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In memory of Sir Tim Brighouse

Thank you for setting the bar –
 and for suggesting the title…










Praise for Making Change Stick


James Mannion combines deep insight and understanding of the complexity of change management in schools with practical, down-to-earth strategies and processes that school leaders can use. This is a fabulous and unique book. Every school leader should have a copy. I loved it.

Steve Munby
 Visiting Professor at University College London Centre for Educational Leadership and former CEO of the National College for School Leadership

James Mannion’s Making Change Stick is a fascinating and thought-provoking exploration of the science of implementation and improvement, applied to the world of education. Mannion examines the reasons why so much of the precious financial and human resource invested in change management in schools fails to have the desired impact. He provides a step-by-step approach to change implementation, designed to improve pupil outcomes, that is research-informed but simply explained. The book is packed full of sage advice, practical activities, helpful questions, grids and diagrams and clear and relevant worked examples. Each of the short chapters has a useful summary. Mannion’s credibility comes from thorough research and years of working with leaders and practitioners on making change stick in a wide range of schools and settings.

Rachel Macfarlane
 Lead adviser for underserved learners, Herts for Learning and author, The A-Z of Diversity & Inclusion

This book couldn’t have come along at a better time for us in our school journey; it has really provided a clear and effective pathway for implementing change. It’s full of useful tools and important challenges to help leaders and teachers avoid the pitfalls that often lead to initiatives not being sustained effectively in schools and other organisations. James balances the ‘why’ and the ‘how’ beautifully, and has drawn from a range of disciplines in order to work out what steps need to be taken in order for change not only to stick, but to become deeply meaningful and purposeful. While it has helped us in an educational setting, the implications for these processes and tools reach far beyond education – they would be useful for any group wanting to tackle any problem within a complex organisation.

Dr Debra Kidd
 Leader of learning and teaching, British School of Brussels

This is a book for every leader who is looking again at how to make change happen and stay happened… and then see it make an impact. Making Change Stick offers a ‘what to do and what not to do’ outlook and urges change makers to get the right group of people involved. It is a handbook with a readable research background, clear principles and step by step advice.

Mick Waters
 Former Director of Curriculum for England and author, About our Schools

Your no-nonsense companion for securing school change - steeped in evidence and packed with practical insight.

Peps Mccrea
 Director of Education, Steplab and author, Evidence Snacks

In this wonderful book, James helps school leaders answer that eternal question of how to effectively implement change in a meaningful, productive and lasting way. In an engaging manner, he takes you through the process and enables the reader to have a practical understanding of implementation science and change management. The schools I lead now have ‘slice teams’ working through every new project!

Dr Kulvarn Atwal
 Principal Learning Leader, Highlands and Uphall Primary Schools and author, The Thinking Teacher and The Thinking School

It’s easy to be overwhelmed by books offering advice. If you read one this year, read this. It exudes practical wisdom.

Sir Anthony Seldon
 Former Vice-Chancellor, University of Buckingham and author, The Fourth Education Revolution










Feedback from school leaders on the Making Change Stick programme


The impact has been huge. When we looked back and did backward design, we found that lots of things we want to implement have been tried before and failed. But by using a slice team and getting the message out to everybody, everyone having a voice has made a huge difference to us as a school. Now we’ve got buy-in, we’ve got the relationships and we’ve also got a collaborative culture and consistency. I would definitely recommend Making Change Stick to other schools. It looks like it’s this big thing when you first see it, but as you work your way through make sure you don’t miss anything out and everything is done thoroughly and properly. As a school, moving forward, everything we try to implement will be done using this method because we’ve found it so successful. So go for it!

Sarah O’Kelly
 Deputy head, Queen Elizabeth High School

Having done this training with my whole senior management team, they all felt very energised and confident. And in our discussions since – it’s been two weeks now since we did the course – with three or four of my team, it’s been, ‘Well, I know how I want to tackle this now,’ or we’re looking back on something we did last year and thinking, ‘Oh, the bit we missed was this.’ The Making Change Stick programme has really highlighted to us what we have missed in the past, but it’s also given us real confidence that we now have very practical tools we can use to make implementation better in our school. The main thing we got out of the programme was the motivation, the confidence and the energy to really want to tackle the next project, and a sense that we know how to address the fears and concerns people have before you implement something new. People don’t talk enough about the science of implementation, and equally the training is very scarce, and yet it’s such a key area of understanding for a school or any institution if they are going to attempt change. That’s why this programme is so valuable – because it’s something we’re doing all the time, but we’ve never really been trained in it.

Alasdair Kennedy
 Headteacher, Trinity School

The Making Change Stick programme has really been the making of me as a leader. I had many thoughts about change management throughout my career, but rarely was I given the opportunity to actually be shown and guided through the process. It’s something that I take with me now and apply to everything that I do. Not only have I managed to make that policy so much better, but I’ve also developed the skillset to lead other changes through. And the really nice thing is that I have been able to coach other people in implementation science, so it’s having a wider impact on our school culture. I would recommend this training to any school that’s thinking about implementing a serious change because it will certainly ensure that your change has real impact. But I would also recommend the programme for the positive impact it has on school culture and developing leadership capacity in your school, which we know is so important.

Elaine Long
 Assistant principal, UCL Academy

I thought the Making Change Stick training was excellent. I really like that it was practical. I could really see how it would apply to a problem that I’m actually trying to solve at the moment. It felt comfortable, we had opportunities to discuss ideas and we could really apply it to our own setting. My key takeaway is that I really wish I had done this training before I embarked on my current project – I think I can still use some of it, but goodness me, I would be doing things differently if I had had this learning first!

Sara Ward
 Pastoral deputy head, Trinity School

The slice team has been a transformative way for us of implementing change. Traditionally, an idea comes through a member of the senior leadership team (SLT) who’s probably been on a training course, or they’ve seen something at another school, and they discuss it with the SLT and it then gets rolled out in the school. You don’t have the same buy-in that you have from a slice team. Now, we’ve got members of staff from the SLT, middle leaders, experienced staff, Early Career Teachers, teaching assistants, governors, pupils – effectively, every stakeholder is covered, meaning everyone’s got a voice in that change. This makes buy-in across the school far more powerful.

Sean Thomas
 Raising standards leader, Milford Haven School

We were yet to choose our focus when we formed our slice, so people just came into it really open-minded and excited because it was something they were going to develop for the children in their classes. The impact really for me has been on the engagement of our staff.

Katie Crockford-Morris
 Head of years 5 and 6, Pembroke Dock Community School

The way the programme is structured is really helpful. I would definitely recommend Making Change Stick to other schools. For me, the widest impact has been on involving the wider members of our school community, removing the idea of a top-down approach to change management and involving the whole community to ensure change is lasting.

Cat Place
 Headteacher, Jubilee Park Primary School

It’s always in my mind now. Everyone talks about the slice – that is the most powerful thing. But I think the [implementation] equation is also really something to look at, as well as backward design. Those three things for me – I think about them whatever I do now.

Julian Dessent
 Curriculum and learning network manager, Carmarthenshire County Council

One of the most powerful parts of the programme for me was establishing a slice team and really relying on them to provide the data and information on a policy before you implement it. As a senior leader, I think you have your assumptions about how staff are feeling or where people are at in terms of readiness for change, and it was so eye-opening to start off with that feedback from across the school community. I now can’t see how you would implement change without using a slice team. I would definitely recommend the Making Change Stick programme for any middle or senior leader at any point in their career. The clarity of the framework is what really makes this programme stand out. It takes a complex process and breaks it down into a series of steps with some really usable models that help you plan for change.

Kate Barry
 Assistant principal, UCL Academy

I am envious of those at the beginning of their career who have something like this. The Making Change Stick training was a game changer for me, and [the great thing is that] it’s going to make a difference to my learners. You know, ultimately that’s what you want. I hope this will be my legacy to this school. If I’ve done nothing else for them, I hope this is what they’ll thank me for in 20 years’ time!

Margot Thomas
 Deputy head, Lamphey Primary School










Dear reader,


Thank you for choosing to read this book. I hope you find it a useful guide to improving educational and life outcomes for the children and young people in your setting.

These pages contain all the key ideas from the Making Change Stick programme, a framework for implementing school improvement that has been researched and developed in hundreds of schools, all over the world, over the last 10 years or so.

Alongside this book, the full Making Change Stick programme includes:


	■ A facilitator guide.


	■ A series of short videos (one for each chapter).


	■ A playbook with activities to help you apply these ideas to your context.


	■ Data collection tools.


	■ A project management system.


	■ Slides for use in professional learning sessions.


	■ Access to the Making Change Stick community.




This is available at makingchangestick.co, where you will also find a free taster course and a range of free resources.

Some of the text in chapters B and C has been adapted from my TEDx talk, ‘How to change the world’. You may find it helpful to watch this before reading the book – you can find it at bit.ly/TEDxMannion.

If you find the ideas in this book helpful, or if you have any suggestions for how the Making Change Stick programme might be improved, I’d love to hear from you. Please share your thoughts at bit.ly/mcs-reader.

If you’d like to submit a short case study outlining the impact the Making Change Stick programme has had at your school, you can do so here: bit.ly/mcs-case.

Any such contributions will help shape the future of the programme – and may even appear in future editions of the book!

I hope you enjoy your journey into implementation and improvement science. If you find it half as fascinating as I do, you’re in for a treat…
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james@rethinking-ed.org
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Afterword: The future of school improvement

We can improve educational outcomes on a scale never before imagined.
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INTRODUCTION



‘The practitioner is the intervention…’



One bright July morning in 2014, almost 10 years to the day before I submitted this manuscript to the good people at Hodder Education, I walked into a room that would change the course of my life – and, as it turned out, that of many others…

I was doing a PhD at the time, and I happened to be in university on the same day as a conference called ‘Implementing Implementation Science: The science of making interventions effective in real-world contexts’.

I hadn’t heard of implementation science before, but ‘making interventions effective in real word contexts’ was very much on my mind at the time, and I was intrigued by the possibility that there might be a ‘science’ to guide me in my quest. So, I decided to stick my head in the door. And my goodness, I’m glad that I did.

The keynote speaker that morning was Dr Barbara Kelly, an educational psychologist at the University of Strathclyde and co-editor of the snazzily titled Handbook of Implementation Science for Psychology in Education. Dr Kelly opened her presentation with a bold claim:


Implementation science is remarkable for two reasons. Few scientists and fewer practitioners have heard of it […] and most scientists and practitioners require it immediately!



It’s fair to say Dr Kelly had my attention from the outset. But then she said something that really made my ears prick up: ‘The practitioner is the intervention.’

At the time, I was halfway through an eight-year study of a self-regulated learning initiative called the Learning Skills Curriculum (LSC). The LSC had started out life as a taught course for all pupils in Year 7 (age 11–12) at the school where I worked, but the ideas and practices we’d developed through the LSC were by now scaling up across the whole school.

Until that day, the LSC team had approached whole-school implementation as a conceptual problem. We had assumed that if we just explained some key concepts to our colleagues and shared one or two examples of what self-regulated learning looks like in practice, all would be well.

What Dr Kelly helped me realise that day is that implementation is not really a conceptual problem – it’s a people problem. As well as focusing on key concepts and classroom practices, we also needed to think about our colleagues:


	■ What’s workload like among teachers, leaders and support staff currently?


	■ How ready for change are our colleagues generally?


	■ How ready for this particular change are they?


	■ Are any of our colleagues resistant to the self-regulated learning agenda? If so, why?


	■ How might we identify early adopters – those colleagues who are ready, willing and able to promote self-regulated learning through their practice?




And so on. There’s a lot more to implementation science than the idea that ‘the practitioner is the intervention.’ But thinking about implementation as a people problem is a game-changing insight that has important implications for how we think about leading change in schools.


Note to self

Listening to Dr Kelly that day, I could immediately see how implementation science might increase the likelihood of a successful outcome for the LSC. But I could also see the potential of implementation science as framework for school improvement more generally. I wrote a ‘note to self’ in my pad, using capital letters and double underlining it to show that I meant business:


After the PhD, GET INTO IMPLEMENTATION SCIENCE!!!



As it turned out, my doctoral study took eight years to complete because we followed four cohorts from Year 7 through to Year 11 – one ‘control’ cohort and three LSC cohorts. (In case any international readers are unfamiliar, Year 7 is when pupils in England start secondary school and Year 11 is when they sit high-stakes GCSE exams.)

Thanks in part to my emerging interest in implementation science, the LSC had a significant impact on pupil learning outcomes. The first cohort, who took part in more than 400 LSC lessons over a three-year period, went on to achieve the best results the school had ever seen by a significant margin. Furthermore, the disadvantage gap closed from the bottom up, almost completely. By the end of Year 9, the disadvantage gap across all subjects was 25% in the control cohort. In LSC cohort 1, after three years of LSC lessons, the disadvantage gap was just 2% – a 92% reduction from one year group to the next.1

These results are all the more remarkable when you consider the fact that the control cohort took part in over 400 more lessons of subject learning, compared with the LSC cohorts. And yet the LSC cohorts significantly outperformed the control group in subsequent measures of subject learning. Because they had become more confident, effective, self-regulated learners, pupils in the LSC cohorts were able to learn more effectively in fewer lessons.2



The Making Change Stick programme

When I finished my PhD, I held true to my ‘note to self’. I started reading everything I could lay my hands on to do with implementation science and change management. By this time, I was working as a bespoke programmes leader at the Centre for Educational Leadership at the UCL Institute of Education, where I was able to research and develop these ideas with schools.

One thing I learned was that implementation science does not provide a complete account of ‘how to make interventions effective in real-world contexts’. There are several related fields of study – most notably, improvement science – that also provide important pieces of the puzzle.

To date, most of the work around implementation and improvement science has focused on healthcare. However, in writing this book I have trawled the change management literature from many other fields, including education, business and manufacturing, engineering, social psychology, sociology, cognitive science, political science and behavioural science. (We’ll explore these ideas in more detail in Chapter C: Implementation and improvement science – a new synthesis.)

Over the last 10 years or so, I’ve worked with hundreds of teachers, leaders and support staff from schools all over the world, figuring out how to harness the power of implementation and improvement science to improve educational and life outcomes for children and young people. This effort has resulted in the Making Change Stick programme, the contents of which you now hold in your hands.

I’ve now shared these ideas with thousands of schools, and the feedback has been phenomenal – as you may have noticed in the testimonial quotes at the start of this book. To pull out three examples:


The Making Change Stick programme has really been the making of me as a leader.

I really wish I had done this training before I embarked on my current project … goodness me, I would be doing things differently if I had had this learning first!

I hope this will be my legacy to this school. If I’ve done nothing else for them, I hope this is what they’ll thank me for in 20 years’ time.



I’ve been training teachers for many years now, and I’ve read many thousands of comments from teachers and school leaders in evaluation surveys, so I speak from experience when I say that the comments people make upon completing the Making Change Stick programme are next level. Feedback like this is not normal, and it makes me feel incredibly hopeful that the ideas in this book will help improve outcomes for children and young people for many years to come.

The Making Change Stick programme can be completed by any individual with an interest in school improvement. However, it’s really designed for a slice team to work through together, focusing on a real-world school improvement initiative. In this sense, the programme is rooted in a model of ‘learning by doing’. (A slice team is a change team comprising representatives from a range of stakeholder groups. This is the big idea at the heart of the Making Change Stick programme. We’ll explore this in more detail in Chapter 1: Appoint a slice team.)

Throughout the research and development period, I facilitated the programme, either in-person or remotely. However, it soon became apparent that if these ideas are going to be applied at a system level I needed to get out of the way! So now, alongside this book, schools can work their way through the Making Change Stick programme independently using an online training suite (available at makingchangestick.co). This includes the following elements:


	■ A facilitator guide – includes timings, activities and suggested discussion points so the programme can be facilitated in-school.


	■ A series of short videos – one for each chapter of the book.


	■ A playbook – includes a summary of the key ideas from each chapter, with activities designed to help you apply the ideas to your context.


	■ Data collection tools – practical guidance on how to capture your school improvement initiative in all its complexity.


	■ A project management system – a customisable tracking system to help you visualise what needs to be done, by whom, when, for how long and in what order.


	■ Slide presentations – for sharing key ideas in professional learning sessions.


	■ Access to the Making Change Stick community – connect and learn from educators all over the world, a rich source of real-world professional learning.


	■ Top-up support – additional implementation and improvement coaching can be arranged as required.




Working your way through the Making Change Stick programme usually takes around 24 hours (for example, 8x three-hour sessions, or 12x two-hour sessions). Typically, these sessions will be spread across two or three terms, although they can be done more intensively over a period of a few weeks. This is a substantial time commitment. It has to be. As we will soon cover, implementing school improvement is a significant challenge and you need to carefully consider the change process from every angle.

To underscore this point: the Making Change Stick programme is not a ‘silver bullet’ or a ‘quick fix’. It’s a systematic, collaborative, agile approach to implementing school improvement that is highly impactful, hugely rewarding and endlessly fascinating.

Books may be systematic, but they are neither collaborative nor agile. Rather, they are static and linear and therefore limited in their ability to bring about change. Consequently, although this book contains all the key ideas from the Making Change Stick programme, it’s no substitute for the online training suite. If you really want to improve outcomes for the children and young people in your setting, you may wish to consider accessing the full programme.



How to use the book

The Making Change Stick programme is a largely sequential process that you work through from beginning to end, leaving no stone unturned as you plan and implement a school improvement initiative. It therefore makes sense to read the book from beginning to end, especially on first reading.

Part 2 of the book has the same structure as the full Making Change Stick programme. This is organised into three phases: make a start, make a plan and make it happen. This part of the book is full of practical tools and strategies that you can use to implement school improvement initiatives.

If you’re already experienced at leading whole-school change, you may wish to use the checklist that appears throughout Part 2 as a menu of ideas to supplement your existing practice. Once you’ve read it through, I hope the book will become a reference text that you will dip in and out of for many years to come.

However, if you’re new to leading whole-school change – or if you’re new to implementation and improvement science – I recommend you begin with Part 1: Rationale and overview. The chapters in Part 1 are lettered, rather than numbered, because the chapter numbers in Part 2 align with the online training suite. Chapter A sets the scene by asking a question that never fails to blow my mind. In Chapter B, we’ll consider why so few school improvement initiatives actually improve pupil outcomes. Chapter C provides a brief introduction to implementation and improvement science and explains how the Making Change Stick programme draws together tried-and-tested ideas from these two fields of study, alongside a range of other sources. And Chapter D outlines the important role of school leaders in making change stick.



The central argument

In his fascinating book Influence: The Psychology of Persuasion, Dr Robert Cialdini wrote, ‘If social psychology was a business, you would say it has great [research and development] but no shipping department’.3

We might say the same of implementation and improvement science. With a handful of honourable exceptions, the change management literature is not what you might call a page-turner. But nestled within the screeds of jargon and endlessly bewildering diagrams, there are loads of really useful ideas for how to improve people’s lives.

The central argument of this book is as follows:


	■ The knowledge of how to bring about lasting, positive change in real-world contexts is out there – it’s just a bit all over the place. The Making Change Stick programme draws together tried-and-tested tools and strategies from a range of sources and assembles them into an easy-to-follow framework that can be applied to any improvement initiative or setting.


	■ It’s really important that we get better at implementing school improvements as soon as possible. If we can bring about a step change in terms of increasing the effectiveness of school improvement initiatives, the potential benefits to the educational and life chances of children and young people are almost incalculable. It is my deeply held belief that getting to grips with the ideas in this book is the key to unlocking many of the problems we face – and not just in education.


	■ If you follow the strategies and exercises set out in this book, you will significantly boost your ability to bring about lasting improvements to the educational and life outcomes of the children and young people in your setting. You may even learn a thing or two about self-improvement along the way.




So, let’s get started! You may wish to grab a notepad – you’re about to learn some game-changing information…


CHAPTER SUMMARY




	■ ‘Implementation science is remarkable for two reasons. Few scientists and fewer practitioners have heard of it […] and most scientists and practitioners require it immediately!’ Ten years on, this is still true. But hopefully, not for much longer…


	■ ‘The practitioner is the intervention.’ Thinking about implementation as a ‘people problem’ is a game-changing insight that has important consequences for how we think about leading change in schools.


	■ Implementation science does not provide a complete account of how to make interventions effective in real-world contexts. Several related fields of study – notably, improvement science – also provide important pieces of the puzzle.


	■ To date, much of the work around implementation and improvement science has focused on healthcare. The Making Change Stick programme applies these tried-and-tested ideas to the world of education.


	■ The Making Change Stick programme can be completed by any individual with an interest in school improvement. However, it’s really designed for a slice team to work through together as you plan and implement a real-world school improvement initiative.


	■ This book contains all the ideas that appear in the full Making Change Stick programme. However, it’s no substitute for the online training suite. If you really want to bring about lasting improvements to the lives of the children and young people in your setting, you may wish to consider accessing the full programme.


	■ The central argument of the book is as follows:





	The Making Change Stick programme draws together tried-and-tested tools and strategies from a range of sources and assembles them into an easy-to-follow framework that can be applied to any improvement initiative or setting.


	It’s really important that we get better at implementing school improvement as soon as possible. The potential gains are huge.


	If you follow the strategies and exercises set out in this book, you will significantly boost your ability to bring about lasting improvements to the educational and life outcomes of the children and young people in your setting.




___________

1     See Mannion, J., Mercer, N. and McAllister, K. (2018). The Learning Skills curriculum: raising the bar, closing the gap at GCSE. Impact, Journal of the Chartered College of Teaching, Issue 4: Designing Curriculum. Retrieved from https://my.chartered.college/impact_article/the-learning-skills-curriculum-raising-the-bar-closing-the-gap-at-gcse.

2     We’ve since replicated these findings in a range of settings around the world. See https://rethinking-ed.org/lep for details of the impact at Knysna High School in South Africa. For the full-fat version of the LSC study, see Mannion, J. (2018). Metacognition, self-regulation, oracy: A mixed methods case study of a complex, whole-school Learning to Learn intervention. Doctoral thesis, Hughes Hall, University of Cambridge. Available at: bit.ly/MannionPhD. For a more accessible account, see Mannion, J. & McAllister, K. (2020). Fear is the Mind Killer: Why Learning to Learn deserves lesson time – and how to make it work for your pupils. Woodbridge: John Catt Educational. There is also now a professional learning resource based in part on my doctoral research. See Mannion, J., Stoll, L., Spence-Thomas, K. & Ross, G. (2023). Activate: A professional learning resource to help teachers and leaders promote self-regulated learning. Crown House. Available at https://www.crownhouse.co.uk/activate.

3     Cialdini, R. B. (2007). Influence: The Psychology of Persuasion. Harper Business.
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