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Wayfinder, n.




	
a person navigating to a particular location.


‘the wilderness wayfinder should strive to be proficient at both map and compass work’.




	a person who opens up new routes to a location.



	Polynesian: a navigator who goes beyond the known. Central to being a wayfinder is a deep understanding of self, crew, vessel, and environment.





























‘Far and away the best prize that life has to offer is the 
chance to work hard at work worth doing’
Roosevelt, 1900


‘It all continues to come back to remembering that none of us is 
an island, and that we really do have to think of others’
Offerman, 2021


























For Emily, my Wayfinder, 
and Charlotte, our little change maker.

























CONTENTS


Foreword


Introduction


PART ONE: BEING A LEADER AND MANAGER OF CHANGE


1. Being a leader of change


2. The importance of emotional intelligence


3. Leading change vs managing change


4. The servant leader


PART TWO: MAKING CHANGE HAPPEN


5. Change, resistance, and adoption


6. Planning for change


7. Writing the change plan


8. Implementing change (Steps 1-4)


9. Removing barriers (Step 5)


10. Coaching


11. Generate the first wins (Step 6)


12. Sustaining change (Steps 7-8)


PART THREE: TOOLS FOR SUPPORTING CHANGE


13. Identifying, designing, and delivering CPD


14. Curriculum documentation and logistics


Finding our way




















FOREWORD


The last few years have seen the quality of the curriculum go up the agenda both nationally and at a school and classroom level. While these discussions on the purpose and implementation of the curriculum have been taking place, less attention has been paid the processes and systems underpinning this work. There has been a tendency to think that curriculum development can be done at pace, wrapped up quickly, and then it’s back to business as usual.


There are several problems with this: one is that colleagues become overwhelmed by the amount of work to be done, another is that there can be a tendency to think that the job is finished once the lesson plans have been rewritten and the website updated. Yet, we also intuitively know that we need to pace ourselves, and that anything worthwhile is worth taking time over. What has been missing is a book that provides the wider landscape for understanding how to implement change across an organisation. In Wayfinder, Matthew Lane takes us through the key thinkers in leadership and change management, applies them to a school context, and shows us how to turn a curriculum vision into reality.


Matthew’s background in military leadership has informed his work on leading curriculum change in his primary school. While the role of a subject leader in primary is different from secondary, nevertheless, these principles of good leadership are applicable in either setting. Matthew’s synthesis of the key theoreticians in the field of change leadership is impressive: while many books and blogs do a good job of outlining the theories, they often lack examples from the author’s own experience. This is not the case with Wayfinder. Matthew knows from experience that well explained reasons for change, with solid information and good resourcing, can help colleagues get to grips with curriculum change. He rolled out the new Religion and Worldviews scheme in his school, a major project with an entirely new curriculum, a change of pedagogy, and 99% of previous lessons consigned to the bin. The work had just been completed before the Covid lockdown in 2020 and yet staff continued with the new curriculum, because the rationale had been well explained and they had all the resources and training to deliver the work.


Matthew speaks with experience, and he also walks us through how a fictional history subject lead would approach the job of revitalising the current scheme of work: how to identify the steps, how to prepare colleagues with varying degrees of enthusiasm for new ways of approaching more rigorous content, how to take the appropriate amount of time, and how to include the voice of pupils. Above all, this is a call for paying attention to and honouring the change process. It takes time for innovations to be adopted, and for colleagues to buy into new ideas both emotionally and intellectually. Rushed change doesn’t work. Wayfinder shows us how to do the process justice. It is worth it.


Mary Myatt


Education writer and speaker, Myatt & Co




















INTRODUCTION


Change is part of life. As humans we do not like change, we fight against it because it disturbs us from the warm embrace of routine. Try buying a new car or house and navigating the myriad decisions, forms, and expenses that it requires. Even mundane changes in packaging or a new brand of shampoo brings with them feelings of concern as well as curiosity. If you want to feel the sudden terror of change (and who doesn’t?), try walking around your usual supermarket in reverse order (my wife still hasn’t forgiven me).


The opportunities offered by change can be outweighed by fear of the unknown.


For teachers, change is something we know all too well. Each year brings a new class of children to inspire and challenge us. The seasons bring new events, as well as old favourites, to change our timetables and the behaviour of our charges. And this is all before events throw a new minister for Education or three into the mix ...


Of these many different change events, the one that has the biggest impact on our time in the classroom, and therefore our wellbeing as teachers, is curriculum change. The curriculum is what we deliver for several hours per day, and tens of hours per week. While behaviour, parents, meetings and the SLT (Senior Leadership Team) commitments take up much of our attention, it is lessons that fill the majority of our days.


This is why curriculum change can be difficult. It is just as challenging for leaders to try to get all of their team pulling in the same direction, as it is for staff to balance their own needs and demands. Change can be hard work, though it can also be rewarding. As Theodore Roosevelt once said, ‘Far and away the best prize that life has to offer is the chance to work hard at work worth doing.’


If you are reading this book, you are already thinking about curriculum change. Maybe you are about to begin your first big curriculum project. Perhaps you are a seasoned teacher looking for fresh insights to polish your practice. Or you could be a headteacher looking to aid your SLT in managing change across several areas of the curriculum. This book is here to help. It can be read from cover-to-cover or dipped in an out of as a reference. Where needed, signposts are included to point you back to key points.


This book is meant as a straightforward guide to a complex problem. Many of the ideas stand upon the shoulders of giants of the business world, but we will not be circling back to synergise their soundbites. Their books are worth reading in of themselves and are highlighted in the further reading sections at the end of parts one and two. This book starts by exploring the roles and attributes of ‘leaders’ and ‘managers’ of change. These two skill sets are different sides of the same coin. They are distinct, yet complimentary. We will survey styles of leadership and look in detail at how a ‘servant leader’ can facilitate positive and effective change.


Leadership is not limited to the lofty heights of principals, headteachers, or other SLT. As curriculum leaders are often squashed in the middle of school leadership structures, we will also discuss how middle leaders can lead their senior leaders. The role of subject leader in a primary school is a very different one to that of a secondary lead; yet the principles of good leadership are applicable in either setting.


We will look at why staff can be resistant to change. Why some staff will leap at new opportunities, while others will require a concerted effort to alter their practice. To illustrate the theoretical approaches, we will meet a fictional school leader and his team of five familiar faces – Paul and his merry (and not-so-merry) band of teachers – as they are led to deliver a new curriculum. We will follow their progress throughout this book.


How do we plan for change? What are the physical, fiscal, and emotional needs of our staff? How do we prevent pitfalls along the journey of change? To make an old military saying classroom friendly, ‘prior planning prevents poor performance’.


The main event of this book is part two, a step-by-step guide to delivering curriculum change. This eight-stage method will guide you from the very first moments of launching a project through the many months (or years) it takes to deliver effective and long-lasting change. These stages of curriculum change are paired with explanations of the different leadership styles and skill sets needed to support them.


Part three closes the book with two chapters that cover supporting work for curriculum change. We will discuss how to identify training needs and then how to design and deliver staff CPD. We will also discuss the topic we all want to hide from: paperwork. Yet the devil is in the detail of curriculum documentation, and the final chapter closes with how to codify your new curriculum.


Change is part of school life. Old ideas can come around with new names. New ideas rekindle a love of old ones. But with the right mindset and skills, we can lead our staff through the maze of uncertainty to deliver the best outcomes for our students. And maybe everyone will still like you at the end (just don’t make them walk the wrong way around the supermarket).
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BEING A LEADER OF CHANGE




FIRST THOUGHTS


Part one of this book is a primer on leadership and management and how these different skill sets can be tailored into the respective art of change leadership and science of change management.


Some of the topics covered may be well known to you if you have already completed an NPQ (National Professional Qualification) – others are drawn from the world of business or military leadership. Chapters 1-4 are designed to refresh and revise your knowledge of leadership and management before we move on to part two of this book, which discusses the complex business of leading and managing change.


Many different theorists, academics and business leaders are referenced in the coming pages. Their texts, interviews, and articles are referenced at the end parts one and two for your further reading.


As Lock (2019) notes, the ‘field of school leadership is poorly defined’ and research is of ‘patchy quality’. The exploration of leadership in the following chapters is designed to create a knowledge base for part two of this book and can be referred back to as a toolkit. As will be explained, leadership is a multi-faceted skillset, that differs according to the situation and position leaders need to adopt to get the best from their teams.







INTRODUCTION


Being a subject leader, especially in primary schools, is an odd business. In other professions you will have worked for years to develop expertise. You will have had to interview and then progress through many different roles as a team leader and then supervisor before taking on a whole company role. Yet in a school someone can just be given (or be burdened with) a leadership position as part of the day-to-day of their job. One day you sit down to your performance management meeting and are told ‘Oh, by the way, you are now head of history’.


Many – perhaps most – teachers went into the profession to teach. To be in a classroom working hard at educating young minds. A teacher who may be in their element in front of 32 children, might find themselves breaking out in a cold sweat or in need of a stiff drink when asking a group of eight adults to deliver a task. Many teachers who did not want to be school leaders find themselves being exactly that.


As Busher (2005) notes, most school leaders are subject leaders. They are teachers who fit in being a leader of their specific subject – or being a SENCO (Special Educational Needs Coordinator) – around the hustle, bustle, and pressure of the classroom.


Did they want to be a subject lead? Maybe not. Do they have any particular interest in the subject they are now being asked to lead? Not always. Even if a leadership role has never been on their career plan, and they do not want it, they will still have to undertake the burden regardless. And as for any training on leading groups of adults in a professional setting, well, it is rarely sufficient.


Yet as teachers, we are all leaders. Each day we set forth with a group of 30 willing or unwilling (more likely on a Monday morning) humans to reach new goals and explore new knowledge. The fact that these are small humans does not change the basic tenets of being a leader.


Before we discuss what makes a good leader, we need to define what a leader is, and more importantly, what it is not. Some schools refer to the person responsible for a subject as the ‘subject lead’ or ‘subject coordinator’ – but what they really mean is a ‘subject manager’. What is the difference between leadership and management?




Leadership is visionary, it utilises a mix of personality and character to inspire others to achieve an outcome. There is not a prescribed manner of leadership. Leadership styles can be recognised through sets of behaviours.





Andrew St. George (2011) offers this more succinct definition: ‘Leadership is the combination of example, persuasion, and compulsion and is dependent on the situation.’


Management on the other hand is easier to quantify:




Management primarily focuses on the allocation and control of resources. These resources can be people, time, material, or financial.





There is overlap between leadership and management. In general, good management creates the capacity to be a good leader. As Kotter (1996) explains, ‘Management makes a system work. It helps you do what you know how to do. Leadership builds systems or transforms old ones.’







DEFINITIONS


As we discuss leadership, we will find ourselves repeatedly applying the same idiosyncratic terms to our discussions: positionality, style, and team.




Positionality: the position that a leader emotionally and professionally adopts in relation to their team. This position can be due to a school or company structure (i.e. being a head of department), or an internalised ideal where the leader sees themselves removed from or integrated within their team.


Style: the persona or façade a leader inhabits. Leaders often (and hopefully) have more than one style. A synonym for this could be mindset.


Team: the group of people who come under the command, responsibility, or sphere of influence of the leader. In hierarchical organisations, this can be a fixed and named group of people. In other settings this group is fluid and related only to the situation at hand.





In schools, fluid and overlapping team structures and hierarchies can easily become confusing. For instance, in a primary school a subject leader has all of the other classroom teachers within their ‘team’ – while also themselves being a member of other subject leaders’ teams. They will probably therefore find themselves part of teams that contain members of staff for whom they have responsibility in a different subject context. The notion of teams within a school setting can get a little mind bending if we think about it too long.








WHAT IS A LEADER (NOT)?



Being a leader. The very title can hold mythical associations of inspiration that snatches victory from the jaws of defeat. Rallying flagging souls to new heights beyond expectation. From social narratives to the Abrahamic faiths our culture proliferates with idealised single saviour stories. This ideal of leadership assumes that leaders are born, not raised, with bottomless wells of creativity, infallible wisdom, and total mastery of all they survey. Us mere mortals can only hope to taste an iota of what it means to be a leader.


The model of ‘heroic leadership’ is idealised and ultimately flawed. All leaders are fallible because they are human beings not gods. To create the pretence of being the hero leader necessitates removing yourself from the team you are trying to lead – resulting in making decisions autocratically and in isolation. As McCrimmon (2010) eloquently explains, ‘heroic leadership is self-defeating because, the more heroic it is, the more it widens the gap between dependency and empowerment.’


Heroic – or autocratic – leaders, do not adapt well to change. Across our own lifetimes technological and cultural change seems to come in ever larger and faster waves. In the time it took to write the first draft of this book (four months) the release of the natural language A.I. ChatGPT sent waves out into the educational world. School leaders are scrambling to work out how to manage staff and students use of the program. Are teachers performing their roles if they use ChatGPT to draft outline lesson or unit plans? Has a student cheated on writing an essay if they input the correct phraseology into an A.I. chatbot and then edit the resulting text?


School leaders can always be criticised for a perceived drop in effectiveness or engagement. Yet the world is increasingly complex, with more asked of leaders and more and more tasks added to their list. Even the most capable and effective of leaders will eventually run out of capacity if they are always the one person expected to tell their team what to do. Ultimately, the hero is doomed to fail.


McCrimmon (2010) helpfully defines the difference between heroic and unheroic leadership:




	Heroic leadership calls the shots based on supposedly superior knowledge. Decides unilaterally.



	Unheroic leadership displays humility by drawing solutions out of others with mindful questions. Fosters joint ownership of decisions.






As we have seen in recent history, dependency can be the downfall of leaders and their organisations. During 2022, Elon Musk, a figure heralded by some as a heroic leader who brought greatness to all that he touched, lost several billions of dollars in personal fortune due to, what transpired to be, the ill-advised decision to purchase Twitter.


I leave you with one final thought on heroic leadership. Counterintuitively, in the Armed Forces being considered a hero is more often an insult than a compliment. ‘Hero’ in this context derisively denotes a person who lacks humility and common sense. Someone who will readily take praise for the success of others while blaming their team if something goes wrong – although it has usually gone wrong due to their own inability to delegate or take advice. A person who thinks they work best in a team of one, and everyone else is there to follow. A leader who puts themselves and their ego above the task or team.







WHAT IS A LEADER?


Having discussed what leadership is not (and stowed away the shiny red cape or star-spangled shield) we return to the question at hand: what is a leader?


In short, and unhelpfully to the new leader, it depends. There is no fixed model of ‘good leadership’ and what this means depends on context. It is more helpful to discuss the various qualities and styles that can make a good leader and then use these like Lego bricks to construct a solution appropriate to the context.







LEADERSHIP QUALITIES


St George (2011), in his work with the Royal Navy, outlines twelve key qualities of a leader. In alphabetical order these are:




	The capacity for judgement and decision making.



	Cheerfulness.



	Clarity and vision.



	Communication skills.



	Confidence.



	Humanity and humility.



	Innovation.



	Integrity.



	Moral and physical courage.



	Professional knowledge.



	Stamina.



	Trust.






Some of these appear self-evident; others are more surprising. They are not all needed all of the time, but rather respond to the team’s needs. While this is all well and good for sailing out on the ocean blue, do these qualities relate to being a leader within in a school?


In short, yes, they do. The good qualities for a leader in business or military service are the same as those for school leadership. You may notice that most of these qualities overlap with those of a good teacher. That is because, as teachers, we lead our team of 30 small humans (not so small if you teach Year 10) to a achieve the aims given to us while keeping them alive, healthy, and maybe even happy. Let’s look at these qualities in more detail.




	The capacity for judgement and decision making is fundamental to leading. Make decisions according to your judgement, communicate them to your team, and be decisive. If proved wrong do your best to adjust or rectify the situation. Just like teachers during a lesson, leaders need to maintain clear focus and take decisive action at a pace denoted by the context. Speed does not always translate to being competent. Our teams will often follow us anywhere out of loyalty. However, we want to avoid them following us out of morbid curiosity about the ill-considered chaos we are about to cause.



	Cheerfulness is not a quality we associate with the stoic leader. Yet, who wants to follow the face of doom and gloom? Leaders need to bring a cheerful and positive view to the problem at hand, improving morale and inspiring confidence. When the going gets tough, the cheerful get going. As a teacher, how often have you revived a wet and dark Thursday afternoon lesson with some good humour, a kind joke, or some S Club 7?



	To lead, our team needs to know what we want from them. Leaders need clarity of vision to give their team unambiguous guidance on how to achieve their aims so that they can be autonomous in their action. For this to work, a leader needs to know their team and how the worldviews of its members can filter their perception of what is required from them.



	A quality as necessary for teaching as leading is communication skills. Great leaders communicate their message by their conduct, writing, and work, as well as their speech. There is a second half to this quality: being a great listener. Listening is vital to understanding the practical and emotional needs of a team.



	Confidence in themselves and in their team is fundamental for good leaders. How can you inspire others if you do not inspire yourself? Leaders need the confidence to delegate tasks to their team because they know them as professionals and people. Confidence – in themselves and their professional skillset – can often be a quality quietly lacking in teachers.



	A bedrock quality needed in both great teachers and great leaders is humanity and humility: understanding, gauging, and adapting to the needs of the team. These are traits that we all apply in the classroom, and yet can be seen as weaknesses in leaders by the uninformed.



	As you would expect when leading teams to achieve an aim, innovation is a vital quality. Leaders need to be creative, bringing new ideas to their teams to appraise or try; taking risks and encouraging their teams to do so as well. Every failure is a chance to learn and find another novel solution to the problem at hand.



	
The first among equals in this list is integrity. If a team is to follow, they need to trust their leader. A leader with integrity shows that they are dependable, truthful, and open. They admit when they are wrong and make amends; give praise where praise is due; and have the moral fortitude to make the right decision even if it is not the easiest one. They do not ask more from the team than they would give themselves, and do not give a job to someone that they would not do themselves.


Part of integrity is accountability. If the team mucks up, the leader who was ultimately in charge takes responsibility for the collective failure. For teams to innovate – to ‘fail fast and often’ – they need to trust that their leader has their back.


There is a word that comes with integrity that is not one always associated with ‘good’ or ‘strong’ leadership. That word is sorry. Showing integrity means apologising for your errors or saying sorry when the task ahead is unpleasant, but it needs doing anyway.




	The ability to apologise is linked to moral courage. This requires a leader to speak candidly, even if it goes against what is usually expected or the prevailing opinion or wisdom. As a subject leader this means having the courage to stand up to the SLT and tell them when they are incorrect or need to leave your change project alone and stop interfering. This also means having the courage to be questioned by your team, to allow all questions regardless of whether they are awkward or ‘stupid’. To quote the old saying, ‘the only stupid question is the one you did not ask’.



	Professional knowledge is the keystone upon which trust in a leader is built. A team need to trust that their leader knows what they are doing, so they can trust the advice and instructions they are given. The team will be confident in the tasks delegated to them if they can trust the knowledge these decisions were based upon.



	Our penultimate quality is one that teachers all have in abundance: stamina. In the classroom we need moral and intellectual stamina to sustain us through the lessons, days, weeks, and terms. Sometimes, teachers are famous for showing a bit too much of this quality and dragging themselves into the classroom when they should be in their sickbeds – or Accident & Emergency. Stamina develops resilience and in turn capacity to deliver. Leaders need to be able to go further and reach higher than their teams so that they in turn can reach new heights.



	Our final quality is one that teachers need to inspire in their students just as much as leaders need to build with their teams. Trust is vital to credibility as a leader. A leader’s ability to trust their team is the foundation of being able to effectively delegate tasks and foster trust between team members.






Hopefully it is clear that these principles apply to school as well as naval leadership – but the distance between the two is perhaps less than most would assume. There is a common misconception that leadership in the armed forces is based upon screaming, shouting, and intimidating people into submission. That is not ‘military leadership’ it is bullying. Great military leaders – just like all leaders – know, understand, and empathise with those in their charge. They lead their teams by knowing them and how to get the best from them. Dangerous situations can call for forthright and direct communication, but speaking to sailors like that all the time will have you marked as a fool and result in all your left shoes being sent for a float test. Sadly, the ‘bully in a suit’ ideal was latched on to by Michael Gove when he was minister for Education as a reason to get ex-Forces into the classroom to improve standards. The idea is actually a good one, though Gove’s rationale was ill-informed. Members of the British Armed Forces receive amongst the best leadership training in the world, which means they are often brilliant leaders. As I’ve already discussed good teachers are good leaders; the same idea can also work in reverse.


As leaders we need many different qualities – or intelligences – but what do these look like in action? This is where style becomes as important as substance.







LEADERSHIP STYLES


Leadership styles is a topic of much debate and disagreement in leadership books. A quick internet search delivers lists of 3, 5, 6, and even 11 different leadership styles. Often these differing systems give different names to very similar ideas. For instance, Lewin (1939) described an ‘Autocratic’ form of leadership similar to the ‘Directive’ (coercive) style described by Goleman (2000). We can think of a spectrum of styles ranging from ‘do as I say’ at one end through to ‘do what you want’ at the other. As change leaders, we need an awareness of these styles so that we utilise the right one for the situation and for our own personalities. There is (mostly) no wrong or right style, just the right one for the situation at hand.


The work of the theorists Lewin and Goleman has overlap and similarities in the styles they describe, so these have been summarised together in the coming sections rather than described individually. We can group Lewin and Goleman’s styles into three types: commanding, guiding, and accompanying.


The commanding styles are leader first, where team members are told what to do with minimal or no discussion. These are the styles that ‘hero’ leaders will exclusively use as they give priority and authority to their opinions and input.


Guiding styles of leadership set the direction but allow their teams autonomy to explore and experiment within set parameters. These are styles that are in greater use in the later stages of a change process when a team are well versed in the skills and expectations of the new curriculum and do not need direct input.


Accompanying styles of leadership focus more on the person or team than the task. The team and people are developed and build towards the goal, but this goal can take a secondary position.


While this list is written in an order, this is for ease of reading and not a ranking of effectiveness. Each style has its time and place. A style that is effective at one time and with one group would be a terrible approach for a different team.




Commanding styles


These are styles where the positionality of the leader is out front and centre. They are leading the way so buckle up and get aboard.


Authoritarian leadership, as the name suggests, is direct and tells the team what to do. The autocratic nature of this style leaves little room for the team to make mistakes as they are simply following instructions with little independent decision making allowed. Decision making is centralised with the leader. This crosses into the realm of heroic leadership, with the leader’s learning and voice being key and opposing ideas ignored. Team members will have little to no input into the direction of travel. You might think this would be a good style at the beginning of a change process when a team needs a push to delve into the unknown. However, it is a style to use with care as there is a fine line between being authoritarian and your team calling you by another word beginning with an ‘a’. Personally, this is a style I have only ever used when the world has gone sideways and/or caught fire (which happens more often at sea than you might imagine). It is necessary in moments of crisis or physical danger but in change leadership this has no role.


Coercive leadership is much the same as authoritarian but deployed at the individual rather than team level. It is a ‘do as I say’ style, which Goleman says is best kept for ‘when working with problem employees’. As we will see later on, this style is a short-term fix, which if overused, can have a long-term negative impact on the effectiveness of a team. It also prevents creativity or autonomy – very unhelpful and unproductive during a change process where we need our teams to work with us to bring our vision to life.


This is a style you may attribute to military leadership as it can be useful in times of crisis. However, you are less likely to experience the form of crisis that needs this style within a change project. This style is best kept for making final decisions and ending disagreements between team members. Although use with care, as it can erode goodwill. It also needs emotional intelligence to use effectively – more on emotional intelligence in a later chapter.


A politer and more inspiring version of the coercive leader is a pacesetting one, although it is a style that can just as equally be a mixed blessing. The pacesetter exemplifies how the team should behave. This requires a leader who is viewed as highly competent and effective so that they can demand high standards from their team and check that those standards are being met. This style focuses on setting a high pace of work and expecting everyone to keep up. The pacesetter keeps a close eye on team performance and offers support to those who fall behind. If team members keep falling behind there may be more consequences than coaching on offer.


This style can be a rallying cry to the team to do better, but one that needs balancing. Team members can feel deflated in not meeting this high standard or feel resentful of a leader who can be perceived as inclined to meddle or micro-manage in ensuring that the team members are keeping up with their pace.


As discussed in “Coaching for Improved Performance” (2020) and “What is the role of leaders in the digital age?” (2020) – both available from the Chartered Management Institute – these ‘command-and-control styles of management [are] becoming extinct’ as they do not fit the modern workplace and workforce. They have little to no role in change leadership where our success or failure is fuelled by the goodwill of our team. You cannot lead if you have no one to follow you. These styles have largely been included as points of observation and examples of what not to do. Within change leadership, these commanding styles can drift into just bullying people into doing what you want. If you are part of the SLT, staff may grumble their way through the project putting in less than the minimum effort. If you do not have that place within school leadership – good luck using these!







Guiding styles


These are styles where the positionality of the leader is beside the team. Running alongside the group, giving encouragement and advice, but not needed out front to inspire. A more balanced take upon authoritarian or coercive leadership, the authoritative leader sets the aims and goals but allows a degree of latitude to team members in achieving these aims. The leader will present a clear vision but allow team members to make decisions to tailor this approach to their classrooms. However, the leader is the authority on the task at hand and expects the team to defer to their expertise. A style best that is best used with inexperienced groups who need clear direction of where to go and what to do. This is a great example of why we need a range of leadership styles when guiding change in schools. In my school there are staff who entered teaching profession in the same year that other staff started school. The former could be in the closing chapter of a 30-year career and may very well have seen your project come around before under a different name or for different reasons. Conversely a new teacher will not have this bedrock of experience and wisdom so will need an authoritative figure to lead them.


Moving into the centre ground, we come to the democratic leader. As the name suggests, this leader hears the voices of the team and considers their points of view. They offer guidance but are also part of the team themselves and work alongside team members to achieve the common goal. Team members feel valued, and this promotes engagement and morale. Generally, this is a positive style of leadership – as long as the team have knowledge and experience of the field.


Democratic leadership is a great approach for running a school, but not always during a period of change. A lack of knowledge mixed with freedom of direction can leave team members rudderless in a sea of confusion. This can be a great style in the later stages of a change project when the team have a knowledge and experience base to work from. As we will explore in later chapters, there is a point in every change project when the leader needs to hand over the reins and let the team tailor the project to their year group or subject. This is a great style of leadership as long as it is utilised at the correct time.







Accompanying styles


These are styles where the leader’s positionality is behind the team and maybe out of view; they let the team set the direction and then follow in their wake. These styles are best used towards the end of a change project. All being well, your team will not have much need of your front and centre leadership in the final stages of your project. A note of caution, there is a difference between leading a team who are running ahead and confident and being a leader who doesn’t turn up and isn’t leading.


Delegative, is a laissez-faire style of leadership. Here, leaders take a back seat, giving the team near total autonomy to get on with their tasks with minimal or no input. Team members can make decisions and set the direction with no fear of interference or rebuke from the leader. This style of leader actively removes themselves from the day-to-day running of the project, rarely proactively checking in. This can be a productive style towards the end of a change project when a team are well trained and have lots of resources to fall back on when needed. Again though, there is a balance to be struck between ‘what a great leader, they let things function’ and ‘who is our leader again?’


A lightly more hands on approach is affiliative leadership, where people come first. These leaders prioritise promoting harmony, praising the team, and celebrating success. However, this can be problematic if there is poor performance within the team. This style is backward looking and can leave the team looking for advice on where to go next. A style that is good at specific points in time but not one for the long-term. It can be useful in team meetings or at nexus points in the change process. As with some of the other styles discussed, it is a great tool in our box, but one that needs timely deployment.


Coaching is a person focused style that puts the welfare and needs of team members ahead of the task at hand. By focussing on personal development, the leader guides the team towards their aims as their skills develop, rather than dragging them to it from the front. This is a style that takes time and willing participants. It can be highly effective in the later stages of a change project when the team are well versed in its aims and expectations and now need support to meet the final nuances of the plan.


This style can fail when faced with an unwilling team who do not wish to engage in the coaching or change process. In that context, a more command focused style is needed. As we will explore in a later chapter, coaching is a great tool to use with specific members of staff to meet needs which are hobbling their ability to support and deliver change.




















	Style


	Creates


	Say this


	Outcome









	Authoritarian


	Demands action from the team.


	“Jump this high”


	Pushes the team to achieve leader’s aims.







	Coercive


	Demands action from the individual.


	“Do as I say”


	Pushes the individual to meet the standard.







	Pacesetting


	Gives the specific example to following.


	“Do as I do”


	A rallying cry to be as good as the leader.







	Authoritative


	Gives a broad example to follow.


	“I have just the answer you need”


	Leader has all the answers.







	Democratic


	A team working together.


	“OK team, we’ve got this”


	Collaboration of team and leader.







	Delegative


	Team autonomy.


	“You’ve got this!”


	Team drives their own success.







	Affiliative


	Harmony between leader and team.


	“Great work everyone”


	Builds relationships and communication.







	Coaching


	A developed team for future success.


	“Have you thought of trying this?”


	Developing the individual and team.








Leadership styles. Based on Goleman, et al (2002).


As the explanations have suggested, each style has a time and a place within the change process. The effectiveness of a style, and if or when you choose to employ it, depends upon both you as a person and the team you are leading. If you are naturally introverted, then a commanding style of leadership will be uncomfortable for you to deliver and may give the impression you are puffed up with your own importance. Equally, commanding styles do not sit well with experienced teams. For instance, primary teachers are all well versed in teaching maths. Delivering a curriculum change project in primary maths will focus on polishing, refining, and adding to the current skills of staff. Conversely, a new RE curriculum may mean starting over from scratch with a significant deficit in skills and experience for all staff.


As with any toolkit we need to choose the correct tool for the task. A flat head screwdriver can work as a chisel with enough force applied but you will not be carving another Michelangelo’s David.







Which style to use and when?


When do we use the various tools described above and how often? Goleman accompanied his seminal paper (2000) on leadership with a wealth of information on how impactful each style of leadership he identified was. Each style was measured against its impact on the working atmosphere across six areas: flexibility, responsibility, standards, rewards, clarity, and commitment.


























	

	Coercive


	Authoritative


	Affiliative


	Democratic


	Pacesetting


	Coaching









	flexibility


	-0.28


	0.32


	0.27


	0.28


	-0.07


	0.17






	responsibility


	-0.37


	0.21


	0.16


	0.23


	0.04


	0.08






	standards


	0.02


	0.38


	0.31


	0.22


	-0.27


	0.39






	rewards


	-0.18


	0.54


	0.48


	0.42


	-0.29


	0.43






	clarity


	-0.11


	0.44


	0.37


	0.35


	-0.28


	0.38






	commitment


	-0.13


	0.35


	0.34


	0.26


	-0.20


	0.27






	Overall impact


	-0.26


	0.54


	0.46


	0.44


	-0.25


	0.42







Leadership styles. Based on Goleman, et al (2002).


From his data, Goleman concluded that some styles have a strong impact – positive or negative – while others have less. Authoritative, affiliative, coaching, and democratic styles of leadership all positively affect working culture. These styles value the team both in terms of their input and as people. The positive impact of these styles is unsurprising given that a workplace is made up of its constituent people and if they feel supported, trusted, and happy then they will also feel valued and better integrated into the company they work for.


It is also unsurprising that the commanding coercive and pacesetting styles of leadership had a negative impact. However, these styles have their place at times and should not be discounted. Sometimes the short-term discomfort these styles cause can lead to long term gains if they help to quickly address an acute issue or problem. Goleman did note that there is not a particularly strong correlation with any style, though some styles showed a better correlation than others.


Goleman concluded that leaders need to master four of six styles to have enough tools to lead effectively. He did not expect a single person to deliver all six – particularly as some are in opposition to each other and do not suit all personalities. He felt that the mix of the authoritative, affiliative, coaching, and democratic styles created the best working climate and team performance.


As we will explore in part two when discussing the steps of change, there will be times when all six leadership styles will have their uses. For instance, when starting a team off on a new project where they are yet to receive a full CPD program, the pacesetting or authoritative styles both have their uses. If used for a short time and sparingly, these leadership styles can create a happy team who know what they are doing and are reassured by the clear and direct advice from their leader.


Just like any recipe, the ingredients need to be in balance – with the stronger flavours used cautiously and sparingly.











WHY DO TEAMS FOLLOW?



As Air Force Chief of Staff Gen. David L. Goldfein (2019) beautifully described it, ‘leadership is a gift given by those we serve’. We cannot be a leader if we have no team to follow us. This is why humility and humanity are important leadership qualities. We need to think about the people who are coming with us during the process of change.


Why does a team follow a leader? The reasons can be neatly divided into two camps: either the team is inspired to follow or rewarded for following. Or to use more technical language, leadership is transformational or transactional.







TRANSFORMATIONAL LEADERSHIP


Transformational leaders inspire and motivate their teams and the project itself provides intellectual stimulation for team members. The key aspects of transformational leadership, as described by James MacGregor Burns, are inspirational motivation; idealised influence; intellectual stimulation; and individualised consideration. When this works well leaders and followers can mutually help each other reach a higher level.


In their later review and expansion of the theory, Bass and Riggio (2006) describe how transformational leaders inspire teams by being responsive to staff needs and encouraging team members to actively participate rather than just follow. They inspire team members to become their own leaders, pairing personal success with the success of the project.


The traits of a transformational leader are similar to the traits of good leadership as described by St George (2012).




	Open to new ideas.



	Alter the mindset of team members.



	Active and engaged listeners.



	Take well-reasoned risks.



	Accept responsibility.



	Trust their team.



	Inspire participation.






Through transformational leadership, teams are inspired to follow and rewarded at a personal level by collective success. This creates a deeply rewarding experience for the team throughout and after the project.


President Barack Obama is often cited as a transformational leader. His speeches and writing inspired others to do better for their communities. His presidency was marked by its warmth and bringing people together to get the job done, such as when he quietly manoeuvred a group of world leaders together to sign the Paris Agreement on climate change (Obama, 2020).







TRANSACTIONAL LEADERSHIP


By contrast to the nuance and artistry of transformational leadership, transactional leadership is a blunt tool. As the name suggests, this is a mercenary exchange between leader and team with reward given for meeting specific goals. This is a practical and pragmatic approach to leadership: I give you what you want if you deliver what I want.


While it is a quick fix and will get the team moving, this style does not inspire innovation nor require teams to take risks.


This model has unique problems for the school change leader because your tools of reward are limited. Unless you have direct control or input into the performance management of your team members, beyond praise, you are limited in giving them greater remuneration in their salary or perks in their working conditions. A nice email or biscuits in the staffroom will only go so far.







WHICH ONE IS BETTER?


Which style is better for change leadership? As Aarons (2007) succinctly surmises:




It is likely that transformational leadership would influence attitudes by inspiring acceptance of innovation through the development of enthusiasm, trust, and openness, whereas transactional leadership would lead to acceptance of innovation through reinforcement and reward.





Ultimately as leaders, we need to develop and inspire our teams. Just like we do our students as teachers.








FINAL THOUGHTS



As an artform, leadership can be a perplexing field to those new to it. Just like art, it requires a host of tools that are used for certain tasks or at certain times. There might be one brush we use all the time, but others that we keep for special polishes or when we need to cover a lot of canvas quickly. As we have explored, leadership is the same. We have many different styles and tools at our disposal, but knowing when and how to use them is the key.


To stretch this metaphor further, art is linked to your personal style. What is good for another leader might not be best for you. As we have seen with politicians, there is a difference between being Winston Churchill and trying to emulate him. If you do not have the same personality and style as Churchill, don’t try to be him.


Authentic change needs an authentic leader. Leadership comes with practice, recognising your mistakes and learning from them. It comes down to thinking about your team first – and how we do that will be explored in the next chapter.
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