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Introduction

This chapter considers:

➣ the definition of talent
➣ talent for future schools
➣ the nature of leadership
➣ a model for leadership
➣ the major themes and structure of the book.

Background
Talent management is increasingly seen as a critical factor in developing
successful organisations and is a strategic priority for businesses. It is just
as critical a factor for schools. Indeed, in a people-focused organisation
such as a school, the key resource is the talent of the individuals who work
there. In education, the ‘talent’ could be considered as the critical factor
in school success. We would prefer to use the term talent leadership as it
expresses what the whole process is about. However, common practice
uses the phrase talent management and for ease of use we have followed
this convention in the book. The growing leadership skill shortage, diffi-
culty in appointing head teachers (and other senior/middle leaders) and
the work–life-balance agenda is leading to a shortage of people who are
capable of making a difference to organisational performance. A focus on
talent management will contribute to other strategic objectives, such as
building a high-performance learning environment and building leader-
ship in depth in the school. This is different from simple succession
planning and filling typical hierarchical leadership roles that exist today,
as it is a process of providing able and talented people who will create new
and different leadership roles in the future.

This is particularly important for schools which are facing the chal-
lenge of developing innovative and imaginative leaders to meet the

Chapter 1
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needs of school transformation. Individual schools need to develop a
talent pool and to co-operate with other schools for cross-institutional
development of leadership and curriculum talent. This is of significant
interest to trusts, all-through schools, academy groups, federated
schools and school network groups and school ‘brands’ where staff can
be presented with a coherent developmental strategy, which may
include planned work opportunities with different schools in the net-
work. New staff or middle leaders could be provided with leadership
opportunities across the institutions, such as award-bearing qualifica-
tions and in-house learning to systematically enhance the talent pool
within the group. 

It is not enough to attract people with high potential, there must be a
planned strategy for managing their talents which is supported by
processes to retain the commitment of talented people and properly
use their abilities. The ability to attract and retain high-quality indi-
viduals is a key leadership challenge as the school community moves
forward.

Definition
There are many views on the nature of talent. The Chartered Institute
of Personnel and Development state:

Talent consists of those individuals who can make a difference to organi-
sational performance, either through their immediate contribution or in the
longer term by demonstrating the highest levels of potential. (CIPD, 2007)

Talent management is defined as a systematic and dynamic process of dis-
covering, developing and sustaining talented individuals. What works in
the talent management process depends on the context and the way the
organisation implements practices. So talent management may be organ-
isational specific and dependent on the context but could be defined as:

Talent management is the systematic attraction, identification, develop-
ment, engagement/retention and deployment of those individuals with high
potential who are of particular value to an organisation. (CIPD, 2006)

Talent for future schools
One of the key reasons for taking a talent management perspective is

4 Talent Management in Education
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that leaders need to focus on the staffing needs of their schools as they
move forward into the future and not simply to concern themselves
with simple succession planning of existing roles. In doing so, leaders
need to address the following questions:

1. What will schools of the future look like?
2. How do we view leadership for these future schools?
3. What are the characteristics of future leaders?

1. What will schools of the future look like?

This involves several ideas all starting from a consideration of the
nature and dimensions of learning and how we need to construct
human, organisational and structural arrangements to maximise the
learning potential of each child. Initiatives such as Building Schools of
the Future (BSF) and the new Academy Buildings have to not just rep-
resent ‘best practice’ but ‘new practice’ if a ‘once in a generation’
opportunity to refurbish and rebuild learning centres for our children
is to be fully exploited. Most importantly, we should question how we
lead and manage within those new building structures to create a suc-
cessful framework for learning. Linking physical, structural, learning
and leadership design needs talented individuals who can think ‘out-
side the box’. 

The establishment of the Every Child Matters (ECM) agenda in England
and the consequent establishment of Children’s Services, which draws
together a number of departments of education and social provision for
children, has radically altered how we view schools. Instead of isolated
units just looking after the education of a group of children in catch-
ment areas, schools are now at the centre of a network of services
which attempt to coordinate provision for children and young people.

The provision of education has traditionally been a public sector
responsibility with the small additional provision by independent
schools. Within the public sector, state education has been just that,
state education. Although the private sector would be commissioned
to build schools or provide materials such as textbooks, their role was
limited. Increasingly during the 1990s and with greater pace during
the first decade of the 21st century, the role of the private sector as a
provider and deliverer of public sector education has grown
exponentially. Private sector organisations run schools on behalf of
the state and local authority services are contracted out to private
sector companies. Organisations are encouraged to establish groups of

Introduction 5
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secondary schools or secondary school brands under the expansion of
the Academy programme and the ‘free schools’ initiative with direct
funding from central government thus by-passing local authority
funding and local authority control. 

The impact of technology has allowed students to be off-site or have
multiple-site delivery of education which changes the way we concep-
tualise ‘school’ from a building to a process in a number of venues and
locations with a number of delivery mechanisms. In considering talent
development for future schools, we need to encompass a debate along
these lines.

2. How do we view leadership for these future schools?

Consideration of this question clearly needs an understanding of the
key elements of leadership but this needs to be understood in the
context of new patterns of leadership. These patterns include execu-
tive leadership, hard and soft federations, school groups and
providers, co-leadership and shared leadership patterns. This new re-
conceptualisation of leadership and school configurations under the
broad title of system leadership is re-writing the traditional picture of
school leadership. If these ideas are built onto our existing knowledge
of distributed leadership, this does indeed force a radical rethink of
leadership for schools in the future. Certainly, a leader in the future will
need to be both innovative and entrepreneurial. This encompasses the
need to transform the learning and teaching process by looking at
innovative practice but also the means of acquiring and utilising
resources needs a different mindset from that of the traditional educa-
tional leader. It is important, as we have discussed above, to encompass
systems leadership within a networked relationship with other
providers. We will develop this idea next.

3. What are the characteristics of future leaders? 

Talent management is the process of looking for individuals with the
potential to lead, which is the focus for succeeding chapters, but it is
worth emphasising that current performance is not the same as poten-
tial for future leadership, which may be a substantially different role.
We suggest that these roles are likely to involve the ability to:

➣ be change champions
➣ be leaders of innovation

6 Talent Management in Education
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➣ be flexible and able to live with ambiguity
➣ grasp opportunities and be entrepreneurial.

The Hay Group (2008) see the change in leadership from formal man-
agement approaches to connected leadership approaches in the 21st
century as follows:

Figure 1.1 The difference between connected leadership roles and traditional
management posts (Hay Group, 2008: 9)

This figure shows how we can reconceptualise leadership for future
schools from the more traditional approach to connected leadership. 

Changing organisational culture

Figure 1.2 Current and future leaders (adapted from Peters, 2005: 131)

Current development culture Talent management culture

Benchmark current practice Be ahead of the curve

Reliable employees Creative, challenging employees

Predictable promotion structures New and different school structures

A job A high performance role

Risk adverse Adventuresome

Formal management Connected leadership

Vertical Horizontal

Hierarchical Collegiate

Instruction Dialogue

Constrained Flexible

One-way Two-way

Accountability Reciprocity

Robust Fragile

History irrelevant History matters

Control of resource Creation of trust

Introduction 7

8728 AR.qxd  22/11/2010  17:19  Page 7



Writers in the leadership literature tend to use ideas like those in Figure
1.2 to articulate the shift in organisational culture from a succession
approach to a talent management approach.

So what does a potential leader look like?
Much has been written about leadership through the lenses of frame-
works, tools and processes. We want to identify the essential aspects
that dominate the debate about what effective leaders do in order to
create a model which will give structure and guidance to our book. This
model is necessary in order to help people conceptualise how to be
better leaders and help those responsible for building better leadership.
We offer a way of thinking about being a better leader and being a better
leader. Both are necessary for the identification and development of
potential leaders. 

We believe that in being an effective leader you must start with
yourself. Leaders need to model the behaviour they require from
others and model what they want others to know. Effective leaders
have a responsibility to help others to lead. If you lead well, success
can be ensured for the present, and future success is secured if you
enable others to learn the principles to lead well. We need some sort
of structure and guidance and our model, in Figure 1.3, is a way of
thinking about being a better leader and how to build better
leadership aptitude. 

The debate as to whether leaders are born or made is interesting and
pertinent to the focus of this book. Adair (2006: 41) believes that ‘the
idea that leaders are born and not made is only half the truth’. We
agree and believe that leaders may be ‘half born’ and have personal
qualities, thoughts and natural abilities but experience, learning and
practice provide the ‘made’ half. ‘It takes a long time to become a
natural leader’ (Adair, 2006: 41). All leaders can become better, what-
ever their natural ability. If leadership drives action, then it is
important to establish what we need people to get better at and use
those elements to evaluate potential and how that potential will be
developed. A potential leader could be a natural leader in one aspect
of our model, for example their personal qualities. It would be unusual
for this expertise to extend automatically to the other elements of the
model. The potential leader may have mastery in these areas but could
develop expertise if they are given the appropriate opportunities and
experiences to learn. 

8 Talent Management in Education
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It is easy to generate long lists of excellent ideas in order to answer
‘What makes an effective leader?’ Just ask your colleagues! We agree
with the ideas listed in Figures 1.1 and 1.2 and would add that leaders
need to build high-performing teams, need to ensure accountability,
need to be emotionally intelligent, need to be able to communicate
effectively and actively live the core values such as honesty and trust.
We want to build an holistic framework to cover the landscape of lead-
ership, to identify the key elements of what makes an effective leader.
This will help us to identify potential leaders and enable leaders to get
better. This we do next in our leadership model (Figure 1.3).

Figure 1.3 Key dimensions of leadership

First, it is important to establish the need to be a strategist, and this
forms the first element in our model. It is important for a leader to set
the future direction for the school – being strategic is a way of manag-
ing the impact of future trends and influences on the school and being
able to make conscious decisions about those influences. It is about set-
ting priorities and using resources to achieve those priorities.

Communication

Care and concern

Credibility

Support and challenge

Resilience
Confidence
Risk taking

Self-motivation
Intellectual curiosity

Create strategic intent
Shape the future

Make things happen
Make connections

See the ‘big picture’

WORKING
WITH 

OTHERS

PERSONAL
QUALITIES

VALUES

STRATEGIC
ACUMEN

Trust

Truth

Respect
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Strategic leaders need to care about others in order to want to involve
them. Individual leaders can make a difference but for sustainable
organisations strength comes from staff working together to achieve
the same goals (Barth, 1990). Leaders need to understand their school,
those in the school community and those in the wider community
(Davies, 2004). Understanding the school context and having people
skills forms the second element of our model. Talent managers nurture
and develop others, and get the best out of their colleagues. They find
ways to engage others and feel a sense of personal contribution to a
school’s development.

The third key element of our model is the leader’s personal qualities. What
leaders know and do is important but who they are also determines
what they can achieve. Most importantly, effective leaders motivate
loyalty and support because of the way they behave, conducting them-
selves with integrity and trust. Effective leaders have the confidence to
work with people who are, or have the ability to become, better than
themselves. 

We have mentioned moral standards as central to each of these
elements, which is why values form the central element of our model.
Values should be at the heart of everything we do, both organisation-
ally and personally. While building a values framework is important,
that they must be seen in action is critical. Each key element has a
number of processes and ideas which will be explored in the forth-
coming chapters. Each chapter enables us to identify a leadership
challenge.

Our research suggests that the following would be a suitable template
for considering talent management in schools:

Figure 1.4 The major themes of the book

Defining organisational Where are you going and what type of 
strategy and values people do you want to help you to get there?

Talent identification Evaluate your people: performance evaluation and
performance challenge as a core activity.

Talent development Establish powerful professional learning; develop struc-
tures to facilitate the process.

Talent culture Become an employer of choice and create a success
culture.

The way forward Create a way forward through an integrated talent
management model for the school.

10 Talent Management in Education
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How these themes are developed through the individual chapters can
be seen as follows:

The structure of the book
The Context
1 Introduction
2 Defining organisational strategy and values

Section 1 – Talent Identification
3 Performance evaluation
4 Performance or potential?

Section 2 – Talent Development
5 Talent development
6 Professional learning
7 The architecture to support talent development

Section 3 – Talent Culture
8 Building a talent-management culture 
9 School or system talent?

The Way Forward
10 An integrated talent-management model for schools

Chapter outlines
All the chapters will explain the key concepts and provide frameworks
for leaders to apply the ideas in their organisation. This practical appli-
cation of the theory will be enhanced through insights from practice
and vignettes of exemplary shareable practice. 

The context

1. Introduction

This chapter will explore the nature and dimensions of talent
management and explains the difference between succession
planning, defined as ‘preparing people for current jobs’, and talent
management seen as ‘developing talented individuals for the
changing nature of schools in the future’. The chapter establishes a
leadership model for talent management. 

Introduction 11
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2. Defining organisational strategy and values

If you cannot define the values on which your organisation is based
and where your organisation wants to go, then recruiting individuals
who will fit your value set and culture and who will want to join you
in your leadership journey is very difficult! This chapter looks at
defining strategy and values as the bedrock of all leadership and
management processes including talent management.

Section 1 Talent identification

3. Performance evaluation

The first stage in talent management is evaluating the talent already
evident in the school, developing a staffing map and defining staffing
needs for the present and the future. This involves critical and honest
judgements and conversations with all members of staff. It is too easy
to see this as only necessary to address the problem of underperfor-
mance, and while this is vital so is challenging all levels of performance
and providing a framework for all to improve. It is critically important
to identify the small group of highly talented individuals who will con-
tribute to a high-performing and sustainable school of the future. 

4. Performance or potential?

One of the most critical dimensions of talent management is to be able
to distinguish between the current performance of the individual and
the future potential to undertake a leadership role. Current perform-
ance is not necessarily a good measure of future potential. This chapter
will examine this dilemma leading into factors to support identifica-
tion, which will be discussed in the next chapter. 

Section 2 Talent development

5. Talent development

This chapter looks at how effective schools develop leadership by ini-
tially providing frameworks for the individual and the school to
evaluate leadership skills. It then looks at a variety of learning activities
which can develop leadership talent. It proposes a five-stage process to
deepen the understanding of leadership development and how these
might be configured as stages in leadership enhancement.

6. Professional learning

In this chapter, we consider the establishment of a framework for learn-

12 Talent Management in Education
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ing skills, behaviours and opportunities that promote leadership devel-
opment. Critical to this process is the concept of leaders as lead
learners. The chapter goes on to consider the sort of learning opportu-
nities that develop leadership potential and how schools can develop a
culture of leadership learning.

7. The architecture to support talent development

This chapter will consider how schools could set up the architecture for
identifying talent, recording talent development and outlining future
needs from an organisational and an individual perspective. It will
present major case studies of the approaches of a primary school and a
secondary school.

Section 3 Talent culture

8. Building a talent-management culture

If sustainable development is to be achieved for each individual
member of staff and the school as an organisation, then a talent man-
agement culture needs to exist across the organisation. This chapter
will highlight what successful practice looks like, with case examples
from several schools which exemplify what a talent culture ‘feels’ and
‘looks’ like. This involves becoming a talent developer and engager.
This chapter will also be concerned with the central question of how
an individual school can become an ‘employer of choice’, where there
will be a pool of individuals wanting to work for the school and where
the school is able to retain and sustain talent.

9. School or system talent?

This chapter will address whether individual schools can develop their
own talent systems or whether partnerships or federations are needed
to maximise opportunities such as ‘managed moves’ and school-based
award-bearing activities.

The way forward

10. An integrated talent-management model for schools

The threads of the book will be drawn together in this final chapter and
present an action plan for schools to move forward in this exciting and
innovative area. 

Introduction 13
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An initial reflection
Throughout the book, we have used a number of reflection points,
evaluations, questions and inventories. As a starting point, readers may
wish to discuss the following inventory with a colleague to evaluate
their current talent development practice. If you score five for each
question, you may think that you do not need to read the book!

Where are you now with talent management?

For each statement below, indicate how accurately the statement describes your school. 

‘1’ indicates ‘rarely’, on a graded scale to ‘5’ which indicates ‘always’.

1. We have a clearly articulated set of core values. 1 2 3 4 5

2. The values are demonstrated in daily behaviours. 1 2 3 4 5

3. We have a strategic plan which includes talent 1 2 3 4 5
development.

4. We have an effective performance management 1 2 3 4 5
process which supports the identification of talent.

5. We are able to discriminate between current 1 2 3 4 5
performance and future potential of staff. 

6. We can map the behaviours, skills and attitudes 1 2 3 4 5
which need to be developed in potential leaders.

7. Our professional learning includes specific 1 2 3 4 5
opportunities to develop leadership potential.

8. We have pathways, programmes and processes to 1 2 3 4 5
facilitate the development of talent. 

9. Our culture enables the celebration of everyone’s 1 2 3 4 5
contribution

10. We work in partnership with others to develop 1 2 3 4 5
talent in a more effective way.

14 Talent Management in Education
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Defining organisational strategy and
values

This chapter considers:

➣ developing a strategic approach
➣ the characteristics of strategic talent development
➣ defining and developing values in a school
➣ values and the leader.

It is important to define the values on which your organisation is
based and define where your organisation wants to go, then recruiting
individuals who will fit into your value set and culture and who will
want to join you in your leadership journey is very difficult!

Why a strategic approach?
A major challenge for leaders in schools is to both address the short-term
organisational imperatives and to build a longer-term strategic framework
through which to develop the school into new and exciting areas. Clearly,
you cannot develop future leadership talent if you do not have a view of
where the school is going and have a framework that allows the school to
plan and enact that journey. So initially basic questions such as, ‘Where
are we going?’, ‘What sort of organisation do we want to be?’ and ‘What
will be the key factors in our successful development?’ need to be
answered and need to be part of the strategy-building process. It is only
when this strategic vision and framework exists that matching talent to
the needs of the school can begin. 

In defining a strategic approach, a useful way of thinking about
strategy can be encapsulated in five concepts. The first concerns the
desired nature of the school in the future. This is trying to answer

Chapter 2
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‘Where are we going and what sort of school do we want to be?’ In
attempting to confront these issues, it is essential to consider what sort
of individuals and teams we need to enable us to move forward and
develop into that sort of organisation. 

The second concept relates to a time frame. Here, it is useful to consider
that operational decisions take a one- to two-year time frame whereas
strategy involves a three- to five-year time frame. This is important if we
are trying to develop strategic talent. It requires a focus on developing
individuals for the organisation of the future and gives the school time to
build that capacity. There is always the danger of ‘solutionalism’, for
example considering what the problem is and what the solution would be
in terms of finding instant answers. It is more important to think in terms
of what the challenges are and how we build capacity to fully understand
the nature and dimensions of those challenges. Then we should move on
to consider what we need to do to address that challenge and how we
need to change in order to be able to do so. 

The third concept concerns the ability to keep a broad perspective of the
nature of future developments. We have said earlier that what organisa-
tions need to do is to recruit and develop talented individuals and mould
and adapt their organisational roles to fully utilise their talents. This is dif-
ferent from saying in five years’ time we need someone with a specific skill
set to replace an existing defined role after someone retires. The nature
and shape of the organisation are evolving and changing and we need to
incorporate broad themes of these changes and not get over-concerned
with the minutiae of incremental planning. 

Fourth, strategy should provide a link between short-term and
medium-term planning in that a strategic framework or approach
should provide a template against which to judge short-term actions. If
there is not a sense of strategic direction, then it is impossible to assess
whether short-term actions are contributing to longer-term goals. 

Fifth, strategy should be a means of marshalling and directing resources
to the achievement of organisational goals. It should enable an organ-
isation to focus on its key activities and determine how to prioritise
resources to achieve them. Central to this strategic focus is the devel-
opment of the talented individuals in order to contribute to the
achievement of those strategic goals. Clearly, you need to know where
you are going in order to know which people you need to get you there.
If you do know where you want to get to, there is a better chance of
enabling the right set of people to work towards that goal.
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In determining a strategy, it is possible to use a number of approaches.
One is strategic planning. Strategic planning is a rational, linear and
predictable approach to setting the direction of the school. It assumes
you know what you want to achieve, what stages you need to go
through and what the outcome will be. This can be summarised as
‘who does what?’, ‘when?’ and ‘how?’ and ‘how do we know when it
has been done?’ The key to successful strategic planning is a focused
approach so that a school concentrates on four or five major themes
(Davies, 2011). While this is a valuable approach, it has its limitations.
One of the ways of coping with the limitations is to build an emergent
strategy process into the more linear approach of strategic planning.
Emergent strategy is a reactive and reflective approach to changes
within the environment. As events and requirements change, so lead-
ership teams need to make sense of those changes and new strategies
and approaches emerge. Thus, the original strategic plan is amended
and changed as the organisation moves forward in a changing envi-
ronment. 

Schools deal with some challenges that are multi-dimensional and
complex. While they may know the desired outcome they want to
achieve, they may not fully understand the nature and dimensions of
the strategic challenge and may need to build a fuller understanding
before they can move forward. This is where strategic leaders demon-
strate their creativity by setting strategic intents and building capacity
to first fully understand the nature and dimensions of the challenge
and then seeking information and examples of excellent practice else-
where to build and create a new way of tackling the challenge before
moving on to a more formal planning state. Strategic intents are often
concerned with raising the achievement of the school in difficult areas
which often involves deep-seated cultural attitudes in the school.
Examples would be moving from a simple incremental school improve-
ment approach to one which creates a high achievement and success
culture where students believe they can achieve, where staff expect
more of the children and the community and parents are re-engaged as
active supporters of their children’s education. This involves complex
levels of understanding and building a way of moving forward. Effec-
tive strategic leaders operate on the rational side by creating strategic
plans although adjusting them with emergent strategy insights, while
at the same time creating strategic intents which will enable the school
to make strategic leaps in performance in areas which need radical
reform and change. This can be summarised by the ABCD model in
Figure 2.1:
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Figure 2.1 The ABCD model (Davies, 2011)

The key strategic leadership attribute is to be able to move though the
first three stages, in Figure 2.1, of building strategic intents before
defining the final plan. With strategic planning, it is possible to move
straight to level 4, however sustainable strategic change which encom-
passes complex problems, necessitates building a culture of
understanding and involvement before that level 4 planning and
implementation can begin. This capacity change is one of the signifi-
cant differences between a strategic and an operational leader.

In building a strategic direction for the school, it is important that a
strategic framework exists so that a talent map can be established. This
means that the appropriate individuals can be recruited and/or devel-
oped to meet those longer-term organisational needs. While in many
cases this can be seen as a rational and even linear process so that key
staff attributes and abilities can be defined and developed, it is not
always the case. The creativity that organisations need to define and
meet the challenge of strategic intents often needs divergent thinkers
who can cope with complexity and cultural change. In this case, hav-
ing the creative leadership talent may be more important than having
individuals who can fulfil specific positions within the organisation.
The following diagnostic inventory is worth considering to support
your review of your strategic leadership skills.
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How strategic is your leadership?

For each statement below, indicate how accurately the statement describes you. 

‘1’ indicates ‘rarely,’ on a graded scale to ‘5’ which indicates ‘always’.

1. I balance the longer-term view with shorter-term 1 2 3 4 5
operational pressures.

2. I take a ‘helicopter view’ and rise above everyday 1 2 3 4 5
operational detail.

3. I compare the potential short- and long-term 1 2 3 4 5
consequences of actions I’m considering.

4. I understand the difference between strategic planning 1 2 3 4 5
and strategic intent.

5. I look for opportunities today that might generate 1 2 3 4 5
valuable results tomorrow.

6. I question my own long-standing assumptions and 1 2 3 4 5
encourage others to question theirs.

7. I can turn strategy into action. 1 2 3 4 5

8. I can involve staff groups in strategic conversations. 1 2 3 4 5

9. I understand how the wider political and cultural 1 2 3 4 5
environment affects my organisation.

10. I can mobilise others to achieve strategic objectives.  1 2 3 4 5

Characteristics of strategic talent developers
The ability to build strategic plans and create strategic intents is neces-
sary if a strategic framework is to be established upon which a talent
development framework can be built. The leaders of a school also need
to display and enact other strategic leadership skills and attributes. We
would highlight three: (i) strategic talent developers are strategic
thinkers; (ii) strategic talent developers are strategic learners; and (iii)
strategic talent developers exert strategic influence. We will look at
each of these qualities in turn. 

(i) Strategic talent developers are strategic thinkers. It is vital to think
of strategy as aligned to strategic thinking as a means of developing a
strategic perspective rather than just the traditional view of strategy
being linked to mechanistic strategic plans. What are the activities
that a strategic leader has to engage in to develop this strategic
perspective? The first is scanning. This involves scanning the
environment in its political, economic and educational dimensions to
identify ideas and trends that will impact on the school in the
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succeeding years so that strategic leaders can identify them and devise
approaches to utilise them and position the school to maximise its
future opportunities. The second is envisioning a new and desirable
future for the school based on the information gained from the
scanning process and relating that to the school’s capacity to change
and develop. The third is reframing the process, of setting the new
future in context and finally making sense of that for the staff and
students of the school. This often involves engaging in a strategic
process and building new mental models.

During this process of strategic thinking, strategic leaders engage in
synthesis as well as analysis. The importance of this is not to break
everything down into its component parts and risk ‘paralysis by analy-
sis’ but to see how the components can fit together and build an
integrated successful whole. Effective schools have a success culture
which is an integration of a number of elements built up over a period
of time. It is this synthesis of good ideas and outstanding practice that
creates a success culture. What is needed, very often, is nonlinear as
well as linear thinking. Strategic leaders are able to think ‘outside the
box’ and engage in tangential thinking that can incorporate new and
innovative ways of doing things. It moves away from the step-by-step
incremental approach and breaks new ground by considering alterna-
tive possibilities. Strategic thinking engages the heart as well as the
head. It involves the values and beliefs of the strategic leader, which are
implicit in the way they think, as much as the more public explana-
tions of policy. Finally, strategic thinking can be visual as well as verbal.
The systems thinking concept of rich pictures (Jackson, 2003) is useful
here. Consider what a great school would look like – how could you see
it in terms of its buildings and the interactions of its people? One of the
key talents of strategic leaders is that they are able to create rich pic-
tures of the future which individuals can see and understand and so
they become part of the collective imagination of what is possible in
the future. 

(ii) Strategic talent developers are strategic learners. If the leader is not
constantly seeking new knowledge and insights, they fail to move the
organisation on and importantly fail to provide a model for staff and
students. If the leader cannot be a strategic learner, there is little chance
that defining the talent needed for the future can be defined and devel-
oped. Hughes and Beatty (2005: 74) adapt work from systems theory
and apply it to how strategic leaders can learn. Learning for strategic
leaders may involve:
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➣ Looking at the big picture – what can I learn from the broader envi-
ronment?

➣ Looking for patterns over time – how can I learn from data and seek
patterns in the data so as to extract useful information?

➣ Looking for complex interactions – how can I synergise and learn
from interrelationships?

➣ Understanding what causes what – learning that it may be more
complex than it seems.

➣ Making time for reflection on models, theories and experiences.

Strategic leaders do not leave learning to chance; they set up the organ-
isational framework to ensure it happens for themselves and others. A
good way to look at this is to consider organisational culture, structure
and systems which support strategic learning. 

Organisational culture sets the tone for how learning is thought of in
the school. The culture should be one where learning is seen as integral
to the leadership role in order to develop and improve, not something
that is a one-off and where once it has been achieved there is nothing
more to learn. Is the learning culture that of knowledge transfer, some-
thing that you learn and pass on or something that you enquire about
and develop and share? These cultural frameworks often reflect the dif-
ference between shallow knowledge and deep learning. The latter
encompasses wisdom and understanding. These issues of strategic
learning will be developed further in Chapter 6.

Organisational structures also strongly influence the learning of the
leaders and the staff and children. If the majority of the time leaders
and staff concentrate on operational and task issues and do not priori-
tise strategic and reflective discussions, then clearly little deep learning
will take place. Organisational structures, such as splitting the strategic
and operational functions into different meetings and different review
cycles, emphasise the importance of the strategic dimension. Often,
meetings have strategic issues tacked onto operational agendas. There
should be a clear strategic meeting and review cycle in schools. 

Systems in schools need to give attention to learning issues and strate-
gic issues and not just to the urgency of operational demands if staff are
to become reflective learners. One of the key leadership concepts is that
leaders need first to look after themselves if they are then to look after
the team and then the team can look after the organisation. The key to
looking after oneself is to refresh oneself as a learner and to reflect on
future directions and practice.
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(iii) Strategic talent developers exert strategic influence. Strategic influence
is based on how leaders gain commitment to the vision and direction of
the school from those who work and learn in the organisation. If the
school is not only to achieve improved outcomes and outputs but to do
so in a sustainable way, then involving others and getting them on board
is critical to its achievement. How can strategic leaders influence others to
come on the strategic journey of the school? What follows are a number
of factors that shape the leader’s ability to influence others.

The first part of the influence-building process is to consider how people
react to the leader and therefore the first stage is for the leader to look at
his/her own leadership style and skills. Strategic leaders need to build trust
with their colleagues and staff so others can believe in their motivations
and their integrity. Important in this is how others perceive the leader and
how effective she/he is at communicating those values and attributes.
This credibility has two components: first, the credibility that comes from
expertise and the ability to do the job; second, the credibility that comes
from the character and integrity of the individual.

Strongly linked to this idea is the leader’s own passion (Davies and
Brighouse, 2008) for education and the role they can play in enhanc-
ing children’s learning and life chances. Effective strategic leaders make
opportunities to articulate their passion for education and to articulate
what drives them to create a sense of moral purpose. Effective strategic
leaders establish a credibility base grounded on doing what is best for
the students and calling on all staff to make a difference through their
interactions and role in the school. Moral leadership clearly needs to go
beyond the rhetoric. The expression ‘see something – do something
about it’ is a leadership value which needs to permeate the behaviour
of all staff. The leader needs to create a moral purpose that translates
ideals into action and is the initial catalyst of influence building. 

Influencing others by involving them in the process is the starting
place but there are a number of other significant factors. Clearly, build-
ing a foundation of understanding across the school is based on clear
criteria for success but also on effective relationships so staff are
involved in the process. 

The purpose of this is to create a shared language and set of values so
that the strategic leader connects to the ‘heart’ as well as the ‘head’. The
emotional commitment as well as the logical and rational commitment
of staff is vital. However, in leading and managing staff it is important
that strategic leaders are mindful of the organisational and political
landscape. The importance of this section is that if the school is trying
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to recruit or develop leadership talent, then it needs a clear strategic
framework in which to deploy that talent so that the people and the
strategy are at one level aligned and at another level the individuals are
empowered to deliver the strategy.

Defining and developing values in school
Defining values is a process that must move beyond the rhetoric of state-
ments on the school sign and on school websites to values that can be
witnessed in terms of how leaders act and involve others in the school
and wider community. Individuals most often judge a school by the peo-
ple they meet in terms of the staff and the students. How these staff and
students act and talk about their school and express pride in what they are
doing, while working or studying there, is critical if values are to be trans-
mitted in authentic and meaningful ways. Very often, we see new
principals introduce an education which is ‘values based’ in rhetoric,
something that is simply a slick package. It does not move beyond the
paper to a deeper reality of sharing, concern and aspiration for all those
involved in the school. Values can and should be challenging and be
focused on what is best for all the students in the school community and
the adults who nurture and guide them. Values should be seen in action.

Strategy can be considered to be what the school does, while values are
more concerned with the how and why a school does what it does.
Clearly, schools need a vision of what they are trying to do and how
they are going to achieve it, and why that particular vision is important
will articulate the school’s values. It is important to embed the values
of the school within a vision of its future. The importance of having a
clear vision is seen by Nanus (1992: 16–18) who articulates the advan-
tage of having a vision for the organisation:

➣ the right vision attracts commitment and energises people

Reflection on strategy

1. List the four or five major strategic objectives that your school has
agreed for the next 3–5 years.

2. Do all staff have a clear understanding of where the school is going
and how they can contribute to that journey?

3. Do you have a clear idea of what talent you need to recruit and/or
develop to enable the school to attain its strategic objectives?
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➣ the right vision creates meaning in people’s lives
➣ the right vision establishes a standard of excellence
➣ the right vision bridges the present and the future.

However, it is of little purpose if the vision is not translated into a value
set which impacts on everyday actions and behaviours. One of the
most inspiring and gifted educationalists is Terry Deal, and his book
with Ken Peterson (1999: 26), Shaping School Culture, provides excellent
definitions of values and beliefs:

Values are the conscious expressions of what an organisation stands for.
Values define a standard of goodness, quality or excellence that undergirds
behaviour and decision making, and what people care about. Values are
not simply goals or outcomes; values are a deeper sense of what is impor-
tant. Without an existing commitment, everything is relative; values focus
attention and define success.

Beliefs are how we comprehend and deal with the world around us.
They are ‘consciously held, cognitive views about truth and reality’
(Ott, 1989: 39). Beliefs originate in group and personal experiences
and through reading books and articles. Beliefs are powerful in
schools because they represent the core understandings about student
capacity (immutable or alterable), teacher responsibility for learning
(little or lot), expert sources of teacher knowledge (experience, research
or intuition), and educational success (will never happen or is
achievable).

It is important for schools to be able to define their values and also
ensure that these values guide practice. We look at two examples of val-
ues, one from the business sector and one from the education sector.

Reckitt Benckiser Healthcare UK, a major international company,
strives to create an organisational culture that is based on four cultural
norms or values which are:

Figure 2.2 The four cultural norms or values for the Reckitt Benckiser organisation 

Insights from practice: Reckitt Benckiser values:

Entrepreneurship – ‘We allow daring ideas to thrive’
Team Spirit – ‘We work as one, united by common principles and

attitudes’
Achievement – ‘We don’t just aim high, we always aim to outperform’
Ownership – ‘We take the initiative to do what’s needed’
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This example from Reckitt Benckiser provides a clear and unambiguous
framework from which to recruit individuals that not only have the
technical skills needed for different jobs but also share the core values
system of the organisation. This core values system defines what generic
‘talents’ individuals need to bring to and develop within the company.

In the school sector, one of our research schools articulates its values as:

This value system defines what the school is trying to achieve. Once
these values have been established, the school is able to frame the lead-
ership values which develop from them. As well as values for the whole
school, it is necessary for the individual leader to act with integrity.
This involves the leader looking at their own leadership values and
how the leadership talent they seek to develop can share those values.

Values and beliefs and the leader
Building a set of values and beliefs in an organisation will be successful
only if the leader is perceived to be acting within a moral framework.

Insights from practice: a school example

Our central purpose is to provide quality learning experiences through a
personalised pupil-centred education. In order to achieve this, we
believe that the following values underpin all we do:

➣ the needs of the pupils come first
➣ everyone in our school community is special and important
➣ each of us works to improve on our previous bests
➣ learning is active, meaningful and creative
➣ we will have high expectations of ourselves and each other
➣ we work well in a stimulating learning environment.

At our school, we believe that every pupil will:

➣ be successful and confident
➣ be self-aware and co-operative
➣ have a continuing love of learning
➣ be independent and be able to work together
➣ be a solution finder
➣ be creative.
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Kouzes and Posner (1999: 49) argue that ‘human beings don’t put their
hearts into something they don’t believe in’. Their research into values
puts forward the view that it is the clarity of an individual’s values that
makes a difference to their level of commitment to the organisation.
Where these coincide with the clarity of organisational values, then
there is the highest level of commitment. Interestingly, where there
were high levels of clarity of personal values but some confusion over
organisational values, there were still high levels of commitment, but
where clarity of organisational values was not supported by high levels
of personal values then commitment was limited. What values or
moral characteristics do leaders need to establish the moral culture of
the organisation?

Brubaker and Colbe (2005: 176–81) in discussing the components of
the moral culture draw on research by Josephson (1990) to outline core
values that respondents found desirable in ethical leaders. We will out-
line each of them in turn.

➣ Honesty – that colleagues can rely on what you say is the truth.
➣ Integrity – words and actions are aligned.
➣ Promise keeping – the ability to deliver on what you agree to do.
➣ Loyalty – to the organisation you work for and the people who you

work with.
➣ Fairness – you have the same set of expectations from all staff.
➣ Concern for others – in their working and personal lives.
➣ Respect for others – respecting their individual differences and

diversity.
➣ Law abiding – operating within the accountability and regulatory

frameworks.
➣ Pursuit of excellence – striving for high achievements by all staff and

students.
➣ Personal accountability – take responsibility, admit mistakes and

share success.

The significance of this is that schools need both to define their organ-
isational values and their leadership values. Most importantly, it is
necessary to both articulate them clearly and also ensure, through
training and the culture of the school, that the values are lived and
practised. In terms of talent management, this then enables the school
to recruit and develop individuals into the value system of the school.
The following exercises are useful tools for the reader to reflect on prac-
tice in their own school.
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How values affect leadership styles is demonstrated in the following
leadership examples.

Insights from practice: values in action – one school,
three leaders

This is a case study undertaken over a 12-year period at one school in
England where one leader ‘Peter’ served as head teacher for three years,
he was succeeded by ‘Jane’ for six years, Pat took over when Jane retired. 

Peter as leader

It is clear that for Peter, targets and SATs results are all-important and he
continually forces teachers to adopt shallow learning approaches to
enable children to replicate facts in official government tests. He is a
very articulate individual and good at promoting himself. He was very
successful in persuading the last Ofsted inspection team that the school’s
test results were a good measure of how good the school was. Staff,
while appreciating the importance of the testing regime, are increasingly
demoralised by the approaches being advocated by Peter. Achievements
are hyped up, especially of the boys’ football team where the ‘few’ team
members are singled out for praise whilst the ‘many’ (including all the
girls) receive little attention. Marketing is based on test results and
achievements in sport which are both good. Peter is especially good at
promoting himself at large publicity meetings but rarely attends the
reporting to parents’ evenings. In terms of leadership as outlined by
Collins (2001), this would equate to level 3 or 4 leadership where the ‘I’
of leadership is paramount; everything is seen in terms of how it affects
the individual leader. 

(Continues)

Reflection on values

➣ List the key values that your school stands for.
➣ How often do you reinforce the values in formal or informal situations?
➣ Does your leadership team discuss the values that underpin the way it

operates and interacts with others within the school and wider
community?

➣ Do you share those key values?
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(Continued)
There are alternative cultures being set up in the school by teachers who
seek to protect themselves. One such culture is seen in which staff
undertake a number of compliance activities that fulfil the requirements
of the head teacher. The other is where they work among themselves in
small groups to build learning and teaching cultures that they are
confident with and they believe promote ‘deep learning’ for pupils. The
staff feel things are ‘done to them’ and often feel ‘done in’ (Novak, 2009)
and are increasingly withdrawing into their own classrooms. There is an
increasing compliance with the wishes of Peter rather than of a broader
professional debate. There is little articulation of the values of the school
and of the ethical basis on which individuals relate to each other.
Planning is short-term, run by the head teacher alone and focused on
one-year targets. Peter writes a one-year school development plan by
himself. He has also written the school policies copied from websites.
There is no policy for learning. Peter is involved in educational
consultancy and has a reputation for not always being in the school. He
is not involved in classrooms and does little in the way of mentoring or
coaching staff. Some teachers have involved their trade union in
complaints against the head teacher. Governors are increasingly at
‘loggerheads’ with Peter and relationships have deteriorated considerably.
However, through the external inspection system, the school is judged to
be successful. The values that underpin leadership are sadly lacking and
both the staff and the parents don’t trust Peter.

Jane as leader 

Jane took over the school after considerable previous experience in
headship. While recognising the need to deliver short-term results, she
believes far more in developing meaningful learning through an
integrated curricular approach with highly engaged staff. With a clear
personal and professional educational value system, she possesses a quiet
determination but is not a natural ‘marketer’ and does not ‘sell’ herself at
the expense of the staff team or the school. She believes in distributed
leadership and seeks to build a learning community of staff and pupils. In
terms of Collins’ levels of leadership, she could be categorised as a level 5
leader – seeking success for the school and not personalised success for
herself. In a sense, this could be characterised as quiet leadership. 

By refocusing the school on learning and adopting different learning
approaches, she aims to meet short-term targets through the quality of
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the children’s experience being reflected in their achievements and those
demonstrated in the outcome measures. These targets are achieved by
reculturing the staff into a high achievement culture which focuses on
the individual child’s learning needs. Her philosophy is one of working
with the staff so that the culture is one of ‘done with’ rather than ‘done
to’. She sets out a way of working together based on honesty and
integrity as well as transparency as a means of building a professional
dialogue within the school.

Although clearly a people person, Jane’s main challenge has been to
break the school out of a culture of complacency and move it to one of
high achievement by challenging performance to achieve excellence. This
change has involved a slow process of building professional
accountability for children’s learning and challenging previous
assumptions and attitudes to learning. She has a clear strategic vision for
the school and has both the patience and the determination to achieve
it. She sees the staff as a totality and teaching, teacher support and
administrative staff are all part of the same team, which is a value that
underpins the whole culture. 

Compared with Peter, she is far more in evidence in the classroom,
working with teachers, monitoring standards and involving the leadership
team in taking greater responsibilities for colleagues’ teaching and learning
approaches. She is particularly committed to developing strategic and
future plans to run alongside the mandatory short-term school
improvement plan. Jane clearly lives the values which the school holds.

Pat as leader

Pat joined the school when it was judged to be ‘good with outstanding
attributes’. But Pat didn’t care about the history of the school, nor did he
care about the culture of the school he was joining – he did not take time
to reflect on the core values of the school and the way people worked
very effectively together. Pat did not want to understand the school
through the eyes of the talented staff. The overriding motivation for Pat
was to prove himself, at the expense of whoever else. This head teacher is
a good example of someone shouting about the rhetoric of values
without it affecting the reality of his practice. Pat is unable to recognise
the good practice in school and the well-established approach to
children’s behaviour and learning. On take-up of the post, he
immediately introduced a new ‘bought in’ commercial values approach 

(Continues)
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(Continued)

to the curriculum and made a big issue of it outside the school without
working with his colleagues for an effective introduction. The approach
is articulated through slogans and window dressing but sadly the reality
in the school is somewhat different – a school which had values at the
heart of its practice is now valueless. For example, on his first staff
development day, Pat sent the learning assistants away to ‘get the
classrooms ready’ while he did ‘important’ work just with the teaching
staff. This sent powerful signals to all staff about support staff not being
valued or respected. It was announced that all staff would have the
opportunity to talk with him in a professional review. In reality, this was
only offered to teaching staff and took the form of an interview rather
than the professional dialogue that all staff had previously found
motivating and worthwhile. After a year in post, Pat has not observed
colleagues in classrooms and does not work alongside them but leads
through sending numerous e-mails from his office. Staff have to make
appointments to see him which are often in two or three weeks’ time
and there is no response to the day-to-day challenges that staff need to
share with him. The interests of the children are no longer put first,
previously a core value in action. Staff are beginning to work individually
and in isolation, something supported by Pat as he is removing all
opportunities for joint planning and shared learning. All well-established
processes, such as performance review and professional learning, are
thrown out, but nothing is put in place to replace them. Staff are
increasingly demoralised, demotivated and lack trust in the leadership of
the head teacher who they believe is only ‘out for himself’. The latest
Ofsted report reflects the deterioration in the effectiveness of the school,
judging it to be barely satisfactory. The talented deputy head is also
demoralised, and following the head teacher’s derogatory comments
about him in the inspection report he too does not trust the head and is
frightened to initiate change. It is a clear case of actions by the head
teacher which ‘do to’ staff so they feel ‘done in’. A values-based
approach to everything in school, not just the curriculum, has to be
lived through the interactions between people in the school, through
care, honesty, respect and trust. The failure of this leader to show any
value through his actions, and his failure to acknowledge collective
responsibility but instead to focus on his individual glory, demonstrates
the failure to promote any values in action. 
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Implications of the leadership examples
While the names of the leaders have been changed, the reality of the
examples demonstrates the significance of building longer-term strate-
gic capacity in schools. In terms of Collins’ (2001) dimensions of
professional will and personal humility, it is clear that one head, Jane,
is far more likely to reflect these and put the school on to a successful
path that is values-led. Also significant is the people dimension of
Jane’s leadership style with the involvement of colleagues and building
the capacity to work together through sustainable relationships. 

Making judgements about which leader is successful needs to focus on
the questions of whose leadership is sustainable and strategic and
which leadership is based on deep-seated educational and moral values.
Judging failure is framed by a lack of moral compass. 

Unless schools can empower and motivate those who work within it
with a sense of moral purpose and attainable achievements, the school
will simply move from one set of operational targets to another with-
out building a true learning community. Our argument is that before
schools and individuals can start thinking about developing a talent-
management approach, the core question of ‘talent for what?’ needs to
be answered. In this context, the strategic vision of the school and its
value system needs to underpin all its actions.

So our staged approach to talent management is as follows:

1. Define values and strategy.
2. Establish rigorous performance evaluation. 
3. Performance management – define and evaluate performance or

potential. 
4. Develop talent.
5. Establish powerful professional learning.
6. The architecture to support talent development.
7. Create a talent-management culture.
8. Develop school and system talent.
9. Integrate talent management into whole-school processes.

All the other stages depend on the first one being in place before the
school can develop its approach. To assess where the reader is in terms
of their own organisation, each chapter will have a self-reflection exer-
cise based on the four elements of our leadership model: values,
personal qualities, working with others and strategic acumen.
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Conclusion
This chapter has emphasised that schools clearly need to establish val-
ues and strategies as a basis for developing a talent-management
approach. The chapter considers that talent management cannot be a
bolt-on event, rather it has to be integrated into a staged process. This
process should be underpinned by the values held by the leaders,
shared and lived by the whole school and reflected in the strategic
framework articulated by the school. 

Suggested further reading
Davies, B. (2011) Leading the Strategically Focused School. London: Sage.
Davies, B. and Davies, B.J. (2009) ‘Strategic leadership’, in B. Davies (ed.)

Essentials of School Leadership. London: Sage.
Davies, B. and Brighouse, T. (2008) Passionate Leadership. London: Sage.
Deal, T. and Peterson, K.D. (1999) Shaping School Culture. San Francisco, CA:
Jossey-Bass.
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Talent assessment framework: where are you now?
Strategy and values

Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values

Are values clearly articulated for the school? 1 2 3 4 5

Do your personal values align with those of the school? 1 2 3 4 5

Are values part of the language and actions of the school? 1 2 3 4 5

Personal qualities 

Leaders have the confidence to articulate strategic vision. 1 2 3 4 5

Leaders take considered risks to achieve objectives. 1 2 3 4 5

Leaders learn from experience. 1 2 3 4 5

Working with others

Leaders communicate clear strategy and vision. 1 2 3 4 5

Are leaders credible to others in their roles? 1 2 3 4 5

Do leaders both challenge and support colleagues? 1 2 3 4 5

Strategic acumen 

Are leaders able to see the ‘big picture’? 1 2 3 4 5

Does the school have a clearly defined strategy? 1 2 3 4 5

Is there intent to identify and develop talent? 1 2 3 4 5

Those items you have rated ‘1’ or ‘2’ would need to be developed while
those ranked ‘4’ or ‘5’ need to be celebrated and sustained. Those rated
‘3’ warrant further reflection. 
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Performance evaluation 

This chapter considers:
➣ linking performance management with whole-school processes
➣ approaches for developing leadership potential
➣ defining performance standards and the importance of trust
➣ the role of challenge and support
➣ identifying talent for leadership
➣ motivating staff for leadership.

Key ideas
Knowing how to identify, develop and get the best out of people is vital
for any organisation. How to identify people who are doing a great job
in their present role and how to help them to develop their potential
is a vital process for the management of talent. Performance is the
result of behaviour, how you choose to act and what you choose to say.
We demonstrate who we are through our chosen behaviours. Behav-
iour is observable, detectable and learnable. Each role in school has an
identifiable set of behaviours, setting out how to undertake the role,
which will create the best performance. If we start by articulating and
defining these behaviours, we can be explicit about our expectations
for each role. This should not be a list detailing the ‘what’ of the job,
often found in traditional job descriptions, but rather an explanation
of the specific behaviours expected to ensure high-level performance in
that role and which are aligned to the value system of the organisation.
This is the ‘how’ of the job. Performance is job-specific, and good per-
formance is when behaviour matches the expectations for that role or
post. If we are to enable people to be the best they can be, we need to
identify the specific key behaviours for each post. 

A renewed era of accountability began in the 1980s, when statutory
procedures replaced voluntary systems of professionalism. Since then it

Chapter 3
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has been statutory that every governing body has a policy outlining the
performance-management process for their school. Revised regulations
came into force in 2007 and amendments occur periodically, for exam-
ple the involvement of the performance-management process in
‘threshold’ assessments in 2009. Model performance-management
policies are readily available, which now also set out classroom obser-
vation protocols and the timing of the performance management
annual cycle. Everyone accepts that performance management hap-
pens and schools ensure that all teachers take part. But is the
performance-management process part of the broader culture of the
school? Does it just happen or is it an integrated process for school
improvement? In our research, we have talked with many groups about
talent management and often the response is ‘Oh yes, we do that.’ Our
challenge to readers is, do you just ‘do that’, which is a superficial
agreement, or do you ensure that the process of performance manage-
ment matters? Underperformance of staff probably presents the hardest
challenge for educational leaders. Staff are the most costly resource in
a school and are central to school improvement processes, therefore all
performance should be evaluated, and there should be a consequence
from the evaluation where performance is celebrated and supported or
challenged and supported to become more effective. Evaluation of per-
formance, and subsequent actions, really matter. 

It is easy to say ‘yes’ but how do you know that your process matters to
staff and makes a difference? In many schools, performance manage-
ment is a process where participants go through the motions; it does
not seriously affect any of these outcomes. To all those people who say
‘yes, we do that’, we ask whether you have evaluated the process from
the participants’ point of view? Have you effected any improvements
since introducing your process?

Reflection point

Does your performance-management process:
➣ encourage self-reflection?
➣ align objectives across teams?
➣ improve motivation and morale?
➣ make actions clear and transparent?
➣ ask people what they need to do to make a difference?
➣ identify and develop talent?
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The key success criteria for the performance-management process is
whether participants are trained for and regularly take part in an hon-
est and trustworthy review. Is the performance-management process
improved through acting on the experiences of the reviewed and
reviewers? The Rewards and Incentive Group (RIG) framed a view of a
new ‘professionalism’ in the 1998 Green Paper Teachers: Meeting the
Challenge of Change. This recognised how important it is for teachers to
maintain and improve their professional practice. It promoted profes-
sional development as an integral part of everyday professional life. It
is easy to accept that if all staff focus on their practice and develop their
expertise, then they will be better able to improve children’s learning
and have improved job satisfaction and progression. It is obvious that
schools need to ensure that their arrangements for performance man-
agement are managed effectively, transparently and fairly. But does the
performance-management process matter to all staff? 

Enhancing the performance of all staff
Establishing a clear focus for professional learning is an essential ele-
ment of any review of performance. Everyone should consider how
they can improve their professional practice and how they will be sup-
ported. We have to accept that not everyone will want to take the
opportunity to become the best they can be or to reach their potential.
Outside circumstances, personal circumstances or even the lack of self-
will stop some people becoming the best they can be – to be talented
takes work! All staff should have the opportunity to develop their abil-
ities and explore their potential abilities. How people deal with
opportunities is an important aspect of talent identification. 

Reflection point

Does your school have:

➣ a culture where all staff feel confident and empowered to participate
and gain from the performance-management process?

➣ a process where the professional dialogue is ongoing, positive and has
an impact?

➣ an environment where everyone is engaged in professional learning?
➣ an integrated system where performance management is linked with

the school evaluation, school-improvement planning and professional-
learning processes?
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Professional standards provide the underpinning to discussions about
performance. Standards for teaching staff which define the professional
attributes, understanding, knowledge and skills for different stages in a
career are readily available. Some schools have adopted or created sim-
ilar standards for support staff. Support staff account for the majority
of most school staffing provision and it is important that all staff have
the same access to performance review and professional-learning
opportunities and have the opportunity to become excellent in their
role. It is important that the process also informs the talent-manage-
ment process, therefore standards for talent identification and
potential could be used for self-evaluation and career review. Schools
should have an agreed process for the expected standards for leadership
in their school for all staff and develop a culture of transparency, fair-
ness and consistency where all staff are supported throughout their
careers, engaged in effective professional learning and are able to con-
tribute to improvements for pupils. Staff with the potential to become
excellent leaders will need to develop the skills of observation. One
school supported this through a series of coached observations over a
series of lessons in the year, as detailed in Figure 3.1.

How to develop a system where performance
management is linked with the school evaluation, school-
improvement planning and professional-learning
processes
One of the advantages of linking the processes of performance man-
agement, school evaluation, school-improvement planning and
professional learning is to reduce workload, but more importantly
using data to inform other processes is vital. To align objectives with a

➣ a system for all staff to review the process?
➣ an approach that enables all staff, both reviewer and reviewed, to take

part in skill training to include self-evaluation, active listening, conflict
resolution and giving and receiving feedback?

➣ a system where those who manage staff, including head teachers,
engage in a professional dialogue with them, respect them as
professionals, make decisions about their work and contribute fairly and
openly?

➣ moderate reviews and opportunities across school?
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Figure 3.1 Guidelines for paired observation for professional learning

focus on learning and teaching is common sense. Through highlighting
priorities, the school self-evaluation and strategic improvement planning
processes help to influence and inform objective setting for staff. The pri-
orities can be translated into professional-learning opportunities. How do
we do this? We need to ensure that policies and procedures are reviewed
so they are consistent with each other; most schools will make sure that
performance and pay policies are coherent and that these processes are
logical and match in timescales. But does the cycle of school-improve-
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ment planning fit with the cycle of school self-evaluation to ensure infor-
mation effects practice? Is the cycle of professional learning determined
by the school’s strategy, performance management and self-evaluation
activities? Do the school-improvement plan and self-evaluation inform
the performance-management process?

It is important that the development and implementation of the per-
formance-management process is seen as a whole-school process.
Everyone should be engaged in the process and feel ownership of it.
The process should be integrated into a coherent framework and not be
seen as an ‘add-on’. Performance management:

➣ should be a process that is part of the school culture and not an
annual form-filling event

➣ should be used to enable an understanding of what the school is try-
ing to achieve and how it can improve 

➣ should encourage high self-expectations, self-reflection and evalua-
tion in order to support personal improvement

➣ should enable staff to share in the success of the organisation, with
their contribution celebrated

➣ should be a core process in the approach to school improvement and
talent management.

How do we use this integrated processes approach to
develop leadership potential?
As we have discussed earlier, enabling people to progress their leader-
ship development by supporting their ability to reflect on situations, to
think about what went well and what could be developed further are
elements of effective performance management and enable the identi-
fication of leadership potential. Reflection should become a natural
activity – looking at what we do and considering the effect of our
behaviours in terms of processes as well as people should be important
development activities. It is important to ask the following two ques-
tions as highlighted.

Reflection point

➣ What is the impact of the performance-management process on the
identification and development of talented staff?

➣ How do you know?
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The performance-management process should enable a balance
between professional development and organisational development.
By creating a framework for coaching and individualised development,
we mirror in the environment for adult learning that learning envi-
ronment we create for pupil learning. For talent management, there
should be regular planned opportunities for review.

Defining standards understood by all
A starting point for any performance process must be clarity about
roles, not least in the process for the identification of talent. We should
ask:

➣ What are the key accountabilities for each role?
➣ What professional skills, knowledge and attitudes are required to

deliver those accountabilities?
➣ What professional characteristics are required? 

If performance standards are clear for everyone, it is easier to conduct
self-review and colleague reviews. Like most processes introduced
through the accountability era, it is difficult to accept that the per-
formance-management process can both meet accountability and
development needs. Therefore, it is important to establish aims for the
performance-management system. We see the aims in terms of
accountability and development as follows:

Evaluation for accountability

➣ To identify levels of staff performance. 
➣ To ensure staff have clarity about their current level of performance. 

Evaluation for development 

➣ To coach staff to support: 
➣ performance improvement 
➣ development of future potential.

➣ To develop commitment to the organisation through discussion of
career progression, aspirations and opportunities.

➣ To recognise achievements and motivate staff. 
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Enabling honest conversations: the importance of trust
The quality of the relationship between the reviewer and reviewee is
critical in the performance-management process. However technically
correct a process is, without trust there will be little effective feedback
and coaching. Trust is an expectation about the actions of others. You
can have confidence in the process of performance management but
trust in the people to tell the truth is necessary for the process to have
any impact. Jones et al. (2006: 89) identify ‘trust builders’ which
include:

➣ clarity of communication, both oral and written
➣ establishing clear and positive expectations
➣ listening actively and attending to what others say
➣ openness to explore new possibilities
➣ admitting mistakes
➣ valuing, respecting views, ideas and ideals of others
➣ making and keeping commitments
➣ sensitivity, being straightforward and honest.

Trust is involuntary – you can’t make yourself trust but you can act in
ways that help trust develop. The ‘trust builders’ are actions which sup-
port someone acting in another’s interests – they nurture trust. Staff
may cooperate in the process without trust, but trust sustains effective
interactions and enhances the quality of the cooperation. Trust is a
two-way process and the ‘trust builders’ should be two-way too. Trust
is directly linked with truthfulness and must come from within in
order to be a central value for the school community. Similarly, an
effective performance-management process should be accountability
from within, a meaningful evaluation process which enables personal
development and fulfilment. In many schools, it is just a statutory
process, which is conducted in order to meet accountability from exter-
nal sources. Performance-management processes for external rather
than intrinsic motivations will never support the nurturing of talent.
The process as well as the judgements must be truthful in order to add
value to staff and school. Leaders must act in trustworthy ways and
communicate honestly. 

Regular informed discussions about the quality of teaching or perform-
ance in a leadership role is vital. A calendar of lesson observations
enables staff to be observed with a planned different focus each time
over a three-year cycle. The leadership team is then able to analyse the
main issues and strengths for an individual and for the school. Having

44 Talent Management in Education

8728 AR.qxd  17/11/2010  17:50  Page 44



critical professional discussions about teaching quality and strategy is
an indication of an improving school. An approach which expects
leaders to analyse the themes which emerge from lesson observations
and feed these into operational plans and plans for professional learn-
ing is an effective way to link the processes. Leaders should also use the
identified behaviours for leadership roles in order to discuss and iden-
tify potential talent. 

Challenge and support
It is well established that recognition enhances motivation and is linked
to the core values of respect and trust in our leadership development
model. This is the main reason why the performance-evaluation process
should be based on continuing feedback through the year, and why it
should be an ongoing professional dialogue. What a difference it would
make if reviewers in the performance-management process had their per-
formance of the skill of recognising people’s achievements identified as a
target in their own appraisal! How do we create a culture where we chal-
lenge colleagues professionally and yet are comfortable enough to
motivate them to want to do more? 

Some people find the process of performance management positive
and motivating, where success is recognised and celebrated and where
guidance and opportunities support further development. For others,
the process is demoralising and daunting. In talking with staff who
exemplify these different positions, the variation in view could be
explained in terms of trust – for the first set of people, trust and confi-
dence in themselves and their ability and for the second set of people,
a lack of trust and confidence in the reviewer and the school process. 

Like most processes and systems in school, the importance of relation-
ships is at the core of an effective school. The best systems support and
challenge the way we work. If performance management is to be a key
change process, then it has to balance support and challenge. 

360-degree feedback
Self-review is a very powerful tool – learning and development only
happen when a person accepts that learning is necessary for improve-
ment. However, self-review may not represent the total view of a
situation since the perception or judgements are one-sided. Frame-
works which clarify the behaviours expected from each role could be

Performance evaluation 45

8728 AR.qxd  17/11/2010  17:50  Page 45



used to gain feedback from different perspectives. Any performance
management process should, we believe, continue throughout the year
and be focused on dialogue and feedback. One of the tools which meets
these elements and which is taken from the business world is 360-
degree feedback. This process involves the reviewee’s colleagues in
sharing their views of the person’s performance. This gives a more com-
plete picture of performance, since different people may see the person
in a range of different circumstances and contexts. The following
insight from practice describes one school’s use of this approach when
evaluating the performance of potential leadership talent.

Insight from practice

Performance is generally deemed measurable, quantifiable and talent,
for me, does not necessarily have just quantifiable boundaries. This is
also why some aspects of annual performance review and target setting
in schools fail to explore the less measurable aspects of performance or
even promote talent to flourish through being too constricting and
constraining. All too often, schools are concerned with tick boxes and
bureaucracy, driven by government and fuelled by unions and, in being
so, miss opportunities to really fly.

In addition to a more formal process of performance target setting
which outlines measurable targets such as learner outcomes, customer
service performance and professional development needs, my school
also uses a talent competencies review spreadsheet (designed by one
of my vice principals as part of an MBA assignment) in which
colleagues are asked to anonymously score their colleagues in the six
areas of: 

➣ leadership
➣ results orientation
➣ interpersonal skills
➣ personal organisation
➣ innovation
➣ learning.

Although not in any sense claiming to be an exact science, the
discussion of responses from four or more colleagues on aspects of an
individual’s performance in this respect does serve as a useful way to
raise their awareness of the way they perform and of their particular 
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Research suggests, and the practice insight above supports this, that
successful 360-degree feedback requires: 

➣ a culture focused on trust and truth
➣ a clear strategic framework
➣ leadership support and involvement
➣ the sensitivity and willingness to discuss any issue
➣ an organisation-wide willingness to change and improve.

The identification of talent for leadership
During our research, many leaders said to us ‘we recognise talent when
we see it’ or ‘we just know, it’s a gut reaction’. However, we believe that
talent identification shouldn’t be left to this ‘chance’ arrangement of
being spotted by ‘gut reaction’. Could it be that there isn’t a deficit of
talent in the system, but just inadequate ways of identification and
development? The starting point has to be the job itself. We have
already suggested that the best possible performance for each job can
be described through a set of specific behaviours. Once these are
defined, they can be used by the member of staff to determine (a) if
they can do them and (b) if they want to do them, and through a

elements and areas of strength as identified by some of their
colleagues. More importantly, it gets people talking about what they
can do and what they need to do in terms of identifying leadership
potential. 

Just because an individual stands out as a leader in one area does
not necessarily mean that they have the talent to juggle the balls
needed to lead in the wider arena. The really talented leader for me is
always the one who knows when their talent is best used but that they
do not necessarily have to be the leader up front. These are the
individuals who have the emotional intelligence to understand the
objectives, the strategies and the need to perform to get the results.
Their ego and drive is channelled into the creativity and innovation of
the task not in the controlling of it. Their direction setting is clear and
intelligent and their contribution thoughtful and reflective throughout.
It is this talent and willingness to engage in discussion about it that
steers towards high-performing individuals and, ultimately, our leaders
of the future.
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performance management process by others to evaluate if, in their
opinion, the person can do the role effectively. What could these
behaviours look like? The following are examples of behaviours in spe-
cific roles using our model:

School business manager

Values Work within a strong code of ethics and practice

Strategic acumen Evaluate the future implications of decisions

Develop integrated processes 

Working with people Enable people to focus on how they can make
their best contribution

Develop a network of contacts

Personal qualities Generate enthusiasm 

Middle leader

Values Always focus on the best interests of the
children

Strategic acumen Build on the team’s ideas and initiatives for
change

Working with others Enable people to identify and build on best
practice

Give team members frequent feedback

Personal qualities Be persistent in the face of difficulties to find
solutions

Encourage self-motivation to inspire others to be
at their best

In order to identify and develop potential leaders, it is important to be
clear about what behaviours are needed for the leadership role and
then to give the person the opportunity to demonstrate what the job
requires, while providing support throughout the learning process.  
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Motivation
We have identified self-motivation as a key factor in the model of lead-
ership for the future and therefore a potential leader should
demonstrate this characteristic. Bruce and Pepitone (1999: ix) suggest
that it is important ‘to create a truly motivational organisation, one
that inspires each employee to do their best every day especially when
the manager isn’t looking’.

We each choose our behaviour and the only person who can change
your behaviour is you. A person is motivated to do what they perceive
to be in their own best interests. A leader cannot motivate another per-
son but they can influence what they may be motivated to do. No one
can cause a motivation but leaders and team members and the task can
influence the response. Leaders can create a climate which is motiva-
tional. Motivation is intrinsic but can be affected by extrinsic aspects.
Our motivation determines the degree of engagement and governs our
choice of behaviour. 

Evans (2003) found that teacher morale and motivation are influenced
less by externally initiated factors, such as salary or conditions of
service, than by factors coming from the context of work. Leadership
and staff relationships emerge as key influencing factors. Maslow’s hier-
archy of needs (Maslow, 1954) is one of the best-known and influential
theories on motivation. It is founded on the idea that goals or needs
underpin motivation and that these needs are all driven by self not the
environment or other people. The basic physiological needs are related
to survival, the need for security and safety (see Figure 3.2). Maslow’s
theory then addresses the ego needs where self-esteem and recognition
motivate human behaviour. The highest order need is seen as self-
actualisation, where the need to recognise our personal potential and

Reflection point

➣ When your school leadership team discusses job roles and future roles,
how much time do you give to the ‘what?’ key performance indicators
and targets and how much time on the ‘how’ behaviours?

➣ Who is in a role which needs different behaviours to their present
performance? How will you support them?

➣ Do your job descriptions define areas of responsibility or tasks to be led
and managed?
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become all we can become is the motivator.

Other theorists have criticised the incremental hierarchy of the theory
that low-level needs should be satisfied before the higher-order needs
can be met. While Maslow’s ideas are often represented as a hierarchi-
cal pyramid in management books, this doesn’t seem to have been
originated by him. More recent theorists suggest that the pyramid
should be inverted to demonstrate that the greatest needs are in the
esteem and self-actualisation range. Even given this debate, it is impor-
tant that the underlying attitudes and behaviours described, whether
developed or satisfied sequentially or in parallel, are important to our
consideration of potential leaders. 

The key components of these needs can be seen in the following:

Figure 3.2 Motivational needs

The importance of the model, when thinking of talented staff, is that
aspirant leaders must have self-belief, but more importantly they must
be motivated by the higher-order needs of achievement. Staff may be
capable of undertaking leadership roles but without the need to
achieve, the self-motivation, that capability will not be realised. People
with potential leadership talent need to be motivated and then need
the opportunity to develop leadership role mastery. 

How is motivation effected by external conditions? Some people are
motivated by more pay, which satisfies a lower-order need and when
received motivation may stop, so this motivation does not move anyone
beyond the minimum effort needed to achieve the reward. If staff mem-
bers are motivated by being able to make decisions (esteem) or understand
how they add value to the organisation (actualisation), the way they per-
ceive their work is changed and their belief in their own capability is
enhanced and they have greater meaning to their work. The higher the
need satisfied by their work, the greater the motivation will be. Needs will
change over time and according to context of the situation but under-
standing the theory can guide our identification of leadership potential.
Maslow saw ‘individual need’ as the only motivator – we see this as true,

Physical needs

➣ Safety 

➣ Survival

Social needs

➣ Respect for others
➣ Belonging

Esteem

➣ Recognition
➣ Self-fulfilment

Self-actualisation

➣ Recognition of
personal potential

➣ Becoming all we
can become
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in that no one else can motivate you, however we believe that leaders,
others and the job contribute to the individual response. Adair (1990: 41)
highlights the significance of leaders recognising the importance of the
motivation of others:

the idea that leaders are born and not made is half truth. The full truth
is that they are (about) half born and (more or less) half made – by
experience and thought and training and teaching by others …
paradoxically it takes a long time to become a natural leader. 

So what moves us to action comes from within but can be influenced
from without, by others. How can we support the needs which help tal-
ented individuals develop?

Esteem needs

➣ regular feedback
➣ the ability to demonstrate talents
➣ involvement in the strategic-planning process
➣ appreciation and respect.

Self-actualisation

➣ autonomy in projects
➣ the freedom to be creative
➣ mistakes being seen as learning experiences
➣ opportunities for greater challenge.

A useful perspective is provided by Dweck: ‘The hallmark of successful
individuals is that they love learning, seek challenges, value effort and
persist in the face of difficulties’ (Dweck, 2000: 1). Dweck describes
these attributes as ‘mastery-oriented qualities’, where individuals
remain focused on achieving mastery in spite of difficulties. Potential
leaders will display this mastery response to problem solving and
change. Dweck’s research suggests that people with ‘mastery qualities’
do not question their ability in challenging situations but see ‘failure’
as opportunities for learning and development; so too with potential
leaders, these situations do not cause them to give up, rather they
become more motivated to achieve and give more effort. They will
have learnt that confidence through success of an event is not as
important as the confidence to know that you have the ability to learn
in different situations.
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Can we measure or motivate potential?
We can evaluate what someone can do now in their present role
through an effective performance-management process and we can use
this to attempt to predict what they may be capable of in the future.
Other factors such as how motivated a person is will support the iden-
tification of potential leaders. What can we do to prioritise the support
of motivation of others? First, you need to be inspired yourself – com-
petent enthusiasm inspires, especially if it is combined with the key
value of trust. It is impossible to motivate those who are not self-moti-
vated, therefore it makes sense to select those who are. Persistence and
perseverance are key personal qualities which evidence motivation. 

Conclusion
In this chapter, we have attempted to move the debate away from a
‘tick list’ approach of performance management by engaging our
reader in a more fundamental review of performance evaluation. This
requires an understanding of the role of performance evaluation as an
identifying and motivating process. As such, it should be linked into
whole-school improvement strategies and approaches. The key factor
in moving performance management from a compliant legal frame-
work approach to the reality of a deep-rooted school improvement
approach is trust. Personal trust and organisational trust are often neg-
lected when considering leadership and need renewed attention. 

Suggested further reading
Bruce, A. and Pepitone, J.S. (1999) Motivating Employees. New York:

McGraw Hill.
Dweck, C.S. (2000) Self-theories: Their Role in Motivation, Personality and

Development. Philadelphia, PA: Psychology Press. 
Jones, J., Jenkin, M. and Lord, S. (2006) Developing Effective Teacher Perfor-

mance. London: PCP.

To assess where the reader is in terms of their own organisation, the fol-
lowing self-reflection exercise is based on the four elements of our
leadership model: values, personal qualities, working with others and
strategic acumen.
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Talent assessment framework: where are you now?
Performance evaluation

Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values

Does your practice demonstrate that all staff are valued? 1 2 3 4 5

Do staff trust the integrity of the evaluation process? 1 2 3 4 5

Can staff have honest conversations about performance? 1 2 3 4 5

Personal qualities 

Do you undertake honest self-evaluations? 1 2 3 4 5

Are you self-motivated to improve? 1 2 3 4 5

Are you able to receive honest feedback constructively? 1 2 3 4 5

Working with others

Can you both challenge and support others? 1 2 3 4 5

How well do you communicate effectiveness to others? 1 2 3 4 5

Do you recognise and communicate others’ achievements? 1 2 3 4 5

Strategic acumen 

Do you have a staff plan for now and for the future? 1 2 3 4 5

Is staff evaluation linked with strategic processes? 1 2 3 4 5

Have you identified future talent in your organisation? 1 2 3 4 5

Those items you have rated ‘1’ or ‘2’ would need to be developed while
those ranked ‘4’ or ‘5’ need to be celebrated and sustained. Those rated
‘3’ warrant further reflection. 
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Performance or potential?

This chapter considers:

➣ why leadership potential is important
➣ that performance is not the same as potential
➣ talent identification
➣ the Rush to the Top research (Hay Group, 2008)
➣ the identification and match of performance and potential
➣ lessons from practice.

Key ideas
‘Performance’ is the ability to do the job a person has now. ‘Potential’
is the capability to do a particular new and different job in the future.
Many things may stop a top performer from being a successful leader,
not least their own desire and motivation. The first step in assessing
leadership potential may therefore be to find out who wants to move
into leadership. However, while the desire for headship or school lead-
ership is important, it is only a first step. From a system or school point
of view, the real challenge is to identify those individuals with out-
standing leadership potential and provide them with a coherent
pathway for their development. Talent-management processes which
nominate staff without their knowledge by relying on the opinion of
others will fail to build a realistic and credible partnership with the
individuals involved. Ensuring that resources and effort are given to
people who want to advance is as important as their ability to advance.
We have established that the performance-management process must
be open and honest and involve the opinions of the member of staff.
Staff must demonstrate that they are motivated to seek professional
advancement and therefore will be committed and interested in any
changes needed. This involves both current and future dialogues with
staff as can be seen in the following insight from practice.

Chapter 4
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Why is leadership potential important?
One of the most significant pieces of research on school leadership
investigated the impact of leadership on the core purpose of schools,
that of student learning as measured by student performance. This was
the Seven Strong Claims about Successful School Leadership research by Lei-
thwood et al. (2006). The research highlighted the significance of
school leadership and in our view the critical importance of develop-
ing future leadership. These claims were:

1. School leadership is second only to classroom teaching as an influ-
ence on pupil learning.

2. Almost all successful leaders draw on the same repertoire of basic
leadership practices.

3. The ways in which leaders apply these basic leadership practices, not
the practices themselves, demonstrate responsiveness to (rather
than dictation by) the contexts in which they work.

4. School leaders improve teaching and learning indirectly and most
powerfully through their influence on staff motivation, commit-
ment and working conditions.

5. School leadership has a greater influence on schools and students
when it is widely distributed.

6. Some patterns of the distribution of leadership are more effective
than others.

7. A small handful of personal traits explain a high proportion of the
variation in leadership effectiveness.

If we are to continue the transformation of learning and improve the
life chances of children, then effective leadership which will impact on
student performance is critical. Identifying and developing those indi-
viduals who can undertake this transformation is the central purpose
of talent identification and development.

Insight from practice

One school in the east Midlands offers all their staff a professional review
with a member of the school leadership team. This encourages a
discussion of:

➣ What would you like to be doing in five years’ time?
➣ What do you need to do to get there?
➣ What does this look like for two and for four years’ time?
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As well as leading the core purpose of student performance improve-
ment, we need leaders who have the abilities and potential to deal with
a variety of challenges that are on the current and future education
landscape, such as: working across organisational boundaries with
other agencies; extended schools; the Every Child Matters agenda; the
14–19 learning agenda; sustainable schools and new patterns of leader-
ship and governance. How can we identify those individuals who have
the capacity to take on these challenges? We will look next at distin-
guishing between current performance in a particular role and future
leadership potential.

Are individuals ready for leadership?
It is obviously worthwhile to enable aspirant leaders to reflect on their
readiness for leadership as well as to have other colleagues’ views on
them. The following is a useful self-inventory that we have used on
leadership consultancy activities:

Readiness for a leadership role
Indicate your response using the three-point scale: 1 = disagree; 2 = neutral; 3 = agree.

1. I enjoy having people rely on me for ideas and suggestions. 1 2 3 

2. I believe I inspire other people. 1 2 3 

3. It’s important for me to compliment others on their efforts. 1 2 3 

4. Team success is more important than my personal recognition. 1 2 3 

5. Resolving conflict is an activity I actively engage in. 1 2 3 

6. I would enjoy coaching other members of the team. 1 2 3 

7. Building team spirit is critically important. 1 2 3 

8. The problems of the colleagues in my team are my problems too. 1 2 3 

9. Seeing the ‘big picture’ is vitally important. 1 2 3 

10. Team members value my contributions. 1 2 3 

Total score:  ________

Reflect on your score:

25–30 high readiness for leadership 
20–25 moderate readiness for leadership 
10–20 some doubts about readiness for leadership
10 or less low readiness for leadership 
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Performance is not the same as potential
How do we ensure that people are given the right job for their present
abilities and opportunities to develop their future potential? The more
schools we visit, the more we recognise that leadership really matters –
how people are treated, the values that are seen in action and other
aspects of our leadership model determine whether staff are happy and
motivated or unhappy and not motivated. The context is most impor-
tant in determining what happens to potential talent, or even in
recognising that there is talent. This is because potential is context-
specific. It is the difference between an individual’s current abilities and
the future leadership needs of their school and how that difference will
be overcome. In our experience, crucial to this are:

Values: clear and inclusive, recognising everyone’s
contribution

Working with people: staff knowing what is expected of them and
that their views are listened to

Personal qualities: staff receiving recognition for good work
Strategic acumen: staff having opportunities to learn. 

If people understand the key behaviours for a future role and have the
opportunity to practise them, they would be more aware of whether a
leadership post would be for them. For example, if the key behaviours
for a particular leadership role are determined to be:

➣ take the lead in initiating ideas
➣ ensure people are committed to whole-school objectives
➣ challenge people to achieve more
➣ make careful risk assessments

then staff members would know if that job motivates and challenges
them and if they have the potential to undertake the new responsibil-
ities. In Chapter 3, we established that it is possible to be the best
performer in one role but not have the self-motivation or skills for a
new role or not have the opportunities to develop the skills for that
new role. Performance is not the same as potential. 

It is also worth pausing to consider the nature of the leadership roles
that those with potential aspire to be able to achieve. Emerging leaders
developing in the 21st century are unlikely to aspire to traditional roles
of leadership. The all-consuming ‘heroic leader’ models may appear
ineffective and more sustainable leadership roles need to be the ones
that are articulated and defined if we are to have suitable applicants.
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What does potential look like?
The first task in the successful management of potential is to define
what we mean by potential. How might we recognise it? We have
already established that potential will be affected by the person’s atti-
tude and the opportunities they receive. However, it is still possible to
detect early signs of potential leaders through the person having cred-
ible mastery of their present role, having confidence, having the ability
to see the ‘big picture’, being able to make connections and having the
ability to get involved. It is important to identify characteristics of
potential leaders rather than rely on someone’s gut reaction or the per-
son’s own expression of the desire to be a leader. 

The NCSL (2009), in a perceptive account of what ‘talent managers’
across different organisational sectors looked for in identifying those
individuals who had the ability to develop leadership characteristics
termed ‘growth factors’, articulated the following insights: 

1. They can be recognised early – leadership factors could be discerned
in a variety of situations such as the ability to think beyond imme-
diate boundaries.

2. These growth factors are useful in a variety of leadership settings,
such as demonstrating an eagerness to learn and try new ways of
working.

3. They can be used to accelerate development – focus on individuals
who already show characteristics that are difficult to develop, such
as emotional resilience, because knowledge and skills are much eas-
ier for these individuals to develop.

4. Leadership characteristics that have limited downside, for example
self-confidence, are considered to be good but overriding personal
ambition and arrogance can be counterproductive.

Talent identification 
We need to consider the processes and activities which will define and
discover the sources of talent. Attracting people to the organisation is
not the same as attracting the right people, those who will be
enthusiastic, highly capable and loyal to the values, beliefs and
mission of the organisation. Most significantly, we should ask how we
identify ‘hidden talent’ in the organisation which to date has gone
unrecognised. Organisations need to focus on the requirements for
individuals to be successful in specific roles in their current and future
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contexts. Organisations are ‘operating in increasingly dynamic
environments’, and to be ‘truly successful they need to stay one step
ahead of the game and predict who will be the key drivers of their
future success’ (Hay Group, 2005: 9). So the best organisations are
future focused and predict what skills, attitudes and behaviours they
will need from their talented individuals. If we need to be clear about
what it means to be effective in the role and what talent looks like, we
need to consider this in the specific context of our own school or
organisation. The reader can now reflect on leadership roles in their
own school:

We need to be clear about which people have the potential to be lead-
ers; this depends on the needs of the organisation and the nature of the
work. Many definitions of the characteristics of ‘talent’ are available
(CIPD, 2006; Cross, 2007; Hay Group, 2008; Peters, 2005; Thorne and
Pellent, 2007) which we have organised into our framework:

How a person thinks

A talented performer:

➣ has the ability to understand the ‘big picture’ and make links
➣ has the ability to take on new roles successfully
➣ has the ability to take initiative and be a self-starter
➣ has the intellectual curiosity and flexibility to think differently
➣ has the ability to problem solve.

Peters (2005) considers that we need to pursue ‘mastery’ where we
previously aimed to develop competence. The idea of mastery is interest-
ing, described by Gilbert (2002) as a form of internal motivation, in
Japanese culture, as the process of trying to be better ‘than no one other
than yourself’.

How a person works with others

A talented performer ‘creates with’ rather than ‘delivers to’ and:

Reflection point on ‘identification’

This leadership role needs..............................................................
Our best people are.........................................................................
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➣ is self-confident and credible in role
➣ inspires others, shows caring and concern for others
➣ demonstrates empathy and has the ability to learn from others
➣ has a passion to make a difference.

A good frame of reference for this is John Novak’s (2009) approach to
‘invitational leadership’ where inviting others personally and profes-
sionally promotes a ‘doing with’ rather than a ‘doing to’ which often
means ‘doing in’.

How flexible a person is 

A talented performer:

➣ is resilient and knows how to finish the job
➣ craves action and gets involved 
➣ endures confusion and has a willingness to embrace ambiguity
➣ takes advantage of opportunities.

These three elements provide a valuable framework for the evaluation
of potential. Hay Group (2008: 7) believes that ‘being a top performer
in one’s current job, or expressing great personal ambition and drive
are not particularly good predictors of long term potential’. They assert
that ambitious, achievement-orientated, self-confident people often
have a short-term focus, arrogance, an inability to listen and a lack of
self-control. This does not fit with the elements of being an effective
leader which focuses on open and honest communication, humility,
the creation of trust, self-awareness and flexibility. Performance in one
role is not necessarily a good predictor of ability in another, i.e. excel-
lent teachers don’t always make good heads. It is important to separate
the idea of performance from the notion of potential. The reader can
now reflect on whether there is, for them, a correlation in their school
between performance in one role and performance in another.

Outstanding research – Hay Group’s (2008) Rush to 
the Top
In an outstanding piece of research on the topic of talent management,
the Hay Group’s Rush to the Top presents a compelling analysis. Hay
Group (2008: 7) suggests that among head teachers, the traits they
commonly identified as ‘early warning signs for leadership potential’
include:
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➣ confidence and credibility 
➣ the ability to see the ‘big picture’, to make connections and think of

the whole school 
➣ mastering the basics of their role quickly and looking for more
➣ getting involved (doesn’t look the other way or walk past incidents)
➣ initiative and self-motivation (the sort of people you can’t stop from

leading) 
➣ intellectual curiosity and capacity (sees the common threads) 
➣ resilience and empathy (to survive the pace of acceleration and learn

from others).

The Hay Group (2008: 11) also identified the characteristics of those
who did not demonstrate leadership potential:

➣ a short-term focus on immediate results or acquiring technical
expertise, at the expense of building capacity or acquiring breadth of
experience

➣ arrogance or an assumption of being smarter than one’s peers
➣ the inability to listen to others
➣ a lack of self-control and self-awareness.

Using the framework that we put forward, which sees potential as: how
a person thinks, how a person works with others and how flexible a
person is, combined with the insights from the Hay Group research,
readers could undertake the following reflection:

Identifying and matching performance and potential –
the nine-box grid
Potential is not an absolute measurement but the nine-box grid is a
useful tool for the identification of leadership potential. The horizon-
tal axis focuses on the performance management process and requires
a judgement of the person’s performance. The vertical axis requires a
subjective qualitative assessment of leadership behaviours or potential.

Reflection point on identifying talent 

What characteristics would you include in the identification of leadership
‘potential’ for a particular leadership role in your school?

How do the characteristics differ for middle and senior leadership roles?

Performance or potential? 61

8728 AR.qxd  17/11/2010  17:50  Page 61



The effectiveness of the tool is determined by the level of honest debate
from the leadership team, to place each member of staff in one of the
nine boxes. Each box comes with a level of support and required devel-
opment, but the people in the top right hand box will be the focus for
leadership talent development. 

Four types of employee – A, B, C and D – can be identified and mapped
on to the nine-box grid.

A. These are the outstanding leaders in your school. They are the indi-
viduals who consistently deliver exceptional practice and who
inspire and influence the motivation of others. They demonstrate
their ability to move on to higher leadership positions by the way
they lead and interact with others. They are worth considerable
investment of time and resources to deliver their potential for your
organisation.

B. These are individuals who either:
(Bi) have exceptional leadership potential but need to demonstrate
exceptional performance credibility with their colleagues in order to
be seen as successful school leaders. Or
(Bii) individuals who exceed performance expectations but may not
have had significant leadership opportunities to develop their lead-
ership potential. Alternatively, they may see themselves as the
pedagogic expert and have limited leadership ambition. 

For both Bi and Bii individuals, the development time will be longer
than with the A individuals and although the investment of time and
resources will be justified, it will need to be evaluated as progress is
made in order that a suitable return is evident.

C. These are solid performers who are the backbone of the organisation,
who will get on with the job but will not drive change in the school.
They will need professional updating but resource allocation for
extensive leadership development would not be justified.

D. These are the under-performers in the organisation. They need per-
formance management on improving either basic skills or their
attitude or commitment to the organisation. The former will often
be part of competency proceedings. With the latter, we picked up a
phrase when working with principals in Los Angeles who describe
those who are not committed and sometimes undermine the school
leadership as ‘mission incompatibles’! Their performance needs to
radically improve and resources should be spent on this but if it fails
to achieve the desired effect, individuals should be managed out of
the organisation with no further resources committed.
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Figure 4.1 Leadership potential and performance expectations

Michaels et al. (2001) identify the need to differentiate between people
and summarise our view that leaders need to take different actions by:

A. investing in the A players
B. affirming and developing the B players
C. improving/raising the game of the C players or removing them from

critical positions
D. removing the D players from the organisation.

Leadership lessons from schools
We have provided an outline of some of the key concepts to engender
a discussion about identifying leadership talent in your school or
schools in general. We add richness to this discussion by drawing on
leadership voices from the participants in our research project. These

Reflection point on matching performance and potential

Use the nine-box grid to define the A, B, C and D people in your school.
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insights from practice by leaders of special, secondary and primary
schools follow next.

Insight from practice: a secondary school principal

This secondary school sees that ‘talent’ is in the spotting of it. They concen-
trate on the ability of potential leaders to influence the practice of others. 

The leaders of school organisations have to have their radar adjusted to
recognise those colleagues with the flair to make a real difference, not
only in their own classrooms and teams but also in the classrooms and
teams of others. This is one of the starting points for talent spotting: the
degree to which one individual can influence the practice of another in a
positive and practical manner. 

Insight from practice: a special school principal

One special school looks for characteristics which may indicate talent
through the evaluation of actions and attributes demonstrated in a
whole-school initiative. 

We are constantly on the lookout for staff who have a greater than
expected impact on a whole-school initiative, who have responded to a
challenge, managed time well and hit the deadlines. These staff members
have gone the extra mile in their commitment and can see their impact
for themselves and enjoy the buzz of their success. We also look to see
who has exhibited some of the following characteristics:

➣ is focused and determined
➣ is surefooted – having the knowledge and knowing where they are

going and how to get there
➣ shows initiative and has analytical and problem-solving skills
➣ has innovative ideas
➣ is credible and inspirational – can model and get other staff on board
➣ has stamina and resilience to follow up, follow through and see

something completed, with a mental toughness not to be deterred
➣ can take short-term actions compatible with a long-term goal 
➣ is at ease explaining and articulating process and outcome.

In analysing and evaluating a whole-school initiative, we identify who was
able to link things and see the bigger picture. We ask the question ‘Who
was critical to its success?’
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Good talent management helps people to believe in themselves.
Changing behaviour, as we know when trying to influence children to
change their behaviour, takes time. It is also critical that the person
understands their present behaviour and understands the need to
change. With children, using the language of choice is vital in order for
children to understand what they are doing, how their behaviour is
perceived by others and what the consequences of their choices are for
themselves and for others. So too with talent, performance improve-
ment is enabled by the member of staff understanding what they are
doing, how that is perceived and what the impact is of their choices.
This is why coaching is a key element of performance improvement, a
concept which will be further developed in Chapter 6.

Insight from practice: a primary school principal

How do we help people become the best they can be? The following
primary school example describes the opportunities given to two
potential leaders and what affected the consequences.

Lucy and Susan both had potential, as determined through the
performance-management process and their mastery in their present
roles. Through an optional performance review, both Lucy and Susan had

(Continues)

As a leader of a federation, there are three key indicators that keep me
alert to the talent of people I work with, in addition to the starting point
outlined above.

➣ The degree to which a colleague can operate effectively within the
confines of the school building, and outside it. This could be in the
virtual world, as well as in the district, regional or national arenas.

➣ The degree to which a colleague becomes a significant presence in
the school, so that their absence is noticed when they are not
around for whatever reason. They are reliable and support the wider
activities of the school and go beyond their core role as, for
example, a teacher of biology.

➣ The degree of confidence they have in themselves and that which
they inspire in others whether this is parents, children, visitors, peers
or school leaders.
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(Continued)

shown a willingness to undertake new challenges and both expressed a
desire to move to leadership roles. Lucy was not convinced that she could
do it, while Susan felt it was her right.

The following had been identified as important to new leadership roles
in school and were identified as behaviours to be developed by both Susan
and Lucy. Neither had previously had the opportunity to demonstrate their
skill in these areas: 

➣ Observation and evaluation of colleagues’ practice.
➣ Constructive feedback to team members on their performance.
➣ Leading an initiative for change. 
➣ Explanation of an initiative for governors.

Lucy was motivated to start the process and requested to be coached through
a series of observations and feedback sessions with both teacher and support
staff in the team in which she worked. She researched examples of effective
feedback and the language to use for constructive feedback. She initiated
discussion of this and wanted to discuss the effect of her practice, seeking
feedback herself and responding positively to points for development. The
team members who were observed found her credible, trustworthy and
truthful. She developed the ability to give hard feedback and always
supported the member of staff as they worked to improve practice. Lucy
showed huge potential and increased in self-confidence. Leading others gave
her great satisfaction and motivation. Susan too participated in the coaching
programme for observation and feedback, but whilst she was skilled at giving
positive feedback she was reluctant to discuss points for development with her
team colleagues. Her desire to be liked overrode the behaviours needed for
good leadership. Susan was reluctant to give extra time and did not
demonstrate any intellectual curiosity. 

Both change initiatives were successful at team level but Susan was unable
to see the impact of the change beyond her team and reluctant to admit any
fault on behalf of her team, while being only too willing to celebrate the fault
of other teams in school as the reason for lack of impact beyond her team.
Lucy’s change was successful at team level and she had investigated how her
team could support the wider take-up of the initiative, describing how she
would support the change in other teams. Lucy was able to understand and
describe the bigger picture to governors. She actively listened to their views
and was willing to admit when she didn’t know the answer. She knew what
she wanted to do next to challenge team members to achieve more.

Lucy went on to be an outstanding deputy head. Susan remains as part of
a team which is difficult to integrate into the whole school.
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What do these insights from practice tell us? In all cases, the leaders
have moved on from simple succession planning to the identification
of talented individuals as a key for organisational success. They have
identified key criteria about what makes talented individuals and how
they can be identified. The final case study illustrates the delight of
developing an A performer and also the frustration of not always being
able to succeed in the move of a B performer from a pedagogic to a
whole-school role. 

The critical importance of talent development
The Hay Group (2008) suggested that the top chief executives in the
corporate world spend 50 per cent of their time mentoring, coaching
and developing the next generation of leaders. It is unlikely that head
teachers in busy schools would claim to spend the same amount of
time on this but it is worth reflecting on how important the identifica-
tion and development of leadership talent is and how much time they
do spend on it.

Within the education system, an often quoted statistic is that 50 per
cent of teachers who qualify and start teaching leave after five years of
teaching. Clearly, many do a good job and move on to different careers
and roles in their life, some obviously to return at a later date. However,
some will have left because they worked in schools with poor leader-
ship and inadequate mentoring and support systems. What would the
parallel be in the leadership potential domain? The most confident and
articulate staff often force themselves to ‘centre stage’ to seek recogni-
tion and gain promotion and development. Very often this is rightly
so. But what do leaders do to ensure the leaders with personal and pro-
fessional modesty are recognised and developed in assisting a powerful
learning pool of talent for the school? The difference between level-4
and level-5 leaders in Jim Collins’ (2001) terms is a salutary lesson here.
The level-4 leaders have high levels of drive but are often self-publicists
who, while effective in the short term, do not leave sustainable leader-

Reflection point on talent identification and development

➣ How significant in terms of time and other resources is the talent
identification process in your school?

➣ How much time do you personally spend on talent development?
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ship practices in school. The level-5 leaders, on the other hand, have
personal modesty but also determined and strong levels of professional
will to challenge current orthodoxies to do the best for the school. As
a result, they leave sustainable leadership and schools. We need to
identify those leaders who have the potential to be level-5 leaders.

Conclusion
We hope that this chapter has provided the reader with insights and
perspectives to enable them to reflect on the most challenging issue in
talent management of determining current performance and future
potential. The well-known ‘Peters principle’ where individuals are pro-
moted to their level of incompetence is a stark reminder of avoiding
the tendency to promote individuals the longer they are in the organ-
isation and seniority determining advancement. Being able to
articulate key leadership attributes and skills for particular posts and
identifying whether those staff who express the desire for advancement
actually have the attributes and skills is an immensely difficult
challenge for leaders of school. 

Suggested further reading
Hay Group (2008) Rush to the Top. London: Hay Group.
Leithwood, K., Day, C., Sammons, P., Harris, A. and Hopkins, D. (2006)

Seven Strong Claims about Successful School Leadership. Nottingham:
NCSL.

NCSL (2009) What are we Learning about Identifying Talent – Evidence into
Practice Guide. Nottingham: NCSL.

To assess where the reader is in terms of their own organisation, the fol-
lowing self-reflection exercise is based on the four elements of our
leadership model: values, personal qualities, working with others and
strategic acumen. The reader may wish to review it with a colleague.
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Talent assessment framework: performance or potential?

Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values  

Are your staff equally valued whether or not they have 1 2 3 4 5

leadership potential?           

If potential leaders receive more resources for professional 1 2 3 4 5

learning, do you promote staff understanding for this?

Personal qualities 

Is your school able to objectively identify ABCD people?  1 2 3 4 5

Are staff in your school motivated to take on leadership roles? 1 2 3 4 5

Working with others

Does the leadership team work together to identify people with 1 2 3 4 5

potential? 

Do all staff understand the characteristics which define 1 2 3 4 5

effective leadership in your school?

Strategic acumen 

Does your school have a clear way of identifying potential? 1 2 3 4 5

Is talent identification a key element of your school strategy? 1 2 3 4 5

Those items you have rated 1 or 2 would need to be developed while
those ranked 4 or 5 need to be celebrated and sustained. Those rated 3
warrant further reflection. 
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Talent Development 

Section 2
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Talent development 

This chapter considers:

➣ developing leadership
➣ evaluating your leadership skills – portfolio exercises
➣ learning activities to develop talent
➣ a five-stage process to deepen understanding of leadership develop-

ment
➣ stages in leadership development.

There are severable debatable issues when considering talent develop-
ment. First, we need to consider whether talent development is a
process which should be restricted to a small percentage of staff who
have been identified as ‘talented’ or whether it is a process which
should apply to all staff. Second, we should consider whether it is an
open and transparent process where staff know what ‘talent assess-
ment’ has been made about them so they can be involved in their own
assessments and development strategies, or whether it is a process
which is undertaken by senior management in a confidential way with
only the outcomes published. Third, we should consider if it is possible
to enable talent development for a focused few and still provide equal-
ity of opportunity for all. Schools need to reflect on these issues when
they establish their own process for talent development.

It is important to consider:

Reflection point

➣ What is in place for the development of all staff? 
➣ Where does talent enablement fit in?

Chapter 5
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The development of leadership learning and of leadership skills are the
most important capabilities for a talent-focused organisation. A
dynamic and effective organisation will have a well-established process
for the professional learning of all staff, which is effectively connected
with other key processes such as performance management. All
processes should work together and be integrated, for example effective
performance management and professional reviews should be a start-
ing point for staff learning and development.

Talent development requires a clearly defined structure of leadership
roles which grow in responsibility and impact. A talent development
process needs a clear understanding about the characteristics and
behaviours associated with success at each level of leadership. Ideally, a
school should ensure that there is a steady flow of people through these
leadership roles in order that there are staff who are ready to move to
a different position when the occasion arises. This may involve letting
a talented leader leave if there are no appropriate opportunities in the
school through which to challenge and develop them.

If we accept that potential leaders need to be self-motivated and thrive
on challenges, we believe it is vital that there is open and honest com-
munication with people about the assessments of their potential. So in
the debate of whether the process should be honest and open, we
believe that talent development cannot happen in secret. Leaders need
to regularly evaluate the progress of colleagues and be ready to provide
support and development opportunities when a potential leader
encounters gaps in their knowledge, skills, attitudes or behaviour. The
potential leader should be active in this process.

The development of talented individuals is often associated with accel-
erated development. We believe that any acceleration of development
must also take account of the participant’s personal development as
well as their professional learning. Research from the Hay Group (2008)
suggested that current leaders are stronger than emerging leaders in
respect of:

➣ their vision
➣ their political awareness
➣ their ability to influence indirectly
➣ their ability to build alliances
➣ their long-term thinking and planning.

NCSL (2008) claim that abilities, as outlined by the Hay Group, are
often associated with experience and maturity, which sets a challenge
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for accelerated talent development programmes since leadership matu-
rity needs to be accelerated as well as professional skills. The areas,
identified by the Hay Group, cover all aspects of our leadership devel-
opment model, those of personal qualities, of strategic acumen and of
working with others. It is rare therefore for an inexperienced, immature
professional to be able to act in a leadership role whatever their poten-
tial. It is important to provide opportunities for potential leaders to
develop personally and professionally before they undertake a leader-
ship role. We have all seen the ‘whizz kid’ newly appointed head fail
because he doesn’t have the necessary personal behaviours to be effec-
tive in the role. 

Personal qualities are most important and may be a key to identifying
young, inexperienced potential leaders. We have established, in Chap-
ter 4, that skill and knowledge can be learned but we believe that
personal behaviours are more difficult to develop. The following assess-
ment exercises will provide a vehicle for the self-evaluation of personal
behaviours or could be used as a focus for the potential leader in dis-
cussion with a leadership coach. Firstly, we look at the important
dimension of behaving ethically. Leaders influence others by what they
say and what they do. The dimension of moral leadership is one that
underpins the whole value system of the school. The following inven-
tory, although amusing at times, provides an interesting discussion
point if all members of the leadership team undertake it and compare
their results. In our consultancy work, we have had participants with
scores in each of the categories. It is easy to answer the questions with
the ‘right’ answer but there is no learning in that, so try to answer the
questions honestly for your own behaviour. 

Assessment exercise 1: ethical behaviour
Describe how well you agree with each of the statements. Use the following scale: 
5 = strongly disagree, 4 = disagree, 3 = neutral, 2 = agree, 1 = strongly agree

1. When applying for a new role, I would cover up the fact that I had 5 4 3 2 1
been unsuccessful in a similar role.

2. Making a few pounds through expenses is ok. 5 4 3 2 1

3. It is acceptable to read the e-mail messages and notes for other staff. 5 4 3 2 1

4. Employees should not inform on each other for wrongdoing. 5 4 3 2 1
(Continues)
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5. It is acceptable to give approximate figures on expense sheets if 5 4 3 2 1
you don’t have to submit receipts. 

6. I see no problem with conducting a little personal business on 5 4 3 2 1
school time.

7. If I received £500 for doing extra tuition I would not report it on 5 4 3 2 1
my income tax return.

8. I see no harm in taking home a few school supplies for my 5 4 3 2 1
personal use. 

9. If I am very pressed for time, it would be acceptable to have a 5 4 3 2 1
colleague write a report for me.

10. It is acceptable to call in sick in order to take a day off, if I only do 5 4 3 2 1
it once or twice a year.

11. I would accept a permanent, full-time job even if I knew that I only 5 4 3 2 1
wanted the job for six months.

12. I would not check school policy before accepting an expensive gift 5 4 3 2 1
from a parent or supplier.

13. At work, if it gets me out of trouble, I don’t tell the truth all the time. 5 4 3 2 1

14. I would authorise accepting a school resource on a 30-day trial period, 5 4 3 2 1
even if I knew we had no intention of buying it.

15. Just to make a promotion, I would stretch the truth about a previous 5 4 3 2 1
successful achievement. 

Now add up the numbers you have circled to get a total score: 

65–75 – You are a strongly ethical person. 

30–64 – You show average awareness of ethical issues – are there any
key areas to be improved?

21–29 – Your ethics are underdeveloped – in order to be more effective,
you need to be more sensitive to ethical issues.

15–20 – Are you in the right job?
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A person’s emotional and social effectiveness are vital for any leader-
ship role. Good leaders have a significant degree of self-awareness –
they know and understand their emotions and the effect these emo-
tions have on other people. It is also a key to effective self-awareness to
be confident and dynamic while not being over zealous. This leads on
to the fact that effective leaders can engage in realistic self-manage-
ment which involves managing their own emotions and so not getting
too depressed when things do not work out, while retaining the ability
to stay positive and balanced in challenging circumstances. The impact
a leader has on others and how they treat other people is the key to the
wider social awareness that leaders need so they can be sensitive and
responsive to others and understand individual and group needs. The
second assessment point considers aspects of these skills.

Assessment exercise 2: personal understanding
Emotional awareness                

1. How emotionally self-aware are you?             
2. Are you able to make accurate self-evaluations?
3. Are you self-confident in your role?

Self-management 
4. Do you demonstrate self-control in difficult situations?
5. When are you conscientious? Are there any activities when you are not?
6. Do you find it easy to be adaptable?
7. When have you taken the initiative for something?

Social skills
8. How have you demonstrated empathy towards someone in your team?      
9. How have you supported the development of others in your team?

10. How have you managed a conflict situation?
11. How have you developed your networking skills?

The third assessment exercise looks at a person’s ability to reflect and
how much attention is given to their own personal growth. This assess-
ment point is designed to encourage you to reflect on behaviours
characteristic of a personally effective leader. How leaders develop
themselves as leaders and learners has a key impact on their approach
to influencing others both directly and indirectly.
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Assessment exercise 3: personal effectiveness
For each statement, indicate how accurately it describes you – be honest and base your
answers on your actual behaviour. Use the following scale:
1=rarely, 2=occasionally, 3=most often

1. I believe that it is a core part of my role to build and develop effective 1 2 3
relationships with colleagues.  

2. I am able to describe what my key interpersonal strengths are. 1 2 3

3. I seek to learn and develop new skills every year. 1 2 3

4. I discuss my personal development with friends, colleagues or mentors. 1 2 3

5. I have a clear understanding of how my behaviour and attitude impact 1 2 3
on others in a range of different contexts.

6. I am able to clearly articulate the values that are the basis for my 1 2 3
professional judgements and behaviours. 

7. I can evidence examples of where my moral purpose is embedded in 1 2 3
my day-to-day practice.  

8. I encourage an environment where colleagues feel comfortable being 1 2 3
challenged and in challenging what we do.

9. I have a strong curiosity about how other leaders, within and outside 1 2 3
my team, lead their teams and organisations.

10. I make sure that I have opportunities outside my professional life to nurture 1 2 3
other curiosities, passions and personal relationships.

11. I regularly make time to reflect upon my personal skills and my 1 2 3
leadership styles.

12. I regularly read articles, papers, books or blogs that will contribute to 1 2 3
my personal development. 

13. I articulate my reflections upon my professional life and personal 1 2 3
practice through a professional journal. 

14. I question my own assumptions and encourage others to question theirs. 1 2 3

15. I am not afraid to challenge ‘the way we do things’ in my organisation. 1 2 3

Now add up the numbers you have circled to get a total score: 

36–45 You are personally effective.
26–35 You show average effectiveness – are there any key areas to be

improved?
15–25 Your personal effectiveness could be developed. Consider:
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➣ What have you learned about areas to be further developed?

➣ How will you do it?

➣ Who will you get to support you?

Learning activities to develop talent
Leaders have increased responsibility for managing others and
potential leaders will need to develop skills associated with enabling
others to succeed and learn. Some learning activities offer more oppor-
tunity for potential leaders to develop personal skills and behaviours
and include:

Job shadowing and working with the school leadership 
team 

Job shadowing is an activity which enables a potential leader to learn
about a leadership role by being a shadow to an effective leader
through the working day or through a particular experience. Potential
leaders witness at first hand the work environment and professional
occupational skills in action. Job shadowing is designed to increase
awareness, to help model behaviour through examples and reinforce
the link between theoretical learning and practice. This is why it is
best for someone to job shadow an effective role model. Job
shadowing is based on observation and will only be effective if the
potential leader has the skills of observation and evaluation. Job
shadowing has the potential to develop new skills and develop a better
understanding of the role and organisation. Job shadowing could also
help an organisation when considering succession planning and
retention, but it is important to be clear about the function before
setting it up. For a potential leader, the effectiveness of the leader they
observe in a coaching role is key to the amount of learning they will
gain from the experience. 

Mentoring or coaching to support the interpretation of
experiences 

Many schools use mentoring to support the induction of newly appointed
staff. Mentoring can also support progression, support a person in a new
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role or in undertaking a new challenge and provide the personal support
needed in a new learning situation. Mentors are experienced colleagues
who can access a range of self-directed opportunities. Mentors provide
personal support, reflection and facilitation.

In contrast, a coach provides knowledge and experience. Potential lead-
ers gain value from receiving coaching as well as learning how to act as
a coach. It is important that a coach is respected and has credibility
with the coached colleague because a coach should be able to promote
and enhance reflective practice. Coaches need to be able to:

➣ develop mutual understanding
➣ observe and discuss practice
➣ interpret evidence
➣ make sense of issues
➣ make decisions about the best way forward
➣ actively listen
➣ deal with conflict.

All these skills and abilities are necessary for potential leaders. Sense
making is a core professional ability and involves the ability to apply
expertise and clarify values and vision to finding solutions in problem-
atic issues. Expert leaders are better able to articulate and prioritise
issues and have a clear and considered awareness. They are more able
to integrate strategic and operational thinking. Leadership coaching
helps potential leaders clarify their visions, beliefs and values, and
stretches their capacity to lead and influence. 

Co-coaching could be a useful process for developing leaders, where
both participants are professional learners who have a commitment to
reciprocal learning and give non-judgemental support of each other
based on the evidence from their own practice. 

Job change in order to work in unfamiliar contexts or 
roles

A job change can offer potential leaders important learning
experiences; this may be to work in a partner school or to work in their
own school in a different context. The opportunity will give the
potential leader experience of using their skills within different teams
or in a changed context. The role may be short term, where
observation and discussion will be important, or could be longer term
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with some project to be achieved, such as supporting the introduction
of an initiative in a different setting. The learning from these
experiences would be enhanced through the potential leader having
the support of a coach to facilitate their reflection and evaluation. This
approach is made easier if the school is part of a wider partnership of
schools. This will be discussed more fully in Chapter 9 where we
consider talent development by an individual school or through a
wider system. 

Participation in school-wide initiatives 

Some potential leaders are not in a position to influence others. One
way of giving them the experience of leading other people is to give
them the opportunity to lead a school-wide initiative for a specified
length of time. For example, a potential leader may be asked to lead the
introduction of a one-to-one learning support school-wide initiative for
student achievement or may be given the opportunity to lead a longer-
term project to target underachieving students. The responsibility must
be genuine, with the potential leader having the opportunity to man-
age the resources allocated for the project and given the opportunity to
make decisions. Skills of using evidence and finding solutions will be
needed and additional support may be necessary to enable this learn-
ing. The responsibilities and expected outcomes must be clearly
established before the learning experience begins.

A deeper understanding of leadership development 
In the context of professional development, there is a distinction
between horizontal and vertical development. Both are important, but
they occur at different rates. Horizontal growth happens through
training or self-directed learning or simply through life experiences.
Vertical development in adults is much rarer. It refers to how we
change our interpretations of experience and how we transform our
views of reality. It corresponds to an increase in awareness, of what we
pay attention to and therefore what we influence. In general,
transformations of human perception or changes in world view are
more powerful than any amount of horizontal growth and learning.
The development of potential towards deeper understanding, wisdom
and effectiveness occurs in a logical sequence of stages. This
movement is often likened to a spiral. A person’s stage of development
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influences what they notice or can become aware of and, therefore,
what they can articulate, influence and change. As a leader develops,
there is an increased tolerance for difference and ambiguity as well as
increased flexibility, reflection and skill in interacting with the
environment. Leadership development stages are useful because they
provide a way of understanding how leaders tend to interpret events
and, thus, how they are likely to act in a given situation or conflict.
Although people may have access to several stages as part of their
repertoire, they tend to respond spontaneously with the most
complex one they have available. Under pressure and rapid change
conditions, people often resort to behaviour patterns from earlier
stages. A development perspective aids our understanding of learning
which may lead to more effectiveness. 

Daniel Goleman (2000) uses different levels of emotional intelligence
to describe various leadership styles and offers an interesting mix
between leadership style and developmental stage. His research showed
that leaders with the greatest emotional intelligence, those with most
self-awareness, self-management and social skills had the most positive
effect on working culture and climate. We discuss the importance of
the culture of the school in Chapter 8. 

Benzia et al. (2001) describe a model for stages of leadership based on
the development of an effective environment. It shows that the
foundation for creating this type of organisation begins with building
an environment of trust. These researchers assert that stages cannot be
missed out, for example that you cannot have meaningful
transformations without alignment, or you cannot have empower-
ment without trust. The following model, based on Benzia et al.
(2001), identifies the leadership development needed to build
transformation. 

We have already discussed that when there is trust and mutual respect,
people feel supported by the leadership and safe to be empowered.
When people are empowered, they feel free to express their individual
talent. When there is open communication and collaboration, people
can translate their individual talent into more powerful collective
results. When there is alignment and commitment around a com-
pelling organisational purpose, the collaborative energy and talent of
individual people can be channelled to achieve transformational out-
comes. It is possible to identify the leadership skills needed to develop
each stage of the model. 
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Figure 5.1 Leadership development needed to build transformation (based on Benzia
et al., 2001)

Stage 1: Leadership skills which are needed to build a
climate of trust
Walk the talk. As a leader, you must be authentic to inspire the trust
of your colleagues. It is not enough to set the values and standards for
your organisation – you must live those values and standards in every
aspect of your behaviour. It is also important to know how your
colleagues perceive your behaviour. 

Trust yourself first. Leaders should show confidence in their own
leadership abilities and competencies. The ability to take tough stands to
support your principles is a key skill. At the root of many communication
difficulties or social problems is a lack of trust which often starts with a
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leader’s lack of trust in themselves, for example when leaders are afraid
of their own anger. Trust grows as we keep our promises. 

Have a genuine interest in others. Rapport and shared values help
create a context for building trust more quickly. 

Be willing to hear and say the good and the bad. Trust can be
deepened and often re-established when people talk about difficult
issues, especially when people do so with a constructive attitude.
When we fail to trust others, we tend to treat them in subtle ways that
are not only unconstructive, but which destroy relationships. This
works both ways. 

Stage 2: Leadership skills which help to build an
environment which empowers people 
Create an environment of experiential learning. Learning happens
when behaviour changes. To create a learning organisation, a leader
must have systems and underlying principles that continually
empower the entire team. 

Encourage continual learning. Great ideas are simply not enough.
Empowerment is credible when people have the training and experi-
ence in order to make significant contributions. This must be an
ongoing process. 

Coach your colleagues. When people are properly coached, they feel
empowered and capable. When you tell people what to do, however
well intended, you diminish their sense of power and responsibility.
Instead of telling, ask powerful questions that bring out the best ideas
and solutions that people have. 

Create an environment where everyone wants to contribute. Recog-
nise the opinions and contributions of others. Leaders need to be
willing to suspend their beliefs and to listen deeply for the meaning in
conversations with people. They need to come from a perspective of
not knowing the solution and be able to listen for the emotions behind
the words, acknowledging their own feelings and those of others. 

Be a democratic leader. Give your colleagues real choices and the
information to make informed choices. Leaders who see the value in
democratic, self-organising systems can create a powerful context for
learning and contributing. 
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Stage 3: Leadership skills which establish organisational
values that encourage collaboration 
Declare the intent to create a culture that values and supports collab-
oration and regularly engage in dialogue with your leadership team
and staff team. Provide the time for formal and informal communica-
tions. Provide processes and management systems that encourage,
support and reward collaborative efforts.

Have a compelling and audacious goal that motivates others. A pur-
pose that motivates and stretches participants is the first necessary step
for collaboration to take place.

Employ best-practice team dynamics. Fighting about issues is good;
fighting other people is not only unproductive, but tends to be destruc-
tive and should be avoided. Frank and open dialogue should be
encouraged. 

Set high standards, and enforce them. Behavioural standards for
team and project members should be decided as soon as the team
begins to work together. Having the team develop a code of behaviour,
for example for starting on time, keeping discussions confidential, one
person talking at a time, etc. is important for ensuring high team per-
formance. Teams that socialise get to know each other on a deeper level
and consequently can work more effectively as a group. 

Stage 4: Leadership skills which create organisational
alignment 
Express a compelling vision for a more desirable future. The right
vision energises staff at all levels and provides a cause to align skills, tal-
ents and resources to make it happen. The vision should be
communicated throughout the organisation.

Engage others in an ongoing visionary planning process. The more
your colleagues participate in creating the vision and strategy, the more
sense of ownership and alignment they will have for the organisational
purpose. The result is much higher levels of performance from employ-
ees who are committed to excellence. 

Have clear accountabilities for results. The best vision, mission and
strategies will not be implemented without action. Ensure that respon-
sibilities and accountabilities are well defined for each strategic
objective and project. Clarify the roles that people have in the decision-
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making process, including approval, providing information, consulting
or being informed. 

Before you can change the organisation, you must change yourself.
Culture is a very powerful force in any organisation, and as a leader you
set the standard for organisational behaviour. To create an environ-
ment for organisational alignment, ensure that you and the leadership
team are aligned with your organisation’s vision and mission. 

Stage 5: Leadership skills for transformational thinking
Build an environment that supports individual as well as team cre-
ativity. Transformational thinking is an ongoing process. Leaders need
to be able to challenge and inspire staff. 

Find a solution or part of a solution that can be tested and
improved on a small scale. Then those who were involved in the suc-
cess teach others, so the new methods can spread, allowing for
improvements along the way. This approach tends to yield solutions
that are very effective, and that continue to evolve and improve even
while they are being implemented. 

The following reflection point is an opportunity to consider the staged
development of leadership skills as previously identified in Figure 5.1.

Reflection point: staged development of leadership skills

1. Developing trust
Do others perceive every aspect of your behaviour, on or off the job, as
completely trustworthy? 
Are you ready to confront others who are not trustworthy or ethical?
How well do you know your colleagues? 
Are all colleagues able to constructively communicate something which
is important? Do you and your leadership team say it all,
constructively? 
What processes and management systems are in place to support
leadership feedback?

2. Empowerment
What systems do you have in place to empower colleagues?
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Stages in leadership development
It is also possible to identify leadership steps which are the points of
development through which a leader can perceive and act in reality. At
each stage, the person’s world view changes and expands. Each stage
includes all of the abilities of the prior stages which begin to work
together to develop a new level of complexity. Earlier stages may not
have the combined cognitive, social, emotional or value-driven behav-
iours for the leader to perceive or act in an effective way. 

1: Beginner leader

Someone beginning the journey of leadership operates functionally
focusing on tasks and roles of leadership. The beginner leader demon-
strates little situational perception or judgement and may react

Do you have concepts and ideas that sound great but which don’t get
fully tested or implemented? 
Do you have the systems and training in place that empower all your
colleagues to learn new and innovative approaches that will assist in the
growth in your organisation or is there resistance even to positive change?

3. Collaboration
Are your organisational goals really understood by all people at all levels? 
How are people selected to work on common goals? 
Can people self-select themselves to work on teams where they have
passion and competence to significantly contribute?

4. Alignment
Is your individual purpose in alignment with your organisational purpose? 
What about the rest of your colleagues?
Do you know what your colleagues are passionate about?
How can their passion and energy be harnessed to achieve
organisational goals?

5. Transformation
How does your school culture encourage experimentation and risk-
taking by individuals as well as teams?
How is open and authentic dialogue practised in your organisation?
What opportunities for joint problem-solving do you provide?
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emotionally to situations, act alone and be unable to trust or develop
trust. They tend not to question directives or frameworks. 

2: Advanced beginner

Leadership performance should improve with experience and as more
leadership situations are encountered. Understanding and situational
perception improves but is still limited – all things are treated as if they
are of equal importance. This leader acts and thinks in a linear way, and
is operationally competent but their strategic awareness is limited. 

3: Competent leader

This leader understands the scope and range of the role and is able to del-
egate and promote effective relationships. They are able to select and
concentrate on the most important tasks and can discern longer-term
goals. This leader is able to empower others and encourage collaboration. 

4: Proficient leader

The proficient leader sees what is most important in situations and is
able to build effective processes and relationships. They are able to
involve others in the development of the strategic approach and
encourage alignment of staff to the school’s goals. 

5: Expert leader

The expert leader has a repertoire of behaviours to deal with changing
situations and often deals with complex problems in creative ways.
They have a broader, more flexible and more imaginative perspective
on the whole organisation and its context. They recognise multiple
ways of framing reality and understand that personal and organisa-
tional change requires mutual, voluntary initiatives. They are able to
identify and develop potential leaders. The expert leader has deeply
held values which drive all actions and behaviours. 

In addition to the variety of these learning practices, which are
discussed in Chapter 6 and offer the opportunity for potential leaders
to see what leadership is about, professional learning should be
integrated with other human resource processes, should be purposeful
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and link with strategic intents and should have an impact. 

However we define potential, talent is too often unfulfilled. Promising
leaders, with many personal strengths and attributes, are too often
diverted from achieving that potential. It is important that we under-
stand what can cause the diversion. These factors can be school-based
and are seen as:

➣ a lack of support during your change to a new leadership role
➣ a lack of early feedback on your impact in a new role
➣ not giving importance or prioritising self time to think and plan
➣ not having the confidence to act or not having the confidence not

to act.

Personally based factors may also divert someone from taking up a
leadership position and may include:

➣ changing personal situations and priorities
➣ the inability to listen to others
➣ a lack of self-control or awareness.

Making the change from being an individual contributor to the school to
being a leader, whether of teaching staff or of support staff, most often
happens in schools because of the person’s individual mastery in their
role. We have seen that these people are passionate about the job, are con-
scientious and want to acquire new skills. But these abilities do not help
when leading other people. Leaders must learn to take pride in others’
achievements and gain satisfaction from helping others to succeed. Lead-
ers must be able to delegate and to trust colleagues to do the task. Because
of the personal nature of these changes, support should be through induc-
tion, mentoring and coaching. 

The NCSL research, Review of the Landscape: Leadership and Leadership
Development (2008), provides evidence about effective leadership devel-
opment. The research suggests that:

➣ approaches which focus on the work context and on the whole lead-
ership team have greater impact on the school

➣ personalised programmes which focus on process rather than con-
tent are more likely to be transferred into practice. 

The research focused on accelerated talent-development programmes
and suggested that a key factor in determining satisfaction with pro-
grammes for those with high potential was ‘clarity of expectation’ both
for the participants, their colleagues, coaches or schools hosting
exchanges. The research suggested that:
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➣ the commitment of the participant’s school leadership team was a
critical success factor where work-based learning was taking place

➣ where one-to-one coaching support was judged to be tailored to a
participant’s needs, satisfaction was highest.

These evaluations relate to participant satisfaction, but experience and
what we know about motivation would tell us that they would also be key
determinants to the effectiveness of such development programmes.

Our research has involved fascinating accounts of development in
practice. We now draw on these by providing the following primary
and secondary examples of leadership development.

Insight from practice – primary leadership

Jill was appointed as KS1 team leader after joining the school as Leader
for a core curriculum area. Through performance review, which was an
open and honest discussion with the head teacher, it was clear that Jill
would like to work towards deputy headship. A range of school-based
learning and opportunities were discussed to support this progression.
Jill and the head were able to express their views about Jill’s readiness to
take on additional learning. 

The head always articulated the leadership learning benefits to be
gained from the school-based opportunity but Jill had time to think
through the implications of any changes before agreeing the way
forward. The school had in place a mentor programme for all staff, so Jill
had been able to mentor teachers moving to different year groups and
decided to take on the training for coaching and the opportunity to
coach a newly appointed team leader, as this would give her the
opportunity to develop new skills and behaviours. Jill took part in a
school-based masters course which gave her the opportunity to
undertake research projects linked with the school improvement plan.
She was able to successfully introduce initiatives and lead the
development of these changes through school. The head teacher
coached her through meetings with difficult staff, giving her feedback
on her handling of conflict situations. Jill was able to work shadow the
school deputy head and took on some of his responsibilities in his
absence. She was given time to think and reflect on the experiences and
time to discuss with the head teacher. Jill was given the opportunity to
observe governor meetings and subsequently was elected as staff
governor. Jill also had the opportunity to lead sessions on 
using research in school for local teachers at the Educational Studies 
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In this case study, Jill used a reflective journal. It is useful to describe a
critical incident and to identify the leadership skills and behaviours
which led to a successful outcome. It is also useful to identify key com-
petencies which could be further developed. Using the journal enables
a potential leader to be reflective and increasingly more analytical
about their own leadership skills, but this learning is enhanced if the
work can be discussed with a coach who should bring further evalua-
tion and a wider perspective to the area under discussion. As well as
being an effective tool for personal development, the journal can doc-
ument progress and achievement. 

Insight from practice – secondary leadership

John had completed NPQH and had found the experience good in parts
but thought that the approach was rather formulaic and that it lacked
an in-depth approach to his own personal development. The school had
a sophisticated approach to talent development and each potential
leader was allocated a leadership coach. John was a senior head of
faculty and was looking to move to a deputy headship post. 

The leadership coach worked with John to establish a programme
that would enhance his leadership experience and conceptual
understanding of the deputy head role. John was given the opportunity
to lead the introduction of a new curriculum for 16–19, reporting to the
deputy for guidance and support. He was also asked to work alongside
the deputy in charge of reviewing the 14–19 curriculum to make
recommendations for the policy and strategy of the whole school.

The role of the coach was to meet John on a fortnightly basis to
review the nature and dimensions of the leadership aspects of his two
new responsibilities and to reflect on appropriate responses and
strategies for the future. As part of an ongoing performance-
management cycle, John was encouraged to review his leadership
learning and to articulate his future development needs.

(Continues)

Department of the local university. Jill kept a learning journal of critical
incidents and her reflections on her learning.

Jill feels that her successful route to deputy headship was because of
the learning opportunities offered to her in school but most importantly
because of the coaching received, with the opportunity to reflect on
experiences and discuss successes and areas for development. 
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John found the school-based learning programme to be effective
because it was tailored to his individual needs and gave contextual sup-
port through the process. He learnt a lot and was able to improve the
leadership skills and leadership behaviours which had been identified
for his leadership development. 

The NCSL (2008) research suggested a checklist for the planning of tal-
ent development programmes which should ensure the programme:

➣ focuses on leadership behaviours which are likely to have most
impact on pupil learning

➣ provides clear expectations for everyone involved in the programme
➣ is sensitive to the needs of potential leaders of different phases of

education
➣ allows for personalisation.

Explicit performance-management processes are also seen as vital com-
ponents both for those potential leaders on the programme and for
their coaches and mentors. Performance management for the potential
leader ensures that the individuals gain feedback on how they are pro-
gressing. Personalisation is realised through the use of effective
coaches, and clear quality assurance should be in place to ensure that
any coaching is successful. Any programme for potential leaders should
ensure that opportunities are available, following the programme for
the individual to continue along the leadership path. Talent develop-
ment is a pre-condition for effective succession planning. 

(Continued)

In terms of his team leadership and presentational skills, John was
required to be an effective team leader and report both to staff meetings
and governor meetings on curriculum development in this area. He was
also closely involved with partnership working with other schools which
allowed him to compare their practice with that of the school and to
draw lessons from different leadership approaches and styles.

John considers that the experience of leading a whole-school
development, with the support of an effective coach to help him reflect,
has given him a stronger experience base to apply for a future
leadership position.
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Conclusion
Our research, in schools and businesses, tells us that talent develop-
ment requires:

➣ strategic acumen: integration into strategic plans 
➣ working with others: active support and commitment of the school

leadership team
➣ personal qualities needed for leadership
➣ core values which are actively lived. 

Suggested further reading
Gay, M. and Sims, D. (2006) Building Tomorrow’s Talent. Milton Keynes:

AuthorHouse.
Michaels, E., Hadfield-Jones, H. and Axelrod, B. (2001) The War for Talent.

Boston, MA: Harvard Business School Press.
NCSL (2008) Review of the Landscape: Leadership and Leadership Development.

Nottingham: NCSL.
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Talent assessment framework: talent development

Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values        

Do your talent development processes effectively evaluate 1 2 3 4 5

the skills needed for leaders to develop trust? 

How important is it for your organisation to detect talent, 1 2 3 4 5

rather than respond to the more forceful personalities?

Personal qualities 

How well do you evaluate the emotional and social 1 2 3 4 5

effectiveness of potential leaders?

Do staff feel they can openly discuss their developmental needs? 1 2 3 4 5

Working with others

How effectively do the stages of leadership inform your talent 1 2 3 4 5

development programmes, pathways or processes? 

Do your talent development processes effectively evaluate 1 2 3 4 5

the skills needed for leaders to empower others?

Strategic acumen 

What learning opportunities do you use which are effective to 1 2 3 4 5

develop the personal and social behaviours of potential leaders? 

How effectively do you develop the ability of potential leaders to 1 2 3 4 5

align others with whole-school strategy? 

Those items you have rated ‘1’ or ‘2’ would need to be developed while
those ranked ‘4’ or ‘5’ need to be celebrated and sustained. Those rated
‘3’ warrant further reflection.
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Professional learning

This chapter considers:

➣ a framework for learning skills, behaviours and opportunities
➣ leaders as lead learners
➣ the impact of leadership learning on a school
➣ learning opportunities to develop leadership potential
➣ developing a culture of leadership learning.

If talent is to be developed, it is vital that the organisation has a well-
developed and effective professional learning culture. Why
professional learning? This suggests a more positive stance, not just sig-
nifying that staff need improving but that learning is part of being
professional, a positive aspect of living in a changing situation. A
learner is engaged in the process, reflects on experiences, develops
understanding, makes judgements and brings action for change. Effec-
tive professional learning involves a change in knowledge, skills,
attitudes or values and should link to the needs of the organisation.
Talented leaders need to be mindful of their own learning and have a
real concern for the learning of others. 

We have already established that a strategic leader needs to learn in
order to support the development of the organisation. The strategic
dimension of learning answers the following three questions:

➣ What are we doing?
➣ Why are we doing it?
➣ What comes next?

Most leaders start their professional journey by demonstrating techni-
cal excellence in their teaching or support role. As they travel towards
leadership, they may not use their current technical expertise but will
develop a mastery of other areas, such as personal proficiency, leading

Chapter 6
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and managing people, developing and articulating values and strategic
acumen. We have identified four stages of learning and matched
behaviours and skills of these learning stages to possible professional
learning opportunities.

Figure 6.1 Learning skills, behaviours and opportunities

Effective leaders, and potential leaders, need to appreciate their role in
fostering professional learning, for themselves and their colleagues.
Adult learning is a process, where the learner is active, as well as an out-
come. It is well accepted that learning is more likely to be effective if it is
relevant to the learner, can link with what is already known and if it
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is interesting and useful. Potential leaders should both demonstrate
some skill in Stage 3 (Figure 6.1) but also be given opportunities to move
to Stage 4. Stage 3 is about trying yourself and finding out ‘how is …
similar to …?’. Stage 4 is about asking ‘Could there have been a better
solution?’ It is about creativity and the development of ideas. The ability
to evaluate and create are essential attributes of talented leaders. 

Leaders need to be lead learners in order to lead learning
Taking responsibility for your own learning is an important part of
leadership. It is important to think clearly about what you need as a
leader and to be proactive in attaining it, in order to: 

➣ help you to make realistic and truthful self-assessments 
➣ see the possibilities of career choices 
➣ see how you can use research and further study to develop under-

standing
➣ discuss wider issues in education as well as your own practice 
➣ increase job motivation and job satisfaction 
➣ enable your participation in wider professional communities 
➣ enable you to have the experience and skill to help your colleagues

learn.

How you learn is possibly just as important as what you learn. Creating
an effective professional learning community is vital, in order to inte-
grate professional learning into the way a school operates. We believe
that for maximum benefit, all members of staff should be involved –
and the following characteristics are important:

➣ Values: shared values 
➣ Strategic acumen: shared vision
➣ Personal qualities: an atmosphere of trust, respect and support
➣ Working with others: collaboration across networks and partnerships.

Increasingly, trust seems to be the foundation stone. Trust is important
if staff are taking risks or experimenting with new ideas or practices.
Leaders or potential leaders need to be trusted that learning through
mistakes will be allowed. In looking at learning opportunities, there is
a debate between providing opportunities which have an obvious ben-
efit for the pupils and the school and providing opportunities which
are important activities in their own right for the individual person. In
our experience, if staff cannot answer ‘What’s in it for me?’, the pro-
fessional learning will not be effective, especially for talented staff. 
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The impact on the whole school
We have established that school leaders need to be the lead learner. Any
model for any process is not a blueprint for other schools but acts as a
framework for others in your school to reflect on their practice and to
learn. It is important that any model is adapted to suit the context and
the culture of your school. The importance of a school’s values, for
example how much trust, collaboration, openness and flexibility there
is to enable staff to take responsibility for change, desire to improve
own practice and support others, is vital. If these values are present in
practice, not rhetoric, then concerns and issues are tackled on class and
school levels which will lead to a more effective school community.
One school describes it as follows.

Insight from practice: every staff member a leader of
learning and change

Through our strategic process, all staff have been energised – through
taking part in enquiry projects and taking part in professional discourse,
they want to make a difference to our school. It is important to stress
the importance of focusing on the ‘internal conditions’ which favour
change. This has certainly been true for us – so far it has been a six-year
journey where we have developed and embedded processes to support
professional development and school improvement. This means that
change is possible throughout our school, it is something we create
rather than it being something which is done to us, and it is part of our
community. It is the way we learn and evaluate our understanding.
School improvement depends on the commitment and active
involvement of staff and groups within our school. Our approach centres
on the premise that it is the staff who are best placed to develop
understanding and to use that understanding to inform change and
improvement. We agree that every staff member is a change agent. Our
approach is concerned with a framework to support the learning,
motivation and job satisfaction of individual members of staff through
their empowerment.
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Many staff development initiatives take the form of dissemination to
staff rather than staff working together to build understanding.
Leaders therefore need to take seriously the whole member of staff,
their purpose, that member of staff as a person and then take seriously
the real context in which they work. All staff need a sense of
ownership of their learning. People have to be at the centre to create
a motivational environment. If we consider the level of self-
motivation, together with a person’s skill ability, it would help us to
identify talented individuals. This balance of motivation and skill can
be seen in Figure 6.2.

Figure 6.2 Balancing skills and motivation

Staff need to be at the centre of school improvement. The strength
of the school improvement paradigm is that school is at the centre
of any change. The internal context and culture of the school are
vital for successful school improvement. If staff are able to voice
their own interpretations of what makes their school effective, then
learning may be incorporated in the wider targets for improvement.
The process of actively engaging staff in seeking the truth, for their
unique context, is vital for sustained improvement and for
developing talented individuals. Does your school have a culture
which supports this approach? The following is a useful inventory to
analyse this:

Professional learning 99

8728 AR.qxd  17/11/2010  17:50  Page 99



What is the staff learning culture in your school?

For each statement below, indicate how accurately the statement describes you. 

1 indicates ‘not at all’ on a graded scale to 5 which indicates ‘completely’.

1. Is there a collective commitment to your school’s     1 2 3 4 5

vision, strategic direction, values, ethos and philosophy? 

2. Do staff work with each other in planning, curriculum 1 2 3 4 5

development, resource preparation or action research?

3. Does your approach to professional learning rely on 1 2 3 4 5

cooperative relationships and mutual respect?

4. Do staff collaborate because they believe in the value of 1 2 3 4 5

joint working and sharing?

5. Do you believe that progress and achievement are the 1 2 3 4 5

responsibility of everyone? 

6. Do staff believe that we are all learners, that improvement 1 2 3 4 5

is always possible and that the process is always more

important than the end result?

7. Is there openness and the ability to express views and to listen 1 2 3 4 5

to differing views?

8. Is there a willingness to take risks, to try something different? 1 2 3 4 5

9. Is there a readiness to celebrate with and for others’ effort 1 2 3 4 5

and success?

Enquiry and reflection are vital if a school is to be a learning organisa-
tion. Research helps us to understand and refine our practice. The value
and significance of professional learning for one school in our research
is demonstrated in the following insight:
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Learning opportunities to develop leadership 
potential
We have already established that learning opportunities to develop
leadership potential should focus on evaluation and creativity. Thorne
and Pellant (2007) suggest that organisations should ‘hire for attitude
and train for whatever’. Processes should be able to identify individual
needs and talents and enable leaders to map these to the roles possible
in the organisation and identify possible development and support.
When considering the development of talent, it is important to
prioritise resources to potential, and to people who will make the most
difference. It is important to consider how we create the right
environment for talent to thrive. Essential to this process is to match
how people learn with the needs of talented people and provide a
range of varied practices to promote professional learning. For
example, there needs to be recognition that sideways moves often
present bigger challenges than moves up the hierarchy (Hay Group,
2005) and that any challenge should be highly personal –
‘engagement can transform, align and motivate’ (Cheese et al., 2008).
Some of the practices that exist in the organisation for all staff may be
more appropriate than others for talent development. The following is
a list of potential professional learning activities:

Insight from practice: professional learning

We believe that professional learning is an entitlement and a
responsibility for all staff. With access to a wide range of learning
experiences, to deepen skills, abilities, values, knowledge and attitudes,
investment in professional learning will ensure a learning community,
where staff work together, learn from each other and share best
practice. Our aim is:

➣ for each of us to get better at our jobs
➣ to develop the learning of our children
➣ to engage in the improvement of teaching and learning
➣ to motivate, support and value staff
➣ for staff to make a difference in our school.
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Figure 6.3 Types of professional learning

The reader can now reflect on their own school and the degree to
which they utilise different professional learning approaches in the fol-
lowing reflection point: 

We will focus our discussion on four approaches, as exemplars of good
practice, which have been used very effectively in schools to develop
potential leaders. These are:

➣ school-based research projects
➣ international visits
➣ school-based masters courses
➣ reflective reading groups.

School-based research projects

All the above activities, in Figure 6.3, involve the learner in finding
something out through researching, experience, practice or concepts. It
is generally recognised that for schools to become learning communi-
ties, then research plays a key role in development and improvement
(Handscombe and MacBeath, 2003). Staff need the opportunity to
influence the decision-making process. Sustained learning by staff
increases job satisfaction and helps to create a learning culture. We
believe that the learning process that staff go through mirrors the
process we wish to engender in the pupils:

Reflection point:

Which professional learning activities from Figure 6.3 would you include
in a personal development plan to develop an individual with talent?
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➣ curiosity
➣ research
➣ collaboration
➣ applied learning.

We asked a group of potential leaders what they needed in order to be
successful with their research. They replied, having ‘release time’ and
having ‘staff to discuss their project with’ but when considering what
was critical to their success, they identified having ‘a head teacher who
supported and encouraged them’.

Potential leaders need to identify the wider benefits of their projects
and should be able to answer the following questions:

➣ What were the main benefits of your research for:
➣ students?
➣ the researcher?
➣ others?
➣ the whole school?

➣ What have you learned?
➣ What advice would you give others undertaking similar projects?
➣ How has the involvement in the project made you more effective in

your role?

Enhanced learning by pupils requires sustained learning by staff and
schools and that in turn increases job satisfaction and helps create a
learning culture in schools. In one school, teaching and support staff
were involved in research projects – they expressed the effects on their
own motivation as the recognition of what they achieved and how
they achieved being very motivational. 

In this school, from our research project, talented support staff were
encouraged to become involved in research projects.

Reflection point

➣ What question about leading or learning do you want to explore?
➣ Why is that enquiry relevant to your school?
➣ How will you collect evidence?
➣ How will you check the interpretation of evidence?
➣ How will you share your learning?
➣ What are the implications for your school?
➣ What are the implications for your learning?
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International visits

Visits to other schools give excellent opportunities for professional
learning and provide insights that other forms of continuing profes-
sional development cannot. New ideas are brought back to school and
with reflection it is possible to develop a whole-school perspective.
Individual staff have ownership of the idea or practice and are able to
reflect on the effects of that practice in a different educational organi-
sation or system. This is very significantly enhanced with visits
overseas which challenge the cultural mindset of those involved. The
member of staff is not only able to observe practice internationally but
is able to define new ideas and a way forward for their own school. The
following are examples of the impact on practice for a member of sup-
port staff and a member of the teaching staff.

Insight from practice: international visits 1

I was fortunate enough to be given the opportunity, after completing
the Certificate of School Business Management and the Diploma in
School Business Management, to visit two primary schools and a
secondary school in Melbourne, Australia. During my visits, I gained a
fantastic insight into how an experienced and well-trained School 

Insight from practice: research projects

I carried out a school-based research project to investigate the effect of
role play on children’s speaking skills. My findings revealed that well-
planned, creative role play can generate almost continuous speech and
interaction amongst the participants. The school recognised my findings
and reinforced the use of role play across the school, providing a variety
of role play options for the children. Personally, the research provided
me with the confidence to be more creative in my own practice and to
share ideas with my colleagues.

My research was published by the university where I studied. This was
a great honour which made me feel very proud of my work. This
achievement was highlighted in my workplace which made me feel
valued and keen to use my abilities further.
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School-based masters courses

Long-term award-bearing courses are of considerable value to
encourage a high level of reflection, critical analysis and evaluation.
Participants demonstrate substantial personal and professional
growth. This school decided to create a network and deliver the
masters course as a school-based project in order to enable local
discussion and systematic enquiry which would support the schools
locally.

Insight from practice: international visits 2

I worked in an environment openly promoting opportunity and felt
privileged to be able to visit four primary schools in Australia. I had a
PSHE focus and was given the freedom to be led by what I encountered.
The result was one of excitement, motivation and fresh ideas. Further
developed reflection led me to new challenges and questions. While, at
the time, I only saw this transforming my personal and classroom
practice, two years on and in a different educational environment the
benefits of my visit continue to be developed with others. 

Business Manager (SBM) can work alongside the head teacher as part of
the School Leadership Team, managing and leading the day-to-day
running of the school, allowing the head teacher to concentrate fully on
leading the teaching and learning of pupils and staff.

Without visiting these schools, all of whom employ an SBM, I would
not have fully appreciated what a positive role an effective and efficient
SBM has within a school.

On a personal level I came away feeling extremely motivated and
positive with regard to my own role and believe, because of this, I have
been able to be more effective within my own school.
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Training outside school often has a limited impact inside school. How-
ever, the training in the next ‘insight from practice’ led to improved
practice throughout the school and the staff were able to influence
effective practice beyond their team. Neither member of staff was in a
leadership role, but both were identified with potential. 

Insight from practice: internal and external training

We attended six days of visual literacy training over a period of nine
months: two sessions in school and four out of school. The first session
was an introduction to film literacy, story boards and building up film
vocabulary. The second session was how to use digital cameras using
play mobile figures. The third session was using a programme called
‘2animate’. In the final session, we gave a presentation of how we would
use visual literacy in our school. The two sessions in school gave us the
opportunity to practise what we had learnt. 

We were asked to share our knowledge with the rest of the staff
through leading a professional learning meeting where colleagues
carried out various tasks and activities. Having never led a staff meeting,
this was rather daunting but when we had finished we felt our
confidence had grown.

Insight from practice: school-based masters courses

The school-based masters course gave me the opportunity to develop
my knowledge and skills in many ways. During action research modules,
I researched, planned, led and evaluated a variety of projects linked to
curriculum areas that interested me. These were also chosen to be of
benefit to the school as they were linked to school improvement
objectives. Outcomes included the establishment of a peer listening
scheme which had a direct impact on children’s behaviour. 

The focus for one module was leadership and management theories
and practice. I was able to analyse my preferred leadership style and
identified key skills which I needed to develop. The school-based masters
course was not something I would have considered working towards
individually but welcomed the school support and network. It was a
valuable experience for my development. 
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This training example had given the two staff members new ideas and
the opportunity to reflect on practice together. With support in school,
they had the confidence to lead the initiative in school. The key to this
being effective in terms of talent development was:

➣ the opportunity to reflect with a colleague
➣ support in school
➣ the opportunity to lead a project 
➣ the opportunity to be creative
➣ the opportunity to feel valued and have an impact.

Self-evaluation is an increasingly important aspect of school life and it
is used to improve practice, to prove practice and to learn about prac-
tice. Self-evaluation is about closing the gap between where your
school is now and where you want to be, and action research is a
process for transformational practice in professional learning. 

It is important that organisations ensure that talented staff have oppor-
tunities for these activities. Reflective practice supports evidence-based
evaluation of practice and professional learning. Much traditional aca-
demic research in education is not sufficiently concerned with
practice-based research in schools. Handscombe and MacBeath (2003)
propose that schools can become research engaged by placing research
activity at the heart of professional learning practice; they suggest that
a research-engaged school: 

➣ has a research orientation
➣ has a research-rich pedagogy
➣ promotes research communities
➣ puts research at the heart of school policy and practice.

Essentially, staff question, investigate and reflect on practice in order to
inform better practice. By reflecting on practice in a systematic way,
new insights are gained and effective changes are made. The ‘practice’
could be related to leadership, pedagogy, curriculum or assessment, in
fact any aspect of school life. Staff should meet regularly to discuss
their findings and experiences which will enable and sustain learning
conversations and promote reflection together. 

Reflective reading groups

One of the most powerful ways of developing leadership understand-
ing and practice is to engage in leadership reading groups. This can take
a number of forms. Senior leadership teams can adopt a leadership
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book for the year and agree to read a chapter a month and discuss it in
a one-hour one-issue meeting as a framework to review their practice.
Leadership development groups can take themes such as school
improvement or strategy and agree to share chapters and articles to
build up a common understanding. Staff at department or key stage
grouping can take a short two-page ideas piece and use that as a dis-
cussion point for one of their meetings. The effectiveness of these
approaches depends on the reading being focused, not too long and
one that stimulates interest and discussion. One of the schools that we
have worked with relates an account of the leader giving out two sides
of an A4-length article every half term for colleagues to read and dis-
cuss after the holiday break. Initial reactions were non-committal but
after two years, staff started asking ‘Where is the holiday reading?’.
Reflective practice had become part of the culture. What follows is an
example of reflective reading in action at one school.

Insight from practice: reflective reading groups

Our interest in using research started with our reading groups. The
leadership team used chapters from Essentials of School Leadership
(Davies, 2009) in order to reflect on our own practice. This led to
improved behaviour and change in school practice. We formed an ‘NQT
plus one’ group in order for young teachers to continue their thinking.
They too had a chosen book or research paper which was read and
discussed, for example Essential Motivation in the Classroom by Ian
Gilbert (2002). 

Effective school improvement depends on clarity of thinking and we
believe that reading is essential to develop rigour. Every holiday, all staff
were invited to read a chosen article or research evidence which was
discussed in our first meeting of the term. Our head teacher also
established a professional library of recent books which were relevant to
our ongoing developments or which challenged our thinking. Initially,
the head teacher and then the leadership team chose the reading
material, but as we progressed teaching and support staff volunteered
relevant readings for our school team. The focus on our own reading
helped to raise awareness of issues and initiatives; it kept us informed
about relevant research. The holiday reading encouraged us to want to
read wider; this was supported through the ease of access of books in
our school. 
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In all these reflective reading group approaches, it is important to
clarify the issue of concern and focus on the defined professional
learning question. It is important that any research developed
understanding and introduced change to areas which were perceived
to need improvement. It is important to study the impact of change
in order that positive change is shared. The benefits for potential
leaders included:

➣ enhanced self-esteem
➣ increased belief in their ability to make a difference
➣ greater willingness to make changes
➣ greater confidence in making changes
➣ enhanced understanding.

The importance of culture
It is possible to look at the amount of motivation a person has in
relation to the impact that person has in effecting change in others.
Potential leaders need motivation and support. Figure 6.4, after
Rhodes et al. (2005), demonstrates that self-motivated, well-supported
potential leaders contribute to a culture of collaboration. 

Without leadership support, any research undertaken by individuals
will have limited effect, indeed completion of any project would be
more difficult. From this model, we can see that in order to have any

The discussions also led to changed practice, and the focus for shared
research projects. Our research projects have been linked to school
improvement and the improvement of learning and teaching. We were
successful in gaining funding which enabled us to fund fees for some
staff to work on higher qualifications. Being involved with colleagues
from the universities of Hull and Sheffield Hallam gave us the expertise
and academic understanding of being practitioner researchers. The more
we did, the more other people wanted to be involved. Awareness of
what we were doing encouraged us to actively think about how we
could do this more effectively. Being involved in research and regular
discussion with colleagues was motivational and as one member of staff
said, ‘it helped to make our school a great place to learn and work’. 
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chance of sustaining research and realising potential benefits, an ethos
of collaboration is essential. In our research, we observed that in
schools where the leadership did not support or even ‘see the point of
the research’, researchers were soon de-motivated and gave up. Staff
needed support to change their learning to any effective school
improvement. We observed that where staff felt empowered and
involved in the decision-making process and were part of a team where
learning is accepted, then school improvement was realised. In order
for this to happen, leaders need the skills to:

➣ empower staff professional learning
➣ encourage the sharing of new insights
➣ evaluate a school-based project in order to secure improvement
➣ facilitate good communication.

Figure 6.4 Leadership support and staff commitment

Empowerment involves staff being able to create improvement actions
for themselves and to be aware of whole-school priorities but also to be
able to conduct research which is meaningful for their practice. As
Carter and Halsall (2001: 71) say, informed changes happen where staff
are ‘definers of their own reality through being able to investigate and
reflect on self-chosen practices’. Our readers could now consider the
reflection point opposite. 
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Learning must have an impact
It is important to establish a clear focus for learning by considering
what is already known and then identifying where you may find out
more. It is important to refer to a knowledge base throughout the learn-
ing journey. This knowledge base could be literature or research
findings or it could be data, which should be used to inform your prac-
tice or to inform the enquiry. It is important to link the reading of
theoretical frameworks to your professional context, thus locating any
enquiry within the paradigms of research and evaluation. It is about
reflecting on and challenging practice through a theoretical frame. It is
critical to tell the story of how findings can help practitioners rather
than to tell the story of research findings. This process needs the pro-
motion of a culture which is open to research through the provision of
transformational learning opportunities. This involves working collab-
oratively, sharing practice, engaging in professional dialogue and
reflecting on current practice through observation and feedback. 

Figure 6.5 demonstrates the impact of leadership involvement in
research and staff involvement in research on the climate of the school.
A climate of openness and trust is supported by high staff and low lead-
ership involvement in research. A climate of complacency is
characterised by low staff and high leadership involvement. 

Rogers (1995) identifies four key elements which are critical in deter-
mining whether and how new ideas can be successfully adopted and
implemented:

➣ A determined focus on understanding the nature of innovation and
an exploration of how people in the organisation understand it

Reflection point

➣ Does your school culture support the development of talent?
➣ Is there a commitment to potential leadership development?
➣ Are the needs of the school integrated with staff needs?
➣ Is the leadership team committed to this approach and to fund

finding?
➣ Is time created for reflection, dialogue and coaching?
➣ Do staff feel ownership of their professional learning?
➣ Do processes encourage participation and collaboration rather than

cooperation?
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➣ how effective the channels are for communication and for exchang-
ing information on an ongoing basis as innovation beds down

➣ how realistic are the timescales and plans for moving forward 
➣ what arrangements exist for the need for new knowledge and prac-

tice to be constructed collaboratively and whether social systems
support joint problem solving.

Figure 6.5 The impact of research involvement on the school culture

Schools should therefore link intervention to staff needs and staff-
identified problems. They should establish effective internal and
external networks and allocate time for information sharing and
discussion. Arrangements should be made to ensure joint problem
solving and planning. So much can be gained through this shared use
of time, far more than just to reduce workload, in terms of good
quality discussion, effective innovation and creative initiatives. A
culture of trust and mutual respect is important in persuading staff
and leaders to take the risks involved in reviewing and revising
practice in the light of the research. 
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Lessons for effective professional learning
For effective leadership learning to take place in schools, it is worth
considering a number of points:

➣ Learning takes time – give sufficient time to projects. There has been
a tendency, under pressure from central government initiatives, to
undertake too much too quickly. Learning needs to be both planned
and carefully paced.

➣ It is important to facilitate collaboration – learning is most effective
in groups or as a shared activity. The ability to be able to share your
understanding with others and to draw on the perspectives of others
helps to create deep understanding.

➣ Leaders and managers need to be researching too – leadership learn-
ing is not only for those aspiring to promotion and advancement. It
is critical for those already in senior posts to effectively do their cur-
rent job and successfully drive change in the future.

➣ Learning should be linked to real-life school challenges – learning is
better when it is contextualised. Improving schools from within
rather than by external dictat is most likely to lead to sustainable
change, so that addressing issues and learning about them can be a
profound motivation for effective learning.

➣ How you do something and why you do it is as important as what you
do – a climate of trust and openness is necessary to build cooperation
from individuals and groups. Learning should be a shared and collab-
orative activity if all the insights and resources are to be drawn on.

➣ Learning should take risks – if individuals take risks and learn from
intelligent failure, then the organisation is more likely to improve
than if it is afraid to change and develop or has a blame culture.

➣ Disseminating learning and good practice is the key to organisa-
tional improvement. Effective learning is not something that always
comes from without the school. Very often, high-quality learning
and insights exist within the school but they are not shared and dis-
seminated. The ‘so what?’ question is important – so what will be the
impact on the school or how will we disseminate it?

Conclusion
This chapter has considered the nature and dimensions of effective pro-
fessional learning in school. The central concept of the need for the
leader to be the lead learner cannot be overemphasised. The way that
leaders model behaviours in this area is critical in creating a learning
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culture in the school. We would suggest that schools should move away
from the traditional concept of staff development and move to profes-
sional learning approaches, pathways and culture. 

Suggested further reading
Byham, W.C., Smith, A.B. and Paese, M.J. (2002) Grow Your Own Leaders.

London: FT Press.
Davies, B. (2007) Developing Sustainable Leadership. London: Sage.
Davies, B. and Brundrett, M. (2010) Developing Successful Leadership. New

York: Springer.
Thorne, K. and Pellant, D. (2007) Everything You Ever Needed to Know about

Training. London: Kogan Page.

Talent assessment framework: professional learning

Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values                 

Does your school culture support the development of talent? 1 2 3 4 5

Do all staff ask the question ‘what have I learned today?’, 1 2 3 4 5

as well as considering what the children have learned?  

Personal qualities 

Do you use a consideration of motivation to identify talent? 1 2 3 4 5

Do all your leaders take responsibility for their own learning? 1 2 3 4 5

Working with others

How important is research in your process for developing talent? 1 2 3 4 5

How do you encourage your potential leaders to read and reflect? 1 2 3 4 5

Strategic acumen 

How do you work towards creating a motivational environment? 1 2 3 4 5

Are you building a leadership pool for future appointments? 1 2 3 4 5

Those items you have rated ‘1’ or ‘2’ would need to be developed while
those ranked ‘4’ or ‘5’ need to be celebrated and sustained. Those rated
‘3’ warrant further reflection. 
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The architecture to support talent
development

This chapter considers:
➣ the architecture to support talent development
➣ the importance of leadership coaching
➣ primary and secondary examples of talent-development

architecture.

We have established that talent management is the integration of tal-
ent identification with the development of talent. Identification is
practised through the effective evaluation of performance and the abil-
ity to discriminate between performance and potential. Development
is practised through the provision of appropriate learning opportuni-
ties to empower potential leaders. Identification and development
involve alignment, collaboration and a value-driven culture. All of this
practice involves pathways, programmes and processes, the totality of
which we are calling the architecture to support the management of
talent. The nature of these pathways, programmes and processes can be
seen in Figure 7.1.

The importance of leadership coaching to support talent
development 
Many of the processes we have described are more effective if the
potential leader is coached. Many of the pathways and programmes
have more impact if the potential leader is coached. We could have
included a commentary on coaching in many of the chapters but
because it is fundamental to many aspects of the architecture, we
include it here. Coaching needs to be provided for potential leaders but
it is also a skill potential leaders need to develop. 
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Figure 7.1 The architecture of talent management

Successful coaching is supported through:

➣ the culture of the school
➣ the knowledge and experience of leaders
➣ a range of opportunities for professional learning
➣ a willingness to share skills.

The following behaviours are fundamental for successful coaching:

➣ trust
➣ honesty
➣ respect
➣ openness
➣ empathy.

The quality of the relationship between the two participants is vital to
the success of the coaching opportunity. Even the most robust system
will not be successful if there is no trust between the potential leader
and the coach. The following skills are essential for successful coaching:

➣ active and focused listening
➣ the ability to reflect and learn from experiences 
➣ appropriate questioning 
➣ recognition of feelings
➣ negotiation
➣ the ability to review the discussion
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➣ the ability to challenge and confront
➣ the ability to evaluate observations. 

In our experience, the ability to actively listen and the ability to ask
appropriate questions are key skills which effective schools encourage
all staff to develop. As well as being key to the coaching process, they
are key to an effective performance-management process, both for the
reviewer and the reviewee and for a mentoring process. One school
used the following activity (insight from practice) with staff to practise
active listening skills.

Insight from practice: developing listening skills

Staff worked in groups of three. The three roles to be undertaken in the
exercise were discussed with everyone and the need for confidentiality
and the following essential skills were agreed on:

Skills needed by the person being listened to (the storyteller)
➣ the ability to ask for help or advice
➣ the skill of self-evaluation
➣ the ability to express difficulties and strengths
➣ the ability to discuss needs, values and feelings.

Skills needed by the listener 
➣ the ability to listen with attention
➣ the ability to give support and encouragement
➣ the skills of communicating respect, empathy and warmth.

Skills needed by the observer
➣ the ability to listen attentively
➣ the ability to distance self from the interview to achieve a more

objective understanding
➣ the ability to give feedback in ways which encourage rather than

threaten others.

The task took part in three sessions, each lasting 15 minutes. This ensured
that everyone had the opportunity to undertake each role. The listening
interview lasted for 10 minutes. Throughout the discussion, the observer
was aware of the verbal and non-verbal aspects of both the storyteller’s and
listener’s behaviours. The five-minute feedback session was led by the
observer, but included discussion of how the feedback was received. 

The groups were given the following information for the task.
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Task 1
In groups of three, decide who will take each role for each session.

The agenda for each storyteller and listener will be:

1. What aspects of your work have given you the greatest satisfaction
over the past year?

Include why you have been pleased with these areas of
performance and what strengths and skills you have which could be
used to greater advantage.

2. What aspects of your work have not gone as well as you would have
hoped? 

Identify any obstacles that prevented success and whether
anything could have been done to support you. Include how you
would like to improve those areas of your performance. 

The observer used the following record sheet. 

 Session 1 Session 2 Session 3 

Storyteller    

Listener     

Observer    
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Communication skills are vital for many processes in school to be
effective. 

Effective listeners are able to:

➣ focus the discussion
➣ use verbal prompts
➣ ask questions to clarify meaning
➣ paraphrase to further the discussion
➣ summarise. 

Effective questioners are able to ask questions in order: 

➣ to elicit as much information as possible
➣ How would you describe your experience of …?
➣ What is the best way to take this forward?
➣ What are the advantages of …?

➣ to investigate further
➣ How did you feel when …?
➣ What makes that more difficult?
➣ Why is that important for you?

➣ to check out understanding
➣ Are you saying that ...?
➣ Would I be right in saying …?

The following reflection point enables the reader to consider the effec-
tiveness of a coaching event. 

Reflection point

Think of a time when you have participated in a coaching session. Use the
following prompts to help you to reflect on how effective this was for
both of the participants.

➣ What behaviours make you judge the session as effective coaching?
(Continues)

Task 2
Discuss how useful Task 1 has been in terms of developing skills and
what should now be our way forward. 
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With an effective talent development architecture, schools can reduce
turnover of high-performing staff and manage their leadership succession
planning. Effective processes, programmes and pathways need to be
established. In this chapter, we are considering how schools could set up
the architectures for identifying talent, recording talent development and
outlining future needs from an organisational and an individual perspec-
tive. In order to do this, we need to put the talent architecture within the
wider school context. It is vital that a school is able to:

Identify key strategic and operational targets

Articulate critical staffing implications

Identify talent demands

Evaluate talent availability

Develop a talent pool

Deploy talent to leadership roles and challenges

While the above model provides a theoretical and conceptual frame-
work, we need to consider how schools operationalise this into a
practical process for the evaluation and development of staff. We have

(Continued)
➣ What types of questions were asked?
➣ Were any questions obstacles to effective coaching?
➣ How well did the coach listen to the views of the person being

coached?
➣ How could you tell that active listening took place?
➣ Were there any behaviours which acted as obstacles to effective

listening?
➣ How well did the participants work together to achieve solutions?
➣ How well did the coach summarise the discussion?
➣ How well did the participants reach an agreement on the best way

forward?
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included two insights from practice, one from the secondary phase and
one from the primary phase. These schools have worked hard to set up
a rational talent development framework for their organisations.

What each of these schools is seeking to achieve is a talent-manage-
ment process which can:

1. Produce tangible evidence (data) that satisfies the need for a coher-
ent, personal and organisational development programme. 

2. Create engagement and ‘buy in’ from governors, senior manage-
ment, teaching staff and support staff.

3. Link the talent-management process with existing performance
management and development activities including role profiles and
competency models.

4. Be flexible enough to accommodate the feedback from leaders and at
the same time maintain the ‘integrity’ and ‘fairness’ of the evaluation
processes.

5. Take account of the fast-changing challenges in school and participation
in new and flexible ways of working.

We will now look at a secondary example of good practice. 

Insight from practice: secondary school example

A group of schools are part of a Trust which has set up a coordinated
and integrated talent management system. The Trust sees talent
management as a much more sophisticated and important approach to
developing talent than simple succession planning. It believes that
effective leadership is at the heart of creating world-class learners and
outcomes and is underpinned by a climate of trust. In order to embed
leadership throughout the organisation and secure able and talented
leaders for the future, the Trust is working to actively encourage and
develop leadership talent.

Staff identified through our two-stage talent-management programme
will be offered two leadership routes – one to become a ‘Leader of
Pedagogy’ and the other to enable them to develop as ‘Leaders of
Organisations’. These routes will be joined by a set of common
development opportunities including: access to masters qualifications,
in-house leadership programmes, action-based research, shared
leadership activities, etc. This programme is supported by ongoing
coaching to allow individuals to develop expertise and, if required,
change routes mid-flow.         (Continues)
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Process

Assessment of potential 1

Current performance of teaching staff is evaluated annually through
analysis of the following criteria:

➣ cumulative lesson observation scores
➣ average value-added scores from teaching classes
➣ self-assessment (through PM) against Trust teacher/National

Occupational Standards for support staff via accelerate achievement
➣ line manager assessment (as above).

The final score will be judged as red, amber or green and further
weighted by national and local shortage subject areas (for teaching
staff). Of course, current performance is not a reliable indicator of
future potential, especially not in terms of leadership potential, there-
fore this is why the objective data is supported by the completion of
both a self-assessment and the line manager’s assessment of the indi-
vidual – together, these identify the talent to be ‘managed’.

Assessment of potential 2

Once ‘talent’ has been identified, individuals are then invited to com-
plete a self audit and 360° assessments against the Trust Developing
Leaders framework. This framework has been developed by combining
elements from the NPQH, AST and Excellent Teacher standards,
together with some input from industries outside of the education
sector. Its design is in line with both the Trust vision ‘to help students
achieve world class learning outcomes by developing world class
teachers in a world class community’ and the belief that leaders are
fundamental in creating a working climate in which all individuals can
excel, contribute and share in this vision. Questions therefore focus on
four key activities:

1. Developing trust
2. Setting standards and delivering world-class outcomes
3. Developing self and ensuring continuous development
4. Working with others and building high-performance teams.

The assessment itself uses a bespoke online tool which allows individ-
uals and nominated representatives to assess against a set of detailed
criteria on a 1–4 scale and store evidence to support these judgements:

(Continues)
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(Continued)

1. Basic
2. Developing
3. Established
4. Extending.

Once the 360° assessment has been completed, we have a profile and
set of evidence, against which to judge potential and identify develop-
ment/training priorities. In order to get the most out of high potential
staff, research suggests that individuals need and value ongoing feed-
back on progress, support from a coach, a clear development plan and
time for reflection. The Trust therefore decides on a suitable coach for
all staff on the leadership development programme and works through
a clearly defined cycle:

Development activities and training opportunities
In discussion with the coach, individuals design a programme of
activities, tasks and training sessions to support and develop their
leadership capabilities, selecting from:

➣ e-learning opportunities
➣ action-based research
➣ networking/job/role shadowing
➣ directed reading
➣ reflective writing
➣ masters modules:

➣ mentoring and coaching
➣ leading change
➣ building high-performance teams.
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In line with the initial design of the Developing Leaders framework
and to provide ongoing support for future applications for both
NPQH, AST and Excellent Teacher status, these opportunities are
clearly mapped against the standards, for example:

Managing talent at organisational level
At Trust level, using the online assessment tool makes it possible to map
job roles against the criteria, identifying the level of competence
required for each leadership role. Once the database has analysed the
results of the self-assessment and 360° audits, it is then possible to iden-
tify those individuals whose profile most closely meets the requirements
for specific leadership roles as well as allowing individuals to plan their
training programme to prepare them for chosen career pathways.
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Insight from practice: primary school example

We are a large primary school in the East Midlands. It is difficult to decide
where the process for talent management begins, since it involves many
school processes. However, the logical place to begin this description is
with the identification of what we need. This is part of our strategic plan
and the review of the leadership model has involved support staff, teaching
staff and governors. The review was prompted by our desire to:

➣ continue to improve pupil learning
➣ involve support staff in positions of leadership
➣ create opportunities for the development of potential leaders
➣ find creative solutions.

We created the following model which was supported by descriptions of
the behaviours needed to undertake each role:

Deputy head Deputy head KS2 Leading teacher Leading teacher Head teacher
FS–KS1

Learning and SEN Maths English Developing Lead learning and
teaching Gifted and Enrichment Assessment approaches to teaching

talented activities learning Learning
Role model Role model Creativity Habits

Working with 1:1 TAs Team TAs Lead practice and Lead practice and Governors
others Team TAs Induction development of development of Parents’ evenings

Induction Team responsibilities responsibilities Support staff
Team Supply School leadership 
Supply Parental workshops team
Parental workshops

Securing Standards FS Standards KS2 Standards English Achievements Monitoring and 
accountability Standards KS1 Curriculum Cross-curricular Creativity evaluation 

Curriculum planning links processes
planning Cross-curricular Assessment Performance
SATs KS1 links management
FS profile SATs KS2 policies

School data
Leading and Events and duties Events and duties Assessment of, Assessment of, Strategy/SIP

managing KS1 KS2 as and for as and for Finance
Events and duties Assessment of, Foundation Foundation PPA
FS as and for Core subjects subjects SLT
Assessment of, School council CPD research and 
as and for Core Take-home tasks development
Take-home tasks CPD, INSET,

weekly profess-
ional learning

Strengthening External agencies KS2 work School visits Local community Networks: 
community KS1 work experience Local community International
through experience Child protection Local schools
collaboration Looked after Business enterprise University

children Student teachers
Creating the Innovate to Innovate to Innovate to Innovate to Strategy

future enhance enhance enhance enhance Vision
learning learning learning learning Values
Lead SIP action Lead SIP action Research projects

ECM Enjoy and achieve Stay safe Achieve economic Be healthy Make a positive
well-being contribution

SMSC Social Moral Cultural Spiritual
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Once we knew what we needed from the leadership team, we were able to
recruit staff to the new positions. The behaviour descriptions helped us to
evaluate potential leaders and identify the skills and behaviours to be
developed in developing leaders and established leaders. We established a
regular review system for these leadership descriptions to ensure we were
solution focused. 

The descriptors were used in our well-established and effective
performance management process, both for self-evaluation and performance
evaluation. All the evidence from these processes was discussed by the
leadership team to ensure collaborative identification of potential leaders.
This made us all aware of whether judgements and discussions were
informed and open. All evaluations were used in feedback to staff.
Sometimes our identification of leadership potential came as a shock to
colleagues lacking in self-confidence. The support process was most valuable
in those cases – each member of staff had a personal mentor and in
addition, a coach would be chosen to support colleagues on their leadership
journey. More problematic were situations where colleagues believed in their
own leadership potential but hadn’t demonstrated the required behaviours
or skills. In this case, learning processes were aimed at key descriptors and
supported opportunities clearly defined with agreed targets and outcomes.
Mostly, these colleagues demonstrated a lack of personal skills which didn’t
help them then accept the judgements of others.

The new model was motivational and gave us the opportunity to target
individual learning opportunities more specifically. Our professional learning
process was well established and linked with our school strategic plan. We
had good networks and were able to secure funding to enable many staff to
take leadership learning opportunities. This was a key element in attracting
high-quality applicants to our posts. 

The annual professional review became an effective addition to our
performance review process. It was voluntary but always taken up by those
who identified themselves as potential leaders, as well as those who wanted
to review their career options. The outcomes of these reviews always fed into
our professional learning programme. The agenda included discussion of:

➣ career progression
➣ teaching experiences requested 
➣ leadership opportunities requested
➣ professional learning requested at performance management review
➣ how the school could support a career progression.

(Continues)
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(Continued)
Another key process was our cycle of gathering staff views, which involved an
annual look at key processes and led to positive improvements. Staff were
invited to identify which staff team they were part of: teaching, support,
midday, site, administration. Sometimes specific questions were used, for
example when asking staff their views about the leadership and management
in the school and at other times a general profoma was used, for example:
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Both of these insights from practice provide the structure and processes
to develop an excellent architecture for talent development. These two
schools have moved from the idea that ‘talent development is a good
concept’ to a proactive delivery of talent development through the
establishment of a robust architecture to support talent development. 

Suggested further reading
Higham, R., Hopkins, D. and Matthews, P. (2009) Systems Leadership in

Practice. Maidenhead: Open University Press.
Hopkins, D. (2007) Every School a Great School. Buckingham: Open Univer-

sity Press.
Jackson, M.C. (2003) Systems Thinking: Creative Holism for Managers. Chich-

ester: John Wiley.

Gathering views was part of our whole-school evaluation overview which
followed a three-year cycle, and each year we focused on a different
aspect. 

Our school focus on leadership skills and behaviours was effective and
well supported by learning opportunities, out-of-class reflection time,
guided reflective reading and coaching. 

These processes led to us recruiting excellent potential leaders and
enabled established leaders to continue to learn and develop. However,
one school is unable to create opportunities for potential leaders to
advance in leadership positions, hence we were creating effective leaders
only to lose them. Our talent-management programme certainly helped
our successful appointment of middle-leader positions, and new leaders
continued to be supported throughout the role. 
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Talent assessment framework: architecture to support
learning
Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values                 

How well are the following values seen in practice in your school?

Trust 1 2 3 4 5

Honesty 1 2 3 4 5

Respect 1 2 3 4 5

Personal qualities 

What pathways, programmes and processes do you have to 1 2 3 4 5
support the development of a potential leader’s personal qualities?

Is coaching available to all talented members of staff? 1 2 3 4 5

Working with others

What pathways, programmes and processes do you have to 1 2 3 4 5
support the development of a potential leader working with others?

Does the quality of relationships enhance the processes for talent 1 2 3 4 5
development in your school?                        

Strategic acumen 

What pathways, programmes and processes do you have to 1 2 3 4 5
support the development of a potential leader’s strategic acumen? 

Have you put talent architecture into the wider school context? 1 2 3 4 5

Those items you have rated ‘1’ or ‘2’ would need to be developed while
those ranked ‘4’ or ‘5’ need to be celebrated and sustained. Those rated
‘3’ warrant further reflection. 
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Building a talent-management culture

This chapter considers:

➣ what culture is
➣ creating a positive leadership development culture
➣ insights from practice
➣ becoming a talent developer and engager.

What is culture?
The standard definition of culture is ‘the way we do things around
here’. Creating a talent culture or a talent development culture must be
built on a positive organisational culture. If the school is going to be
one that has a culture which rewards and enhances talented individu-
als, it should have a culture that is positive in its own right, it should
be a place where people want to work and where they want to share
their ideas and professional learning. Culture is about values, about
shared beliefs, about purpose and about relationships. Our model for
the dimensions of leadership (see Chapter 1) also identifies the impor-
tant aspects for developing an effective culture for talent development
– a culture where the values of trust and respect are at the heart of the
organisation and seen in action, not just in rhetorical statements, a cul-
ture where teamwork and a sense of community thrive, where there is
a common purpose and shared direction and where support and caring
are the bedrock of sustainable success.

Effective leaders have learned to view their school’s environment holis-
tically, considering all factors. Using this wide-angle lens approach is
what the concept of a school culture is all about. Thinking about the
nature of culture gives leaders a broader framework for developing an
understanding of the complexity of the organisation. We would argue
that if leaders had a deeper understanding of the culture of their organ-
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isation, they would be better able to influence the values, beliefs and
attitudes that are needed to create a nurturing and secure learning envi-
ronment. ‘Culture’ has a wide variety of meanings, for example in
horticulture it refers to a process of growth and development. The term
‘culture’ is often used in education as meaning the same as ‘climate’ or
‘ethos’, and for most definitions culture represents a pattern of mean-
ing. These patterns of meaning are expressed explicitly through
symbols and implicitly through taken-for-granted beliefs. Culture is
formed over the course of a school’s history, and is held in the shared
values, beliefs and traditions of the school community. In the world of
education, the culture focuses more on the core values needed to build
a secure learning environment. This system of meaning often shapes
what people think and how they behave in that organisation. It is a social
condition, a way of life. A strong culture has been shown to correlate with
improved student and staff achievements, motivation and satisfaction.
Hence, a school is best able to improve if it has a clear and shared pur-
pose, shared values and an effective organisational philosophy.

Deal and Peterson (1999), in an outstanding discussion of the role that
leaders have in developing a positive organisational culture, outline a
number of activities. The first two roles are focused on establishing the
present culture of the school:

➣ The leader should be an ‘historian’ in order to understand the social
and organisational past of the school. For example, it is important
for a leader to know if staff have a positive mindset and have a pos-
itive view of their relationship with children, or if staff have a
negative view and think that the lack of their success is due to the
fact that ‘now they send us the wrong sort of children’. 

➣ The leader should also be an ‘anthropological sleuth’ who can
analyse and probe to establish the current set of norms, values and
beliefs which define the current culture. 

Deal and Peterson then move on to consider the leadership roles which
will help to move the culture forward: 

➣ The leader as a ‘visionary’ who works with other leaders and the
community to define a deeply value-focused picture for the school.  

➣ The leader as a ‘potter’ who shapes and is shaped by the school’s
heroes, rituals, traditions, ceremonies and symbols and who brings
in staff who share their core values.

It is clear from this discussion and from our experiences that the
leader’s role in understanding and developing the culture is vital. Deal
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and Peterson (1999: 116) outline what they consider as elements of a
positive, successful culture as follows:

➣ a mission focused on student and teacher learning
➣ a rich sense of history and purpose
➣ core values of collegiality, performance and improvement that

engender quality, achievement and learning for everyone
➣ positive beliefs and assumptions about the potential of students

and staff to learn and grow
➣ a strong professional community that uses knowledge, experience

and research to improve practice
➣ an informal network that fosters positive communication flow
➣ shared leadership that balances continuity and improvement
➣ rituals and ceremonies that reinforce core cultural values
➣ stories that celebrate successes and recognise heroines and 

heroes
➣ a physical environment that symbolises joy and pride
➣ a widely shared sense of respect and caring for everyone.

Leaders who perceive the need for change in the school’s culture
should therefore first understand the nature of culture, recognising
that the beliefs, values or attitudes are at the very heart of the school’s
stability. Any change should be approached with meaningful dialogue
and a great concern for others. As one of the leaders in our research
commented: ‘you don’t know what you don’t know – unearthing all
the history of what has gone on and why people think as they do takes
time and is very complicated’. Then leaders should understand the
existing culture. The culture of the school has huge impact on every-
thing undertaken; it could be said that it is the most influential aspect
of any change and therefore leaders ignore it at their peril. However, it
is also the most difficult aspect to change. The most effective change in
school culture happens when leaders, staff and students behave in a
way which models the shared values and beliefs. A leader who acts with
care for and trust of others is more likely to develop a school culture
with similar values. A leader who has little time for others, whatever
the school value statement says, demonstrates that selfish behaviours
and attitudes are acceptable. It is important that there is clarification of
those values and beliefs so that the consequences of any change are
considered and actively chosen if they have a positive impact. Leaders
should nurture behaviours, traditions, celebrations, rituals and symbols
which express and reinforce the effective school culture. Indeed, in
new schools one of the tasks is to create the tradition.
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Schools which reflect the positive cultural values outlined by Deal and
Peterson (1999) at a whole-school level set the background for a
positive leadership culture and, most significantly, a positive leadership
development culture. One of the key questions for staff is: would they
recommend a good friend to work at the school? Or to ask them
whether they are proud to be associated with the school and its culture
and values. We can also learn from the aspects and behaviours which
produce a negative culture. Deal and Peterson (1999: 118) contrast
these positive factors with elements of ‘toxic’ cultures:

➣ there is a focus on negative values
➣ staff cohesion is fractured; meaning is derived from subculture mem-

bership, anti-student sentiments or life outside work
➣ conversations are mutually destructive with in-fighting and negative

group behaviour
➣ few positive relationships exist among adults, making positive rela-

tionships with students difficult.

The culture of being open or closed to new ideas, and being aware or
unaware of major educational and economic developments, is a key
one to enable or not enable talent to develop. This is amusingly repre-
sented by Robertson and Abbey (2001) who depict individuals in an
organisation as follows:

Figure 8.1 People in organisations (Robertson and Abbey, 2001: 127), Clued Up:
Working Through Politics and Complexity, Pearson Education Limited

The sheep are newcomers who are open-minded and enthusiastic and
they potentially offer a great deal to the school. However, they do not
know the history of the school or its culture and therefore in the short
term they can be naive in their understanding of the various
individuals and relationships. Most significantly, they need to be
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protected from the ‘toxic’ members of staff who we call the foxes.
These are individuals who are very aware of the history and the politics
of the school but are closed-minded to change and development. They
are clever and cynical and look for new staff to influence them to their
point of view. Leaders need to isolate the foxes. The donkeys are hard
working but have lost their way. They simply come in and do their job
and make little wider school contribution. Leaders need to re-energise
these staff. Owls are not uncritical but are realistic and will ‘give new
ideas a go’; they are positive and supportive. Leaders need to treasure
the owls and help them to spread their influence. Amusingly, it might
be said that the aim of talent-focused schools is to develop more owls,
cull the foxes and develop the rest. It might be a useful exercise for the
reader to consider if any of these creature types are on your staff and
significantly what your plans are for them.

We need to consider what we can draw from these factors which will
allow us to focus on developing positive leadership roles and positive
leadership development frameworks to enable leadership talent to
develop and grow. We all know schools or have worked in them where the
culture is one of moaning or complaining and the language is one of ‘bat-
tling’ these attitudes which wear down staff enthusiasm and motivation.
As leaders, we need to confront and tackle these cultures to a point where
‘together we can’ becomes the culture of the staff and ‘all children can
achieve and will achieve’ becomes the value for the educational process.
The challenge is one that has to be addressed with the realisation that it
takes time to build new and positive cultures to replace negative and de-
motivating ones. Now would be a useful point to review your
organisation’s culture by undertaking the following evaluation: 

Evaluation exercise: thinking about the culture of your organisation

How well do the following statements reflect the leadership culture of your organisation?

A We excel at this

B We do this to a degree but have room for development

C This only happens in some areas of the organisation

D We are not very good at this

1. We put children and the school first above our personal interests A B C D

2. Staff work collaboratively and work effectively as a team A B C D

3. Staff welcome new ideas and discuss them positively A B C D

4. We celebrate and take pride in others’ successes A B C D
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5. We believe that we can always improve A B C D

6. We have a ‘no-blame culture’ and learn from our mistakes A B C D

7. We seek evidence on which to make decisions A B C D

8. Leaders ask questions and seek ideas rather than impose their views A B C D

In undertaking the evaluation exercise, you will have identified some
areas for celebration and some areas for further thought or development
which could be part of your action plan to improve the culture of the
school. It may be worth considering what other colleagues in school feel
and how they would rate the questions. Is your view shared? Building on
this consideration of culture in general, we will now look specifically at
creating and developing a ‘talent culture’ in schools, since an effective
culture is essential to attract and retain the best talent. 

Creating a positive leadership talent-development culture
The culture of an organisation determines how the people of that organ-
isation perceive what is possible, how they assess risk and opportunity
and what behaviour is appropriate. Enabling talent is a future-focused
activity which facilitates the securing and enhancing of key staff. Loyalty,
commitment and retention cannot be guaranteed but in the process of
developing people to ‘step up’, organisations should ensure they encour-
age people to ‘stay on board’ and commit to the school’s development.
Talented people need to feel valued and to feel that their contribution is
making a difference. One leader in our research said ‘the reason I became
a head was that when I was a deputy my head believed in me and my
potential. It makes a huge difference when someone wants you to suc-
ceed’. Affirmation is powerful; feeling appreciated, recognised and being
valued is motivational. Opportunities will help the talented person feel
motivated and aligned to the organisation. Future opportunities and roles
will also need to be available at the right time. Being part of a wider organ-
isational group could help to make this happen. Cheese et al. (2008)
express the view that motivation, commitment, trust, empathy and inspi-
ration ensure that an individual is able to align their own interests with
the organisation. When we consider the management of talent, we have
considered three elements:

➣ identification
➣ development, which includes ‘on-boarding’ the induction into a

new role, learning and coaching to improve performance in that role
➣ talent culture.
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The culture of the school affects the way identification and
development are practised and understood and affects what processes
are in place for the identification and development of potential
leaders. Our readers can now reflect on their own school:

In becoming a talent-focused organisation, it is important to consider
what factors help you to be described as ‘employer of choice’. These
factors may help a talented person be excited by their work and their
working environment which will therefore help the organisation to
retain those talented people who otherwise may move for the offer of
better rewards or better support in a different organisation. The organ-
isation should:

➣ be committed for the long term
➣ be relentlessly reflective and striving for continuous improvement
➣ have a culture based on shared values and beliefs
➣ be engaged with the hearts and minds of individuals
➣ give positive feedback and show an interest in new ideas and devel-

opment 
➣ support a curiosity to learn and to change.

Changing the culture can’t be a quick fix; it takes a long time because
the culture is changed and developed through people’s beliefs and
behaviours. It is changed through actions rather than through articu-
lation alone. Certain prerequisites can be identified in the
establishment of a talent culture.

1. Seek commitment from all leaders

All leaders, at all levels, must demonstrate their support for imple-
menting a talent mindset. It is very important that this is done by the 

Reflection point: thinking about engaging talent

Do you have processes which enable the talented individual to answer:

➣ What do I do really well?
➣ What would I like to do better?
➣ Who listens and will inspire me to achieve my ambition?
➣ What opportunities will help me realise my aspirations for

advancement?
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whole organisation and not just by the head teacher. Across the school
in leadership teams and most significantly from the middle leadership
team, there needs to be a culture of appointing great staff and devel-
oping them so those staff outgrow current roles and are ready for new
challenges. It is not always easy for established middle leaders to have
new and challenging staff working with them, especially if the new and
challenging staff are more talented than them. Middle leaders should
see themselves as mentors or coaches and not blockers to new talent.
The contribution a leader makes to developing leaders within their
school should be part of the focus for middle and senior leaders’ per-
formance-management process.

2. Define what good leadership is

The national school inspection process has encouraged the evaluation of
what the quality of teaching looks like in schools. The standards for effec-
tive teaching are well documented and understood and used by schools
and teachers in order to describe the quality of teaching. Leaders in
schools regularly observe and analyse the quality of teaching and the
effectiveness of teachers. It is apparent from our research that similarly
clear definitions of the nature and dimensions of leadership at middle and
senior levels are not articulated nor documented to anything like the
same degree. The quality of leadership and the effectiveness of leaders are
not regularly evaluated and analysed by schools. Schools need to deter-
mine and describe the skills, abilities and effective behaviours of their
leaders and have the means of evaluating them.

3. Use multiple methods for judging leadership potential and
development

Evidence needs to be assembled to provide leadership profiles for staff
in order to evaluate the suitability of a potential leader for a post and
for them to demonstrate their competency. A variety of methods can
be used to achieve this, such as the outcomes from 360-degree reviews,
analysis from coaching activities and the impact from ‘in-house’ learn-
ing provision. The aim of using multiple methods is to provide the
developing leader with insights and perspectives that they can draw on
to focus on their own learning needs and give them the support to act
on the information.

140 Talent Management in Education

8728 AR.qxd  17/11/2010  17:50  Page 140



4. Formulate future strategic objectives and align with talent
development

It is important to take a positive approach to talent management and
not to ‘bolt on’ a talent-management approach to other school leader-
ship and management activities. Talent management needs to be set
within the strategic priorities of the school and the development of tal-
ent needs to clearly fit with both the organisational culture and the
organisational purpose. ‘What we want to do’ and ‘how we want to act’
need to be clearly established so that leaders can answer the question
of ‘who they want’ to fit in with their culture and help them to reach
their purpose.

We have established that what the organisation stands for is often the
focus when we consider culture. In the business world, this is some-
times called the ‘brand’. A brand can be more than a product – it is
more often a symbol of service and the way staff in the organisation
treat each other and their customers. The way staff work and the val-
ues they hold become part of the brand. Thus, customers will see a
difference in the brand when it comes to the values of service and the
approach to customer relations that, for example, British Airways or
Singapore Airlines demonstrate through their actions. There is much
simplistic criticism within the educational academic community of
using such business terms as ‘brand’. This is often misplaced as all that
a ‘brand’ or ‘what we stand for’ is useful for is as a means of focusing
attention. In education, to define our culture or brand, it is necessary
to be able to articulate:

➣ what we stand for, our integrity
➣ what we demonstrate daily
➣ how we create an environment where people want to work
➣ how we work in partnership: staff, students, parents, governors and

community
➣ how we communicate our key messages
➣ how we reward, in the broadest terms, effective performance.

We need to be clear about what we are trying to achieve and how the
culture of our school helps or, indeed, prevents us from doing so. What
follows are three insights from practice, one from the business world
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and two from the world of education. All three define the leadership or
talent-development culture in their respective organisations.

Clearly, what the company is trying to do is to articulate what it stands
for, to articulate what its integrity is and how it wants to deliver those
values on a daily basis. The company articulates how staff, working in
partnership, use the core values and core ways of working. This is a very
precise and coherent description which helps focus attention on how
the company wants to work and the culture the company has devel-
oped. In education, we may have differing values and a different
emphasis but a similar clarity and eloquence would be a valuable ambi-
tion for schools to achieve.

Insights from practice: case example from the business
world

Reckitt Benckiser plc is a major international company which has an
organisational culture based on four cultural norms and values which
are:

Leadership values:
➣ Achievement – ‘We don’t just aim high, we always aim to

outperform.’
➣ Entrepreneurship – ‘We allow daring ideas to thrive.’
➣ Ownership – ‘We take the initiative to do what is needed.’
➣ Team Spirit – ‘We work as one, united by common principles and

attitudes.’

Leadership culture:
➣ Nothing is sacred – if there’s a better way then let us do it.
➣ We use conflict appropriately – constructive conflict involving direct

challenge at all levels which is non-hierarchical.
➣ We demand individuals who are willing to stand up and be counted.
➣ However, once agreed, we always deliver.
➣ We work with a common focus, not with common consensus.
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Insights from practice: leadership culture in the
primary school

At our nursery and primary school, we believe that our school culture is
intrinsically linked with the culture in each classroom and that it is a
powerful part of what goes on in our school. Our culture is positive,
collaborative and professional. The concept of ‘culture’ relates to our
shared beliefs, our values, our expectations and our behaviours. It is how
our school ‘feels’ to members of the school community and to visitors. 
All aspects of ‘how we do things around here’ form our culture. We
believe that our school is more than a number and that accountability
through test scores, attendance figures and national rankings cannot tell
our story and cannot detect the most important aspects of our school.
Our culture can tell a more important story, that of how it feels to belong
in and to learn in our school.

On joining the school, as head teacher, it was obvious that there was a
negative culture: that of complacency, individualism and isolation both
within school and with neighbouring schools. No one had a voice and
children least of all; no one was involved with improvement planning.
Corridors were noisy, self-centred places where staff were loath to take
responsibility. The biggest advantage was most staff really cared and wanted
this situation to change. It was a good time to address our core values and
to move away from a culture which undermined any good practice.

Our culture determines what people focus on; it supports the
importance of change and the capacity to improve. Our culture affects
our motivation and motivation affects our achievements. In creating our
culture, over six years, we focused on a widely shared and consistent
sense of purpose and shared values. Most important and essential was
developing trust and positive relationships between staff members,
where people shared ideas, problems and solutions. We built a culture
where we worked together to create a better school experience for
everyone in our school community, a culture where there was energy, a
sense of hope and possibility. This took time working positively to
nurture the constructive aspects of our culture and working to eliminate
the negative aspects. Our culture affects all aspects of our school, for
example we established a concern for the importance of professional
learning. We looked at how we celebrated it, how we encouraged and
reinforced the importance of professional learning for all and focused
on the importance of sharing ideas, practice and reflecting on practice 

(Continues)
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(Continued)

and taking a shared responsibility for our children’s learning. This
wouldn’t have been possible without shared values, expectations and
behaviours. 

We played with slogans to try to capture our culture, for example
‘together we can’ became ‘together I can’ (i.e. taking responsibility with
the support of others) but the use of a shared language to talk about our
school and shared behaviours of how to act in our school became more
important than elegant sayings to communicate our beliefs. We
maintained a focus on: ‘What is in the best interests of the children?’
Reinforcing and celebrating our values became an important part of our
school culture and slowly the core values, which were lived by everyone,
could be experienced and felt just by walking through school. The
positive effects on our school improvements were the establishment of:

➣ trust and confidence

➣ open and honest communication

➣ ready support

➣ high expectations

➣ appreciation and recognition

➣ caring and celebration

➣ involvement in decision making

➣ evaluation and experimentation

➣ collaboration and team working.

The biggest achievement and possibly the greatest influence were the
first point, trust and confidence, and the last point, collaboration and
team working. Culture is built through the everyday business of school
life and while it can’t be built without the evaluation, promotion and
active creation by school leadership, it can’t be maintained if all staff
don’t buy into it or recognise the importance of their role. A positive
culture is difficult to build yet easy for someone to derail. If someone, in
our case four people, demonstrates a lack of trust then other aspects of
the culture topple like dominoes. Their behaviours did not follow the
unwritten behaviour code for how we act and how we conduct business
‘around here’. Awareness and commitment to culture building are more
important than any other activity.
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This case study demonstrates that if we are serious about school
improvement and about attracting and retaining talented people, then
our highest priority should be to sustain the school as an attractive
workplace. If the culture is effective then the school will be attractive,
energised and continuously improving. This takes time, energy and
emotion. It is interesting to look at this school now; a new very inex-
perienced leader has been appointed as head and has been in place for
a year. The culture is increasingly negative, morale is rock bottom and
no core values are evident to anyone in the school community. No one
is listened to and no one is involved in decision making. The school
has reverted to being non-collegial and negative and this will be an
obstacle to improvement. The cycle needs to begin again with an
analysis and honest articulation of the current reality. 

Developing an effective school culture is important for any school in
order to develop and improve but it is absolutely vital if the school is
to develop a strategic approach to managing talent. Such an approach
begins with the school culture in order to attract the best talent, to pro-
mote the organisation as an ‘employer of choice’ and produce
enhanced recruitment processes. The complexity of managing
employee retention and engagement includes understanding the root
causes of talent retention problems and the likelihood of top talent
becoming future leaders. The key is to invest in talented people in order
to optimise school achievements. Through performance reviews, staff
can be motivated by learning opportunities. It is important to allow
good performers to excel – this requires open and honest communica-
tion and trust. We will now look at a secondary example.

Insights from practice: leadership culture in the
secondary school 

Brentwich School is a specialist school of 1200 students – it is a church
school with the following five values underpinning all our work: faith,
justice, responsibility, truth and compassion. We see the key to
improving the learning outcomes of all our students as high-quality
leadership which can only be achieved by outstanding and talented
leadership throughout the school. Our school achieved ‘Leadership
Partner School Specialist Status’ in 2010 when we were awarded a
second specialism, that of being a ‘High Performing Specialist School’
(HPSS), which focuses on excellence in leadership. Our first specialism 

(Continues)
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(Continued)

was for mathematics. Our school is one of approximately 50 schools
nationally to be designated as a ‘Leadership Partner School’, working
closely with the National College of School Leadership (NCSL).
Leadership Partner Schools are defined as ‘national hubs for the
development of outstanding leadership and succession planning
strategies’. The vision of our school is founded on the belief that the
single most important thing that schools can do, as part of ensuring
positive and successful student outcomes, is to ensure high-quality
leadership and management. The contribution of leadership and
management to school improvement is crucial. The vision
encompasses planned and cohesive leadership development for all
members of the community. In doing so, our school has moved on
from a traditional leadership development and succession planning
approach to adopt a talent-development framework which is based on
creating a ‘talent culture’ where outstanding leaders develop and
thrive.

As a school we have, over the past five years, created a school culture
and a leadership culture that are interlinked and support each other. We
seek to encourage all our students to strive for excellence in their learning
and to take risks in their learning. We hope that by undertaking new and
exciting challenges they will transform their learning; we see making
mistakes as a learning opportunity and not repeating mistakes as a
reflective process of continuous improvement. This is also the culture we
have for developing our staff talent. We have well-established processes
for mentoring and developing newly appointed teachers, both in their
pedagogic skills but also in early stage leadership of their classroom and
in contributing to the leadership of their subject and pastoral areas. We
seek to identify embryonic leaders and nurture their development from
an early stage. As well as induction programmes, we allocate mentors to
all newly qualified staff to encourage a culture of individual professional
reflection.

This process continues at middle management, where our culture is
one of celebrating success and not dwelling on failures but asking the
question ‘What do we do next?’ Each middle manager, as part of the
annual review process, has the option of one of the senior leadership
team acting as a leadership coach to help them reflect on their leadership
approaches and to discuss plans for development. The senior leadership
team also identify ‘outstanding talent’ and ensure they are given
appropriate support.
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The secondary example demonstrates a developing positive culture.
Both school case studies demonstrate that organisational culture and
leadership or talent-development culture cannot be isolated from each
other. How we treat individuals and the values that underpin that treat-
ment help to define the culture of the organisation. Newly appointed
head teachers often find their most challenging task is that of changing
or maintaining the positive culture of their school. Sustainable
leadership can only be achieved if it is values-based and ethically
driven.

Becoming a talent developer and engager 
Central to developing a talent-management culture is for the leaders in
a school to adopt an approach of becoming talent developers and
engagers throughout the school. We would suggest that to achieve this,
the following are key ideas:

➣ Redefine the leadership culture in order to recruit able and chal-
lenging individuals to take on current orthodoxies and move the
organisation forward. Resist ‘comfortable’ appointments that fit into
the current way of doing things and look for insightful change

The culture of the school is one of high achievement for all students.
Pupils obviously do not achieve in the same way but will achieve in
diverse ways at different levels. This is the same culture that we
articulate and practise with all staff. We believe that all staff are
professionals who want to do the best they can for all students and that
means they should seek to continue to learn and develop. We seek to
develop professionals who work:

➣ with responsibility
➣ with integrity
➣ as a team
➣ with the best interests of the children as a guiding value
➣ as lifelong learners.

We believe we have established a collaborative culture with high
involvement and engagement from staff to deliver on our mission of
creating the best learning opportunities for all our students.
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agents who will look for new ways of doing things. The leadership
approach should be to recruit ‘the best of the best’, not individuals
who do not challenge us.

➣ Focus on people-orientated relationships – people are the key
resource and you need to consider how all leaders in the school can
maximise the contribution they give to and receive from their col-
leagues. The school is only as good as the talent it brings to bear on
the learning process. First, the school needs to identify the talent;
second, it needs to develop that talent; and third, it needs to engage
and motivate those talented individuals.

➣ Talent developers need courage to take a risk on appointments
where individuals come with different sets of experiences and skills
from the norm that may lead to extraordinary performances. Diver-
sity needs to be embraced as a positive way of achieving high
performance. Talent managers also need to give staff challenging
assignments where there is the possibility of failure as well as signif-
icant success – this takes courage.

➣ Seek to be a coordinator or facilitator of a ‘cabinet of talent’
rather than the heroic leader. It is a sobering but fulfilling role to
be the organiser of highly competent leaders where you do not need
to be seen as the expert or the authority on everything. Bringing out
the best in the leadership talent in your organisation and motivating
and developing those individuals should be a key performance indi-
cator for evaluating senior leaders.

➣ Challenge performance –  in being a talent developer and engager,
the core task of encouraging high performance is to be matched by
the ability to challenge average or poor performance. The ability to
move the Bs to As is as difficult as removing the Ds. We need to think
more about challenging performance and not just challenging
underperformance.

➣ Always go back to values – talent is only a means to an end. Talent
is not an end in itself but a means of achieving our core goals and
purposes more effectively. Leaders need to focus on asking ‘How does
this set of people, with their skills and attributes, deliver our core
purpose of transformational learning?’ ‘How could they be better
aligned or organised to allow us to achieve our goals?’ should be a
constant question.

Talent is far easier to stifle than to grow and it is well that leaders
understand what to avoid as well as what to encourage. The following
reflection point looks at aspects of a school culture which will suppress
potential leaders. 
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Conclusion
How you behave says everything about what you value. The school cul-
ture is the heart and soul of the school organisation; it is the definition
of the accepted way of life in that school. The culture is created by all
staff but reflects the history of the group. Is the development of talent
part of your school culture? If we want to bring about successful
change, we need to focus on the culture of the school, to focus on the
internal value systems. 

Suggested further reading
Cheese, P., Thomas, R.J. and Craig, E. (2008) The Talent Powered Organiza-

tion. London: Kogan Page.
Davies, B. and Brighouse, T. (2008) Passionate Leadership. London: Sage.
NCSL (2009) What are we Learning about Identifying Talent – Evidence into

Practice Guide. Nottingham: NCSL.
Novak, J. (2009) ‘Invitational leadership’, in B. Davies (ed.) Essentials of

School Leadership. London: Sage.

Refection point: how not to stifle talent

1. Do you allow people to be creative?
2. Do you allow the generation of ideas by others?
3. Are you, as a leader, fearful of the next talent being better than you?
4. Do you link performance with behaviour?
5. Do you have a low understanding of social interactions?
6. Are you able to judge the impact of actions and feelings?
7. Do you ensure challenge in the work of yourself and others?
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Talent assessment framework: where are you now?
Talent culture

Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values        

Do we seek a talented and diverse workforce? 1 2 3 4 5

Are we trying to get the best out of all staff? 1 2 3 4 5

Can all staff deliver our values? 1 2 3 4 5

Personal qualities 

Do we have staff who can challenge ideas? 1 2 3 4 5

Do staff use evaluations as a means to improve? 1 2 3 4 5

Can individuals take pride in others’ success?  1 2 3 4 5

Working with others

Can staff effectively lead talented colleagues?  1 2 3 4 5

Are staff able to challenge performance in others?  1 2 3 4 5

Do most talented staff have personal modesty? 1 2 3 4 5

Strategic acumen 

Does the school have a strategic talent development plan? 1 2 3 4 5

Do staff have an individual long-term personal development plan? 1 2 3 4 5

Those items you have rated ‘1’ or ‘2’ would need to be developed while
those ranked ‘4’ or ‘5’ need to be celebrated and sustained. Those rated
‘3’ warrant further reflection. 

150 Talent Management in Education

8728 AR.qxd  17/11/2010  17:50  Page 150



School or system talent development?

This chapter considers:
➣ structures of systems leadership and collaboration
➣ the advantages of different organisational forms for talent manage-

ment
➣ key issues of collaborative approaches to talent management. 

One of the challenges with adopting a talent-management approach is
that of scale. We need to consider whether an individual school is able to
provide the managed development and the managed moves which are
necessary to provide a systematic improvement process for talented staff.
The answer is probably ‘yes to a degree’ but the full possibilities of a talent-
management approach come with the scale of operation. Clearly, very
large secondary schools have some potential to undertake effective pro-
grammes, pathways and processes but smaller schools and in particular
primary schools need to collaborate to develop alternative forms of lead-
ership development. Key to this is building relationships and networks to
allow a more integrated talent-development approach to flourish. Differ-
ent organisational forms which support the development of a
talent-development approach can be seen and developed as follows:

1. Informal collaboration could be a school partnering with neigh-
bouring schools to develop professional learning networks and
talent-development networks. There is a long tradition of groupings
to facilitate this organisation, especially in the primary school sec-
tor. Local authorities often encourage schools to work in groups of
informal groupings and partnerships to share expertise and plan
joint staff-development activities. This opens up the possibility of
developing talent on a shared or group basis. In the following figure
(Figure 9.1), three primary schools share ideas on some professional
development activities:
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Figure 9.1 Informal collaboration on specific topics

2. A more formal development of this organisational collaboration is the
development of soft federations where schools adopt a more strate-
gic framework and agree a code of practice for working across the
group in order to deliver the agreed objectives. However, each school
retains its own governing body. This is represented in Figure 9.2:

Figure 9.2 Soft federations – individual governing bodies but sharing a common
strategic focus and sharing planning
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3. A formal structure or partnership can be established which is known
as a hard federation. Here, a school partners a neighbouring school
or neighbouring schools and has one integrated governing body and
administration and management system. Staff appointed to one
school may have roles and responsibilities across several schools. In
a hard federation, promotion and development can take place
within the group of schools and planned experiences can be across
more than one school. This is shown in Figure 9.3:

Figure 9.3 Hard federations

4. In the secondary sector, the establishment of mini-schools within
a larger school framework facilitates the talent-development
process by creating extensive leadership opportunities for the ‘mini-
school’ leaders and potential leaders. An example of this is provided
in Figure 9.4.

5. All-through schools, providing for 3–18 year olds, where an execu-
tive leader oversees both the primary and secondary phases, and
also in some cases the special school provision, provide opportuni-
ties for talented leaders and potential leaders to take on
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responsibilities earlier in their leadership journeys through the guid-
ance of an executive head teacher.

Figure 9.4 Mini-schools within a larger school

Figure 9.5 All-through schools integrating primary and secondary phases

6. A sixth organisational form is where a sponsor of a school sets up a
significant number of schools under a ‘brand’ or ‘chain’ approach
(Figure 9.6). This is based on a more business type model where the
sponsoring organisation is able to see talent development taking
place across different branches or schools in the group. The follow-
ing insight from practice, of the Harris Federation of schools in
South London, is a good example of this organisational form.
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Figure 9.6 A brand approach
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Insights from practice: the voice of the chief executive
– group talent development

The Harris Federation is a group of nine academies located in South
London. The academies are sponsored by Lord Harris of Peckham,
Chairman and Chief Executive of the Carpetright chain, who is a serial
benefactor of charitable causes. The group consists of nine academies,
with plans for further growth to 12 and then 14 academies in the next
few years. 

It was clear from the outset that our rapid growth would place a
premium on the identification and development of high-quality leaders.
Furthermore, we wished to develop a consistent, high-quality and highly
visible brand in South London, rather than simply create a collection of
different schools, each with the Harris name but with little in common
and possibly of variable quality. 

Our desire to provide a consistently high quality of education made it
possible to find a solution to the problem of developing an increasing
number of excellent academy leaders within the context of a shrinking
national leadership pool. We reasoned that if our academies each had
different cultures, ethos, structures and systems, then it would be very
difficult to ensure consistency between them. Without consistency, each
new academy would be an experiment rather than an extension of an
existing and successful formula, in the same way, for example (borrowing
from our sponsor), that a new independent carpet shop might be
compared to the establishment of a new branch of the market leading
chain Carpetright. A new Carpetright store is recognisable in terms of its
layout, stock, pricing, advertising, etc. and it is relatively easy to train a
talented member of staff in one store in these things so that he or she
can progress to run another store elsewhere. Schools are far more
complex places, nevertheless we have found that the same principles
hold true. 

In establishing our group of schools, we chose to replicate the systems
and procedures at the original Harris school, Harris CTC (now Harris City
Academy Crystal Palace). This school has been established for 18 years, is
oversubscribed by ten to one and around 80% regularly score five A–C
passes including English and Maths. Most importantly, the academy has a
set of policies, systems and procedures which work for us.

This strategy means we are able to promote vice principals to principal
positions in new Harris academies sometimes faster than they would have
been promoted in a standalone situation. This is because they are
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What are the advantages of some of these organisational
forms from a talent-management perspective?
First, building and enhancing the capability and capacity of talented
staff is easier in larger organisational structures. Most significantly,
where there are two or more schools in a group a systematic develop-
ment framework can be established. Joint development activities can
be organised, such as curriculum pairings of staff and benchmarking of
practice. These types of professional leadership learning can more effec-
tively take place in a collaborative setting. Professional development

implementing tried-and-tested systems with which they are very familiar.
Yet this is not a straight jacket. Common systems and policies operate in
some key areas such as staffing structure, assessment, reporting and
recording but other areas are determined locally. This is important not
only to allow for further leadership development of successful candidates
but also to attract strong outside candidates.

In order to support this process, we have established Harris as a hard
federation, creating a single legal entity in the form of a registered
charity. The group operates with a small central office comprising a
CEO, a Finance Director, an ICT Director and a Projects Director. This
central office and the CEO in particular exist to support and coach new
principals. This can be seen as follows.

The federation has identified a group of future principals, vice
principals and assistant principals from within the organisation and has
made this known to the staff concerned. This also assists in terms of
recruitment and retention. These staff are being developed and coached
for promoted roles within the federation. The support involves
placements and support projects in new academies whilst still being
based in their substantive posts. Each of our academies stands to gain
from this process, and so cooperation between them has been very
good. Furthermore, where we appoint new principals from outside the
group, we generally do so a year in advance of opening a new academy
and we base the principal designate in an existing Harris academy
during the preparatory year in order that they can absorb the Harris
culture and structures.
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can be extended to take the form of planned staff moves in order for
potential leaders to gain experience and promotion in different schools
in the group. This allows school groups to develop their own talent
pool through an integrated career development approach and was seen
as a major area of activity for the head teachers in our research as
shown in this statement:

What we want to do is to create internal frameworks for development
and promotion as well as create effective links with our partner schools
in order to have a structure for more and more staff at different levels to
take on leadership roles in one of the partner schools.

Second, the larger structures enable the expertise of experienced and tal-
ented leaders from one school to develop new leadership talent in
another school. A good example of this is using experienced head teach-
ers in one school as executive leaders or leadership coaches to support
newly appointed leaders in another school. It is well accepted that there
is a national shortage of leaders and a reluctance of potential leaders to
undertake leadership roles – this approach allows these potential leaders
to ‘step up’ to the role within a supportive framework. Capacity building
is a major issue here. As one executive head teacher articulated: 

They wouldn’t have chosen to be Heads if they had not been in the Fed-
eration but they are very talented people and this has given them the
opportunity to take on the post with support.

This is a recurrent theme in many of our research interviews as wit-
nessed by this statement: 

Both the colleagues who are leading our two schools as headteachers at
the moment may well not have been attracted to those jobs if they
thought they were going to run the whole shooting match, but I think
because I was available and able to use my experience to support them
and almost be like the permanent critical friend, I think that has enabled
them to take on those roles and are now able to do the things that they
are really good at.

The site head teachers also saw the benefits of having a supportive
executive head teacher as shown in these two statements:

One of the things with me, I lacked self-confidence in some ways to take
on the new role so I thought it would be good to have somebody working
with me and supporting me. I knew I could work with the Executive
Head. It is like having a stepping stone into Headship. You know it’s
almost easing you in although I knew by becoming a head in a brand
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new school there were going to be other huge pressures. When I got into
the role, initially I was co-leader with someone with immense experi-
ence. It enabled me to focus on some key issues and let someone more
experienced deal with others.

So we would look at what needed to be done, we would work out targets,
together we would work out action points for each target. This was not
me being told what to do but co-constructing what we should actually be
doing. We had action points for every half term, for almost every fortnight
at first, and then we would go back and review what I had achieved. Later
it became broader in approach and based on quality assurance.

Third, economies of scale across two or more schools provide consider-
able advantages. All the head teachers in our study talked about having
a central finance officer to achieve economies of provision and avoid
duplicating systems and this also was the case for a joint provision and
strategy for information technology. The participants in our research
also mentioned that the ability to undertake joint staff development
was effective as was using the whole group as a means of providing staff
with varied developmental pathways in different schools in the group.
Schools in the secondary field were able to have good heads of depart-
ments working across two or more schools – this meant that shortages
in one school could be remedied through such an approach. For exam-
ple, at departmental level one head teacher reported:

Across the two schools we had two weak Heads of Maths but we found
an outstanding Head of Maths in the third school who was ready to
move into senior management. We made her an Assistant Head but she
is also the Head of Maths across the schools in the group. We are trying
to do that more and more. We are growing our own Advanced Skills
Teachers and we are appointing them to leadership roles. The idea is to
create an in-house advisory team.

Insights from practice: collaboration across six primary
schools

Initially, our group of six neighbouring schools came together in order
to secure funding for professional development which was not available
to one school alone. This was not the best start. It became apparent
very quickly that four of the schools were committed to collaboration 

(Continues)
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(Continued)

and could see the future benefits especially in the potential opportunities
for leadership development. All schools took part in the project while
funding was available. The project was successful, mainly because of the
head teacher who led it but relationships between the schools were only
effective in the four cases. These were the schools who shared common
values, were willing to discuss difficulties and celebrate joint
achievements. These four leaders believed that collaboration was better
than competition between schools. This trust was not experienced with
the other two schools.  

Because these four schools had worked together on the first project,
each taking on active roles and supporting each other, it was easy to
make the decision to work together to find a solution to the shared
problem of developing an approach for managing talented staff. We
developed a working group to establish the criteria for leadership
behaviours. In each school, we used this framework for colleagues’ self-
evaluation and for leadership teams to identify potential leaders in their
own school. The collaborative evaluation we had on the implementation
of this framework was very effective and led to further improvements. But
we didn’t stop there. Together we worked out pathways and
opportunities for colleagues on the leadership journey. This included:

➣ a school-based masters course
➣ job shadowing across the four schools
➣ shared improvement projects
➣ a leadership journal group where incidents were discussed and

practice evaluated
➣ one School Business Manager (SBM) coaching a newly appointed

SBM in one of the partnership schools
➣ a member of the learning support staff leading a partnership group to

introduce a new initiative across the four schools. 

Staff taking on these leadership opportunities are coached by an
experienced leader in the group. We wanted to establish a placement for
a term for two members of staff to work in different roles in the different
context of a school in the partnership but so far this hasn’t been agreed
by governors. The difficulty is the fact that these teachers are classroom
based. However, we are undaunted and will continue to work together
with the now established processes and will work together to find the
funding which would enable potential leaders to have the opportunity to
work in each other’s contexts. 
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Insights from practice: talent management across
secondary schools

Recruiting, identifying, utilising and developing talent is the critical
factor in improving schools at all levels and especially in Thurrock, an
area where recruitment and retention are deeply problematic. Traditional
school hierarchies and leadership roles often hinder the development
and the most productive use of talented people, hence an increasing
number of individual schools are rethinking these roles and introducing
either flatter hierarchies or, in some cases, new imaginative models of
school leadership. However, the opportunity to develop exceptional and
able people is significantly enhanced where they are able to work in a
number of schools which collaborate on developing talent. This also has
the facility of enabling the colleagues to experience different contexts.

Such an opportunity has presented itself in Thurrock where four
schools are working together to develop talent. To cite one example, the
executive head teacher of Gable Hall School, a very successful high-
performing secondary school, had recruited an exceptional male PE
teacher in January 2000. Early on, he demonstrated significant
leadership potential and in common with all staff, he met with a
member of the Strategic Leadership Team to help him consider his
aspirations and a suitable career pathway. He  engaged in an intensive

(Continues)

Following the successful achievement of masters accreditation, two
colleagues are going on to work for the National Professional Qualification
for Headship. The support they give each other is exemplary. In evaluating
the impact of our joint project, we are all agreed that we have been able
to give colleagues more relevant and context-based learning opportunities
than we could have done alone. By involving the governors, there is a
trust building between the schools whiches will support the joint
placement of two colleagues as acting heads in one of our schools
following the illness of the head teacher in post. 

The local authority is now very interested in this project for leadership
development which is rooted in professional practice and wishes to
disseminate our good practice across the county. As a consequence, one
of our four head teachers is now on the local authority working team for
sustaining leadership.
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Key issues for successful implementation of collaborative
approaches to talent management
In our research interviews with head teachers, a number of factors
emerged when they expressed how they had built successful cross-
organisations and relationships.

(Continued)

programme of Continuing Professional Development (CPD), delivered
both internally and externally, and was prepared for and promoted to
the next stage of his leadership development programme. In doing so,
he occupied a number of positions where he could practise and utilise
his newly developed knowledge and skills and, importantly, prepare for
the next stage. By 2007, he was an assistant head teacher, showing
significant headship potential. However, opportunities to develop further
were limited in Gable Hall and he was likely to be disadvantaged by only
having worked in one school in one context.

As a National Leader of Education supporting a challenging school in
difficulty in Thurrock, the head teacher was able both to help the school,
and to overcome the barrier to the talented person’s continuing
development by seconding him and a female colleague in a similar
position at William Edwards, his other school, which was also in
difficulties, as acting deputy head teachers for almost a year. Both
talented people excelled and were mentioned several times in HMI’s
reports as being key factors in the improvements the school had made
since his previous visits. Both were provided with the opportunity to put
what they had learned into practice in a different environment and to
prepare for the next level of leadership. Both undertook extensive CPD
and were mentored and coached throughout. Both were energised,
motivated and had developed and utilised their immense talents as a
result of the experience. Subsequently, the very able PE teacher was
successful in his application for a substantive deputy headship post at
William Edwards School.

Since then, another challenging school, soon to become an academy,
has joined the collaborative and in September five more talented people
will undertake further training and development cross-institution, which
the head teacher firmly believes will bring significant benefits to each
school, help retain these key people in the local community and impact
positively on standards.
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Organisational trust

The individual personalities of the participants clearly also have an
impact and there needs to be a high degree of mutual trust and honest
communication, as shown in this comment:

You need to really know the other partners, you need to trust them
absolutely and so they’re actually articulating the same values and
building the same ethos.

This also links to our earlier chapter about values and strategy. It is very
unlikely that sustainable partnership working would be possible if schools
did not have similar or complementary values and strategic frameworks
and objectives. This is particularly important in trying to establish a value
system that builds a framework for ‘the common good’ rather than a
competitive approach that pits one school against another. The establish-
ment of school partnerships needs to pay a great deal of attention to
establishing strong personal and organisational understanding and
respect for effective talent management to be possible. 

Working with known people

Schools where leaders had worked together on other projects and
initiatives obviously found it easier to work together on talent-
management approaches. One interesting finding from our research
related to executive headship. Executive head teachers talked of work-
ing with previous deputy head teachers who had been part of the
culture of the sponsoring school and had already understood the cul-
ture and the ways of working and had established a sense of trust with
the executive head teacher. Thus, cross-institutional working was based
on previous experience and understanding. One executive head
teacher commented: 

Both site headteachers were my deputies even though we went to exter-
nal interview, so that was interesting. What we found is that it works
because you get this single message coming through and everybody
knows what they’re buying into.

Speed of implementation

The speed with which the new approaches to collaboration can be set
up is important. While it is necessary to spend time building up under-
standing and trust, it is important that this does not become an
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‘endless talking shop’. It is important to create a sense of momentum
to move forward initiatives such as talent management. In terms of
leadership, there is a need to assess the situation and confront critical
supporters and ‘blockers’ and move to suitable action for improvement.
Two key issues were seen to be working to ensure that any initial prob-
lems of moving to a talent-management framework and winning over
staff were solved, to enable them to ‘buy in’ and be committed to the
new culture. This is shown in the quote: ‘Getting everyone on side as
soon as possible was a key priority’. The ability to accept and manage
conflict and personal challenge was quoted by nearly all leaders as
something they had to do to make things happen quickly.

Focus

The head teachers saw one of their roles as keeping a focus on talent
development for future leaders and not letting joint work slip into
broadly based ‘feel good’ professional development activities. One head
teacher said they tried to ensure: 

that we didn’t get distracted by the other things but focused on identify-
ing leadership talent by making sure it wasn’t wasted; we needed to be
proactive to make sure something happened for those individuals.

Another head teacher took the view:

We have limited resources so we need to make sure they count. If we are
developing leadership we need to put the money where we get maximum
return. That return is excellent leaders making a difference to children’s
learning.

This focus and a sense of priority was a common theme as witnessed by
the following research interview comment: 

At the end of the day it is about the performance of the children, it is
about building a moral purpose of education. That fundamental moral
purpose is that these young people have got to get the best possible oppor-
tunities. We need to develop leaders who can deliver that as a priority for
the organisation.

Capacity for continuous leadership improvement

If talent management is to work across a grouping of schools, it is
important to assess what the leadership capacity is in each school. We
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need to ask if there is an open and critical dialogue regarding leader-
ship skills and to ask what the development needs are for individuals.
The challenge is not just with underperforming schools but also
schools that are ‘cruising’ or ‘strolling’ and do not see the need to
change and develop to build and enhance their leadership capacity
through a talent-management approach. While head teachers clearly
took the responsibility for rapid improvement of an underperforming
school in the short term, they saw their role not just as immediate
remedial action. This is demonstrated by the following quote:

There were a lot of immediate problems but as well as sorting them out
the key task was building leadership capacity to improve and keep on
improving in the long term.

Leading and managing powerful personalities

The relationships between leaders in partnership working are critical.
This can be very difficult in voluntary partnership groupings. It can
also be challenging in schools which are part of a sponsored group of
schools. 

They are very competitive but they’ve all been appointed and it’s all been
made clear that this is a federation; we are expected to work together and
if you don’t want to do that then don’t come here. So that’s the first
thing. Secondly the sponsor is very committed to the federation and he is
a major figure and they know that he’s committed to it so I have that
behind me supporting, which is really really good. The sponsor wants a
federation, he wants us to work together so that’s a big help. Without
the sponsor’s support I think it would be a lot more difficult.

And:

They are competitive but I don’t find that a problem, they’re quite strong
willed and I’m quite strong willed and you know if it’s a question of tak-
ing people aside and saying ‘look for the benefit of the federation you
need to do this’ then if they say ‘I’m not’, which has happened once or
twice, then it’s down to the sponsor and he usually supports me and says
‘yes you need to do this’.

Future issues regarding size of partnerships

What is the ideal size of partnership working to share good practice and
build innovative and creative solutions without being too large and
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bureaucratic? This seems to be one of the key questions for the future
development of talent-management approaches. Schools which had
started from one school partnering another and then taken on one or
two additional schools had different perspectives from school groups
which from the start had envisaged having a chain of schools.

The schools that had partnered with another local school and envis-
aged others joining them made these comments:

I know how long it takes with these things from an expression of inter-
est to working through to a functional partnership; it takes about 18
months to get going, so that’s why I know we should be starting now to
expand. We want other schools to join us. The interesting thing is peo-
ple say well how many schools can there be in a partnership and make
it still be effective? I can’t imagine it could be more than four or five
because then you can’t do the operational and keep involved.

And:

I mean we’re talking with the colleagues about a fourth secondary in the
trust and I think that’s it, I think four has the balance between being the
right economies of scale; it gives you the whole fabric around succession
planning and training that you’ve got within enough local schools, but
I think it still enables you to work with people on an individual basis.
So you know if we were working in a model where there were three or four
schools but they were all over the country, I don’t think that would work
for me because I don’t think I’m ready to be an administrator.

But in the academy sector, the chief executive of a group of academies
made this comment:

I wanted to stay with six schools until we got them consolidated. But the
sponsor has a target of a dozen; I think we can probably manage twelve
schools but it just depends on how we sequence them.

Clearly, the academy groups believe they can run chains of 12–20 acad-
emies without taking on the bureaucratic features of small local
authorities – this, it would seem, is a tall order.

Conclusion: talent development: the way forward
If we are to be able to provide high-quality individuals to direct our
schools in the future, talent development should be a leadership and
management priority. Talent management can take place in one school
and certainly both primary and secondary schools in our research have
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demonstrated that quite clearly. The challenge that schools face how-
ever is that to obtain the full benefits of such an approach with a
number of schools is desirable. We have shown in this chapter that
informal or formal groupings of schools provide the opportunity to
maximise the opportunities for extensive and significant talent devel-
opment. The implication for school leaders is that they should clearly
be well-networked leaders to be able to draw on wider resources and
partnerships in the development of talent.

Suggested further reading
Hopkins, D. (2007) Every School a Great School. Buckingham: Open Univer-

sity Press.
NCSL (2006) School Leaders Leading the System: System Leadership in Practice.

Nottingham: NCSL.
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Talent assessment framework: school or system talent
development?

Rate yourself (in partnership discussion) on the following categories.

1 = not at all; 2 = only partially; 3 = to a degree; 4 = very often; 5 = completely

Values    

Do you think you have the responsibility for the success 1 2 3 4 5

of all schools in your area?

How far is your partnership with other schools based on 1 2 3 4 5

collaboration and shared values?  

Personal qualities 

Does your leadership team have extensive and effective 1 2 3 4 5

networking skills? 

How do you develop these skills in potential leaders? 1 2 3 4 5

Working with others

Do your support staff operate partnerships with staff in 1 2 3 4 5

other schools?

Are your potential leaders able to instigate and take part in joint 1 2 3 4 5

projects with other schools? 

Strategic acumen 

Do you have a shared plan to develop talent across schools in 1 2 3 4 5

your area? 

Have you identified economies of scale which could follow 1 2 3 4 5

strategic collaboration?     

Those items you have rated ‘1’ or ‘2’ would need to be developed while
those ranked ‘4’ or ‘5’ need to be celebrated and sustained. Those rated
‘3’ warrant further reflection. 
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An integrated talent-management 
model for schools 

Whale and minnows: a new paradigm for talent
management in your school

Figure 10.1 Whale and minnows

Organisations in the education sector are traditionally in practice large
bureaucracies which are slow to respond to external changes and slow
to respond to the internal staffing dynamics of the school. As such, we
could consider them to be like whales, large and magnificent maybe

Chapter 10
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but difficult to manoeuvre and slow to turn and respond. A more desir-
able image may be of a shoal of minnows which are linked with a
neural net so that they are able to swim together in the same direction
but are able to swiftly adjust and change as circumstances necessitate.
This image of a shoal symbolises a school with a number of talented
staff who each have their own development pathways and set of skills
but are linked through their school’s values and strategy. This staff
group would be able to move and adapt quickly. Schools therefore need
to replace bureaucratic staff development systems with more person-
alised talent-development systems. Just as schools are moving or have
moved to personalised learning for students, they also need to move to
personalised talent-management approaches for their staff. We need to
consider how we get a talent-management approach which will
enhance the development of talented individuals who are highly moti-
vated and entrepreneurial but who still work collaboratively within the
framework of the school’s values and strategy. In this final chapter, we
would like to develop some ideas for our reader to consider, along with
their colleagues, before we bring together some of our own ideas.

The strategic importance of talent
Talent management is the process through which schools anticipate and
meet the needs for key individuals in their organisation for the future.
Talent-led schools have distinctive leadership which has the skills and
abilities to produce transformational learning for students. The strategic
question for schools is whether they are reliant on always buying in that
new talent by recruiting from outside or whether they give a high impor-
tance to developing their own talent. This book has argued throughout
that schools should put a premium on developing their own talent
because we are entering an era of a talent shortage with the demographic
time bomb of the retirement of a very large proportion of the leadership
cadre in our schools. Thus, the strategic importance of this book is to
encourage the reader to prioritise talent development and talent manage-
ment as a means of sustainable school development.

The need to embrace diversity
There is always the danger of appointing people who ‘look like us, think
like us and dress like us’ because we feel comfortable with them. What we
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should want to achieve is not conformity or conflict but diversity. Indi-
viduals from different backgrounds, cultures and experiences bring a
diversity of perspectives which can make a major contribution to think-
ing differently and seeking innovative solutions to the educational
challenges that the school faces. When considering talent development,
the political comment of the Obama administration in the USA drawn
from the Lincoln presidency of a ‘cabinet of all the talents’ is one to which
we should aspire. We need a broad collection of talents to maximise the
potential of the pedagogic and intellectual capital of the school. This
should be a priority in talent development.

To make talent management work, you need to
remember: signals, symbols and systems
➣ Signals: Explicit communications
➣ Symbols: Personal behaviour
➣ Systems: Measurements and rewards

Signals

Communication regarding what we regard as high performance, what
we expect of our staff, how we reward excellence and how we develop
talent should be part of an ongoing dialogue and communication strat-
egy about developing and sustaining a high-performing talent pool and
subsequently a high-performing school.

Symbols

Talent management has to be lived by the leaders in the school. If we
define appropriate leadership behaviours, then leaders must demonstrate
them by their actions and not just in what they say. What one shows by
doing is vital – the personal symbolic acts that the leader performs
become the reality of leadership in the school. Talk is cheap. If behaviour
supports the talk, then it is believed; otherwise, it is dismissed.

Systems

If you tell your staff that they are to be assessed by new individualised 
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performance-management approaches and systems but then you hold
them accountable by collective performance and pay systems for
process performance, you build conflict and distrust into the system.
System inputs, processes, outcomes and rewards need to be aligned. 

Everyone’s responsibility
It is worth reminding ourselves that talent development should not be
confined to those at the top of an organisation or one senior leader
who is responsible for staff development. While in primary schools it is
likely to be the head teacher who takes the responsibility and in sec-
ondary the head or deputy head, it is important that the culture of
developing talent is shared and dispersed. It should be that individuals
in coordinating or leadership roles see the critical importance of their
own professional learning and development and their responsibility to
develop their colleagues to enhance the leadership capacity of the
school. It should be in the mindset of ‘doing with’ and not ‘doing to’
that we are able to build engagement with others.

The challenge of engagement – alignment and
motivation
If talent management is going to move from a formal process to the
way the school operates in terms of talent development as one of the
values and cultural ways of doing things, then quite clearly engaging
staff in the process is vital so they are aligned to the values and goals
of the school and are motivated to contribute. However, it is important
to consider different segments of the school’s staff. Those with differ-
ent roles and responsibilities and at different stages of their careers
need to have different patterns of development and support. As we saw
earlier with the nine-box grid, the A, B, C and D individuals will need
different strategies applied to and with them. Treating everyone fairly
and transparently is a must but treating everyone the same will not
give us the individualised process which is necessary. Engaging indi-
viduals in a positive learning culture should be a constant focus for the
ongoing improvement of the school.
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The importance of learning and skills development
It is worth reminding ourselves of the key dimensions of leadership
that we are trying to develop in talent leaders:

Values: 

➣ Trust 
➣ Truth
➣ Respect

Working with others:

➣ Communication
➣ Care and concern
➣ Credibility
➣ Support and challenge

Personal qualities:

➣ Resilience
➣ Confidence 
➣ Risk taking
➣ Self-motivation
➣ Intellectual curiosity

Strategic acumen:

➣ Create strategic intent
➣ Shape the future
➣ Make things happen
➣ Make connections
➣ See the big picture

It is important to focus and re-focus on what the leadership talents are
that we are trying to develop and how we can continue to emphasise
the desirable activities we want to construct to enable us to develop
those talents.
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The way forward: an integrated talent management
model

Figure 10.2 Key dimensions of leadership

The management of talent is driven by performance-management and
school-evaluation processes, which enable the identification of talent.
In turn, this informs aspects of professional learning in order to ensure
the development of that talent. As we have stressed throughout this
book, the whole is underpinned by strong core values, shared and
acted out by all in the school community. The core values drive how
people behave and drive what is considered to be important in the
school. Without trust, respect and honesty, the system breaks down.
We have also established that strategy is vital in order to improve. The
strategy for the school should also be understood and owned by those
making it happen. It influences, and is influenced by, the processes for
school evaluation, school-improvement planning and professional
learning. The operational plan is at the heart of the system – this
should be developed and enabled by all in the school community, and
should reflect the voices of the children and parents as well as the staff
and governors. The school-improvement plan is driven by the strategy
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and informed by school-evaluation data and the impact of
professional learning and performance-management outcomes. The
performance-management process is clearly linked as a two-way
process with the school-evaluation processes, the professional-
learning process and the school-improvement plan. If it is effective
both as a process in its own right and as a system to drive talent
management, it will influence the professional learning opportunities
provided. The talent-management process should be steered by both
the performance-management and school-evaluation outcomes. The
model is easy to picture and it is easy to reflect on it and conclude that
your school does all of this, but take a few minutes to consider
whether the talent-management process in your school really is
integrated with these other key processes. We learn by making choices
and honestly reflecting on those choices.

A school’s capacity to improve is vital and 9 areas to be addressed can
be established. The processes involved in our model are all key func-
tions of that capacity to improve. The robustness of these systems to
support development and learning are paramount. The first seven indi-
cators are seen in Figure 10.3.

The ability of the governors to act in their capacity of critical friend
and the evidence of ways in which earlier weaknesses have been
addressed are the final indicators of a school’s capacity to improve.
Talent management is about creating the influential and innovative
leadership team needed for the future. Just as with children, what is

Reflection point

➣ Do your core values really affect school processes?
➣ Are the core values seen in the practice of these processes?
➣ Is the school-improvement plan informed by the school’s strategy, the

school’s self-evaluation data, the professional-learning outcomes and
the performance reviews?

➣ Do your school-evaluation data and your performance-management
outcomes drive the talent-management process?

➣ Would potential leaders in your school recognise that their identified
needs are developed through your professional-learning provision?

➣ Is professional learning really an outcome of the strategic direction, the
improvement plan, the performance-management objectives and talent
processes?
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important is not what a person is but what they might become.
Management enables an institution to operate effectively, and is
concerned with orderly structures, monitoring functions and ensuring
work gets done. It is about being organised and without this
organisation, the processes cannot be established. But leadership
enables an organisation to function well, it is about personal and
interpersonal behaviour, a focus on the future and about change. ‘In
the end it is important to remember that we cannot be what we need
to become by remaining what we are’ (De Pree, 1989). A
developmental model for talent management is forward-looking,
focused and selective and centred on shared evaluation. 

Figure 10.3 An integrated talent-management process model

Stages in enacting talent management
We believe a talent-management approach would involve a staged
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process which we outline in the following taxonomy of 10 points.
Readers may wish to use this taxonomy to consider practice in their
own school – in the following exercise, we provide a proforma to do
this. It is worth considering that this is not a ‘pick and mix menu’ but
all elements need to be present for a fully functioning talent-manage-
ment process to happen in schools.

1. Define values and strategy

We made the obvious point in Chapters 1 and 2 that if you do not
know where you are going and you do not know the values that
underpin your organisation, then it will be very difficult, if not
impossible, to recruit and develop leadership talent to drive your
organisation forward. How well schools do this is critical to the whole
talent process. 

2. Establish rigorous performance evaluation

Given that performance management is statutory in the UK, one
would expect this to be in place in all schools. Our research suggests it
is patchy and the rigorous performance evaluation is not present in a
significant proportion of schools. This needs to be in place because if
‘you don’t know what you have got’, how can you develop it? The
focus in school improvement has often focused on challenging
underperformance – while this is necessary, it is not sufficient.
Challenging satisfactory teachers and leaders to be good and the good
to be outstanding is a significant factor in creating high-performing
schools. This is often very difficult as the ‘cruising’ or ‘strolling’ school
with good results does not always see the need to challenge, change
and improve.

3. Distinguish between performance and potential

We have given considerable attention in this book to emphasising the
difference between performance and potential. However, in our
research we have found this to be a weak feature in many schools.
Highlighting the potential for leadership needs greater attention
within the school system.
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4. Talent development

This means that staff within the school are proactive in their own
development and in taking a proactive responsibility for developing
the talent of their colleagues for whom they are responsible. It moves
away from traditional models of staff development to seizing the ini-
tiative to enhance the long-term leadership capacity of the school.

5. Establish powerful professional learning

Talent development can only happen if there is powerful professional
learning throughout the organisation. Professional learning needs to be
part of the culture and given priority if the school is to be strategically
sustainable as an improving learning institution.

6. Establish the architecture to support talent development

Talent management does not just happen because the leaders in the
school think it is a good idea and want it to happen. In establishing
structures and processes for talent development, schools establish the
architecture to ensure this happens.

7. Establish a talent-management culture

Becoming a talent developer and engager links into the nature of the
school culture. This culture believes that all staff can improve and
believes in proactive leadership which challenges performance. Does
your school have a culture where appointable and outstanding indi-
viduals challenging what you do is the norm or something that they
avoid? The cultural underpinning of talent management strengthens
much of what we are trying to do in the talent field.

8. Working within a wider system

A systems approach would suggest that to maximise the potential of
talent management collaboration or integration with other schools
would yield considerable benefits. Leaders should seek opportunities to
do this.
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Figure 10.4 Indicators of a school’s capacity to improve (based on our integrated
talent-management model).
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9. Integrate talent management into whole-school processes

Figure 10.2 and the commentary that goes with it demonstrate the
need for talent management to be integrated into the whole leadership
and management structure and not to be a bolt-on activity. Only if this
takes place will there be the opportunity for sustainable success.

A final thought
For the longer-term sustainability of schools, we need to address this
key issue of developing leadership talent. We hope this book has
assisted in that debate. It might be interesting to consider the original
activity in Chapter 1 to see if you have different scores or understand-
ing now you have read and acted on the ideas in the book.

Where are you now with talent management?

For each statement below, indicate how accurately the statement describes your school. 

1 indicates ‘rarely’ on a graded scale to 5 which indicates ‘always’.

1. We have a clearly articulated set of core values. 1 2 3 4 5

2. The values are demonstrated in daily behaviours. 1 2 3 4 5

3. We have a strategic plan which includes talent  development. 1 2 3 4 5

4. We have an effective performance management 1 2 3 4 5

process which supports the identification of talent.

5. We are able to discriminate between current 1 2 3 4 5

performance and future potential of staff. 

6. We can map the behaviours, skills and attitudes 1 2 3 4 5

which need to be developed in potential leaders. 1 2 3 4 5

7. Our professional learning includes specific 1 2 3 4 5

opportunities to develop leadership potential.

8. We have pathways, programmes and processes to 1 2 3 4 5

facilitate the development of talent.  

9. Our culture enables the celebration of everyone’s talents. 1 2 3 4 5

10. We work in partnership with others to develop 1 2 3 4 5

talent in a more effective way.
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