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FOREWORD

On behalf of the Northern Alliance Convention of
Convenors, I am pleased to share the Phase 4 Plan
for our Regional Improvement Collaborative. The
2022-2025 Plan sets out how we, the Northern
Alliance, will continue on our journey of
collaboration and improvement with all of our
learners at the heart of activity.

Councillor Gillian Owen, Convention of Convenors Chair

PHASE 4 PLAN 2

As the Phase 3 plan has concluded, we have carried
many lessons forward with us. This is
complemented by the fact that we have aimed to
meaningfully co-construct how we move forward by
getting to the heart of what matters to you. 

The priorities and processes within the phase 4 plan form our treasure map which will
guide us toward collective improvement as a system. We are all part of the Northern
Alliance 'system'- our learners, parents and partners, as well as our local authority staff
members who work hard to get it right for every child, every day. By engaging in this plan
and working together across every school, nursery and education service, we can build a
strong, clear voice across the Northern Alliance so that we can influence current Scottish
Education developments and ultimately, improve outcomes for all our learners. 

As part of that process of co-construction, we were able to engage and draw upon the
voices and experiences of children and young people directly in the formulation of this
plan. Our learners are our greatest asset and through this next phase of regional
working, we want our learners to become agents of change.

I am delighted to see the rich content of the discussions from across the region reflected
in the Phase 4 regional improvement priorities.
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The Northern Alliance is a Regional Improvement Collaborative between
eight local authorities, across the North and West of Scotland: Aberdeen
City, Aberdeenshire, Argyll and Bute, Eilean Siar (Western Isles), Highland,
Moray, Orkney Islands and Shetland Islands, with a shared vision to
improve the educational and life chances of all our learners.

INTRODUCTION
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Originally coming together to collectively tackle a shared
challenge of teacher recruitment and retention, the
Northern Alliance remains committed to improving
outcomes through collaboration, closing the gap which
exists across our wide and varied communities.  

As we continue to mature as a collaborative, we are
encouraged by the increasing numbers of practitioners
engaging in improvement activity and opportunities to
connect, sharing and mobilising  practice, knowledge and
experience. 

Regional Improvement Forum

Unique to the Northern Alliance is its diversity with a mix  of
urban, remote and rural and island Local Authorities. Covering
58.4% of the landmass of Scotland, the Northern Alliance is the
largest RIC in geographical size, yet represents a small
percentage of the Scottish population. The geography and
common challenges experienced across the region moved the
collaborative to identify new ways of working and adopt a shared
approach to the communities it represents in the North and
West of Scotland and the islands.

With a focus on deepening connections between wellbeing and learning, the Phase 4 Plan,
shaped around the Rights Drivers for Whole System success[1], sets out how we will drive
forward improvement through a strong collaborative culture to create change that leads to
impact for all of our learners.

[1] The Right Drivers for Whole System Success, M.Fullan

https://michaelfullan.ca/wp-content/uploads/2021/03/Fullan-CSE-Leading-Education-Series-01-2021R2-compressed.pdf
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The Northern Alliance
Improvement
Framework has been
developed to support
how we achieve our
vision. It guides us
through the following
stages:

We work together to
develop shared theories
of action, with clear
systems and processes to
track and report on
progress. There is
individual and collective
responsibility for
achieving the aims set out
within our plan.

'Our Journey' website
makes transparent our
progress over time using
the CCITI model. 

A Framework for Improvement

[2] Coherence, The Right Drivers in Action for Schools, Districts, and Systems - M. Fullan and J. Quinn

OUR STRATEGY

As we embark upon our Phase 4 improvement journey,
we are building on learning which we have gained
during previous phases of improvement. During Phase
3, we developed a strategy for improvement through
collaboration which is designed to build coherence
across local, regional and national policy and practice. 

We make use of the four components within Michael
Fullan and Joanne Quinn's Coherence Framework[2] to
help us create the right conditions for coherence to
grow: Focusing Direction; Cultivating Collaborative
Cultures; Deepening Learning; and Securing
Accountability. Detail around how our improvement
strategy connects with each component can be found
below. 
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Deepening Learning is based on building a sense of connectedness across the Northern
Alliance which helps us to share what is working well within and across our settings and
teams, as well as working together to deepen our knowledge and understanding of
pedagogy and breaking down the barriers to wellbeing and learning, which ultimately will
lead to improved outcomes for all our learners. The five steps of the Northern Alliance
CCITI Model provide the road map for our journey towards improvement. This strategy
also includes the use of an improvement methodology which helps us to understand
whether the changes we are making do lead to improvement.

Focusing Direction starts with our vision – this ensures we remain focused on our core
purpose as a Regional Improvement Collaborative, which is ultimately to improve outcomes
for  and with our learners through collaboration.  Our improvement plan has been developed
to capture what matters to our schools, settings and teams, as well as making clear the
golden threads which run through local, regional and national priorities.

Cultivating Collaborative Cultures requires us to have a shared understanding of what it
means to meaningfully collaborate - and how it leads to impact. This means that we will
work on developing a collaborative culture, as well as systems and processes to support
meaningful collaboration. Our Northern Alliance Collaboration Framework helps us to 
 understand what effective collaboration looks and feels like, taking us from ‘latent
collaboration’ to ‘deep collaboration’. As our journey of collaborating meaningfully with
colleagues and practitioners across the Northern Alliance continues to grow, one-off
sessions and opportunities to engage are fewer, with an increased focus on collaborative
and practitioner enquiry.

Securing Accountability - We are building a collaborative culture that combines individual
responsibility for improving outcomes for our learners, collective expectations and
corrective action. We have ambitious, shared goals and robust data processes which help us
monitor progress over time. We welcome the opportunity to share our progress and
learning both internally as part of our own team developments, but also with local and
national partners. The Northern Alliance ‘Our Journey’ website uses the CCITI model to make
transparent our progress and learning, using both quantitative and qualitative data, with a
range of case studies evidencing impact at class, school, local authority and regional level.



‘Christakis analyses what he labels as ‘the immediate
pandemic period’, ‘the intermediate pandemic period’
and ‘the post-pandemic period’ – a time span covering
2020 to 2024. In practical terms, humans will grapple

with chaos, survival, innovative breakthroughs,
destructive elements, and more. The best stance we can
take is to know that almost everything will be different.
In short, this prolonged ambiguity creates a tangible

opportunity to make positive change happen.’ [2]

The Right Drivers for
Whole System Success

The repercussions and ripples of the pandemic continue to impact on our schools and
settings across Scotland – and will continue to do so for some time to come. It was clear as
we prepared for a new phase for improvement across our RIC that we should continue to
focus on wellbeing and how it impacts on learning, as well as how we can more effectively
break down barriers to wellbeing and learning.
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In February 2021, Michael Fullan, an
expert in Whole System Change in
Education, introduced the world to
the Right Drivers for Whole System
Success, and these connected with
us at a significant time of change in
Scottish education. 

Over the course of session 2021/22,
we have been deepening our
knowledge of the Right Drivers for
Whole System Success and together,
we began to explore what our
‘treasure’ is, and key areas for
improvement were emerging within
each of the Drivers. Examples of 
 putting the Drivers into practice,
along with practitioners sharing
their experiences can be found in
Appendix 1 .

"Reflecting on progress across the Phase 3 plan, the speed and scale of the change we have
seen across all levels of the system would have been incomprehensible just a few years ago.
The Northern Alliance adoption of Michael Fullan's 4 Right Drivers for Whole System Success

has been a valuable lens through which we can make sense of the process."
Early Years Workstream Lead
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learning
Social Intelligence
Equality Investments
Systemness

The ‘Right Drivers’

GIRFEC
National
Improvement
Framework
Developing the Young
Workforce
Realising the Ambition

National Policy

Our Vision:
Developing a culture of
collaboration, sharing of
expertise and creating

local and regional
networks to improve the
educational life chances

of our children and
young people

As we began to develop our Phase 4 Plan, it was more
important than ever to ensure we focused on priorities
that mattered to our teams and learners, as well as join
the dots with local and national policy – focusing
direction for everyone.  As a Regional Improvement
Collaborative, we committed to shaping our Phase 4 Plan
around the Right Drivers.

Shaping the Plan Around
the Right Drivers
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What Matters
to You?

Feedback from our networks informed us that the
Right Drivers helped teams to focus on what was
important at a time of turmoil and change - as several
practitioners stated, ‘They just make sense’. 



Engaging with Stakeholders - 
'What Matters to You?'

In order to meaningfully engage with practitioners,
partners, learners and parents, we took the drivers
on the road across the Northern Alliance and asked
everone, ‘What matters to you?’ We used themes
emerging from our work with the Right Drivers over
the past session to frame our discussions.

In partnership with our regional colleagues from
Education Scotland, we carried out a collaborative
thematic analysis of the data, which involved data
famliarisation, generating codes, searching for
themes and naming and defining themes.[3]

Using the themes which represent what matters
to our stakeholders, the next step involved
working alongside our Local Authority Directors,
Heads of Service and Chief Education Officers to
identify the ‘golden threads’ that weave through
Local Authority and national priorities.

These threads  enabled us to focus direction
and identify our new Phase 4 improvement
priorities, which are shared on page 10.
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[3] Braun and Clarke, 2008.

We engaged with over 450 people and generated over 1400 pieces of feedback, which then
went on to identify the themes that shape our phase 4 priorities.

https://www.tandfonline.com/doi/abs/10.1191/1478088706qp063oa


Working together to
improve our system:
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engagement in improving our

Northern Alliance system – with and
for everyone!
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makes a good leader – wherever we

are in our learning journey
Get better at working together as a

team to improve where we learn and
how we learn

1.

2.

3.
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PHASE 4 PRIORITIES
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The diagram below outlines the key priorities developed for each Driver Workstream. 

A sample of the feedback gathered from our  learners, practitioners, parents and partners
is shared over the next four pages, making clear the strong connection between the voices
of our stakeholders and how we plan to put these priorities into practice. Priorities with
stars are shared across workstreams. Detailed plans outlining aims and measures have
been included at Appendix 3.



Putting the Plan into Practice

Is the physical school the most appropriate
place for learning for every child?
Capitalising on children's wider
environment, sense of self in community, in
out and beyond
Importance of place
Using digital to allow learners (and staff) to
collaborate with others across the Northern
Alliance.
How do we use digital technology to expand
the curriculum for all young people?

Collegiality amongst staff - peer
assessment, moderation of teaching
and learning, planning and
achievement of a level
Learners voice and increasing
empowerment to co-develop and
design learning opportunities
Partnerships between school, pupils
and the community linked to
Children's Rights
'Nothing for us without us‘

Relationships built on mutual trust and
respect that will support effective
learner-teacher interactions
Exemplification of creative and
innovative approaches to teaching and
learning that will help inspire and
support practitioners
Ensure that the terminology of
wellbeing is not just a word, but is
immersed in practice. How can this be
done effectively?

Curriculum Design - developing
pedagogical practice, skills and pathways
Learner Rights and Voice - deepening
engagement and building agency
Learning, Teaching and Assessment
- sharing and mobilising practice,
breaking down barriers* and building
shared expectations
Collaborative Professional Enquiry -
working together to solve problems and
develop innovative approaches
supported by professional learning
opportunities such as the World
Education Summit

Wellbeing and Learning 

You said...

Get better at making learning more
meaningful - deepening connections and

motivation to learn
Get it right for every learner through our
pedagogy and culture - breaking down

barriers*
Get better at reaching shared

expectations within learning, teaching
and assessment

Improve how we teach and learn
through working together on research

and improvement projects

Feeling well and learning well:
1.

2.

3.

4.

Workstream Priorities

Focus for improvement within Early Years, Primary, Secondary, CLD and
Digital - including Gaelic Medium:



We are going through the pain of
change. I'm learning that there is a
critical mass who want to
collaborate.
Creating/managing time for people
to reflect/discuss/share/support and
challenge each other 
Clear communication within and
between areas, with improved
outcomes at the heart.

Putting the Plan into Practice

Open and honest discussion between
schools. Sharing best practice and what
is working. Not just in small clusters but
across the authorities and Northern
Alliance.
You should work with someone who
you feel safe and happy with and you
can feel more confident at expressing
your feelings and thoughts.
If you are connecting with each other
you will get some friends.

Create a trusting ethos in school where it
is safe to share. Sharing a common
language between different services.
Collaboration needs to be authentic and
purposeful.
Use tools to build partnership
collaboration and discussion.
Shared goals are key - and staff
communicating/articulating this with
each other.
Discrete focussed work on how best to
create connectedness and create an
ethos of collaboration.

Professional learning opportunities
to develop a shared understanding of
meaningful collaboration linking theory,
policy and practice
Online resource hub to support
collaboration at class, school, team,
cluster, local authority or regional level
Opportunities for online
collaboration linked to individual
school/ setting/ team improvement
priorities as a common theme** 
Development and creation of an
online professional learning
community, streamlining and sharing
local, regional and national professional
learning opportunities, providing
opportunities for collaboration. 

Build a shared understanding of
how we can meaningfully

collaborate
Increase opportunities for us to

collaborate both at local level and
across the Northern Alliance
Work together with our local

authority and national partners to
make a joined-up offer for

professional learning

How we work and learn
together:

1.

2.

3.

Focus for improvement within Early Years, Primary, Secondary, CLD and
Digital - including Gaelic Medium:

Social Intelligence

You said... Workstream Priorities



Putting the Plan into Practice

How will improvement be measured?
It needs to show improvement rather
than evaluation against a standard or
against other schools
The right data that informs our
unique contexts
If you do things by yourself it can eat
you up inside. A problem shared is a
problem halved. It's easier when
you're working together

Learner and family participation –
network, share practice and engage with
children and young people and partners
to improve how we work with learners and
their families when there are barriers to
wellbeing and learning *
Improve access to and engagement
with meaningful data to inform
improvement at class, school, team, local
authority and regional level – development
of a data for improvement framework in
partnership with South East RIC 
Build confidence and clarity around
national policy such as the Morgan
Review, The Promise and UNCRC and work
together around how we can use policy to
improve our practice at class/ school/
team/ local authority level

Get better at working with our learners
and their families so that together we

can break down their barriers to
wellbeing and learning*

Make sure we are making best use of our
data, measures and money to help us
improve outcomes for every learner
Work together to shape policy and

practice and build a shared
understanding of how we get it right for

every learner*

How we break down barriers to
wellbeing and learning:

1.

2.

3.

Focus for improvement within Early Years, Primary, Secondary, CLD and
Digital - including Gaelic Medium:

As a staff, sharing, trialling ideas and
supporting each other 
Ethos – supporting and valuing
differences across the school 
Rights and responsibilities around
UNCRC need to be shared, accessible
and understood by all
Ensuring that we have appropriate
tools to measure impact of
interventions. 

Working closely with parents and
partners to identify barriers to learning
and address these 
I would like to see a way of giving a voice
to the parents who do not feel articulate
or confident enough to be involved in
parent forums.
Voices from young people and families
should be at the heart of planning and
improvement 

Equality Investments

You said... Workstream Priorities



Putting the Plan into Practice

Leadership skills are required in order to
effect a collaborative approach with staff
involvement and empowerment
Recognition that leadership occurs at all
levels and across all members of the
learning community - children, young
people, teachers, CLD staff, parents...
Using collaboration to tackle strategically
the tough challenges that persist across
the years and establishing conditions for
solutions to be developed

Professional learning and
networking opportunities to share
how Fullan’s Right Drivers for Whole
System Success can support teams to
drive forward improvement together
Develop and engage with a shared set
of principles for leading improvement –
including culture, systems and processes
Opportunities to connect and
collaborate with schools / settings/
teams with similar improvement
priorities**
Work together to create the conditions
for collective efficacy to flourish within
and across our teams

Build collective responsibility and
engagement in improving our

Northern Alliance system – with and
for everyone!

Build a shared understanding of
what makes a good leader –

wherever we are in our learning
journey

Get better at working together as a
team to improve we learn and how

we learn

Working together to improve
our system:

1.

2.

3.

Focus for improvement within Early Years, Primary, Secondary, CLD and
Digital - including Gaelic Medium:

Need to take and manage risk and
be allowed to succeed or fail and
then try again
Know your setting and the culture
of your community to inspire and
build together
Young people and families need to
be included and equal partners at
the table
Young people being "fearless
agents of their own destinies“

Actively share and broadcast change
makers success (irrespective of size) to
motivate others
Quality improvement - opportunities
to work with teams on small change
projects - learn what works but also
learn about what doesn't work
How do we ensure the importance of
the north is really captured when
national policy is being formulated?

Systemness

You said... Workstream Priorities



 [4] Achieving Excellence and Equity, 2022 National Improvement Framework and Improvement Plan
 [5] The Scottish Attainment Challenge Logic Model – Regional/Local Level
 [6] A summary of the UN Convention on the Rights of the Child

We believe our phase 4 priorities will strengthen our
approaches to collaboration across the Northern Alliance
and ultimately improve how we work together to improve
outcomes for and with every learner in the Northern
Alliance. Learner rights permeate all drivers and priorities
at a local, regional and national level - strong connections
which will help to focus direction for everyone moving
forward. 

Connecting with National
Policy and Drivers

The Phase 4 Plan has been shaped over time by
practitioners in schools, settings and teams across the
Northern Alliance, as well as learners and their families.
It is also influenced by local and national priorities and
closely aligns with the National Improvement
Framework[4] and the Scottish Attainment challenge[5]. 

PHASE 4 PLAN 9

At the core of our plan, we will work to respect,
protect, and fulfill the rights of every child and
young person across all regional improvement
activity as detailed in the UN Convention on the
Rights of the Child[6]. 
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https://www.gov.scot/binaries/content/documents/govscot/publications/strategy-plan/2021/12/achieving-excellence-equity-2022-national-improvement-framework-improvement-plan/documents/achieving-excellence-equity-2022-national-improvement-framework-improvement-plan/achieving-excellence-equity-2022-national-improvement-framework-improvement-plan/govscot%3Adocument/achieving-excellence-equity-2022-national-improvement-framework-improvement-plan.pdf
https://www.gov.scot/binaries/content/documents/govscot/publications/advice-and-guidance/2022/03/scottish-attainment-challenge-framework-recovery-accelerating-progress/documents/tackling-poverty-related-attainment-gap-theory-change-scottish-attainment-challenge-logic-model/tackling-poverty-related-attainment-gap-theory-change-scottish-attainment-challenge-logic-model/govscot%3Adocument/tackling-poverty-related-attainment-gap-theory-change-scottish-attainment-challenge-logic-model.pdf
https://www.unicef.org.uk/wp-content/uploads/2019/10/UNCRC_summary-1_1.pdf


Data Processes

EVALUATING
PROGRESS

Data processes developed during Phase 3 will continue to help us to understand
how we are realising the ambition of our vision.

PHASE 4 PLAN 16

We have a robust system to help us monitor and capture improvement activity. The Model for
Improvement helps us to create aims and measures which reflect our own unique contexts. It
also helps us to take a shared approach to improvement. Each month, we monitor progress
towards the aims set out in our improvement plan. We are curious about our progress and if
there are any problems or delays, we work together to try out and test shared theories of
action. We are transparent about our data and we share our improvement progress in our
dedicated site - Our Journey.

We make use of a range of
measures and tools – from
quantitative measures including
numbers of practitioners
engaging in activity to qualitative
data capturing our experiences of
collaboration and resulting
impact on learners.

Our case studies and
improvement projects capture
context specific learning - sharing
what works and providing the
opportunity to support
improvement in a range of new
contexts across our Northern
Alliance system.

Read  more about how we will evidence impact in our Theory of Action at Appendix 3.

https://sites.google.com/view/progressimpactplanning/home?authuser=0


As a Regional Improvement Collaborative, our ultimate aim is to improve outcomes for
and with our learners through collaboration and building a sense of collective
responsibility. Therefore, it is important to capture improvement within the wider system
as well as within our own workstreams. 

That is why we will be using targeted measures to
monitor improvement at workstream level – evaluating
improvement in outcomes with the teams we work with
directly. But also, universal measures to understand
whether our theories of action are leading to
improvement in the wider system.

A Targeted and
Universal Approach

PHASE 4 PLAN PAGE 9PHASE 4 PLAN 17

Some of our national measures can help us do that. But we have also identified measures
which allow us to monitor collaboration and improvement in a bespoke way and to help us
understand the extent to which our system is cultivating that collaborative culture we aspire
to as a Regional Improvement Collaborative.



 share information on Northern Alliance activity, 
gather feedback from a local perspective on how activity is adding value; and to 
facilitate making connections and sharing practice that will support both regional and
Local Authority activity.

In order to further improve communication and engagement with our phase 4 plan,
members of our Northern Alliance central team have the added role of linking with one of
our eight Local Authorities in order to:

Link Officers engage with their Local Authority Central Teams monthly, Head Teacher groups
quarterly, and other practitioner/officer groups as agreed, building a more consistent
approach to information sharing and gathering. In addition to local authority links, we also
have officers who engage with regional and national partners and our Youth Advisory Group
on a monthly basis.

Connecting with our Local
Authorities and Partners

Communication is key in creating a collaborative culture across our RIC. Throughout
Phase 4 we will continue to work towards achieving our goal of deepening connections
with all levels of our Northern Alliance system. We also want to ensure equitable access
to opportunities to connect with fellow practitioners, and to collaborate through
professional enquiry activity and professional learning.

Throughout Phase 4 we will also be updating our website to create a more effective
information portal for practitioners and partners, as well as increasing our use of social
media to enhance our reach across our RIC.

PHASE 4 PLAN 18
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Our Learners
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Practitioners
Teachers, ELC,

Educational
Psychologists,

Classroom
Assistants, Pupil

Support, CLD

GOVERNANCE

Convention of
Convenors

In order to bring our plan to life, we have a strong Northern Alliance network of
people to take forward our shared priorities. Detail about each of the central groups in
the diagram below and be found on the next page. 

Driver
Workstreams
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Regional
Improvement

Forum

Convention of
Convenors

Regional
Improvement

Advisory
Forum

Youth
Advisory

Group

Project
Management

&
Improvement

Workstream
Leads

This team provides support and challenge for our workstreams in relation to progress
within the Regional Improvement Plan, data analysis, budget monitoring and
communication with stakeholders.

Regional Improvement Advisory Forum
Membership includes Head Teachers, Education Psychology Service, Higher Education,
Unions and the Scottish Government. This group provides support and challenge in
relation to progress and priorities.

Convention of Convenors
Local Authority Education Policy Leads discuss and advise on the strategy of the
Northern Alliance, reviewing progress through regular updates.

Regional Improvement Forum
Directors, Heads of Service and Chief Education Officers from the eight Local
Authorities work with the Education Scotland Senior Regional Advisor to provide
support and challenge in order to drive improvement within our plan.

Workstream Leads

Wellbeing and Learning - with a focus on Early Years, Primary, Secondary and Digital
Social Intelligence - with a focus on collaboration
Equality Investments - with focus on Inclusion and ASN, and Equalities and Diversity
Systemness - with a focus on building agency and collective responsibility 

A team of seconded practitioners and officers take forward improvement activity to
achieve aims and priorities, each linking with members of the Education Scotland
Northern Team, practitioner networks, learners and wider partners

Youth Advisory Group
Established in late 2021, the Youth Advisory Group (YAG) captures youth voice and aims
to strengthen youth participation in Northern Alliance developments. Members include
MSYPs for each of our local authorities.

PHASE 4 PLAN 20

The RIC Lead oversees the strategic direction of the Regional Improvement
Collaborative and communicates progress at a national level. The Lead meets with
the Quality Improvement Manager and Project Officer weekly.

Regional Improvement Lead

Project Management and Improvement



Our young people face yet unknown challenges and
opportunities as a result of climate change and
advancing technologies. We are also grappling with
the repercussions of a global pandemic, as well as
the uncertainties which currently exist within our
education system. Never has there been such a need
for us to take collective responsibility for building
clarity and bringing about improvement together.
Learner rights are at the heart of this Northern
Alliance phase 4 plan – as are the rights of all
members of our system to have their voices heard
and to be active in shaping our direction. This plan is
not a plea for engagement or indeed an invitation to
engage, but a call to action for everyone to take
collective responsibility in bringing about whole
system success.

“A deliberate attempt to realize the system you are in; and the system you should want.” 
Michael Fullan

“When students, teachers, and others at the local and middle levels are helped to think
differently about their systems leading to pathways of action that foster greater clarity,

collaboration, and ownership of improvement.”

Our Northern Alliance
System

The above diagram shares our five workstreams, as well as advisory and governance
groups which challenge and support workstream teams. Our workstreams work
alongside practitioners, learners, families and partners to realise the ambitions set out
within our phase 4 plan. People and processes can only come together effectively when
they have a shared vision and commitment to work towards. The Right Drivers for
Whole System Success work alongside our Northern Alliance vision to help us focus our
direction and move forward together. Within the Right Drivers for Whole System
Success, Michael Fullan describes Systemness as:
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"It took me a few weeks to get into the training. I thought
it would be more about areas of the curriculum and
how we could ensure we were using them to meet the

needs of the children [but] ... I feel we learned about how
we as a staff team can improve our own practice to
make things better for children." - ELC Practitioner

A dedicated interdisciplinary network further
strengthens collaboration by providing
opportunities to discuss and share practice. This
has included a focus on ASN and relationships in
the context of curriculum and interdisciplinary
learning.

Hear from one Head of Primary about her
experience of the IDL network here. A Secondary
Head Teacher and Deputy Head Teacher also
share their experience here.
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APPENDIX 1 - ENGAGING WITH THE DRIVERS - VOICES FROM ACROSS THE
NORTHERN ALLIANCE 

Wellbeing and Learning 

We have been working alongside local authority
central team officers and practitioners in ELC
settings, primary and secondary schools to further
develop understanding of curriculum design. This
includes design tools, which can be used to take
forward improvement in schools and settings. Over
250 Senior Leaders and Education Officers
registered to be part of the ‘Re-imagining your
Curriculum Rationale’ sessions, with 90% of
participants who responded reporting being in the
process of evaluating or updating their curriculum
rationales at the end of our phase 3 plan.

“I would love to go more into the
drivers.” - Teacher

 
“I would definitely like to know more

about Michael Fullan’s work and how to
practically use it to develop a

curriculum rationale.”  Head Teacher

Re-imagining your Curriculum Rationale

"It has been really valuable
to connect across the Region

with other remote
establishments."
ELC Practitioner

Interdisciplinary Learning Network

Below we share examples of how we have been engaging with the Right Drivers over
session 2021/22, along with practitioner feedback on their experiences. This activity
will continue to be developed and scaled up over the life of the Phase 4 Plan

https://youtu.be/LVLjc9Cv5f4
https://youtu.be/53gLf6TovZY


Re-imagining your Skills Agenda

Northern Alliance professional learning
resource called’ Reimagining your Skills
Agenda’ , has been co-designed by Senior
Leaders, Education Officers, Education
Scotland, Teachers, DYW Co-ordinators, DYW
Lead officers, Skills Development Scotland
and CLD practitioners. This resource is based
on the research of Michael Fullan’s Right
Drivers for Whole System Success and has
been designed to support practitioners with
evaluating and updating their skills
frameworks. The resource was tested with a
small cohort, which led to further
refinements. The professional learning is
designed as a series of four inputs, followed
by a 'sharing successes' event to share
progress with colleagues and discuss next
steps.

“Working with e-Sgoil on DYW Live has
allowed hundreds of young people to
gain access to role models from the

world of work and gain and insight into
jobs and industry. This has helped

inform, inspire, educate them in what
subject choices to make, what skills are
needed for particular jobs and made

what they learn in the classroom
relevant. Real people – real stories.”

Founders4Schools
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Retrieval Practice: Leveraging
Digital Using Research-
informed Practice

During the pandemic a group of teachers from a
variety of contexts; primary and secondary, rural
and urban, English and Gaelic medium, met
regularly online. They considered retrieval practice
and how digital tools could enhance the teaching
and learning in their settings. They reflected
together on their small ‘tests of change’ as they
implemented in their own classrooms new
pedagogies and ways of working. Their
experiences as a result of collaborative
improvement are shared in an e-book.

"It is just so good to hear what others are doing’"
Head Teacher

 
“ Really enjoyed the discussions and the

opportunity to discuss possible ways forward” 
Teacher

"The Northern Alliance curriculum skills
CLPL co-design process has been an open,

progressive and well led exercise –
recognising that the curriculum doesn’t

operate in a vacuum. For a senior phase
curriculum to have currency it must be

relevant to (and designed around those it
purports to serve) young people, the
economy they are entering and wider

community.  This open, inclusive and data-
informed Northern

Alliance curriculum design process thus
was in accord with Prof Muir’s ‘Putting
learners at the centre’ report, recently

endorsed by the Scottish Government."
Education Support Officer

?

DYW Live

“With my P3 class, retrieval practice offers
more than just improved memorisation skills,
it secures that the learning is long term and it

also increases their understanding.” 
Primary Teacher

https://read.bookcreator.com/library/-MHBL2X6XFcrvWYkiUIV/book/UQQHcdJDTNyc71X7qqCYLA?nopreview=
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World Education Summit

You can hear
about one Depute

Head Teacher’s
experience of

engaging with the
World Education

Summit here

“It is vital that this type of collaboration
continues and develops to provide the best
opportunities and support for all learners,

families and practitioners in our authorities.”
Languages Teacher

Social Intelligence

1+2 Language Development
Workstream

The World Education Summit is a key professional learning
resource funded for practitioners in schools and settings
across the Northern Alliance. Moving forward into Phase 4,
we will be connecting and collaborating within and across
schools to tease out some of the many themes shared within
this resource and test out some of the ideas shared within
our own contexts.  Collaboration with the Welsh Government
and with Osiris Educational has been key to planning for
implementation and engagement. A Northern Alliance WES
Toolkit has been created to help colleagues navigate the site,
host collaborative learning events and signpost to key
sessions linked to the phase 4 plan and Michael Fullan’s Right
Drivers. In collaboration with the 8 local authorities,
signposting guides have been created linking the sessions to
local authority improvement priorities. 

“The best collaborative approach that I have been part of. The
structure of the process, the inclusive nature of sessions and
quality of content shared are key features which stand out. I

really hope to bring and contribute these qualities to
collaborative approaches I am part of the in the future.” 

Secondary DHT 

How are we deepening our collaborations?

https://media.videoask.com/transcoded/25a80e7a-f1af-40f8-8689-df2e94a52afd/video.mp4?token=eyJhbGciOiJSUzI1NiIsInR5cCI6IkpXVCJ9.eyJtZWRpYV9pZCI6IjI1YTgwZTdhLWYxYWYtNDBmOC04Njg5LWRmMmU5NGE1MmFmZCIsImV4cCI6MTY2NzQ2OTY5OX0.TBjXLACEvE0r8Skq-WVxhLzk1v9qjfbjBDeO5fHELBv94r_lpOXYRh0_mV2EV826WCfehgJqNWT69Jw9Y9Q-EvF9Gc7jCEFzzxPQQO7Q6hclzXvKesb8fzZZhXRs_9jOIuAJdjf1RLp0uJycDILzH63NoX5xHEiOgeVb9OwuCJOACDmPyRvJWUHdTOOcZHaGv8g2SPK9Q66xRE_-5_yKV7S7ly0OyifO7bnW1iNhBtetGIBVM1z3nYHb23UrHPE-8O2My7yuSnTk67IwnLeNXYApgmsJf9kXfbHV7J-DFHGkvXK7kcCS6uXwrGRPbtQvXc9OMiRTp469bKaY1B768ajyaReUGXhCMKzcGs0JyABtSH5kxmFlrIFfMFzDUeBY5yKkKSl6wWBzPIQiUp5kY8J66J3ghLieSJ1qDDBCZ7eScJSiTp0hEurnmqZwtG-Ah8bWtLSRECxqpdvEm98loG8Z6fljyiBYZLTExn85QVqAGldQCptuZB1UCUiGYfigAU4-usy_MdkTA2pMlTzKJXmTICLdqO7N9bnPLesazhLC3I3rea0u0k8RZt565z4ORqYeOzaVhZ4aaAadh3WR-ZAFrE5D5fPnKMvHug8fIQv8ToupzfCMswMPjwSxqSwhhokE5lH8xqe3JArev5edxrdChncrJb2_mOLaP_QNFrQ
https://padlet.com/kirstycampbell/x679ph426d04z1jv/wish/2219313900


“When I first started as head teacher, I noticed that throughout the school there were
children being taken out of class every morning for something to eat. There were wee

groups of children having toast every day. Every teacher had a cupboard with breakfast
bars and crisps to give to children who were hungry or had not had snack. They had
bought these with their own money. I noticed too that some children were too shy or

embarrassed to ask. I decided to look into how we could give breakfast to everyone. Now I
know that every child in my school has access to something to fill their tummy first thing

every day. Children can have as much or as little as they need. Parents are happy too. One
recently said that it was hard getting her son out of bed in the morning but knowing he

got breakfast in school was one worry less” 
Head Teacher

Breakfast Cart Project

“The approach taken by this school where every
pupil is offered a free breakfast will be a model

worth following. The research being undertaken by
SPIRU at Glasgow Caledonian University has the

potential to add knowledge and understanding to
national policy and development.” 

Poverty and Inequality Commissioner

Equality Investments

“Really insightful and thought
provoking...got me thinking about my

role as a teacher, the struggles
families face and how we can best

support. A common theme in many
schools so feel it is so important.”

Teacher

"We really look forward to continuing
to work with our partners in the

Northern Alliance and finding ways we
can collaborate to provide useful and
impactful learning that continues to

promote equity in our schools." 
Project Officer, CPAG

“Having a mentor, hearing about the
learning of other settings, learning

about research methodologies. Making
us mindful of using these tools for

improvement and measuring impact –
no matter how small.” 

Teacher
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Collaborative Enquiry



Systemness

School Improvement Project - Driving
Improvement from Within

By using the Right Drivers as a 'lens for
improvement', our school teams have been working
together to consider what they can do together to
improve outcomes for and with their learners whilst
grappling with the challenges of change, uncertainty
- and post pandemic! In doing so, there is a focus on
building approaches to collaboration and
improvement – with the intention of driving
improvement from within. 

“The school has made use of
inservice time to explore the
drivers and the investment in

different stakeholders is
beginning to pay off. Drivers are

featuring within our school’s
improvement planning process.” 

Central Team Officer

“Initially the staff were quite sceptical
about the project and saw it as just

another thing. But the self evaluation
process using the Right Drivers has

engaged colleagues, leading to great
collaboration and agreed outcomes. Staff

are also clear about the improvement
they want to see.” 

Head Teacher

“Working parties are positively
engaging in the process of change

and leading this/ being accountable
for their part in this. It feels like as a

team we are making progress.”
Head Teacher

“I think the impact of this work is that it
has made all staff think carefully about
how to embed improvements and be

invested in the next steps of the school
and improvement priorities. I think it
has made us all think carefully about
ensuring actions are well planned and

thought out to ensure maximum
impact”

Head Teacher

“What’s really powerful about this project
is the focus on clear thinking – really

understanding deeply before deciding
what is needed. Taking time to do it well,
something we often underestimate the
importance of. This approach is about

deep and sustainable change and in this
way it is also energising and empowering
educators in a different way. We’ve talked
a lot about recovery over the last couple

of years, but I think this is about renewal.”
Sarah Philp, Coach | Psychologist
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Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

1. Get better at
making
learning more
meaningful -
deepening
connections
and motivation
to learn

Outcomes for learners
are improved through a
relevant and meaningful
curriculum that
promotes wellbeing and
learning. Learners feel
well and are more
involved in their
learning, developing
skills to be good at
learning and good at
life. 

95% of learners
attending schools or
settings which are
engaging with the
Wellbeing and Learning
Workstream will
demonstrate improved
wellbeing and learning
outcomes* through a
relevant and meaningful
curriculum by Feb 2025.  

Curriculum and
Assessment

School and ELC
Improvement 

Improvements
in engagement,
attendance,
confidence and
wellbeing of
children and
young people 
An embedded
culture and
ethos based on
educational
equity exists in
the education
system that
promotes high
aspirations and
recognises
broader
achievement
for all children
and young
people and
their families

2. Get it right
for every
learner through
our pedagogy
and culture -
breaking down
barriers*

Mental and emotional
wellbeing, children’s
rights and learner voice
are central to all we do.
Learning environments
put learners at the
centre. Learners feel
safe, included, valued
and heard. 

95% of learners
attending schools or
settings which are
engaging with the
Wellbeing and Learning
Workstream
demonstrate an
improvement in their
wellbeing* by Feb 2025. 

Curriculum and
Assessment

Embedded
engagement
and
participation of
children and
young people,
families and
communities in
the learner
journey 

3. Get better at
reaching shared
expectations
within learning,
teaching and
assessment

Collaboration at
regional and local level
is the platform where
we come together to
explore and share
practice. There is a
consistent and shared
understanding of high-
quality learning,
teaching, assessment
and moderation
practices. We feel
confident, connected
and there is greater
consistency in
expectations and
standards. This will lead
to improved outcomes
for learners.

95% of learners
attending schools or
settings which are
engaging with the
Wellbeing and Learning
Workstream
demonstrate improved
outcomes* as a result of
moderation of Learning,
Teaching and
Assessment by Feb
2025. 

School and ELC
Improvement 

Curriculum and
Assessment

High quality
learning,
teaching and
assessment,
focussing on
achieving
equity for
learners, across
Health and
Wellbeing,
literacy and
numeracy 

Evidence based
approaches
embedded in
the system with
continuous
refinement/
adaptation
based on
effective
interventions in
the local
context. 

95% of practitioners
engaging with the
Wellbeing and Learning
Workstream report
increased confidence in
their professional
judgements by Feb
2025.

APPENDIX 2 - DRIVER WORKSTREAM OVERVIEWS 

Wellbeing and Learning - Learning well and feeling well
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Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

4. Get better at
making
learning more
meaningful -
deepening
connections
and motivation
to learn

We are more engaged in
professional enquiry to
improve pedagogical
practice and model a
strong commitment to
lifelong learning. This
culture supports learners
and practitioners to be
‘good at learning, good
at life.’ 

95% of learners
attending schools or
settings which are
engaging with the
Wellbeing and Learning
Workstream
demonstrate improved
outcomes* as a result of
experiencing effective
pedagogies and
practices by Feb 2025. 

Teacher and
Practitioner
Professiona-
lism

Strong
leadership in
the education
system, using
skills developed
through
continuous
professional
learning
focused on
equity and
closing the
poverty-related
attainment
gap. 

95% of practitioners
engaging with the
Wellbeing and Learning
Workstream who report
a strong commitment to
lifelong learning through
collaborative
professional enquiry by
Feb 2025. 

Social Intelligence - How we work and learn together

Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

1. Build a shared
understanding
of how we can
meaningfully
collaborate
within and
across classes,
schools, teams

There is system wide
awareness of and
engagement with the
Northern Alliance Vision:
Members of our RIC can
cohesively
communicate and
apply collaborative
practice, theory and
policy to improve
learner outcomes 

By Feb 2025, 95% of
practitioners engaging
with Social Intelligence
Workstream will have a
shared understanding of
meaningful
collaboration*, aligned
with the Northern
Alliance Collaboration
Framework. 

School and ELC
Leadership

Teacher and
Practitioner
Professionalism

School and ELC
Improvement

Parent/ Carer
Involvement
and
Engagement

Strategic
collaboration
across the
education
system results
in innovative,
impactful and
sustainable
approaches to
closing the
poverty-related
attainment
gap. 

2. Increase
opportunities
for
collaboration
both at local
level and across
the Northern
Alliance

Collaborative activity is
always focused on
improving outcomes for
learners. Increased
numbers of
practitioners are
collaborating across the
Northern Alliance to
bring about
improvement. 

By Feb 2025, 90% of
schools participating in
“Active Collaboration”
projects will report
improved wellbeing and
learning experiences*
for learners. 

High quality
learning,
teaching and
assessment,
focussing on
achieving
equity for
learners, across
Health and
Wellbeing,
literacy and
numeracy 
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Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

3. Work
together with
our local
authority and
national
partners to
make a joined-
up offer for
professional
learning

Practitioners from
across the Northern
Alliance can access a
cohesive and accessible
professional learning
offer in collaboration
with our 8 Local
Authorities and national
partners.

By Feb 2025, an online
professional learning
community platform
will be created and
developed in
collaboration with our 8
Local Authorities and
national partners 

School and ELC
Leadership

Teacher and
Practitioner
Professionalism

Strategic
collaboration
across the
education
system results
in innovative,
impactful and
sustainable
approaches to
closing the
poverty-related
attainment
gap. 

By Feb 2025, 80% of
practitioners engaging
in the professional
learning community
platform will share
practice, learning and
impact* with other
members of the
platform

Strategic
collaboration
across the
education
system results
in innovative,
impactful and
sustainable
approaches to
closing the
poverty-related
attainment gap 

Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

1. Make sure we
are making best
use of our data,
measures and
money to help
us improve
outcomes for
and with every
learner

Increased competence
and confidence in using
data for improvement
system wide –
evidenced in SAC2 and
improved outcomes for
learners. Teams make
more effective use of
data to improve
outcomes from within
our own settings. As a
result of professional
learning and sharing
practice, confidence
and competence in
data for improvement
increases and leads to
improved outcomes for
learners.

Completion of a
Regional Data for
Improvement
Framework in
partnership with SEIC
RIC by 2025

School and ELC
Leadership

Teacher and
Practitioner
Professionalism

An embedded
use of data and
evidence is
used to build
and share an
understanding
of effective
interventions in
closing the
poverty-related
attainment gap 

By Feb 2025, 95% of
practitioners engaging
with the Equality
Investments
workstream report
improved outcomes for
learners as a result of
increased confidence
and capacity in their use
of data for improvement 

Equality Investments - How we break down the barriers to wellbeing and learning
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Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

2. Get better at
working with
our learners
and families so
that together
we can break
down their
barriers to
wellbeing and
learning

Schools and settings
work in genuine
partnership with
children, young people
and parents, as well as
wider partners. Each
partner’s voice is heard,
respected and is used to
inform next steps. There
is stronger collaboration
in order to break down
barriers to wellbeing
and learning 

By Feb 2025, 90% of
participants* engaging
in improvement activity
within the EI
workstream will report
their experience of
participation as good or
better. 
*Parents, carers, children
and young people, adult
learners 

Parent/ Carer
Involvement &
Engagement 

Curriculum and
Assessment 

Placing the
human rights
and needs of
every child and
young people
at the centre of
education

Embedded
engagement
and
participation of
children and
young people,
families and
communities in
the learner
journey. 
An embedded
culture and
ethos based on
educational
equity exists in
the education
system that
promotes high
aspirations and
recognises
broader
achievement
for all children
and young
people and
their families 

3. Work
together to
shape policy
and practice
and build a
shared
understanding
of how we get it
right for every
learner*

All practitioners are
clear about learners’
rights in relation to
policy – e.g., UNCRC, The
Promise, Morgan
Review. Policy and
practice work together
to break down barriers
to wellbeing and
learning and meet
individual needs.

By Feb 2025 95% of
establishments
engaging across the
Equality Investments
workstream will
demonstrate clear
evidence* of putting
learners at the centre
with a particular focus
on Policy and Practice 
Where evidence is
demonstrated through
case studies.

Parent/ Carer
Involvement
and
Engagement 

Curriculum and  
Assessment 

Evidence based
approaches
embedded in
the system with
continuous
refinement/
adaptation
based on
effective
interventions in
the local
context. 

Systemness - Working together to improve our system

Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

1. Build
collective
responsibility
for and
engagement in
improving our
Northern
Alliance system
– with and for
everyone!

Engagement with the
Right Drivers for Whole
System Success across
the RIC – leading to
increased levels of
agency and
engagement in
improvement activity.
Systems and processes
also support
improvement. 

By Feb 2025 95% of
participants in the
Systemness Workstream
will report increased
agency and
engagement in
improvement activity
within and across
schools/settings and
teams.

School and ELC
Improvement

Teacher and
Practitioner
Professionalism

Parent/carer
involvement
and
engagement

Embedded
engagement
and
participation of
children and
young people,
families and
communities in
the learner
journey.
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Priority NA Context - What will
success look like? Measurable Aim NIF Driver(s)

SAC Regional
Medium-Term

Outcomes

2. Build a
shared
understanding
of what makes
a good leader of
improvement –
wherever we
are in our
learning
journey

There is a shared
understanding of
effective leadership of
improvement across the
RIC. Leaders at all levels
promote a culture of
learning and
improvement and as a
result, there is deeper
engagement in
improvement activity
within and across teams

By Feb 2025, 95%
participants within the
Systemness Workstream
will report deeper
engagement of
stakeholders* in
school/setting/ team
improvement plans,
leading to improved
outcomes for learners
*Staff, learners,
parents/carers,
community members

School and ELC
Improvement

Teacher and
Practitioner
Professionalism

Parent/carer
involvement
and
engagement

Strong
leadership in
the education
system, using
skills developed
through
continuous
professional
learning
focused on
equity and
closing the
poverty-related
attainment
gap.

3. Get better at
working
together as a
team to
improve where
we learn and
how we learn

Evidence of increased
collective efficacy within
teams across the RIC,
resulting in shared high
expectations for and
with learners and
improved outcomes.
Collective responsibility
for improvement is
growing.

By Feb 2025 95% of
practitioners engaging
with the Systemness
Workstream will report
increased collective
efficacy* in their schools/
settings / teams, leading
to improved outcomes
for learners

School and ELC
Leadership

Curriculum and
Assessment 

Teacher and
Practitioner
Professionalism

Strategic
collaboration
across the
education
system results
in innovative,
impactful and
sustainable
approaches to
closing the
poverty-related
attainment
gap.
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Northern Alliance Vision

APPENDIX 3 - FINDING OUR TREASURE - OUR THEORY OF ACTION 

Outlined below is the Northern Alliance theory of action for our Phase 4 Plan. Input
from practitioners from across the Northern Alliance has helped to shape this theory of
action, with the Right Drivers at its heart. Practitioner comments from our engagement
sessions show how this theory can be brought to life and have its potential unleashed : 

‘Developing a culture of collaboration, sharing of expertise, and creating local and regional
networks to improve the educational and life chances of our learners.’

“Openness, transparency, regular opportunities to discuss and evaluate what aspects are
working well/not as successful and ways forward – collaborative approach but with

direction and purpose.” Head Teacher

Our Theory of Action

The Northern Alliance Phase 3 plan has helped us to set the
foundations for collaborative improvement. We have a
better understanding of how we can meaningfully
collaborate. Our relationships are stronger and many
networks of practitioners have experienced the benefits of
working together. We have begun to see the impact of
meaningful collaboration on outcomes for learners through
our growing bank of case studies. 

“A ‘case study’ approach
to problem solving

where collaboration is
focussed on meeting the

needs of individual
learners.” 

e-Sgoil Team Member

Wellbeing and Learning – feeling well and learning well
Social Intelligence – how we work and learn together
Equality Investments – breaking down the barriers to wellbeing and learning
Systemness – working together to improve our system

As a result, the phase 4 plan has been designed to step up a gear. Our sights are now
firmly set on evidencing the impact of collaborative improvement on our learners. The
plan sets out how we are going to realise our Northern Alliance vision over the next three
years. Supporting us to achieve this, we have identified priorities for us to achieve which
are driven forward by each of Michael Fullan’s Right Drivers for Whole System Success:

Our Measures

“When goals involve new challenges, how can you possibly know if it is achievable, if it is realistic, and how long
it will take you to achieve? In the absence of such knowledge, it may be better to set a learning goal or a

broader performance goal that expresses your shared commitments and helps keep focused.”
Viviane Robinson, Student Centred Leadership
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Priority Outcome Measure Operational Defition Data Collection
Method

1. Get better at making
learning more
meaningful -
deepening connections
and motivation to learn

Percentage of learners
demonstrating improved
wellbeing and learning
outcomes* connected to
the design of the
curriculum.  
 
*Engagement, Attendance 
Confidence, Wellbeing 
QI 2.2

Engagement  
Attendance 
Confidence 
Wellbeing

Numerator: number of
learners demonstrating
improved wellbeing and
learning outcomes 
Denominator: number of
learners within the school or
setting’s associated
engagement group 

“wellbeing and learning
outcomes”: 

HGIOS QI 2.2 -Curriculum

Microsoft form –
baseline, mid and
end point data
collection

QI 2.2 Progress
reported by teams
before and after
collaborative
activity 

2. Get it right for every
learner through our
pedagogy and culture -
breaking down
barriers*

Percentage of learners
demonstrating
improvements in
wellbeing and agency*
*Feeling safe, included,
valued and heard.
QI 3.1

Numerator: number of
learners demonstrating
improvements in wellbeing. 
Denominator: number of
learners within the school
/setting/ learning space
associated engagement
group 
 
“Wellbeing and agency”:
feeling safe, included, valued
and heard.  Learners report
increased wellbeing and
agency in all domains of the
student learning model.
(likert scale)

Microsoft form-
baseline, mid and
end point data
collection
QI 3.1 -Progress
reported by teams
before and after
collaborative
activity 

3. Get better at
reaching shared
expectations within
learning, teaching and
assessment

Percentage of learners
demonstrating improved
wellbeing and learning*
outcomes as a result of
moderation of learning,
teaching and assessment. 
*Attainment and
achievement – national
measures

Numerator: number of
learners demonstrating
improved outcomes as a
result of moderation of
Learning, Teaching and
Assessment. 
Denominator: number of
learners within the school /
setting’/ learning space
associated engagement
group 
HGIOS QI 2.3 – Learning,
Teaching and Assessment 
HGIOS QI 3.2 – Raising
Attainment and
Achievement

ACEL data (P1, P4,
P7, S3) 
Data on Senior
Phase Qualification
Awards    
Sustained Positive
School Leaver
destination  
QI 2.3 and 3.2 -
Progress reported
by  teams before
and after
collaborative
activity 
Feedback from
Youth Advisory
Group and National
Parent Forum. 

Targeted measures help us to monitor improvement activity in relation to our driver
priorities. Phase 4 priorities are set out within each driver workstream plan. Driver teams
have developed aims and outcome measures for each priority which help us to understand
whether theories of action lead to improved outcomes for and with our learners. 

Targeted Measures
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Priority Outcome Measure Operational Definition Data Collection

Percentage of
practitioners engaging
with the Wellbeing and
Learning Workstream
who report increased
confidence in their
professional judgements

Numerator: number of
practitioners reporting
increased confidence in
professional judgements 
Denominator: number of
practitioners reporting 

Beginning, mid-point
and end-point survey
issued to engaging
practitioners. 

4. Improve how we
teach and learn through
working together on
research and
improvement projects

Percentage of learners
demonstrating improved
outcomes* as a result of
experiencing effective
pedagogies and practices.

Engagement 
Attendance 
Confidence 
Wellbeing 

Numerator: number of
learners demonstrating
improved outcomes as a
result of experiencing
effective pedagogies and
practices. 
Denominator: number of
learners within the school
/ setting/ learning space
associated engagement
group “wellbeing and
learning outcomes”: 

HGIOS QI 1.1 –self-
evaluation for self-
improvement

Microsoft form-
baseline, mid and end
point data collection
QI 1.1 -Progress
reported by teams
before and after
collaborative activity 

Percentage of
practitioners engaging
with the wellbeing and
learning workstream
reporting a strong
commitment to lifelong
learning through
collaborative professional
enquiry.

Numerator: number of
practitioners reporting a
strong commitment to
collaborative professional
enquiry 
Denominator: number of
practitioners reporting 

Beginning, mid-point
and end-point survey
issued to engaging
practitioners. 
Data from GTCS, SSSC,
CLD Standards for
Scotland and
Education Scotland
PLL Team on
subsequent uptake of
further learning. 
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Priority Outcome Measure Operational Defition Data Collection Method

1. Build a shared
understanding of how
we can meaningfully
collaborate within and
across classes, schools,
teams

Percentage of system
wide practitioners
reporting a “good” or
“very good”
understanding of
Collaborative practice*
*As outlined in NA
Collaboration
Framework 

Numerator – percentage of
practitioners reporting good
or very good understanding 
Denominator – percentage
of practitioners surveyed

Follow-up sample
qualitative /
quantitative self-
evaluation survey
across all 8 local
authorities via
Collaboration Leads to
assess shared
understanding of
priority vision.

2. Increase
opportunities for
collaboration both at
local level and across
the Northern Alliance

Percentage of schools/
teams evidencing
improved outcomes*
through engagement
in ‘Active
Collaboration’ projects 
*Attainment and
achievement as
reported by
practitioners  

Numerator- percentage of
platform members sharing
impactful practice
Denominator- percentage
of platform practitioners 

Logic Model (linked to
Model for
Improvement) to
record Purpose
Statement, Guiding
Questions, Theory of
Action, Evidence and
Impact.  
Self-evaluation of
current practice
against NA Regional
Collaboration Model.

3. Work together with
our local authority and
national partners to
make a joined-up offer
for professional learning

Completion of
collaborative online
professional learning
community platform
Percentage of platform
members, evidencing
and mobilising
impactful learning and
practice*  
*Practice resulting in
improved wellbeing
and learning outcomes
for learners  

Numerator- percentage of
platform members
mobilising impactful
practice
Denominator- percentage
of platform practitioners 

Through use of
platform analytics
collect data to identify
overall site
engagement / by
authority registration
/number of schools
engaged in
collaboration to
further school
improvement -
monthly
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Priority Outcome Measure Operational Defition Data Collection Method

1. Make sure we are
making best use of our
data, measures and
money to help us
improve outcomes for
and with every learner

Completion of
Improvement Framework

Percentage of
practitioners reporting
improved outcomes* for
their learners
*Attainment and
achievement as reported
by practitioners

Numerator – percentage
of practitioners reporting
improved outcomes 
Denominator-
percentage of
practitioners surveyed

Data Framework
process measures to
be planned iteratively
by the Steering Group 
Qualitative data
including the use of
MS forms, Likert scale
exit questionnaires
and Thematic Analysis
methodology 
Quantitative data
including for example
ACEL, Positive
Destinations and
Wellbeing Indicators.
Case studies
evidencing effective
use of Data for
Improvement.

2. Get better at working
with our learners and
families so that
together we can break
down their barriers to
wellbeing and learning

Percentage of
participants who report
their experience of
participation* as good or
better.
*As defined through
Seven Golden Rules for
Learner Participation 3-18 

Numerator- percentage
of participants reporting
improved participation 
Denominator-
percentage of
participants surveyed 

Case Studies evidencing
effective participation and
learner voice.

·Qualitative data
gathered through
participatory
methods- e.g. Youth
Advisory Group,
Participatory
Budgeting and in
collaboration with
CLD
Quantitative data to
include National CLD
Measures and aligned
to the National
Outcomes as detailed
in Best Start Bright
Futures Strategic Plan
2022-26

3. Work together to
shape policy and
practice and build a
shared understanding
of how we get it right
for every learner*

Count – case studies 

Numbers of case studies
evidencing impact* on
learners through shaping
policy and practice
around the needs and
rights of the learner
*as reported by learners
and practitioners 

Case studies
evidencing effective
policy into practice to
be created in
partnership with
practitioners and
learners across the
Northern Alliance-
count annually.
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Priority Outcome Measure Operational Defition Data Collection Method

1. Build collective
responsibility for and
engagement in
improving our Northern
Alliance system – with
and for everyone!

Engagement with the
Right Drivers for Whole
System Success across
the RIC – leading to
increased levels of agency
and engagement in
improvement activity.
Systems and processes
also support
improvement. 

Numerator – percentage
of participants reporting
increased agency 
Denominator –
percentage of
participants surveyed

Count – case studies 

Survey – likert scale –
baseline, mid and end
point
count- case studies
ongoing over time 

2. Build a shared
understanding of what
makes a good leader of
improvement –
wherever we are in our
learning journey

Completion of key
principles 

Number of case studies
with practitioners
applying agreed
principles of leadership
and reporting improved
outcomes*
*HGIOS QI 1.3- Leadership
of Change

Count – case studies Count- case studies
ongoing over time

3. Get better at working
together as a team to
improve where we learn
and how we learn

Percentage of
practitioners reporting
increased collective
efficacy, leading to
improved outcomes for
learners

Number of case studies
sharing increased
collective efficacy* and
reporting improved
outcomes**. 
 *As outlined within the
‘Enabling Conditions for
Collective Efficacy’, Jenni
Donohoo, Peter DeWitt
**Attainment and
achievement as reported
by practitioners

Numerator- percentage
of practitioners reporting
increased collective
efficacy
Denominator –
percentage of
practitioners surveyed 

Count – case studies 

Survey – likert scale –
baseline, mid and end 
Count- case studies
ongoing over time

As our system matures, we are interested in finding out how targeted improvement activity
as set out within driver workstream plans influences the wider system.  The priorities within
the phase 4 plan have been shaped to reflect what matters to our practitioners and to reflect
local and national priorities. As we move forward, it is our theory that we will move towards a
more joined up approach in tackling shared priorities. As a result, we have developed
universal measures to capture to what extent we are building a sense of collective
responsibility for improving outcomes for our learners in the north.
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Universal Measures
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Area of Focus Outcome Measure Operational Defition Data Collection Method

Connect

Newsletter subscriptions Number increasing
monthly

Cumulative total via
MailChimp

Number of practitioners
attending professional
learning sessions

Number of registrations Cumulative total via
Eventbrite

Collaborate

Microsoft Teams
Memberships

Number of active
memberships
increasing monthly

Cumulative total via
Microsoft Teams
Census

Collaborative Engagements

Number of practitioners
engaging in
collaborative
engagement - ranging
from 'raising awareness'
to 'collaboraative
enquiry'

Number and range
gathered monthly via
central team app

Learn
Registration and
engagement with World
Education Summit

Number of practitioners
who sign up to World
Education Summit

Number of case studies
evidencing impact

WES engagement
reports

Number gathered
quarterly 

Collaboration
Improvement
Culture
Digital

Within the plan there are four cross cutting themes which permeate driver activity:

We have learned from activity within our phase 3 plan that these themes will help us to
create the conditions for collaborative improvement, as they weave their way through
driver activity within the plan and across the wider system.
In order to ensure we are making progress within these cross cutting themes, we are
making use of a range of resources, as outlined below:

Cross Cutting Themes



“We need to prioritise time together to
collaborate across schools.” Local

Authority Officer

Collaboration

Over the course of the Phase 3 plan, we have
worked together to gain clarity around what it
means to meaningfully collaborate. This has
resulted in the development of the Northern
Alliance Collaboration Framework, which was
developed and then tested within our networks.
The Framework helps us to understand what
effective collaboration looks and feels like, with
four core principles and ten indicators, taking us
from ‘latent collaboration’ to ‘deep
collaboration’. This framework will be used to
build a shared language and understanding of
meaningful collaboration at class, school,
setting, team, local and regional level.

Using the framework, progress towards deep
collaboration will be tracked within driver activity
as well as understanding to what extent
practitioners across the Northern Alliance are
engaged in meaningful collaborative activity,
which is resulting in improvement.

The Collaboration Framework has also helped us
to develop a tool for tracking the different types
of collaborative engagements within driver
workstream activity. See diagram on below. 

“Using collaboration to tackle
strategically the tough challenges that

persist across the years and
establishing conditions for solutions

to be developed.”
Education Scotland Officer

RAISING
AWARENESS

SHAPING
ACTION AND

PRACTICE

FOCUSSING
DIRECTION

BUILDING
CAPACITY

COLLABORATIVELY

One-way information
sharing
Highlighting
information,
resources, new
practices or
opportunities
Status updates

Two-way information
sharing
Mobilising and
reviewing resources
and practices
Professional learning
Informal planning
Problem
consideration

Problem solving
Creating resources
Formal planning
Decision making
Reviewing actions

Innovation
Collaborative enquiry
- applied into context
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Based on evidence of progress so far, we predict a deepening of collaborative activity, with
a greater emphasis on engagement in collaborative enquiry – focusing on impact on
learners.

Improvement

“Creating/managing time for people to reflect/discuss/share/support and
challenge each other with improved outcomes at the heart.”

Head Teacher

The Thinking Part – three key questions to help
us plan for improvement 
The Doing Part – the PDSA (Plan-Do-Study-Act)
cycle which supports us to test and implement
changes. The PDSA cycle enables us to determine
if the change is an improvement

In order to understand whether changes made within
priorities actually lead to improvement, the Northern
Alliance workstream leads use an improvement
methodology called the ‘Model for Improvement.’
This is a simple yet powerful tool for accelerating
improvement, which has two parts:    

Measurable aims and a measure plan for each priority. 
Theories and change ideas to test whether they impact on process and outcome
measures.
Processes for tracking data over time to help them understand whether a change is
leading to an improvement.

The Northern Alliance driver teams have all engaged in ‘Model for Improvement’
professional learning and as a result, have developed: 

“Everyone understanding improvement methodology and how to measure
improvement and ensure change isn’t just for change’s sake.”

Head Teacher

These processes are also shared with practitioners in order to build capacity and
confidence in planning for improvement within schools, settings and teams. Within
each driver workstream, there is a focus on building improvement capacity and sharing
practice through collaborative enquiry, which will ultimately help us to understand
whether the changes we have made, lead to improved outcomes for learners.
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Culture

“Culture is the way we do things around here”- Deal & Kennedy

“Need to encourage boldness and bravery and share these…risk that we
measure everything rather than innovate.”

 Head Teacher

Creating a learning culture in which people are encouraged to talk with their peers
about mistakes and uncertainties in their practice, learn from them and move
forward. 
Building relationships and trust between partners in a system.
Establishing shared purpose.
Developing shared values, principles and behaviours

Whilst making effective use of systems and processes to capture improvement is
important, equally so is:

If we work together to develop the right culture for collaborative improvement,
practitioners, learners and parents and partners will feel more connected to
improvement activity and agency will grow within and across schools, settings and
teams. This will help us achieve the end goal of building collective responsibility for
improving outcomes for all learners. In addition, the voices from the different parts of
our system will help to shape and form local, regional and national policy.

Developing a collaborative culture is a key
responsibility of our driver workstream teams
and they will actively pursue representation
from all sectors, (including Gaelic Medium) as
well as the voices of our learners. The Northern
Alliance Youth Advisory Group will be strong
partners in working with our learners.

Engaging meaningfully with young
people to find out what their barriers
are and how we can work with and

support them to bring about the
necessary changes.” CLD Lead

We want to know whether we are growing a collaborative culture within our Northern
Alliance system, and we will be using a sampling method to capture whether we are
making progress over the life of the plan, surveying practitioners and learners from
across our system.
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“How do we use digital to expand the
curriculum for all young people?”

Education Scotland Officer

Digital

The Pandemic has taught us that the use of
digital can add significant value to the way we
teach, we learn, we communicate and
collaborate. This has been particularly evident
across our RIC where we unlocked the potential
to learn and work together across the mountains
and seas between us, across sectors and settings
to share what works for us and to learn with and
from one another. 

“Digital ways of working have already
provided many more opportunities
for working collaboratively over the
last 2 years – important not to lose

this as we return to face to face.”
Teacher

Leveraging digital also means that we don’t always need to travel many miles to attend
professional learning sessions or collaborate with colleagues. This saves us time and
money – and more importantly, supports our wellbeing. New ways of working have
revealed the potential of opening up the curriculum to our learners, deepening
connections to wellbeing and learning. 

Our partnership working with e-Sgoil
continues to grow and we continue to
explore new and innovative ways of
opening up learning opportunities
through digital across our region. 

We will continue to develop COCO, our
collaborative online curriculum offer which
is a collaboration of our 8 local authorities
to offer learners the opportunity to access
Senior Phase courses from other schools
and places of learning across our region. 

““There are now opportunities
for children and young people

from across the NA and
beyond to share their learning
and connect with others, this
can be done more easily via

digital platforms.”
GME Teacher

However, there is still more work to be done to fully realise the potential of digital
moving forward. There are barriers which we still have to overcome and we recognise
the need to build confidence and capacity. We have identified 3 areas of focus for our
digital team within the phase 4 plan.
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Accessibility of digital technology
Acceptability of digital technology
Availability of support to build confidence and capability

We have also included digital as an area of focus within our suite of universal measures –
focusing on:

This data will help us to understand to what extent we are leveraging digital across the
region, what the barriers are and where we need to target our activity.

Breaking
Down

Barriers

Leveraging
Digital to
Improve

Pedagogy and
Practice

Building
Capacity -

CLPL

Digital

Building digital
capacity, capability
and confidence
across NA
Digital tools to
connect, collaborate
and enhance learning
and teaching
NA Digital Needs
Analysis

Professional learning:

Supporting the use of
Glow and Google
Communication
Building relationships
Building coherence
and shared
responsibility

Understanding need
Sharing practice
Further enhancing
pedagogy and
practice through
digital
Widening curriculum
offer, e.g. COCO,
NeLO

"For everyone in the system to have a sense of collective efficacy, that positive and real chances can
occur, and we can be agents of that change." Teacher

This shared theory of action sets out how we aim to bring about greater freedom across
the Northern Alliance to connect, collaborate, to share and mobilise what works well,
to problem solve and generate new ideas. The ambition is to deepen connections to
wellbeing and learning and to work together to break down barriers to wellbeing and
learning with and for every learner. Your voices have shaped this plan and will continue
to shape it as we work together to bring its content to life. Take a look at some of the
themes we will be exploring together in the year ahead - you can find these in Appendix
4. Next step is to reach out to our team - you can find contact details in Appendix 5. Let's
get going!

Connecting with the Plan
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collaboration

APPENDIX 4 - PUTTING THE PLAN INTO PRACTICE - 2022-2023 

CULTURE

Im
provem

ent

digital

Curriculum design and
pathways
Learning environments
Nurture and belonging
Learning partners
Learning, teaching and
assessment- sharing
expectations
Engaging in collaborative
enquiry

Learner and family
participation – working
together to break down
barriers to wellbeing and
learning
Using data effectively 
Sharing what works
around national policy –
e.g. UNCRC, Morgan 
 Review, The Promise

Understanding and using
the Right Drivers to drive
improvement from within
Leading improvement at all
levels of the system
Sharing what works for you  
and learning from others
Building collective
responsibility for
improvement within and
across teams

How we create the
conditions for meaningful
collaboration
Opportunities to connect
and collaborate with
colleagues on common
themes
Developing an online
professional learning
community

Feeling well and
learning well

Breaking down barriers to
wellbeing and learning

Working together to
improve our system

How we work and
learn together



Regional Improvement Lead - James Wylie, Corporate Director, Education, Leisure and Housing, Orkney

Islands Council
Depute Regional Improvement Lead - Eleanor Sheppard, Interim Director, Children and Family Services,

Aberdeen City Council

PROJECT MANAGEMENT AND IMPROVEMENT

Quality Improvement Manager - Kathleen Johnston -kathleen.johnston@argyll.bute.gov.uk

Project Officer - Jenny Foxen - jenny.foxen@aberdeenshire.gov.uk

Researcher & Data Analyst - Andy Thompson - andy.thompson@shetland.gov.uk (Interim)

WELLBEING AND LEARNING

Early Years - Cheryl Sharp-Sturrock - cheryl.sharp@aberdeenshire.gov.uk

Primary - Heather Grant - heather.grant@aberdeenshire.gov.uk

Secondary - Kirsty Campbell - kirsty.campbell@argyll-bute.gov.uk

Digital - Jacqui Yule - jayule@aberdeencity.gov.uk

1+2 Languages and GME - Sylvia Georgin - sylvia.georgin2@aberdeenshire.gov.uk

Learning Estates - Maxine Booth - maxine.booth@aberdeenshire.gov.uk

SOCIAL INTELLIGENCE

Social Intelligence Lead - Anne Craig - anne.craig@aberdeenshire.gov.uk

EQUALITY INVESTMENTS

Equality Investments Lead (ASN/Inclusion) - Michelle Skellern - michelle.skellern@aberdeenshire.gov.uk

Equalities & Diversity Lead Officer - Derek Sawyer - derek.sawyer@highland.gov.uk

Educational Psychology Network - Bernadette Cairns -  bernadette.cairns@highland.gov.uk

Community Learning and Development - Sue Briggs - sue.briggs@aberdeenshire.gov.uk

SYSTEMNESS

Systemness Lead - Mike Burchell - mike.burchell@moray-edunet.gov.uk

David Downham - ddownham2w@gnes.net
Thomas Webster - thomas.webster@aberdeenshire.gov.uk
Sarah Paterson - sarah.paterson@aberdeenshire.gov.uk
Simon Hall - simon.hall@glow.orkneyschools.org.uk

DIGITAL DEPUTE HEAD TEACHERS

APPENDIX 5 - KEY CONTACTS
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CONNECT TO
COLLABORATE

@NAllianceScot

www.northernalliance.scot


