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Welcome to the seventh 
edition of the Evolve 
Alliance research journal 
on the theme of culture. 
There has been much 
debate and research on 
the importance of culture 
within schools and its 
repo r t ed impac t on 
academic achievement and 

we will examine culture from a variety of different viewpoints from our contributors 
in this edition. 

So what do we mean by school culture?

It’s one of those things that is difficult to describe and it is so intangible, but it’s 
essential: you can walk into a school and know immediately whether you want to be 
there or not. But, just because culture is intangible doesn’t mean that it’s undefinable; Nadine Engels describes it as “a 
shared sense of purpose and values, norms of continuous learning and improvement, collaborative collegial 
relationships ... and “sharing experiences” as factors that contribute to a positive school culture.  Innovation, leadership, 
teamwork and “goal-orientedness” are also important. Imagining a school that embodies those values, it’s easy to see 
why Engles wrote that school culture “has an effect on students’ learning,” and why education reform leader Michael 
Fullan argued that principles should prioritise their school’s culture over everything else.

I would like to take this opportunity to thank the contributors to the journal; Nick Heard from the National College of 
Education, Helena Brothwell from Queen Elizabeth Academy,  Katrina Kerry from The Manor Academy, Natalie Aveyard 
and Joe Morrin from The Evolve Trust.  All of whom have given up their time to feature in this edition.   I am also 
delighted to announce the date for our third annual thought-leadership conference is on Wednesday, 9th October 2019 
and tickets will be on sale shortly.  I look forward to seeing you there.

More information about the Evolve Alliance can be found at www.evolvealliance.org

CEO of The Evolve Trust
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How important 
do you believe 
cu l ture i s in 
schools today 
and why?

Culture is the building 
block for any organisation’s success; nurturing and 
growing it is a job for every member of the organisation. 
Culture, as Prof Damian Hughes1 notes, can provide the 
‘extra 10% of competitive difference/advantage’ for any 
team.  Schools are realising the impact of creating a 
positive ‘culture’ on performance, be it across the 
teaching staff, support staff or students and families and 
as such, should be a conscious area for continuous 
development within school leadership teams.

Too often in school, we focus on performance 
(outcomes) without unpicking the behavioural steps that 
lead to this and we routinely lose sight of ‘what it feels 
like’ to be part of the school and its community.

What do you believe constitutes an 
effective culture?

Effective cultures are different for every school or 
organisation, which is why we often see leaders who 
attempt to ‘air lift’ in their previously successful 
approaches fail so drastically in new contexts. Culture is 
about ‘the feel’ and the identification and adherence to 
agreed behaviours within an organisation. Mark Bennett 
MBE2 (@PDSCoach), suggests that ‘agreement on 
behaviours is the tenet to performance’; performance is 
a result of demonstrating the agreed behaviours, 
regardless of the outcome! However, unless these are 
shared and understood by all, confusion and a lack of 
understanding pervades. 

For example, think about when you have asked your 
teenager to tidy their room. You have an idea of tidy and 
so do they. If you don’t take a moment to exemplify 
what tidy is, you may well be creating opportunity for 
lack of understanding to almost certainly creep in. 

The Big Interview ……  Nick Heard

Nick is a Senior Partnership Manager for the National 
College of Education and is challenging school leaders to 
‘think differently’ about how they train and retain 
colleagues.
 
Nick has spent over 20 years working in London schools, 
serving disadvantaged communities and has also served as 
an additional Inspector for OFSTED based in the London 
region.
 
As a trustee of The Big Kid Foundation, Nick works with 
like-minded colleagues to break down and challenge the 
barriers that London's young people face to ensure that 
they can be the 'best version of themselves'.
 
Nick is a member of the Kings College REACH Project 
Steering Group, which is investigating mental health in 
teenage and adolescent ethnic minority populations and a 
member of the McPinn Foundation Priority Partnership 
Setting Group – Right People, Right Questions 
researching mental health in young people.
 
Nick is the co-founder of Relentless Optimism, a platform 
designed to enable collaboration and reflection with like-
minded leaders. Nick has applied his interest in leadership 
and culture and recently formed The Culture Dimension, 
an organisation aimed at supporting culture & behavioural 
change in teams & the work place and leads on Strategy, 
Culture & Behaviour for London Irish Amateur Rugby 
Club.
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Ensuring clarity in all communication is another key 
part of the culture building process. ‘Do you see 
what I see?’ – build mantras that will support the 
building of the culture you want to achieve. I would 
avoid big posters with hyperbolic statements and just 
focus on the ‘way we do it here’ – live the 
behaviours that demonstrate your values daily!

How do you know when the right culture 
exists?

I don’t think you ever know when it’s right, other 
than reflecting on how it ‘feels’ within the 
organisation. Retention rates of colleagues, harmony 
of the community etc will all provide you with clues 
about your culture. Can and do people challenge 
honestly without offence when behaviour slips? This 
is a big way of knowing your culture is heading in the 
right direction! The key is that you keep working at 
it, culture isn’t ever finished but when positive, can 
have a profound impact on organisational success.

I think that Stanley McChrystal4 suggestion that “the 
role of the senior leader is no longer that of 
controlling puppet master, but rather that of an 
empa the t i c c r a f t e r o f 
culture” is a fantastic place 
to start building the culture 
you are looking for!

1 Hughes, D. (2018). The 
Barcelona Way . London: 
M a c m i l l a n . I S B N - 1 0 : 
1509804420
2 Benne t t , M . (2019 ) . 
@ P D S C o a c h . h t t p s : / /
www.pdscoaching.com/ 
3 Schein, E. (2018). http://leadership.mit.edu/portfolio-
item/ed-schien/  
4 McChrystal, S. (2015). Team of Teams: New Rules of 
Engagement for a Complex World. Penguin. ISBN-10: 
0241250838
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Yo u r t e e n a g e r s 
understanding of tidy 
may well be to stuff 
everything out of sight 
in drawers, cupboards 
etc. Yours is to neatly 
f o l d a n d p u t 
everything where it 
belongs. Until you 
have both agreed on 
what ‘tidy’ looks like – 
you won’t get the 
outcome that you are 
looking for!

When you ask has 
your room been tidied 

and receive the ‘yes’ that you want, only to find it looks like 
you have been burgled, begin the undoubted row that 
ensues, reflect on how clear you were about what ‘tidy’ is – 
did you reach agreement on what it looks like? 

Building culture is the same, you have to agree on what the 
‘behaviours’ look like and build consensus!

Remember, listening isn’t what is heard, it is what is 
understood!

What do you think are the most effective 
ways of dealing with adverse or negative 
cultures?

When dealing with adverse or negative culture, you are 
almost certainly dealing with negative or toxic behaviours. 
These need to be met head on. The behaviours that you are 
looking for need to be re-exemplified and then monitored. 
Begin realigning to the overarching values of the 
organisation. ‘It’s the way we do it here’ is a powerful tool. 
Prof Edgar Schein3 noted that ‘leaders create the culture. 
Culture drives behaviour. Behaviour produces results.’ You 
must tackle the behaviour you want to change and as 
leaders model it in everything you do. 

W h a t s t r a t e g i e s a re e f f e c t i v e i n 
transmitting the desired culture throughout 
the organisation? How do you ensure that 
the right culture exists on a day to day 
basis?

The most effective strategy after agreeing on the desired 
behaviours that underpin everything you do, is modelling it 
as leaders. Be empathetic and humble. Notice when 
colleagues are exemplifying it and recognise and celebrate it. 
Be overt in addressing and supporting colleagues when 
behaviour slips and support through coaching to ensure that 
the behaviour is clear and understood. Edgar Schein noted 
that ‘when it comes to culture, you tend to get what you 
settle for!’

“the role of the senior leader is 
no longer that of controlling 

puppet master, but rather that 
of an empathetic crafter of 

culture”

https://www.pdscoaching.com/
http://leadership.mit.edu/portfolio-item/ed-schien/
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The Launch of …. 
A Sum Greater than its Parts? 

Following the success of the Wild Search first 
report, Sharing Resources, Securing Success (2017), 
this second edition further explores how 
educational standards can be raised through 
providing a central service and regional and 
national leadership roles. Contributors include 
those running MATs as well as other leaders in the 
education sector.

Please click on the following link for the full version 
of the journal: 

h t t p s : / / s t a t i c 1 . s q u a re s p a c e . c o m / s t a t i c /
5 9 6 3 8 4 b 8 1 e 5 b 6 c 8 b 8 7 5 b c 9 2 5 / t /
5c878a2eeb39313bbb502393/1552386697391/201
9+A+Sum+Greater+than+its+Parts.pdf

Making Education Groups Work
Edward Wild and Claire-Marie Cuthbert 

at the launch of the Wild Journal in 
March 2019

In order to thrive, our children will not only need to be 
highly literate, but they will also need to be healthy, 
adaptable, resilient, and confident lifelong learners – 
embracing change and knowing that, through hard work, 
they can and will succeed. 

To ensure we prepare them well for this changing world, 
school leaders, teachers and other educationalists need to 
work together. We must – through ongoing research, 
professional development, school-to-school support, and 
sharing of best practice – create an education system that 
will enable children and young people to thrive and succeed 
both now and in their future lives. That requires us to break 
down the barriers – across schools, trusts and localities – to 
learn from one another and invest time and energy in 
helping all schools to adapt and succeed, to the benefit of all 
children and young people.

The Evolve Trust is a small geographically local-based MAT in 
Mansfield. Mansfield’s education system is – like all parts of 
England – experiencing significant flux. 32% of schools in 
Mansfield are academies and fall within five academy trusts 
operating within 
the town. There 
i s s i g n i fi c an t 
fragmentat ion 
and i so lat ion 
w i t h i n t h e 
system and so 
far there have 
only been eight 
primaries within 
the town who 
have converted 
t o a c a d e m y 
status.

Evolving Education by Claire-Marie 
Cuthbert 

The world around us is changing rapidly, not least for 
the children and young people we serve. For them, it 
is a world of growing and exciting opportunities, but 
also one that presents some unprecedented 
challenges.

The Cultural Evolution
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Mansfield does not – currently – benefit from the 
leadership or work of a designated teaching school. There 
are currently no deep school partnerships within the town 
that are focused on providing wide-scale teacher and 
leadership training and development, or co-ordinating 
school to school support.

To ensure we prepare them well for this changing world, 
school leaders, teachers and other educationalists need to 
work together.

Mansfield’s success depends on attracting and retaining the 
best leaders and teachers to serve its schools. The 
education system is currently facing a challenging time for 
recruitment as the economy grows, competition for 
graduate-educated employees increases, school places 
(particularly in the secondary sector) increase and pay lags 
behind other sectors. Mansfield is further hampered by a 
lack of a university within the town.

Mansfield is also a town with significant pockets of 
disadvantage and worklessness. 14% of the schools are 
judged as ‘requires improvement’ or ‘inadequate’, with two 
of the town’s eleven secondary schools being judged as 
‘inadequate’. Whilst the town’s schools 
have generally improved in recent years, 
there remain significant concerns about 
how well children are prepared for the 
future.  Unemployment is above the 
national average and there is a lack of 
local choice in terms of higher education 
offered within the town.

Whilst the education system is focused on the 
performance of schools as judged by Ofsted and 
performance tables (and this is important), there 
remains a need to support and remain focused on how 
the town’s future adults can prosper in a wide range of 
ways; drawing on the social capital of business, the third 
sector and community groups – as well as schools – to 
achieve this.

With this in mind, the Evolve Trust set about creating 
the Evolve Alliance. This is a strong and dynamic alliance 
of local and regional schools, with the professional 
courage to deliver the highest quality and most relevant 
learning experiences across all of our schools. The 
Alliance is passionate that leaders and all staff in schools 
need to model a system of collaboration and 
partnership, rather than pressure and competition. As 
education colleagues, there needs to be courage in 
setting curriculum and accountability systems that will 
give local children and young people the skills they will 
need both now and in the future, and to stay true to the 
legacy they want for the children and young people they 
serve. 

@_evolvealliance    evolvealliance@evolvetrust.org
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There remains a need to support 
and remain focused on how the 
town’s future adults can prosper in a 
wide range of ways.

We know from research that factors 
such as collaborating with peers and 
working with colleagues in other 
contexts , i s not on ly h i gh ly 
motivating but also enables heads 
and school leaders to develop 
professionally and manage challenging 
times. It also provides the basis of 
trust and confidence required for 
deeper partnerships – such as peer 
review. At a time when the local 
authority’s capacity for supporting 
schools to manage changes in policy 
and practice is dwindling (and as 
some MATs become very internally 
focused), it is important that schools 
and practitioners themselves take a 
lead in supporting one another to 
manage change and share practice.

The Evolve Trust has taken the lead 
in developing rich professional 
networks across Mansfield and one 
of the key motivations behind the 
development of the alliance was a 
system that works together to 
achieve successful outcomes for all 
children in Mansfield. The self-
improving system relies on schools 
and effective leaders working beyond 
the parameters of their own 
institutions to support the wider 
school landscape. At its heart is the 
notion that schools should work 
together to drive up standards for 
the benefit of all children.

mailto:evolvealliance@evolvetrust.org
mailto:evolvealliance@evolvetrust.org


 

Members of the Evolve Trust supported 
the CEO at the 10% Braver book 
launch. Claire co-authored Chapter 6 of 
this ultimate guide for women in 
education. Written by leading members 
o f t he g r a s s roo t s #WomenEd 
movement, it offers guidance on how to 
attain and succeed in leadership 
positions, alongside nuanced analysis 
and debate of topics including: the 
gender pay gap, gender stereotyping in 
schools and beyond, the realities 
experienced by BME leaders and how 
flexible working cultures can redress 
inequities. Each chapter gives advice on 
how we can all change things for the 
better, as individuals, in our schools, and 
across the system, and how you can be 
part of the #WomenEd movement to 
improve equality in education for 
everyone.   

The Cultural Evolution 

#WomenEd is 
a grassroots 
m o v e m e n t 
w h i c h 
c o n n e c t s 
existing and 
a s p i r i n g 
l e a d e r s i n 
e d u c a t i o n . 
Even though women dominate the workforce across all 
sectors of education there still remain gender inequalities, 
particularly at senior leadership level. 62% of teachers in 
secondary schools are women but only 39% of secondary 
headteachers are female. Only 7% of women in education 
will attempt to negotiate their initial salary offer, 
compared to 57% of their male counterparts. 1 in 4 
teachers who quit the classroom in recent years were 
women aged 30-39.

The book 10% Braver was launched on Saturday 9th 
March in London and was attended by over 350 invited 
guests, including its authors, Dame Allison Peacock and 
representatives from the publishing house Sage.  Claire- 

Marie Cuthbert CEO of The 
Evolve Trust has co-
authored chapter 6 on 
“Leading Differently.” In 
this chapter she discusses 
h e r fi r s t h e a d s h i p 
interview and unpicks 
some of the barriers she 
has faced as one of the 
country’s youngest female 
CEOs. Each of the books 
chapters gives advice on 
how we can all change 
things for the better, as 
individuals, in our schools, 
and across the system, and 
how you can be part of the 
#WomenEd movement to 
i m p ro v e e q u a l i t y i n 
education for everyone.
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Research Corner:
What Natalie Aveyard has been 
reading:

10% Braver 
10% Braver is a book written by a variety of educational professionals who are 
passionate about enabling different types of leaders to develop, thrive and succeed in the 
teaching profession. The book provides the reader with the inspiration to step outside 
their comfort zone, to take on new challenges as well as suggesting tips on how that 
infamous imposter syndrome - quietening your ‘inner critic’ can be managed.  The stories will make the reader reflect and 
realise that there are leadership opportunities for all just waiting to be taken on board. 

It is an easy read, as well as being relevant and engaging. It is something the reader will enjoy from cover to cover and then 
refer back to. It is a vital read for anyone interested in their own professional development as they progress up the career 
ladder in addition to understanding different leadership experiences. 

The key points that begin each chapter are not only informative but provide a useful insight into future discussions enabling a 
starting point for the reader’s own reflections.

Having the review and questions embedded in the chapters encourages the reader’s thinking whilst enabling the reader to 
reflect on what the journey means for them. 

This book will give the reader the strength to build their confidence and realise that there is a network of support and 
encouragement just around the corner to welcome them with open arms. There is a community just waiting to 
champion the reader into their next role, willing the reader to do things differently and support the progression of all 
women leaders. This book will make the reader feel empowered to be 10% braver.

The opening chapter provides the background scenes illustrating how WomenEd was formed and who the key players 
are, it is an excellent start to what lies ahead in the fascinating accounts of the WomenEd movement.

Another chapter “Feel the fear and do it anyway’ - a must read for anyone who lacks the self-belief in their own abilities and 
needs that push to be bolder and take the next steps for change.

Chapter 6 is full of case studies providing real life examples to draw strength and support 
from. They share the insights in to a variety of people’s careers highlighting the barriers 
they have had to overcome in their own journeys. What will resonate with the reader is 
that all the personal stories champion change and challenge the system giving hope to all 
of us. In particular, our own CEO who overcame gender bias at her first headship 
interview, showing resilience to not let this setback stop her from fulfilling her dreams. 
This chapter gives authentic stories and ideas to deploy in your own schools – tools and 
tips to support you as the reader in your own leadership role.

It is great that a lot of the authors and contributors are or have been in a variety of leadership roles giving substance and 
authenticity to the information they are sharing. It is not just theory it is actual strategies that work in practice as evidenced 
by their own successes and achievements. The writers are still at the ‘coal face’ and extremely credible.

This books exposes the vulnerability of leadership as well as raising awareness that there is always answers and support 
available from your tribe. How will you be 10% braver?

10
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Building a Positive Culture ……  
Helena Brothwell

Building a positive culture is ultimately about professional 
trust.  Where that is absent, people cannot feel safe to 
develop and flourish.  That is as true for adults as it is for 
students.

At Queen Elizabeth’s we operate within a high challenge : 
low threat environment and we have established strong 

professional trust between colleagues.  

What does this look like in practice?

We are very explicit about adults’ 
role within the academy, they are 
very highly qualified/experienced 
professionals and we treat them as 
such. 

‘Helena Brothwell - Principal at Queen Elizabeth’s 
Academy. 

I have worked at Queen Elizabeth’s for almost three years, 
and prior to that I worked in the education directorate 
for Diverse Academies Learning Partnership (DALP), 
working across the schools. 

My educational philosophy is to have the highest 
expectations of everyone, and the highest levels of support 
to ensure that everyone gets there.’

It is our expectation that they are left to plan their own 
workloads and determine their own working hours – 
we will wave enthusiastically to a member of staff 
driving home at 3.15 to do family stuff – this is to be 
applauded. 

Ultimately I am in and out of classrooms daily and so I 
know the high quality work that is going on, staff don’t 
need to prove to me that they are working hard by 
hours ‘logged’ at their desk.  This isn’t how people 
manage work and family life and I myself have changed 
my working patterns drastically throughout different 
periods in my life, leaving school on the bell to get home 
to my daughter when she was young and then working 
after she was in bed, to working in school until later and 
going home with empty bags – both are valid and staff 
are trusted to do what works for them.

It’s also important that we remove anything which is an 
unnecessary burden on professionals’ time – we 
challenge staff to deliver very high quality lessons with a 
high level of academic rigour, so I would prefer staff 
spend time on developing their own subject knowledge, 
than marking work from weeks ago or changing 
resources into a format of my choice – professional 
time is valuable so it is only used for things which we 
know (with a decent evidence base behind it) make a 
difference in helping students learn.

@_evolvealliance     evolvealliance@evolvetrust.orgJournal 07 / March 2019
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A knowledge based curriculum puts teachers firmly 
back into the ‘expert’ role – not facilitator, not 
entertainer, not behaviour manager – (SLT looks after 
behaviour – teachers are released from that burden, 
their job is to teach and it is our job to ensure that 
they can) – they are experts in their field, able to 
impart knowledge in a structured, sequenced way 
which supports students to learn.  This is a huge relief 
to many staff and has resulted in excellent 
relationships between students and staff.  We pride 
ourselves on being a very warm, loving school, but 
with very high expectations of our students and staff.

We have staff approaching us 
for roles because they like our 

curriculum and our approach to 
looking after our staff. 

We enjoy excellent retention of staff, we work hard 
to develop and train our staff so that they could easily 
leave, but we treat them so well that hopefully they 
won’t.  I am blessed to work with such an excellent 
staff team and they know how amazing I think that 
they are, because I tour visitors around the place on a 
weekly basis!  Please feel free to pop by if you want to 
see how we work, staff and students are very used to 
it!

We find that recruitment is not a difficult job for us 
anymore and we don’t waste money on adverts in the 
TES – we use social media and word of mouth and we 
have successfully filled 5 high profile roles within the 
academy in this way.  We have staff approaching us for 
roles because they like our curriculum and our 
approach to looking after our staff. 
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T h e c u l t u re a t 
Netflix has seen 
their productivity 
and profit rocket in 
a very competitive 
market place. As a 
company they have 
p o s i t i o n e d 
themselves to be 
market leaders, with 
consumers in the 
UK choosing to not 
pay their BBC TV 
license but stream 
direct from Netflix. 
N e t fl i x h a s 
transformed itself 
from a DVD-by-mail 
company into the 
wo r l d ’s l a r g e s t 
s u b s c r i p t i o n 
s treaming v ideo 
service, with  more 
than 54 million paid 
subscribers in about 
50 countries. How 
have they achieved 
this? … Company 
Culture.

When setting a school culture we have a duty as school leaders 
to be as bold as Netflix’s, if 

a small DVD by mail 
Company can transform 
i n t o t h e l a r g e s t 
subscription streaming 
video service, the UK’s 
education system could 
be the best in the world. 

So what is blocking us 
as leaders? 
 

Getting the mission right ……  
                        Charlie Elliott
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Charlie is  a passionate school leader, whose 
experience has included leading both Primary and 
Secondary schools across the UK. She has a strong 
school improvement background, removing both 
primaries and secondary schools from Ofsted 
categories in short periods of time. Charlie 
has worked nationally for many years, and held roles 
within multi- academy trusts and at school level. She 
has supported schools both as an Executive Principal 
and a Consultant Leader, to drive transformational 
change over groups of schools. 

Charlie is part of the Ambition Leadership Headship 
Institute, which is a group of Headteachers who are 
dedicated to system leadership, leading schools who 
serve disadvantaged areas across the UK.  

She was recruited by the Department for Education 
in 2015 to join their Talented Leaders Programme.  
The Programme aims are to address the inequities in 
education and ensure all children gain a great 
education, the programme completed in 2017. 
Charlie completed her National Professional 
Qualification in Executive Leadership in 2015, but 
recently she has  been asked to lecture at 
Buckingham University as part of their Master in 
Educational Leadership teaching team.
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John Ciancutti Netflix “We are higher fully formed 
adults, we treat them as such -- bestowing on them 

g re a t a m o u n t s o f 
freedom so they can 
take risks and innovate 
without being bogged 
down by process.”

http://files.shareholder.com/downloads/NFLX/3648912329x0x804108/043A3015-36EC-49B9-907C-27960F1A7E57/Q4_14_Letter_to_shareholders.pdf
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As a leader I always take a big gulp and a deep breath 
before sharing a new mission with staff. The mission of 
a school has the power to destabilise the normal, 
challenge engrained views, and prompt rapid change. 
Our mission statement at The Bramble Academy has 
been a catalyst for change, a section of our mission has 
even been used to recruit staff.

At school when we 
recruit we look for 
key Trust behaviours 
which complement 
o u r c u l t u r e ; 
Resilience, Ambition, 
I n t e g r i t y, t h e s e 
b e h a v i o u r s a r e 
tested through the 
interview process, 
and pre -recruitment 
process. As a school 
it is important to us 
that new employees 
are mission aligned, 
and have the right 
b e h a v i o u r a l 
attributes to be an 
important cog, in the 
big machine which is 
fighting for equality 
in education.

Do we as leaders 
define our culture 
clearly enough for all 
staff? Are all our 
decisions based around our beliefs, behaviours and mission?  
Netflix’s define their culture into 6 key areas;  Values are what 
we Value, High Performance Freedom & Responsibility, 
Context, not Control, Highly Aligned, Loosely Coupled Pay Top 
of Market, Promotions & Development. 

Netflix then move deeper into setting the behaviours that they 
want to see in their employees.  These 9 behaviours are 
accompanied by “you will” statements, for example: 

- You inspire others with your thirst for excellence, 
- You care intensely about Netflix‘s success, 
- You celebrate wins, 
- You are tenacious.

At The Bramble Academy our “you will” statements are evident 
every day in all staff at all levels. Ambition “you will have 
ambition for all pupils”, “you will empower yourself to achieve 
the schools goals.” Such behaviours have been a key 
component in driving a school culture that has a “can do” 
attitude, who together overcome barriers like a school of 
dolphins. Staff have not been explicitly instructed to 
demonstrate the “you will” statements, they have been born 
from the authentic culture that has been created from our 
strong mission.

In conclusion, if a leader gets their missions 
right, the beliefs flow, and the behaviours 

of staff flourish.

“We will create revolutionary 
pedagogical practices, which shatter 
through the barriers to learning our 

children face”.
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The way we do things around here ……  
Joe Morrin

Culture

‘Culture: from 
the Lat in for 
cultus, which means care’. (Coyle, 2018)

Fullan (2007) suggests that a school’s culture is 
defined as the guiding beliefs and values evident in the 
way the school operates or, quite simply, ‘it’s the 
[school’s] personality’ (Wheatley and Wilkes, 2012, 
p2).  Culture is how people interact with each other, 
what they do, how they behave and what they say. 

From an anthropological perspective, staff engage in 
numerous social interactions, and they begin to 
construct their own meaning of the organisational 
culture and internalise established norms. An example 
of this is evident in Wheatley and Wilkes’ (2012) 
research, whereby a new member of staff may come 
into the school and will need to discover, learn and 
come to terms with how the new group operates. 
Interactions are important, as an individual can help to 
ensure that newcomers are admitted into the 
customs and ways of working of the group; that the 
group’s values and traditions are conveyed, 
understood and accepted. (Wheatley and Wilkes, 
2012).

Negative and Positive

‘Positive school culture is the heart of improvement 
and growth in any building’. (Habbeger, 2008)

A variety of institutions and research suggest that a 
positive culture enables both staff and students to 
thrive, through a shared sense of purpose and values, 
and collegial relationships. Conversely, a negative/toxic 
culture can create fragility, reinforces inertia and 
develops hostile relations between staff (Patterson, K, 
2002). There is a certain dualism to culture, namely, 
how we all act and behave can be determined by, but 
can also influence the organisational culture. 

‘If vision is the destination, culture is the route.’ (Wheatley 
and Wilkes, 2012)

So often you have heard the term ‘culture’ in day-to-day 
conversations around the Trust, but what exactly is it and 
how might we begin to understand, possibly change it? 
Most people think of culture as “the way we do things 
around here”, but this requires more unpicking because 
there are many layers behind why things are done within 
our context and, questionably, whether or not it always has 
to be like this. Interestingly, Southworth’s (2014) work 
highlights that school culture can encompass staff and 
student cultures, both influencing and being influenced by 
each other.  

The way we do things around here

The Cultural Evolution 

Joe is Lead Practitioner responsible for Humanities at 
The Brunts Academy. He has been teaching for 14 years 
and has had leadership experience in both state and 
private schools in England and in Spain. Since completing 
his M.Ed. in Educational Leadership in 2016, Joe has taken 
a particular interest in teacher development and has 
worked with schools across the Trust to champion the 
use of evidence-informed practice. Currently, Joe is 
overseeing the Trust Fellowship programme which 
provides opportunities for teachers to engage with 
action research in a key priority area, whilst enabling 
them to gain 30 Masters Level credits through 
Nottingham Trent University.
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It’s time for change

‘Coming together is a beginning; keeping together is 
progress; working together is success’.

(Ford, n.d.)

Pendleton and Furnham’s, cited in Buck (2018), model 
provides a useful visual on the impact of a positive 
culture and climate in organisations. Intended for 
leadership, the model is applicable to teachers and 
support staff as leaders of learning, as well as middle, 
senior and executive leaders. With this in mind, it is 
important to consider that everyone is a leader and 
everyone plays an important part in influencing the 
culture of an organisation. 

A teacher-centred perspective on culture may focus on 
whether or not we have high expectations of our 
students, in terms of work, presentation and behaviour; 
if the learning environments are well organised and 
inspiring and; whether we encourage students to have 
strong and supportive relationships with their peers and 
all the staff they work with.  But do we all trust each 
other to do this and how far do we go to develop trust 
within our classes, departments and across the school? 

A plethora of research indicates that trusting 
relationships are indispensable to a positive culture 
(Haiyan et. al., 2017) and we as leaders at every level 
can help develop and sustain a positive culture in school 
by promoting an open, supportive environment that is 
conducive to trusting relationships.

By articulating, supporting and enacting the values and 
ideals of the organisation, we can help steer the climate 
and create a positive feel for our teachers and students 
alike. 

Building Discretionary Effort

So the question is, do we all share the values and the 
ethos of the organisation and how far do we go to 
enhance or jeopardise it? 

It is important to consider that with any change 
comes uncertainty, but the key is to support the 
positive culture and climate through collegial support 
so that everyone is “singing from the same song 
sheet”. This combination will lead to an increase in 
‘discretionary effort’ (Buck, 2018) whereby staff and 
students will “go-the-extra mile”, resulting in positive 
outcomes.  Fundamentally, we all play a part in 
creating the right conditions for discretionary effort 
to develop across the organisation and ‘we’ should be 
at the heart of our culture. The challenge now is to 
engage, support, sustain and grow as an organisation 
(Wheatley and Wilkes, 2012) to ensure the very best 
for all. 

mailto:evolvealliance@evolvetrust.org
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It was evident that for the 
school to implement the 
level of improvement 
required, leaders needed 
to create a culture of 
success that would aid 
accelerated progress in all 
areas. 

According to Deal and 
Peterson (2009), research 
suggests that a strong, 
positive culture serves 
s e v e r a l b e n e fi c i a l 
functions, including the 
following: 

- Fostering effort and productivity.

- Improving collegial and collaborative activities that in turn 
promote better communication and problem solving.

- Supporting successful change and improvement efforts.

- Building commitment and helping students and teachers 
identify with the school.

- Amplifying energy and motivation of staff members and 
students.

- Focusing attention and daily behaviour on what is 
important and valued.

Culture, Creating a Positive School 
Community …… Katrina Kerry

I am very proud to be the Headteacher of an Ofsted 
accredited “Good” school that serves the community 
of Mansfield Woodhouse. The school has been 
recognised by Amanda Spielman personally as having 
made, ‘rapid improvements’. Unfortunately that has 
not always been the case, in fact in 2016 the school 
was placed into special measures. The report read: 

“This school requires special measures because it is failing 
to give its pupils an acceptable standard of education and 
the persons responsible for leading, managing or governing 
the school are not demonstrating the capacity to secure 
the necessary improvement in the school”.  

The school was known for poor results, financial 
hardship, a significant fall in role and being full of 
supply staff as we struggled to recruit quality teachers.

A

C

H

I

E

V

E

Our Vision Aspire Achieve Excel

spire to be greater

aring for ourselves, others and
the environment

appy and safe to be yourself

nspirational in our learning

quality in opportunity

oice your opinions with
confidence and respect

xcellence in all we do

Manor Academy

The Cultural Evolution 
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Katrina Kerry is Headteacher at The Manor 
Academy in Mansfield Woodhouse. The 
Manor is now a successful, Ofsted accredited 
“good” school under Katrina’s leadership. 
Katrina has worked at the Manor for 15 
years, throughout that time she has held a 
wide variety of positions, working her way up 
to Headteacher. Katrina’s areas of specialism 
inc lude; Curr icu lum Des ign , Ra is ing 
Achievement, Safeguarding and carrying out 
external Pupil Premium Reviews.
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Developing on from these ideas we worked on creating 
a culture through a shared vision, giving the acronym 
‘Achieve’. 

This essentially consisted of:

1. Establishing a culture in which the shared vision is 
understood by all stakeholders.

2. Ensuring the culture has Teaching and Learning at the 
heart of all that we do.

3. Creating a culture in which we all have the highest 
possible aspirations for all of our students regardless of 
their starting points.

4. Maintaining a culture in which there is a shared belief 
that caring for ourselves, others and the environment are 
key to our success. 

5. Insisting on a culture in which staff and students are 
motivated to aspire for excellence in all that we do.

Once we had establish what was going to move the 
school forward, the first cultural change was to raise the 
profile of CPD so the sole focus was on Teaching and 
Learning.  All meetings, INSET and training events were 
to have a clear Teaching and Learning focus. Monday 
morning staff briefings, for example, always ended with 
“make the main thing, the main thing” so that all staff 
were clear that planning, teaching and marking were the 
essential tasks, nothing else was more important. 

There was a distinct focus on sharing best practice in the 
classroom by becoming more outward facing and seeking 
out expertise from our Multi Academy Trust. In 
curriculum areas that were struggling we were very 
honest and open about what support we needed to 
allow staff to develop in these areas.

Building faith in the community was a core focus in 
raising the profile of the school. We led parent forums 
that invited the community into the school to discuss 
their ideas and concerns in an open forum with SLT and 
the Governing Body. We wanted all stakeholders to 
know that we were listening and that we cared, in the 
same way as we do with our staff and students. Meeting 
with the Primary feeder school Headteachers were also 
crucial; they were extremely supportive and quickly 
began to understand the distinct direction of travel 
within the school, all for the better. Having supportive 
feeder schools has proved invaluable and they have been 
true advocates for us on our journey. 

The creation of a strong curriculum has been essential 
in moving the school forward. Students are all now on 
the right pathways with high quality careers advice. 
Our curriculum is now very responsive to the needs 
of the community both academically and pastorally. 

Carrying out a full staffing restructure allowed us to 
get the right people in the right posts and strengthen 
leadership at all levels. Leaders are all clear about 
what the expectations of them are in their roles and 
they are an effective tool in moving the school from 
strength to strength, delivering our vision on a daily 
basis. 

As leaders we are very honest and transparent; we 
never, throughout the journey out of special measures, 
shied away from a difficult conversation about the 
quality of teaching and learning. All underperformance 
was challenged and poor teaching was subsequently 
eradicated. Teachers were supported to improve 
through a sophisticated coaching programme and 
targeted CPD. 

In May 2018 the school was removed from ‘Special 
Measures’ and we accelerated up to a rating of ‘Good’. 
In my view this was as a direct result of our relentless 
drive to implement all the improvements required. We 
have created a culture of success in our school 
through the vision of ‘Achieve’ where all staff strive 
for continuous improvement, always being open to 
new ideas and ways of working. We are ever reflective 
as educators and we will continue to move forward. 
We are looking forward to receiving the best set of 
examination results ever in the summer and 
welcoming the largest cohort of year 7 students in 
over 15 years. We have built capacity at all levels of 
leadership through our culture that runs through 
everything we do to ensure that our rapid 
improvements are sustained.  
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Proudly hosts their third conference:

The Cultural Evolution

Wednesday, 9th October 2019 at 09:00 am - 15:00 pm
Cost:  £30.00 per ticket

Ransom Wood Conference Suite,
Southwell Road, Mansfield, Nottinghamshire, NG21 0HJ

For further details, please email Carl Atkin (catkin@evolvetrust.org)
or call Carl on 01623 348100 ext 206 

Keynotes

Special thanks to our Sponsors:

The Supply Register, our main sponsor and Groupcall

Hannah Wi l son i s t he Execu t i ve 
Headteacher of Aureus School & Aureus 
Primary School, part of the GLF Schools 
trust.  She is the Strategic Lead for the GLF 
Teaching School Alliance and the Sub-
Regional Strategic Lead for the SE Women 
Leading in Education Network for Oxon, 
Berks and Bucks (NCTL).

Dr Ben Laker is a Professor of Leadership at 
Henley Business School and expert 
commentator on g lobal a f fa irs for 
Bloomberg and Sky News. He advises 
governments and corporations worldwide 
and writes extensively for Harvard Business 
Review and The Telegraph. 

Nick Heard is a Senior Partnership 
Manager for the National College of 
Education and is challenging school 
leaders to ‘think differently’ about how 
they train and retain colleagues.

Jonathan Newport is Operations Director 
of Team Teach the leading positive behaviour 
resource in the UK, he has a background in 
creating solutions for schools, particularly 
around behaviour, staff support and 
retention. He has developed schemes which 
have created new avenues into the 
education sector, as he is passionate about 
allowing staff to consider and understand 
behaviour, then implement positive 
strategies in the classroom.
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Contact Us

The Evolve Trust
c/o The Beech Academy, 

Fairholme Drive,
Mansfield,

Nottinghamshire,
NG19 6DX.

Phone: (01623) 348100
Email:  evolvealliance@evolvetrust.org

http://www.evolvetrust.org
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