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INTRODUCTION AND RATIONALE

A major trend within the public sector in an age of accouiityabas been the introduction

of business and management concepts in many areas of practice. Although part of the
education services of local authority provision, psychological services have often been ahead
of their employing authorities in considering issues such as Total Quality Management,
service planning, and marketing strategies. The Association Of Scottish Principal
Educational Psychologists (ASPEP) has taken the lead in mounting courses and seminars in
management skills since the at880s. One of the business concepts which began to be
applied in the public sector was that of Service Level Agreements. There were indications,
especially within the English context, that psychological services might become ‘delegated’
and made available for schools to purchase rather than remain part of the central provision of
the local authority (Audit Commission, 1992). In the event, pressure for this kind of
development appears to have abated, perhaps due to the complexity of the analysis of the
statutory duties which psychologists carry out on behalf of local authorities.

Over the period, however, psychological services in England did spend considerable time
producing Service Level Agreements to be negotiated with their local authorities, eg
Hampshire, Essex, Cumbria. On the whole, these tended to be fairly narrowly focused on
numbers of assessments, Statements opened and Reviews carried out in line with the Code of
Practice (Department for Education, 1994).

The more diverse range of statutory and other duties historically performed by psychologists
in Scotland (MacKay 1996) suggests that these types of agreements would not readily

translate to the Scottish context.



As well as the above trend, pressures have arisen within services themselves to define and
delineate more clearly what consumers, particularly schools, can expect of psychologists,
what form the service delivery will take, and how it will be monitored and reviewed. A need
was perceived to make such a process more explicit. Service development planning and
guality assurance methods have featured widely in the recent thinking of individual services
and in advice from ASPEP.

Before psychological services became more aware of the need to apply management
concepts to their operations, many excellent initiatives from individual psychologists and
from services foundered at an operational level because of the absence of effective
mechanisms for discussion, engagement and persuasion of those affected by the service.
One reason for this failure rests in a dilemma experienced by psychologists in general,
regarding the model of interaction and engagement we use in our ongoing relationships with
our consumers. The predominant role adopted is one of facilitating, enabling, listening. It is
consultative, non-judgemental and advisory. It often involves conflict resolution between
other parties. This perception psychologists have of themselves and that consumers have of
psychologists at least partially militates against the concept of services negotiating and
implementing new initiatives or practices, or even agreements about practice. The
psychologist's wide repertoire of skills includes many of those required faressful
negotiation, such as listening, summarising and reflecting, but does not necessarily include
other crucial skills, such as confronting, immediacy and challenging; the awareness of the
need to move appropriately from our more intuitive role to a negotiating role and to feel
comfortable in that role is not prevalent in psychologists’ thinking or training.

In order to have successful negotiations with directorate, schools and others about service
level agreements, changes in practice, or the implementatmmyaifitiatives the need was

perceived to identify, describe and devise methods of practising these additional skills, and






THE SIGNIFICANCE OF THE CONCEPT OF SERVICE LEVEL
AGREEMENTS FOR PSYCHOLOGICAL SERVICES IN SCOTLAND

lan Liddle, Senior Coordinator, PDP

Organisational changes since the mid-1980s have been characterised within central
government by the fragmentation of departments into agencies which provide specific
services to the government department. Radical changes within health authorities, which
have been divided into purchasers and providers, and within local authorities, have reflected
the same government thinking. A necessary consequence of this decentralisation has been the
proliferation of Service Level Agreements, the purpose of which has been to describe the
new relationships which exist, for example between different services within a local
authority, and to embed accountigband monitoring measures within these relationships.

For managers in the public sector, the new arrangements involve new practices also.
According to Metcalfe and Richar{&990),

public management is getting things done through other organisations.

For social services managers within local authorities, both the Community Care Act (1990)
and the Children (Scotland) Act (1995) require that contracts be drawn up for the provision
of services not just by the local authority itself but increasingly by the private sector and the
voluntary sector.

In the health service, and in the arrangements between civil service agencies and the
respective government departments, the existence of ‘quasi-contracts’ is a common feature.
These attempt to specify the necessary accoilitytalquality assurance and monitoring

mechanisms. In the view of the Open Business School,



....It is reasonable to expect thanae and moe (public service) manages will become
involved in contracts. Thesnay or may not be contractghich are erforceable by lav -
increasingly, tle public servicesare beirg asked ® manage throulg ‘framenork
agreementsivhich are not suppose@ be actionable in the courts. These quasi-contractual
forms share many of the features of legally-binding contracts.
(Managing Public Service$993)
A smilar trend is visible in library services, the Scottish Network of University Libraries
(SCONUL), for example, hasa sefiesof working papersemphagsing the role of the intemal
consumer and contradud arrangements between different depatments of the same
organisaion. This movement aso hasits deradors, of course,the paperby Heery (1995)
being aprime example. Heay argues that the production of SLAs will acually hamper the
development of coherent library services.
Becauseof the dhange in gatus of caeeas savicesin Satland, these saviceshave been
among the first to produce SLASs in negotiation with locd auhorities. For example, the
ageamnent between Caeas Central and the Sdiools Development Sevice of the former
Central Regional Council begins by specifying the four main areas of:

+» Services to educational establishments

+»» Services to School Development Service - Core

+» Services to School Development Service - Non Core

«» Complaints

and goeson to gve deails of the expedations of both the caeas savice ad the Sdools

Development Service in this process. (Careers Central Ltd, 1995)

According to CIPFA (1991), the process of negot@BhAs has the effect of:



+» identifying both the providers and the users of support services

+» making provider@accountabldor the quality and tke cost ofthe support services
they deliver, and encouraging them to plan ahead for their development

+» making users more conscious of the co$tthe support services they currently
get, and also of further services they might ask for; and,

+ enabling usergo monitorthe quantiy and qualiy of the serviceswhich they are

paying for

As pat of educaion savicesin locd auhorities, psychologicd seavices have taken an adive
interest in any developments which may relate to service quality, and have followed closely

the repercusens of the Audit Commisson (1992) reprt in England. A note of gudance to
savicesfrom the Association of Educaional Pg/chologists (cf Appendix 1) lists 11 aeas
which SLA-type agreaments might cover in relation to schools. However, this document
doesnot cover the nature of any ageament at Servicelevel in the sense of negotiations with

authorities themselves or with education services directorate.

As indicaed dove, anumber of sewicesin England have developed agrements for use
with sdhools, and many of these takethe form of deailed desaptions of types ad levels of
provison, time dlocaions for ead provison and even costings for some adivities.
Although some adivities ae easy quatifiable, eg humber of Stage 3 assessents’ and
‘time taken per review meding’, othersarenot and there are dfficulties in compaiing like
with like, to the deriment of the overal structure. Furthermore, the sgnificant differences
which exist between seavicesnorth and south of the border doquently discussedy MacKay
(1996) in tems of the breadh of sewice and range of adivities, makes crosshorder

compaisons dfficult. The gatutory duties of psychologicd sevicestowards Scia Work



services here have no paralel in England; with lower population ratios the potential to take
more of a community focus rather than a narrower sdools focushas dways been a feaure
of Scottish services work. In some ways this wider context makes the posshility of service
level agreenents more cwmplex; however, if the initial premises are car&ully consdered,

models of SLA can be contemplated.

Two pg/chologicd seavices wiich caried out ealy work in this aea wee the former
Centra Regon savice and the former Grampian sevice. The Ceitral Regona Council
Educdion Sevwice, of which the pgchologicd sewice was a integrd part, producel in

1993, guddinesfor SLAs with its supprt sewices, a opy of which is gven in Appendix 2.

In essace the School Development Seavice, & client manager took on the role of
commissoning, spedying, and monitoring the sevices dévered by supprt sewvices the
psychologicd sevice was one of the providers of sevice the psychologicd sevice
identified a number of clients for its sevices, namely sdools, Sciad Work Sevice,
Reporter's Sevice, ad the community in the form of individud children, pareits and
families.
In this modd sevice level ageaments ae deseloped as dwo-stage pocess firstly working
out with the dient manager a accepable framework and identified clients, then seondly,
negotiating with ead client an appopriate range of seavices, timescées ad mutual
responsibilities. The guidelines include

+ a statement of the purpose of SLAs,

% an SLA checkKlist,

+» a set of principles about such agreements

+ information on the process of developing and delivering an SLA



The Grampian appoad aso includedinitial agreenent with the Educdion Sewice on a

format for offering SLAs in two contexts, to mainstreschools and tgpecial schools.

It includes

+» specification 6 the range of services provided
- further services available
- key personnel

- standards

+«+ conditions for monitoring and reviewing the process

- for resolving disagreements

- regarding confidentiality

- for meeting the specific needs of the school

- regarding staffing levels

- regarding responsibilities of the head teacher

- regarding responsibilities of the psychological service
- regarding outcomes and evidence

- on costs

- on time allocations

On this basis, specific plans are drawn up and agreed with each school.
Many other auhoritieshave examplesof ‘pradice ageanents’ with sdhools and these will

be discussed in detail in the next section of this document.



Having thus descibed the backgound to the emergeice of sewice level agreenents in the
public setor, and in psychologicd savicesin paticular, the quetion atissuels whether the
concept of psychologicd sevices as negotiators with their authorities, whether at Quief
Execuive or educdion diredorate level, of the terms of sevice level agreanents which will
then be the bags for discusgon with clients (sdhoals, other council agencies aad members of

the community, is a useful concept, and whether it merits the time and energy involved.

It can be aguedthat the very processof working on an SLA offers ngjor opportunities for
clarficaion of what sevices areon offer and how they are dévered, for meaingful

communication between the sevice and the dient manage, in the form of the locd auhority
or the educton sewice, ad that this kind of deailed interchange would be wlikely to
occurwithout sud an agenda. It might further be arguedhat the absence of corroboration
by a dient manager would sefoudy undemine the gatusof follow-up dscussgns with

clients.

Expressednore bluntly, backing from the auhority would make ©-operdion from sdools
and other agaciesmuch more likely. The negdive view would be that there may be little
enthusasn from educdion seavicesfor the formality and complexity of the pocessor for
the time it would take to complete. In part this depends on the kind of relationship which
exists between psychologicd sewices ad their parant bodies. ®me sevices would cetainly
arguethat the ideaof a sevicelevel agreenent negotiated with their educaéon sewice would
be unlkely to happen, no matter how beneficial the outcome might be.

Proponents of SLAs might highlight the acountability asped as astrong positive fador,
both in terms of the spedicaion of roles ad requrements, and in the needto ddiver
sewviceson budgd. The ounter-argument would dresstwo points. the costing of

paticular aspets of sevice have povedto be dmost impossble, but becomes a
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common denominator of what is easly measurable is evident in some of the attempts by
servicesin England to aspire to totally costed services.

From the viewpoint of providing services a more insidious diffi culty of costing arises
through oversimplification of charges. As wel as service deivery of many kinds,
psychologicd sewices are percived by diredorate, for example to be available to advise
and oconsut on a regdar but unplanned bags. The CIFFA report points out that this
availability is an extremely expensive additional service which would be diffi cult (and
possibly prohibitive}o cost.

Acoountability may also be ladking in achievement of outcomes, or at least in agreang
whether outcomes have been atained. Uhcettainty in this area wuld rase quesons about
how meaningful the resitant agreenents could be, and in many instances SLAs would be
in the realm of ‘quasi-contracts’ at best.

.The fadlity for monitoring is perceived by some to be avalid justification for establishing
SLAs between savice poviders and dient manages. Radice varies in whether the dient
manager operates the monitoring medianism itsdf or whether the sevice caries out this
task.

The Open Business School (1993 - see above) view is that

monitoring seems a good thing, apdrhaps particularly san caseswhereit is hard to
define precise outcomdsr the service being provided - as in, classicadigiucation, health
care, the prison service and the armed services

(Emphasis oups

The major drawback for the dient manageris agan cost - the monetary costs of the
monitoring arangements and the cost of scace time and energy on the pat of senior and

experienced staff.
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The dternative monitoring procedue, in which the sevice itsdf desgns and operates the
monitoring process ad reports back to dients and dient manages, daces aheavy
requirement of trust between the parties. Obvioudly trust may not be absolute, and this

arrangement can then contradict the earlier requirement of public accountability.

Two final considerations regading the value or otherwiseof Sevice Level Agreaments may
be worth listing at this point.

On the quegion of community care provided by socia sewicesdepatments, Flynn (1990)
suggests that

If SSDswrite a series of large scale, highly spked contractsthere is a danger that the
services will become less flexible and offer less choice than they do now.

This would be an important consideration for psychologicd sevices #&0. There are a
number of dtuaions, for example, where a pgchologicd sevice may have
caefully-negotiated targets which, becauseof emergency occurences or perhaps polonged
staff absence, cannot be ddivered. In the @sence of both human and financial resources to
compensae mnsumers in these acumstances, ontradud ageaments lose their meaning.
Despite thelr interest in having agreal levels and regularity of service most authorities
would probably wish to have a pgchologicd sewice which wasnot so igidly contraded
that it could not be responsive in situations of need.

Moreover, in atoo-rigidly contraded pgchologicd seavice the fine balance between current
‘core’ and ‘non core’ inputs culd be dsturbed, most likely in the dredion of badc savices
at the cost of ‘developmental’ activities.

Finaly, it is clearfrom the APFA report that the size of support sewvice ca be criticd in
deading whether dforts dould be madeto egablish SLAs in public sevices. It gatesthat

SLAs may not be necessary or even practicable in small services.
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In conclugon, therefore, there ae a number of examples from England and at leasttwo
instancesin this country of Sevices sding up sevicelevel ageaments with their employing
auhorities. The mgority of other Sevices have gatements &out what sevices &e provided
by them, mainly to sdwols, and with varying degeesof elaboration. While the needis
widdy perceéved to engagein discusgons and to darnfy arrangements with clients (viz
sdhools and ome other ag@&cies) the corresmpnding conceptof working through the sane
process \ith aclient manage(in the iapeof the locd auhority or educaion diredorate) is
sea as @her alow priority, or irrelevant or posshly problematic. Thisisin sgte of the fact
that having such an SLA would give the rext step of negotiating with clients higher status
and, probably, a greater degree of uniformity.

Both Samttish examples cited dove related to locd auhorities where centralised
management planning was an evident feaure; in the cag of Cattral Regon, the authority as
a whole had invested heavily in PPV (Policy, Planning and Peformance Management),
including the Educdion Sewice, the Stiool Development Sewvice and the Psgchological
Service Developments within Grampian Region were smilarly, senior management led.
Sewicelevel agreenents would be sea as a naturd fedure of these deelopments. It may
be that in other councils this approad to management was less well developed, meking the
impetus for SLAs at this level lessof a priority. [If an SLA is to be negotiated with an
auhority, there has to exist in the auhority as a whole, both an underdanding of the
rationadle and amedanism for carying it out. Where these onditions donot exist, the task
of negotiation beacmes much more complex and possbly counter-produdive. In the turmoil
arising from local government reorganisation this situation may not be infrequent.
Another mnsequace of LGR has been the poliferation of much smaller Psgchological

savices,the medan size now being under 10 psychologists, which is, ac@rding to CIPFA,
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an argument for not resorting to formal sevice level ageements, mainly becausdhe heavy
demands of time an energy for negotiation and monitoring would be disproportionate.
Taking all of the above cosiderations into account, t would be necesary to state that as
a general rule, the case for services pursuing service level agreements is not made.
Whilst on balance there ae @ntra-indications for al sevicesto be seekig to makeformal
savice level ageaments with their auhorities, (unless of course there is an ethos, an
understanding and a willi ngness to do so) it is still important to gain their confidence and
support for the activities in which services are engaged.

It would be dfficult to argue,for example, that most of the principles on which SLAs are
based would not be imnmensely helpful in clarifying and quantifying what psychologicd
saviceshave to offer, what they might rea®nably expectfrom consumers in return, what
measues of acmuntability can be built in, and how service delivery can be nonitored and
guality assured.

It might further be clamed that services should take responsibility for establishing a
standardisedmethodology for acieving these objedives, rather than having a dspaate set
of agreements between individual psychologists and a variety of consumers.

What might be kelpful would be for a Service to devisea framework for developing
practice agrements b offer to schools ad other clients, awl to negotiate the authority’s
acceptance and prootion of this framework. This would be aprocess similar in style but
differet in outcomesto the Ceitral Regon modd; it would not aspre to adieve an SLA
with the authority, but would as a mnimum ensure its familiarity with, and badking of the
framework. A paale process wuld involve dscussons within the Sevice dout how
spedfic pradice agreenents would be made available to clients. Two important eements
here would be uniformity and support. ldiosyncratic appoadies ad non-compliance would

be ddrimenta to the pocess ad confusng to sdwools. Supprt would be required to
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help devise, but espedlly to implement and sugain the operation of the appoac over an
initial period.

The third stage would be implementatioraend the fourth sagemaintenance Theredter, the
process would gointo amonitoring and review ¢/cle with timescées agreedy Sewvice ad
clients

It will be recdled that this dscusgn paperis just one aspectof the Working Group's
output. It has ranged wddy in the areaof sewice level agreenents and has eded wth a
suggeted modd for a whole-sewice appoad to workable, susainable pratice agrements
with clients; it has dscussedhe dements of suh ageaments without being presciptive
about these; the next sedion in this document will review effedive pradices arealy in
operation and offer further insights, and the final sedion will describe a developmental
process through which the skills necessarto succeedn this endeasour can be acqired and

applied.
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AVERBESS W EL

FSQEEMESENEEMENT
VWESSMOEDQGKIA

Stephen Kerrand Lyndsey Oliver

INTRODUCTION

Having researied the theoreticd backgound of sewice level agreenents and looked athow

the oonceps involved had been incorporated into examples poduced within the public

secor, paticularly in psychologicd sevices in England, as anext step the Working Group

decided teexaminecritically, material produced by services in Scotland.

From our initial discus#on it was dear that we wuld need aframework to analyse ad

make sese of the dda. Snce our first objedive wasto provide a nationa "snapsot™ of the

current Stuaion with respecto the usagef SLA/PAsin Smttish psychologicd sevices, we

dedded to utilise a content anaysis mode of investigation. All documentation receved

would initially be allocaedto one of five cdegories which would cover the whole range of

"positions viz a vizthese sorts of agreements. The categories are described below.

1. Written SLA

2. Written PA

3. SLA/PAin

Development

Responses which were clearly of a contractual nature, involving the
service as a whole; which covered all or most of the points in the AEP
paper (Appendix 1); and which had been mediated by a client manager.

(eg the education directorate).

Responses where the documentation focused on the nature of
the agreement between psychologist and school, usually a
variant on the approach described by Vassie and WEIS613).
Back-up documentation and inclusion of AEP features tended

to be less in evidence, although there was variation here.

Responses which indicated that although the service did not

currently have written material available, work was ongoing.
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4. Intention to Responses which indicated the service had positivetjnten
Use SLA/PA though work was not yet underway.

5. SLA/PA not Responses which indicated the service had actively rejected

used/planned  this means of negotiating and formalising work.

THE INITIAL SURVEY

The first 2ep the Working Group took in pursut of the @&ove am wasto write to all
principal psychologists asking for information on the extent to which SLAs / PAs were

being used within their service. More specifically, we requested that they provide, if possible

+»» copies ofSLAs / PAsnhich had been developeand were beig used in the
service

« contact namg) for any psychologist orworking group responsiblefor
developing agreements.

« a summary of taservices viewpoint if it did not think thatwritten SLAs /PAs

were an appropriate means of negotiating its work with schools and other clients.

Despte it being a time of greatchange and flux for psychologicd sewices,following local

govemment reorganisaion, with many principa psychologists new to their posts and their

geographicd areas,a very respetable witten respnse rae of 57% (20/35) wa adieved.
The views ad position of those sevices which did not offer a written respnse wee
canvassedby a follow up telephone cdl and thus d principd psychologists in the new 32

councils wae consuted in one way or another. The suvey resuts are sunmarisedin Table
1.

It should be noted that the information contained in the table is as accurie and & up to dae
as mssble. However where information is transmitted verbally and the cadegories
themsdves ae not totally mutudly exclusve, eg ctegory 3 (SLA/PA in Development) and
caegry 4 (Intention to Use SIA/PA) cleaty overap, then there eists potentia for
misinterpretation. The Working Group would wish to apologises for any errors of this

nature.
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Table 1 : Current Status of SLAs/PAs in Scottish Psychological Services

Written SLA

Written PA

SLA/PAIn
Developmenh

Intention to us
SLA/PA

e SLA/PA not
used/planned

Aberdeen City

*

Aberdeenshire

Angus

Argyll & Bute

Ayrshire E

Ayrshire N

Ayrshire S

Borders

Clackmannan/Stirling

Dunbarton E

Dunbarton W

Dumfries & Galloway

Dundee City

Edinburgh City

Falkirk

Fife

Glasgow City NE

Glasgow City NW

Glasgow City SE

Glasgow City SW

Highland

Inverclyde

Lanark N

Lanark S

Lothian E

Lothian M

Lothian W

Moray

Orkney

Perth & Kinross

Renfrewshire

Renfrewshire E

Shetland

Western Isles
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MAIN CONCLUSIONS FROM INITIAL SURVEY

1. The vast majority of psychologicd sevicesin Smtland ae now ether usng,
developing or planning to develop SLA/PAs as ameans of clarifying the sevicesthey have
on offer aad how they are dévered. Out of thirty four sewices, counting
Cladkmannan/Stirling as jointly managed and Glasgow City Council as four independently

managed Services, all but seven719%) are in this category.

2. Of those sevices which had rejecdedthe appoad, four (Dumfries & Gdloway, Orkney,
Shetland & Wedern Ides) had onsidered it inappopriate becauseof geographicd and
demographic fadors. These athorities cover farly large rura areas with dgnificant
numbers of very small schools, and al their principds referred to the fedings of their staff,

that SLA/PAs would be just too inflexible to cope with the wpredctable and fluctuaing
demands of a large number of small egablishments. e principa psychologist dated that
his Sevice had tridled FAs, but that his gaff had indeed found their effect to be
constricting. He indicaed that the pgchologists preferred to exercise their professonal
auonomy through afocuson the referrd processand ddivering sewicesthrough developing
good working relationships. In Highland, severa yeas ago, the principal had been interested
in exploring what SLA/PAs hadto offer but his proposd had receved little encouragement
from the dredorate atthattime and has gne no further asyet. However, within his sevice
an interest remains in the subjed, and it is hoped it will fedure in their medium term
development plans, given that the climate of opinion in the new council is now more
positive.

In Glasgpw NE the newly incumbent principd psychologist had found little enthusasm
amongst his staff for developing SLA/PAs and had deaded to develop their own solutions to
the sevice ddivery issuerather than transpgant a system of working which might not "take"

Their ddivery of savice is base on having a time alocaion system for ead schoal, a

service user's guide and a very tightly negotiated referral process.
3. The dackmannan and Sirling joint sevice wasthe only one which had atively sought

to develop SLAs with agencies other than mainstream or spedcalised sdhoals. For instance,

for the Scial Work Depatment and the Reprters Sevice, they had abieved this by "top
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dicing" a proportion of ther time - in this case 15% - and offering it to them in the form of
a service level agreement.

As far as we ould daermine dl other pgchologicd sevicestreaed stools astheir mgor
clients and had no sepaate agreanents with other savice uses, dthough there was gidence
that Fife sevice had been instrumental in developing a sevice level ageament with medcal

agencies on behalf of the authority’s education management.

In al other case examined, requess for input or savice from clients other than sdoadls, eg
pareits, would presumably requre to be filtered through the time dlocaion of the assciated
school where this was possble. This nodel has the attradion of smplicity and may work

fairly smoothly for most of the time, but on the other hand there lies within it the potential
difficulty of atempting to resolve conflicting priorities.It dsoviews pgchologicd seavices
very much as stoad psychologicd sevices, ¢ong English lines, ad therefore may be

missng opportunities to develop new areas of expertise in serving awider community. The
model may aso be found wanting as al the inplicaions of the Children (Scotland) Act

emerge.

FOLLOW UP INVESTIGATION

As a seond dageof analysis the Working Group dedded to deonstruct anumber of the
more developed and sophisticated SLA/PAS, in orderto ascetain their essetia feaures and

to determine where the differences in approach and emphasis lay.

The material supplied by five psychological services was examined in this way :-

X Aberdeen City (based on Grampian Region Agreement)
X Ayrshire East

X Ayrshire North

X Clackmannan / Stirling

o Fife

(Samples from their agreements are available in Appead(a), 3(b), 3(c), 3(d) and 3(e) ).
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In addtion two members of the Working Group cnduded dgructured interviews wth
severa principal psychologists to gain a more detailed and intimate knowledge of the

philosophy, motivations and processes underpinning the production of written SLA/PASs.

Asintheinitial suvey the materia was sbjededto anaysis by content. Ten construds -the
entries in the first wlumn of Table 2 - wae dosen to reflect the range of content that,
acording to the literaure, is typicdly found in SLA/PAs. (ealty there is a degreeof
arbitrariness ad overlap in the cdegories, but it was consdered a uskil way of analysing
and comparing the content and gyle of the material. As before apologies ae offered for any

misinterpretations.

The results are illustrated in Table 2.

Table 2 : Common Features of SLAS/PAs

Aberdeen City | Ayrshire Eas |Ayrshire Norh |Clackmannan/Fife

Stirling

Time Allocation Formulg * * * * *

Range of Services *

Service Strands * * *

Menu of Inset * *

Quality Assurance *

Review Procedure * * * * *

Expectations of Schools *

Time Estimates for Tasks *

Complaints Procedure * * *

Statutory Duties * * * *

Costs *
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DISCUSSION

1 Time Allocation Formula

1.1 Al the Sevice SLA/PAs gudied in more deall, usedtime cntrading as a broad
framework for negptiating contact with sdools. Thisis to be expeded since ®me kind of
mechanism for fairly and equitably allocaing time to al clients is the starting point and

indeed a ise quanon for any kind of pre panned axd contraded gstem of working. The
genesis of this kind of approach in British educaional psychology goes bad to the mid-late
seventies, when most pgchologicd sewvicesoperded open referrd systems and grugded
with the consequent problems of long waiting lists and diffi culties in determining priorities.

Articlesby Heddely (1977)and Born and Sawer (1979) were pintersto amore ontrolled

way of delivering services.

1.2 All the principal psychologists made clea in their communications with the Working
Group that every edablishment was alocaed a number of days of psychologicd sevice
time based on the roll of the school, weighted to reflect the socio-economic status of
based on the pupils' families.

There was &0 a minimum visiting requrement for every school

sometimes achieved by combining small establishments eg a number of small nurseries.

1.3 There was a iferencein how explicit ead sewvice hadbeen in giving this information

to the sdoals, with Central and Ayrshire (E & N) writing the amount of time dlocated into
the agreement wherea Aberde@ and Fife dd not. Indeal Aberde@ had deadedto gve the
information to the pgchologists done, to be used as &amework to arange their visiting
patern. This seened to be basa&l on psychologists fear that they may be swanped wth
demands add somehow lose ontrol of their work patem. However the pincipal
psychologist indicaed that a from next year they intended to gve the sdwoodls this
information in writing. The Working Group did not see any disadrantage in giving schools

this information from aservice level rather than an individual psychologist level; indedl it is

pat of the whole processthat both "signatories”to the ageement know how much time they

have to work together which helps focus ad prioritise sevice ddivery.
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This seens a ustl and helpful thing to doin its own right, and concurs wth recent trends
in the public setor towards geder openness ad acountability. Indeed it would be the
starting point for any discusson with a headteader who felt his/ her school was not getting

enough time or a fair allocation of time.

1.4 A related issie here, but one of fundamental importance, is how the workload
management sdheme opeaates. None of the saviceshad gne asfar & explaining to the
sdhools the details of their patticular system and they varied in how much was written down
and eady accestble to an outsider. In essecethe issus here ae what roportion of timeis
to be devoted to schools asopposedto other aeasof work. And for those sevices, # but
Clackmannan/Stirling, which offered d their time to sdools, what proportion of each
psychologists time would be dlotted to sdwool visting and what pooportion to
administration /development time @c? Further "into" the g/stem dedsions neal to be made
about the time spit between the mainstream and specal sec¢ors and whether there dould be
a "setor loadng fador" in working out relative anounts of time for seondary, primary and
pre-five. There ae no hard and fastrulesto guide this kind of dedsion making. It must be
done inthe light of knowledge of the particular nature of locd provision, but it should be

open and available for scrutiny and discussion.

2 Range of Services

2.1 Inthe more mntradudly written agreenents, Aberde@ and Clackmannan/Stirling, the
initial part of the document spedfied the range of sewices to be provided, as per
recommendations for produdng SLAs (seeAppendix 1). There wasa considerdle degre of

overlap and in essence these were:

<> Advice to head teachers or other staff

<> Consultation about non referred individual children
<> Assessment of referred cases

X Direct / ongoing support to same pupils

X Opening | reviewing RONs

X Inset/Project work
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2.2  The other three sevices had taken dightly different appoades. North Ayrshire
provides & extremely professonally produced "doss/" portfolio for sevice uses, which
lists five strands of core sevicesthat are the focus for pradice ageaments. East Ayrshire
gives sbtools information on seavice ddivery at three levels: mnsutation, direct casewrk
and development initiatives and Fife issus a prospedus which divides the sevicés work
into two categories:-

o Casework Consultationand

X Development Work

and provides a number of detailed examples of each.

3. Service Strands

3.1 Inthe eaty days of educaional psychology Burt (1969)descibed three main adivities

for practitioners, which for the sake of brevity can be classified as:

) intensive case studies of problem children

i) therapy or remedial intervention

1)) problems of general organisation, administration and investigation

The role of the eductona psychologist has expanded enormoudy over the yeas but the
notion of caegorising different "types' of applied psychology remains. For instance many
Swmottish savices ae now udng the four fold dassficaion propounded in Vasse ad

Watson (1993), namely casework, consultation, in-service and projects.

3.2 The sevices currantly under study vary in the degres to which they focus on and make
useof the anceptof "strands". In the Aberdeen and Clackmannan/Stirling SLAS they are
implicit in the description of services provided but not highlighted in their own right, and in
the Fife materia these strands ae qute ddiberately not sepaated out for consideration.

Insteadthe interdepardence of casewerk and development work is stressedthe factthat they
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share a mmmon set of principles is reognised, the dfferaice being that casewrk is
normally reacive to individud problems wherea development work may be preventative in
nature. The uinderlying philosophy is that the two appoadies ae most dfedive when one
follows from the other but there is no attempt in the documentation to separate the work into
different strands.
Both Ayrshire services have dedded to base their PA documentation on five strands rather
than the more common four. Indeedthe North Ayrshire portfolio is largdy an daboration of

the potential servicdsactivities on offer under these strands which are :-

X Assessment and Intervention
X Consultancy and Advice

X Training

X Research and Evaluation

X Policy Development and Implementation

Two further points ae of interesthere. Firstly the dedsion not to usethe term "caseverk” to
descibe the first strand, in an atempt to encourage sbools awd from more tradtional
offerings and to take up other forms of seavice. Seondly the ideathat atthe PA planning
meding, a proportion of the overal time dlocation should be ageedfor eat strand. Time
will tell if this approach will ater the balance of work, but at the time of writing most

schools still opt for a mixture of casework and consultarver the other options.

4 Menu of Inset

41 Two sewices, Tackmannan/Stirling and North Ayrshire, had produced ledlets
descibing core insetprogrammes. These programmes onsisted of topics which the sevices
had preioudy researbed and prepard matenal on and hence ®uld be ddiveredin a
thorough and professonal way, even at $ort notice. Qne principd psychologist was gongly
of the opinion that if inset was offered by this means, ie by a menu, then the services

credibility was at stake and it had to “deliver”.

There was also awilli ngness on the part of services to provide inset on areas not listed and

schools were encouraged to raise these in discussion if they wished.
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5 Quiality Assurance /Review Procedure

5.1 This is another aea on which much has been written in recent literature on seavice
ddivery in psychologicd sewices, g Foxe (1991), Bur, Kane and Wilson (1994).
Guiddines (sub asthose producedby the AEP) for SLAs suggestthat qudity sandards
needto be built into the whole pioces of coming to agreenents and not written in later as
addons. As one would exped, dl sevices stressedthe necesiy for reguar reviews of

agreements, usually on a yearly basis.

5.2 However there were ignificant differencesin how eadh sewvice appoadcedthe qudity
asswancefeview process.Aberdeen was the only sevice to explicitly stipulate "qudity"”
standards & per recommendations for SLAs. It gated that the psychologicd sevice would

adhere to the following, as part of normal good practice.

X providing schools with agreed number of half day visits per year.
X attending specified meeting as required
X providing verbal/written feedback as required

X supporting staff, pupils and parents in a sympathetic and positive manner

Most review systems ae in their infancy and bagcdly involve the sdool saff and

psychologist in joint refledion on how their "partnership” has worked. The focusis at a
school level, and concentrates on rating whether acces arrangements weae saisfadory,
whether mutud expedations and priorities weremet dc. Fife had a d&beraely low key
appoad with a minimum of paper work, an emphass on monitoring and deding with

problems as they arose and reinforcing successful aspects of the partnership.

North Ayrshire, on the other hand, used afive point rating scde covering seven questions

plus another five points assessed in an open ended way.

Clackmannan/Stirling was the only Sevice where the grincipd psychologist was respnsible
for the maintenance of a qudity asswance ystem which monitored and evaluaed the
savices povided aganst the targets and paformance indicaors listed in the sevice pan.

This involved sading a fairly extensve quetionnaire to head teaters (agan basedon
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rating scde9, and also a quesonnaire to ps/chologists on evaluaion of the work load

management scheme from their point of view.

6 Expectations of Schools

6.1 Explicitly stating the respedive responsihilities of the client manager, the provider and
the dient is one of the means by which supprtersof SLAs clam that they formalise and
improve sevice ddivery. Interegingly only Aberdeen had a sgnificant sec¢ion of their SLA
devoted to the responsibilities of the heal teader (or their ddegded represaative). Ten
points were covered, ranging from providing the psychologist with suitable fadlities for
confidential consutation, to ensuring the feedack of asseawent to relevant members of
staff. The role of the dient manager, in the form of the eduction sevice is obvioudy crudal
here; in Aberdeen's casethe Grampian Diredorate had atudly requesed that dl savices
within Educaion provide written SLAs to ensure a smooth transtion during the

disaggregation of the region.

6.2 There was no evidence that the other services under study had written responsibilities
for schools in this manner though Clad<mannan/Stirling, in their separate agreement with the

Socia Work Depatment, had a seiton entitled "Action on pat of Socia Work Depatment
to use the sevice povided' - pehapsbecauseof the needto more highly structure direct
requess for work from this agecy. Presumably most sevices left the negotiation of
schools responsilities to individual psychologists, mediated by whatever service or

pradice guddines exist. Review of PAs would provide a naturd forum for this to take

place.
7 Time Estimates for Tasks

7.1  The only service to attemph "entry" (time estimates for consultation and review of
Records of Needs) under this category was Aberdeen and the explanation for this lies in the
fact, previously referred to, that the educational directorate not only requested written SLA,
but provided sub headings for the document - including areas like the above as well as
costings. These sorts of entries are more likely to be found in SLAs produced by English
services and indeed the education officer who made the request had recently come from

England and brought documentation from there.
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8 Complaints Procedure

8.1 In general the Education Service complaints procedure applied to the psychological
service. Written guidelines usually suggested that concerns should be communicated first to
the psychologist involved, and only if this did not lead to a resolution should the

complainant refer to the principal psychologist.

Aberdeen and Clackmannan/Stirling made mention of their procedure in their SLA, whereas

the other three did not, although Fife have a full paragraph on the subject in their prospectus.

9 Statutory Duties

9.1 Four out of five of the sevices mentioned datutory duties and the relevant legdation.
They dressedthat children meant the 0-19 population and not just stool pupls, and that
Special Educational Needsferred to a wder ppulation than that coveredby Recwrds of
Needs.The dfferences agmn lay in where this information wasto be found; in Aberdeen and
Cladkmannan/Stirling it was in abrief introduction and in alengthier Appendix respedively;

in Fife and North Ayrshire it was contained in the prospectus and portfolio respectively.

10 Costs

10.1 The only explicit reference to cost appeaed in the Aberdeen City ageament. It
noted that there would be no charge to sahoals for savices since they formed pat of the
“authority’s statutory responsibility” for providing a psychologicd service to advise on the
speca needs of pupls. However the agreement did mention that for non-statutory
responsihili ties, which were listed separately, eg inset, costing may “need to be considered in

the future”.
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NEGOOSATIN

Wilson Frew, Jenny Wilson and lan Liddle

INTRODUCTION

The overal concept of the PDP projed on Service Level Agreaments and Negotiating Skills
is to examine aiticdly, the uséulnessof sevice level ageaments (SLAs) and pradice
ageaments (PAs) for psychologicd sevices to offer guidance for savicesin their optimal
use; and to devise nethods of developing relevant negotiating skills and the structures

necessary for implementing, supporting and maintaining such agreements.

WHAT DO WE MEAN BY NEGOTIATING SKILLS?

Sewicelevel agreenents and pradice agrements arediscussed in detail ealier in this paper.

This setion deds with those aspds of negotiation and dructure that supprt and maintain
these ageaments. It may be uséul at the outsetto distinguish between consultation - which
generally, educaiona psychologists will be familiar with - and negotiatian - with which

they may be less familiar, and possbly less comfortable. Although it may often be that

consutation and negotiation shace into, or overap with ead other in pradice, it is becoming
more important for psychologists to know when they are eéxgagedin the former and when it
IS necessary to switch to the latter - and to be able to signal that switch.

Capdan (1970) desdbed the essatia components of consutation. It is a voluntary,
non-supevisory reationship between professona workersin orderto suprt and fadlitate
their professonal functioning. Consutation can be see, therefore, as dentative, open-ended
process dung which the consuteés mnceans ae explored - the paties pehapshaving no
previoudy ddined positions on the issua that aise. Pgchologists in locd authorities have
been developing the consutative aspets of their savice ddivery for some time and will

have no difficulty with Caplan's description. The salient point is that consultation is rot

negotiation although it may give rise to, or indicate a need for, negotiation.
The distinction between consultation and negotiation is perhaps illustrated in Taylor's (1979)

definition. Negotiation is a process used when two or more parties with

conflicting interests mee to discuss the issues that divide them
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This ddinition clealy identifiesthe recognition of 'divison’ between paties as aindicaion
of a needfor negptiation. Bennett, more recatly, (1994) onfirmed the ideaof conflict as

central to the distinction between consultation and negotiation.

consultation is not adequate for subjects that

involve conflict and/or deeply divided views.

Negotiation by definition, then, is not necessaly a ommfortable or eay processbut it may
be encouraging to note that skilled negotiation is more likely to reducethan increase ay
potential discomfort (Godefroy & Robert,1993).

Taylor's ddinition, deriving as it does from the world of consumer adocagy, is fairly
relevant in this context but it does cary, pehaps, anumber of implicaions that ae worth
examining. Firstly, it could be taken to imply that 'conflicting interests and, therefore,
negotiation Stuaions are eal/ rewmgnised ad formalised. Sukb a degreeof clanty and
formality may rarely be possble in the public sevice aena, atleast athe level of the dg to
day working of the eductiona psychologist. Seondly, in the world of commerce ad
business the adual process of negotiating may fall within the remit of speaalist negotiators
and indeed,Taylor refersto the 'negotiating tean'. It is pehaps ulikely that psychological
savices wuld have the resources to employ specdal teans of negotiators even if they
wanted to. A third point, that follows from the seond, is that a speelist tean, having
completed a patcular negotiation, may theredter have little or no contact wth the other
party. Clealy this is very different from the relationships between a psychologicd service
and its regular groups - particularly schools with which long-term, mutualy interadive,
collegate relationships develop. In sud situaions, whatever the merits of a paticular case,
the working psychologist in any given negotiation must atleasthave one e/e on the longer

term effects on this relationship.

Consdeations sut as thee are not intended to inform an argument aganst the
development of negotiating skills. They illustrate, rather, the neal for the development of
particularly sensitive and creaive negotiating skills and for their judicious use within

contexts in which interpersonal relationships are of the essence.
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LEVELS OF NEGOTIATION

Within the context of this PDP pojed, negptiations can be sea to underpin three aspds of
savice ddivery. Sevice level ageaments refer to those that ae negotiated with a local
auhority or its execuive - with the dredor of educaion or other sevice managers,for
example - and they are dealy contradud and relate to what the psychologicd sewice as a
whole will offer. This level of agreement would normally be negotiated by the principa

psychologist or head of the psychology sevice. The seond aspect -that of pradice
agreenents - refersto the nature of the agreenent between the individud psychologist and a
given service user - usualy a school - and this will normally be negotiated by the

psychologist. The third aspect rers to the every day negptiations that go on routinely
between the pgchologist and paticular gaff members in order to commisson or refer a
discreae pgece of work. Both SLAs and PAs are etablished and maintained through
negotiations and, in turn, day to day negptiations at the ‘chak face are supprted and
strengthened through linkage back to the formal ageements. In one seise sevice level
agreaments, pradice agreements and negotiating skills are all parts of a unified whole. In
another sense, negotiating skills are utilised in all aspeds of service delivery. What is new,

perhaps,is the curent trend towards more open acountahlity in locd authorities and the
consequet pressureto provide sewices that are more eplicitly and more formally
described. In these circumstances, negotiating skills take on an importance previously

unrecognised.

ASPECTS OF NEGOTIATING SKILLS

It isimportant to reagnisethree sages of negotiation that make a important contribution to
the succesor otherwise of any subsequet sevice level ageament or pradice ageanent.
The first stageis that of preparation Prepaation refers to dl those issuesthat may be
anticipaed or readed beforehand. Seondly, come the negotiatiors themsdves. The actual
faceto face,the interadions that take pace wen the "two or more paties' meettogether.
The third stage,maintenancerefersto the needto continueto monitor and guard agast any
erosion or bread of the ageanents. All of these aspés of negotiation were integal to the
pilot course on negotiating skills and are discussed in greder detail in the description of the

course that follows this introduction.
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NEGOTIATING IN THE PUBLIC SECTOR

The inplicaions of importing the methods of commerce and industry into the public service
arena ae worth examining. The competitive instincts of the market flow from a different
philosophy to that which underpns public sewice. The former deives from a modd of
humanity as individuals first and foremost - individuals who then choose how to relate to
other discrete individuals. Central to this model is the notion of competition and the Adam
Smith dictum that when individuds pursuetheir own ends, the compstition thus geeraed
ultimately benefits the consumers. h public sewrice however, a different world view can be
discened. This is the ideathat, far from existing as dscree individuds first and foremost,
people only exist in reation to ead other and are Utimately interdepadent - even when
competing (Maanurray 1957). The Adam Smith dictum is reversed ad the dtemative
notion is that if people pursue community interests, they ultimately benefit the individuals
within it, including themsdves.Whatever the merits of eat of these philosophicd positions,
it is clearthat the generaor that divesthe marketplaceis the prospectof making profits, an
incentive that is, by ddfinition, unavailable in public sewice. From sud considerdionsiit is
obvious that methods of negptiation, fasioned and honed to the needsof the market, will
needto be adaped to the essetialy different world view in which public sevicesoperde.
Such adaptations would insist that skill ed negotiation pradices be harnessed to the benefit of
the public diredly and explicitly. It cannot be assumed that benefits will smply 'trickle
down' to the pulic. Within public sewice,therdore, negotiation might be sea asbeing less
about competition, perthaps, but &out ddivering, through the process ad creaive

stimulation of negotiation, a self-evaluating and continuously responsive service.

TRAINING IN NEGOTIATING SKILLS

It was beyond the sope of the preset project to offer extensive training in negotiating
skill s. This would be aventure for services themselves within their loca contexts. However
a quda am of the pojectwasto try to devise some methods that may be of assstance to
services interested in taking forward this initiative. The next sedion describes in detall how
that was acomplished usng a workshop format, and a wide range of materials devised for

use in the workshops is included in appendices.
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INTRODUCTION

In order to supprt the implementation and maintenance of sewice level and pradice
agreaments, a neal was identified to devise training in negotiation skills which could be
cudomised by individud psychologicd sewices. To addressthis need, a two day pilot
workshop was prepared with the following aims :

X to rase awaeness of the issus surounding sevice level ageaments,

practice agreements and their use within services

X to give practice in the preparation, negotiation and maintenance of such
agreements
X to provide participants with a framework for preparing, negotiating and

maintaining pradice agrements which can be cusomisedfor use wthin their

services
X to seek evaluation of the prepared materials
X to invite participants to implement the customised framewaork in their own

Services and to provide feedback.
A letter was sent to al principal psychologists in November inviting them to nominate a
service representative to participate in the pilot workshop. Principal psychologists were
advised that the workshop was intended for individuds intereded in and with some
responsibility for promoting practice agreements with schools and other agencies.
Ten paticipants wee invitedto attend, séededon afirst mme first seved bags. All grades
of psychologist were represted wthin the goup of paticipants. Eady in Jawaly,

paticipants recaved a packagef pre-course materials cmprising a workshop programme
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of curent usageof savice level and pradice ageements by psychologicd sevices wthin
Swmtland, a setof prepar#ory notes which askedfor details &out the individud’s position
within the sewvice, kowledge/@pelience of udng pradice agrements, sewvice dealls,
council deails and backgound information about a stool (Appendix 4(b) ), which could be
used 8 a case taidy for some of the workshop adivities, ad an adivity amed at
encouragng ocourse members to reflect on their pesona communication style (Appendix
4(c)).

The workshop took place on Jawary 2%h and 30th. One of those invited to paticipate
withdrew at very short notice leaving nine psychologists who completed the course.
TIMETABLE

Day One:

Introduction, rationale and task 1:

The first ses®ns of the workshop amed to offer course members a ddinition of
negptiation, to consider negotiation within a public sewvice mntext and to provide a radionale
for the choice of negotiation skills to be pradised in the workshop. For the first task of the
course, paicipants were askd to provide a brief verbal desciption of the sevice for which
they worked, the locd auhority context within which the pgychologicd sewice operded,

their role within the service and their experience of using practice agreements.

Preparation Phase - Information, framework and task 2:

These sesons amed to present course members with a reference surce (Appendix 4(d) ),
and a checHist they could us to help them preparefor negotiation (Appendix 4(e)). The
seond task offered an opportunity to use the decHist to help prepae for a pradice
agreenent negotiation peitaining to the sdool ead coursemember had identified as parof

the pre-ourse preparéion. Usng the rderence materia provided, ourse members were
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opening offer or demand, bottom line and satisfadion point for negotiation of a pradice

agreement with a school representative, and planning their negotiation strategy.

Negotiation phase - Information, framework and negotiation tasks 1 - 4:

These sesgons aimed to provide course members with opportunities to pradise some
negotiation skills. When considering which sKkills to address inthis part of the workshop, the
workshop planners made an assumption that educaional psychologists are fairly skilled in

negotiation skills which build and emphasise nutuality and common purpose - for example

listening, communicaing respet, creding rapprt, refleding fedings, enpahising. The

judgement of those panning the workshop wasthat eductiona psychologists wereless
pradised in the ‘harder’ sKkills of negotiation - for example confronting, challenging,

argung, ade switching. Negptiation tasksl - 4 offered coursemembers pratice in some of
these ‘harder’ sKills - namely code switching, finding common ground, arguing and confli ct

reolution. Course members wee peseaited with various scearios which amed to reflect
situaions commonly encountered by educéiona psychologists. For eat scenario, they were
asked to respond to instructions which amed to offer pradice in using a particular Kill

(Appendix 4 (f) ).

Day two:

Maintenance phase - Information and framework:

This sesson aimed to meke course nembers aware of the importance of maintaining and

monitoring the outcomes of negotiation and to offer opportunitiesto consider and pradise
skills which would enable them to address this task. Once again the workshop planners nade

an assumption about the skills to be pradised in this sesgon. Course members were asked to

consider scearios which typified stuaions encountered in the d& to day experience of
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every educdona psychologist - for example attending a meding with a pre-agreed puose
or ‘agenda’, to dswver that the other paty involved has changedthe ‘ageda’ and daims to
have no knowledgeof a pradice agrement which indicaesthat sudh unilaterd adion is not
acceppable from either paty. Scenarios sdeded amed to be represantative of gtuaions in
which educaiona psychologists find themselves, and to provide participants with pradise in
sKkills such as challenging, conflict resolution, clarifying, establishing role and avoiding
ambiguity (Appendix 4(g) ). The scaarios presated dsoindiredly affirmed the benefits of
prepamg for negotiation for course members, by highlighting the @sts of inadequée or

insufficient preparation before entering into negotiation.

Evaluation exercise:

In this ses®n, course members wae askedo complete a workshop evaluation form which
amed to obtain feedack dout the extent to which the workshop ams had been adiieved,
how interesing and usdul the workshop had been for them peronaly and its perceved
usefulness in terms of service development.

Course members were dso askedto offer verbal feedack dout ead phase of the

negotiation process - preparation, negotiation skills and maintenance.

WORKSHOP EVALUATION

Written feedback from course members:

Pre-course materials and introduction:

On ascde of 1 - 6, (1 = les usdul, 6 = more usdul), course members’ ratings of these
secions in terms of raising awaenessof the issues swounding savice level and pradice

agreements and their use within services ranged as follows:
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Less useful 1 2 3 4 5 6 More useful
(4) e @

With regardto usdulnessin tems of providing aframework for prepamg, negotiating and

maintaining practice agreements, course members rated these sections as follows:

Less useful 1 2 3 4 5 6 More useful

® @& @

Preparation:
On ascale of 1 - 6, (1 = less useful, 6 = more useful), participants rated this section of the
course in terms of raising awareness of the issues surrounding preparing for negotiation as
follows:
Less useful 1 2 3 4 5 6 More useful

1) (1) 4 @
With regard to usdulness in tems of giving pradice in prepaing for negotiation,
participants rated this section as follows:
Less useful 1 2 3 4 5 6 More useful

4 @ @

With regardto usédulnessin tems of providing a framework for prepaimg for negotiation,
participants rated this section as follows:

Less useful 1 2 3 4 5 6 More useful

2 @ @

Negotiation:
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Less useful 1 2 3 4 5 6 More useful
(1) o @ @

With regardto usdulnessin temms of giving pradice in negotiation, coursemembers raed

this section as follows:

Less useful 1 2 3 4 5 6 More useful
2) (€ R CO R €

With regardto usdulnessin temms of providing a framework for negptiation, course

members rated this section as follows:

Less useful 1 2 3 4 5 6 More useful

2 &

Maintenance:

Onascdeof 1 - 6,(1 = less uskil, 6 = more usdul), paticipants raed this setion of the

course in terms of raising awaeness of the issues suwounding maintenance of pradice

agreements as follows:

Less useful 1 2 3 4 5 6 More useful

(2) @4 @

With regardto uséulnessin tems of giving pradice in maintaining pradice agrements,

participants rated this section as follows:

Less useful 1 2 3 4 5 6 More useful
1) (3) @k @

With regardto usdulnessin terms of providing a framework for negptiation, paticipants

rated this section as follows:

Less useful 1 2 3 4 5 6 More useful
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General comments: On ascde of 1 - 6, (1 = less interesting, 6 = more interesting), course

members rated the course as follows:

Less useful 1 2 3 4 5 6 More useful

(1) 6 @

Onascdeof 1 -6, (1 =Iless uskil, 6 =more uséul), course members rated the uséulness

of the course to them personally as follows:

Less useful 1 2 3 4 5 6 More useful
1) () N CO R )

On a scée of 1-6, (1 = less uskil, 6 = more uséul), coursemembers ratedthe uséulnessof

the course in terms of development of their service as follows:

Less useful 1 2 3 4 5 6 More useful

@ & @

Most of the paticipants dlocaed a rating of 4 or more to eat sedion of the workshop

suggesting that participation had been a worthwhile experience.

Verbal Feedback from course members:

Preparing for negotiation:

Course members suggetons included onsidering the use of a video camera to assst
pradice of sKills, allowing nore time for completion of the preparing for negotiation
chedlist, by alocaing less time to the introductory part of the workshop (where participants
were askedo provide information about their sevice ®ntext and expetience of pradice
agreenents) paticipants could be aske to atend the workshop having completed patts of

the prepang for negotiation checKist wurse beforehand, the prepamg to negptiate
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could be included in the pre-murse matenals. Course members consideral that the
preparéion for negotiation checKist could be cusomisedfor use by individud sewices.The
exerdase of writing down - for example the targd, bottom line and soon was regarded as

helpful in terms of providing the impetus for negotiation.

Negotiating skills:
Feedack from paticipants suggeted that breakng down negpotiating skills and giving
pradice in particular skills had been useful and that the tasks included in this sesson would

be valuable for use with other psychologists.

Maintenance:
Comments from coursemembers suggesd that this sesgon had been usdul in highlighting
links between the different phasesof negotiation and that a dagran might help to renforce

how each phase links to other parts of the negotiation process.

Overdll, paticipants’ ratings and comments indicate that the workshop was pecaved as
relevant and worthwhile for them personally and in terms of service development.
Paticipants expressednterestin attending a recl day, suggeted with the am of offering
them an opportunity to reprt back on progressmadein developing the useof pradice

agreements within their services.
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DIMISATION

The Working Group’s @ncept of the overdl project included not only a philosophical
tredise on the value of Sewice Level Agreaments, a sukey of current pradice and the
development of a negotiating skills padkage. An additional element the provision within the
two-day workshop of a medanism for paticipants to consider their own and their sevice’s
position in relation to these deelopments, and devise an adion plan for further
developments. It was dear from the suvey ddails that savices wee at many different
stagesin this process,and the task wa to séect criticdly from the pre-course readng, the
workshop exercises and the other materials avallable, combine this with the paticipant’s
in-depth knowledge of the service context, and map a way forward for that service.
The list of possble roles evisagedby the murseorganisersfor those paticipaing was a
formidable one, as illustrated frable 3 on the next page.

The task participants engaged in to begin to adieve this objedive is shown in Appendix
5(a).

The eercise was further broken down into two grands. Within Service Issues related to
work paticipants might undertake wth colleaguesawaenessraising, preseiating materials,
discussng appoadesto sdools and supprting colleaguesn implementing the agreed lan.
Client and Client Manager Issies referredto the kinds of negotiations which requre to
take pace at auhority level in orderto ensurethat the pratice agrements being dscussed
with and implemented in schoals, will be acceped and supprted by the authority. Appendix
5(a) also depicts the two strands involved.

In order to assst with this process, becHists of suggeted steps were mvided for both
strands. The Within Sevice Issus guidance is referred to asForm 0 and is ill ustrated in

Appendix 5(b), whilsForms 1to 3 offer guidance on possible formats for negotiating
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Savice Level Agreaments, the secung of accepance by authorities ad on the u® of PAs
with schools and other agencies, and are shown as Appendices 5(c) to (e) respectively.

Table 3 : Course Organisers’ Expectations of Participarst

ROLES FOR SLANS COORDINATORS
1. Study pre-course material - survey needs of Service
2. Attend and evaluate pilot course
3. Customise course materials for use in Service
4. Present materials in own Service
5. Consult with individuals re schools
6. Assist in preparation of agreements
7. Backup individual negotiations
8. Assist individuals with negotiations
9. Support/supervise individuals in implementation
10. Troubleshooting - assist individuals with hitches in implementation
11. Role in complaints procedure
12. Assist in reviewing operation of agreements.

Feedackfrom patticipants suggetedthat this wasa valuable exerdse, ad that the materials
provided wee helpful interms of focusng on the pertinent issues. It was accepedthat this
could be only an initial approach to the complex task of implementing proposals, and that

management and other colleagues wuld have to be mnsuted. There was a ansensus
among paticipants that a recd day later in the ses®n, where pogress could be reported

and pitfalls examined, would be a valuable addition to the programme.

41



SUMMARY

SERVICE LEVEL AGREEMENTS
+»» Therationde for savice level ageaments liesmainly, but not exclugvely, in the

trend towards accountability of public service delivery.

+» In Scotland to date there has been very limited usage of service level agreaments
per € between psychologicd savices ad their employing authorities. The
balance of arguments dscussd in this document would suggestthat the
disadrantages for seavices of negptiating forma sevice level ageeaments

outweigh the advantages.

+ A more effective way forward for services in this area would be:
* to develop a omprenensive framework for negotiating practice
agreementsvith schools and other consumers of our services
* to neqotiate with the educdéion auhority their accepance of the
framework
* to negptiate individudly with schools and other consumerson the content

of their particular practice agreement.
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PRACTICE AGREEMENTS

** Pradice Agreaments provide a framework for the development of meaningful

patnership between psychologicd savices, shools and other agencies. These
ageaments must be flexible, relevant and usdul for both sevices ad their

clients.

«* Agreements in use in Scotland reflect the following objectives:

* ensuring an equitable service

* determining the contact pattern between the service and its clients
* defining and clarifying the range/strands of service being offered

* specifying the means of delivery, eg consultation, casework, training
* providing an explicit structure for monitoring and reviewing service

delivery.

A number of necessey sages e evident in the development of pradice ageaments with

schools:

X/
L X4

negotiation and consultatiowithin a psychological serviceegardng the content
and processof developing pradice ageaments: geps wuld includethe accessg
of badkground materials, discusson of the diverse requirements of schoals,
agreament on content and format, pradice in negotiating sKkills, and
supevision/supprt from sewvice management in implementing and maintaining

practice agreements.

negotiationwith education managemenit is important in the development of

pradice agrements that sewvices gve onsderdion to negotiation with the
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authority’ s educ@ion management the ams, purmse,content and format of these

agreements. This consensus is vital in ensuring co-operation from schools.

negotiationwith school stéf: the main dement of this exerase would be the
processof negotiation between the head teader and the psychologist working
with the sdool. Important other aspets would be the consutation with, and

communication of the details of the agreement to all relevant personnel.

A variety of processesof negotiation are refleded in curent pradice. It is
important that the negptiation processis focused, concise ad timely. For
example, an appiopriate time for negotiating with sdoals could be June, when the
agreenent for the curreit sesgn would be reviewed ad the pradice agrement

for the next session planned.

Current pradice reveds that ageaments ae invariably instigated by psychological
sewices. h the longer term agreenents requre to be jointly owned and adively

accessed by both schools and services.

Whilst most pratice agrements curraitly being usedor developed areformal,
written documents, in legd temms they would at best be desdbed as
guasg-contrads. Lack of locum cover for saff asence, the need to respnd
flexibly to mgjor crisis stuations, and the paticular drcumstancesof small rural
schools are al fadors which militate against having rigid contradual

arrangements.
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NEGOTIATING SKILLS

s It is increasingly important for psychologists to distinguish between the
processesof consutation and negptiation in their pradice, to remgnise ad
anticipae negotiation situaions & they arise both formally and informally, and
to develop the skills necessey to negotiate competently in the interest of the

service and of clients.

« An appropriate model for the development of negotiating skills for psychologists

would include the phases of preparation, negotiation and maintenance.

+ Negotiating skills appropriate to the work of those in public services such as
psychologicd seavicesrequre to emphagse abievement of common goals, the
interdep@dence of individuds and the flexible, effedive ddivery of appopriate

services rather than a competitive model.

+» Negotiating skills relevant to psychologists current pradice can be identifi ed,

practised and improved in a workshop environment as described in this paper.

« This document should be seen @& a resource from which psychadogical
savices can customise,to produce anaction plan for the devdopment of
practice ageements intheir own contet, and for the enhancement of

important contributory skills .
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APPENDIX 1: AEP Guidance on Service Level Agreements

ASSOCIATION OF EDUCATIONAL PSYCHOLOGISTS

SERVICE LEVEL AGREEMENTS

The employment policies subcommittee of the association has recently looked at the isses
relating to the operation of service level agreaments by educational psychology services, and

considered a number of such ageements currently in use. As a result the following guidace has
been produced for members and service managers, where consideration is being given to either
introducing service level agreements, or to modifying existing agreements.

Service level agreaments have generally been introduced by educational psychology services
with the aim of formalising the services they provide to some or all of the schods in their local
authority.

Most commonly they include:

1. A description of the range of services the E.P.S. can/will offer to the school.

2. The amount of E.P.S. time a schod will be entitled to over the period covered by the
agreement. (Normally one school year).

3. The contact arrangements between the educational psychologist and key personnd in the
school, both when the E.P. is in the school and at other times.

4. Arrangements for discussng with staff, recording and reporting actions ageed duing schod
visits.

5. The management of statutory work in relation to pupils at the schod, and whether thisis part
of or additional to work carried out under the S.L.A.

6. Arrangements for work carried out with pupls referred from sources other than the schod
(eg paents), and for pupils on the role of a schod but not currently attending (eg
excluded pupils).

7. The facilities the school will make available for the educational psychologists.
(eg accommodation, access to staff)

8. What arangements appl in circumstances where it is necessary for an aranged visit to be
cancelled.

9. The arrangements by which the schod provides the educational psychologist with necesary
information prior to a school visit.

10. Arrangements by which the schod ensures that the involvement of the E.P. has been
discussd and ageea with a pupils parent, and how they are to be involved. eg invited
to be present at any assessment.

11. Arrangements to review the successor otherwise of the SL.A. Commonly such monitoring
would include an aanud meding which might include the line manager of the
educational psychologist, and senior staff at the schod as well as the schod educational
psychologist.
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APPENDIX 2: Central Region guidelines for SLAs

CENTRAL REGIONAL COUNCIL : EDUCATION SERVICES

Guidelines for Service Level Agreements

Introduction

In its statutory role of providing efficient and effective education for all pupils/students the School Development
Service has responsibility for supporting and monitoring the quality of educational provision in all its primary,
secondary and special schools. To fulfil this role, School Development Services will enter into a number of Service

Level Agreements with Education Support Services.

Service Level Agreements will specify the support, guidance and services which all schools can expect as well as the
guality assurance mechanisms whereby the quality of services provided can be monitored.

For the purpose of this document the following definitions will apply:

client manager - commissions, specifies and monitors the service delivered
provider - commissioned by the client to provide the service
client - receives the service following negotiations with the provider.

To ensure that Service Level Agreements are responsive they should be taken into account during the school

development planning process and School Development Plans should inform the review of Service Level

Agreements.

2. The Purpose ofService Level Agreements

The Service Level Agreement will formalise and improve current arrangements between client manager, provider

and client by:

. specifying the services which can be provided

. stating the respective responsibilities of the client manager, the provider and the client
. enhancing the quality of provision through clarification of services which are available and better

targeting of services to meet client need

. improving responsiveness to client need through the evaluation and monitoring of services provided

. demonstrating value for money through a dynamic and responsive process of matching services

provided to client need.

3. All Service Level Agreements should include

. the roles and responsibilities of all parties
. description of customer entitlement

. range and quantity of services which could be provided

. costs of services identified
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. targets and outcomes
. quality assurance mechanism for both provider and client

. a statement of the complaints process.

Principles

All Service Level Agreements must be based on the following principles:

. the criteria for the allocation of time should be fair, consistent, publicly stated and reviewed as
appropriate

. where appropriate the agreement on provision should be based on negotiation and joint identification of
needs

. all agreements should be flexible to be responsive to changes in need.

The Process of Developing a Service Level Agreement

All Education Services employees of Central Regional Council work within the context of the Education Services'
goals, values and quality standards. This implies that the development and delivery of Service Level Agreements are

based on:
. partnership between client manager, provider and client
. trust and confidence between all parties
. mutual recognition of professional skills
. equality of opportunity
. shared responsibility between all parties.

Any Service Level Agreements/Contracts negotiated with organisations which are not part of Central Regional
Council should be developed in the same context described above.

Everyone involved in the commissioning, delivery or receiving of services provided through Service Level
Agreements must be made aware of their roles and responsibilities and of the mechanism whereby they have the
opportunity to influence the process.

Managing the Delivery ofService Level Agreements

. Quality Standards will be specified and embedded in Service Level
Agreements
. The provider will establish a time accounting mechanism and procedures for

reporting on an agreed basis to clients

. The client will be responsible for establishing management mechanisms to ensure effective use of
the time and services available.
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APPENDIX 3(a): Sample Practice Agreement 1

East Ayrshire

COUNCIL
Education Department ~ Psychological Service

The following Practice Agreement iglesigned to outline the general basis of
working between the nominated school and the Psychological Service.

School ...l Academy Session: 1996/97
Psychologist: .......ccccoiiieiiiiiieeennnn,
School Co-ordinators: ........... AHT and ................ AHT

Time Allocation of Psychological Service to School:
Core time equivalent of 1 visit every 2 weeks

The supportfrom the Psychological Servicaill be divided beteen directwork
with the schoband developmentalork organisedmth individual schools omith
a group of schools.

Key Issues & Areas of Work to be Addressed with School.

Continuation of consultative work: multi-agency work and direct casework
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Summary of Approaches.

Direct Work with School.

Strand. % Time Allocation.
Consultation & Advie 60%
Assessment & Interventio 40%
Training -

Research & Evaluatio -

Policy Developmen -

© o & W D PP

Flexibility Facta -

Developmental Initiatives.

Detalils % Time Allocation.

Agreement

The aboe has been arrivedtahrough a discussion ahe needs athe school and a
negotiation asto hav the Psychological Service oahelp meet these needdt
represents a fair & agreed overview of the nature of the work to be undertaken.

Signed: Head Teacher
(or Nominee)

Psychologist:

Date:

This Practice Agreememtill be subjet to reviev & amendment through mutual
discussion and will be formally evaluated inDecember 1996.
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APPENDIX 3(b): Sample practice agreement 2

DRAFT Fife Council Psychological Service
Practice agreement with schools
1. Introduction

The Psychological Service makes a prospectus available to schools to outline the services it
offers. This document complements the prospectus by providing a framework for a
particular school and its educational psychologist to develop an understanding of mutual
expectations which are sensitive to the needs of an individual school and monitor this over a
school year. Such an understanding need not necessarily be in written form but the
headings which follow may support the initial discussion and subsequent reviews. In this
process reference should be made to the prospectus.

2. Contact and access

(@) who with?

(b) when?

(c) pattern of contact?

3. Services

(a) casework consultation (range of problems)

(b) school development consultation (range of issues)

(c) connections between (a) and (b).

4. Monitoring and reviewing

It is most helpful if the headteacher and psychologist jointly and continuously monitor the
working relationship between the Psychological Service and the school and take steps to
adjust this. In addition a joint review should be specifically noted on an annual basis
towards the end of each session. The following prompts are suggested as a basis to
support continuous monitoring and annual review.

1. What has worked well?

2. Have there been any areas of difficulty?

3. Who could take action to adjust things?

4. Actions agreed.

5. Outcomes from review

In most circumstances it is expected that any necessary adjustments to the working
relationship will be effected by the headteacher and psychologist between them. Where this

cannot be achieved then reference should be made to Psychological Service management
through the local Area Team Senior.
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APPENDIX 3 (c) : Sample evaluation Form for Practice Agreement

NORTH AYRSHIRE PSYCHOLOGICAL SERVICE

Psychologist: School

For each of the following questions please allocate a score based on the following key:
1-Very poor 2-Poor 3-Average 4-Good 5 -Very Good

1. How do you rate the effectiveness of the initial discussion with your allocated
psychologist as a method of agreeing priorities for Service provisio

2. With hindsight how close a match were these priorities with whole school
needs throughout the session?

3. How do you rate the value of the written school/service agreement?

4, How do you rate the quality of formal informal consultation and advice
given to school staff by your allocated psychologist.?

5. How do you rate the effectiveness of joint action planning via meetings
with school staff, parents, psychologist and other agencies when appropriate?

6. How do you rate the level of commitment given by Psychological Service
to the negotiated agreement?

O 0o godd

7. How do you rate the level of commitment given by the school to this agreement?

[]

Please comment on the following:

1. Areas of work that have been particularly useful to the school.
2. Areas of work that have not proved particularly useful.
3. Ways of improving service to school.
4. The time allocation given to school.
5. Other comments.
Signed:
School: Date:
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APPENDIX 3 (d): Sample Communication with Schools
Regarding Service Delivery

The Psychological Service
Principal Psychologist: HAROLD WILSON
Langgarth Stirling FK8 2HA Tel No: 01786 443322 and 442530 Fax No: 01786 442946

Dear <DEAR>

The Psychological Service: Delivery of services to primary and secondary schools

The Psychologicd Service will continue, in the coming sesson, the pattern of spedfying to

headteahershow much time is available to their school and offering an opportunity, eaty
in the sesson, to negotiate how this time should be used. The only exception will be with
very smal primary sdools where, this yea, we ae poposing not to dlocae a spedfic
amount of time but rather to negotiate with headteaders how seavices ca be ddivered,
given that a limited time is available.

We ae awae that headteaders will, in the main, wish to retain the same psychologist as
lastyearso wehave madeasfew dhanges as pssble. Your psychologist in the new sesgn
will continue to be <PSYCHOLOGIST>.

Time allocation

We ae continuing with the sane method of alocaing time & we usel last yea.
Discusgons with a number of headteaders have indicaed that this is, gaerally speakng,
regarded favourably.

Every schoal is alocaed a number of days of Pg/chologicd Sewice time for the provision
of services by their main psychologist: the number is based on the roll of the schoadl,
weighted to refled the socio-ecmnomic status of the pupls families. Y our school has been
allocated <NO_OF DAYS> days. We will keg an acount of how much of your time is
being used and will let you know from time to time how much is left.

In the case of small primary schools, where the time allocation is very limited, we recognise

that it might well be necessary to meke more time available should there be a pupl with
spedal neals. We will be holding discussons with the heal teaders of these shools duing
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the course of the yearto see if we can improve the way in which sevices ae ddiveredto
them.

This yea, we will be retaining some time for use in coping with emergencies in schoals.

This will only be asmall amount (obvioudly the nore we retain for emergency usethe less is
available for general use in schools) and will have to be strictly controlled. We hope to be
able to ensurethat, where a unexpeded needoccursin a paticular sdhoal, time is available
to deal with it.

It should be noted that there may be cnstraints on how some of the available time is used.
If you have a ¢ild with speta educéiona needs,for example, then the legdation
determinesthat an assesvent hasto be caried out to seeif areord of needsis necessgy.
The Dredor of Educdion might aso request agne paticular work to be dne and, of
course, some work will be already underway from last session.

If you want to know more about how The Ps/chologicd Sewices time is spet, please
arrange this with <PSYCH_NAME>.

What services are provided?

<PSYCH_NAME> will arrange to med with you shortly to discuss what services you think
it would be uséul for <HIM_HER> to provide: asabags for that dscusgon, we offer the
attadhed 'menu’.  If you wish to receve a sevice which is not listed, do rase this in
discusson and we will do our best to med your needs. Obvioudly, the nore time you want
<PSYCH_NAME> to spend providing one type of service, the less time will be avail able for
others.

Whatever pdtem of sewvice ddivery you negotiate with <PSYCH_MME> can be anended
at any time by mutud agreenent: | would suggestn any ca® that you meet agan part way
through the session to consider whether the mix of services is right.

Other members of The Psychologicd Service team will also provide services if your school
requresthem: alist of theseis dso attached. Thes savices @ae povided extra to your
allocation time.

As before, you can find out more about these savicesin our Savice Ran or you can ask
<PSYCH_NAME> to provide you with information.

Psychological Assessment of individual pupils

If you think that the psychologicd assessent of an individud pugl is necessgy to extend
your own assessent of his or her needs, fease tscussthis with <PSYCH_NAME>.
<HE_SHE> will be able to offer advice to help you to prioritise requests for assessnent and
will tell you when time isavailable for areferral to be dedt with: in some cases you might
find that it is sufficient to discuss the child.

When it is agreedthat a pup should be referred for assessent, the next step would be for
you to arrange ameding with the dild's paents/caers, yoursdf (or your represettative),
<PSYCH_MNME>, and any other professonas whose pesece might be helpful. The
purposeof this meding isto dscus what information is dread/ known about the cild and
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what a pgchologicd assessent could be expededto add. It should be possble to ensure
that the parents/carers arenadefully awareof what is involved and do give their appioval
would be grateful if, following this meding, you would complete and 9gn a ‘Commisson
Form' (enclosed) which authorisesThe Pg/chologicd Sevice to cary out the assessent on
your behalf.

Oncethisform is recéved, we will, in al but the nost exceptiona circumstances, begin the
asessnent within a few weeks. When the assessnent is complete, we will discuss the
results with you and provide a written report where necessary.

Continuing contact with children

With some children, The Psychologicd Service will maintain its links beyond the period of
asessment. These children will include those who have arecord of needs and those who are
attending a day unit.

The acces officer maintains a regster of children with physicd imparments and will
contad you annually to bring this up-to-date. She will then remain in contad with these
children, particularly to assist you with forward planning.

The spewist teaders will maintain contad with children who have a severe spedfic
learning difficulty and will monitor their progress from time to time.

It is dso, asindicaed on the 'menu’ of sevices,open to you to negotiate for some of the
psychologist's time to be spent in continuing contact with children.

Quality assurance

We do try to provide a service of the highest possble quality. We will be spending time,
this yea, setting up anew quality assurance procedure and will be consulting with you over
this. As before we have circulated a quesionnaire to headteaders askng if they requre
any changesin the way seavices ae ddivered and, dthough ealy returns indicae that no
signifi cant changes are needed, we will be using the results to improve our service wherever
possible.

Meawhile, if you have any comments or complaints, do discuss them with
<PSYCH_NAME>. If this doesn't resolve the difficulty, please contact me personally.

We look forward to providing a pgchologicd sewice to you and your gaff during the
coming year and to working in partnership with you to meet the needs of your pupils.

Yours sincerely

HAROLD WILSON
Principal Psycholoqist
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APPENDIX 3(e): Sample description of responsibilities required of school
(ex Grampian Region)

RESPONSIBILITIES OFTHE HEAD TEACHER

(Some of these responsibilities maydedegated to a nominated member of
promoted staff)

a) meeting with educational psychologist to negotiate fonefairrals

b) organisation of class cover where necessary so that appropriate members of staff
may consult with educational psychologist concerning individual pupils (formal
referrals and non-referred cases) or more general issues concerning the learning or
behaviour of pupils

c) organisation of in school meetings between parents and the educational psychologist
and a member of staff, where appropriate (concerning individual pupils)

d) ensuring the actions/interventions agreed between head teacher and educational
psychologist are undertaken

€) provision of suitable facilities for confidential consultation with parents and/or
members of staff

f) ensuring verbal and/or written feedback from assessments is passed to the relevant
member(s) of staff while safe guarding confidentiality

g) ensuring that review meetings are minuted accurately and sensitively

h) meeting with educational psychologist to plan in-service training and to agree
responsibilities and arrangements

i) meeting with educational psychologist to plan special projects and to agree
responsibilities and arrangements

j) organisation (with educational psychologist) of review of service level agreement
and making arrangements to ensure feedback from the review is given to school staff

k) organisation of annual reviews of pupils with Records of Need.
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APPENDIX 4 (a): Programme for two-day Negotiating Skills Course
NEGOTIATING SKILLS PILOT COURSE

PROGRAMME - DAY 1 29TH JANUARY 1997

09.15 - 10.00 COFFEE AND REGISTRATION
10.00 INTRODUCTION AND RATIONALE - IAN LIDDLE
10.15 TASK 1: PARTICIPANTS DESCRIBE CURRENT STATE OF PLAY IN SERVICES
11.00 PREPARATION STAGE - INFORMATION AND FRAMEWORK - JENNY WILSON

TASK 2: PARTICIPANTS WORK AT PREPARATION TASK

11.15

LUNCH
12.00

NEGOTIATION PHASE - INFORMATION AND FRAMEWORK - WILSON FREW
13.00

PARTICIPANTS WORK AT NEGOTIATION TASK 1
13.20

PARTICIPANTS WORK AT NEGOTIATION TASK 2
13.50

COFFEE
14.30

PARTICIPANTS WORK AT NEGOTIATION TASK 3
14.45

PARTICIPANTS WORK AT NEGOTIATION TASK 4
15.15

FEEDBACK SESSION
15.45

PROGRAMME - DAY 2 30TH JANUARY 1997

09.30 MAINTENANCE PHASE - INFORMATION AND FRAMEWORK - |AN LIDDLE
09.45 PARTICIPANTS WORK AT MAINTENANCE TASKS
11.00 COFFEE
11.15 EVALUATION EXERCISE
12.15 LUNCH
13.15 CUSTOMISATION TASK
15.00 FEEDBACK SESSION - PLANNING FOR IMPLEMENTATION
15.40 COFFEE AND FINISH
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APPENDIX 4 (b): Preparatory Notes for Workshop

Negotiating Skills Workshops

Preparatory Notes: please complete this exercise in advance of the
workshop and bring two copies with you.

1 Personal details
Your position in the Service; current involvement/history of using practice

agreements, etc; interest in the topic

2. Service details
Size and deployment of Service; present arrangements with schools (contracting,

time allocation, menu of services, service guidelines for practice agreements,
monitoring and Quality Assurance measures.

3.  Council details
Expectations of PS; avenues for communication; openness to

initiatives from PS; key personnel (anonymise)

Please turn over
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Negotiating Skills Workshops

Case Study - School Outline

Consider the details of a school which is well known to you in your everyday
work.

Write down details of school organisation; key personnel (anonyreibe)s;
strengths and weaknesses; expectations of your service; service currently
delivered.

This outline will be used as background in the practice workshops on preparing,
negotiating and maintaining practice agreements.

Thank You

62



APPENDIX 4 (c): Pre-course Exercise: Personal Negotiating Style

PERSONAL STYLE - PART A
(pre-course exercise)

Use the model below to place yourself within the triangle at a point that best describes your typical personal style when in

discussions with school staff.

B

FH LT

Notes for guidance:

TB: Has a competitive disposition, he/she hates to lose and will keep arguing after the point is lost. Very effective in

competitive negotiations. Not afraid of a hostile atmosphere. Is good at confronting and challenging skills.

LT:  Weighs everything on the salesof logc. Methodical, precise, he/sh takes adng time o consider @erything and
rarey answersurtil all angles areconsidered. Very effective aspart of a tean and/or behind the senes Tends
irritate others who want to move on quickly. Gives very little of him/herself emotionally.

FH: Has avery casual, ifiormal manner. Bpularand appoachable. Cargive concessons easy in neggdiations. Can
also be spontaneously credive. Best in co-erative negdatiations and goodat devel oping positive dfect. Seen as
friendly and accommodating.

TASK: Consider your own pasition in the triangle. If you are predominately of one type, what apects of the other
typeswould you wish to develop to augmentyour power asa negatiator (in your typical contexts).Write them
down and discuss them in the group.

PERSONAL STYLE - PART B

(a) Individually, please rate yourself on a scale of 1 to 10 to indicate your personal satisfaction with
your location in the triangle.

Unhappy 1 2 3 4 5 6 8 9 10 Happy

(b) Secondly, please place yourself within the triangle at the location you would wish to move towards.

THANK YOU. THIS EXERCISE MAY HELP YOU TO CREATE A PERSONAL PLAN FOR DEVELOPING
YOUR NEGOTIATION SKILLS
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APPENDIX 4 (D) : Preparing to Negotiate

What kind of negotiation are you preparing for?

Win/loseor Win/Win?

In win/lose negdiations parties strive for victory. In Win/win negdiations parties strive for
consersus. Thetype of outcome you vant from negdiation will vary. Asa geneal rule howeve,

the kird of negdiations weas psychologists are likely to be aiming for will be Win/win. We are
likely to have a cortinuing relationship with the dher party, we will be deoeendent ontheir

co-operation for succesdul implementation of what has been agreed, will be working together,

sharing interests and concerns and discussng and trying to resolve points of corflict that arise.
There may be timeswhen awin/lose type of negdiation may be appropriate - oneshot deils,

shat teem / one off relationships, situations whee the dher party cannot frustrate
implementation of the agreement all lend themselves to win/lose negotiating.

Four points to remember abadin/Win negotiations:

* Win/win negotiating is not a soft, altruistic approach. A win/win outcome is
negdiated for purely seffish reasons. The dher party's satisfaction with the aitcome
works to yaur advantage. He will want to cortinue working with you and will gladly
implement the agreement reached.

* Win/win negdiating should be two way. You might prefer to negadiate in a wirwin
spirit but if the other party doesnot - everafter you fave tried to make him undestand
what will be gained by co-operation and lost by confrontation - you cannot cortinue on
the win/win basis. If you are negdiating a relationship which requires a win/win
approach and the dher party does notseam to think so, that may prompt you to
reconsider whether you should negotiate at all!

* Even if yaur position is vey strong, even if youcould almost dictate yaur terms, whether
you deide to negadiate in a win'win or wir/lose spirit depends @ the diration of the
relationship and how deendentyou are onthe dher person for compliance. Consider
where the negtation fits within the cortext of a lbrger and longerterm relationship
before deciding whether to aim for a win/win or win/lose approach.

* Be consistert. Too dten negtiators rationally conclude that they should negdiate in a
win/win spirit but in the heat of negatiation, apply all kinds of tricks that are only
suitable for win/lose negotiation.

Is reaching an agreement essential?

Consider as part of preparing for negatiation - is it essential that agreement is reached? What
would be the autcome(s) of failure to reach agreamert? Would fail ure to reach agreament be less
damaging that protracted negtiation which may unde'mine your bargaining power, self estean,
credibility etc?

Bilateral or multilateral negotiations:
Will more than twaparties béanvolved in the negotiation - either directly or indirectly?

Multil ateral negatiations entail both the apportunity of and the danger of coalitions. Ask yourself
whether it is probable that some of the other parties will conspire against you and what the
implications of that would be. Consider also wheher it wailld make serse from your point of
view, to join forceswith one omore ofthe dher parties and if so, hav and whenare you going
to approach which party and with which suggestions?
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Is the other party internally divided?

Often the negtiation process corsists of separate negdiations - one'across the table' - eg
betweenthe principal psychologist and drector of education or ahead teacher - and onewith
othes who may be more drectly involved in implemerting whatever has been agreed -eg
between youas the psychologist assgned to a school and a guidance or class teacher. In
preparation it is important to consider the internal situation - both on yaur side and within the
other party. Ask yourself whether the other party might be internally divided and if so what
might be the ramifications of this and how might this affect your negotiation?

Linkage effects:

Consider wheher current negdiations are likely to be linkedto future one? If so, will precederts be
set? Could anything you doany decision you take, any concesson you make now, ramper you inthe
future? Are there any implications for the negotiation you are currently preparing for?

Can the agreement be enforced?

One of the most important questions you have to ask yourself when preparing for negdiation is
whether you can force the dher party to comply with the agreement you hope to reach. Agreeirg a
course ofaction is onething, gdting it implemerted is aiite ancther. Sometimesan agreement cannot
be eriorced. Determining factors are the rature of the del and the rature of your relationship with
the dher party. As part of preparing for negdiation it might be hepful to consider the costs - for you
and for the daher party of noncompliance - and if appropriate - mertion these as lossesfor the dher
party when negotiating.

Will the other party with whom you are negotiating remain involved afterwards?

Sometimes the person with whan you are negtiating remains involved when itcomes to
implemerting what has beenagreed.If this isthe case and you fave come to trust this person during
the negtation youmay not find it necessary to discuss eveything in deail or to put evay ddail on
paper. Howeveryou needto consider the implications for you and the aitcome of the negadiation, if
theagreamentyou reach with Mr A is implemertedby Mr B, who has not been involve in any of the
negdiating process and may have an erirely different undestanding of what was agreed and
different expectations of you, as a result.

Does the other party really want an agreement?

Sometimes peqole negdiate for the sake of it, or because they have beentold they have to, or for
various otherreasons. Be aware of the posshility that the other party may not be sincere in ertering
into negotiation and consider how you might respond if you suspect this is the case.

Common interests:

Consider what common gound, if any, exists betweenyou and the dher party. In which respect(s)
are youin the same boat, more partne's than adversaries? The tougher the negdiation is likely to be
themore important it is to be aware ofthe interests that you and the dher party share. Remind him or
her of them regularly. Do not take it for granted that he is aware of them.

Consider the issues - for you and for the other party:

Having clarified what kind of negtiation you are planning for, consider the Bsues that needto be
negotiated.

Thee may be maor and minor issues to be addressed. Remember to be aware whenyou are
negdiating wheher youare discussng something of prime or lesser importance. Try notto lose sight
of the relative importance of what is being discussed in the heat of negotiation.

65



Ask yourself how various issues ireract. Can concessons a one saue be tradedfor concessons on
others?

Look behind ssuesto the irterests and needsbehind them. What is the real problem? Is the hed
teacher wlo has written to the Director of Education to complain about not having enaigh time from
the psychological service, really looking for support in dealing with demanding parents and
inexperienced staff?

What are the costs and benefits of your respective positions?

Information gathering:

You needto gather as much relevant information as posshble about the aganisation you are dedling
with and the person with whom you will be negotiating.

For example in the case of a school it might be helpful to find cut about organisational factors like the
managament and staffing structure, school develpment priorities, support resources available, school
policies, organisational climate, previous working reationships between the service and head
teache/school management team and the hed teachea's expectations of the service. It may also be

helpful to learn about the person with wham you will be negatiating - his’her skills and experience,
attitudes and values, expectations of the service, relationship with previous psychologists and so on.

Information heps you to get a feel for the strengh of yaur bargaining position. It also heps you
decide how youare goingto handle the negtiation, how youare goingto approach the dher party,
and which tactics you will apply. You may evenfind information which makesyou wonderwheher
you want to negotiate with the other party at all.

Information gathering doesnot end wherpreparation ends. The negtiation process, particularly the
initial stages dfers opportunities for gathering and double checking information. However be aware
that often what is gathered issoft rather than hard information - ginions, assumption, edicated and
not so educated giesses. Make a mertal distinction between fard facts and assumptions and quinions
and continually test and reassess asaumptions. Be aware that often your expectations about how
somebody will react to you will determine the way you treat him. If your initial expectations are
wrong, your attitude towards him will be wrong and you will find yourself in a vicious circle.

Having doneyour fact finding, idenity the information you have notbeenable to gather. In other
words wtat information do you still needand howcan you obtain it? Can youask the other party? If
so0, when? How? Directly? Casually? By making a statement which implies an answer to the question
and waiting for his reaction?

Find aut also about past negdiations wih this party, or incases whee youare negdiating within an
existing relationship, review past negdiations and ewaluate how youfared. Did the negtiations go
smoathly? Were you (or a colleague witp was previously involved) satisfied with the aitcome?If nat,
why na? What went wrong?What lesns can be learned?Where is there room for improvement?
Wheat tactics is the dher party proneto use?How wee these tactics handled n thepast? Has the dher
party proven to be trustworthy? To what kind of concessons, argumerts and behaviour does he
respond favourably? Where has he proved vulnerable?

Consider also what information the other party may need about you and how you will provide this.

What if the negotiation fails?

It is important psychologically and strategically to clarity for yoursdf - before negatiation starts -the
consequences for you if negatiation fails. Will that be a disaster? Not a problem? Somewhere in
between? Only if you have a clear idea of your situation if negatiation fails, will you be able to
evaluate a proposed agreamert. No proposal is good orbad in itseff. It dependson whet your
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alternatives are. You may not be vey erthusiastic about a proposal but if it exceeds wht you will
have if there is no agreament, you should accept. It may be posdble to build on this beginning bter
on.

Leverage analysis:
Consider the strengths and weaknesses of your respective bargaining positions.

Before starting negdiation youneedto have clear and redlistic ideaof the strengh of your bargaining
position. How much levaage @ you think you have? How much do you think the other party has?
Ask yourself questions like - How much do | need hin? How much does heneedme? What are my

alternatives? What are his? Is time waking to my advantage, orto his? Which deadlines do | lave ?
Which does he have?

Typically these are questions to which you cannot give guaranteedanswers bt it is not posdble to
negdiate and take various decisions either during preparation or negdiation without making
assumptions as to the balance of power. Be preparedto re-evaluate your decisions, plans and actions
if you conclude that you have over- or underestimated the strength of your bargaining position.

Target, opening position, satisfaction level, walk-away point:
For each and every issue you plan to negotiate about, you need to decide four basic positions -

* your target

ie what you are striving for. It should be as hich as posshble without being unrealistic. The higher
your aim, the better your chances that you will do wel. Consider not what would be merdy
acceptable for you but what would be the ideal outcome.

* your opening position

You arrive at your opening position by adding to (seller) or subtracting from (buyer) your target
position. How much depends onthe circumstances, but the more dstance there is between yar

openingposition and your target position, the more room you will have for manoeuvring, concession

making and flexibility. Your opening position should justify a serious reaction from the other party -

a reaction which gives youan indication of what he tas in mind and what he wants from you. Your

opening dfer should not only give information to the other party but should also elicit information

from him.

Some people disagreewith this tactic. They consider that it harms yaur credibility if you ask for more
than your already ambitious targe. If you are unsure about the wisdom of adopting this strategy
consider the dfect of starting at and notabove your targe. You have placed yaurself in a position
which makesit difficult for you to make concessions, as with each concession you dift further and

furtheraway from your target. Evertually you may have to do this but you want to postponeit as long
as posshle so initially you have to take an inflexible stand whilethe dher party - who has openedthe

negdiation by asking for more than histarget position - will highlight all the concessions he ras made

and will blame you for being rigid and unreasonable and for not accepting that negdiation is a
two-way process!

Remember that the other party will judge youmuch more by what you do diring the negtation
process that by what you did before negdaiation began. You could counter hiscriticism by explaining
that by deciding not to ask for more than your target you have made a significant concesson.
However youcannot capitalise onthe concesson because the dher party was notthee when you
made t. By setting aut to be reasonable and fair by not asking for too much, you may appear
unreasonable and inflexible while the other party comes across as reasonable, flexible and
co-operative.

You needto make a deision about wheaher or not to have an opening position which is more
ambitious that your target. What you deside to do will depend -among dherthings-ontheissue yaur
are negtiating about, who youare negdiating with and your own personality. Whatever you deide,
be aware of the consequences of either choice.
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* your walk away point

This isyour bottom line. It is crucial to decide before negatiation begins wtere you are goingto draw
the line.Beware of the auction trap whe'e youendup getting what you want but at a far higherprice
than you can afford to pay - because you had notdecided beforehand how much youwere preparedto
bid.

In negadiating as at auctions, you must draw the linesomewhee and you lave to decide beforehand
while you are till objective, cool, unemotional, fresh, not irfluenced by excitement, or by fedings of
competing with someone ede. If not you will think that with onemore concession agreamentwill be
reached, but that concession will require a final concession, and the final concession, a final
concession.

Your walk away point doesnot necessarily needto be cast in concrete. When negbating, nathing can

or should be. Dependirg on the course of the negdiation, the argumerts used by the dher party, the
concessions heis willing to make, on yaur re-evaluation of the balance of power, or on aher isaues,

you may want to reconsider your walk away point. Howeveralways consider it as adrastic decision
that is not to be taken lightly. If possble take a break, give yourself time and space to question your
moatives for changing yarr walk away point. Is it for good, rational reasons or because you are
becoming tired impatient or intimidated by the dher party? Are you taking the path of least
resistance?

Do not make the mistake of becoming satisfied when yor walk away point is reached. Remember
your walk away point is an absolute minimum. You want more. Do notconfuse yaur walk away point
with yaur targetwhich is your preferred gotion. Just reaching yaur walk away point should be acause
for disappointmert. By ddinition the dstance between your walk away point and yaur target is
considerable. Ending up just at your walk away point is acceptable only if after trying your best you
could achieve nothing better.

* your satisfaction level

To help youguard against the mistake of being satisfied by merely exceeding yorr walk away point
and also against the mistake of enering negdiation with too modest targds, it is hebful to idertify a
satisfaction levelbetween yarr walk away point and target. Your targetis theideal, but if you cannot
reach yaur ideal you may still be satisfied to a certain point. If you do notreach that point, your
satisfaction leve, you should be dissatisfied. The agreement may be acceptable but it does notreally
satisfy you.

Concessions:

For each issue decide which concessions you are prepared to make at which stage inthe negtiation
and in which sequerce. Also idertify the cost and implications - short and long term of each
concession. Think about concessions whth cost you little or ndhing but are valuable to the dher

party.

Your negotiation strategy:

Arguments:

Consider the arguments you want to use in support of each position you are going to take. Try to
anticipate the other party's counter-arguments. Prepare your rebuttal of these counter-arguments.

Tactics:

Decide which tactics you will use when negotiating.

For example - In which vein are you going to negdtiate - friendly, informal, co-operative, flexible - or

does it serve a tactical purpose to take a tough, formal, cool, rigid attitude?

Is it to yaur advantageto rush the negdiation or should you g slow? What authority do you have or
do you want to have?

Put yourself in the other party's shoes, trying to look as objectively as possble but through his eyes,

at al aspects of the negdiation. For example, ask yourself what he wants to accomplish in the
negatiation. What are his needs and djectives? Which isaues will be the major and minor ones for

him? What will be his targets. opening position, and bottom line? What arguments wauld you use if
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you had to argue his case? What concessons can you expect from him? What are hisstrenghs and
weaknesses? Which elements of your proposal will be attractive to him?

Agenda:

Oftenthe agendafor negdiation cannot be detailed before proposals and counterproposals have been
spelled out. You may only find aut about the other party's issuesonce you start to negaiate. However
at some point in the process there has to be an agenda- formal or informal - and the agendahas to be
complete. Geneally no new bsuesshauld be brought up and no ngv demandsshould be made whih
go beyond the agenda.

As aruleit is best to begn with the esier issues. Solving themcreates aco-operative atmosphere
which should facili tate solution of some of the more difficult or contentious issues. Furthermore, the
more issues that have beenresolved and the more time each party has invested in negtating, the
greater the incentive is to resolve all of the issues.

Deadlines shauld also be afactor in d-awing up the agendh. Whenthe dher party has to cope with a
deadline it makes serse to postponethose issueswhich are important to you and/or for which your
argumerts are notvery stronguntil later in the negdiation whenthe imminent deadline might make
the dher party easier to deal with. If you face adeadline you shauld try to ersure that issieswhich
are important to you are discussed at an early stage.

Dress rehearsal:

If the negtiation is of sufficient importance, if you have the time and goportunity and have pegle

around you whoare familiar with the situation and with the dher party, it can be hepful to have a
mock negdiation. Ask a colleague to play the other party as realistically as possble and negtiate
with him. Videotape it and watch and evaluate yourself.

Where to negotiate?

Advantages of conducting a negotiation in your own base:

By taking the time and trouble to come to youthe dher party is indicating motivation to negdiate
with yaou. It also puts pressure a him to reach agreament on at least some issues. Who iscoming to
who also shows something about the balance of power. Being the hat allows you to cortrol the
environmert. For example - do youhave the meding in yaur office or in a more formal setting? Do
you sit behind a desk? Do you offer coffee or nothing at all?

Advantages of conducting negotiation in the other party's base:

It can provide irformation which may be useful for youduring the negtiation process. For example,
how isthe dher party's dfice furnished and decorated?How is his behaviour towards office staff ?
What about pictures @ his desk - do they show a family man, asports buff? Negdiating away from
your base allows you to concertrate better on the negtiation. There are no inerruptions, no phone
calls, no other matters to be attendal to, nocolleaguesdropping in. A final advantage in negdiating
away from your base is that if the negotiation is not going well, you can leave!

Image:

Think about how youwill dress and presentyourself - what image do youwant to presert. Be aware
of your non vebal communication - body posture, gesture, facial expresson, toneand pitch of voice,
eye contact. Remember Metrabian's research that what we remember of anather persons message is
55% appearance, 38% toneof voice and 7% whet is actually said. In aherwordsit is not what is said
that we respond, to but how it is said. Words, voice and body language needto deliver the same
message.

Adapted from: Never take no for an answeBamfritsLe Pook KoganPage 1991
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APPENDIX 4 (E) : Checklist for Preparing for Negotiation

< Preparing for negotiation >

Use the space below to write brief notes about a forthcoming occasion when you will be
negotiating a practice level agreement with a head teacher:

List the issues - for you and for the head teacher:

egWhat are the main issueéfe there any wider issues? How do issues interrelate? What are the
interests behind the issues? What do you want /need? What does the head teacher want/need? What
are the benefits to you/costs to the head teacher of your position? What are the benefits to him/her and

costs to you of the his/her position?

for you for the head teache
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Information about the school/head teacher with whom you are negotiating

for example:

relevant organisational factors that are causes of the current situation and/or are likely to

hinder change -present working methods, other people, resources, organisational structure,
organisational climate, school development priorities;

factors relevant to the head teacher with whom you are negotiatint skills, knowledge,
experience. attitudes and values, commitment;

factors relevant to previous experience of/working relationships between the head teacher and
you Lor a colleague} what has been your/the service's relationship with the head teacher in the
are there any unresolved issues or undertakings?

What has been the outcome of past negotiation with the head teacher?
What lessons can be learned?

> past,

Information about the service/ how you work :

Le

Note information you may need to offer during/prior to the negotiation:
gg information about the service. information about your previous experience. how you like to
operate. what you can offer etc.

eraae analvsis - consider the strenaths and weaknesses of vour respective positions:

eg How much do you need the head teacher's co-operation and vice versa? What are your
alternatives? What are his/her alternatives? Whose side is time on?
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What is your target?

What will be vour openina offer/demand?

What is vour bottom line?

hat is vour satisfaction noint?

what concessions vou are prepared to make?
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eqotiation strateayv :

Consider your strategy and tactics for conducting the negotiagiphat attitude will you adopt?
How much time will be available? How much authority do you have / want to have? Where will the
meeting take place? When will the meeting take place? Who will be involved? What will be the ag

for the meeting? List in order of valuable / importance, arguments you can use in support of the
proposals you are making :

v

jenda
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APPENDIX 4 (f) : Code Switching Task

(@ Inthe group brainstorm and identify situations in which there may be the potential for
drifting into issues that require negotiation without any recognition on both sides.

(b)

With a partner consider the following scenario, taking turns at reading the EP's and the

Teacher's lines. Discuss and practice switching from informal discussion or

consultation to negotiation modes. Consider both the non-verpasdure, location,
etc., and th verbals - what is said. Try to develop as many switch signals as possible
and consider their likely effects on the Teacher and the EP-Teacher relationship.

SCENARIO

The EP is in the Support for Learning Department having coffee with the PT. She/he is
discussing the pupils who will be included in the forthcoming round of school reviews.
Follow the script as follows:-

PT -

EP-

PT -

"Then, of course, David will be included. Actually he is responding quite well to the
support we set up after our last meeting. Have you seen him recently?"

"Yes | had a chat with him last week. He is certainly much more confident than he
was last term so | think you're right about the balance of his timetable now."

"His Mum thinks sdoo.....Nowwhat about Lisa ? | know after your last assessment
you felt she was not sufficiently needy to have a Record of Needs but | have to say
we are having to put a huge amount staff time into supporting her in classes ! I'm
worried that without a Record it will be difficult to keep the support going. In fact |
may even lose staff at the end of this session ...... "

At this point the EP has to indicate a negotiation mode is required.

NOTES
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APPENDIX 4 (g) : Workshop Exercise - Finding Common Ground

For the sceano descibed below devise @ Opeaiing Satement using the following
guidelines:

INDIVIDUALLY:

a) Identify the common ground between the EP and the School.

b) Deal with any obvious (or suspected) objections to you proposal.

c) Statethefads asyou seethem giving precedets and dressthe drongest aspds
of your case.

d) Anticipate questions and provide answers before they are asked.

OPENING STATEMENT

IN PAIRS - Having devisedyour Opaiing Statement discuss wh a patner its likely effect
on the head teacher.

SCENARIO - You ar the EP. You have askedfor a meding to dscus sewice ddivery in
one of your schools during the coming sesson. You susped the Heal will favour a service
based upn arapd respnseto his "demnand” (Fire Brigadg. Your bottom lineisto egablish
a weekly time contracted service based upon a regular half-day visit weekly.

NOTES
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APPENDIX 4 (h) : Workshop Exercise - Conflict Resolution

In the following scenario use the following techniques to confront the issue without
confronting the person of the Head or his style. Discuss or simulate the negotiations.

a) Use a "three point agenda" technique for funnelling information:

i) Hereismy position - Statement of wishes (1)
i) Tell me about youposition - Statement of wishes (2)
i) Can we talk now about "Us" - Common interests.

b) Use the idea of challenging the Head's strengths.

c) Use "What if" questions. "What might happen if we tried this? "What would
my service delivery look like if we got this right?" "Suppose we were asked to
describe the ideal solution?" and so on.

SCENARIO

The Head wants his teaching staff to have free and individual access to the EP for all
purposes including referrals. The EP wants to have a practice agreement on Consultative pre
referral discussions finalised, disseminated, and understood by staffthefpteegin to

make referral approaches. The Head can be difficult and is prone to suspect others motives.
The EP needs to be seen to be completely transparent and open while sticking to the explicit

issue at hand.

NOTES
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APPENDIX 4 (i) : Workshop Exercise - Arguing

In the following Scenario you are negotiating with a competitive head teacher who is
determined, keen to win. You are aware that if you adopt a similar competitive stance the
chances of resolution are slim. Practice, with a partner as Head, role-playing the following
dependency-expanding skills using persuasive rather than coercive approaches.

a) Accurate reflection of the Head's feelings.

b) Emphasise your mutugbwer to influence outcomes.

c) Emphasise the common grouymu and the Head share.
d) Help the Head to concede without lose of face.

e) Stick to_yourbottom line.

Then discuss with your partn@ythe feelings the Head's competitive style aroused in the
EP. ii) the feelings engendered in the Head by the EP's persuasive style.

SCENARIO

You are negotiating with the Head. The contentious point centres round the Head's insistence
that he should be able to refer a pupil unilaterally following the parents' agreement. You

want consultative pre-referral discussions prior to referral and bedoeatal agreement is

sought. This is your bottom line.

NOTES
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APPENDIX 4 (j) : Workshop Exercise: Maintenance Skills

Skills required:

Conflict resolution
Challenging
Avoiding ambiguity
Clarifying
Establishing Role

Scenarios

1. "Communication”

Pradice Agreanent implemented three months ag. At a onsutation meding with a
Guidanceteader, a paent appeass, invited by Guidanceteader to discussher dild, without
prior arrangement with psychologist. Guidance teader clams not to have been told of
practice agreement. Describe/discuss/rehearse course of action in this situation.

2. "Slippage”

Leaming Supprt Depatment has wilaterdly deddedto foregotwo hours of insewice input
agreed, and to replace this with three hasty assessment referrals.
Describe/discuss/rehearse course of action in this situation.

3. "Crisis"

A sdool bus acadent means that a consdeable anount of time has to be given to
counselling injured children and bereaved parents. Discuss the inplicaions of such an
incident for practice agreement.

4. "Complaint”

A primary school assets that sdiool psychologist has not ddivered the ageed number of
consutation sesgns and spaeds an excessve anount of time on follow-up home visits.
Discuss possible courses of action by Coordinator/Principal Psychologist.

5. "Review"

Seonday headteater was o-opedtive in sdting up padice ageament, but mid-year a
number of agugments ae felt to be necessgy. Despte many atempts, headteader is not
making himsdf available to discussthe changes. Desgbe/dscussiehease the urse of
action to be taken in this situation.

IL 28 10 96
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APPENDIX 5 (a) : Negotiating Skills Workshop: Customisation Task

(@) Individually, set about customising the materials and approaches you have studied
and assemble them into an ACTION PLAN designed to take your Sércard.
Use the flowchart and checklists provided. [30 minutes]

(b) In groups of three, explain the details of your plan to the others; they should take
the role of being your “boss” - with a critical eye to time constraints, feasibility,

value f& money - ie, this is a negotiating situation. [3 x 20 minutes]

(©) On the basis of this feedback, revise and refine your action plan. [10 minutes]

WITHIN SERVICE ISSUES CLIENT AND CLIENT
(FORM 0) MANAGER ISSUES
RAISE AWARENESS

OF COLLEAGUES

NEGOTIATE

WITH AUTHORITY

PRESENTATION
FORMAT: SELECT/
DEVISE MATERIALS

TIMES, DATES,
VENUES
PREPARE SLA NOTIFY AND
SECURE
FORM 1 ACCEPTANCE
FORM 2
ASSIST COLLEAGUES
IN
PREPARATION
NEGOTIATION DEVISE FORMAT
IMPLEMENTATION FOR RAs in schools

FORM 3
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APPENDIX 5(b) : FORM Ot Within Service Issues - Informing and
Supporting Colleagues
1. Presentation of materials
Which of these will you incorporate in your presentation?
* Pre-course literature -
(a) SLAs (b) PAs - handout or summarise?
* background to negotiating skills preparation tasks (wWhich
* negotiating tasks (which).....
* mainenance tasks (which)......
* other sources and resources

* Venue

*  Numbers of colleagues.

2. Service Discussion re Action Plan

¢ Which Schools need what? - readiness for PA
* Agreements re targeting

3. Supporting colleagues

* assist colleagues re preparing

* assist colleagues re negotiating (Role play?)
* assist colleagues re implementing/ maintaining
* Reviewing, monitoring, troubleshooting

* Role in complaints procedure.
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APPENDIX 5 (c) : FORM 1: Format for Service Level Agreement

1. With whom is the agreement being negotiated?
2. How will you introduce the concept to them?
3. Design an opening statement spelling out the benefits to the authority.

4. Write out the roles and resmsbilities of:

(@) the authority

(b) the service

(©) the clients (schools etc) [refer to appendix 1]

5. describe the entitlement of

@ a primary school

(b) a secondary school

(©) Social Work Service

(d) Reporters department

(e) Parents and children in the community
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10.

Write down themenu of servicego which each of these is entitled:

@ a primary school

(b) a secondary school

(©) Social Work Service

(d) Reporters department

(e Parents and children in the community

Give a statement of the total costs of the Service. [omit at this stage]

State the targets and outcomes expected of the Service.

What quality assurance data can be collated?

Give a statement of the complaints process.

NOTES
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APPENDIX 5(d) : FORM 2: Notification to Authority of PA
Framework with Clients.

1. Whom in the authority do you need to notify about your intention to negotiate
Practice agreements with clients?

2. Whatstrategy will you use to gain acceptance?
- initial telephone discussion
- initial paper proposal
- follow up discussions

3. Design an opening statement spelling out the benefits to client groups.

4. List the client groups to whom the PAs apply.

5. What strategy will you use to ensure that acceptance is in written form?

6. What strategy will you use to ensure that authority will communicate acceptance of

your proposals to client groups?

7. What strategy will you use to ensure that authority will give backing to your
implementation of PAs with client groups?
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APPENDIX 5(e): FORM 3 Designing a Practice Agreement for use with
Schools
Practice Agreement between Psychological Service and = -------------- School

1. (a) List the Core Services which the Service will offer to the school.
(b) List the additional services which the school may access.

2. The number of days per year the Service will be engaged on school’s business.

3. The contact arrangements between the link psychologist(s) (hamed) and the key
school personnénamed).

4. List the arrangements for negotiation of pieces of work by Service:
(a) on policy issues
(b) on whole school issues
(c) on development work
(d) on casework/consultatgssues.

5. Outline the facilities the school will make available for use by the Service, eg
accommodation, access to staff, access to previously collated information.

6. Describe the arrangements for routinely reviewing and monitoring the agreement,
and the quality assurance measures applied.

7. State the action to be taken in the event of serious departure from the agreed

arrangements by either side.

8. Any exceptional arrangements pertaining to this particular school.
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LIST OF PARTICIPANTS

Name and Address Council Tel. Number

Wilson Frew Angus 01241 435031
Psychological Service

Bruce HouseWellgate

ARBROATH DD11 3TE

Stephen Kerr Glasgow City SE 0141 556 1141
Psychological Service
96 Main St,Bridgeton
GLASGOW G40 1JP

lan Liddle (Coordinator) Stirling 01786442530

Psychological Service
Langgarth, Viewforth
STIRLING FK8 2HA

LyndseyOliver Fife 01334 412000
Psychological Service

Waterend Road,

CUPAR KY15 5HP

Jenny Wilson Argyll & Bute 01369 704000
Psychological Service

Argyll House, Alexandra Parade,

DUNOON PA23 7AJ
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