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				Introduction

				Preamble: the role of the headteacher

				

				Headteachers occupy an influential position in society and shape the teaching profession. They are lead professionals and significant role models within the communities they serve. The values and ambitions of headteachers determine the achievements of schools. They are accountable for the education of current and future generations of children. Their leadership has a decisive impact on the quality of teaching and pupils’ achievements in the nation’s classrooms. Headteachers lead by example the professional conduct and practice of teachers in a way that minimises unnecessary teacher workload and leaves room for high quality continuous professional development for staff. They secure a climate for the exemplary behaviour of pupils. They set standards and expectations for high academic standards within and beyond their own schools, recognising differences and respecting cultural diversity within contemporary Britain. Headteachers, together with those responsible for governance, are guardians of the nation’s schools.

				DfE January 2015

				The Preamble to the new National Standards of Excellence for Headteachers is worth quoting in full. It stands proudly alongside similar statements of professional intent to those found in England in medicine, accountancy, architecture and the law. Equally, its content measures well against comparable introductions to published standards for heads and principals in other countries.

				There can be few school leaders who would not feel proud to see the Preamble displayed in every headteacher’s office, or perhaps in every school’s entrance hall. To be reminded in the final line of guardianship is a testament to the vital importance of headteachers in the communities they serve. 

				As someone who has enjoyed fifteen years of headship, and has since worked closely with heads and principals all over the world, I give way to no-one in asserting that the role is one of the most fulfilling any professional could wish to have. Ask the person on the Clapham omnibus, and few will say other than that their local headteacher is held in high regard and occupies a trusted position in society.

				I have enjoyed the privilege and insights of being Deputy Chair of the Teachers’ Standards Review (2011) and of the Headteachers’ Standards Review (2014). The brief from Ministers and the DfE in commissioning both independent reviews was to create sets of standards which would be unequivocal, clear and easy to understand; provide a platform for professional development; raise aspirations; and inspire confidence in the profession.

				By common consent, the Teachers’ Standards have been well thought of since their introduction in September 2012. They set out a benchmark of good classroom practice against which all teachers can judge themselves. It is my belief that the National Standards of Excellence for Headteachers will be similarly well received and harnessed across the country in the coming years.

				We know that the school system will flourish rather than survive if we have very strong leadership at all levels: thus the word ‘excellence’ in the title of the new Standards. Unlike the statutory Teachers’ Standards, these which have been drafted for headteachers are guidance. That said, it is the intention that the 2015 Standards shape headteachers’ own professional development, inform appraisal, support recruitment and governance, and provide a framework for training the next generation of future leaders. 

				The last set of standards for headteachers was published by the DfES in 2004 and reflected the evolving role of headship in the early 21st century. Pointedly, the introduction to that document writes of the key role that headteachers play ‘in the development and delivery of government policy and in raising and maintaining levels of attainment in schools in order to meet the needs of every child’.

				Further, those 2004 standards embodied three key principles underpinning the work of headteachers: learning-centred; focused on leadership; reflecting the highest possible professional standards. To that end the standards were set out in what were described as six non-hierarchical areas:

				
						Shaping the future

						Leading Learning and Teaching

						Developing Self and Working with Others

						Managing the Organisation

						Securing Accountability

						Strengthening Community

				

				In many ways those key areas have stood the test of time. There are significant numbers of headteachers, governing bodies and leadership trainers who have harnessed the contents of the 2004 document very successfully over the past decade.

				The 2015 Standards build purposefully on those from 2004: updating the language; sharpening the focus in a ‘less is more’ spirit; and reflecting the ways in which the role of the headteacher has evolved, and keeps on evolving, for example with the increased numbers of school leaders holding responsibilities for more than one school. Achieving excellence is the underpinning ambition.

				

				****

				

				This book follows a straightforward format.

				Part One seeks to illuminate the National Standards of Excellence for Headteachers, presenting a range of perspectives to bring the text alive for current and future school leaders and for those with governance responsibilities. 

				Part Two comprises three key DfE documents, by way of handy reference. In the Purpose which serves as an introduction to the Standards, the following important sentence appears:

				‘The Teachers’ Standards (2012), including the Personal and Professional Code of Conduct which applies to all teachers, provide a foundation upon which the standards for headteachers are built.’

				Part Three brings together a selection of short articles written by practising headteachers over recent years, first published on the National Education Trust (NET) website: www.nationaleducationtrust.net. The articles - which capture the demands, contradictions, rewards and the changing faces of headship - are included here as thought-pieces for current and aspiring heads. 

				

				****

				Part One is set out as follows:

				Chapter 1 sets the Standards against a backcloth of what is to be found in other jurisdictions by way of expectations for school leaders; this was an aspect of the background research undertaken by those conducting the Review.

				Chapter 2 focuses on the Purpose of the 2015 Standards, and how headteachers might use them for personal and professional development.

				Chapter 3 explores the Preamble, and links it to similar statements of core purpose to be found in other UK professions; again, this was an aspect of the Review’s background research.

				Chapters 4, 5, 6, 7 seek to give meaning to each of the Standards as they are laid out over four Domains. I have taken a personalised case-study approach here, focusing on 24 practising headteachers.

				Chapter 8 outlines some practical ideas for those aspiring to lead schools. The self-improving school system needs you!

				Chapter 9 is aimed at supporting those who are responsible for the governance of schools. How important it is that we modernise this aspect of our school system. Further, the independent Review Group which crafted the Standards made six recommendations to the Department for Education, the sixth of which suggested that the DfE considers whether there is a need for a set of professional standards for governors.

				Chapter 10 explores a possible future Domain 5, given the expanding number of Executive Principals and Chief Executive Officers who are leading multi-academy trusts.

				Chapter 11 offers reflections on what great leaders do to inspire their followers, turning to how school leaders establish compelling visions and practices.

				Chapter 12 is a reprint of a chapter from the author’s book The Restless School, first published in 2014. The title and content of ‘Excellence As Standard’ were influential in shaping the Headteachers’ Standards.

				

				Author’s note: the shorthand term ‘Headteachers’ Standards’ for ‘National Standards of Excellence for Headteachers’ is used throughout the book, though the reader should not lose sight of the ambition for excellence which drives their narrative.

				I should like to acknowledge the support of Richard Howard, Becks Clark and Tim Coulson in writing this Practical Guide.

				

				Roy Blatchford. Les Gets 2015
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				Chapter 1

				International Perspective

				

				Education today is a global business. So many classrooms and staffrooms bring together students and teachers whose family origins lie in different parts of the world. Schools are richly multi-cultural and multi-lingual. When politicians talk about standards, they regularly benchmark national achievements against those to be found internationally. When writers and speakers on education make assertions about what makes for high-performing schools and great school systems, their references are properly global.

				It is right therefore to set the National Standards of Excellence for Headteachers in a wider context. What is expected of heads and principals in different jurisdictions? What might be learned from elsewhere and reassure us that what we are practising in England stands up to the best to be found internationally? 

				Equally instructive in this global age is to see which state and national organisations – independent of or within government control - set the comparable standards and lead educational practice in different countries. The provision of schooling in the examples below is a publicly funded matter; there is therefore a legitimate interest from democratically elected politicians in what kinds of standards should be established for the different nations’ schools.

				One common theme certainly arises: those who draft sets of professional standards across the globe enjoy bullet points, symmetry and mystical sets of numbers within which to organise content!

				Scotland

				The General Teaching Council for Scotland publishes ‘Standards for Leadership and Management’ (www.gtcs.org.uk), and contained within these are what are described as the Professional Actions of Headteachers. The introductory sentence – a kind of Preamble – reads as follows, with its deliberate spelling of headteachers:

				Head Teachers lead the whole school community in order to establish, sustain and enhance a positive ethos and culture of learning through which every learner is able to learn effectively and achieve their potential.

				Running as a fair comparison with the four Domains in England’s Standards, heads in Scotland are charged with working with others to:

				
						Establish, sustain and enhance the culture of self-evaluation for school improvement

						Develop staff capability, capacity and leadership to support the culture and practice of learning

						Ensure consistent high quality teaching and learning for all learners

						Build and sustain partnerships with learners, families and relevant partners to meet the identified needs of all learners

						Allocate resources effectively in line with strategic and operational priorities.

				

				Reflecting on the above and comparing what is expected in England, readers will find much that is familiar, albeit with slightly different wording and emphasis. Self-evaluation for system improvement; high performing classrooms; meaningful and productive partnerships; adroit deployment of resources – these are the cornerstones of highly effective headship.

				Australia

				The Australian Institute for Teaching and School Leadership sets down a Professional Standards for Principals in an accessible and attractively produced document www.aitsl.edu.au

				The underpinning themes in the document are: providing a framework for professional learning; guiding self-reflection, self-improvement and development; guiding the management of self and others. Impressively outward-facing, the role of the Principal is seen in a wider political context, captured vividly in this diagram.
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				The Australian model identifies three school leadership requirements, through which Principals should lead and manage:

				
				  	Vision and values

						Knowledge and understanding

						Personal qualities and social and interpersonal skills.

				

				The model then adds what it describes as five professional practices:

				
						Leading teaching and learning

						Developing self and others

						Leading improvement, innovation and change

						Leading the management of the school

						Engaging and working with the community.

				

				In another simple and effective diagram, this model of professional practice is presented:
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				There is much that is intellectually and practically attractive about the Australian Standards for Principals, and to be noted is that they were produced by the independent institute, working to the Minister for Education. Further in evidence is that one can draw distinct parallels between the Australian and English Standards in terms of what educators around the world consider are the essential ingredients for top leaders, rooted in research and practice.

				North Carolina

				The guiding mission of the North Carolina State Board of Education is that every public school student will graduate from high school ‘globally competitive for work and post-secondary education and prepared for life in the 21st century’, words with a familiar ring and ambition.

				To realise this vision, and noting that no school system can be better than those who lead it, the Board has produced Seven Standards of Executive Leadership:

				
						Strategic

						Instructional

						Cultural

						Human Resource

						Managerial

						External Development

						Micropolitical

				

				The document is worth dipping into: www.wingate.edu/matthews/uploads/cms/file/standardsadmin.pdf

				The level of prescriptive detail within each standard is considerable, though there is a wise introductory note that the many bullet points are not intended to isolate competencies or practices which every Principal must attain, rather to serve as an aide-memoire to leadership teams.

				Here again, the Standards in North Carolina share much in common with those laid out for England. They are robustly founded in a belief that excellent Principals begin with a moral purpose, possess deep knowledge of classrooms and school cultures, and are disciplined in the way they are able to inspire and mobilise those professionals around them. Open, honest communication is viewed as a sine qua non.

				A note of digression: from having worked with sharp DfE officials and skilled Ministers over many years, it is difficult to countenance their willing approval of the following phrase to be found in the North Carolina pages: ‘The school’s executive will encourage constructive ideological conflict in order to leverage staff expertise, power and influence to realize the school’s vision for success’. Perhaps the US and UK do indeed remain two nations divided by a common language.

				Massachusetts

				This state’s education system stands as high-performing when benchmarked against the US and the rest of the world. Further, Massachusetts (state capital Boston) has a strong history of reform and innovation. Against that backcloth a recent report on a vision for education in the state over the next twenty years set out six major challenges:

				

				1. The Employability Gap

				The gap between what the economy demands and what the school system produces.

				

				2. The Knowledge Gap

				The gap between what a 21st century American needs to know and what graduates of the school system actually know.

				

				3. The Achievement Gap

				The gap in achievement between Massachusetts students as a whole and those from economically disadvantaged and under-represented minorities.

				

				4. The Opportunity Gap

				The gap in opportunity to succeed between the children of the well-off and the children of low income families.

				

				5. The Global Gap

				The gap between the performance of Massachusetts’ education system and those in the top-performing education systems in the world.

				

				6. The Top Talent Gap

				The gap between top-performing students in Massachusetts and top-performing students in the best-performing education systems in the world.

				The New Opportunity to Lead www.mbae.org

				At the heart of addressing these not unfamiliar challenges, the report has a number of trenchant recommendations on changes that need to take place in the recruitment, preparation, support and evaluation of its educators. School Principals are seen as key to unleashing innovation and closing the gaps identified above.

				Reflecting on what is set out in the Headteachers’ Standards, particularly in Domain Four, current and future leaders in England might find the Massachusetts example a fascinating and influential challenge for their own practice and vision setting. Equally, Domain One talks of excellent headteachers knowing about global education systems, and dipping into the standards expected in other countries is one way to secure such knowledge.

			

		

	
		
			
				  

				

				Chapter 2

				Purpose

				

				Purpose

				The National Standards of Excellence for Headteachers are published a decade on from the previous set of National Standards and are designed with four key purposes in mind:

				
						To inspire public confidence in headteachers

						To raise aspirations

						To secure high academic standards in the nation’s schools

						To empower the teaching profession.

				

				These are not only laudable aims but realistic and achievable goals. In any survey of which professions are trusted most by the general public, headteachers regularly appear in the top few positions. This is nothing new, but in an era when professions are properly under increased scrutiny these new Standards afford an opportunity to reaffirm the vital roles of school leaders. 

				Expectations of what professionals can and should achieve rise inexorably. Think for a moment what we expect today of our architects, our doctors, our engineers. As someone closely involved in drafting the Teachers’ Standards a couple of years ago, we sought unashamedly to raise the bar in what is expected of a good classroom teacher. In similar vein, and recognising that no school can flourish without very strong and determined leadership, the word Excellence is deliberately in the title of the new Standards.

				Schools occupy a pivotal role in all societies, and are charged with that most important of duties: the passing on of cultural traditions and common mores alongside preparing new generations for their lives ahead. By their very nature as agents of social control, schools are conservative places; in truth, apart from smaller class sizes and a sprinkling of information technology, the essence of a classroom of forty years ago is little different from that found today. That may be no bad thing. What is palpably different is the increased complexity of leadership and the expectations placed upon schools to do so much more than teach French, science or geography.

				Headteachers today, in order to inspire public confidence, require a tremendous breadth of knowledge and range of skills, not to mention highly developed inter-personal skills. The Standards seek to identify these characteristics and qualities particularly in Domain One, where there is the expectation that headteachers lead by example ‘with integrity, creativity, resilience and clarity’.

				In the modern era when change is a constant, especially fuelled by instant messaging and social media, raising aspirations in what young people can achieve is naturally expected – by parents, by politicians, by media pundits. Schools and school leaders are under the microscope of published examination results to produce year on year improvements and provide those many extras in a child’s education. 

				Further, in a rich society there are proper concerns that wealth and opportunity are unevenly spread. Schools are properly seen as places which can make a tangible difference in closing achievement gaps. This can only be done with inspired teaching and an innovative curriculum offer. And it is these aspects of leadership which are explored in Domain Two: headteachers’ getting the best out of their pupils and staff alike, with a key ambition to secure high academic standards in all the nation’s schools. 

				Domain Three focuses on the vital components of organisational well-being: no factory, hospital, department store or school can be at its best unless underpinned by ‘rigorous, fair and transparent’ systems, nor can it survive without effective financial planning and governance. Further, the importance of leadership thoughtfully and creatively distributed throughout the school is critical if the profession as a whole is to be empowered. 

				We know so much today about the cocktail of highly effective schools: the virtuous combination of well qualified, skilled teachers motivated by clear, fair-minded and knowledgeable leadership, collectively focused on students’ well-being and all-round achievements - achievements which sometimes and often surprise the learners themselves. What is presented in Domains One, Two and Three is an ambitious agenda to secure excellence and, in my view, is eminently achievable in the profession nationwide.

				Domain Four deliberately opens with the words ‘outward-facing schools’. In a number of ways, this Domain pushes into new territory presenting a realistic reflection of the complex and diverse role of contemporary headship. Schools, even in rural villages, are not islands; pupils and staff benefit when there are focused opportunities to share best practice. Equally important is the involvement in schools of other professionals, very often in the best interests of pupils’ mental health and safety. 

				Of particular note in Domain Four is the call to headteachers to be brave in their leadership and challenge orthodoxies, even if that leads to discovering why some orthodoxies are worthwhile. Strong leadership thrives confidently on accountability and does not see it as an intrusion or obstacle; equally, inspired and inspiring leaders embrace opportunities to be ‘entrepreneurial and innovative’ where there are evident gains for staff development and for enhancing pupils’ experiences within and outside school.

				Taken together, the content of the four Domains adds up to an ambitious and motivating set of statements, underpinned by a belief in the fundamental importance of the value of lifelong education, securely rooted in what children and young people experience during their school days.

			    

				****

				 

				How can the Standards be used?

				There are four stated purposes as to how the Standards may be used:

				
						To shape headteachers’ own practice and professional development

						To inform the appraisal of headteachers

						To support the recruitment and appointment of headteachers

						To provide a framework for training middle and senior leaders

				

				In each of the above lie excellent developmental opportunities: for heads at whatever stage of their career; for those preparing for headship; and for those charged with governance. 

				What might that mean in practice? Chapters 8 and 9 explore some answers for aspiring heads and governors respectively. 

				Presented below are points linked to the Domains – not a comprehensive checklist - which headteachers may choose to use: to help reflection on their own professional development needs and the demands of excellent leadership; to prepare for and inform appraisal for themselves and with other staff. In this context the points have largely been written using ‘I’, in the knowledge that leadership is about ‘we’. Leadership teams in a school, across schools or across trusts may choose to discuss the questions as part of their regular review and update processes.

				(Throughout my headship years I kept a ‘Complaints and Compliments’ personal file, which I shared with chairs of governors on a regular basis, mainly for my own sanity and to put things in perspective. Headship can be a lonely posting. I retain many of the memorable letters I received over the years from students, staff, parents and councillors.)

				Preamble

				
						What do I know I do well by way of offering a positive role model to pupils, staff and parents?

						How do I make sure that ‘accountability’ is seen by all staff as central to what the school does, but is not seen as overbearing?

						How successful am I in ensuring there is proper financial and time investment in staff training and development? What am I doing successfully to help staff manage workloads – for teachers at different levels in the school?

						What does the school do skilfully and thoughtfully in promoting cultural diversity? Do I need to do anything differently here, or is the school in a good place in this regard?

				

				Domain One: qualities and knowledge

				
						How do I keep myself informed and widely read about ‘world-class education’? 

						What examples can I think of where I have demonstrated strong leadership through the following: integrity, creativity, resilience, clarity?

						Where have I been successful in harnessing the scholarship, expertise and skills of fellow staff?

						What are my professional development needs in order to maintain a strong knowledge of education beyond my own school?

						Where am I at my best in communicating and following up on the school’s vision? Might I do some things differently over the next year of headship?

				

				Domain Two: pupils and staff

				
						How do I take a lead in ensuring that the school at all levels values pupil well-being and combats disadvantage among pupils?

						What visits do I make to our own classrooms and those in other schools to look at the quality of teaching and of the curriculum? (See Part Two for Teachers’ Standards.)

						What am I doing well to ensure that teachers feel at ease with ‘teaching with the door open’? How do I define ‘best classroom practice? (See Part Two for the Master Teacher.)

						How do I model and promote amongst teachers the importance of scholarship, intellectual enquiry and relevant research?

						What are we doing successfully in the school to talent spot and coach teachers and support staff?

				

				Domain Three: systems and process

				
						In what ways does the school do a particularly effective job in developing pupils’ ‘exemplary behaviour’, within and beyond school? What do visitors to the school and our immediate neighbours say about the way pupils conduct themselves?

						How do I model the lead in (a) addressing any staff under-performance and (b) celebrating each week the achievement of staff? Am I seen to strike the right balance?

						What do I do each week to ensure that my professional relationship with the chair of governors/directors is positive and productive? What proven systems have I established to actively support governors and enable them to hold the school to account in an informed and robust manner? 

						What secure mid- and long-term planning am I doing with colleagues to make sure our curriculum offer is suitable for the pupils, and financially sustainable?

						What successes have I enjoyed over the past year in appointing strong senior and middle leaders? What thoughts do I have for the next academic year in terms of strengthening certain teams in the school?

				

				Domain Four: the self-improving school system

				
						In what ways do I model that the school is ‘outward-facing’? What opportunities do I give to my colleagues to work beyond the school and compare their practice with fellow practitioners?

						How well do I welcome professionals from other services working with pupils in the school? Do I lead reviews of the impact of their work?

						From my own wider reading and research, and observations throughout the school, are there any educational orthodoxies which need challenging in the best interests of pupils? (See essays in Part Three.)
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‘Excellence is never an accident.

Itis always the result of high intention,
sincere effort, and intelligent execution;
it represents the wise choice of many
alternatives — choice, not chance,
determines your destiny’.

Aristotle





