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FOREWORD






Dame Alison Peacock, CEO, Chartered College of Teaching, UK


I am pleased to provide a few words of congratulations at the beginning of this book. Congratulations to you, the reader, for taking the time to begin wondering about what the research evidence tells us about leadership and how these lessons might be practised in schools of all types. The Chartered College of Teaching aims to build a system-wide community of professional learning. As part of this work, it is vital that we support school leaders to critically examine and develop leadership practice. Our mission is to empower a knowledgeable and respected teaching profession through membership and accreditation. We believe that respect for our profession comes from a combination of factors, including the capacity to take wise leadership decisions based on more than intuition, drawing on a foundation of agency and self-efficacy gained from building a repertoire of leadership skills.


In this book, you will read about the importance of establishing trust among staff teams and wider communities, of the necessity of curriculum alignment, and of building a supportive professional learning culture. Staff effectiveness and retention are achieved through a culture of professional growth, with tailored opportunities for each individual. Building a truly welcoming and supportive culture also attracts diversity and celebrates difference. At the present time, representation of people from global majority backgrounds in school leadership teams is poor. We ask that you, as a leader, expend energy seeking to find and lift up colleagues who may have been unfairly overlooked for opportunities and promotions. An ethnically diverse profession that mirrors the students we teach promises to be a meaningful and joyful one.


You will be aware that to be a school leader is to take on a role packed with challenge. Through engagement with our Professional Framework (Chartered College of Teaching, 2024), you will gain a clarity of vision about how best to properly understand and evaluate the impact of the actions you take. Planning with impact in mind is a central tenet of successful leadership and is deeply connected with achievement of overall purpose.


Within these pages, we will take you through ways of enacting the principles that underpin our Professional Framework (2024). Each chapter aims to deepen understanding of professional knowledge, practice and behaviours and has been written by colleagues with a range of practical and academic experience. The virtues that underpin our framework are trust, wisdom, kindness, justice, service, courage and optimism. These virtues were identified within the Framework for Ethical Leadership in Education, developed in 2017 by a commission led by Carolyn Roberts and convened by the Association of School and College Leaders (ASCL, 2019). Reported on in 2019, the framework has been reproduced as an appendix at the end of this book, and is intended to guide colleagues at all stages of their leadership journey. The Framework for Ethical Leadership in education, combined with our own Professional Framework (2024), sets a high ethical standard for the profession. They provide foundations that the Chartered College of Teaching hopes to build upon as we move towards establishing greater authority, status, esteem and prestige for the teaching profession.
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Introducing the professional principles





Katy Chedzey, Associate Director, Professional Learning and Accreditation, Chartered College of Teaching, UK


Through contributed chapters, this book will explore 14 professional principles that aim to articulate the knowledge, skills and behaviours of the most effective school and trust leaders. These professional principles define the standard that leaders are required to meet to be awarded Chartered Status, and form part of the Chartered College of Teaching’s Professional Framework (2024), which is designed to support career progression and help to drive meaningful professional learning for teachers and leaders at all stages of their careers.


When developing these principles, we sought input from teachers and school leaders across the country, and delved into the evidence base around effective school leadership. We were keen to avoid reinforcing ideas that effective leaders might have particular character traits, such as being ‘inspirational’ or ‘courageous’, as these can be somewhat woolly, particularly in terms of how we might conceptualise, measure or – most importantly – develop such traits. Instead, we sought to understand the specific leadership knowledge and practices that might contribute to achieving strong positive outcomes for children and young people. Of course, this is a challenge, as measures of outcomes typically focus on academic achievements and ignore many of the wider outcomes that leaders strive for in their schools (Day et al., 2020). Furthermore, leaders tend to have a more indirect impact on student outcomes (Leithwood et al., 2019) and therefore claims about leaders’ impact may often be based on correlation rather than causation (Coe, 2022).


Nonetheless, there is a strong consensus that effective teaching contributes significantly to improving student outcomes, and so for school leaders, perhaps the greatest opportunity for impact may be to positively influence teaching and learning practices within the school (Leithwood et al., 2019; Robinson, 2007).


As Viviane Robinson explains:




‘Leadership theory, research and practice needs to be more closely linked to research on effective teaching, so that there is greater focus on what leaders need to know and do to support teachers in using the pedagogical practices that raise achievement and reduce disparity.’ (Robinson, 2007, p. 12)





Drawing on the professional principles, this book attempts to answer the question of what leaders need to know and do to facilitate high-quality teaching and learning in their schools. These principles are grouped into three distinct yet overlapping strands, which form the structure of this book: professional knowledge, professional practice and professional behaviours.




Professional knowledge


These principles cover the broad areas that we believe highly effective leaders should know and understand deeply, incorporating:




	knowledge of teaching and learning, curriculum and assessment practice


	an understanding of their school, as well as the wider educational context


	an understanding of the characteristics of effective professional development.










Professional practice


These principles aim to capture what highly effective leaders might do in their schools to really make a positive difference. These principles fit into two categories:




1. Leading school development, demonstrating:




	a clear vision focused on achieving ambitious (and equitable) outcomes


	critical evaluation and reflection to inform strategic choices


	an evidence-informed approach to school development activity.










2. Leading a professional culture, characterised by:




	a focus on developing teacher expertise and a culture of high-quality teaching


	a culture of learning, belonging and high expectations


	effective systems and processes that support teaching and learning.













Professional behaviours


These principles intend to recognise some of the internal behaviours that might play a facilitating role in leaders’ development. Internal behaviours inform actions and, in turn, the impact that leaders have in their settings.


There are five professional behaviours that we have identified as being particularly important, each of which are worthy of further discussion here.




1. Critically evaluates and reflects on their own practice


One of the behaviours that we regularly observe in leaders who attain Chartered Status is that they take time to think deeply about their own practice. They are careful not to jump to conclusions; rather they use evidence drawn from both education research and their own lived experience, using this as the basis for reflecting on their own effectiveness and evaluating the wider impact of what they do. Such leaders have an acute awareness of the strengths and limitations to their thinking, understanding and practice. They are aware of their biases, are cognisant of what they know (and do not yet know), draw out connections and implications, and actively seek out alternative perspectives and new ideas to challenge and extend their thinking.







2. Is committed to engaging in relevant, career-long professional learning


The Standard for teachers’ professional development (DfE, 2016) emphasises that professional development must be prioritised by school leadership – an idea that is explored and revisited at multiple points throughout this book. As a school leader, there is a responsibility to promote the value of professional learning, to encourage colleagues to engage in relevant, career-long professional learning and development, and to facilitate this where possible. However, it is important that leaders also prioritise their own professional learning. Leaders who do this well are astute at identifying their own developmental needs, and proactively seek out formal and informal professional learning opportunities, ensuring that they maintain up-to-date knowledge and continue to develop within their roles.







3. Exhibits and encourages collegiality by supporting and learning from others


An expectation for all Chartered Teachers, whether school leaders or practising classroom teachers, is that they recognise the value of collegiality and actively seek to build and promote this in their own schools and more widely within the profession. A key feature of collegiality is that it is reciprocal, often characterised by a culture of collaborative inquiry whereby individuals are open to sharing practice, sharing knowledge and expertise, and learning from one another. We may see this collegiality enacted in a multitude of ways – for example, the way in which a teacher or leader provides feedback to a colleague through a collaborative and supportive professional discussion; or the way in which a teacher or leader actively engages with or contributes to a professional network to disseminate and/or develop new knowledge, ultimately helping to build a collective knowledge base for the profession.







4. Models high standards of professionalism


In 2024, the Chartered College of Teaching published a working paper titled Revisiting the notion of teacher professionalism, which strives to ‘redefine what we mean by teacher professionalism and advocate for a more aspirational vision for our profession’ (Müller and Cook, 2024, p. 4). The report highlights the complexity of defining ‘professionalism’ as a concept, but posits a working definition of professionalism as encompassing three domains: the cognitive domain (i.e. a shared body of knowledge and the integration of theory, evidence and skill drawn from experience), the ethical domain (recognising a collective commitment to the greater good, but the need to ‘strike a careful balance between teachers’ commitments to their students and their own mental health and wellbeing’ (p. 14)) and the legal and social domains (the professional standards and regulation of teaching as a profession). Each domain overlaps, with professional development (PD) and professional identity sitting at the heart of the Venn diagram that can be seen in Figure 1.
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Figure 1: Working definition of professionalism (Müller and Cook, 2024, adapted from Mezza, 2022).







Extended Descriptions

Venn diagram is divided into four overlapping circles representing different domains of professional competence: Cognitive (bodies of knowledge, theory-informed skill, practice-informed theory), Ethical (collaboration with research, commitment to common good, mental health), Authority (credentials, extensive training, specialization, autonomy, controlled entrance, professional organization, accountability, ethical codes, trust), and Prestige (PD, professional identity). Each domain highlights distinct yet interconnected aspects crucial for professional development and integrity.




Authority, prestige, esteem and status sit outside the Venn diagram, as these are presented as outcomes that may develop from those mechanisms captured within.


This definition challenges us to reframe our view of professionalism beyond what we might typically understand it to mean, and to reflect on its complexity and implications for our individual and collective identities.







5. Engages critically with research and evidence


The final professional behaviour reflects the need for critical engagement with research and evidence. This requires what we might call ‘research literacy’ – having the confidence to evaluate the quality of education research, to recognise the strengths and limitations of research methodologies, and to interpret research findings in order to translate key ideas into a particular school context, for example.


Beyond research evidence, it’s also important to recognise the role that wider evidence may play in terms of implementing evidence-informed approaches and supporting leadership decision-making. The term ‘evidence’ may include a range of other qualitative and quantitative data that could be gathered formally or informally, and which can help to build a picture of the effectiveness of an approach, in terms of understanding either what is happening now in a school or what might work in future. Alongside this, there must be space for individuals to exert their own professional judgement and to recognise that teachers and leaders are well positioned to integrate learning from research alongside learning from their own professional experiences within classrooms and schools (Scutt, 2018).


These five professional behaviours transcend the other professional principles; they are overarching and, as such, will not each have their own dedicated chapter but will be exemplified in the voices of those who have contributed to this book as they explore each principle in turn and draw out the key implications – from principle to practice.
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SECTION 1


Professional knowledge
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PROFESSIONAL PRINCIPLE 1


Leaders demonstrate comprehensive knowledge of teaching and learning, curriculum and assessment





CHAPTER 1


Teaching and learning, assessment and curriculum: The pursuit of purpose





Chris Larvin, Head of Evaluation and Impact, Teach First, UK


Teaching and learning, curriculum and assessment collectively define the purpose and impact of education. Each of these topics will be discussed in turn within the subsequent chapters of this book. By way of an introduction, this chapter explores the interconnectedness of these domains and aims to prompt reflection on how they can best serve the needs of our school communities.


What is the purpose of education? Is it primarily about certifying students and signalling their readiness for next steps, or is it about fostering the holistic development of the whole child and nurturing their cognitive abilities, in unison with their social, emotional and physical development? Consider Gert Biesta’s (2009) provocation: Are we measuring what we truly value, or are we simply valuing what we can measure? In many schools, attainment and accountability measures dominate, risking the neglect of critical aspects of children’s development and inclusion – both pressing issues amid widening poverty and health disparities (Academy of Medical Sciences, 2024). Evidence suggests that prioritising a holistic approach – focusing on the whole child – not only fosters resilience and lifelong learning but also enhances attainment and can reduce educational inequalities (Griffiths et al., 2024). Leaders who align the domains of teaching and learning, curriculum and assessment with a broader purpose of education are better equipped to prepare students for life beyond the school gates.




Creating coherence


What is the role of curriculum if not a list of testable knowledge and skills? Originating from the Latin currere, meaning ‘to run a course’ (Pinar, 2019), curriculum serves as a blueprint for students’ development. Leaders are responsible for a carefully sequenced framework to establish both immediate and long-term goals for students, wherein each activity and piece of knowledge contributes to a cohesive whole (Myatt, 2018).


Understanding and supporting curriculum coherence can be challenging. The planned (or intended) curriculum must be well specified and clearly understood to avoid ambiguity. The concept of ‘powerful knowledge’ (Young and Muller, 2013) can imbue subject matter with intrinsic value and explanatory power, engaging students with complex ideas and building deeper understanding. To achieve this, the planned curriculum should be intentionally sequenced with both inter- and intra-disciplinary development. For example, over a sequence of maths lessons, students attain mastery in the use of coordinates, which grows in complexity, reflecting vertical coherence – building on previous knowledge. Applying grid references in a later geography lesson can reinforce very similar concepts, reflecting horizontal coherence – aligning knowledge across different subjects. The implementation of the planned curriculum reveals the enacted (or taught) curriculum. This represents the extent to which the planned curriculum is taught consistently and with fidelity across the different classrooms within your school. Being able to understand what students have learned – the experienced (learned) curriculum – requires leaders to understand whether or not students are able to build on prior knowledge and deepen meaningful connections to their learning.


As leaders, how can we ensure that the planned curriculum is clearly articulated and understood, such that it can be consistently enacted across classrooms? What approaches and resources can be utilised to identify and close gaps between the planned, enacted and experienced curriculum?







Aligning assessment


Perfect alignment between the planned and experienced curriculum and assessment might seem unnecessary. However, assessment is not just a tool for measuring learning; it also shapes what is taught and how it is taught (Stobart, 2008). Assessment has a key role to play in supporting teaching and learning by generating actionable feedback to both teachers and students, as well as translating abstract curriculum objectives into measurable achievement. However, tensions often arise when the purpose of education intersects with the functions of assessment. Formative assessment provides real-time insights to adjust teaching and is critical to fostering students’ development. But overemphasis on summative assessment can narrow the curriculum and focus excessively on measurable outcomes, potentially at the expense of deeper learning and students’ ability to self-regulate their learning (Black and Wiliam, 2009). Effective leaders are able to ensure balance of these functions to make sure that assessment does not become a measure of progress against the planned curriculum, but actively aids the learning in support of the curriculum’s broader purpose. How can you ensure that it is the planned curriculum that is driving assessment design and use, rather than working in the other direction? Leaders require assessment literacy to ensure that assessments genuinely reflect and support students’ development (Richardson, 2022), as well as to resist the undue influence of high-stakes examinations to ‘teach to the test’ or adopt assessment approaches that arguably conflict with the purpose of education.


A review of students’ responses might quickly highlight that assessment is imperfect, given the unpredictability of classrooms and students’ cognition. But it remains our best tool for gauging learning, readiness to progress and areas for further attention. Yet to truly serve its purpose, assessment must connect immediate insights to overarching educational goals, ensuring that every student benefits from a curriculum that supports both understanding and long-term growth. Thus, assessment becomes not just a measure of success but also a catalyst for improving teaching and learning.







Leading to realise purpose


Teaching brings the curriculum to life, transforming curriculum intentions into meaningful learning experiences for students. Yet even the most skilled teachers may struggle to support students’ development without adequate support or a school culture that enables professional autonomy. Leaders play a significant role in supporting teachers to navigate the complexity of translating the planned curriculum into what is enacted and taught, by prompting reflection of their approaches and providing intelligent accountability to address curriculum misalignment. By providing resources and facilitating training in assessment literacy and evidence-based teaching practices, teachers are better able to enact the planned curriculum and meaningfully integrate assessment. Curriculum alignment does not just ensure that learning reflects the intent of the curriculum; it also helps us to meet the diverse needs of all students, including those with special educational needs and disabilities (SEND). Inclusion should extend beyond teaching, with representation important in all domains. Leaders can risk reinforcing a narrow interpretation of valuable knowledge, sidelining students’ diverse perspectives and disconnecting the curriculum from their lived experiences, with poor assessment practices entrenching these inequalities. Research has found that the integration of diverse viewpoints, whether highlighting contributions of women in STEM (science, technology, engineering and mathematics) or incorporating an ethnically diverse array of authors in humanities subjects, enhances relevance and impact for all students (Schneider and Preckel, 2017).


Leading curriculum, assessment and teaching requires more than technical expertise; it demands a clear sense of purpose. Leaders must constantly evaluate and refine their practices, ensuring that they remain aligned with the values of their school and the needs of their students. Recognising and ensuring consistency of purpose across the three domains requires vigilance to the unintended consequences of focusing too narrowly on any one area. While data-driven decision-making is a crucial aspect of school leadership, overemphasis on summative assessment risks reducing education to measurable outcomes alone, potentially constraining the curriculum, limiting teachers’ strategies and autonomy, and neglecting students’ holistic development (Priestley et al., 2015). Similarly, while improving the quality of teaching is a powerful lever for enhancing student outcomes (Coe et al., 2014), without a robust curriculum to underpin teaching, and teachers equipped with the necessary assessment literacy, such improvements may be limited or unsustainable.


By anchoring leadership to a clear sense of purpose, leaders can ensure that their schools are places of meaningful learning, where every student can thrive academically, socially and emotionally. So, how can we ensure that we are leading these domains with purpose, rather than allowing systems and policies to lead us? In addressing this question with intentionality and care, leaders can equip students with the knowledge, skills and resilience required to engage thoughtfully with the complexities of the rapidly evolving world that lies beyond the school gates.
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