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1.
Background

1.1
The nature of the partnership

The Consortium for Post Compulsory Education and Training (CPCET), is a pioneering collaborative partnership between further education (FE) and higher education (HE) that in August 2002 became a “HEFCE Recognised Funding Consortium” (HRFC).  This case study aims to explain and explore aspects of the management of this distinctive partnership between FE and HE. 

CPCET (or “the Consortium” as it is known internally) has evolved from  “the Franchise Network” that established and evolved many of its fundamental operating procedures over a period of some 40 years.  It is remarkable in a number of respects besides simply the maturity of its systems and the longstanding nature of many of its institutional relationships,. The scale and complexity of the collaboration is unusual (32 partners serving 2000+ students in 2002/3, dispersed throughout the north of England). The open nature of the relationships between partners is a key characteristic of CPCET, and a another distinctive feature is that its basis  is specialist expertise (post-compulsory sector teacher training), rather than on geographical location/proximity.

CPCET provides awards of the University of Huddersfield that recognise the professional development of teachers, trainers and support staff who work in the post-compulsory education and training (PCET) sector.  These are all in-service programmes. The principle that HE should work in collaboration with FE is now widely and increasingly recognised.  In the case where the provision relates to in-service teacher training and development for the post-compulsory sector it is self-evidently appropriate.  The franchising of what were fundamentally academic and professional development programmes for FE lecturers to FE institutions always had a strong rationale. The Colleges were the key sites of practice and offered a huge store of knowledge and expertise – and they remain so today.

The University of Huddersfield, working in conjunction with the network of colleges that developed into CPCET, has a long established national reputation for excellence in preparing teachers and trainers for the PCET sector (QAA 2001)
. The creation of CPCET itself and the basis that CPCET provides for imaginative responses to emerging needs for professional development and training is indicative of the University’s history of innovation and collaborative working. 

1.2
The development of  CPCET
The Consortium for PCET effectively originates from 1966.  Since then the development of the partnership has been characterised by the progressive transfer of responsibilities from a single HE institution to the dispersed, local college providers.  Initially the HEI simply delivered its programme on the premises of its partner FECs - but the University is now just one of 32 institutions that are responsible for their teaching, learning and assessment.  As the accounting institution of CPCET and the awarding body, the University of Huddersfield retains a distinctive role among the partners, particularly with regard to quality assurance and curriculum development.  However, the University carries the same weight as all other Consortium members on matters such as the distribution of resources, the allocation of students between colleges, and the admission of new members to the Consortium.

The Consortium currently consists of a widely dispersed and diverse set of PCET providers. Geographically, the members are spread across the north of England from Blackpool to Boston, and from Manchester to Tyneside. The partners include large, general F/HE colleges and a relatively small former agricultural college. A few of the partners have more than one hundred students on CPCET courses, others have less than twenty.  

1.3
The aims and role of CPCET

From its formation during 2000/01, the primary goal of CPCET has been to consolidate itself as an effectively constituted organisation that delivers high quality professional training and qualifications for staff in the PCET sector. The Memorandum of Cooperation defines the membership and objectives as “a group of providers of higher and further education and its objectives will be to deliver training and professional development." This deliberately leaves scope for CPCET to diversify from the in-service teacher training related provision that is currently its main focus
.

The consolidation had largely been achieved by the end of 2001/2 through establishing a “hub” to manage financial and administrative processes that support partners in delivery of designated awards.  Acceptance of CPCET as a HEFCE Recognised Funding Consortium for 2002/3 signified a further major step in the process and that was completed at the end of 2002/3 with the adoption of a comprehensive and complete constitution. From this basis the energies of the Consortium are directed towards achieving prioritised goals as specified annually in a strategic development plan.   

1.4
Strategic relationships

The programmes delivered through CPCET represent a relatively small area of the work of each participating institution.  The plans and policies of the partners that most directly relate to Consortium developments are those concerned with professional development  (especially in the context of the new qualifications requirements of “Success for All” for teachers in the “Learning and Skills” sector).  

The specialist focus of CPCET can sometimes cut-across other strategic developments, especially those which are responses to particular regional agendas. CPCET, though, was founded on democratic principles and membership does not restrict the rights of members to join other consortia. By and large, CPCET is not only seen by members as giving expression to institutional goals concerning collaborative partnerships and raising standards of teaching and learning, but also of bringing tangible benefits to the participating institutions. The scale of CPCET, for example, brings a number of advantages, such the ability to form groups of trainee teachers who share a particular subject or vocational expertise.

The relationship of the Consortium with the University is special.  There is not only the historical association: the University remains the awarding body and the accounting institution. Further, even though the Consortium “owns” its own student numbers as a HRFC, it is not altogether independent of the University in the distribution of resources and student numbers.  None-the-less, University/Consortium relationships have remained harmonious – even with a re-negotiation in 2002/3 over the services to be provided by the University and the payments to be made for them. Agreement was reached quite readily on a phased increase in the proportionate share of total income that would be retained by CPCET.  
1.5
The structure and operation of CPCET

In December 2000 HEFCE published a code of practice
 on indirectly funded partnerships for the delivery of HE in FE that incorporated guidance on the principles that should inform consortia agreements. At this time the planning for the formation of CPCET was already well advanced, and it was considered that its development was highly congruent  with the HEFCE guidelines, even though the agreement was formulated in a rather different way. 

The basis of the agreement between partners is the Memorandum of Co-operation and that document closely defines decision-making powers within CPCET and it details its management structure.    


The key management body of CPCET is its Board and this is presided over by the annually elected Chair of CPCET (a senior representative of one of the member institutions). The Board consists of one representative of each member institution. The University of Huddersfield, on behalf of the CPCET, employs and accommodates a Consortium Director and other CPCET staff.  The CPCET Board determines the duties of the Consortium Director and the Director is also a member of the Board. The Board meets at least annually. Every member has one vote except that the Chair has a second casting vote. 


The quotidian management of CPCET is by a Steering Committee consisting of the Chair, the Consortium Director and a member drawn from each of six regional groupings of member colleges plus a representative of the accounting institution (the University of Huddersfield). The Steering Committee reports to the CPCET Board. 
Good practice 

There are several characteristics of the partnership that have contributed to its endurance and success (such as in quality review), and two have been selected for consideration here on the basis that they are the most readily replicated in other contexts.

2.1.  
Relationships and mutual respect. 

External evaluations of CPCET operation invariably single out the quality of the professional relationships that have been established between all involved in the delivery of the programmes.  Clearly the long history of working together is important, but current practice is designed to cultivate and support these relationships through various means that include:

· Monthly, all-day meetings of leaders of the teaching team in each of the colleges and which, inter alia, involve a programme of outside speakers/presentations profiling each centre/training workshops/resource exchanges/research seminars/dissemination activities.

· Focussed occasional workshops for staff in partner colleges who, in various ways, support the programmes (eg. for Librarians, Finance Officers, HE/QA Managers).

· Liaison Tutors who are University staff who are designated as the link person for the programmes in each college. Their duties include attending Centre-based Committees, inducting/briefing students on parts of the programme, supporting the pathway manager in each location, providing the first point of contact for queries etc.).

· The University has a collaborative approach to curriculum development which, because of the specialist focus of the programmes on teaching in post 16 education, genuinely values the expertise and experience of practitioners in the FECs.

· Regular Newsletters and bulletins (on paper and on-line) that keep all involved with CPCET informed of significant developments.

· An annual conference (with associated social events) that brings together all tutors engaged on CPCET programmes for reflection on practice, sharing of experience and  up-dating on current developments and research in the field of PCET

2.2. 
Support for scholarly activity and research among the staff of FE partners

A major practical feature and source of concern in the delivery of HE in FE, and not just in relation to CPCET, arises from the different terms and conditions of staff in the respective sectors. For example, staff in higher education are expected to be active in research and scholarship since these are normally seen as essential to maintain the quality and vitality of the curriculum and of teaching. Research is not a contractual requirement for lecturers in further education colleges. If staff teaching HE in FE are, normally with annual teaching loads significantly in excess of 800 hours, not able to engage in research then there are HE quality issues to be addressed. CPCET is conscious of this need and many of its support mechanisms are designed to give colleagues teaching HE in FE ready access to research and scholarship.   Drawing on the funds allocated by HEFCE for Rewarding and Developing Staff
 delivering HE, the Consortium has sponsored and supported staff in colleges through various means such as:

· Sponsorship of tutors for study leading to higher qualifications by payment of tuition fees for Masters and Doctorate qualifications (15 in 2003/4);

· Development of the PCET Research Unit led by Dr R.Fisher which, among other things, provides databases, a network and a forum for researchers.  It has an on-going programme of seminars and workshops which include contributions from nationally known researchers, as well as work-in-progress reviews from practicing PCET teachers engaged in action research; 

· Research and study leave allowance to pursue approved initiatives such as via the PCET Research Unit;

· Payment of first year subscriptions to professional bodies promoting continuous professional development;

· Support for cross-institutional collaboration on curriculum materials and learning resources.  For a case study of the kinds of initiative this has allowed, (the development of a learning pack, which is now also on-line), see the Escalate web site

Because the kind of support mechanism outlined above are not always available to FECs who deliver programmes leading to the Cert Ed/PGCE for PCET of other awarding bodies, CPCET has now instituted a form of membership that allows such providers to share some of the benefits of this kind of collaboration. Details of this Associate Membership are available on our web site.

Looking to the future, the Consortium is currently exploring means of enhancing collaboration between dispersed institutions through ICT – but as a supplement to existing mechanisms that entail face-to-face contact between partners, not as a substitute for them. 

Through a major project sponsored by HEFCE
, we will have in place by the end of 2003/4 a platform that will link various browser-based functions in a “Managed Learning Environment” (MLE). This will facilitate communication, co-ordination and collaboration in delivering complex and large-scale provision in diverse and dispersed institutions. It will include direct access for both students and staff to a central student record system, to the Blackboard VLE, to a digital repository of shared learning materials and to specialised on-line communities.  These will supersede the paper-based systems that grew alongside the expanding network and will allow staff to devote more time to directly supporting their students and to sharing good practice, rather than working on the same curriculum in relative isolation. 

Guides and Resources

The Consortium has a web site that holds all the major documents that underpin its practice, and most of these are available to non-members via that source:

http://consortium.hud.ac.uk
The key documents are:

· The Memorandum of Co-operation (Annex C is revised each year and it details the exact financial arrangements. For this reason its contents are not made public, but the framework is).  This document provides the overall framework for the conduct of the partnership (see web site “About us/Management”);

· The Constitution and Rules - to be read in conjunction with the Memorandum of Co-operation and as a supplement to it (in “About us/Management);

· The Network and Consortium Handbook – an annual guide produced for the managers in each partner institution (again, the financial sums agreed yearly are not included in the versions made public).  For understanding the day-to-day workings of the Consortium (on matters from the conduct of re-validation events to the training of new tutors), this is the most useful single document (in “About us/Management);

· The Annual Strategic Development Plan (in “About us/Management”);

· Details of Associate Membership (in “Activities/Membership”);

· Accounts of the historical development of the network and its transition to a consortium (in “About us/History”);

· Procedures for securing support from the Rewarding and Developing Staff Fund (in “Activities/Developing Staff”).

· The Managed Learning Environment Project: an overview is available via HEFCE7 but the CPCET web site provides further details, including a monthly Progress Report (in “Activities/MLE Project”).

Given that this Consortium is distinctive in having a narrow curriculum focus (of professional development for PCET), these may not have a great deal of relevance for other partnerships. However, they are made available freely – in part as a demonstration of the CPCET commitment to transparency and openness in its relationships with all concerned.

Conclusion

Collaboration between FE and HE in delivering HE programmes can be of great benefit financially, strategically, academically, and culturally to both sides of the arrangement, as well as to the students who are the ultimate beneficiaries. Such benefits have been achieved by many established franchised arrangements.  

Members of CPCET have chosen a particular organisational arrangement (in the form of a Consortium) as the most appropriate means of giving expression to the quality of relationships that had developed over a long period and providing a continuing basis for an open and equal partnership.  A consortium was seen to offer greater potential than other forms of partnership in that it is essentially more democratic in ethos. 

With this democracy come new ways of operating, new opportunities, and, it should be recognised, new tensions in terms of consultation and accountability.  In order to be successful, this basis for partnership requires the investment of much time, good will and determination. From the experience of CPCET, though, it seems that a clear vision and strong commitment on behalf of everyone concerned are also pre-requisites for success, but by no means do they guarantee it. 

� For more detail of the history provided here, and for analysis of past and current developmental issues affecting the partnership, see a forthcoming article “”From Franchise Network to Consortium” F.Bridge, R.Fisher and K.Webb in The Journal of Vocational Education and Training Vol 55 No 3.


� QAA (2001) see http://www.qaa.ac.uk/revreps/subjrev/All/q297_01.pdf


� For more detail, see the CPCET web site:  “About us/Mission”.


� HEFCE 00/54 (2000)  “HE in FE colleges: Indirectly funded partnerships: codes of practice for franchise and consortia arrangements“


� HEFCE 00/56 (2000)  “Rewarding and developing staff in higher education”


� Escalate  � HYPERLINK "http://www.escalate.ac.uk/exchange/" ��http://www.escalate.ac.uk/exchange/� Curriculum Development and Collaboration within a Consortium Delivering Education Programmes: A Case Study 


� HEFCE 03/43 “Restructuring and Collaboration Fund: Progress report on approved projects in 2001 and 2002” (Web only) http://www.hefce.ac.uk/Pubs/hefce/2003/03_43/





