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Section 1:
 

The characteristics of effective school 
systems



Merely reducing student-teacher ratios does not 
improve outcomes

Literacy (17 years)
Literacy (13 years)

Literacy (9 years)

Linear 
index

0

10

20

30

40

70

1970 1975 1980 1985 1990 1995 2000 2005

50

60

Spend per student

 ($ 2004)

Student-to-

 teacher ratio

Source:

 

National Centre for Education Statistics, NEAP, Hanushek (1998)



Consistent quality of teaching is by far the most 
important factor driving performance
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The first thing is to help governments prioritize.



Lets say you take two students at the 50th percentile. They could go to the same school, with the same books, the same curriculum, the same spending, the same IT resources, the same exams, the same inspections, the same governance … same everything. 



Except you give one of them a good teacher, and one of them a bad teacher. In just three years, their performance will diverge by 53 percentile points.



Teacher quality matters more than anything else in an education system. Most of the rest of a student’s performance can be explained by who their parents are, and the socio-economics of where they go to school.



Once you know that, you can help governments to prioritize what they do when they reform their education systems



The nine characteristics of high-performing 
school systems

Standards and 
Accountability

Globally-benchmarked 
standards

Good, transparent data

Every child on the 
agenda always in order 
to challenge inequality

Human Capital

Recruit great people and 
train them well

Continuous 
improvement of 
pedagogical skills and 
knowledge

Great leadership at 
school level

Structure and 
Organisation

Effective, enabling 
central department and 
agencies

Capacity to manage 
change and engage 
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level

Operational 
responsibility and 
budgets significantly 
devolved to school level

Source: Barber 2008; Whelan 2009



Section 2:
 

The impact of good school leadership



School principals can influence…

•
 

School quality
•

 
School culture

•
 

School-community relations
•

 
The attractiveness of teaching as a
profession

•
 

The development of the system as a
whole



Three key lessons about school leadership   

SOURCE: NCSL “Seven strong claims”

“School leadership is second only to 
classroom teaching as an influence 
on student learning.”

“Almost all successful leaders draw 
on the same repertoire of basic 
leadership practices.”

“A small handful of personal traits

 explains a high proportion of the 
variation in leadership effectiveness.”

School leadership 
is important

School leadership 
can be learned

Schools need to 
choose carefully



Effective school leadership is critical to student 
achievement   
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SOURCE: A ‘meta-analysis’

 

of 69 studies of school leadership conducted between 1978 and 2001, involving an estimated 
14,000 teachers and 1.4 million students, Marzano, Robert J., Timothy Waters, and Brian A. McNulty, 2005
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Effective school 
leadership includes 
three roles
•

 

Instructional

 

focuses 
on improving current 
instructional practice

•

 

Change

 

focuses on 
altering the instructional 
practices themselves 
and their supporting 
systems

•

 

Administrative

 

focuses 
on maintaining an 
orderly environment, 
budgeting, and support 
functions



[Good schools] “differ in very many respects as 
institutions... What they all have in common is effective 
leadership. …

 

Without exception, the most important 
single factor in the success of these schools is the 
quality of leadership.”

“As far as we are aware, there is not a single 
documented case of a school successfully turning 
around its pupil achievement trajectory in the absence 
of talented leadership.”

Studies consistently find that the only common 
feature of excellent and improving schools is 
excellent leadership 

SOURCE: HMI, Ten Good Schools; NCSL, Seven Strong Claims
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Schools,”
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Claims,”

 

2006



Section 3:
 

The development of school leadership 
capacity



School systems needs to develop the skills of 
their leaders throughout their careers
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National Institute of Education –
 

(Singapore)

6 month programme to develop new principals

•

 

Management and leadership courses

 

taken from leading executive 
training programmes

•

 

One day a week in schools

 

where candidates are assigned to 
develop innovative approaches to the toughest problems 

•

 

Group projects

 

where candidates work in teams 

•

 

2-week overseas placement

 

with a major corporation (e.g., IBM, HP, 
Ritz Carlton), where they shadow top private-sector executives 

•

 

Rigorous evaluation

 

–

 

only candidates who demonstrate the required 
competencies will succeed

“We train our teachers and vice-principals to apply best practices; 
we train our principals to create them”

Source:

 

Interviews, McKinsey



National College for School Leadership –
 

(England)

Structured career development

•

 

Middle management -

 

development opportunities

•

 

Preparation -

 

Workplace-based Qualification (NPQH) for aspirant 
headteachers

 

(principals)

•

 

Induction -

 

Mentor-based support for headteachers

 

appointed to a 
new role

•

 

Continuous development -

 

Opportunities for experienced 
headteachers

 

to develop their careers

•

 

System leadership -

 

Successful headteachers

 

prepared to assist or 
lead larger groups of schools

•

 

Succession planning

 

-

 

nationally and locally



Successful reform requires ever-widening circles of 
leadership

Text

School leadersThe teaching 
profession

System LeadersRegional/ local 
leadership

Users and 
the public



Section 4:
 

The challenges of the 21st

 
century



Five challenges for the future

•
 

21st

 
century curriculum?

•
 

The human capital model?
•

 
School and out-of-school?

•
 

Knowledge management?
•

 
Technology?



SOURCE: McKinsey & Company

Leadership development as part of a wider strategy
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School leaders and cultural change
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Hit & miss
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Section 1: The characteristics of effective school systems















Merely reducing student-teacher ratios does not improve outcomes



	Source:	National Centre for Education Statistics, NEAP, Hanushek (1998)
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Consistent quality of teaching is by far the most important factor driving performance

	*	Among the top 20% of teachers

	**	Among the bottom 20% of teachers

	Source:	Sanders & Rivers Cumulative and Residual Effects on Future Student Academic Achievement
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The first thing is to help governments prioritize.



Lets say you take two students at the 50th percentile. They could go to the same school, with the same books, the same curriculum, the same spending, the same IT resources, the same exams, the same inspections, the same governance … same everything. 



Except you give one of them a good teacher, and one of them a bad teacher. In just three years, their performance will diverge by 53 percentile points.



Teacher quality matters more than anything else in an education system. Most of the rest of a student’s performance can be explained by who their parents are, and the socio-economics of where they go to school.



Once you know that, you can help governments to prioritize what they do when they reform their education systems









The nine characteristics of high-performing school systems





Source: Barber 2008; Whelan 2009
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Every child on the agenda always in order to challenge inequality

Human Capital

Recruit great people and train them well

Continuous improvement of pedagogical skills and knowledge

Great leadership at school level

Structure and Organisation

Effective, enabling central department and agencies

Capacity to manage change and engage communities at every level

Operational responsibility and budgets significantly devolved to school level













Section 2: The impact of good school leadership













School principals can influence…



		School quality

		School culture

		School-community relations

		The attractiveness of teaching as a



profession

		The development of the system as a



whole













Three key lessons about school leadership   

 

SOURCE: NCSL “Seven strong claims”

“School leadership is second only to classroom teaching as an influence on student learning.”

“Almost all successful leaders draw on the same repertoire of basic leadership practices.”

“A small handful of personal traits explains a high proportion of the variation in leadership effectiveness.”

School leadership is important

School leadership can be learned

Schools need to choose carefully











Effective school leadership is critical to student achievement   

5

Student achievement in school 

Leadership in school

Outstanding principal

High-performing principal

Average principal

Replacing an ‘average’ principal with an outstanding principal in an ‘average’ school could increase student achievement by over 20 percentile points

1 For leadership and student achievement, percentile implies the relative placement within the distribution 	

SOURCE: A ‘meta-analysis’ of 69 studies of school leadership conducted between 1978 and 2001, involving an estimated 14,000 teachers and 1.4 million students, Marzano, Robert J., Timothy Waters, and Brian A. McNulty, 2005



Percentile1

Effective school leadership includes three roles

		Instructional focuses on improving current instructional practice

		Change focuses on altering the instructional practices themselves and their supporting systems

		Administrative focuses on maintaining an orderly environment, budgeting, and support functions















Studies consistently find that the only common feature of excellent and improving schools is excellent leadership 

 

SOURCE: HMI, Ten Good Schools; NCSL, Seven Strong Claims

HMI, “Ten Good Schools,” 1977

NCSL, “Seven Strong Claims,” 2006



[Good schools] “differ in very many respects as institutions... What they all have in common is effective leadership. … Without exception, the most important single factor in the success of these schools is the quality of leadership.”



“As far as we are aware, there is not a single documented case of a school successfully turning around its pupil achievement trajectory in the absence of talented leadership.”













Section 3: The development of school leadership capacity













School systems needs to develop the skills of their leaders throughout their careers

SOURCE: Source



Preparation for junior leadership roles



Apprentice-ship in junior roles



Preparation to become a principal



Mentoring and support during the first year



Ongoing professional development













National Institute of Education – (Singapore)

6 month programme to develop new principals



		Management and leadership courses taken from leading executive training programmes



		One day a week in schools where candidates are assigned to develop innovative approaches to the toughest problems 



		Group projects where candidates work in teams 



		2-week overseas placement with a major corporation (e.g., IBM, HP, Ritz Carlton), where they shadow top private-sector executives 



		Rigorous evaluation – only candidates who demonstrate the required competencies will succeed



“We train our teachers and vice-principals to apply best practices; we train our principals to create them”

	Source:	Interviews, McKinsey













National College for School Leadership – (England)

Structured career development



		Middle management -  development opportunities



		Preparation - Workplace-based Qualification (NPQH) for aspirant headteachers (principals)



		Induction - Mentor-based support for headteachers appointed to a new role



		Continuous development - Opportunities for experienced headteachers to develop their careers



		System leadership - Successful headteachers prepared to assist or lead larger groups of schools



		Succession planning - nationally and locally















Successful reform requires ever-widening circles of leadership
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Section 4: The challenges of the 21st century













Five challenges for the future



		21st century curriculum?

		The human capital model?

		School and out-of-school?

		Knowledge management?

		Technology?















Leadership development as part of a wider strategy

e

SOURCE: McKinsey & Company
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ICT integrated into teach-

ing, learning and admin-istration system-wide













School leaders and cultural change

		Hit & miss
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