are just as important as the forces for change, as these oppositional views will give the possible barriers or obstacles that one might come across when implementing change. With all factors considered, along with the literature that is available to support what has been discussed, several actions have been identified in order to support workforce development within my setting.
	Firstly, in order to move towards a more collegiate approach to staff development then working parties should be set up to look at what areas all staff feel require development within the setting. Collating this information will allow the development of the whole school priories to take into account all views, and will enable staff to feel that their views are listened to and needs being addressed. This moves away from the possible damaging top-up structure, as previously discussed.
In line with the priority areas, a whole staff audit should be carried out to look at the strengths and area of development of the workforce as a whole, as well as at an individual staff level. This will allow the ALNCo, the SLT and line-managers to look at what training is required, and to produce bespoke training packages for staff within my setting. It would also be beneficial to implement a staff wellbeing survey at the same time as this, enabling both the impact of intervention to be measured in terms of staff training as well as staff wellbeing. Researched shows that improved professional development can have an impact on improving staff morale and motivation (Gore et al., 2017). A staff wellbeing survey can allow this to be measured.
Principally, although there are many benefits to implementing the workforce development, the ultimate objective is to improve the learning experiences and support for the young people within the setting. A pre-staff development survey, given to a sample of learners within the school looking at their learning experiences might be pertinent in order to gain their views.
When implementing any change within an organisation it is vital that all stakeholders know what their role within it is. It would be the intention to redefine the roles of individuals within my setting, to ensure that all staff know what their role within the bigger picture of ALN is. This will also ensure that there would be no duplication of work, thus reducing bureaucracy as well as inconsistencies. It would also ensure that there would be no conflicting messages to learners.
Once the bespoke staff training programmes have been implemented and completed, it will be important to measure the impact of these. To enable this to happen, the staff audit and staff wellbeing survey should be reissued as part of quality assurance. The learner survey should also be reissued, as this will allow comparison of pre and post development, as well as enabling triangulation of results to ensure that the workforce development is reaching the main target audience for it; that is, the learners themselves.
	In summary, there are many forces for and forces against change that have been investigated and detailed throughout this assignment. By investigating these, as well as reflecting upon how my setting currently functions, it has been possible to look at, on the surface, whether development of workforce is something that should be a primary focus, but also look at the why and how this should be implemented. ALN reform is going to change the way in which a number of staff within my setting work on a day-to-day basis, as well as how ALN is looked at on a strategic level. By ensuring that all staff within the school are confident and engaged in their roles throughout the reform, as well as highly trained in order to do so, this will lead to what ALN reform was set up to achieve in the first place; better education for learners.
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