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Introduction
Welcome to the third edition of the Evolve Alliance research journal. This unique edition is a celebration of the
‘’Visioning and Leadership Conference’ hosted by the Evolve Alliance on Tuesday, 10th October 2017.
The
overarching aim of the conference was to “enable collaboration and inspire
innovation” in order to best serve the needs of children and young people
in our region.
This journal marks an incredible event and contains reflections from all
the keynotes, including Michael Pain, Forum Education who presented on
‘Educational Challenges and Solutions’, Vivienne Porritt, led ‘High Quality
Professional Learning’, Jonathon Newport discussed ‘The Importance of
Culture’ and, last but not least, Andy Buck, presented on ‘The Power of
Leadership’ and ‘Alignment’. I would like to take this opportunity to thank
them for their outstanding contributions which made this event such a
success.
I was delighted to have welcomed over 90 senior education leaders from
across the East Midlands and beyond, including the Chartered College of
Teaching. This unique event provided educationalists with the opportunity
to grapple with some of the challenges we face across the education
sector, but more importantly, how we can work collaboratively in the best
interests of all schools and children and young people. As this was a sell
out event, for those of you that missed this opportunity, or would like a
reminder, a video was taken of the conference which can be found at this
link https://goo.gl/UdF8iU
Finally on behalf of myself and the Evolve Trust team, I would like to thank the delegates that attended. I have been
humbled by the amazing support and the genuine commitment shown to enable collaboration and inspire
innovation. I am pleased to announce that there will be a second conference on the theme of ‘social mobility’ in
October 2018. Tickets will be on sale soon and I look forward to seeing you there.

CEO of The Evolve Trust
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Enabling Collaboration and
Inspiring Innovation
Reflections of the visioning and leadership conference

Michael Pain, Forum Education - Educational Challenges and Solutions

"Children and young people face a world of opportunity and
challenge. We need to prepare them to thrive in a context of
change - not least in terms of how jobs are changing and how
the economy is becoming more global and flexible. We also
need to ensure our children have happy and healthy childhoods.
There are growing concerns about the level of mental illness
amongst children, and children are generally spending less time
outdoors and more time using technology. The only way that
schools can navigate these complex issues and ensure all
Mansfield's children can thrive is by working together - being
creative and finding solutions that best serve all the town's
children well. It is great to see leadership from the Evolve
Alliance is beginning to make an area-wide partnership between
schools a reality."

Challenges and opportunities
Michael Pain, Director of Forum Education, spoke to
colleagues about the challenges and opportunities we face in
education, and what colleagues wish to achieve for children
and young people in the local area. He encouraged colleagues
to think about what motivates and drives them in their
career and in their work with children and young people.
Simon Sinek’s ‘golden circle’ demonstrates how organisations
and leaders tend to describe themselves, in terms of the
‘what’ (what it is that they do), the ‘how’ (how they do it),
and the ‘why’ (what drives them to do what they do). The
pressure of examination results, performance tables and
Ofsted inspection outcomes all lead the education system to
describe itself in terms of the ‘what’, but this is not what
drives leaders and teachers. Michael challenged colleagues to
think about the legacy they wish to shape for the children
and young people of Mansfield and the local area.
Our children are growing into an increasingly uncertain and
challenging world, but one that will also be full of
opportunities.
It is up to schools to help shape a narrative for education

that gives children and young people the skills,
confidence and resilience to navigate and adapt to this
changing world. Politicians and the media have limited
capacity to know what children need from their
education; it is school leaders who are best placed to
shape the system.
Children are under increasing pressure in their day-today lives from a range of factors, including exposure to
national and international incidents, increasing
pressures in their home environments, public service
pressures, and pressure from their peers via social
media. In addition, children are beginning to cite school
and the pressure to perform academically as one of
their core sources of anxiety.
Children are also increasingly exposed to a deluge of
technology at a time when their brains are still in
development, with emerging evidence that this is
impacting not only on their social interactions but also
potentially leading to a decline in speech and language
development in the early years. Whilst technology has
great potential to enhance learning, schools also need
to support children to become masters rather than
servants of new technology.
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The newest generation of children will encounter a very
different world by the time they reach adulthood, having
many more jobs during their lifetime, retiring later, being
self-employed at some point, as well as being more likely
to be made redundant. They are also far more likely to
have mental health challenges, but will also have many
more opportunities to travel and work in many different
countries and across many different cultures.
Whilst the core skills of literacy and numeracy will remain
absolutely vital for the future, on their own they will not
be sufficient to enable today’s children and young people
to grasp the opportunities that will be open to them.
Schools also need to promote a range of 21st century
interdisciplinary themes, including global awareness,
financial literacy, civic literacy, health literacy,
environmental literacy, and information, ICT and media
literacy.
Leaders and all staff in schools need to model a system of
collaboration and partnership, rather than pressure and
competition, to reduce the pressures on children and
young people and to enable them to get the most out of
t h e i r e d u c a t i o n – i n c l u d i n g p ro v i d i n g t h o s e
interdisciplinary themes in a sustainable and successful
way.
Michael encouraged colleagues to have the courage to set
the 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.

Michael Pain
School-led improvement through collaboration
and partnership
Andy Buck, author of ‘Leadership Matters’, former director
at the National College for School Leadership, and CEO of
#honk, spoke with colleagues about the benefits of peer
learning and the importance of working as a team in order
to make the changes to the necessary changes to the
education system. Learning from each other is powerful
and research tells us that even good schools that help
other, weaker schools also gain themselves and achieve
improvements.
The London Challenge initiative was a great example of
achieving school improvement for the benefit of all
children in the region, through non-threatening, supportive
partnerships.
Andy noted that whilst it can be helpful for schools
working closely together to be geographically ‘in touch’, it
is also powerful to be able to work with schools in other
areas which are in a similar context, because there is no
competition regarding school places, pupil outcomes, etc.
It can take time to build and maintain alliances, in particular
as any successful partnership needs to have the basis of
trust. The best partners are those you have the most in
common with. Those who initiate partnerships can
sometimes be viewed suspiciously by others, who fear they
are trying to build their own empires; the key is to work
out who in the system is being authentically collaborative,
rather than doing it for the status or the money it might
attract.
Andy suggested colleagues should use David Hargreaves’
audit tool for partnerships, to support the development of
effective and deep collaborations that have outcomes for
children at their heart.

Michael Lucas
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Andy Buck - The Power of Leadership, Alignment and System Leadership

“It was a privilege to be part of such an inspiring day. I learnt
loads myself, but more importantly, it felt as if the group of
leaders from across the region could see the tangible benefits
for their pupils of working collaboratively. There was clearly
so much valuable shared expertise. I sincerely hope the day
marked the beginning of an exciting journey together”.
Alignment and system leadership
Andy Buck then discussed with colleagues the core features
of leadership:
•
•
•

Setting the strategic direction
Building and sustaining relationships
Delivering results and getting things done

The leadership approach you will take depends on who you
are and the context. Too much of the culture and climate in
schools is at odds with what we need in order to retain
committed staff. Having the right balance between culture
(what we do) and climate (how it feels) leads to discretionary
effort on the part of staff, which is not about working longer
hours but is about putting the effort in so they get a little bit
better every day at what they do.
Journal 03 / December 2017

Research indicates that the greatest driver of
discretionary effort in organisations is ‘direct manager
characteristics’, which shows why high quality middle
leadership in schools is so important.
Andy gave the following personal pointers to building
discretionary effort:
• Role clarity and a chance to be great at it
• Personal interest, care and forgiveness
• Inspiration: an exciting plan for the future
• Shared values and a sense of purpose
• Support, including manageable workload
• Appropriate challenge and autonomy
• Openness, transparency and trust; asking first
• High expectations; leading by example
• Focus on the positive; show appreciation
• Play to people’s strengths; flexibility
• Formal and informal career progression
• Great training, learning and development
Finally, Andy noted the importance of always linking
back to the ‘why’ of the organisation, and celebrating
every success.

@_evolvealliance
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Vivienne Porritt- Educational Consultant, High Quality Professional Learning
Professional learning and development
Vivienne Porritt, Education and Leadership Consultant
and former Headteacher and Director for School
Partnerships at UCL Institute of Education, spoke with
colleagues about the need for high quality professional
learning in schools, where there is clarity about its
purpose and which helps colleagues make a difference
to children’s learning and outcomes.
Professional learning and development (PLD) should
be for all staff, not just teachers, so that things improve
for students – students won’t improve unless teachers
and leaders improve, and teachers and leaders can’t
improve unless they are learning.
There is a great deal of academic research available
about what makes effective professional learning and
development, but schools need to approach this
strategically in order to have the best impact on
learning.
There is a balance to be struck between professional
learning and professional development. Professional
learning is about opportunities to learn, such as
through coaching, mentoring, lesson study,
secondments, etc; whereas professional development
is about what you do with what you learn, so that
your practice changes and improves. Unless your
practice improves as a result of your learning, it is
unlikely that your student outcomes will improve.
Most time in schools is spent on professional learning,
which is easier to set out; when in fact most time
should be spent on professional development, which is
more difficult and requires time and space for
reflection and feedback.
A learning organisation knows more than the sum of the
knowledge of its members, so schools need to think
carefully and strategically about what is the purpose of the
learning opportunities they provide, so that there can be a
shift towards professional development and consequent
improvements in student learning and outcomes.
The current education system is very focused on the ‘what’
– the things you do – rather than ‘why’ they are done. This
means it is very difficult to evaluate the impact of
professional learning and development. In contrast, an
impact model focuses on the difference we want to
achieve, which should be asked at the beginning of the
process. In this way, schools, groups of schools and the
wider system stand a better chance of being able to
evaluate the success and impact of PLD.

“This was an excellent day and I am delighted to
be a part of the visioning and leadership
conference. It was clear to me that by the end
of the day there was a real appetite in the room
to work collaboratively.”
“All the members of the Trust Executive team
communicated clearly the aim of the conference
in an invitational way, emphasising the day was
not about competition but about collaboration
so that the young people of Mansfield and the
local area can achieve and fulfil their potential.”
Vivienne Porritt

@ViviennePorritt
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Jonathan Newport - TimePlan Education Group,The Important of Culture
The importance of culture
Jonathan Newport, Director of Education at
TimePlan Education, discussed with
colleagues the importance of culture in
organisations.
Human beings are designed for connection
and we find ways to connect in order to
reinforce our decisions. However, sadly in
too many schools we don’t do this
connection very well, because we have a
culture that encourages competition rather
than collaboration.
Jonathan posed six key questions to help
colleagues engage with and be active in
embedding a collaborative culture in their
schools and groups of schools:
•
•
•
•
•
•

Why do we exist?
How do we behave?
What do we do?
How do we succeed – what does
success look like?
What is important right now?
Who needs to do what?

“I think the most important part of the day
was the fact that the Evolve Alliance had
been proactive in gathering people together
to reflect on the key issues which are
important in schools. The Alliance fostered
a school to school approach in terms of
supporting improvement and understanding
the issues”.
“It was great to be involved in the Evolve
Alliance, who are prepared to pioneer in the
local area in order to see effective learning
environments created for all children”.
Jonathan Newport
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Enabling Collaboration and
Inspiring Innovation

Conference review by Carly Waterman, Independent Education Advisor
Carly is an independent
education advisor
specialising in leadership
development, sc hool
improvement and
teac her professional
development. Formerly a
Deputy Headteacher of
Northampton School for
Girls, Carly’s ambition is
to be a Headteacher and
CEO. She is currently
taking advantage of her
role as Director of
Waterman Learning to
learn, grow and make
connections with inspiring
educators – which is
what brought her to the
Evolve Alliance
conference.
Carly’s personal ethos
advocates human
connections and
relationships of trust, especially in leadership. She believes in inclusive
schools where the development of the ‘whole’ child is valued and
respected through culture, communication and care. Carly’s philosophy
for education has been cemented in the past two years whilst
completing a Master’s Degree in Educational Leadership and School
Improvement from the University of Cambridge.

Twitter @621carly and @watermanlearn
Visioning and Leadership
“Too often we think about outcomes, but the outcomes have
already been defined for us.” This was the first statement
that got me questioning my practice at the Evolve Alliance
Visioning and Leadership Conference. Michael Pain (who
looks much younger than I expected) also prompted me to
think about ‘the why?’ – but not in the way I expected. He
said that the ‘why?’ is noble, but abstract, and that we do our
staff and our students a disservice if we leave it abstract. This
was picked up beautifully by Jonathan Newport (who thinks
he looks older than we would expect) later that day when he
asked us to articulate the ‘why?’ through our leadership
behaviours.
Thinking about leadership behaviours is the easy part; being
brave enough to ‘live’ them is more difficult – but absolutely
crucial. If we don’t, we run the risk of the behaviours
constraining the ‘why?’ and all of a sudden we are working in
silos; suspicious, cynical and self-serving.
Journal 03 / December 2017

The very the act of ‘unpacking’ the behaviours (by asking
– what is our purpose? how do we behave?) creates buyin, which creates connections, which creates culture.
Jonathan demonstrated the power of culture with a
powerful human experiment. He asked us to stand on
either side of the room depending on whether we liked
or disliked Marmite. Here we are:

i have to admit, I didn’t really get the analogy to start
with. I suspected it was just a way of getting us to our
feet after a big lunch. But when Jonathan told us that we
walked to our positions silently, heads down, like monks
and then erupted into chatter when we joined people
with whom we had a shared love or hate for Marmite, it
made sense. The is the power of culture. Our human
instinct is to connect with others who are like-minded.
Commonality of moral purpose creates a culture in
exactly the same way as does a preference for a yeastbased spread.
Moral purpose was the golden thread running through
the day. Michael roused us to be the guardians of
childhood and Andy Buck (who looks younger than his
career pathway would suggest) reminded us that we are
here for all the children, not just the ones in our schools.
Jonathan started with ‘why do we exist?’ (an educational,
not an existential question) and all three talked
passionately about the challenges facing our region, our
specific contexts and the power of cross-school
collaboration to bring about social change.
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The collaboration they called for was one which transcends
the artificial boundaries created by phases, sectors, schooltypes, multi-academy trusts and jigsaws.

While I was talking about the intangible, unmeasurable
successes, Natalie said, “we need to think about what
success looks like for the teacher with 26 lessons a
week.” Yes! That is exactly the kind of challenging question
that SLTs need to ask if we want to generate emotional
investment in a shared vision. And that is exactly why it’s
so important to engage with people you meet at a
conference.
The Evolve Alliance Trust conference truly challenged me
to think about vision and leadership. I learned far more
than I can communicate in this short blog. I was forced
to consider age-worn truths through new eyes, to turn
preconceived ideas back to front and to honestly reflect
on my skills as a leader. I came away feeling empowered
to be part of a change in education and a movement
towards ethical leadership where we define our own
outcomes, instead of accepting those defined for us.

When he wasn’t tricking us with jigsaws or numbers, Andy
challenged us to think about the difference between culture
and climate. Something I’d never really considered before,
to be honest. I usually use the terms interchangeably. No
longer.
CULTURE = WHAT WE DO.
CLIMATE = HOW IT FEELS.

This distinction resonated strongly with me. The culture
creates the climate. The climate has the power to enable or
constrain.
Candour about the need to inspire discretionary effort and
frankness about the challenge of teacher retention (two
crucial issues for school leaders) will only be possible for
leadership teams that know the ‘why?’ the ‘what?’ and the
‘how?’
From a very personal perspective, Andy challenged me to
reconsider the prejudice I have against MATS.
Not
everyone is empire-building, so seek out authenticity and be
open to the opportunities for shared purpose and
expertise. A further challenge came when Andy asked us to
consider what success looks like. The lovely Natalie from
The Brunts Academy who was sitting next to me made me
realise that my natural inclination for the abstract makes me
fall prey to the disservice Michael talked about at the start.
8
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Ditching CPD
Vivienne was one of the four keynote speakers at the
conference.
She gave a presentation about her great
passion – professional learning and development.
“What’s in a name? That which we call a rose, by any other
name would smell as sweet.” (Romeo and Juliet, Act II, scene
II).
I have considered this quotation in a new light since hearing
Vivienne Porritt’s presentation on Professional Learning and
Development at the Evolve Alliance Visioning and
Leadership conference. This is curious considering it wasn’t
Vivienne that mentioned Romeo and Juliet, it was Andy
Buck (he gave an example of a student’s exam response to
the question: How does Romeo’s character develop
throughout the play? Answer: It doesn’t, it’s just self, self, self
all the way through). So why does Vivienne’s presentation
prompt me to reconsider Shakespeare’s words? It is
because she began by talking about the names we use to
describe what is commonly referred to as CPD – and made
me consider what they mean. Vivienne talked about the C
in CPD and revealed that it was used merely to distinguish
CPD from the I in ITT (as opposed to a noble claim
towards learning that is on-going).
Who knew?
She lamented that INSET sounds like
something that happens in prison and lambasted ‘training’ as
something you do when you want to run a race.

What I love about Vivienne (this is the third time I have
seen her speak at an event) is that she challenges you to
question what you think you know. She asked us all to
describe what we understood by CPD (or whatever term
we chose to use). When Vivienne asks a question, she asks
it of the whole room. She pauses (you hold your breath)
and then she demands an answer. It’s quite scary.
We stumbled for a response, and slowly, table by table, we
offered up a range of definitions. The first three were
about ‘improvement’, the fourth mentioned ‘children’.
Vivienne, who is like a headteacher you’re desperate to
please but frightens you to death, holds your words in the
air and then bats them back at you in the form of
questions that you are praying are rhetorical.
It is
unnerving, and not for the faint-hearted, but by God it
makes you think. Why did it take us so long to mention
children? Why is our default word ‘improvement’? What
does ‘improvement’ suggest? Why don’t we ever feel good
enough?
Why did it take us so long to mention children? Why is our
default word ‘improvement’? What does ‘improvement’
suggest? Why don’t we ever feel good enough?
When we talk about teachers, the word we don’t use is
‘learning’, which is curious considering we do talk of
students learning.
9

Journal 03 / December 2017

@_evolvealliance

evolve alliance@evolvetrust.org

Teachers and leaders cannot improve unless they learn, so
there is no point in talking about improvement in isolation.
It is not something that magically happens. The learning has
to happen first. Again, we know this of students, so why
don’t we apply this to ourselves? Words matter. As teachers
and leaders, we need to decide on the words we use because
language creates culture. A focus on improvement detracts
from a focus on learning.
Vivienne’s vision is for PLD: Professional Learning &
Development. The distinction she draws between learning
and development is a game-changer.
Learning is about
opportunities and experiences (the easy stuff) whereas
development is about application, practice, failure and
persistence (the hard stuff). This is easier to understand in a
table:
Professional learning

Opportunities and
experiences
Examples
Courses, conferences,
reading research, school
visits, training days,
networking, teaching
and learning groups,
teach-meets etc.

Professional development

What you do as a result of
the professional learning
opportunities and
experiences
Examples
Development of
professional practice:
sharing, coaching, linking,
reflecting, application,
development, failing, trying
again, improving ...

In her inimitable style, Vivienne asked us to offer a
percentage for the time given to professional learning and
professional development in school. The results will not
surprise you. 90% / 10% at worst, 70% / 30% at best. How
ironic. The process that could have the most impact, bring
about the most sustained change and have a significant
effect on children’s learning is marginalised.
Instead,
Vivienne tells us sarcastically, we’re having are “amazing
experiences, and that’s all.”
It takes a very brave SLT to see professional learning and
development in this way. Most SLTs will focus on ‘the easy
stuff’. This is invariably through ‘sending’ someone on a
course (“please don’t send anyone anywhere,” asks
Vivienne) or by providing a menu of opportunities in
schools/MATs/TSAs.
Many of these experiences and
opportunities will be very good, but they’re only truly
meaningful if they are allowed to simmer and infuse into
your practice.

The issue is that those in charge of teacher learning and
development in school begin by creating or providing
opportunities and then try and evaluate the impact. This
is a noble trap that I have fallen into myself. It seems like
a great idea, doesn’t it? You want your school’s CPD to
be varied, personalised and engaging so you create a
wide range of opportunities for your staff to access. You
ask your staff to complete an evaluation form and you
feel satisfied that you are doing a good job. Oh dear.
Did I feel that Vivienne was telling me off for being so
short-sighted? Yes. Did I mind? No. Faced with a list of
ground-breaking research papers about professional
learning and development and the question, “how many
of these have you read?” I admit I squirmed. Why had I,
a Deputy Headteacher for 9 years who had
responsibility for Teaching and Learning NOT read this
research? Why did I think that I could design and
implement a truly meaningful approach to teacher
learning and development with NO background reading
or research? What arrogance, what blindness, what folly.
We have a responsibility as educators to base our
strategy for teacher learning on evidence-based
practices, respected research and tried-and-tested
approaches. This would help us to understand that what
really makes the difference is not the opportunities and
experiences that we offer to teachers, but the time
taken to develop, practice and apply the learning gained.
Vivienne summed this up beautifully when she said that
what we want to hear from our teachers is this; “thank
you for giving me that opportunity; I estimate that the
time I’m going to need to apply that technique and
achieve the impact we’re after is about three months,
during which I will practise, probably mess it up, but keep
trying and then, when I’m ready, can someone come and
watch me in action and give me some feedback? When
I’m confident it’s having the intended impact, I’ll help
someone else with it.”
In a conversation like this, the impact has been decided
first. The learning opportunity is chosen based on the
intended impact AND what the research suggests is the
best way of achieving that impact. This seems like a far
more robust model than an ever-so-slightly cocky and
probably-promoted-too-quickly deputy headteacher
making it up as she goes along. Sigh.
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Making the shift from an input model to an impact model and
asking the impact question at the start, not the end, is a
transformational approach as far as I can see. Prioritising the
development time above the learning time is also revolutionary,
albeit with implications for time and capacity that form the
challenges faced by all school leaders. Vivienne talked about
courageous SLTs who prioritise the tough stuff instead of being
satisfied with the easy stuff. Vivienne talked about school leaders
realising their own agency to pursue their moral purpose. Vivienne
talked about knowing the difference you want to make first, and
then being able to evaluate it meaningfully.
And so, because there is so much in a name (sorry Juliet), I am
ditching CPD and adopting PLD.
And Vivienne, waving one’s arms around is a perfectly reasonable
way to present at a conference (PLD does not stand for Porritt
Looks Demented) especially if it has this much impact.
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The Evolve Alliance Vision Statement

gional schools, and others who wish to join us on our journey,
st relevant learning experiences across all of our schools. To do
and across our schools, to remain true to the moral purpose of
ge in ongoing professional learning and development, in order to

ge:
en and young people we serve. For them, it is a world of
some unprecedented challenges. In order to thrive, our
eed to be healthy, adaptable, resilient, and confident lifelong
rough hard work, they can and will succeed.

leaders, teachers and other educationalists need to work
elopment, school to school support, and sharing of best
young people to thrive and succeed both now and in their
chools, trusts and localities - to learn from one another and
cceed, to the benefit of all children and young people.

le and to watch them grow into fantastic ambassadors for their
ren and young people within the Evolve Alliance and in all the

oss our schools and the wider community, with a genuine
hieve their potential, both today and tomorrow by collaborating

ally and ensuring they have the space and time to learn, develop
riences by collaborating on;
tem leadership and sharing best practice

ctice and moderations

pe and aspiration for their future success and achievements, and
eyond;

e the skills, confidence and resilience to be adaptable throughout
nships with others;
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Look out for the next edition!

We look forward to our 2nd annual conference which will take
place in the Autumn term and will be focused on improving the
opportunities for social mobility for our children and young
people.
The next edition of the Evolve Alliance Journal will be published in
the Spring term and will feature key educational experts at the
forefront of driving the social mobility agenda and raising
aspirations.
If you would be interested in featuring some of your school’s best
practice in supporting the most disadvantaged pupils in the next
journal then please contact;
Michael Lucas at mlucas@evolvetrust.org
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Contact Us

The Evolve Trust
Ransom Hall South, Southwell Road West,
Mansfield,
Nottinghamshire,
NG21 0HJ.
Phone: (01623) 676372
Email: evolvealliance@evolvetrust.org
http://www.evolvetrust.org
twitter: @_evolvealliance

“We are there to see how
performance management works
and if the process has been
effective”.
16

11

3

