
		
			
				[image: p0.jpg]

			

		

	
		
		  
		    The Author

				John Dunford joined a school leadership team in 1974 and was head of Durham Johnston Comprehensive School from 1982 to 1998, when he became general secretary of the Association of School and College Leaders. He is chair of Whole Education, Step Together Volunteering and the South Gloucestershire Education Partnership, and was for two years national pupil premium champion.  

			

		

	
		
		  
		    First Published 2016

			

			by John Catt Educational Ltd,
12 Deben Mill Business Centre, Old Maltings Approach, 
Melton, Woodbridge IP12 1BL

			

			Tel: +44 (0) 1394 389850 Fax: +44 (0) 1394 386893
Email: enquiries@johncatt.com
Website: www.johncatt.com

			

				© 2016 John Dunford				

				All rights reserved.

				

				No part of this publication may be reproduced, stored in a retrieval system, transmitted in any form or by any means, electronic, mechanical, photocopying, recording, or otherwise, without the prior permission of the publishers.

				Opinions expressed in this publication are those of the contributors and are not necessarily those of the publishers or the editors. We cannot accept responsibility for any errors or omissions.

				

				Set and designed by John Catt Educational Limited

			

		

	
		
		  
		    “There are many books about school and system leadership. John Dunford’s text is distinctive because of its magisterial scope. It ranges across the big policy issues of government and then tracks how these impact on schools. The result is a book of remarkable breadth and depth, a call-to-arms to hold on to our moral purpose as school leaders. It’s as uplifting as it is persuasive. I can’t recommend it highly enough.”

– Geoff Barton, head of King Edward VI School, Bury St Edmunds

		    

			“Politically astute, highly experienced and strongly principled, John Dunford is one of the most knowledgeable and wise figures in education today.  With his typical warmth, clarity, humility and strong moral purpose, he brings together insights from his personal experience and wide reading to create a commentary on education broad in scope and deep in understanding.” 
– Dr Jill Berry, leadership consultant and former head

			

			“A natural story-teller, John Dunford illustrates, through vivid accounts of his leadership story, insights into what it takes to be an enabling leader true to principle and values and restlessly determined to move things on.” 
– Sir Tim Brighouse, former London Schools Commissioner

			

			“I just love this book. John Dunford weaves an informed narrative about what really matters in schools and will give any school leader both great insight and the confidence to do the very best for their pupils. Reflecting John’s huge experience in schools and his interactions with governments, he gives a unique perspective on our educational system. A must-read for any school leader.” 
– Andy Buck, founder and managing director of Leadership Matters 

			

				“No matter where you are on your leadership journey this book provides invaluable insight into the key ingredients of school leadership. John’s experience and expertise are evident throughout.” 

			– Sian Carr, president of the Association of School and College Leaders, 2016/17 and executive principal of Skinners’ Kent Academy

				

				“John has unrivalled knowledge, understanding and expertise in navigating our system’s opportunities and challenges. He remains optimistic about what school leaders at all levels can achieve if they stay true to their values. He writes with real passion, providing a route-map for the future.” 

				– David Crossley, associate director of Whole Education

				

				“This book is a gift of wisdom to any school leader seeking deeper understanding of the often confusing English system of education. Those new to school leadership will particularly appreciate the perceptive insights synthesised from his vast experience and current voices of evidence-informed sense.” 

				– Stef Edwards, head of Great Bowden Academy and CEO of Learn Academies Trust

			

				“John Dunford brings to this book his boundless passion for education, his commitment to enhancing the life chances of young people and his wealth of experience as a school leader. He fluently analyses the key developments in education policy during his professional lifetime and uses the learning from his own leadership journey to offer practical advice for school leaders.” 

				– Robert Hill, Visiting Professor, UCL Institute of Education and former policy adviser in No 10 Downing Street and the Department for Education

			

				“There are few people better qualified than John Dunford to reflect on the challenges of school leadership. This book is both thoughtful and thought provoking. It will help school leaders and all those passionate about education to look beyond the pressures of Ofsted and accountability, to reflect on what education should be about and how to improve its quality.”

				– Rt Hon David Laws, executive chair of the Education Policy Institute and former minister for schools

			

				“John Dunford ranks amongst the wisest and most highly respected voices in education whose experience spans many years in schools and at the highest levels of the education system. As well as providing deep insight into education policy, this book reaches the heart of improving the life chances of young people.” 

				– Brian Lightman, former general secretary, Association of School and College Leaders

			

			“Few people in education have had such a fascinating leadership journey as John Dunford. In this book he talks with authority, wisdom and, most of all, authenticity about leadership in schools and across the system.” 
– Steve Munby, chief executive of the Education Development Trust and former chief executive of the National College for School Leadership

			

			“John Dunford shares his extensive knowledge of the world of English education, gained from his unique experience as a system-leader over many years. This book provides leadership stories and insight whilst maintaining an over-arching commentary on the education landscape. Hugely enjoyable!” 
– Dame Alison Peacock, CEO of the Chartered College of Teaching

			

			“Navigating the stormy waters of education policy feels like crossing the Atlantic using dead reckoning under a cloudy sky. This brilliant book provides a perfect companion for the journey. Whatever the reader’s stage of leadership, this book should be at the top of the list.” 
– Marc Rowland, deputy director of the National Education Trust

			

				“A great resource for any serving or aspiring school leader. The book has optimism, deep knowledge, a strong narrative and some very practical guidance. John’s passion, knowledge, positivity, practicality and experience come through in every chapter.” 

			    – Brett Wigdortz, CEO of Teach First
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				Introduction

				

				This book is about school leadership, but it is not a leadership manual. I have never been a theoretician about leadership, but have learned from others along the way. The aim is to share some of the learning gained on my leadership journey in order to help school leaders chart a course for their schools and for their own professional development through the choppy waters of national education policy.  

				The starting point was a blog post I wrote in 2011 entitled ‘Ten things I have learned on my leadership journey’. These are not particularly profound, nor are they backed by references to the great works on educational leadership, but they are things that have helped me and which have struck a chord with some people who have read them. 

				My leadership journey in education started at school and took an interesting turn when I was president of the union at Nottingham University in 1968-69, a year in which student revolution was spreading rapidly from California to UK universities and from which even the largely conservative Nottingham was not immune. As a moderate president, caught between some activist far-left students and university authorities slow to embrace change, I learned a lot about leadership in a short time, with my youthful mistakes providing some pretty sharp and uncomfortable lessons. It felt as if, at the age of 21, I had had five years’ experience in a single year. 

				After a rather poor postgraduate certificate in education course, I started teaching in 1970, and discovered that I had had a lot more experience of leadership and of the committee work that goes with it than my fellow young teachers. With the national shortage of mathematics teachers in the early 1970s, I found myself as head of mathematics in a sizeable comprehensive school, Framwellgate Moor in Durham City, at the age of 26 after only three years of teaching. 

				Three months later, in January 1974, the Framwellgate Moor head, who had himself been a students’ union president 30 years earlier, appointed me to the additional post of senior teacher (assistant head, in modern parlance). This brought with it a place on the leadership team of one of the most forward-looking comprehensive schools in the north of England. My responsibilities included the curriculum, the school timetable and cover for absent staff. But it was the collective responsibility of being part of the school leadership team, as well as leading the mathematics department, that gave me some of the most formative, exhilarating and exhausting years of my career. 

				It was a wrench to leave a school where I had given and learned so much and made so many good friendships, but my breadth of responsibility at Framwellgate Moor had given me a taste for school leadership and a strong desire to put my ideas into action as a deputy head and head. I did not enjoy my three years of being a deputy as much as being a head of department, but there was much to be done at Bede School, Sunderland, which was struggling to move from its long history as a grammar school – ‘The Bede’, as it was known locally – to a neighbourhood comprehensive school serving some tough parts of the town. Apart from learning a lot about behaviour management, which took up a high proportion of every working day, my responsibilities included curriculum development. The school needed to move beyond the grammar school curriculum it had continued to teach to its very different student population. This required a change of culture. It was a challenging task with the senior and middle leaders having had long experience of teaching in grammar schools and nowhere else, unleavened by the professional development that should have been a top priority when the school changed status. There was some good teaching, but nowhere near as much as at Framwellgate Moor, and some truly awful teaching. I recall one lesson in particular in which the head of biology stood at a lectern and read out his university notes to a class of lower sixth formers.

				My reason for observing that lesson was to monitor the language levels being used across the curriculum. The Bullock report, A language for life, had been published in 1975 and it was very clear that nobody at Bede School had implemented it, or had even read it. Teachers in all subjects used language in their teaching or in textbooks that learners with a reading age at or below their chronological age could not understand. It was hardly surprising so much time was spent on behaviour management.

				My frustration in the role of deputy head was that the more innovations I made the more I found myself running them, as the management structure of the school did not allow the space for people to work with me and to share the joy and challenge of change management. It was a lesson I took with me into headship.

				Around the age of 30, I had applied for 14 deputy headships and been interviewed for eight before I got the job at Bede. The step up to headship proved easier, with success coming at my fourth interview, a considerably less thorough process in 1982 than is now the case. I was given 17 minutes to answer a single question and three minutes to add any further information. Any candidate unwise enough to get his or her timing wrong was interrupted mid-sentence. The appointment committee, comprising Durham County councillors and members of the school governing body – but only those who were active in the Labour Party – took less than three minutes to come to a decision, with the chief education officer not allowed to speak prior to the vote being taken. 

				I felt a huge sense of shock, responsibility and fear. I had visited the school, although it would have been possible to have been appointed without having done so, and indeed, not all the interviewed candidates had taken up the offer of a visit. It was a truly terrible system for appointing headteachers, although an improvement on drawing the names of equally qualified interviewees out of a tea cosy, which had occurred at a County Durham school a few years earlier. It was eight years later, with the advent of local management of schools, that schools began to design their own, more rigorous, appointment processes.

				This began 16 years of headship at Durham Johnston Comprehensive School, which grew from 1200 to 1500 pupils in that time and gave its students a quality of education rich in both breadth and depth. The experience of those 16 years weaves its way into all the following chapters, so it need not be repeated here. Suffice it to say that I regard myself as extremely fortunate to have had the opportunity to lead such a great school, with so many excellent staff, a good number of whom are still at the school 18 years after I left. Durham Johnston was, and remains, (in the words of a Daily Telegraph Good Schools’ Guide in the early 1990s) ‘a quintessentially good comprehensive school’ and the school has long been near the top of the non-selective school A level results tables. Looking back, there were things I could not, or did not, shift that should have been addressed more strongly, so, in the words of Frank Sinatra’s song, ‘Regrets, I’ve had a few...’

				New Zealand rugby players speak eloquently of their attitude to playing for their country. Far from the arrogant selfishness of some other sporting stars, they are conscious throughout their international careers that they are merely custodians of the All Black shirt that bears the number of their position in the team, passing it on from the great players who preceded them to the future internationals who will wear it. I felt much the same about my time as head of Durham Johnston. The school had had just five heads in the 80 years up to 1982 and then I had the privilege of being the custodian of the head’s office for 16 years before handing it on to others who would take the school to greater heights.

				Opportunities to work outside the school were not open to headteachers in the 1980s in the way they are in the school-led system of the 21st century in England. So when one of the Durham secondary heads called me in 1988 and suggested I should stand for the national council of the Secondary Heads Association (SHA), I put my name forward and was elected as a representative of the north-east. Thus began a 22-year membership of a body that provided the best in-service training a school leader could have had, bringing back to school up-to-date news and examples of excellent practice from some of the best school leaders in the country. After a spell as chair of the association’s education committee, working in particular on plans to improve 14-19 qualifications, I became SHA president, with a sabbatical year from school in 1995-96. 

				Two years later, in 1998, I was elected as SHA general secretary and moved from the north-east to Leicester, where the association had its headquarters. I have enjoyed every stage of my career, but the 12 years I spent at SHA (which became the Association of School and College Leaders (ASCL) in 2006) were the happiest and most fulfilling. Through evolution rather than revolution, the culture of the organisation changed from the old boys’ club (and the key association people in 1998 were almost all men in their 50s) to a highly professional operation with a more mixed and younger membership, that was frequently quoted in the media and was influential on politicians of all parties. As with Durham Johnston, the leadership lessons I learned during my time with the association are threaded through the text of this book.

				I saw the main part of my job as representing ASCL members’ views to the government and its agencies, leaving most of the running of the association and the support of individual school leaders to the headquarters team and its field force. ASCL was in the business of changing public policy, so school leaders could implement sensible change at a manageable pace for the benefit of their pupils. Changing public policy is both an art and a science, and my ASCL colleagues and I were avid learners from those with experience in the field. 

				Being a union general secretary sometimes requires a delicate path to be trodden between the union members and the government, with the government pursuing its political and educational priorities, and pressure from the members whom one represents generally believing that the government is mistaken in its actions and that school leaders should be left well alone to run their schools. 

				A general secretary has to articulate those concerns, while gaining sufficient respect from those in power that they continue to want to talk, even when one is opposing their policies root and branch. The way in which to balance these demands was for the association to have a well-considered set of policies in all the major areas of government education activity. Then, when a policy was announced with which school leaders disagreed, I would not shout from the rooftop – as many union leaders have had a reputation for doing – ‘It’s all a load of rubbish’, but instead would say, ‘If you, the government, want to do this, then it would be much better if you did it this way, since that is the way in which school leaders can implement change most effectively’, and then reiterate ASCL policy on the topic in a thinly disguised attempt to obtain changes in the government’s line. 

				During the New Labour years, this proved reasonably effective most of the time, but that did not always please ASCL members, from some of whom I received vituperative emails asking why I had allowed the government to do such-and-such and demanding that I get it changed immediately. Like all unions, ASCL is a broad church; fortunately, supporters outweighed opponents and the ASCL leadership was able to conduct its business with government in a manner that obtained changes to bad policies, but ensured that ministers and officials continued to listen to us.

				The year 2010 seemed a good time to retire as general secretary. I had been in the job for 12 years and, at the time I gave my notice, it seemed likely that there would be a different colour of government after the general election. The tightrope to be walked between the views of ASCL members and the government’s plans would require a different approach with a Conservative government from that employed by ASCL during the New Labour years. 

				Retiring in my early 60s also gave me the opportunity to pursue a wide range of activities, which have formed an interesting additional part of my leadership journey. My first project came from an unexpected source. The secretary of state, Michael Gove, asked me in 2010 to conduct a review of the Office of the Children’s Commissioner, the radical recommendations from which were accepted by the government and have subsequently passed into legislation. 

				My two years as national pupil premium champion, and continuing involvement in raising the attainment of disadvantaged young people and closing the gap with their more fortunate peers, have given me further insights into school leadership in one of its most challenging aspects.

				I have learned that chairing an organisation is very different from being a chief executive and the chairmanship of the Chartered Institute of Educational Assessors and of Step Together Volunteering (formerly WorldWide Volunteering) have at times provided considerable challenges. Whole Education, which I have chaired since its inception in 2010, has been enormously stimulating, working with marvellous schools that are putting their curriculum ideals into practice. 

				That has been my leadership journey, but this book is not intended to be about me. While incorporating the lessons from this experience, the book is intended to be helpful to school leaders in developing policy and practice in their schools during a period when so much is changing so quickly in national education policy. 

				Every field of employment and public service undergoes change over time and it is naïve to expect that one can continue in any job without facing major changes. In a leadership position, dealing with the consequences of change and its implementation at institution level are a big part of the job description. However, the changes in schools’ policy have some special factors that need to be taken into account in considering how to lead a successful school.

				First, the volume, range and speed of change are as significant as the type of changes that governments have demanded of schools. This situation, replicated in almost every school year, has produced challenges for schools – especially smaller schools – in implementing change in several different fields simultaneously.

				Second, the politicisation of education has introduced a high degree of instability into the policy-making process.

				Third, pressures on schools are sometimes in conflict with both the government and the inspection agency, Ofsted, using accountability to drive policy and practice in schools, individually and collectively.

				Fourth, education policy is contested territory, so there has rarely been sufficiently strong evidence to point the way forward, although there is now a much firmer and more accessible body of evidence to which school leaders and teachers (and government ministers) can look for guidance.

				This book is designed to be read either from cover to cover or a chapter at a time, with each section focusing on a particular aspect of school leadership. The following overview of the content of each chapter is intended to help readers who wish to adopt the latter approach.

				The first chapter stresses the importance of having a clear set of values to guide the leadership of the school, with examples from values-led schools and suggestions as to how school leaders can use values to take control of the education agenda in their school and not be overwhelmed by external factors. 

				This is dealt with in more detail in each of the subsequent chapters, with values underpinning decisions about the future structure of the school in chapter 2, the development of the curriculum in chapter 3 and the leadership of assessment in chapter 4. 

				Chapter 5 looks at accountability and suggests that leadership on this topic does not have to be reactive, but that accountability can be used proactively to reinforce the implementation of a vision and of values-based policies. Chapter 6 draws on my experience as national pupil premium champion to set out some thoughts on disadvantage and closing the gap, which are at the top of the education agenda in many countries, but especially in the UK, where the gap is wider than most. Chapter 7 is a discussion of professional and leadership development as the basis for the implementation of the ideas in other parts of the book. 

				Chapter 8 contains a discussion of school leadership at all levels, setting out 12 characteristics of successful leadership and stressing the opportunities existing for school leaders, even in a climate of central government prescription, to be creative and innovative. Chapter 9 welcomes the opportunities for system leadership in a school-led system and the concluding chapter draws together the themes of the book, putting school leadership in the wider context of public service reform and showing how confident and creative school leaders can take their schools to great heights of achievement that make a real difference to the life chances of the young people in their charge and influence the direction of national education policy. 

				Every chapter is, I hope, imbued with the last of the ten lessons learned on my leadership journey – the four Hs of school leadership: humanity, humility, hope and humour. School leaders at all levels need these in full measure if they are to lead happy and successful schools and to experience the joy and professional fulfilment of doing so.
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