
3-18 All-through Schools Rationale and Framework 
 
Introduction 
 
Over the past few years, it has become apparent that school leaders, are moving closer 
towards collaborative working to support children and young people.  “A key priority, 
particularly in sparsely populated or relatively isolated areas of the country, is the issue of 
sustainability”. 

Opening up Learning in all-through Schools (2010) 
 

- The Highland Council Education, Children and Adult Services Committee 17 March 
2016  (ECAS) Report Number 25/16 Management of Schools Update outlines “The 
range of ideas that were agreed for further consideration included the development 
of best practice management structures, to reflect new school clusters around new 
delivery models and natural communities. This builds on existing thinking about the 
organisation of the curriculum, and particularly the senior phase, greater 
collaboration across schools and colleges, and the enhancement of distance 
learning”.  

- This goes to include the work stream of “Reviewing Cluster Management Model” 
the objective here is to ensure that future Cluster Management arrangements in 
Highland schools build on the best practice that currently exists in school and 
delivers effective management across the cluster schools”. 

 
We have produced this rationale and framework to outline experiences gained from the 
setting up and running 3-18 all-through schools Scotland and England. 
 
What is a 3-18/All-Through school? 
 
A 3-18/All-Through school – is one school comprising all or multiple phases (Nursery, 
Primary and Secondary through to Senior Phase) with one Senior Management structure.  It 
often occupies a single site/campus or is combining its’ previously separate institutional 
sites under one management ‘umbrella’. 
 
All-through schools: how good are we now? 
In recent years, inspection findings in all-through schools have consistently identified the 
following strengths: 
 

- climate and ethos, including the quality of relationships; 
- partnerships with parents and the local community; and 
- meeting the needs of young people with additional support needs. 
- some all-through schools demonstrate strong practice in helping young people 

develop skills for learning, life and work which are contextualised within their own 
local area. 
Opening up Learning in all-through Schools (2010) 
 

 
 



The School Community  
“The challenge for school leaders and for the Head Teacher in particular, is to have 
accurate and detailed knowledge of the quality of education across all the stages and to set 
similarly high standards and expectations at every level. To do this successfully, they must 
have a vision of the school as one school, a school at the heart of its community”.  
Opening up Learning in all-through Schools (2010) 
 
Research has shown that Head Teachers often share common issues and concerns. 
 
These ideas and experiences have been organised into five inter-related themes, which are 
expanded upon on in the following pages. These are: 
 
1. Leadership and Management  
2. Curriculum 
3. Resources, including ICT 
4. Ethos 
5. Community and partnership working  
 
Research has identified certain common themes which have emerged around the creation 
and management of a 3-18/All-Through school that affect us, our staff, our schools and our 
pupils. Collaboration and continuity that results from working successfully within 3-18 All-
Through school may lead to: 
 

 raising attainment in all stages throughout the school(s) by reducing the 
performance dips that can occur when pupils transfer from one school to another. 

 improved teaching and learning by the sharing of expertise across phases and by 
offering increased opportunities for personalised learning, enhanced opportunities 
for the recruitment, retention and deployment of all staff by offering greater 
opportunities for professional development and the ability for schools to re-market 
themselves when facing difficult circumstances. 

 improved pastoral care for children by offering a more ‘joined-up’ strategy for 
additional support needs 

 flexibility in areas such as curriculum design, delivery and school 
leadership/management – as planning is not broken up by phase boundaries 

 improved continuity for multi-agency involvement across phases for pupils, 
parents/carers and families 

 sharing of resources which may enable more innovation 
 
 
 
 
 
 
 
 
 
 



3-18 All-Through school 
 
The Five Themes: 
 

1. Leadership and Management 
 

Effective leadership and management are crucial for the successful development of 3-18 
schools. Amalgamating schools with existing, separate leadership and management 
structures in place and moving to a new system can be difficult. The leadership model most 
commonly adopted comprises a Head Teacher supported by Depute(s) who work as leaders 
of each phase. As a 3-18 school develops, leaders are often appointed to specific areas of 
responsibility. This enables greater continuity in the management of staff, resources, the 
curriculum, learning, teaching and assessment, monitoring and tracking and extending 
community partnerships in school activities. This model can also encourage innovation at 
Principal Teacher level, especially with regard to Support for Learning. Possible future 
appointments may include cross-sectoral teaching, literacy and numeracy co-ordinators, etc, 
all of which can promote continuity and seamless phase-to-phase transition. 
 
2. Curriculum 

Creating a 3-18 All-Through school provides a unique opportunity to make significant 
changes to the continuity and progression of the curriculum. It can greatly enhance pastoral 
and curriculum transition between primary and secondary schools. 
 
Working across sectors can enhance provision through: 
 

 developing seamless transition between sectors to enable progression in learning 

 rationalisation/creation of a common assessment framework, allowing for more 
accurate monitoring and tracking of individual progress and the setting of targets/ 
personalised learning for pupils 

 efficient sharing of relevant information on pupils 

 targeting teaching and support staff expertise on pupil needs 

 matching the curriculum to the needs of pupils specific to the local context 

 introduction of subject specialisms earlier or improving planning of progression for 
skills  for learning, life and work 

 better use of literacy and numeracy co-ordinators and the outcome of related 
strategies throughout the school(s) 

 better opportunities/co-ordination for more and less able pupils through targeted  
Support for Learning 

 greater continuity and support from parents/carers 

 developing an ethos of a learning community. 
 
A recommended starting point to develop many of the above areas is to create cross-sector 
long and short term working groups tasked with improving the transition process when 
pupils move between primary and secondary. 



This can also enable senior leaders, class teachers and support staff to work together more 
effectively to further curriculum alignment, co-ordinated timetabling, streamlined parental 
engagement and improved use of existing resources. 
 
This form of partnership working can engage all staff, resulting in an improved delivery of 
their plans. The concept of 3-18 Schools can become increasingly meaningful to staff as they 
recognise the many opportunities it offers for curriculum development. 
 
3. Resources, including ICT  

An important benefit of a 3-18 school is being able to maximise the sharing of resources in a 
variety of ways. These may include: 

 appointing teaching, clerical and support staff to work across phases 

 creating career pathways for staff 

 appointing one Head Teacher  

 creating common administrative/clerical appointments  

  identifying and maximising opportunities to exercise economies of scale (e.g. 
policies, provision of staff facilities, catering, repair and maintenance, health and 
safety, etc.) 

 sharing equipment, hardware and accommodation 

 increasing the range for community and out-of-hours learning or extra-curricular 
activities 

 maximising use of purpose built space when there is a new build. 
 

A crucial advantage is the ability to resources at key areas of school improvement. Common 
actions include:  

 devoting time and staff to improve primary/secondary transitional arrangements 
including timetabling staff to mentor pupils 

 planning a joint curriculum 

 delivering a joint INSET (In Service Training) 

 creating a common Management Information System (MIS) to inform teaching and 
learning 

 directing resources at early intervention and the provision of nurture groups 

 improving support for learning  provision 

 extending literacy and numeracy programmes and courses across all stages 

 supporting personalised learning, profiling, target setting and assessment 
approaches 

 providing joint sports and recreational activities increasing community engagement. 
 
4. Ethos 
 
The desire to develop or maintain a common ethos is often a major factor driving the 
development of a 3-18 school. Traditionally, individual schools can have different attitudes 
towards a particular issue. This can create problems for pupils transferring between them. 
Variance in teaching styles, classroom management, relationships between staff and pupils, 
response to behaviour issues and can all serve to confuse and de-stabilise children. 
 



A common ethos can provide: 

 purpose and direction for all staff and pupils 

 continuity in learning and behavioural approaches or expectations 

 consistency in classroom management and practice 

 a shared set of core values and aims which provide a strong framework for the 
social, moral development of pupils 

 a shared set of improvement projects through a shared School Improvement Plan to 
maximise school improvement priorities.  
 

3-18 schools should work collaboratively with all stakeholders to establish a commonly 
valued and clearly understood ethos. During times of change, this can enable an 
enthusiastic rather than reluctant transformation towards cross-phase working. 
 
5. Community and partnership working 
 
A 3-18 school can also offer the opportunity to enhance all aspects of community 
development, both within and beyond the school. 
 
The school community can benefit from: 
 

 increased opportunities for learning, including vocational pathways 

 the ability to create vertical /PSE/tutor/guidance groups to maximise opportunities 
for inter-age collaboration, e.g. peer mentoring, improved engagement with 
parents/carers through continuity 

 ability to maximise engagement with GIRFEC (Getting It Right For Every Child) 
support agencies when working with parents/carers and families 

 access to a wider range of community facilities 

 Enhancement of community identity and raising aspirations as a result of this all 
through school support. 

 
3-18 schools can become a powerful driver for community sustainability and 
redevelopment.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



1. Leadership and Management  
 
Proposed Management Arrangements 
 

Head Teacher Depute(s) 
Specify  

3-18 remits  

Principal Teachers: 
Subject/Faculty  
 

Principal Teachers: 
3-18 Responsibilities  

Principal Teachers: 
Pastoral/Support/SFL 

     

     

     

 

Clerical  PSAs /General 
Support 

Assistants   

Janitor  Technician 
 

Other, Please specify  

     

     

     

 
 
 

Focus  Actions  Timescales Resources Responsibility 

S+Q      

SIP     

SISE Calendar     

WTA     

 
2. Curriculum 

 

Area Actions Timescales Resources Responsibility 

Curriculum 

Rationale  

    

Literacy     

Numeracy      

HWB     

 
3. Resources, including ICT 

 

Focus  Actions  Timescales Resources Responsibility 

Budgets     

MIS      

Phone Lines     

Clerical      



4. Ethos 
 

Focus  Actions  Timescales Resources Responsibility 

School Name      

Motto/Logo     

Vision and 
Aims  

    

Dress Code      

 
5. Community and partnership working  

 

Focus  Actions  Timescales Resources Responsibility 

Parent 
Council and 
sub groups 

     

Staff 3-18 
Working 
Groups: 
 
 

    

Pupil Groups: 
Pupil/Learning 
Council   
 
 
 

    

Highland 
Practice 
Model 
Partners:  
  

    

Curriculum 
Partners: 

    

 
 
 
 


