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Introduction

This ‘Leadership: Principles in Practice’ guidance document is for current and future leaders at Durrington
Multi Academy Trust (DMAT). This could be a member of SLT, middle leader or someone who has
recently taken up their first leadership role. It sets out a practical framework for what effective
leadership looks like for our leaders. It will work most effectively when contextualised by each leader for
their own setting and sphere of leadership.

We know strong and effective leadership is essential for all aspects of school life but is often not
explicitly articulated in terms of what it precisely entails. We have produced this guidance to support
leaders in building an armoury of effective leadership behaviours based on our core leadership
principles.

You may wish to use it at the following times:

Line management meetings

Coaching sessions

When planning to have a ‘difficult’ conversation
When planning a team meeting

When analysing performance data

In your day to day work as a leader

When developing a team or an individual

Format

At DMAT we have some overarching leadership principles that shape our work as leaders. These apply
across the trust and are not phase specific. This document breaks these principles down and explores
different ‘plays’ that can bring these principles into practice. Plays are suggested ways of successfully
handling situations. They may include a sequence of behaviours and actions.

At DMAT we use a number of plays that ensure we are doing a good job as leaders. Our plays are not
exhaustive, but they are effective when used well.

Each section of this document focuses on one principle. It will look at:
What the principle is

Why it matters

A checklist for each principle

High frequency errors

Different plays for that principle.

As well as looking at what works effectively, it's also important to know what the ‘high frequency errors’
are. These are the things that can easily go wrong in leadership. If we know what they are, we can plan
to avoid them.



New for 2026 - 27

There have been the following updates for this year. Starting with a new “principle’ added:

New Principle - Principle 6 - Sustains our Culture

Many of these leadership principles focus on how we move forward rather than how we hold
on to what we already have. When we only look to the future we can take our eye off the things
that are already strengths. To focus on this, we have put this in as a new principle.

6. Sustain our Culture - Play 2: Values Driven Decision Making

When making decisions, leaders always link them to the school and trust’s values or
vision..

6. Sustains our Culture - Play 3: Clear Communication

Leaders always align any communication around expectations and feedback with our
culture..

6. Sustains our Culture - Play 4: Long Term Stewardship

Sustaining culture means thinking beyond the immediate moment and looking ahead to
the future

6. Sustain our Culture - Play 5 Micro-interactions

These are the tiny, daily behaviours that build trust and psychological safety. In doing
so, they also help to sustain culture.

6. Sustains our Culture - Play 6: Models the PiPs

This is aimed at the Behaviour PiPs and the Teaching PiPs. If we want all staff to employ
these with fidelity in their classrooms and around the school, we have to start with the
leaders as the staff take their lead from us. For example, how motivated would a
teacher be to employ the PiPs, if their Curriculum Leader - or other leaders affiliated
with their team - was not embedding the PiP prompts?

6 Sustain our Culture - Play 7: Command, consult or consensus

Most strong leaders don't choose between consensus and decisiveness—they move
along a spectrum:

Command — Consult — Consensus

New plays that have been added within existing principles.

2. Communicate the Vision - Play 6 - Communicating Unpopular Decisions

Communicating unpopular decisions well is critical because it turns potential damage (low
morale, mistrust, resistance) into an opportunity to build trust, alignment, and stronger
leadership credibility.

3. Grows your Team - Play 7 - Strategic delegation

As a leader it's always important to be looking for the next opportunity for a team member to
develop themselves, by thinking about where they are in their career and what experiences they
require to take the next step. This requires clear goal setting, support and feedback. This
supports leadership development, builds capacity and grows a great team

4. Organised and Strategic - Play 6 - Daily Prioritisation

Leaders have many things to juggle during a day and of course each week. It's important that
we are able to prioritise actions, so things don't get missed.

Some existing plays and principles have been updated:



e 3. Grows your Team: Play 1 - Effective line management (replaces Gallup)

How can you transform the working conditions of your team so that growth, commitment,
engagement in others are being fostered.

e 3. Grows your Team - Play 2 - Candid Conversations

A summary infographic of Kim Scott’s book ‘Radical Candor’ has been included.
e Principle 7. Models behaviours

This has been updated using the framework for ethical leadership in education.

At the end, a new section has been created - ‘Day to day leadership behaviours framework


https://www.amazon.co.uk/Radical-Candor-What-Want-Saying/dp/1509845380
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1. Moral Purpose



1. Moral Purpose

Why it matters?

In 2002 Michael Fullan described moral purpose as ‘principled behaviour connected to something
greater than ourselves that relates to human social development’. He goes on to explore what this
means for school leaders:

1. Making a difference in the lives of students;

2. Committing to reducing the gap between high and low performers within your school and
locality;

3. Contributing to reducing the gap in the larger environment;

4. Transforming the working (or learning conditions) of others so that growth, commitment,
engagement, and constant spawning of leadership in others are being fostered.

High standards and expectations support strong achievement, which ultimately makes a difference to
the lives of our students - our moral purpose. What can leaders do to ensure that these high standards
and expectations are threaded through all we do?

Checklist
e Relentless in the pursuit of a culture of e Ignoring low standards and expectations
high expectations and standards for all, and not challenging them
from all. e Accepts variability in provision and does
e Believes that every student will receive not challenge it.
the best possible education. e Accepts variability within their team and
e Seeks to achieve this by ensuring tolerates mediocrity.
consistency and excellence within their e Allows individuals within the team to opt
team. out of development or improving their
e Insists that their team is committed to practice.
embracing learning, development, and
improvement

Play 1: The Nolan Principles

The Seven Principles of Public Life (also known as the Nolan Principles) apply to anyone who works as a
public office-holder. This includes all those who are elected or appointed to public office, nationally and
locally, and all people appointed to work in the Civil Service, local government, the police, courts and
probation services, non-departmental public bodies (NDPBs), and in the health, education, social and
care services. All public office-holders are both servants of the public and stewards of public resources.
The principles also apply to all those in other sectors delivering public services.

Selflessness Holders of public office should act solely in terms of the public interest.

Integrity Holders of public office must avoid placing themselves under any obligation
to people or organisations that might try inappropriately to influence them in
their work. They should not act or take decisions in order to gain financial or
other material benefits for themselves, their family, or their friends. They
must declare and resolve any interests and relationships.

Objectivity Holders of public office must act and take decisions impartially, fairly and on
merit, using the best evidence and without discrimination or bias.

Accountability | Holders of public office are accountable to the public for their decisions and
actions and must submit themselves to the scrutiny necessary to ensure this.




Openness Holders of public office should act and take decisions in an open and
transparent manner. Information should not be withheld from the public
unless there are clear and lawful reasons for so doing.

Honesty Holders of public office should be truthful

Leadership Holders of public office should exhibit these principles in their own
behaviour and treat others with respect. They should actively promote and
robustly support the principles and challenge poor behaviour wherever it

OocCcurs.

Play 2: Learning Walks

A learning walk is where leaders, individually or in pairs, walk around lessons to look at the learning
experience for students. It is an opportunity for leaders to see if approaches that support high standards
and expectations are being implemented with fidelity across their team.

Decide a focus

There are a huge number of things that you could focus on
with a learning walk, but it is best to focus on something
very specific, that links to your improvement priorities e.g.
is the teacher increasing participation ratio by using cold
call effectively? Are all students paying attention during
the explanation phase?

Decide who you will visit

Try to see as many of your team as possible. Do not
exclude more experienced colleagues as consistency of
approach matters across the whole team. Plan the
classrooms you will visit and the sequence - do not leave
things to chance.

When in classrooms look
specifically for your focus

Have a laser-like focus on the specific approach you are
looking for. It can sometimes be helpful to gather
quantitative data e.g. average length of pause time; number
of questions asked; question distribution (gender, PP, SEND
etc). This allows you to give very specific feedback.

Look for the corners of the

Focus on the ‘corners of the classroom’ - the quiet students

classrooms who do not say much; SEND students who may have
specific challenges; disadvantaged students. Are they
talked to and made to feel a part of the lesson? Having
access to seating plans can support with this.

Feedback Individually: If we are visiting lessons, we have an

obligation to give individual feedback to our colleagues.
Civing praise when colleagues are doing something
effectively is as important as giving colleagues very specific
feedback and actions to bring about improvement.

Team: It is always useful to give a collective summary of
what you see the team is generally doing well and where it
would be useful to have a collective focus, to make things
even better.

Inform future planning

Use your findings to inform future actions and planning.
For example:
e Afollow up learning walk to review progress.
e A PD session for your team on that particular
approach, including the opportunity for rehearsal.
e More focused instructional coaching for
individuals.




Play 3: Work Looks

Work looks, in the same way as learning walks, allow us to see if approaches that support high
standards and expectations are being implemented with fidelity in classrooms.. It involves leaders
looking at a sample of student work - either in lessons or collected to look at outside of lessons. If we
truly have high expectations of all students, this should be reflected in the work output they are
producing, so this is a good thing to look at.

Identify a What is the hypothesis you are looking to test: For example:

focus e Are expectations around presentation the same for disadvantaged
students and non disadvantaged students?

e Is the curriculum being implemented with fidelity across the team?

e Is there the opportunity for students to work independently on purposeful
practice?

e Are teaching expectations being enacted e.g. Do Now tasks?

Select the Identify a large sample of students to sample - including a test group and control

students to group e.g. random group of 30 M starting point PP students in Y7-9 and a random

look at group of 30 M starting point non-PP students in Y7-9. Gather their work together.
The randomness of the samples is important, to mitigate against bias.

Organise a Arrange for the team to meet together and look at the student work - laid out in a

gallery room. Discuss with them what the focus is, and what to look for and then

encourage discussion as the team looks at the books.

Key learning | Once everyone has looked at the work, get the team together to tease out the
and next main threads:

steps What are the positives?

Where are the improvement areas?

Is the hypothesis correct?

What are the implications for classroom practice?

What are we all going to commit to doing as a result?

Play 4: Testing the Climate

The very best leaders are very good at gauging the temperature of the school or tha area of the school
they lead. What we mean by this is that they use a range of indicators to make an assessment around
how well we are doing in terms of reaching our goals. They are constantly thinking how close we are to
our desired ‘way of being’ . They then use this to make adjustments to the behaviours and actions of
themselves and their team. They are the hypothalamus of the school! So how do they do this?

Lesson visits They will spend time in classrooms and watch students. They will look at
how they are behaving; how hard they are working; how well they respond
to the teacher; how high the levels of thinking and participation ratio are in
the lesson; the quality of the work they are presenting.

They will also look to see if teaching is in line with the expectations of the
school. So for us, this means are teachers enacting our 15 ‘Principles in
Practice’ with fidelity?

Looking at They will find opportunities to look at the quality of the work that students are

student work producing and will ask themselves some key questions:

e Are students taking care over their presentation?

e s the curriculum being covered with fidelity?

e Are students being given the opportunity to engage in purposeful
practice in lessons?

e s there evidence of independent work, where students have had to
think for themselves?




e Are school teaching expectations being met e.g. is there evidence of
‘Do Nows' at the start of a lesson?

Watching
students during
unstructured time

They will spend time watching students during unstructured time and making
an assessment around how closely this aligns with our expected culture. So
they will be looking at:

e Are they behaving in a calm, safe and dignified manner?

e Are they communicating with each other in a mature and sensible

way?

e Are they talking about their lessons and homework?

e Are they happy and smiling - never underestimate this!

e Are they talking to adults in the school?

Talking to staff

They will take the time to talk to staff and find out how they are feeling. They
will also notice changes in their demeanour. Do they seem content with their
workload and not overwhelmed? Do they speak positively about their day, or
do they seem uptight, anxious or negative? Are they professionally interested
in the school's aims and goals? Do they feel that they are making a positive
contribution to the organisation? Do they seem happy?

This will take many forms - line management meetings; other meetings;
workload working groups; corridor and staff room conversations.

Talking to
students

Similarly they will talk to students about their experience in school. What is
life like for them in lessons? During social times? Are there enough extra
curricular opportunities? Do they feel safe and happy? Can they articulate
what they have been learning about in lessons and how this is going? Do
they have friends at school? Do they feel proud of their school? Are they
thriving?

Comparison

They will compare themselves to others and learn fromit. This may be
comparing their school to another high performing school. Or it might be
comparing their team (department, house, key stage) to another high
performing team and learning from them. They will be outward looking and
thrive on looking to learn from others, whether it be by networking, reading
blogs, articles and books or engaging with social media.




2. Communicate
the Vision



2.Communicate the Vision

Why it matters?

“Excellence is the result of caring more than others think is wise, risking more than others think is safe,
dreaming more than others think is practical, and expecting more than others think is possible.

Ronnie Oldham

Our vision and values should drive our school improvement priorities and in doing so, give meaning to
the actions we take each and every day. It's important to be clear what we mean when talk about vision
and values:

Vision - the overarching aspirations of what the team hopes to achieve and become.
Values - this is what the team believes in and how the people within the team are expected to behave,
with each other, students, parents and other stakeholders

So as leaders, our behaviours, what we say and what we do need to reflect the vision and bring it life.
As leaders, we set the weather, through living our values.

Checklist
e Isastrongand professional role model e Overcomplicating the vision message
- effective as a leader. leading to confusion and misinterpretation
e Has a high presence and profile around by staff.
the school. e s not often seen around their area/the
e Articulates, models and over school and is not able to/chooses not to
communicates a clear vision to all influence student behaviour using their
stakeholders and refers back to it presence.
regularly with the team. e Doesn't refer back to the vision frequently
e Communicates clear and high enough.
expectations for all members of the e Doesn't explain the ‘why’ when it comes
team and students. to new approaches - ‘how does this fit
e Sets ambitious team goals to create with the vision?’
compelling direction for the team. e Isn’t seen to have high expectations, all
e Ensures there is clarity of roles, purpose day, every day.
and responsibilities within the team - e Doesn’t set ambitious goals for their
including the need for flexibility and teams, or celebrates mediocrity too
adaptability. frequently.
e Doesn't ensure that team members are
clear in terms of their role when it comes
to realising the vision.

Play 1: Improvement plans

Improvement plans are a very effective way of communicating to the team what needs to be improved,
in order to realise the vision. They should be clear, concise, time referenced and actionable.

Identify the key Think carefully in terms of the vision and what is currently missing from
improvement your team, in order to achieve this. Distil this down to a small number of
priorities for the team | very specific and actionable priorities - what are the approaches that
would make the biggest difference in my team?

What will success Have a mental model of what you want this to look like. If you don’t know
look like? what it looks like, you won't know how to get there.




Describe the actions | Break these down into very specific actions - not intentions.(what they

and by who

will do to bring about change, not just how they want it to be in the future)
This needs to describe very clearly what you want your team to do
differently. If the actions require a deadline, make this clear.

Communicate to the | Communicate steps 1-3 to your team, so everybody is very clear about

team

how they are contributing to achieving the vision.

Monitor for fidelity Think about how you will monitor that these actions are being

implemented with fidelity. As well as including whether members of the
team are enacting the approach you have asked them to, it should also
look at the impact of this e.g. improved quality of work; improved
attainment; improved behaviour

Review and reshape | Putin place regular review points, using a checklist if it helps. Is progress

being made? If not, why not and what needs to be different?

Play 2: Start of year and start of term

The start of the year and the start of each term are a great time to re-focus on the vision.

Review and
refocus

At the end of each term, review what you were trying to achieve that term and
evaluate how successful you have been. Out of this review, should come fresh (or
refreshed) improvement priorities for the coming term.

Refresh the
priorities

At the start of the year and then at the start of each term, articulate to the team:
e This is the vision - where we want to be.
e This is what we need to do to get there.
e Thisis how we'll know if we're being successful.

Play 3: Leadership Hinterland

The hinterland of leadership are the bits around the edges, that aren’t necessarily on a job description,
but really make a difference. These are not so much a sequence of actions, but a ‘reminder list’

Say thank you to colleagues who are doing a great job and recognise this publicly

Find opportunities for colleagues to share their effective practice. Celebrate and praise this.

Turn up to events - if colleagues are running an after school club, or putting on an event, go
along and show your support. Follow this up with a thank you email/note.

Be seen to be reminding students about standards and expectation frequently

Know your team - find out what motivates them and the challenges they have, in and out of
school. Be interested in them as people.

Be on time, be where you're supposed to be and never miss a deadline.

Value the opinion of others

Never encourage or support gossip, blame or negativity - model openness, honesty,
professionalism and kindness.

Value the work of other leaders as highly as your own

Be calm and level wherever possible - be swan like!

Avoid passing your concerns and worries to those below you in the hierarchy. Show our teams
strength and direction by not talking about how tired you are, workload pressures or other
personal challenges. It's always about them, not us.

Be high profile - not only in your specific area of the school, but beyond this - all around the

school.

Be measured in meetings. Listen to others, let them speak without interruption and make your
points succinctly, with objectivity and kindness - and when it's appropriate to do so.




Consider the development and progress of our teams and give them opportunities to learn and
grow. Make sure you regularly give meaningful feedback to all members of the team.

Play 4: Articulate the why

When you are looking to refine existing approaches or introduce new approaches, in order to support
you moving towards the vision, it's important to explain the ‘why’ This helps the team to understand the
context of what they are being asked to do, as a part of a bigger picture.

What's the problem
we're trying to

It's important to be clear about why we are introducing this new approach.
When talking about the problem we are trying to solve, be specific e.g.

solve? we've noticed that middle attaining students aren’t using as much tier 3
terminology as we would like them to.
What's the Be very specific about the approach that will be used to address this. Make

approach to
address this?

the time to model and rehearse this with your team.

Why does it
matter?

Explain why it matters e.g. if students aren’t confident with tier 3
vocabulary, they will struggle to understand many of the texts and
questions they are presented with. This will be particularly challenging for
disadvantaged students.

Is there research
evidence to
support the
approach?

Use the Research School team to see if there is any evidence to support this
approach - research@durring.com

Play 5: Presenting to large groups

Whether it be an INSET day, a staff briefing or a conference, as leaders we often have to present to large
numbers of adults - and this often involves communicating the vision. Here are some tips from Steve
Jobs on effective presentations.

Simple is best Use simple and accessible language in your presentations. Avoid using
jargon or complex terms, so it’s easier for the audience to follow and
remember your points. Try to avoid acronyms, long sentences and cliches.

Use stories People are naturally drawn to narratives because it allows them to imagine

the scenarios you're describing and reflect on the way we understand the
world around us. We are hardwired to listen to and remember stories.
They connect with us emotionally and are much harder to forget than facts.

Use vocal variety

Vary your tone, pitch and volume when you want to emphasise different
points. Speak slowly and factor in pauses between sentences. Enunciate
clearly. Record your voice and experiment where you can emphasise or
change your pitch

Use minimalist
slides

Simple slides with minimal text lead to a more natural and confident
delivery. This creates a more immersive experience as you're not
constantly reading off the slides, but instead engaging directly with the
audience. Limit each slide to one key idea and use a high quality visual,
with a large readable font.

Rehearse, rehearse,
Rehearse

This isn’t just memorising lines, but getting comfortable with the flow of
your presentation. This way you can iron out any awkward transitions so
your key points come across clearly and confidently. Also, aim to practise
in the actual venue or a similar setting to get a feel for the space.



mailto:research@durring.com

Own the space

Make full use of the presentation space - take time to settle in, walk around
and use open gestures. This will make your presentation more dynamic
and convey a sense of ease and confidence. During your rehearsal, plan
key points where you will move around the stage.

Play 6: Communicating unpopular decisions

Communicating unpopular decisions well is critical because it turns potential damage (low morale,
mistrust, resistance) into an opportunity to build trust, alignment, and stronger leadership credibility.

Lead with the
“why”

Clearly explain the context, constraints, and rationale behind the decision
so people understand how it was reached.

Be clear and direct
(avoid ambiguity)

State the decision honestly, what it means, and what happens next—people
handle tough news better than confusion

Acknowledge

emotions, not just

Recognise that people may feel frustrated or disappointed; naming this
builds trust even if they disagree.

facts
Show empathy and | Demonstrate that you understand the impact on individuals and treat their
respect concerns seriously.

Create space for

dialogue

Invite questions and feedback—people are more accepting when they feel
heard, even if the decision won't change.

Be visible and

deliver messages

personally

Avoid hiding behind emails; face-to-face communication increases
credibility and respect.

Stay consistent and

transparent

Use the same clear message across channels to reduce rumours and
maintain trust.

Focus on the future

and next steps

Help people understand what to do next and how the decision connects to
longer-term goals
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3. Grows Their Team

Why it matters?

"Individual commitment to a group effort -that is what makes a team work, a company work, a society
work, a civilization work." - Vince Lombardi

As a leader, your team is your strongest asset. With this in mind, we have an obligation to nurture, grow

and develop the individuals within our team into the best versions of themselves.

Checklist

e Knows, develops and understands all Nurtures a strong relationship with
members of their team, through building some members of the team, but not
strong relationships, belonging and trust. others.

e Motivates supports and challenges all There is very limited challenge and
members of their team to focus on support for colleagues to embrace
continuous improvement. continuous improvement.

e Agrees team values and behaviours and Team values and behaviours are not
how they will communicate. clear and/or are not corrected when

e Encourages psychological safety, so their they are out of alignment.
team feels safe to share ideas, make Colleagues do not feel safe to share
mistakes, take risks, and communicate ideas, make mistakes and take risks,
openly. for fear of being ignored or ridiculed.

e s confident with communicating frankly, Is not candid and gives mixed
with candour and encourages their team to messages about performance.
do the same. Does not invest time in getting to

e Develops their whole team and individual know their team and then supporting
staff through effective and contextualised their PD.

PD by: Team goals are not clear.

e Investing time in their team. Colleagues are not given feedback on

e Focusing on clear and specific goals, with their performance.
regular review points. There is a limited sense of

e Facilitating a collaborative, sustained and accountability within the team.
contextualised approach.

e Civing clear and constructive feedback to
the team and individuals.

e CGiving people ownership and with that,
accountability.

Play 1: Effective line management

Michael Fullan described moral purpose as ‘principled behaviour connected to something greater than
ourselves that relates to human social development. He talks about “transforming the working
conditions of others so that growth, commitment, engagement, and constant spawning of leadership in

others

are being fostered.”

Don’t short change with your time.
Everyone has an entitlement to time with their line manager. If something stops this happening,
re-schedule. Don't be late for meetings. Make staff you directly line manage top of your list as
much as possible at other times.

Make the strengths of your team your focus.

It will be rather surprising if the staff you line-manage don't know their own weaknesses and
when they trust you they will tell you. Candour is needed at these points. Hold them to account




for what they do well and make that even better. Give them opportunities to do what they do
best. Give recognition and praise for good work.

Become a safe space for your team.
Listen and make their opinions count. Be kind when they make mistakes. Care about their
development. Give them opportunities to learn and grow.

Know the circumstances of your team members.

Know their partner’'s name, elderly parents, kids, pets. We all have tough times and you are
going to prop our team up during theirs. We should have an expectation that our boss will roll
their sleeves up and help us when we need it.

Challenge your team.

Check theory (what they think is happening) to practice (consistently happening). Often there is
a disconnect here. Use data to help them prioritise. Ensure they know what is expected of them
and give them meaningful feedback.

Have an in-depth review of parts of their role each time you meet.

Rather than a superficial conversation about all the aspects of their role, take the opportunity to
consider areas in depth and rotate these areas so you learn more about their work. If the person
you line-manage has their own team then you need to focus on the individuals in that team too.
Sample and support. Know the strengths and weaknesses of their team.

Walk in their shoes.
Understand their job. Understand the complex people they deal with. Know their teams.

Co-regulate.
You are responsible for their work load and trust you to look after that. Find them time at tough
patches. Tell them what to prioritise. Find solutions. Be interested in their work.

Clear shared agendas and minutes and actions every time.
Walk through their areas together.

Never assume but ask great questions to get the full picture before making judgement or
decision on things.

Play 2: The meeting maestro

Robert O Brinkerhoff talks about the 40:20:40 model of meetings. He suggests that we should spend
about 40% of our effort planning the meeting, 20% of our effort actually facilitating the meeting and then
40% of our effort on post-meeting actions. Further details below:

Before e Plan the agenda.
(40%) e Look at any action points from the last meeting and consider how they will be
reviewed.

e Ensure colleagues who will be leading an agenda item are well planned,
know the time they will have, and have thought about intended outcomes.

e Ask to check any presentations or resources that are being shared.

e Think about engagement activities, key questions and discussion points, to
ensure engagement.

e Anticipate any potential controversial points and how these will be
addressed.

e Have discussions with key people before the meeting so parameters of
discussions are established, particularly for potentially controversial items

e Distribute the agenda.

During e  Start with an opening round (sharing of effective practice/ thanking; highlight
(20%) of the week).
e Introduce agenda item - why we are talking about this and intended
outcomes.

e Name a timekeeper, if appropriate.
e Facilitate the learning and engagement of all participants by directed
questioning - so all are involved.




e Atthe end of each agenda item, sum up the key points and any actions so all
are clear on next steps.
e How does this link to our overall vision/improvement priorities?

After e Ensure any relevant resources/notes are distributed.

(40%) e Follow up any issues that were raised during the meeting that needed to be
picked up outside of the meeting.

e Ensure everybody is clear of their actions.

e Thank those who made strong contributions.

e Follow up any actions that need to be completed.

Play 3: Candid conversations

Candid conversations are an essential part of leadership as they provide colleagues with feedback on
their behaviours and actions to bring them back in line with what is expected of the team. They should
not be left to chance, but planned carefully.

Planning before e Be clear about your intended outcome e.g. they should know it is an
expectation to have an orderly dismissal when students leave the
classroom.

e Gather evidence to support your concerns e.g. attainment data if there
is an underperformance issue, dates and times of when the issue
occurred.

e |dentify the weakness in the person’s skill or progression and use this
as a stimulus for the conversation..

e Understand the context e.g. have there been similar issues recently?
What support was put in place?

e Think about and plan your questioning e.g. "Was there a reason why
you were 5 minutes late for your lesson twice yesterday?

During the e Name the issue. Be direct and honest. Don’t sugar coat as this can

conversation lead to misunderstanding.

e Data, observable facts or specific examples should inform your line of
enquiry e.g. attainment data.

e Be clear about why this matters and link this to the team e.g. as a team
we have decided that orderly exits are important because...

e Invite them to respond, gain their views and show active listening
skills (eye contact, body language, seating).

e Explain the implications of their actions on those around them e.g.
when you don't send cover work in, it means that X has to do it,
instead of their own work.

e Bring the conversation back to wider values that the person shares
e.g. | know you want the best outcomes for students.

e Be clear about the standards our organisation demands. These may
be different to the standards the person is used to (if new for
example).

e Agree on clear, measurable targets to move forward and any support
that may be useful

After the e Send a follow up email to reiterate what you discussed and agreed.
conversation e Personally, do a sample check. Sometimes, someone might think they
have done something, but have a different understanding of what

quality means.
e If you agreed on a date for actions, make a point to check on this date.

Radical candour is a leadership and communication approach, popularised by Kim Scott, that combines
caring personally about people with challenging them directly through honest feedback. In an
organisation, it matters because it creates a culture of trust, openness, and continuous
improvement—people feel supported but also clear about what needs to change, which helps teams
learn faster, avoid unspoken problems, and perform more effectively.



RADICAL CANDOR

Care Personally. Challenge Directly.

Four common feedback styles. Only one builds trust and performance.

CARE PERSONALY

RuiNouS RADICAL
EMPATHY _CANDOR.

Care personally, but avoid Care personally and challenge directly.
difficult conversations.

Clear expectations

Only says positive things

Regular check-ins

Specific praise

Direct, kind criticism

Adjust based on how feedback lands

Avoids raising performance issues
Softens or delays feedback

e Protects short-term feelings at
the cost of long-term growth

Hfﬂh care without challenge leads to stagnation ngh care and Figh challenge build trust

DON'T CHALLENGE DIRECTLY CHALLENGE DIRECTLY

MANIPULATIVE OBNoXI0US
INSINCERITY AGGRESSION

Avoid both care and clarity. Challenge directly, but without care.

e Vague praise e Public criticism

¢ Withholds real concerns ¢ Personal attacks

e Talks about people, not to them  Harsh tone

e Protects self over team ¢ Focus on being right, not being helpful

Low care and low challenge lead fo mistrust High challenge without care leads to fear

DON'T CARE PERSONALLY

From Kim Scott’s book, Radical Candor

Play 4: Instructional coaching

Instructional coaching involves working with a colleague to identify a very specific part of their practice
that could be improved and as a result, would have a significant impact on their practice. It involves the
following steps:

See it e The coach observes lessons, looking for a very specific leverage point. e.g.
unsettled starts to lessons, not giving specific praise to students; explanations
use vocabulary unknown to students; questioning does not increase
participation ratio.




Name it e Coach identifies the leverage point and action steps e.g. cold call to ask the
question > pause > direct at a named student
Model e The coach models the approach to the coachee, who then rehearses the
it approach in controlled conditions.
e The coach gives feedback on this and the rehearsal is repeated e.g. | liked the
way you.....it would be even better if....
Do it e The teacher then implements the action steps in their lessons and is observed
by the coach.
e The coach gives feedback
Review e Action steps met - back to step 2 and identify a new leverage point.
it e Action steps not met - back to step 3

Play 5: Team Reflection Questions

If we want to really push on team performance, at timely points, we need to ask them some challenging
and probing questions. How are some examples

Clarity and
focus

e Do we have absolute clarity on what success looks like for our team
this term?

e Are we focusing on what matters most—or just what’s most urgent?

e Do we truly understand how our work connects to the school's goals?

Execution and
discipline

Where are we consistently falling short—and why?

e Are we holding ourselves to a high enough standard of execution?
What's one recurring problem we've accepted as “normal” that we
should fix?

e Are we giving feedback quickly and clearly enough to each other?

Where are we overcomplicating things instead of simplifying?

Accountability
and ownership

Are we avoiding any difficult conversations that are holding us back?
Do we challenge each other enough—or are we too comfortable?
Who owns what, and is that ownership clear and aligned?

When things go wrong, do we look for accountability or excuses?
Are we consistently following through on what we say we'll do?

Collaboration

Do we trust each other enough to be brutally honest?

and trust e What assumptions are we making about each other—or about
leadership?
e Are we more focused on protecting ourselves or achieving shared
outcomes?
e Do we respect each other’s time and contributions in how we work
together?
e What's one behavior we need to adopt—or eliminate—to be a stronger
team?
Improvement What are we doing to get 1% better each week?

and learning

When we succeed, do we know why—and when we fail, do we learn?
What feedback have we received but not acted on yet—and why?
Are we intentionally investing in learning, or just reacting to problems?

What would a high-performance team do differently than we are now?

Play 6: Support Psychological Safety

Leaders play a crucial role in fostering psychological safety—the belief that team members can speak up,
take risks, and be vulnerable without fear of punishment or humiliation. Here are key ways leaders can
support psychological safety in their teams



Model
Vulnerability
and Openness

Admit mistakes and limitations openly (but make sure they don't
happen too often!)

Share personal experiences or uncertainties to normalize not having all
the answers.

Show that it's okay to fail and learn from it.

Encourage
Voice and
Participation

Invite input from everyone, especially quieter members.
Use phrases like “What do you think?” or “Do you see it differently?”
Acknowledge and thank people for speaking up—even if you disagree.

Respond
Supportively to
Questions and
Concerns

Avoid reacting with blame, sarcasm, or dismissal.
Focus on solutions and learning, not fault-finding.
Be curious rather than critical.

Establish Clear
Norms for
Respectful
Interaction

Set ground rules for listening, turn-taking, and inclusivity.
Intervene when team dynamics undermine safety (e.g., interrupting,
mocking).

Recognize and

Publicly highlight examples when team members raise concerns or

Reward challenge ideas constructively.

Speaking Up Show how their input led to better decisions or avoided mistakes.
Support Frame work as a series of learning opportunities, not just performance
Learning and tasks.

Growth

Encourage experimentation and reflection.

Ensure Equity
and Inclusion

Be mindful of power dynamics and unconscious biases.
Ensure all voices are valued and diverse perspectives are welcomed.

Follow Through
on Feedback

Act on team feedback or explain why something can’t be done.
This shows that speaking up has an impact and builds trust.

Play 7: Strategic Delegation

As a leader it's always important to be looking for the next opportunity for a team member to develop
themselves, by thinking about where they are in their career and what experiences they require to take
the next step. This requires clear goal setting, support and feedback. This supports leadership
development, builds capacity and grows a great team

Making them an
ECT/ITT mentor

This will develop their analytical skills around great teaching. As a
mentor, you have to reflect very deeply about teaching and think about
what you will be looking for.

It also develops their skills of developing staff - giving feedback,
facilitating rehearsal, modelling effective practice etc.

Planning a
sequence in a
scheme of
work

This will help them to think deeply about curriculum coherence,
sequencing and rigour.

It will also require them to think about how they will communicate their
ideas with the rest of the team.

Delivering at a
SPDS

This will develop their communication skills.
They will also need to think very deeply about what they are delivering
on - in order to ensure they articulate their ideas well.

Working on
area of the DIP

Cives them a great introduction to school leadership and the key stages
of it:




¢)

Identify an issue > plan an approach to address it > plan staff
development activities > plan success criteria > plan monitoring
and review.




4. Organised
and Strategic



4. Organised and Strategic

Why it matters?

Schools are very busy places with many tasks competing for attention. By being organised and strategic
we can ensure the areas we lead are tackled with precision and effective prioritisation. But what do we
mean by ‘strategic’? There are many definitions, but this one seems useful:

‘Relates to the way in which an organisation or team decides what it wants to achieve and plans
actions and use of resources over time to do this’

By being strategic, we can also ensure those we lead are focused, challenged and praised in the right
areas at the right times.

Checklist
e Able to prioritise and identify foci for e Does not think strategically and is
improvement work, leading to a coordinated purely reactive based on what
approach to implementing change. happens day-to-day.
e Understands and uses data strategically to e Does not have short, medium and
reduce variability, maintain high standards long-term plans.
and evaluate impact. e Does not have a well ordered
e Organises time, planning and resources for calendar, diary and to-do list allowing
the team to support their workload and the prioritisation of tasks.
facilitate efficiency. e Emails are not processed and
e Anticipates potential problems and is organised systematically.
proactively solutions focused. e Thinks purely about their own areas of
e Understands the importance of breaking responsibility and not beyond.
down long term goals into small steps. e Does not plan for pinch points in the
e Communicates with clarity in a streamlined year and ensures other tasks are
format. cleared in advance of these.
e Does not delegate effectively.
Play 1: Email

Emails are a vital tool for communication. However, the frequency of emails both received and sent
means a strategic approach to organising your inbox can support effective task prioritisation and
communication with colleagues.

Create folders Folders allow you to categorise your emails, and frees up your inbox.

Here are three simple folders to use:

- Action

- Read

- Wiaiting
When you receive Do it: If what is required in the email can be done in 2 minutes, do it.
an email, decide Action: For emails that require you to reply/action but you can't do it just
what to do with it then, move to your “Action” folder.

Read: For emails that provide information which may be interesting or
useful to you but don’t demand an action, move to your “Read” folder.
Waiting: If it's an email you need to remember to follow up on, move to
your “Waiting” folder. You may need to retrieve it from your “Sent” folder.
Delete: If it is none of the above, delete it.



https://dictionary.cambridge.org/dictionary/english/decide
https://dictionary.cambridge.org/dictionary/english/wants
https://dictionary.cambridge.org/dictionary/english/achieve
https://dictionary.cambridge.org/dictionary/english/plan
https://dictionary.cambridge.org/dictionary/english/action
https://dictionary.cambridge.org/dictionary/english/resource
https://dictionary.cambridge.org/dictionary/english/time

The when and the Consider when is the best time to send your emails depending on the team
what and the individual you are contacting. If you are working late in the
evening, consider scheduling emails to be sent the next morning

Always use bulletins over emails where possible (see play 2 for details).

Closing Following any meeting where actions are discussed and agreed, always
communication follow this up in an email e.g. “Just confirming we agreed....”

loops

Twilight emails Avoid sending emails at night or at the weekend. This implies that

colleagues should be thinking about work during that time. The exception
to this is of course in an emergency. a good alternative is to schedule
emails to be sent first thing in the morning.

Play 2: Bulletins

In order for time spent meeting as teams to be as purposeful as possible, bulletins should be used to
summarise key information. These should be both a one-stop reference for ongoing priorities and
reminders for actions to happen that week.

Use a format that is repeatable and easy to The format is overly busy, confusing or not

use. The most relevant information should be | delineated.

easy to find.

Include a list of actions and their deadlines. Information is given without associated deadlines

making task prioritisation difficult.

Hyperlink to any documents you wish the Related documents are not easy to find and time
readers to look at regularly. is wasted locating them.
Send it out at the same time each week. The bulletin comes out sporadically or at very

different times each week.

Remove unnecessary information. Outdated information is left on the bulletin
diminishing its value and giving the impression
that it is not well managed.

Funnel communication on to the bulletin and Emails are sent for items that should be on the

resist sending emails in between its bulletin. The bulletin loses its status.

publication.

Use Google docs and make a new version Create a new bulletin every week - not very time
each time efficient.

Play 3: Line management

Effectively line management is key to successful leadership and the dissemination of whole-school
priorities to all levels. It's probably one of the most important things we do as leaders - it keeps school
improvement on-track. To use the time most effectively, careful preparation for the meeting is vital.

Set the agenda in advance of the meeting, focusing on the | Identifying every agenda item in

key aspects of the person'’s role - and specific one go, resulting in forgetting

improvement priorities. essential items to be discussed in a
timely way.




Identify essential standard agenda items to be discussed
and reviewed at each meeting. For example. You could
include joint learning walk (10 min), book looks (5 mins),
progress with improvement priorities (5 mins), ongoing
curriculum development (5 mins)

Key standard agenda items are not
regularly discussed.

Patterns and emerging issues are
missed and not addressed in a
timely way.

Share the agenda via your shared Google doc with the
relevant person/people at least 24 hours before the
meeting.

Not sharing the agenda in time so
there is not enough time for the
receiver to think about and
adequately prepare for the meeting.

Agree on how you will populate the agenda item. Specify
which items are flipped so they come prepared and which
items you will do together.

All agenda items have to be
completed during the meeting
resulting in wasting valuable
discussion time

Expect the person being line managed to RAG all the
items from the previous week ahead of their next meeting.

Items are not ragged leading to time
being spent going over items
already addressed.

Read the agenda and respond to items ahead of time in
the minutes/comments column where you can

Ignoring the agenda

Line management time is sacred. Always give the full
hour and if something comes up and you can't make it -
always rearrange it.

Expect the person being line managed to copy over all
items not done or incomplete as 'matters arising'

Cutting the meeting short or not
rearranging a missed meeting

Incomplete items get lost and
forgotten about.

Keep to the agenda items and be actions- focused.

Discussions turn into rants or
counselling sessions, or just a
meandering discussion on nothing
in particular You run out of time on
the other items.

Start each agenda item by allowing the person being line
managed to update you on progress

Starting each agenda item by giving
your opinion on how things are

Use challenging questions to prompt further thinking and
to address gaps, where further action is needed

Not questioning and just accepting
the status quo.

Ensure the actions are SMART. It does not matter who
writes them.

Actions are vague and do not
adequately support or hold the
person being line managed to
account

Finish the meeting on time.

Key items are missed and/or the
meeting overruns

Play 4: Add value, add joy

Taking a genuine interest in colleagues allows us to build trusting relationships. These relationships form

the foundations that allow effective leadership to take place.



Ask how the person is doing
(include something personal to
them, eg. children, sport, reading).
- How's the building work going?

You only talk to this person when you need them to do
something. They do not feel valued as a person. They think
you only see them as a vehicle of action.

Engage with them and relate to
their response.

- | can imagine. ..builders are the
worst...

You make small talk but because you do not genuinely
engage with it, they think you don't mean it. It becomes the
means to what you actually want them to do - a task off
your ‘to do’ list...

Ask them what their biggest
challenge is at that moment/what's
going well.

You don't ask them about their challenge/triumph and they
think you don't care about their workload/ progress.

Offer a solution/praise.

You don't offer to help in a meaningful way or acknowledge
what they have done well. You come across as uncaring.

Play 5: Task relevant maturity

Before you lead others, decide their maturity level for the task you want them to complete. One person
may have differing TRMs depending on the situation. A leader should recognise the TRM lead depending
on the task. Use the framework below to guide you.

telling
when, how

Use a structured conversation: | Usually novices or someone who has little experience

of the task at hand and will need close
guidance/regular feedback.

support,
problem solve

Use two way discussion, offer | Usually deployed for someone who will pick up what

is required quickly. A medium to light touch approach
with initial guidance required.

monitoring not
directing

Aim for minimal involvement, Usually deployed for someone who is highly
discuss broader objectives,

competent at that task and can be trusted to
complete it without direction.

Play 6: Daily Prioritisation

Leaders have many things to juggle during a day and of course each week. It's important that we are
able to prioritise actions, so things don’t get missed.

the week

What must happen today, versus what can wait until tomorrow or later in

There are times when leaders need a good block of time to work on a
particular task e.g. timetabling; improvement plan writing. This needs to be
planned and scheduled.

hanging over

As a leader you should have a strong understanding of any behaviour issues
that happen in your team. At the end of the day, it's always important to
check that any actions or follow up have been completed - so nothing is left

Take some time to review the day, tidy up any lose connections e.g. reply to
emails, or have a conversation and then plan the next day.




5. Implements
Change



5. Implements Change

Why it matters?

“The main job of transformational leaders is to establish direction, align people, motivate & inspire, and

produce & sustain change”

Sir Tim Brighouse

Effective implementation is required for an intervention to succeed. No matter how good the idea is, if it
is poorly implemented it will not affect the children we serve. Equally important is making good
decisions about what to implement, as a bad idea well implemented is a dangerous thing. These plays
will support leaders to identify where the change needs to be focused.

Checklist

e Is outward looking for effective practice and
uses the best available research evidence to
make informed decisions when planning
change.

e Understands the four main stages of
implementation - explore, prepare, deliver
and sustain.

e Understands what needs to change and drives
this.

e Has clear attention to detail when it comes to
planning, monitoring/evaluating impact and
reviewing actions.

e Reflects and responds to ensure that change
has high fidelity, reach and is sustained.

e |s able to galvanise people to engage, unite
and reflect on implementation.

Rushing to judgement about the
required solution to a problem
before looking deeply at the
available evidence and data.
Ignoring what research suggest is
most likely to work.

Not carrying out a pre-mortem of
what is most likely to go wrong.
Failing to put in place the necessary
professional development to enact
the change.

Unrealistic expectations of how
long the change will take to embed.
Staff involved are motivated to
enact the change.

Monitoring and evaluation is not
baked in.

Play 1: Learning conversations

Internal data can be useful to leaders at all levels, but accurate interpretation is vital if it is to lead to
meaningful interventions. This structure supports the framing of conversations where internal data is
being discussed in relation to specific cohorts or classes.

A least two weeks before the meeting: check internal
data for the class

Data is not checked prior to the meeting
so context is lost.

A week prior to the meeting: ask the teacher to fill out
the relevant proforma e.g. learning conversations
Google doc. progress meeting document etc

Use this meeting to model how data should be

You have to populate the doc with key
actions during the meeting, wasting
valuable time.

You assume effective scrutiny of data and

scrutinised to the teacher.

learning conversation can be done
without it being modelled to them.

Data is not scrutinised appropriately at
postholder level and effective




interventions are not put in place as a

result.
Concentrate on focus students and their learning You allow long stories about individual
needs. student behaviour.
The most powerful intervention is quality first Avoid discussions about student
teaching. Use these prompts: behaviour (involve pastoral teams

separately if an intervention is required)
e Are the focus students sitting strategically?

Do they get asked questions first/ are Parents are unaware of their child
questions targeted for them? How do we underachieving. Support is not gained
know? from home.

e s there a clear differentiation on the level of
feedback they are provided to make
improvements?

e Explore whether students’ parents have been
contacted by the teacher.

e Action as required.

Analyse the accuracy of the projected grade and Projections are based on feelings and
current grade and what the latest exam(s) are guesses.
showing.

There is missing data.
Intervene and adjust projected grades if appropriate.
There is a mismatch between current and
Make sure projections are evidence based. projected/ historical data that suggests
inaccuracy.

Play 2: SMART target & KPIs

In order to keep up with the fast pace of schools and the number of tasks being juggled at any given
time, clear and actionable targets are essential. This is a checklist for how we make our targets SMART.

What is a SMART target?

Specific A specific goal clearly defines what needs to be achieved, who is involved,
where it will happen, and why it's important. It answers the "W" questions:
What, Why, Who, Where, and Which

Measurable A measurable goal includes specific criteria for tracking progress. It should
answer questions like "How much?" or "How will | know when I've reached the
goal?".

Achievable An achievable goal is realistic and within reach, given available resources and

capabilities. It's important to set goals that are challenging yet attainable to
avoid discouragement.

Relevant A relevant goal aligns with overall objectives and contributes to the larger
vision. It should be important and meaningful to the individual or organization.

Time Bound A time-bound goal has a clear deadline or timeframe for completion. This
creates a sense of urgency and helps maintain focus.

Initial of the person completing the action Unclear who should complete the action

Future tense, eg. TB to complete Past tense so it reads like a diary of actions that
have already been done, eg. TB has created.




Verb, eg. complete, email, create The verb is missing so the action is not clear for
the person completing the task

Observable and can be put into practice It is vague and not observable, eg. TB to consider.

Highest leverage It is not the highest leverage action for that item,
eg. TB to rewrite last year's DIP

Concrete and bite size enough to be achieved | The task is too large to complete and sets the
in a week person up to fail. eg. TB to check the accuracy of
all of next term's y11 lessons

Use the standard red font to RAG an item not | Variations of the colour red are used to RAG an
done and copy it over to the following week | item as not done. Possibly to soften the impact of
to ensure it is done the colour red.

The ‘intended outcome’ is used to guide the The 'intended outcome' is confused with an
next action in the appropriate ‘action’ action.
column.

SMART Targets should be bound to Key Performance Indicators. A good Key Performance Indicator (KPI)
is a measurable value that demonstrates how effectively an individual, team, or organization is achieving
a strategic objective. To be effective, KPIs must be well-designed.

Some guidance for producing KPIs:
e The KPI must directly reflect a specific goal or objective.
It should be easy to understand by all relevant stakeholders.
Avoid vague or overly broad metrics.
Must be quantifiable using reliable and accessible data.
Qualitative KPIs are possible but should be consistently scored.
KPIs should motivate performance, not discourage it
The KPI must matter to the success of the team or organization.
Avoid vanity metrics (e.g., number of followers) unless they tie to impact.
Allows for consistent tracking and assessment.
A good KPI leads to decisions or actions.
If performance dips, there should be clear steps to respond.
You should be able to compare performance over time or against a benchmark.
Helps track improvement or decline.

Questions to Ask When Designing a KPI

What goal does this KPI support?

How will this KPI be measured and reported?

Who is accountable for this KPI?

What is the baseline, and what target are we aiming for?
What actions will be taken based on performance?

Play 3: TP & GCSE results review

Tracking points and KS2/GCSE results require leaders to successfully interpret the data and crucially use
those interpretations to direct the work that follows. This structure supports that process.

Two weeks before the meeting (at least): check the Data is not checked prior to the meeting
data, looking at all measures, including: so context is lost.
e Headlines Only some measures are considered

e Individual classes




Progress against starting point

Progress against previous tracking points
Disadvantage

SEND

Two weeks prior to the meeting, let leaders know the
date of the meeting and the key questions they will be
expected to answer.

Not enough notice is given leading to a
poorly framed meeting.

Overly arduous forms are required to be
filled in rather than focused questions.

Use this meeting to model how data should be
scrutinised to the teacher.

You assume effective scrutiny of data and
conversation can be done without it
being modelled to them

Data is not scrutinised appropriately at
postholder level and effective
interventions are not put in place as a
result.

Concentrate on focus students and their learning
needs.

The most powerful intervention is quality first
teaching. Use these prompts

e Are the focus students sitting strategically?
Do they get asked questions first/ are
questions targeted for them? How do we
know?

e s there a clear differentiation on the level of
feedback they are provided to make
improvements?

e Explore whether students' parents have been
contacted by the teacher.

e Action as required.

You allow long stories about individual
student behaviour.

Avoid discussions about student
behaviour - focus on challenges to
learning.

Parents are unaware of their child
underachieving. Support is not gained
from home.

Analyse the accuracy of the projected grade and
current grade and what the latest exam(s) are
showing.

Intervene and adjust projected grades if appropriate.

Make sure projections are evidence based.

Projections are based on feelings and
guesses.

There is missing data.
There is a mismatch between current and

projected/ historical data that suggests
inaccuracy.

Play 4: Finding fidelity

Any intervention has the capacity to mutate into forms that, while close to the intended intervention, are
no longer faithful to its active ingredients and, as a result, do not provide the intended impact.

Bake in evaluation, knowing what the measures of success | Evaluation is a bolt on at the end
of an intervention are




Set out with a genuine curiosity to uncover practice as it Aiming to prove the intervention
truly is, not to prove success has worked and ignoring evidence

to the contrary.

Look at data from a number of sources: A narrow focus is taken to judge

Lesson visits
Internal data

Book scrutiny
Student voice
Teacher voice

End of KS outcomes

fidelity

Challenge your own bias when judging fidelity. If looking Confirmation bias exists in your
for a teaching practice, look at the active ingredients, not judgements

your preferred version.

Look for reach as well as fidelity. Are all teachers behaving | Ignoring those teachers who are

in the way you wish

harder to move and only focusing
on early adopters.

Ensure the change is sustained. Habits will revert if not An assumption of change is made.
constantly refreshed. Keep finding times to return to the
change and provide prompts and cues

Play 5: Team debriefs

Did you know that team debriefs can have a huge impact on performance? Research shows that teams
can boost their effectiveness by 20-25% by regularly reviewing processes, using a few tried and tested

methods.

What were you trying
to accomplish?

This can focus on a big objective e.g. GCSE results, KS2 SATS, or a
smaller one e.g. embedding SLANT across the team.

The important thing is that everyone knows what you were trying to
achieve.

Where did we hit (or
miss) our objectives?

This requires honest reflection and not too much ‘back slapping’! This
will only happen in an environment where colleagues feel safe to be
honest.

What caused our
results?

This will need to time to explore this thoroughly - and will be supported
by some probing questions:
e Why do you think that might have happened?
e In hindsight, what could you have done differently?
e Were these ‘causes’ behavioural, process driven or caused by a
lack of knowledge/understanding?

What should we start,
stop or continue doing?

This question is key. If we're going to start some new approaches, we’'ll
need to stop doing things that aren’t working.

Play 6: Implementation Behaviours & Process

Introducing new approaches and systems in schools isn't straightforward because it involves changing
established habits and behaviours. On the one hand, schools need to develop practical infrastructures
and processes that supports implementation. On the other hand, implementation is fundamentally a
social process, and getting the interactions right between people across the school is essential.

When it comes to implementations - ‘It is what you do AND the way that you do it!’

1. Adopt the behaviours that drive effective implementation



These behaviours are at the heart of what drives effective implementation, so should feature
across a school’s implementation actions and interactions.

Engage Engage people so they can shape what happens while also providing
overall direction.
e Engage people so they have the potential to influence change.
e Engage people in collaborative processes
e Engage people through clear communication and active
guidance

Unite Unite people around what is being implemented, how it will be
implemented and why it matters.

e Unite views and values.

e Unite knowledge and understanding.

e Unite skills and techniques.

e Unite implementation processes

Reflect Reflect, monitor and adapt to improve implementation.
e Reflect on pupil needs and current practices.

e Reflect on fit and feasibility.

e Reflect on implementation progress

e Reflect on implementation barriers and enablers

2. Plan and deliver a structured process of implementation

Without a structured process, the behaviours and contextual factors that underpin effective
implementation can be hard to enact. These stages provide a process to help schools navigate
implementation and apply the behaviours in their day to day work.

Explore Pinpoint the right areas for improvement and decide how best to
address them:
e Assess needs and setting
o What's the problem and what's already happening?
o What are the barriers and enablers to change in our
setting?
e Assess approach
o What does the research evidence suggest and how
does it relate to our setting?
o How challenge is the approach to implement?

Prepare Build clarity and coherence on the direction of travel with the new
approach.
e Why the change is taking place - the problem that is being
addressed.

e What the intervention entails - its core components.

e How will it be implemented - the implementation strategies
that will be used.

e How ell implementation is going - the implementation
outcomes and...

e the overall objectives - the final intended outcomes of
implementation.

Deliver Delivery of a new approach can be challenging as new behaviours and
structure are learned and old habits set aside, creating feelings of
uncertainty that can potentially derail the implementation effort. This
phase is, therefore about enabling ongoing improvement, by for
example:

e demonstrating support from leadership.

e motivating staff.




e identifying and solving problems.

e providing ongoing professional development to help embed
new skills, knowledge and behaviours..

Sustain Implementation dips can occur as momentum fades and competing
priorities emerge. The evidence suggests that schools need to maintain
the implementation effort and keep supporting and monitoring the
changes. Some key factors to this are:
e Building sustainability by continuing implementation strategies.
e Keep acknowledging and supporting good implementation
practices
e Conduct a thorough review of implementation to inform next
steps
e Decide on next steps:
o Sustain
o Scale
o De-implement

The EEF has produced an excellent guidance report on implementation, and a range of accompanying
resources. The can be accessed here:

https://educationendowmentfoundation.org.uk/support-for-schools/implementation


https://educationendowmentfoundation.org.uk/support-for-schools/implementation

6. Sustains the
Culture



6. Sustains the Culture

Why it matters

Many of these leadership principles focus on how we move forward rather than how we hold on to what

“Leaders are responsible for the environment that endures” Simon Sinek

we already have. When we only look to the future we can take our eye off the things that are already

strengths.
Checklist

e Staff and students can describe where
and how the leader typically shows up
during the day.

e Staff can predict how the leader will
respond because decisions feel
consistent and principled.

e Staff report feeling valued, supported,
and comfortable raising issues early with
the leader.

e Explains the “why” behind decisions

e Uses shared language from the school’s
ethos

e Challenges actions that contradict the
culture

e Celebrates behaviours that reinforce it

e Holds regular check-ins with staff

e CGives specific, timely praise

e Listens actively and follows up on
concerns

Leaders say something once, assume it
will stick, and then fail to reinforce it.
Leaders talk about values, vision, and
ethos—but don't translate them into
concrete behaviours.

Leaders show up for celebrations,
assemblies, and walkthroughs—but
disappear during pressure points.
Leaders delay addressing
underperformance or misalignment.
Leaders take on too much instead of
empowering others.

Leaders underestimate how much their
mood shapes the climate.

Leaders unintentionally contradict the
culture through small behaviours.

Play 1: Honour Our Values

At DMAT we have the highest expectations of our young people. As leaders, when we see them falling
short of these expectations, we must never ignore it - we permit what we ignore and what we permit,
becomes our culture. So, it's important that we correct students who are falling short of our

expectations.

Uphold corridor
culture

example:

Walk sensibly

Corridors should always be calm, safe and dignified. If students are behaving
in a way that compromises this, it's important that it is addressed. For

e Normal conversation sound levels at all times.

Walk around in small groups only
Behave in a calm and safe way

Uphold standards

expectation cards

We have the highest standards of uniform and behaviour. When students fall
short of this, address it directly with the student (and possibly the parent) and
apply the sanction (if necessary) in line with school expectations e.g. sign

Uphold lesson
expectations.

We have very clear routines and expectations in terms of lessons at DMAT
(outlined in the ‘Teaching PiP’).




As leaders, when we are visiting lessons, if we see students falling short of
this, it's important that we intervene and support the teacher.

Play 2: Values Driven Decision Making

When making decisions, leaders always link them to the school and trust’s values or vision..

Leaders always explain the ‘why’ behind the decision.

They always use shared language from the school and trust's vision and values

They will always challenge actions and behaviours that contradict the culture

In the same way, they will always celebrate behaviours that reinforce it.

Play 3: Clear Communication

Leaders always align any communication around expectations and feedback with our culture..

When giving feedback to the staff team, it is always linked to our culture e.g. It's important that we
do this, because this supports our culture of.....

Similarly, reminding students of our school culture - either when they are being praised, or if their
behaviour is in need of some development

Use examples of colleagues supporting our culture e.g/A reminder to support orderly dismissals at
the end of the lessons please. It was great to see INAME] doing this last week. It was great when
she....!

High standards of written English should always be used when communicating with staff, parents
and students. It sets a professional tone and models high expectations.

Play 4: Long Term Stewardship

Sustaining culture means thinking beyond the immediate moment and looking ahead to the future.

Spotting future leaders who will sustain the culture and providing them with opportunities to grow
and flourish is essential.

Protecting and supporting traditions that matter and that support our culture is really important.

It's important that we review policies, and approaches regularly, to ensure that they align with
culture - if this is left unchecked, it can easily drift.

An unfortunate result of working in a successful organisation is that staff get promotions and move
on. With this in mind, it's always good to be thinking about succession planning. So, as people
change, the culture remains

Play 5: Micro-interactions

These are the tiny, daily behaviours and actions that build trust and psychological safety. In doing so,
they also help to sustain culture.



Being present at the start of the day, whether it be at school entrances, corridors, staff areas etc.

Taking the time to check in with staff informally e.g. at the end of the day, asking them how their
day has been.

Noticing when staff are doing things that supporting the culture and thanking them for doing so.

Being accessible all the time - and not just reactive

Using positive framing in conversations. This means presenting the same reality in a way that
emphasizes possibility, capability, and forward movement rather than fear, blame, or limitation..

Narrating progress that has already been made when looking for a solution e.g. “Here’s what's
going well already...”

Avoiding emotional leakage e.g. sighing, eye-rolling, visible stress

Checking the emotional temperature of the team and spotting any ‘micro-ruptures’ in the team
e.g. small disagreements or arguments. Not allowing these to fester and intervening quickly.

Play 6: Modelling the PiPs

This is aimed at the Behaviour PiPs and the Teaching PiPs. If we want all staff to employ these with
fidelity in their classrooms and around the school, we have to start with the leaders as the staff take their
lead from us. For example, how motivated would a teacher be to employ the PiPs, if their Curriculum
Leader - or other leaders affiliated with their team - was not embedding the PiP prompts?

In your day to day teaching, ensure that you are exemplifying the teaching PiPs every day.

In the corridors, be modelling the Behaviour PiPs e.g. supporting calm, safe and dignified corridors
by correcting student behaviour

Offer for colleagues to come and observe you enacting the teaching PiPs in your lessons.

Be open and honest about your challenges with implementing them in your lessons. Forming new
habits is hard for all of us, so normalising this is healthy.

As we use video exemplars of teaching clips more and more, volunteer to be videoed yourself.
Putting ourselves ‘out there' is really important.

Regularly praise colleagues in your team who are trying really hard to implement the PiPs in their
lessons.

Make the teaching PiPs high profile in your team, by finding lots of opportunities to discuss them.
We prioritise what we value.

Play 7: Command, Consult or Consensus

Most strong leaders don't choose between consensus and decisiveness—they move along a
spectrum:

Command — Consult — Consensus

e Command: you decide
e Consult: you gather views, then decide

e Consensus: the group decides together
The key skill is knowing where to sit for each decision.

1. Use CONSENSUS when buy-in matters most



e The decision affects lots of people’s daily
work

e You need commitment, not just
compliance

e There is no clear “right answer” (e.g.
pedagogy, culture, priorities)

e You want to build capacity and
ownership in staff

e You're working with a small, capable

group

Consensus increases ownership and engagement,
which improves implementation quality

Curriculum approaches
Behaviour policy refinements
SIP priorities

Teaching & learning strategies

Slow
Can lead to “watered-down” decisions
Hard with large group

2. Make the CALL when speed, clarity or risk is high

e Time is tight (urgent safeguarding,
staffing, behaviour issues)

e The stakes are high and immediate

e You (or a small group) have clear
expertise

e The issue is operational or routine

e Consensus would create unnecessary
burden

Directive decisions are fast and clear, which
improves performance when urgency and
ambiguity are high.

Managing incidents
Timetabling issues

Cover decisions

Immediate parental complaints

Lower buy-in
Potential frustration if overused

3. The sweet spot: CONSULT

e You need better information or
perspectives

e There's moderate time available

e You want some buy-in—but not full
consensus

e The decision is important but not
existential

Balances decision quality + speed + buy-in

Intervention strategies (you already do
this—seeking evidence before decisions is a
strong example from your emails)
Resource allocation

Middle leadership development decisions

May not result in your favoured way forward!

A practical decision test (use this in 30 seconds)

Ask yourself these 5 questions:




How urgent is it?

o High — Decide
o Low — Consider consensus
How important is staff buy-in for success?

o Critical = Consensus / consult
o Low — Decide
Where is the expertise?

o Mostly with you — Decide or consult
o Distributed across team — Consult / consensus
How complex/uncertain is the issue?

o High — Consult / consensus
o Low — Decide
How big is the impact on staff workload/culture?

o Large — Involve them
o Small — Decide



7. Models
Behaviours



7. Models Behaviours

Why it matters
“A leader is one who knows the way, goes the way, and shows the way.” John Maxwell

If we are to ask others to exhibit certain behaviours then we need to embody them ourselves as leaders.
This is about leading by example, and ensuring we behave as we would want those that we lead to
behave.

The Framework for Ethical Leadership in Education provides a clear, values-driven foundation to
guide the decisions and behaviours of school and college leaders. Developed through the Ethical
Leadership Commission, it supports leaders in navigating complex situations by emphasising both
professional principles—such as integrity, accountability and fairness—and personal virtues
including trust, wisdom and courage. At its heart, the framework recognises that leaders are role
models whose actions shape not only organisational culture but also the ethical development of
young people; therefore, how leaders act is as important as what they achieve.

Framework for Ethical Leadership in Education:

1. SELFLESSNESS
School leaders should act solely in the interest of children and young people

2. INTEGRITY
School leaders must avoid placing themselves under any obligation to people or organisations
that might try inappropriately to influence them in their work. Before acting and taking decisions,
they must declare and resolve openly any perceived conflict of interest and relationships.

3. OBJECTIVITY
School leaders must act and take decisions impartially and fairly, using the best evidence and
without discrimination or bias. Leaders should be dispassionate, exercising judgement and
analysis for the good of children and young people.

4. ACCOUNTABILITY
School leaders are accountable to the public for their decisions and actions and must submit
themselves to the scrutiny necessary to ensure this.

5. OPENNESS
School leaders should expect to act and take decisions in an open and transparent manner.
Information should not be withheld from scrutiny unless there are clear and lawful reasons for
doing so.

6. HONESTY
School leaders should be truthful.

7. LEADERSHIP
School leaders should exhibit these principles in their own behaviour. They should actively
promote and robustly support the principles, and be willing to challenge poor behaviour
wherever it occurs. Leaders include both those who are paid to lead schools and colleges and
those who volunteer to govern them. Schools and colleges serve children and young people and
help them grow into fulfilled and valued citizens. As role models for the young, how we behave
as leaders is as important as what we do.

Leaders should show leadership through the following personal characteristics or virtues:
a. TRUST
Leaders are trustworthy and reliable. We hold trust on behalf of children and should be beyond
reproach. We are honest about our motivations.

b. WISDOM

Leaders use experience, knowledge and insight. We demonstrate moderation and
self-awareness. We act calmly and rationally. We serve our schools and colleges with propriety
and good sense.

c. KINDNESS



Leaders demonstrate respect, generosity of spirit, understanding and good temper. We give
difficult messages humanely where conflict is unavoidable.

d. JUSTICE
Leaders are fair and work for the good of all children. We seek to enable all young people to
lead useful, happy and fulfilling lives.

e. SERVICE

Leaders are conscientious and dutiful. We demonstrate humility and self-control, supporting the
structures, conventions and rules which safeguard quality. Our actions protect high-quality
education.

f. COURAGE

Leaders work courageously in the best interests of children and young people. We protect their
safety and their right to a broad, effective and creative education. We hold one another to
account courageously.

g. OPTIMISM
Leaders are positive and encouraging. Despite difficulties and pressures, we are developing
excellent education to change the world for the better.

Sharing unhappiness with a joint leadership decision with wider staff
In difficult times, presenting as angry or stressed to wider staff.
Asking staff to complete a task but failing to complete it yourself
Missing deadlines

Not being clear when giving colleagues targets for improvement

Not accepting that others may have a better way of doing something
A lack of empathy

The behaviour you ignore is the behaviour you accept




8. Day to Day
Leadership
Behaviours
Framework



Day-to-Day Leadership Behaviours Framework

To summarise, here is a day to day checklist of leadership behaviours.

1. Presence & Visibility
Daily behaviours that shape culture through consistent, calm, positive presence.

Morning presence at gates, corridors, or key hotspots
Positive micro-interactions with staff and students
Being accessible without becoming reactive

Visible calmness — modelling emotional steadiness

Walking the school at predictable times

Why it matters:
Presence is leadership. It sets tone, reduces behaviour issues, and builds trust.

2. Behavioural Follow-Through
Daily habits that maintain consistency and uphold expectations.

Addressing low-level issues immediately
Following up same-day on incidents or concerns
Reinforcing routines in corridors and classrooms
Checking consistency across staff

Supporting teachers publicly and coaching privately

Why it matters:
Culture drifts when leaders drift. Daily follow-through prevents that.

3. Communication Hygiene
Clear, consistent, calm communication that reduces noise and confusion.

Closing communication loops (“Just confirming...”)
Avoiding corridor decisions

Clarifying assumptions before acting

Using positive framing in messages

Keeping messages simple and aligned with the vision

Why it matters:
Most school frustration comes from unclear or inconsistent communication.

4. Relationship Maintenance
Daily behaviours that build trust, belonging, and psychological safety.

Checking in with staff informally

Remembering personal details (family, interests, challenges)
Repairing micro-ruptures quickly

Showing appreciation in small, authentic ways

Listening fully without interrupting



Why it matters:
Trust is built in teaspoons, lost in buckets.

5. Daily Coaching Habits
Small, frequent coaching behaviours that build a learning culture.

Asking probing questions in corridor chats

Civing bite-sized feedback after quick observations
Spot-coaching routines in real time

Modelling curiosity (“What did you notice when...?")
Celebrating effective practice publicly

Why it matters:
Coaching is not an event — it's a daily posture.

6. Emotional Leadership
Daily behaviours that regulate the emotional climate of the school.

Avoiding emotional leakage (sighing, eye-rolling, visible stress)
Narrating progress (“Here's what's going well...")

Responding, not reacting

Modelling optimism without being naive

Staying solution-focused

Why it matters:
Leaders set the emotional weather — every day.

7. Student-Focused Daily Habits
Small actions that reinforce high expectations and belonging.

Noticing student success

Positive calls home

Creeting students by name

Being present at social times
Checking in with vulnerable students

Why it matters:
Students feel the culture through daily interactions, not policies.

8. Workload & Boundary Modelling
Daily behaviours that shape a healthy, sustainable working culture.

Not sending late-night emails

Leaving on time sometimes to model balance
Removing unnecessary tasks

Protecting staff from noise

Being predictable in routines and expectations

Why it matters:
Leaders create the workload culture — intentionally or accidentally.

9. Daily Prioritisation & Organisation



Habits that keep leaders ahead of the day rather than chasing it.

Daily triage (urgent / important / can wait)
Protecting deep-work time

Ending the day with a reset

Keeping commitments visible

Following through on deadlines

Why it matters:
Organisation is not a personality trait — it's a discipline.



“Excellence is the result of caring more
than others think is wise, risking more than
others think is safe, dreaming more than
others think is practical, and expecting
more than others think is possible.”

Ronnie Oldham
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