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				Mandy Coalter

				Mandy has previously worked in senior HR roles in local government, the NHS, the voluntary sector and with schools. Since 2012 she has been Director of People at United Learning responsible for HR, Talent Management, Leadership Development, Marketing and Communications. United Learning is one of the largest schools groups in the UK, running 60 schools across State and Independent sectors. Mandy has built the group reputation as an employer, taking forward key priorities such as developing leaders, talent management, employee engagement, well-being, recruitment, pay and performance management.

				Mandy is also a very experienced Board Director and advisor on aspects of corporate governance.

				The United Learning HR team won the Chartered Institute of Personnel and Development ‘HR Team of the Year’ in 2016. HR Magazine listed Mandy in the top 10 ‘HR Most Influential’ in 2018 and she was shortlisted for the HR Excellence Awards ‘HR Director of the Year’ 2018.

				Mandy is a working Mum and is proud to be able to work flexibly to accommodate life and career. She is a passionate advocate of the benefits of flexible working for schools, business and employees.

			

		

	
		
		  
		    Praise for Talent Architects

				 

				Essential reading for any leader who recognises the imperative of building a school culture that values people. A no-nonsense guide to workforce planning, flexible staffing, unconscious bias, employer branding and recruitment. Highly recommended.

				Professor Dame Alison Peacock, Chartered College of Teaching

				 

				Talent Architects is a book with a common sense and straightforward approach to one of the most challenging issues facing school leaders at the moment, the recruitment and retention of great staff. Mandy underpins her advice with research and her own extensive expertise in schools across the country. Her probing questions at the end of each chapter put solutions in the hands of the leadership team and her four pillars making schools great places to work are spot on for me.

				The book is a refreshingly positive approach and doesn’t dwell on problems but instead looks at how the culture and leadership of a school can make such a difference. You cannot have a great school without great staff. This is a must read for leaders who want to do just that.

				Dame Sally Coates, Director of Academies United Learning 

				 

				When I was a headteacher, it often felt like the local authority HR function was only really there to manage basic administrative processes and keep me out of trouble when I was dealing with tricky ‘people issues’. Looking back, I had really missed the point. In this inspiring book, Mandy Coalter draws on a wealth of experience and knowledge from both within and beyond education to challenge heads and school leaders to really think differently about managing the talent of all their staff. Backed by strong evidence and packed to the brim with practical advice and suggestions, it offers a compelling vision for how schools can take a no-nonsense look at staff recruitment, development, retention and well-being. This timely book is a must-read for anyone who wants to know more about how to ensure pupils are taught and supported by motivated and engaged teachers, leaders and support staff at all levels within our schools.

				Andy Buck, Leadership Matters

				 

				Having benefited as a headteacher from working alongside Mandy Coalter for many years, I’m delighted she has distilled her invaluable insights and experiences of how to create great places to work into four simple pillars of practice. Every school and college leader who truly values their people should consider these with care and enact them with unwavering optimism as soon as possible.

				Mike Buchanan, Executive Director, HMC

			

		

	
		
		  
		    

				For my dad

				(Here’s my son’s drawing of playing football with his grandad...)
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		    Chapter 1: Why should making your school a great place to work be your top priority?

If you look after your staff, they’ll look after your customers. It’s that simple.

				Richard Branson 

				 

				The purpose of this book

				When you hand over a tiny child to school for the first time, it is a hugely emotional experience for any parent and I still remember it vividly. My boy had only just turned four and his new uniform was enormous on him. He smiled and waved as I took the obligatory first day at school photos of him. I dropped him off amid cuddles and kisses, then I left and shed a few tears.

				You put your trust in the professionals in the school and hope that they will want your child to be as happy as you do. Since having children of my own I recognise more than ever just what a crucial job schools do and how the future of our young people relies so much on great schools. I want my son to have the very best, rounded education, and be taught by teachers with passion, dedication and care. 

				I have worked with schools of all shapes and sizes for several years now. There are very few sectors that can compare in terms of providing meaningful and fulfilling work; seeing children and young people grow and flourish is exceptionally rewarding. It has been immensely satisfying for me personally to have been able to work alongside so many schools. 

				As an HR professional with over 20 years’ experience across a range of sectors, I am passionate about bringing to the school sector progressive, modern, people management thinking and practice. I want young people to have those excellent and motivated teachers and support staff they deserve. I am extremely frustrated by the narrative that dominates our sector right now. The media portrayal would have us all thinking that teaching is a tireless job, with long hours, a heavy workload, swingeing budget cuts and no freedom to teach, and much of the blame for that is laid at the door of the Government or Ofsted. 

				But schools are not alone in this, the economy as a whole is facing massive challenges, and most parts of the public sector have seen a squeeze on resources. Commercial organisations are constantly having to control costs, while still delighting customers and driving up profit. Many employers are struggling to attract and retain talent, and as a result are innovating with new approaches to employee engagement such as flexible working and continuing professional development (CPD). 

				I passionately believe that schools themselves hold the key to solving the current teacher recruitment and retention crisis, and that the vast majority of the solutions are in the hands of school leaders. This should empower us to take control of the narrative and start to create schools that are great places for adults to work and thus great places for children to learn. 

				That is why I have written this book. I want to support every school leader to step up to this challenge, and I want to encourage us all to bring better professional HR expertise in to our sector so that school leaders have the right support to enable them to become the ‘talent architects’ they need to be. 

				Richard Branson knows a thing or two about business, he also knows an awful lot about the importance of managing your people well. I love the quote from him at the beginning of this chapter, for me it demonstrates clearly the impact of great people management practice and why this ought to be your top priority as a school leader. He is definitely a talent architect, a leader who understands how crucial employees are to business success and spends his time building a positive and engaging work culture that attracts and retains talent.

				Compare his philosophy with a 2017 article in the Times Educational Supplement which states that ‘… teachers leaders’ to warn that schools are becoming “unpleasant places to work”.’ 

				There has never been a more pressing time for schools to create an environment that people want to join, and that makes them want to stay. Teacher turnover rates and numbers leaving the profession are at an all-time high. The 2018 Public Accounts Committee report Retaining and developing the teacher workforce reported that the number of teachers dropping out of the profession rose from 6% in 2011 to 8.1% in 2016. In 2016 nearly 35,000 teachers left the profession for reasons other than retirement, with workload cited as the main cause.

				Teachers are leaving the profession relatively early in their careers with clear signs that their well-being has been seriously affected. Figures published last year showed that a third of teachers who began to work in 2010 were not in the classroom five years later, and about 13% had left after just one year. In 2016, The Guardian quoted an analysis of the school workforce by the Policy Exchange think tank finding that women aged 30-39 are leaving the profession in alarming numbers, accounting for one in four leavers, and shockingly half of them do not return to teaching. 

				In addition to the retention problem, Government teacher training programmes have missed their recruitment targets for the last five years with most subjects affected, and here has been a drop in total applications for teacher training, which is in itself a ticking time bomb. Of major concern is the failure to meet targets in maths, science and computing, key STEM subjects that will ultimately impact on pupils’ ability to thrive in these areas which are so crucial for our economy and indeed future teacher supply. 

				The teacher recruitment and retention challenge all takes place in the context of dramatically rising pupil numbers, with secondary school pupils expected to spike by over 500,000 to 3.3 million by 2025 according to The Talent Challenge report by LKMco 2017. 

				Clearly the system requires more teachers, and a combination of strong recruitment and retention is vital to making this happen. Teacher recruitment rates always drop when the economy improves and thus retention has to be the greater battle, particularly when the dropout rate for relatively new teachers is so high – this is clearly a waste of tax payers’ money. 

				The challenge is increased by the impact of the most significant funding reductions to hit the sector for decades with many schools facing real terms funding cuts (Belfield, Crawford and Sibieta, 2017). Schools are having to make difficult choices which in many cases lead to staff reductions – including teacher redundancies – and the need to do more with less. In a recruitment and retention crisis money can be wasted on expensive supply or recruitment costs, money that we just cannot afford to waste right now.

				Government, Ofsted and other large institutions have a role to play in addressing all these issues and the DfE is working hard to tackle teacher workload and promote flexible working. However, I believe that despite all these national challenges every school can be master of their own destiny and become a great place to work. In fact, it is crucial if we are to weather those storms around us and keep delivering the outcomes our children and young people deserve. 

				I know from my work with educators and as a parent, that nothing matters more in school than the quality of the teaching. The Sutton Trust (2011) is clear in their research that teaching quality has a direct impact on pupil outcomes. Every school needs to recruit, retain and develop the very best teachers to secure the right progress and outcomes for their pupils. But no school can operate with teaching staff alone and the support staff who keep the school functioning or support teachers in the classroom are just as vital. Education is fundamentally a people business, and every school leader ought to be completely invested in their school people strategy. Given that the supply of teachers is now so tight, this should be a number one priority.

				My aim with this book is to work with you to give you a practical approach to ensuring that your school is a great place to work. This will help you to consistently attract and retain high quality teachers and support staff. I have been inspired by many fantastic school leaders who are working hard to be great employers and of course I have had the benefit of working across many sectors with professionals where the role is not just a job but a passion and a vocation. 

				Sadly however, I have also seen complacency in the school sector. I have seen a lack of will to tackle workload, with some school leaders believing it is all down to external agencies and that they as individuals have no influence. I have heard the view that staff well-being is ‘fluffy’ and has no link to school improvement. I have seen poor, expensive and outdated recruitment practices and schools still of the belief that teachers will come and work for them no matter what. I have observed high staff turnover due to weak or controlling leadership and management. I have seen reactive HR support, only there for schools when dealing with a crisis rather than supporting schools to develop modern working practices. I have heard discrimination, such as the view that part time staff ‘don’t go the extra mile’ or that older teachers just can’t deliver in the classroom.

				All of this takes place in the school and is not down to Government or Ofsted or anyone else. It can all be influenced by the school leadership and turned around. And of course there is a massive cost. The Guardian (2016) reported that in 2014–2015 secondary schools alone spent £56 million advertising teacher vacancies, with some schools reportedly spending up to £80,000 a year. This is money that should be spent on educating our children. 

				The ultimate price of course is paid by the pupils, in terms of less funding being available for their education. I have listened first hand to children who have made it clear that having a consistently good teacher who gets the best from them is all they want from their school. It is terrible how much is spent on recruitment advertising, agencies and supply staff, money that could be redirected to the children’s education.

				So what gets in the way?

				School leaders are very busy people. There is an awful lot to get done, close scrutiny and pressure to deliver results very quickly. It can be easy in that environment to simply see HR as something you do when you need to react to a resignation or manage capability or grievances. HR support in schools is woefully behind the times compared to the commercial sector or other large public organisations. School leaders often have not had the benefit of proactive, progressive HR but rather have experienced HR as an administrative function. Local authority HR teams are too often traditional in their approach or even if not, are lacking in resources to proactively support schools. Many multi-academy trusts are simply not sufficiently resourced in their central functions to deliver outstanding HR support, or the leadership does not recognise the value of this and invest accordingly. I was concerned recently to see Academy Ambassador research that shows how few large multi-academy trust boards have HR representation which no doubt contributes to a lack of focus, attention and scrutiny on great people management practice.

				Every school leader will benefit from taking a leaf out of Richard Branson’s book. Focus on getting your people strategy right and the rest will follow. Attract the very best teachers and grow your own talent. Lead and manage people well so they are loyal and want to stay. Recognise that workloads are high and find ways of supporting staff well-being, knowing that every individual is unique and has a life outside of work. Do all this well and the pupil outcomes and progress will follow. Do this well and your costs will reduce. 

				In Chapter 2, I set out the four key pillars to creating a great place to work. The next chapters explore the pillars in detail aiming to give you practical guidance in developing these. The next three chapters focus on marketing your school, measuring your progress and who can help you. At the end of each chapter is a summary of the take away points with some questions that you can use for reflection. You can work through these on your own or with your SLT or HR person. The book is written in a way that enables you to either read it straight through, or dip in to any chapter that feels relevant, and it aims to provide practical advice you can easily apply in school. 

				If there is only one action you take after reading this book, I hope it is to take a look at your HR structure and make sure that you have proactive support in place helping you create a great place to work. This is not always easy to find so in the final chapter I will describe what you should be looking for from your HR team, whether they are internal or externally provided. For most schools this will have a cost attached to it which may feel unaffordable right now, but consider the benefits. Organisations across all sectors with strong HR helping to deliver progressive people management practice see tangible benefits and cost savings; including reduced sickness absence, lower staff turnover, and higher discretionary effort as well as better performance. All of these factors directly affect pupils and their learning. 

				 

				The context of the changing world of work

				The crisis we face with recruitment and retention is not a short-term challenge that will go away. The world of work is changing rapidly and the expectations of employees with it. Globalisation, advances in technology, demographic changes and longer life spans are all massively impacting work and the school sector is no exception.

				I highly recommend reading The 100-Year Life (2016) by Professors Lynda Gratton and Andrew Scott. This book gives you a valuable insight in to how demographic changes will be impacting right now on the expectations of both your employees and indeed your pupils.

				Gratton and Scott argue that the old model of a working life or career is broken in an age when one in three children born today will live to 100 years old. They describe the 20th Century model of working life as three staged: education – work/career – retirement, and argue that this approach is no longer fit for purpose in the 21st Century as fixed retirement in our sixties will not be affordable in the context of an average life expectancy of 100. The book suggests rapid developments which we are already seeing:

				
						People will work in to their seventies and even their eighties.

						
There will be new jobs and skills. We have all seen the media reports regarding the impact of artificial intelligence on the labour market and we cannot accurately predict the precise nature of employment that the young people of today will undertake when they reach working age.

						
Getting the finances right will not be everything; it will be hugely important but money is not the only vital resource we will need to live a 100-year life. Family, friendships, mental health and happiness are just as crucial. 

						
Life will be multi-staged. The three-stage model of life currently remains dominant for most people, but this is changing fast. The only way that model could work is if the overall working life were much longer and although that works financially it does not work for all the other resources needed to live a fulfilling long life. Multi-stage careers are already emerging; taking a sabbatical or career break to re-energise, multiple careers within a working lifetime, retraining for a period, working flexibly and more. 

						
Transitions will become the norm. People will transition across different aspects of the model, so they may return to education later in life when taking a break from work, they may combine semi-retirement with flexible working. 

				

				As Professor Gratton says: 

				‘For corporations … all this sounds like a nightmare; companies like conformity, and simple, predictable systems are easy to run and implement. So, don’t be surprised if large numbers of institutions resist these changes. But everywhere experiments are taking place and eventually the individual’s desire for flexibility and choice will overwhelm the company’s need for systems and predictability.’

				 

				Our sector is far from immune to these challenges and we have a responsibility to prepare our pupils for a world of work that does not yet even exist.

				Research by LKMco for school talent consultancy Oceanova (2017), assesses the rise of millennials, those employees born after 1982 who currently make up 42% of the maintained school sector workforce. The report draws on research from management consultancy firm Deloitte who conducted a major survey in 2016 in to millennials, questioning 7000 people across various sectors and countries. They found that millennials feel a need to make a positive contribution to society, and not just to have a job. They want to feel they are making a difference. This ought to be good news for our sector given what we do, but we have other challenges in terms of millennials as they have additional priorities with a very strong emphasis on flexibility and work-life balance. 

				Research by the flexible working campaigners Timewise (2017) highlights the challenges that we face in this area and may go some way to explain why we are struggling to attract and retain millennials. 92% of 18- to 34-year-olds want flexible working and indeed 75% of older workers do too. Yet our sector just does not offer this with only 28% of female teachers working part time compared to 42% of women across the wider economy. This might go some way to explaining the drop in applications to train to teach from young graduates as well as the inability to retain more experienced teachers. Our profession and our employment offer are starting to look old fashioned and restrictive. Our collective challenge is to change, as only then will we have the talented teachers and staff we need to be able to successfully educate the young people in our care.

				If you are up for that challenge, this is the book for you.

				 

				Questions for reflection

				
						Does my school have a clear and documented people strategy and plan? Have we set out our vision for the kind of employer we want to be, and do we have a plan that will get us there?

						Do we really know the full costs of our current people management approach both in terms of finances and educational impact?

						Are these issues right at the top of the agenda for the headteacher and SLT?

						Does the school receive proactive forward looking professional HR support? 
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