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Challenge Partners is a national network of local partnerships that 
challenge each other to improve.

We aim to improve the education for pupils through advancing 
the quality of sustainable teaching and leadership. We do this by 
facilitating constructive collaboration and challenge between our 
schools and providing a platform for activities which would not be 
possible for a school to undertake on its own.

www.challengepartners.org

Professor sIr GeorGe BerWICK CBe

As a highly successful headteacher and now Chief 
executive of Challenge Partners and olevi, George 
Berwick has acquired a significant international 
reputation for introducing a number of innovative 
system-wide approaches to school improvement 

centred upon school-to-school work. This has included the 
development of the Teaching school concept, and the Local and 
National Leaders of education roles when he was Director of the 
London Leadership strategy, part of the London Challenge.

His approach to knowledge management now underpins the work 
of Challenge Partners and olevi.

www.georgeberwick.com

This publication should be read with the other publications in the series: The Olevi Collaborative Learning Model; Teaching Schools; Upwards Convergence, and; The Nature of 
Educational Knowledge. The source material for these publications have been captured in two books by Prof Sir George Berwick which can be ordered from www.georgeberwick.com.

ABOUT



from our experiences we know that there are excellent solutions in 
the school system to all the issues faced by teachers, non-teaching 
staff, school leaders, and governors. However, as is often common 
in the education sector, these solutions do not reside with those who 
need them because methods for their transfer are often ineffective.

our solution to this is to adopt a knowledge management 
approach. By effectively managing the knowledge we have at  
this point in time about outstanding practice we are in the position 
of improving the life chances of the young people we serve. This is 
our moral purpose and underpins everything we do.

our belief, supported by practice over the past twelve years, is that 
to achieve this, our theory of action needs to:

•  Create the moral climate for knowledge sharing between staff 
and schools (Moral Capital).

•  Identify those that have the knowledge of effective school 
practice and capture it (Knowledge Capital).

•  equip the staff and schools with the social skills to share their 
knowledge effectively (social Capital).

•  set up the organisational systems for them to share this 
knowledge with those who need to learn (organisational Capital).

It was these four foundations of effective knowledge management, 
based on George Berwick’s depiction of the ‘capitals’ – moral 
knowledge, social and organisational, which drove the school-to-
school approach to the:

•  London Challenge
•  City Challenge
•  Western Quebec school Board

And now underpins the work of:

•  Teaching school Alliances
•  Challenge Partners

INTRODUCTION



The four capitals are the key components of effective  
knowledge management.

The development of the four capitals is essential to achieve an 
effective knowledge managed community. 

The process includes:

• defining the moral purpose and creating the moral capital
•  auditing and capturing the knowledge capital
•  equipping staff to have the social capital to share 

their knowledge
•  providing the organisational capital for all this to occur.

WHAT ARE THE FOUR CAPITALS?
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MORAL CAPITAL

Creating the moral climate for knowledge sharing between staff 
and schools.

There has to be a clear focus for developing the moral capital  
and this is articulated in our moral purpose. This is our all embracing, 
unrelenting desire to ensure that all the pupils in our system gain 
the best possible education. This will not just include academic 
achievement, but emotional, physical and social development as well. 

Without moral purpose, and a culture of openness and trust, 
knowledge collection and its transfer is impossible. simply put it 
raises the question: are those who teach, lead and manage willing 
to learn together for the greater good of their students’ learning?

Moral capital is created amongst staff and schools through  
4 elements:

OVERVIEW OF THE CAPITALS

1. Track record
 -  Can you demonstrate that you have success in resolving 

similar issues?

2. collaboraTion
 -  Are you willing to work with others to co-create a solution?
 -  Are responsibilities for the process and outcomes clearly 

defined?
 -  Are decisions made openly, collaboratively, and based 

upon evidence?
3. empaThy
 -  Do you understand other contexts and recognise their issues?

4. TrusT
 -  Will you stand alongside others and share responsibility 

whatever the outcome – success or failure?
 -  Do you have integrity and deliver on your commitments?



KNOWLEDGE CAPITAL

Identifying those who have the knowledge for effective school 
practice and capturing it.

There are three stages:

1. idenTify whaT knowledge is required
2.  idenTify if The knowledge exisTs in The communiTy and who needs iT
3.  capTuring The knowledge from inTernal or exTernal sources

Knowledge is the collection of qualities required to be an outstanding 
teacher, leader and manager. schools first need to agree what 
they are trying to achieve by establishing their aims. Then they need 
to identify individuals and schools which demonstrate outstanding 
practice that can support them in achieving those aims. This can be 
achieved through an audit which captures where the knowledge and 
best practice exists both locally and nationally. This then provides for 
colleagues a demonstrable and accessible source of outstanding 
knowledge. The first two stages of the olevi Collaborative Learning 
Model exemplifies this ‘capital’.
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More information on the Olevi Collaborative Learning Model can be found in  
our other publication.



SOCIAL CAPITAL

Identifying the social skill set necessary to enable the effective 
transfer of knowledge and then equipping the staff accordingly.

The social skill set used depends upon the nature of the knowledge 
to be transferred and its location.   

There are three dimensions to the nature of the knowledge to be 
considered: its complexity to the user, the amount of tacit knowledge 
and the degree of social, emotional and political content.  

The higher the degree of all three, the greater the requirement for 
high level social skills to be used between the challenger/supporter 
and the learner to ensure the knowledge is effectively transferred.  
If the knowledge lies within the school or local system then 
the social skills required will be role modelling, coaching and 
mentoring, and importantly learning together whilst solving 
common problems.

If the knowledge lies outside of the community then the skills 
required will also include networking with those outside who have 
the knowledge and are undertaking research.

OVERVIEW OF THE CAPITALS
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We call this theory of action – upwards convergence. More on the Upwards 
Convergence model can be found in our other publication. 



ORGANISATIONAL CAPITAL

Setting up the organisational systems for people to share their 
knowledge with those who need to learn.

organisational infrastructure is required to create the opportunities 
to move knowledge around. This requires a focus on building 
capacity (and ultimately sustainability). At a school level, the 
process of school-to-school work creates a range of learning 
programmes, such as a headteacher being coached by another 
headteacher to improve the quality of teaching and learning in 
their school. These range of learning programmes need: 

• to be identified
•  the learner and their challenger/supporter work brokered and 

matched
• the time and resources found and allocated
• the programme project managed
• the impact evaluated and adjustments made accordingly. 

systemic leadership skills are required to ensure the moral purpose 
of these programmes, and provide the coherence, commitment 
and resources to ensure they happen. To manage them effectively 
requires high level project management skills. 

At a national level, schools have emerged which have the: 

• systemic leadership capacity
• can act as role models for best practice
•  have the knowledge of where best practice resides within and 

outside the system, and
• have the project managers to co-ordinate the work.

The Teaching school model provides the resources for achieving this. 



MORAL CAPITAL

Challenge Partners’ moral purpose is to ensure the maximum 
achievement for all the pupils in every school in the Partnership. 
This is achieved through the realisation of our founding values of 
collaboration, accountability, openness and trust. We encourage 
those who teach and lead to learn together for the greater good of 
their pupils’ learning.

The activity undertaken by Challenge Partners is determined collectively 
by the senior Partners and their alliance of schools. The senior Partners 
are serving headteachers who work together to provide the strategic 
direction, set the priorities of the group’s activities and together agree 
the framework within which Challenge Partners operate. 

The senior Partners ensure that the Partnership remains a genuine school-
led collaborative and rooted in the challenges that schools face. 

KNOWLEDGE CAPITAL

Challenge Partners uses a knowledge audit to identify the best 
practice that exists within the Partnership. senior Partners use the 
Quality Assurance review and school performance data to 
determine what needs to be improved in their school and Hub and 
who can provide the expertise to improve it. 

Identified ‘Areas of excellence’ from the Quality Assurance process 
are captured in a ‘subject Directory’ - a publication which all schools 
can access. This helps to ensure that best practice is circulated. 

Challenge Partners acts as catalyst for new areas of knowledge 
through links with universities, the Brilliant Club, the eef  
and other organisations. 

THE MODEL IN PRACTICE: 
CHALLENGE PARTNERS
THe foLLoWING exAMPLe MAPs THe WorK of CHALLeNGe PArTNers oNTo THe four CAPITALs.



SOCIAL CAPITAL

Challenge Partners provides a range of training and opportunities for 
teachers and leaders to develop their social skill set. This provides the 
capacity for them to share their knowledge effectively with others. 

This skill set covers:

•  equipping senior leaders with the skills needed to go into 
another school and evaluate and feedback on the quality of 
education there

•  developing higher social skills such as coaching and mentoring 
so that staff are able to develop others 

•  supporting senior Partners and Hub Managers to lead their Hub 
effectively

•  providing system leadership opportunities, with senior Partner 
taking responsibility for developing programmes and activities 
across Challenge Partners.

ORGANISATIONAL CAPITAL

Challenge Partners operates through Hubs, which are based on the 
Teaching school Alliance model, and provide the structure to move 
knowledge around at a local and national level.

At a local level, Hubs direct their own local agenda and 
programmes and bring coherence by putting in place their  
own resources and systems to coordinate these activities. Hub 
meetings and close working relationships between Hub schools 
help create long-term capacity by providing opportunities to 
collaborate and network.

senior Partners lead their own Hub and manage the local activities 
with the assistance of a Hub Manager. 

At a national level, senior Partners and Hub Managers come 
together to represent their Hub to the wider network. 



CONTACT US

91 - 95 southwark Bridge road

London se1 0Ax

E info@challengepartners.org

W challengepartners.org

 @ChallengePartnr


