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				Tom Rees is the Executive Headteacher of Simon de Senlis Primary School and Education Director at Northampton Primary Academy Trust where he leads on school improvement and education strategy across a group of 11 primary schools. 

				He is a former Advanced Skills Teacher with 17 years of school leadership across different contexts, counties and countries, the last 10 as a headteacher. Tom has also experienced life in industry, both in the building trade as a school leaver disenchanted with education and later in the EdTech industry working alongside schools, academies, local authorities and multinational companies between headships.

				Tom thinks, tweets and occasionally blogs about education. You can continue the conversation about wholesome school leadership with him on Twitter at @tomrees_77 or #WholesomeLeadership.

			

		

	
		
			
				REVIEWS

				

			  This is a must-read for all current and aspiring school leaders. Tom writes with great authenticity and skill, balancing theory, relevant first-hand experience and useful strategies to take away. This book is personal in style and very accessible - for me it was extremely useful, informative and incredibly relevant.

				Jon Watson, Headteacher, North Yorkshire

				

				Whether you are doubting entering primary school leadership, jilted by your current headship or would simply welcome the perspective of another colleague, you need to make this the first purchase on your planned reading list. Tom was a first class primary teacher and has been successful in headship.

				Craig Jones, Principal, Haywood Village Academy

				

				A book of humble wisdom from a master of evidence-based educational research and a self-help manual for the often lonely world of school leadership. Full of practical advice and guidance, it is a perfect dip-in, dip-out read for school leaders of varying experience and expertise. A must-read for every experienced or aspiring leader!

				Julia Kedwards, Multi-Academy Trust CEO

				

				At a time when the teaching profession is crying out for strong leadership, this book comes as a hugely useful roadmap. Filled with valuable insights from the author’s own experience in leadership, interviews with inspirational school leaders and heavily informed by evidence, Wholesome Leadership is a must-read for anyone working in a leadership role.

				Carl Hendrick, Head of Learning and Research at Wellington College and author of What Does This Look Like in the Classroom? 

				

				An utterly compelling account of leadership through the lens of research and individual leaders. All of them with their unique stories, insights and wisdom. Tom talks about Peter Hall Jones making him fall in love with the profession. Reading this book will make us all fall in love again…

				Mary Myatt, education adviser, writer and speaker

				

				This is a fascinating book packed full of insights about teaching and leadership. It addresses the challenges around creating practical and research-based school systems, building a strong culture and ethos, and staying true to your purpose in the face of changing national policies. The focus on primary education is particularly valuable in a field often dominated by secondary leaders.

				Daisy Christodoulou, Director of No More Marking and author of Making Good Progress: The future of assessment for learning

				

				Tom has written a great book, full of wisdom and insight. The book speaks both to the heart and the mind and truly explores the complexities of leading a school. Based on experience that comes from getting it right and wrong this is a must have for prospective and current school leaders that will help you challenge and explore the work you do.

				Simon Smith, Primary Headteacher

				

				What I really love about this book (and trust me, there’s plenty) is how Tom has managed to combine effortlessly some really big, complex ideas with such simplicity. Obviously, the illustrations help, but the narrative is crystal clear and easy for any experienced or aspiring school leader to dip in and out of. Above all though, the book reeks of authenticity and warmth, which in today’s ever-changing climate is very welcome indeed. (Oh, and any leadership book that quotes Han Solo, is fine by me and long overdue.)

				Andrew Morrish, Chief Executive, Victoria Academies Trust and author of The Art of Standing Out.

				

				In Wholesome Leadership, Tom Rees invites you to become the best version of yourself; the authentic leader you are called to be. I love the Five Fives grids as a way of moving from reflection, to action to impact in a sustainable way. Thoroughly recommended to current and future leaders.

				Stephen Tierney, Headteacher, MAT CEO & Chair of Head Teacher Roundtable

				

				This book fizzes with an authentic and human voice. Honest and useful - it will serve all leaders and those thinking about leadership really well. I’m pleased too that this distinctive voice is from our fantastic primary sector.

				Ty Goddard, Director, The Education Foundation

				

				Wholesome Leadership is a great read for leaders in any educational setting and at any stage of a leader’s career. Tom Rees draws on his experience as an Executive Headteacher and Education Director at a multi-academy trust to set out a very clear and practical model for school leaders to develop an authentic approach to leadership.

				The book acknowledges the complex nature of schools and never goes for easy answers. It is full of good sense and practical suggestions with reference to current research and theoretical models. What Tom provides is pragmatic advice that makes you think and consider your own practice. Wholesome Leadership is an accessible and insightful read and is highly recommended for those currently in leadership positions in school or looking to develop their leadership skills to move into a new role.

				Andrew Percival, Deputy Headteacher, Oldham

				

				This is an ambitious and inspiring book. It draws on values-based leadership from within education and beyond. The book reminds us that for both teachers and pupils, a great education is far more than a Progress 8 score. Rather, it enriches lives and advances society.  Ultimately, Wholesome Leadership is a book about people. If Ministers had used it as a model for education reform over the past eight years, our system would be in a far better place. This is a book for every leader in every school in England.

				Marc Rowland, Head of Rosendale Research School and author of Learning Without Labels.

				

				This is a warm, brilliant hug of a book which was a pleasure to read from start to finish! With honesty, humility and humour Tom has written a clever joyful mixture of anecdotes, quotations and interviews as well as providing pragmatic models, helpful protocols and practical tips and tools which will have a positive impact in our schools. The pictures and diagrams by Oliver Caviglioli are another highlight in this book and uniquely include four visualised managerial processes that will be hugely useful to every senior leadership team!

				Wholesome Leadership is a book I will certainly want to come back to again and again as well as using as a starting point for shared discussion with other members of the senior leadership team to help us reflect on and review our practice.

				Rae Snape, Headteacher of The Spinney Primary School, Cambridge/National Leader of Education 
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				Every now and then, I read something that really chimes with me. Something that seems to capture what I think, but then challenges me to think even further. Something that resonates, but brings a fresh perspective. This timely book from Tom Rees does just that. 

				Writing can be a lonely and challenging business – especially if you are running a school at the same time, as Tom is. So it really has been a complete privilege to have been involved in talking about this book with Tom almost from its inception. Right from the start, I was taken with Tom’s passion for school leadership and the difference it can make. But what really struck me was his depth of thinking and knowledge of leadership, and his ability to translate that into both a structure and tone that will be relevant to leaders in schools today. 

				It has been almost ten years since I led a school; but working closely with hundreds of heads and senior leaders every year, I see today’s leaders under intense pressure from a broken accountability system and facing real difficulties recruiting and retaining teachers while at the same time trying to balance the books. This book is just the tonic they need. It doesn’t shy away from these challenges – it is ruthlessly authentic. But with its beautifully simple yet powerful ‘H4’ model, it reminds us all why leading in schools is so important and so rewarding. By focusing on Heart, Head, Hands and Health, it takes a balanced approach to leadership that puts the fact that all leaders are human at its core. There is a deep humanity about this book that runs through every chapter.

				It is also refreshing to have someone from a primary perspective writing about leadership in this powerful way. Speaking as a former secondary teacher and leader, I am only too aware that the voice of my own phase is overly represented. But at the same time, this is a book for all leaders in all schools. Tom’s curation of both thoughts and personal views spans the whole educational spectrum. And what an impressive list of contributors he has pulled together, from Clare Sealy and Daisy Christodoulou to multi-academy trust CEOs Julia Kedwards, Stephen Tierney and Andrew Morrish – plus his very own dad! 

				Spanning the perspective of self, school and system, this tour de force is both well informed and uplifting, full of practical advice and guidance rooted in Tom’s front line role leading a school. You just know that what he talks about will be useful. 

				From a purely personal perspective, I learnt so much from this book. I had never heard of the idea of Gemba walks or the concept of Jidoka. Intrigued? Then you had better start reading – you’re in for a treat!

				Andy Buck
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It has been a great pleasure to work with Tom on Wholesome Leadership. Our partnership has developed far beyond simply choosing and creating the illustrations.

				This is the book that I would have loved to read as a deputy or head teacher. Management books can be either rather dull or too celebratory of personal successes. By contrast, Tom’s book strikes a very human tone that is both touching and effective. His weaving of evidence, theory and personal accounts is humble and authoritative at the same time. While we have seen the inexorable rise of the generic manager – all targets and checklists – Tom’s writing and experiences are a wonderful antidote to managerialism that resonate with maturity and reflection.

				His interviews are full of practical wisdom, covering a wide range of perspectives from a talented collection of practitioners. They alone are worth the price of the book. 

				Throughout the book, readers will sense the vocation and professionalism of Tom’s approach to leadership.

				Oliver Caviglioli
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Education remains the answer to many of the world’s questions and problems in this extraordinary and volatile 21st century. 

				With many different influences competing to blow the educational winds in the direction of political, commercial and ideological interests, authenticity of school leadership has never been more important. 

				Governments and ministers come and go; industries and businesses rise and fall; while high-powered voices in the system ebb and flow, along with their respective ideologies and hobby horses. Within this unpredictable and fluctuating educational narrative, school leaders must find the courage and integrity to do what is right for our young people.

				At the heart of this, we should remember the primary purpose of education: education itself. Yes, there are other purposes, such as gaining qualifications and skills for future employment or preparation for adulthood; but these are secondary to the entitlement of future generations to a rich and wholesome education which, in itself, enriches lives, develops minds and advances society.

				There is no more important job than the role of ‘teacher’ and fewer more fulfilling places to work than a well-run school.

				Never has it been more important for good people to become or remain school leaders.

				Tom Rees
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				For teachers everywhere.

				Never wish the days away, 
One day we’ll wish for them all back.

			

		

	
		
			

				INTRODUCTION
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				Does the world need another book on education?

				This is a question I have asked myself many times; after all, a wealth of wisdom and opinion has already been published in books, articles and blogs, alongside the ongoing conversation that social media now offers us. There are four reasons why, in the end, I came to believe that Wholesome Leadership was a book worth writing:

								


						Leadership shortage 

				

				Despite the critical importance of effective school leadership, recruitment and retention have reached crisis point. Recent research tells us that England already has a shortfall of 2,000 to 3,000 leaders in the system; that half the existing leadership pool is likely to leave the profession in the next six years; and that by 2022, England could require 19,000 new school leaders.1 This could have catastrophic effects for an education system already fragile from stuttering structural reform. We must do more to attract teachers and professionals into the business of running and improving schools. We must think more carefully as to how we can keep them in these roles for the long term.

				
						Breadth of the role

				

				School leadership is a complex affair; yet training and development for leaders is often patchy, missing many essential points. Given the variety of hats that leaders wear each day, it is vital that the nuances are understood more widely, and that the role is not reduced to simplistic models of leadership that are not always transferable into school settings. This book presents a holistic leadership model for schools through the four domains of Heart, Head, Hands and Health to capture the breadth of leadership required in our schools. 

				
						Practical help

				

				So often, what is written and presented about education is academic, journalistic or influenced by politics and ideology which overlooks the important practical help that school leaders need. Having spent the last 17 years of my life as a school leader, I have learned much from successes and failures, the people I have met and the things I have read. The examples and approaches in this book are real and drawn from my experience as a teacher, school leader and parent of three. It was written over nine months while spending my days running a primary school and leading school improvement across a number of other schools. Wholesome Leadership is written about life on the front line, from the front line; it is honest and I hope it is helpful.

				
						A primary voice

				

				I write from a primary school perspective, although I believe that many of the leadership principles and approaches presented in this book are transferable across wider educational settings. Our system is awash with powerful voices and influences from secondary and higher education; we need to balance this so that the challenges and opportunities within primary education can be better understood. I have always believed that children’s formative years afford the greatest potential for us to affect their lives for the better. I am a primary head and I write unashamedly from this view, with all the inevitable biases this brings.

								

Give me a child until he is seven and I will show you the man.

				Aristotle

							

	Wholesome Leadership

				This book is intended as a companion for school leaders at all levels. Whether you are an experienced senior leader, a school governor or new to a middle leadership role, my hope is that you will find plenty to make you think within these pages.

				Leading in a school is complicated. It requires us to know enough about many different issues and to be able to spin different plates without allowing the most important to come crashing down. No two days are ever the same in a school; and while this daily cut and thrust is demanding, for many it is the variety that keeps us in the job. 

				After the first two introductory chapters, this book is organised into the four sections of the Heart, Head, Hands and Health, each of which contains three chapters. Each chapter features research, advice and approaches, alongside some of my own experience and ideas and an interview with someone who has significant relevant expertise or experience. I am indebted to the interviewees for their insight and am sure you will enjoy their contributions!

				Although I have primarily used the term ‘leaders’ within this book, this is not to neglect the importance of the managerial and operational functions of the role. Schools stand or fall by their operational effectiveness, and the effort made just to keep a school running on a daily basis should never be underestimated. Operational tasks are always a focus of the wholesome leader.

				If I have one hope for this book, it is simply that it proves useful for you in your daily life. 
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Wholesome leadership – a model for school leadership

				Writing about the spectrum of school leadership issues is difficult without some kind of model to organise them. Therefore my next job is to explain the different aspects of the ‘wholesome leadership’ model, which has three dimensions:

				
						breadth of leadership;

						reach of leadership; and

						depth of leadership.

				

				The breadth of wholesome leaders 

				Figure 1. H4 Leadership Model
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	The ‘H4’ model captures the breadth of leadership, acknowledging that successful leaders manage to lead with Heart, Head, Hands and Health. Each domain plays a vital role in developing effective and sustainable leadership, and must be developed carefully and in balance with the others. 

								

The depth of wholesome leaders

				Within the H4 model, ‘depth’ refers to the substance and authenticity of leaders. I have adapted David Rock’s ‘Iceberg’ model,2 which shows that the observable aspects of leaders – such as their results and behaviours – are just the tip of the iceberg. Rock argues that while leaders often focus on results and behaviours, it is by delving beneath the waterline that they can make more significant connections with the people they lead. 

				The best leaders I have known achieve great results not because they micromanage behaviours of their staff or spend their lives obsessing over how to improve outcomes in the short term, but because they focus on the root causes of the challenges they face. Leadership with substance and authenticity, connecting to the values, beliefs, emotions and thought processes of others, is a far more powerful and effective approach.

				As Andrew Morrish, former head teacher and CEO of Victoria Academies, often says: ‘If I’m going to improve KS2 SATs results, the last thing I’m going to do is focus on KS2 SATs results.’

				Although school leaders often spend time in the spotlight, the depth of their leadership is often demonstrated in the moments when no one is watching. It is at these times when decisions and actions affecting others are often made, and when the integrity and authenticity of decision-makers are tested. Only the individuals themselves will ever know the true extent of their integrity.

				Figure 2. The ‘Iceberg’ model

								

[image: p11.jpg]

								

The depth of leadership in our system is of critical importance – particularly as we often find ourselves playing a game which rewards the wrong things. It is all too tempting to make short-term decisions in the name of chasing league tables or Ofsted grades at the expense of more important and fundamental responsibilities to society such as inclusion, supporting the most vulnerable and establishing a broad and rich curriculum. Our education system relies upon authentic leaders avoiding these potentially career-enhancing temptations to make the right decisions for the right reasons.

				In the end, if we want to look back at our lives and know that we made a positive contribution to the world, then the authenticity with which we lead is important.
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*Google Dictionary

								

The reach of wholesome leaders

				The three ‘reaches’ of leadership define different arcs in which we make an impact: self, school and system. These capture how successful leaders combine an investment in themselves alongside a commitment to improvement in their own schools and beyond their own gates – making a contribution to other schools and the wider education system.

				Self: The saying goes that ‘There’s no ‘I’ in team; but there is a ‘me’ if you look closely enough.’ Initially, leadership is very much a personal thing, requiring us to develop the knowledge, skills and resilience to do the job properly. It can also rely on us getting over ourselves, shaking off some of the hang-ups that we might have acquired and becoming aware of our own strengths and limitations. Even when leaders become experienced and proficient, it is important to maintain a state of continuous self-reflection and personal development. Without this, there is a risk that fresh challenges become stale and the reservoir of energy required to do the job becomes depleted. 

				School: Leadership in the main is a selfless business and our main focus will usually be beyond ourselves and centred on the schools in which we work. The best leaders are those who are service driven, putting the genuine and long-term interests of their organisation above all other peripheral and personal goals. At the heart of most successful schools is a group of leaders who have a heartfelt commitment to their role, which is more than ‘just a job’. This drive for continuous improvement must be checked or wellbeing and self-preservation can be compromised.

				System: As we grow as leaders, we can start to contribute to the wider educational landscape. This may involve collaborating with teachers from other schools, supporting another school or playing a role in a multi-academy trust (MAT). Work across the system can also be as straightforward as sharing classroom practice or leadership efforts via a blog or with colleagues online. Many of the best professional development opportunities across schools have arisen through this less formal route in recent years. 

				In the last five years, the narrative of a self-improving system has become a reality, with leaders playing a much more central role in organisations such as MATs and teaching schools, and in school-to-school support arrangements. The ‘system’, as this final reach, is where our greatest impact can be made, as our ideas and practice have the potential to reach beyond the gates of our own organisations.

								

The best way to find yourself is to lose yourself in the service of others.

				Mahatma Gandhi

								

Figure 3. The three leadership ‘reaches’: self, school and system

								

[image: p13.jpg]

							

	Endnotes

				1. Future Leaders, Teach First, Future Leaders, ‘The School Leadership Challenge: 2022’ (November 2016)

				2. Rock, D, Quiet Leadership: Six Steps to Transforming Performance at Work (HarperCollins, 2007)
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Authentic*

adjective: authentic

W of undisputed origin and not a copy; genuine.
“the letter is now accepted as an authentic document”
synonyms: genuine, original, real, actual, pukka, bona fide, true, veritable

W made or done in the traditional or original way, or in a way that faithfully resembles an original.
“the restaurant serves authentic Italian meals”

W based on facts; accurate or reliable.
“an authentic depiction of the situation”
synonyms: reliable, dependable, trustworthy, authoritative, honest, faithful; More antonyms: unreliable,
inaccurate

m (in existentialist philosophy) relating to or denoting an emationally appropriate, significant, purposive, and
responsible mode of human life.
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