Making change stick! Embracing
the implementation process.

Chartwell Room



Background

* A school with high level of need and little success with PP pupils.

* Opted for Characteristics of Deprivation evidence informed training as
we knew our pp children were underperforming and we needed to be

proactive in making changes for them.

* We looked carefully at every pp child individually to identify a main
area of need. Then mapped this for trends. This allowed us to come

up with a needs led PP strategy.
* Time consuming but worth it! Pupil voice was also a driver for change.
* Metacognition came through along with vocabulary and inspiration.
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The legacy of the EEFective Kent project

* Initially, 2 members of staff (SLT and a teacher) with a deep

understanding of the implementation process, now a full team of
middle leaders who are used to using this process

* Fundamental changes to how we secure ongoing improvement
* Great outcomes for our PP pupils!



Precision

Does our analysis focus on a sharp, drilled-down description of the problem?

Have we avoided 8 general description of the problem that doesn’t get to the root of
the issue? More predse desaipt ions often identify a nuanced aspect of teaching,
learning, behaviour, personal development etc, recognising the complexity of these
practes and pin-pointing the issue(s) that needs addressing.

Accuracy

Are we confident that the identified problem is the root cause of the issve we're
trying to address?

A precise identfication of a problem doesn't guarantee it's an accurate one. Our
analyses can al pont to the same problem bt unknowingly miss the mark. Gathering
and Interpreting relable data accurately can help identify the true issue that needs
addressng, partcuarly when combined with objective verification,

Understanding

Have we established a shared understanding of why the problem is a priority?

Do all staff understand what will be gained If we Invest time and effort addressing the
problem e.g. Improved pupl outcomes, welibeing, reduced workioad etc? Estabishing

8 warrant for the work rooted in moral and practical purpose will have a better chance
of generating the intrinsic motivation needed to see t through,

Stopping
Are there existing activities that we need to consider stopping in order to free-up
the space needed to implement new approaches?

In order to introduce new approaches we need to ensure there is the motivation and
Capadity to do so, which may involve reviewing and stopping ineffective practices. This
Includes assessing the capacity of all staff who wil be involved in, or effected by, any
potential change.

Evidence

Have we checked that our initial ideas about potential solutions are not driven by
impuises and biases, but by evidence -informed Dest bets™?

It can be tempting to borrow ideas from other schools or rely on anecdotal evidence
without fully interrogating the supporting evidence. Combining external evidence with
professional judgement wil buld greater confidence In your decisions.,

- A pared down, forensic
approach to improvement
involving all staff

- A positive & realistic
attitude towards change

Discussion point

What things in your school
could be stopped to make
space for changes to be
implemented?

How could this be broached
with SLT?



Foundations for good implementation

Treat implementation as a process, not an event; * Allow enough time for effective implementation, particularly in the preparation stage; prioritise appropriately.
plan and execute it in stages.

¢ Set the stage for implementation through school polcies, routines, and practices.
¢ ldentify and cultivate leaders of implementation throughout the school.
¢ Buld leadership capacty through implementation teams.

Create a leadership environment and school climate
that is conducive to good implementation.

We now have a 3 year school improvement
planning cycle



Key priorities for the Plan;

ed to Ofsted areas for development yellow highlights are new initiatives

Leadership & Management lity of Education Behaviour and attitudes Personal development Early Years
To develop middle leadership To develop a quality curriculum by To maintain high expectations, | Provide personal & character To make Early
through -Embedding our Curriculum Intent sitive behaviour and development by Years provision
e A focus on shared high eKnowledge, cultural capital, meeting mprove self-regulation by +Embedding the Heartsmark (PSHE) outstanding with
expectations and peer support N\ needs of more able, disadvantaged e Developing the pastoral teams scheme of work & the personal eEarly
e A programme of support and e Continuing the con-sistent Sevelonment ClaTia b identification of
guidance including local -Fo«:'usmg on t‘((:,urm.-ulum approach to behaviour % Continiing tee of self-aesessment additional needs
networking opportunities '.“(‘:::::“s:';::d :uidance e mammgement & analysis & target setting in PD twice ayear | 'RCiudingextra
e Clear accountability e oMain.taming the STOP anti- o Extending the SEMH check Q&A d;allen.ge so that
» Access to subject specialists to .gfod su:_‘:ct T Tb‘:nwmg approac;h » COnibine DRstDehl smorost for al pF;:DIlS make
attit ra r
support development of sk ) : A o nroveposit ve ; I EiaNE exths crerchie meatal ‘ progress
necessary subject knowledge, .c:eu “":“"‘:" (reguiac retrievs)) '°;;""":°"d give pupils health, relationships and careers. 'g"'i": “‘:"::V
. e Challen ra
pedagogy and pedagogical ge ‘:’ i resilience by EOAtie To provide i raige of /adu
content knowledge . W.Prmc:ples ' e Embedding use of uﬁiﬁm S N ries I mictinr ud deicton interactions &
To maintain focus on reducing | -Using Instructional Coaching to (PHSE) and incorporating T e g classroom
workload through develop pedagogy resilience into assembly asplration by routines that
e Use of well-chosen courses To raise standards in reading Jworship & the curriculum s Maktak gt e scaffold learning
: SXUR SUTUSWRL
srd materials e implement phonics scheme across To improve attendance by ik o citer and support
o rest of KS1 & readin across KS2 | eContinuing robust monitorin,

e Application of the well- ; f s SoW. g g |, Diboeriag e niannied range of vocabulary
established assessment cycle To raise standards in Maths and follow-up 3 development —
Embed & TTRS into weekl wider opportunities

——— Sls dat * Embed Numbats. ¥ | eCreating an attendance plan % NELI & ShREC
sAbbo it bl et ine & celeb e Sustaining the profile of the
handli routine & celebrate ing, actions for targeted o Effective use of
e e Launch illion & Number ; experiences passport
eShared online access to unch dpppekillion & Nu families resources and an
stacks Improve coherence & impact of
streamlined planning To engage hard to reach e enabling
To improve spelling P SMSC, British Values & Equal Qpps )
documentation & guidance parents in supporting good B S VAN environment
To vinkitets GiciBeat * Review spelling provision & address | learning behaviour in and out S ping e P gk particulork for
T S challenges identified of school entify strengths and weaknesses maths and English
guarding ug . . . e Evaluating memorable moments /
e Regular staff updates To enhance high quality inclusive o Family Involvement Quality : (e in the outdoor
practice focused on Award - FIQA (NCEP) and s ot L kR S areas

e Supervision for all DSL

e Regular governor monitoring

o Effective use of adults to support
learning in and out of class through
additional CPD for support staff.

family learning opportunities

e Undertaking work on Sustainable
Development Goals within wider
curriculum opportunities (Global
Council)

e Use of ‘in the

moment”
interventions




EXPLORE ﬁ
0 Ll Lessons learned

identify appropriate
programmes or practices
to implement.

e Devoting time and energy to figuring out

. l:enufyatight area for improvement using a robust exaCtly What it iS that needs imprOV|ng iS
iagnosticC process. . ° .
| worth it! e.g. poor reading comprehension
e Make evidence-informed decisions on what
to implement. due to weak vocabulary and poor prosody —
NSl Ml et el these were barriers to learning not phonics
* Make an adoption decision. * Actually do the reading. Allocate time to

researching the evidence base available

* Small scale trials or pilots may slow the
process but they pay off in the long run




Fail to plan, plan to fail

¢ Develop a clear, logical, and well-specified

We action plan in excruciating

a. Specify the active ingredients of the intervention
clearly: know where to be ‘tight’ and where to

d eta l | o m a l n |y a rO u n d tra l n I n g’ b. ;Z\;zj;iitargeted. yet multi-stranded, package of
staffing and timetabling

implementation strategies.

o

Define clear implementation outcomes and monitor
them using robust and pragmatic measures.

e Thoroughly assess the degree to which the school is
ready to implement the innovation.

¢ Once ready to implement an intervention, practically

‘Buy in” we plan opportunities
for staff input duy ring the exp|ore o el

implementation process and provide appropriate
support and incentives.

a n d p re p a re p h a S e S b. Introduce new skills, knowledge, and strategies with

explicit up-front training.

c. Prepare the implementation infrastructure.



4

* Early monitoring is key with planned
opportunities for review (gives staff a
chance to get their voice heard).

* Ongoing support and training - we
found our shining stars

e Data — qualitative is just as good an
guantitative in the early stages

Discussion activity
How/why is change implemented in your
school at the moment?

Who decides priorities?
How is change delivered by ALL staff?
What changes have ‘stuck’ and why?



SUSTAIN

6 Plan for sustaining and

scaling an intervention
from the outset and
continuously acknowledge

Eliminate the boredom threshold with and nurture its use.
praise and celebration

The daily grind

e Plan for sustaining and scaling an innovation from
the outset.

o Treat scale-up as a new implementation process.
e Ensure the implementation data remains fit for purpose.

e Continuously acknowledge, support, and reward good
implementation practices.




Legacy —mark 2

* The success for pp children led to us using the implementation
guidance to make other changes in school...

* Reading comprehension - EEF ‘Improving Literacy at KS2’ used to inform our
chosen strategy - should be above national this year.

* Number - EEF ‘Improving maths in EY and KS1 and KS2 and KS3’ used to
identify potential intervention programmes - 1st Class @ Number then
Number stacks following review during the deliver stage.

* Instructional coaching - staff involved in making the handbook, piloted
coaching partners before rolling out to all staff, early input so staff could feed
commentsinto the delivery plan



14 mechanisms for CPD

Building knowledge Motivating Teachers

4
Presenting

information
from a credible

SOUrce

Developing teaching techniques Embedding practice




Questions



Closing points

e Constantly acknowledging and supporting good implementation of new practise is vital.

* Having a flexible approach and listening to staff is paramount to ensure new initiatives
are sustained.

 Staff champions (teachers, TA, FLOs) make implementation so much easier. Having a
process that is known to all staff means everyone knows where we are in the change
process and what expectations of them are.

* Get away from the ‘flitting’ from priority to priority and initiative to initiative.
Communicate the improvement process clearly to governors — the need to slow down,
be methodical.

* Taking the time to find out what your children need means that you can plan meticulous
changes to ensure they can all reach their potential.

* The EEF implementation guidance has made a huge difference to all of our children and
staff, which we see coming to fruition in so many aspects of our children’s behaviour for
learning , progress and attainment.
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