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School improvement plan (SIP): discussion guide

Use our questions and prompts to help you collaborate with your leaders to develop a SIP that’s set up to support effective school improvement.
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How to use this guide 

This guide will help you develop the key areas of your plan: 

· Objectives

· Actions

· Success criteria/targets

For each key area, you’ll find:

· Questions – you’ll want to pose each question to the group and discuss your responses

· Facilitator notes – these provide some more context to the kind of responses you’re looking for from each question  

· Discussion prompts – these will give you an idea of the kind of things you may want to consider in response to each question 

Be sure to familiarise yourself with your school’s high-level objectives set by your governors/trustees. Your SIP needs to align with, and help to achieve, the high-level objectives in your strategic plan. 

You don’t need to go through all the questions in one meeting. For example, once you’ve decided on your objectives, you may need to speak to individuals with relevant expertise or bring them into the discussions to help identify achievable actions/targets for each objective. 

You’ll want to have a pen and paper/whiteboard to hand, so you can make notes throughout the discussion. 

Once you’ve written your plan, use our checklist in this article to do a final check that it has everything it needs.

Objectives 

Your objectives are statements of what you want to achieve over the course of the year. You’ll want to have around 3 to 5 objectives and use 1 page of your plan to focus on each objective, outlining your actions and success criteria. 
	
Q1
	
What weaknesses did our self-evaluation highlight?

	Facilitator notes
	Use this question to give everyone a refresher on what your self-evaluation told you about your areas for improvement, so you can move to deciding what to prioritise. 

	
Q2
	
Which areas for improvement do we need to make a priority this year?

	Facilitator notes
	Your self-evaluation will likely have highlighted a list of areas that you could focus on. Use this question to narrow it down to around 3 to 5 areas for improvement that you can turn into written objectives.

	Discussion prompts
	For each weakness, consider: 

· What will happen if we don’t address it this year? 

· Is there a reason why we need to prioritise it this academic year, rather than next? 

· If we’re expecting an Ofsted inspection in the next couple of years, will it impact our Ofsted grade? 

· Is it more important for a particular cohort? Is the cohort taking external exams this year or next?

· Will addressing it help us to achieve our long-term strategic objectives? 

	
Q3
	
What objectives are we committing to in other plans?

	Facilitator notes
	Your SIP drives your school improvement commitments for the next academic year. This means that if you don’t cover something in your SIP, it won’t get done.
For example, if one of your equality objectives is to increase the representation of staff from BAME communities in your workforce, you’ll need to either have this as an objective, action or a success metric in your SIP. Otherwise, there’s no accountability or resource allocated to help you achieve the objective.

The prompts below cover the main plans in a school but you may have others you need to consider. 

	Discussion prompts
	· How are we feeding our pupil premium strategy objectives into our objectives/actions/success criteria?

· How are we feeding our equality objectives into our objectives/actions/success criteria?

· How are we feeding our financial plan into our objectives/actions/success criteria?


Actions 
Your actions are the things you’ll do to achieve each objective. You’ll need to assign a person responsible and a specific timescale for each action. 
	Q1
	What could we do to help us achieve each objective? 

	Facilitator notes
	Use this question to get everyone to suggest potential actions, putting any thoughts about cost/workload aside at this point and using the prompts below if you get stuck. This will help you create a list of all the possible actions you could take to achieve each objective. 

If you’re unsure of the best actions to take for a particular objective, move on to the next one. Then, before the next meeting, speak to the person with relevant expertise who could advise on which actions you could take, such as a middle leader, your local authority/trust, a school improvement partner etc.

	Discussion prompts
	· Do we need to implement a new strategy/framework?

· Do we need to create or review guidelines/policies?

· Do we need to buy any resources?

· Do we need to provide training?

· Do we need to add activities to our CPD programme?

· Do we need advice from an expert (like a consultant/local authority adviser, etc.)?

· Do we need to take specific actions to cater for pupils with specific needs?

· Do we need to hire any new staff?

· Do we want each department/subject to develop an action plan which will feed into the SIP?

	Q2
	How much time do we estimate each action to take across the year?

	Facilitator notes
	For each possible action, you’ll want to estimate how many hours it will take to complete. This will help you allocate tasks to individuals and determine whether you’ll be asking staff to take on too much (more on this in Q3).

You should end up with a list of possible actions, with an estimated time allocation for each one. 

	Discussion prompts
	· Is the action part of someone’s normal duties? For example, if the action is to review a policy, you’ll already have allocated time for reviewing policies in school

· Is the action a one-off task? How many hours do you estimate this task will take? 

· Is the action a weekly or termly task? How many hours do you estimate the task will take each week/term? 

· Will multiple individuals need to spend time on the action? (If yes, record how many individuals would be involved)

	Q3
	Which actions are reasonable and achievable? 

	Facilitator notes
	To avoid overburdening your staff, you’ll want to make sure each staff member has the capacity to take on any additional tasks in the SIP. 

First, discuss who should be responsible for each action. You’ll want to consider who has the relevant expertise, but also how the action will tie into their professional development goals. 

Next, you can tally up the total number of hours the actions they are assigned will take and consider whether they have the capacity to take them on. Use the prompts below to work out what you can do if that staff member doesn’t have the capacity.  

	Discussion prompts
	· Who would be responsible for carrying out each action? (Consider who has the relevant expertise, but also how the action will tie into their professional development goals)

· How many hours of leadership time do they have available across the year? 

· Will all the actions be achievable in the time they have available?
If no, consider whether you can allocate the actions to other individuals:

· Does someone else have the capacity to take on some of the workload? 
· Can we seek external support to relieve any of the workload (like consultants, etc.)?
If no, consider which actions you’ll have to leave out of the plan: 
· Which actions are essential for achieving the objective? 

· What will happen if we don’t take this action? Will we still be able to achieve our objective?

	Q4
	How much will each action cost? 

	Facilitator notes
	Use this question to go through each action and consider whether there’ll be any additional costs required to complete it (excluding any staffing costs). We cover the most common costs in the prompts below. 

You should end up with a list of possible actions, with a cost estimate for each one. 

	Discussion prompts
	· Are there any resources we need to purchase?
· Is there any training we need to purchase?
· Are there any CPD courses/conferences we need to pay for?
· Is there any external support we need to pay for (like an auditor or consultant)?

	Q5
	Which actions do we have the funds for? 

	Facilitator notes
	Use this question to consider whether you have enough funds to pay for the actions you want to carry out. If you don’t have enough funds, you’ll need to consider which actions you’ll have to leave out of the plan. 

	Discussion prompts
	· What will the budget look like this year?
· Do we have enough funds to cover costs? 
· Are there any low-cost alternatives?
If no, consider which actions you’ll have to leave out of the plan: 
· Which actions are essential for achieving the objective? 

· What will happen if we don’t take this action? Will we still be able to achieve our objective?


Success criteria/targets 

Your success criteria/targets will give you a standard to measure progress and allow you to demonstrate that an objective has been met. The questions below will help you create SMART (specific, measurable, achievable, realistic and timebound) targets for each objective. 
	Q1
	What does success look like for each action?

	Discussion prompts
	· Where are we at now? What are we trying to achieve? 

· What are we looking to see or find out? 

· What changes do we want to see?

· What impact will this action have on pupils/staff? What will they see/experience differently?

· What does success look like for different pupil groups (like pupils eligible for the pupil premium or pupils with special educational needs)?

	Q2
	How will we measure our success criteria? 

	Facilitator notes
	Use this question to identify specific metrics that you can use to measure progress. This will allow you to accurately assess whether you’ve met each objective. 

	Discussion prompts
	· What will give us a full picture of what success looks like?

· Do we need to use quantitative results (like progress data)?

· Do we need to use qualitative results (like increased confidence)?

	Q3
	How will we find out whether we’ve met these criteria? 

	Facilitator notes
	For your quantitative results, the answer will be simple (e.g. exam results). However, for qualitative results you’ll need to think about what methods you’ll use to know whether you’ve reached your metric.  

	Discussion prompts
	For example, will we use:

· Questionnaires 

· Focus groups 

· Lesson walks 

· Book scrutinies 

· External audits (from the LA/trust/external auditor) to assess whether we’ve fully embedded the actions

· Exam results? 

	Q4
	What changes do we expect to see by which dates?

	Facilitator notes
	You’ll want to have milestones each term so you can check whether you’re on track to achieve your objectives by the end of the year. This will also help you consider the order in which you need to carry out your actions. 

	Discussion prompts
	· What changes do we expect to see for each objective by the end of each term?

· What changes do we expect to see for each objective by the end of the year?

· For actions that will take a term to complete, are there ones that we need to carry out before we can continue with others? (This will tell you which actions you need to complete in the autumn, spring and summer) 
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