DEIS Plan Explanatory Memo
Notes on the Planning Process
Overview

Schools that accepted the invitation of the Department of Education and Science to participate in DEIS, the national action plan for educational inclusion, are required to implement a range of planning, target-setting and ongoing review processes.
In the Department of Education and Science publication, DEIS: An Action Plan for Educational Inclusion, the following are identified as priority areas for DEIS planning:

· Retention

· Attendance

· Literacy

· Numeracy

· Examination attainment

· Educational progression

· Partnership with parents
· Partnership with others—schools, community, external agencies
It is the expectation of the Department of Education and Science that, in the process of DEIS planning, schools will: 
1. Gather, collate and analyse data concerning the outcomes being achieved in relation to each of the DEIS areas and 
2. Prepare and implement a DEIS plan, using the data as a guide in setting targets for improved outcomes, in selecting measures to address the targets, and in monitoring progress towards the achievement of the targets.

SDPI has prepared two sets of materials to support the process of DEIS planning:

1. Review instruments, to assist schools in collating and analysing their baseline data—that is, data on their current situation in each of the key areas which can guide the selection of targets and improvement measures
2. DEIS Plan framework comprising action plan templates, to assist schools in recording the targets they set for improvements in each area, the actions or measures they propose to implement to achieve the targets, and the arrangements they intend to follow for monitoring and evaluation
These SDPI materials complement Looking at Our School-An aid to self-evaluation in post-primary schools (Department of Education and Science, 2003) and strongly encourage the schools’ role in quality assurance. The SDPI materials will assist DEIS schools in their process of internal review, self-evaluation and planning. They are designed to support schools in making a difference to the educational experiences of all students by enriching teaching and learning and by raising standards.  
The successful introduction of these templates will enhance the quality of data available to individual schools as well as the Department of Education and Science. The Department may draw upon this source of information from time to time to facilitate the ongoing evaluation of the national DEIS programme and of particular components within the national school support programme. On such occasions, data collected for or on behalf of the Department which relate to individual schools will not be released
This document presents some explanatory notes on the process of DEIS planning and on the use of the materials prepared by SDPI to support that process.
Suggested steps to follow in DEIS Planning

It is recognised that a large number of DEIS schools will already have taken many of these steps

1. Briefing re DEIS


Ensure that the Board of Management, school staff, and Parents’ Association (if applicable) are briefed concerning the main features of DEIS:

· Rationale

· Supports from which the school benefits because of participation in DEIS
· Cooperation required by the Department of Education and Science from the school, with reference to planning, target-setting, review and evaluation processes in particular

Ensure that there is a common understanding, especially within the school staff, of the impact of educational disadvantage on the educational progress of students and a recognition of the associated issues. 

2. Establishment / confirmation of DEIS planning structures

Establish a DEIS Core Team to steer planning and implementation of DEIS measures within the school.  The Core Team should include those with key roles in various strands of DEIS.  It is suggested that the members might be:

· Principal and/or Deputy Principal

· Guidance Counsellor

· JCSP Coordinator

· HSCL Officer

· SCP Coordinator

· Learning Support Teacher 

· School Planning Coordinator

· Other...

In schools where Traveller students are enrolled, the Visiting Teacher for Travellers might also be involved.

For detailed review and planning in relation to individual strands of DEIS, existing structures within the school may be used, where appropriate, or task groups of relevant personnel may be formed.

Ensure that appropriate arrangements are made for communication and consultation, so that the Board of Management and the school community are kept au fait with the work of the DEIS Team and are consulted at key stages in the planning process.

3. Review and Research

The areas prioritised by the Department of Education and Science for attention in schools’ DEIS Plans are:

· Retention

· Attendance

· Literacy

· Numeracy

· Examination attainment

· Educational progression

· Partnership with parents

· Partnership with others—schools, community, external agencies

In the interests of manageability, some schools have found it helpful to arrange these areas into 4 groups and to prioritise within each group in the current phase of DEIS planning.  They have grouped the areas thus:

1. Attendance and retention
2. Literacy and numeracy

3. Examination attainment and educational progression

4. Partnership with parents and others

Review process
In the Review and Research stage of planning, the school establishes its current situation in relation to each of the DEIS areas.  The key question is:  Where are we now? 

There are two aspects to this:

1. What level of attainment/performance is being achieved in this area?

2. What measures are already in place in the school to address this area?

In relation to the first aspect, gather the relevant data (a great deal of which is likely to be available already in school records) and analyse it in order to establish the school’s baseline for each area.  The baseline serves as a helpful guide in setting appropriate and realistic targets for improvement. The baseline will also be used by the school in assessing its progress in the area over the period of the plan.

In relation to the second aspect, review the school’s existing measures and identify those that are working well and that should be continued and built upon in the DEIS Plan.  Identify also any major gaps in current provision.

Instruments
The SDPI Review Instruments for DEIS may be of assistance to schools in collating and analysing their baseline data.  The instruments point towards the kinds of attainment/performance data that may be relevant in each DEIS area and prompt the school to consider patterns within the data that may be significant.  The instruments also prompt the school to consider the effectiveness of its current strategies in each area, to guide the choice of measures for implementation into the future.
Schools are free to adapt these review instruments to suit their own contexts, or to use other instruments that they have found helpful in the process of review.
Sources of support
Schools are strongly advised to Identify the sources of support—Department of Education and Science support services, education organisations, statutory agencies, voluntary organisations, community groups, etc.—that are available to assist them in addressing the areas prioritised in DEIS.  The SDPI Review Instruments highlight some of the most relevant sources of support.
4. Target-Setting

In relation to each of the DEIS areas, the school is asked to set targets that specify what level of improvement or what outcome is aimed for as a result of actions in the DEIS Plan.  The key question is:  Where do we want to be in three years’ time?
Targets should reflect any relevant local targets that have been agreed at cluster level (for example, SCP cluster retention targets) and should take account of any advice that may be offered by relevant support services or agencies as to what targets would be appropriate and realistic (for example, JCSP Support Service may advise about literacy and numeracy targets, or HSCL Scheme Coordinators may advise about targets for parental involvement, or SCP Coordinators may advise on retention targets).

The Department of Education and Science asks that the school should also bear in mind national educational goals and targets that have been included in National Agreements, National Plans, and relevant EU strategies.  The most significant of these for DEIS planning are:
· That as a long-term goal every child should complete a senior cycle or equivalent programme appropriate to their capacity and interests
· That the proportion of the population aged 20-24 completing upper second level education or equivalent will exceed 90% by 2013
· That the proportion of the population aged 16-64 with restricted literacy will be reduced to between 10%-15% by 2016, from the level of 25% found in 1997
· That low achievement in reading literacy among 15 year olds will be reduced
· That the number of early school leavers will be further reduced
Setting targets
Targets are statements of what the school wants to achieve in a specified timeframe in terms of improvement in performance or outcomes.  Target-setting starts from ‘where the school is at’:  the choice of targets in any area of activity should be informed by accurate knowledge of what is currently being achieved in that area. 

So, when setting targets in a prioritised DEIS area, start from the school’s baseline data in that area and consider what degree of improvement in performance or what outcome should the school strive for within the period of the DEIS plan.  The targets set should be realistic, taking into account the baseline and the context of the school, but challenging enough to give impetus to improvement.  They should also be specific and measurable or monitorable, so that progress towards achieving them can be gauged.
Note:  While targets usually relate to desired improvements in outcome, in some situations it may be appropriate to set a target to maintain the current level of performance.
Sample targets

The sample targets offered here are for guidance only.  Apart from a retention target required by the Education (Welfare) Act 2000, they are not prescriptive.
Retention

· That all students will complete three years of post-primary education (required by EWA)
· That the proportion of students that drop out of education at the end of the junior cycle will be reduced from K% to Q%
· That the proportion of students that complete the senior cycle will increase from X% to Y%
Attendance
· That the proportion of students in Year Group Z that have 20 or more unexplained absences per school year will be reduced from A% to B%
· That the attendance rate on Fridays among Junior Cycle students will increase from E% to F%

Literacy

The following set of targets was developed in consultation with the Junior Certificate School Programme Support Service.  It is recommended that schools should consider the full set.

That by the end of Year 3, all students underachieving in literacy at the beginning of 1st Year:

· will have made significant gains on a standardised reading test 
· will had read a minimum of 10 appropriate books per year 
· will have mastered a range of key words relevant to each subject area
· will have mastered a range of reading strategies for use in every subject area 
· will have made significant gains on a standardised spelling test
· will have achieved significant improvement in subject-specific spelling
· will be able to express factual information clearly and simply in writing in each subject area
· will be able to use the spoken word to communicate factual information clearly and simply in each subject area

Numeracy

The following set of targets was developed in consultation with the Junior Certificate School Programme Support Service.  It is recommended that schools should consider the full set.

That by the end of Year 3, all students underachieving in numeracy at the beginning of 1st Year:

· will have made significant gains on a standardised numeracy test

· will have mastered a range of key words relevant to numeracy in all relevant subjects

· will be able to apply a range of numeracy competencies (e.g. measurement, time, money, reading graphs and charts) to all relevant subject areas
· will have achieved significant improvement in computational skills
Examination attainment

· That the proportion of students that attain fewer than 5 Grade Ds on Ordinary Level papers in the Junior Certificate examination will be reduced from X% to Y%
· That there will be a decrease in the proportion of students with the requisite academic ability (as shown by performance on standardised or school tests) that sit no Higher level papers in the Junior Certificate examination
Educational progression

· That there will be an increase in the proportion of students who proceed to further education on completion of the senior cycle from Z% to Q%
· That there will be a decrease from A% to B% in the proportion of students whose destination on completion of the senior cycle is unemployment rather than progression to further education, higher education or immediate employment 
Partnership with parents

· That there will be an increase in the level of involvement of parents of ESL-risk students in courses organised for parents
· That there will be an increase in the level of engagement of parents of ESL-risk students in activities organised by the school to support their children’s learning

· That communications from school to home will be made more parent-friendly

· That there will be increased provision for parents to respond to communications from school
Partnership with others
· That all feeder primary schools will be consulted in the planning of the school’s 1st Year programme 
· That other strands of the school’s DEIS Plan will be ‘partnership-proofed’ to identify opportunities for the development of beneficial links with other agencies
· That partnership with other agencies will continue to be developed through the school’s participation in Local Committees

5. Deciding on Actions

In relation to each DEIS area, decide on the actions or measures that will be implemented
 in order to achieve the targets.  The key question is: How do we get there?

The choice of measures may be influenced by:

· Existing good practice measures that are working well in the school

· Good practice measures that are working well in similar situations in other schools

· Advice from support services or educational experts

· External evaluation

· Findings of educational research

· Feedback from students or parents

· Innovative suggestions from teachers

· Resource considerations (including staff professional development needs)
In some of the DEIS areas, some decisions about measures to be implemented may be taken at local cluster level.  For example, there will be a range of activities to promote student retention in the local SCP Project Retention plan.  Such measures should be reflected in the school’s DEIS Plan, where applicable.

Sample measures

Guidelines regarding good practice measures in each DEIS area are available from a number of support agencies.  For example:
Attendance and Retention

· School Completion Programme: Guidelines towards Best Practice  (published 2005)

· School Completion Programme: Guidelines on Identifying Young People at risk of Early School Leaving  (published 2007)

· School Completion Programme: Student Referral Procedures and Support Programme Guidelines (published, n.d.)

· Home-School-Community Liaison Scheme: From Vision to Best Practice (published 2006)

· National Educational Welfare Board: Research on School Attendance (published 2008)
Literacy and Numeracy

· Junior Certificate School Programme: Resources for Developing a Whole-School Literacy Plan (available from JCSP)
· Junior Certificate School Programme: Resources for Developing a Whole-School Numeracy Plan (available from JCSP)
· Home-School-Community Liaison Scheme: Literacy Initiatives
· Home-School-Community Liaison Scheme: Mathematics for Fun

Examination Attainment and Educational Progression

· School Completion Programme: Mentoring and Learning Support Programmes, Homework Clubs
· Third Level Access Programmes

Partnership with Parents and Others
· School Completion Programme: Guidelines towards Best Practice  (published 2005)

· Home-School-Community Liaison Scheme: From Vision to Best Practice (published 2006)

The school should also consider how elements in its current School Plan are already contributing or can contribute to the achievement of the DEIS targets: for example, the guidance plan, the pastoral care programme, the academic tracking system, the learning support programme, the school statement of strategy on attendance and participation, or the staff professional development plan.

Choosing measures: implementation issues

 When finalising the choice of measures to be included in the DEIS plan, it is advisable to consider key aspects of implementation in relation to each, such as:

· Who?  Who will be involved in implementing the measure?  Will there be a role for parents, for the student council, for partner organisations?  Who will have lead responsibility for ensuring that planned actions are carried out?
· When?  When will the planned actions take place?

· Resources?  What resources will be needed for implementation—staff, finance, facilities, equipment, materials, expertise, time?  What provision will need to be made for the professional development of staff?  What external supports will be available to the school?
These questions highlight feasibility issues that will need to be addressed  in order to make the plan workable. 
6. Deciding on Monitoring Arrangements
In relation to each prioritised DEIS area, decide what arrangements should be put in place to monitor (a) the implementation and (b) the effectiveness of the agreed actions, so that plans can be adjusted, as necessary, in the light of experience.  Decide:

· Who should be responsible for monitoring

· Who should be involved

· What strategies should be used

· How often progress should be checked (monthly/termly/annually...)

Monitoring arrangements may vary considerably from area to area.  

7. Deciding on Evaluation Procedures
In relation to each DEIS area, decide in broad outline how progress will be measured towards the end of the period of the plan, using baseline data and targets as a guide.  

Decide in broad outline how the impact of the various actions will be evaluated, to identify which were most effective.

8. Drafting the DEIS Plan 

Record succinctly in relation to each DEIS area the outcomes of the preceding steps:

· Targets

· Actions

· Monitoring Arrangements

· Evaluation Procedures

Where actions are linked to particular strands of DEIS (for example, SCP, HSCL, JCSP) which the school has detailed separately elsewhere, or to existing school policies and plans which the school has already documented, it is sufficient to make use of cross-reference rather than repetition in the DEIS Plan.
Templates
The SDPI Action Plan Templates for DEIS may be of assistance to schools in recording the targets they set for improvements in each area, the actions or measures they propose to implement in order to achieve the targets, and the arrangements they intend to follow for monitoring and evaluation.
The templates prompt the school to match the measures to specific targets, to assign responsibility for implementation, and to indicate timeframes and resources.  
Schools are free to adapt these templates to suit their own contexts, or to use other formats that they have found helpful in drafting plans.

9. Circulation and Ratification

Circulate the Draft DEIS Plan to the Board of Management, the school staff, the Parents’ Council, and other relevant parties.

Amend the Draft Plan as necessary in the light of feedback.

Present the Plan to the Board of Management for ratification.

Note:  To expedite action, elements within the DEIS Plan may be approved for implementation on a phased basis.
In the course of implementation, the plan may be adjusted or revised in the light of experience and emerging circumstances, taking account of lessons learnt in the monitoring process.

Dissemination
For ease of reference, it is recommended that each school year, schools prepare a brief DEIS summary for the year, listing the measures from their DEIS Plan that they propose to implement during that particular year.  A template for a One-Year DEIS Plan Summary is appended to the DEIS Three-Year Plan Framework.  The One-Year Summary may prove a useful means of disseminating information about the DEIS Plan to interested parties.  
� Include not only new measures that will be introduced in the school for the first time but also existing measures that are working well and that will be continued.
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