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DATA LABEL: PUBLIC 

EDUCATION POLICY DEVELOPMENT AND SCRUTINY PANEL 

LOCAL AUTHORITY THEMATIC INSPECTION AND COLLABORATIVE IMPROVEMENT 
UPDATE 

REPORT BY HEADS OF EDUCATION 

A. PURPOSE OF REPORT

To provide the Policy Development and Scrutiny Panel with an update of the
council’s engagement in national education improvement activities and identified
areas for improvement.

B. RECOMMENDATION

1. To note the update of Education Services’ engagement in national
improvement activities.

2. To note the improvement areas to be taken forward by the Quality
Improvement Team.

C. SUMMARY OF IMPLICATIONS

I Council Values Caring and compassionate; open, honest and 
accountable; and collaborate, inclusive and 
adaptive. 

II Policy and Legal 
(including Strategic 
Environmental 
Assessment, Equality 
Issues, Health or Risk 
Assessment) 

N/A 

III Implications for 
Scheme of Delegations 
to Officers 

None 

IV Impact on performance 
and performance 
Indicators 

Key Performance Indicators are reported 
annually to reflect uptake of service, quality 
within service and outcome of external scrutiny 
inspections 

V Relevance to Single 
Outcome Agreement 

Our children have the best start in life and are 
ready to succeed. Delivery of outcomes will 
improve attainment for children. 
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VI Resources - (Financial, 

Staffing and Property) 
Within approved Education Services budgets.     

 
VII Consideration at PDSP  Underway 

 
VIII Other consultations 

 
N/A 

 
D. 

 
TERMS OF REPORT 

D1 Background 

Collaborative Improvement (CI) is an approach being adopted nationally through 
Association of Directors of Education (ADES). It aims to bring about improvement 
through shared work involving staff from a host local authority, Education Scotland, 
and staff from across other local authorities identified through the Association of 
Directors of Education Scotland (ADES). Together, the teams work together to 
establish the focus for the Collaborative Improvement visit and then undertake 
activities in the host local authority (LA) that result in an evaluative summary of 
where there are strengths and where there are areas that may require further focus. 
This method leverages the collective expertise and resources of different groups to 
drive meaningful change. 

In September 2024, West Lothian Education Services and partners engaged in a 
Collaborative Improvement (CI) initiative with colleagues from ADES and Education 
Scotland. Leading up to the CI event, a series of planning meetings were held with 
the CI leaders, during which data and self-evaluation information were gathered. 
This planning phase ensured a clear purpose for the three-day CI event. The event 
itself was then sharply focused on our identified priority of improving Positive 
Destinations, involving discussions with relevant colleagues and partners to 
determine the next steps for making improvements. 

A drop in the council’s positive destination figure initiated further analysis of the 
positive destinations data which revealed a high percentage of those in a negative 
destination had an identified Additional support Need (ASN) need or stayed in a 
lower Scottish Index of Multiple Deprivation (SIMD) band. A working group was 
created in the local authority with Education staff and partners to review this, look 
for supports moving forwards and create a strategic action plan. It was also agreed 
that having this as the focus for the CI would support this improvement journey.  

The overarching question for West Lothian was:  

“To what extent do our existing partnership pathways ensure a positive destination 
for young people in mainstream schools with barriers to learning (poverty related 
barriers, Social, Emotional or Behavioural Needs (SEBN), Care-Experienced 
Children and Young People (CECYP) and anxiety)?”   

To evaluate the overarching question, the 3-day event focussed on the areas of 
Partnerships, Data use, School based support and Developing the Young 
workforce, and Central support and challenge and was supported by West Lothian 
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school staff, central officers and a range of partners. 

The National Thematic Inspection: Local authority approaches to support 
school improvement by Education Scotland (ES).  

The purpose of the national thematic inspection was to collate current priorities for 
improving school performance, what is working well and the challenges. His 
Majesty’s (HM) Inspectors gathered evidence from every local authority in Scotland 
on the following themes: 

How do local authorities support schools to improve the quality of education through 
implementing effective improvement planning and standards and quality reporting? 

How do local authorities support schools to improve the quality of education through 
self-evaluation and quality assurance? 

How do local authorities support schools to improve the quality of education through 
professional learning? 

How do local authorities deliver universal support and challenge for all schools, 
and/or targeted support for specific schools to improve the quality of education? 

A team of two HM Inspectors carried out the West Lothian inspection on Tuesday 1 
and Wednesday 2 October 2024. Information and views were gathered from local 
authority staff involved in school improvement and headteachers by way of pre-
inspection questionnaires. They also met directly with groups of headteachers, 
teachers, parents, professional associations and elected members through focus 
group discussions. 

Evidence gathered from across the visits to all local authorities will inform a national 
report which will be published early in 2025. Thereafter, individual local authorities 
will receive a finalised written summary of findings, reflecting their own visit. 

 
D2  Summary of Strengths 

 
Collaborative Improvement (CI)  
 
West Lothian has demonstrated effective collaboration with a wide range of partners, 
including industry, Skills Development Scotland (SDS), Community Learning and 
Development (CLD), College and ASN services, all working towards a shared goal of 
supporting young people. Clear partnership agreements and strong communication 
have fostered innovation and strengthened relationships between the schools and 
colleges, while collaboration between Education and Social Policy ensures effective 
data sharing for Looked After and Accommodated Children.  
 
The introduction of the Power BI platform has enhanced data analysis, allowing for 
detailed insights into student cohorts and early identification of those at risk of 
negative destinations. This tool, along with improved transition data sharing, is 
enabling timely, data-driven decision-making and continuous improvement. Schools 
are effectively using internal hubs to address individual needs, supported by 
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committed staff who build trust and strong relationships with young people and 
families. Curriculum planning is aligned with labour market intelligence, ensuring 
tailored pathways for learners. 
 
Leadership in West Lothian has a strategic focus on prioritising pupil outcomes and 
future pathways. A supportive environment, strengthened by the introduction of a 
steering group for young people at risk, reflects a collective will to achieve the best 
outcomes for all. Regular data meetings, focusing on areas like attendance, 
attainment, and positive destinations, are underpinned by a wealth of detailed 
analysis, fostering a culture of reflection and continuous improvement. Overall, there 
is a strong commitment across all stakeholders to deliver meaningful and lasting 
impact for young people. 
 
The National Thematic Inspection: Evaluative Feedback provided by 
Inspectors to the Local authority on its approaches to support school 
improvement. 
 
West Lothian education service has effective arrangements to support schools with 
self-evaluation, improvement planning and standards and quality (S&Q) reporting. 
Senior leaders’ clear strategic vision for school improvement is embedded within 
schools’ S&Q reporting. The central team provides primary and secondary school 
staff with a wealth of robust quantitative and qualitative performance data for school 
improvement. Well-defined governance arrangements and the central team support, 
challenge and validate individual establishment’s school improvement plans (SIPs) 
and S&Q. Of note is the three yearly formalised validated self-evaluation (VSE) 
approach to support school improvement. Validated self-evaluation is a collaborative 
evaluative process led by central team officers, practising headteachers and senior 
leaders.  
 
Senior leaders oversee and implement a continuous cycle of improvement approach 
very well. The systematic processes and outcomes are continuously refined and 
improved with a focus on outcomes for young people. Senior leaders are confident 
that their moderation processes are effective and secure improvements. The 
recently introduced online form completed by each of the central team during school 
visits records and organises information in a helpful overview about each visit for 
analysis. The analysis identifies patterns, themes, strengths and areas for 
improvement across all the schools. Education Service senior leaders compare their 
progress with school performance using national measures such as HM inspection 
reports across Scotland. This wealth of data ensures that reporting mechanisms are 
accurately informed. There is clear evidence from primary inspections of schools 
now graded as ‘good’ or above. There is also increased concordance between the 
education service VSE approaches and external HM Inspector findings. 
 
The central team provides high quality professional learning sessions for school staff 
to become more confident in interpreting and using their data. Data availability is a 
strength of the work of the education service. Local authority officers work 
collaboratively with schools to identify and provide worthwhile professional learning 
opportunities that help to improve outcomes for children and young people.  A very 
helpful electronic platform designed by the local authority contains a relevant range 
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of professional learning modules for staff engagement across all sectors. The central 
team and leaders at all levels engage in effective practice beyond their own setting.  
 
The Education Service offers well-designed, collaborative packages of support to all 
schools to support improvement. The central team’s strategy for universal support 
ensures that school and local authority improvement targets are embedded within 
SIPs. Schools who are soon to have a national HMI inspection also receive bespoke, 
intensive support specific to this form of external scrutiny. The central team offers a 
wide range of targeted supports for specific schools. Areas for targeted support to 
schools are often the result of robust, well-recorded quality improvement dialogue 
between central officers and school teams, who welcome this approach. Central 
Officers also work in collaboration with schools through inclusion support plans by 
taking a system’s change approach to improving Inclusion outcomes. This input 
enables school staff to improve the quality and monitoring of children and young 
people with additional support needs. 

 
D3 Next Steps 
 

Collaborative Improvement (CI) 
 
West Lothian aims to enhance coherence and connections across initiatives, 
ensuring a joined-up approach and equitable resource distribution. Collaboration 
between schools and colleges needs to be strengthened further to align curriculum 
provisions with learners' needs. The quality and impact of supports provided outside 
school should be evaluated, with an emphasis on sustained outcomes and the 
inclusion of pupil voice in decision-making processes. Power BI should be further 
utilised to showcase success stories, identify factors contributing to positive 
destinations, and support both qualitative and quantitative analysis, alongside staff 
training to maximise its efficiency. A deeper understanding of personal narratives 
behind data is essential, as is regular communication between partners to improve 
collaboration. 
 
There is a need for detailed analysis of target groups, particularly within ASN, and 
better use of data tools to enhance tracking and system improvements. Programs 
such as HYPE and Skills Training should be reviewed for quality and strategic 
alignment. Consistency in hub structures and clarity in roles, responsibilities, and 
accountability within schools are vital, alongside early interventions and opportunities 
for career advisors to engage with pupils. Pathways from existing offers should be 
aligned, and curriculum co-creation with partners and employers should ensure 
impactful early interventions. 
 
The senior phase curriculum requires ongoing evaluation to provide a broad, 
balanced offer that supports students in education, while the relevance of awards 
across schools, colleges, and CLD must align with needs and aspirations. Existing 
groups and partnerships, such as the Positive Destinations Strategic Improvement 
Groups and Local Employability Partnerships, need role clarity to avoid duplication 
and strengthen links to education and funding. Strategic priorities must balance 
raising attainment with achieving positive destinations, ensuring all stakeholders are 
aligned and accountable in supporting young people to reach their full potential. 
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The National Thematic Inspection: Local authority approaches to support 
school improvement by Education Scotland (ES). 
 
Following the inspection visit, the following areas for improvement were agreed with 
officers. 
 
There is a need, as planned, to continue to improve the consistency of gathering and 
embedding stakeholder views meaningfully within school improvement approaches 
 
There is a need, as planned, for the Education Service to evaluate the use of data to 
improve further attendance, aspects of experiences in the senior phase and post 
school destinations. 
 
Moving forward, and as planned, there is a need to continue to moderate the 
effectiveness of support provided by the Quality Improvement team. 

 
E. CONCLUSION 

 
The Panel is asked to note the contents of this report and the commitment of the 
Quality Improvement Team in implementing the recommended next steps.  

 
 

Appendices/attachments:  
 
None 
 
Contact Person:  
 
Geraldine Armstrong - Quality Improvement Manager 
Telephone: 01506 283828 Email: geraldine.armstrong@westlothian.gov.uk    
 
Catrina Hatch - Secondary Quality Improvement, Strategic Partnerships & Equity 
Email: catrina.hatch@westlothian.gov.uk 

 

Greg Welsh – Head of Education (Primary, Early Years and Resources) 

Siobhan McGarty – Head of Education (Secondary, Community Learning and Inclusion) 

Date of meeting: 4th February 2025 
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