The Opposite of Burnout Isn't
Bubhle Baths — /t’s Purpose.

Dr Jeremy Hannay
Executive Principal

Three Bridges &
Wolf Fields Primary Schools
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Provocation

"Staff don’t need pizza days to feel better.

They need to feel like the work they do matters—and that they are growing while doing it."
* |s our model of wellbeing built on treats or trust?

* Do staff feel energised by the work itself, or merely distracted from how drained they

are?

+ Are we making time for passion, inquiry and professional purpose—or just offering quick
fixes?

* Do things like lesson study, spirals of inquiry, and growth plans feel like bureaucracy—or
belonging?

») As leaders, we must ask:
* What if wellbeing isn’t an add-on, but the byproduct of meaningful work?
* How can we protect time for teacher-led inquiry, reflection, and growth?
Do our staff feel like co-creators of improvement, or passengers on someone else’s ride?
What would school feel like if accomplishment, curiosity and connection were the core offer?

The opposite of burnout isn’t bubble baths—it’s purpose. Build schools where the work lifts

people up, not wears them down. l//////
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My Belief

If we want classrooms where:

**children are at the centre of learning
**dialogic talk, debate, criticality, and
articulate thought are valued
**collaboration, co-construction, enquiry
and problem solving are key elements of

learning
— = **pupils have voice, agency, and genuine
“We like to do things ownership over their work and learning
differently here”
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My Belief

...our adults need to be in
that same kind of
environment FIRST.

There is no 'well pupil’
without a 'well
school/teacher/leader
first.
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Provocation

"What if the most powerful driver of improvement isn’t scrutiny—but culture?"
Does our instructional leadership build trust, expertise, and autonomy?
Have we confused monitoring for improvement with monitoring for control?
Are we supporting teachers as professionals, or managing them as risks?
Could a culture of collaborative inquiry make constant formal observations obsolete?

») As leaders, we must ask:
*What message does our current model of monitoring send?
*Do our leadership practices reduce anxiety—or create it?
*How do we invest in capacity, not just compliance?
*What would school feel like if growth, not judgement, drove our culture?

Instructional leadership done well doesn't watch from above—it walks
alongside.
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Know Thyself (and thy
school & community)

Instructional Leadership
(build systems)

Improvement through

Collaborative & Connected

Teacher Led Leadership
(improve systems)

Focus on Developing
People & People
Developing Themselves
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Know Thyself (and thy'’*

Eyes Wide Open, Hands Outstretched

As they navigate their way through Three Bridges, they will encounter globality, multi-
I ethnicity, inclusivity and adventure woven into the very fabric of learning. We will encourage
them to look at what'’s behind them, what's in front of them, what is all around them - and up

to the sky. We want your children to uncover the servant leader within them, becoming
A Developing, Critical Mind hat truly value and care for other people regardless of their individual strengths and
We want your children to thrive at Three Bridges academically and achieve their full S They will learn to balance and harmonize the delicate interaction of taking care of
potential. They will learn new things and share their learning with one another. They will ®S ™ mind, body, soul - and prioritising the needs of others so we all succeed. They
grow from challenge and support and learn to be critical of thoughts and ideas, knowledge steners, laughers, and leaders in their own lives and in the lives of others. We want
and understanding, and most importantly, reflective towards themselves and the broader % wick opento the world so/thot Sy may moke e leowns contil ttion on pfpcce -

: 5 . ¥ .. n difference - with a moral compass that steers them towards building community,
world. We want them to engage curiously, courageously and collaboratively with what is said ) v . £ Y . 4 .
ening family, and deepening relationships. We believe in uncovering young people

and read, but also have the depth to challenge critically and communicate confidently for & their eyes wide open to the world and hands outstretched to serve.

what might be missing from the narrative. We want them to develop into problem solvers,
pathfinders and poetic thinkers. This isn't easy and it's rarely i
Three Bridges stems from nurturing the whole person, through’ ]
and sky high expectations. This is reflected deeply in what tﬁ
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across our curriculum. We believe in developing their minds.

A Full, Strong and Healthy Heart
e know that the core of a world-class education is what’s dev' _ .‘ﬂ
not simply what they know and can remember, but who tt. ) % o
I created after a week or a month - it is uncovered little by little i‘ !
| we do. Developing genuine curiosity, wonder, and resilience tal ‘ °
of adversity or kindness in spite of cruelty takes modeling .« ' g
attention. We support the development of incredible young peop:
take their physical development as important as their academic de
within them a love of life. We want them to grow up to love one anc
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the incredible scope of all living things and, most importantly, that 1 ~ €arning to
love themselves. We believe that every child should have a full, strong und healthy heart.
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t the beginaing of my
teaching career, I watched
anincredible TED Talk given
by Malcolm GladwelL In the
19705, Popsi was lookingto change its
Diet Pepsiline from beinyg made with its

between 8 and 126 - below § was not

Pepsi. This troubled him for years, until
one day e realised the mistake - possibly
the biggest mistake in the history of food
science: we had been asking the wrang
question. All this time we had been looking
for the perfect Pepsi when we should have:
boen looking for the perfect Pepsis.
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“Believing there is only one
way of doing something is a
very dangerous position”

The Pepsi

CHALLENGE

There is no one perfect way in education, but there are
perfect ways for everyone
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Lead Well,
Move Well.
Live Well.
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Leadership 80 .9 °

« Know what works - lead @ B @ —
learning -

* Lots of Ways: Pepsi & gl O
Spaghetti sauce "

« Build Systems: Go Away & G
Have a Play

* Visit & Learn: Lethal mutatio
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consistency, standards, CPD (66\3 0{\3\0
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Soil People
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NEED TO BE
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Provocation

"Could the answers to school improvement already live within the questions
teachers are asking each other?"

+ Do we create space for teacher-led inquiry—or crowd it out with top-down
initiatives?

¢ Are we nurturing a culture where learning is communal, not just individual?

¢ Do structures like lesson study and inquiry groups feel empowering—or extra?

¢+ What happens to staff morale and expertise when collaboration replaces
compliance?

») As leaders, we must ask:
Are teachers seen as drivers of change, or simply implementers?
How do we make collaborative learning a habit—not a task?
What systems and schedules actively support this kind of work?
What might be possible if we truly trusted teachers to lead learning?
When teachers inquire together, schools become places of possibility—not just l///
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Lesson Study 16-18 Oct 2017

iy

z jons, as one partner was able to draw on the other's thinking,
2) On Wednesday, the children were given a choice of 2 questions to answer in their journals,
rather than the normal case where there is only ane question. This enabled the children to use
their higher order thinking skills. One of these required the children to find the most

Year 6 mixed grouping class

20 students favourite method, rather than the mast efficient. In future, the phrasing of questions

Mixed grouping on tables considered 1o ensure this misconeeption does not arise again

Three maths lesson on fractions, moving | 3) On Monday, the students did not have enough time to explore the anchor task in depth, so it

from fractions them longer on the following lessons. We found that this then meant when

them thods . 1t also resulted in the
reading and reflecting being discussed be od. This can be phrased as

‘Wasting time to save time.

4) By having different resources available, it enabled pupils who were able 1o use the abstract

mcthod straight away o now explore different methods. We also found that proximity to the

anchor task helped. so photocopying this and giving a copy 1o cach child removed a barrier in

abutract method in lesso

Bridges midway through year 4

Pupil B - 10 year old boy, confident <
member of the school they would both be called upon within the lesson. As the lesson went on, this became less eff
b consistently used in order 1o be full
6) Children who were initially reluctant to share their ideas on day 1 knew that they h
nd 50 became more confident with
of their ide: idren to build upon their knowledge
develop the

1) Slight change to pairings

2)  Journal choices given

Longer time spent on anchor task and
discussing the various methods 2)

4)  Concrete materials provided, inchuding a
choicr of pre-drawn bars

5) Answering questions as part of a 2
partoership than individually

6)  Revisiting previous strategies, such as N
repetitive use of vocabulary

During our kesson study, we came across
e roblem using any

and selecting the
isations and adding a new

loping an understanding of how

hers and developing
themsedves through this, seeking help and questioning of their partoer.
Affective - showing perseverance, restraint and enjoyment within the lessons,
understanding that it is okay 10 struggle with a task or problem.
Teachers need to be able to recognise the turn cxso ildren learn
at different points. Learning happens when children are te
them so far they fall off, but ye, we can keep them too stab
Lesson study empowers teachers 10 develop their understanding of the curriculum, how students
learn and their attitudes towards learning, For example, in Jesson 2, which involved finding
equivalent fractions, the turning points were:
Can the pupil divid
de by an appropriate number?
a common factor?
Can they divide by the highest common factor?
Teachers need to develop an understanding of how far to push the children through these turning
points based up putines and the child's readiness. It is important that the tea

Focus on Developing
People & People

Developing Themselves
* Focus on
Collaborative
Development &
Collective
Responsibility
* Annual Growth Plans
* Micro Research
 Lines of Enquiry /
Passion Projects
Learning IS the work

Key Lines of Enquiry

How can I develop a culture of art within the school that celebrates children’s learning and development within this area?

How can I broaden and deepen my understanding of black British history through the de-colonisation of the curriculum?

To what extent can the implementation of film studies develop children’s inferencing skills?
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The Challenges

Working against the system

Emotional fatigue of leading differently

Early scepticism: ‘too soft’, ‘too idealistic’, ‘not
sustainable’
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i S| CONFeRENCE 221kt 3] () €9

. TRUST Live Well,

l

S
--“\\\\'



The Learning
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BEWARE THE LAW
OF DIMINISHING RETURNS

It's important for leaders to recognise when their schools have had
oo much of a good thing, advises Jeremy Hannay

s it better to be loved of feared? That

Should
leaders be
LOVED OR
FEARED? ==

other forms of serutiny, monitoring
Quality assurance. in a thriving inspection
cuiture, this can be a great way of

valued At Three

Jeremy Hannay looks
at what it means to
lead with strength
versus warmth - and
why the latter can help
you go further...

trust. communication and the absorption

of ideas. Once we've established our
wearenth, our strength i a welkcome
reassurance. Moreover, It's a condult

wnon
understood and

Bridges, we call this
Leaning In'. We
Kknow trom

from poor

feared
something less scary). The resl question.
howeves, & what we as leacers should
start with first - warmeh or strength?
| 1ead & grest article in the Hanvard
Business Review a few years 590
tinyus com/hbr-warmth-strength) that
charactesised this exceptionally wel
Before peopie decide what they think
of your message, they deciie what they
. The article's suthors
mainzain that one’s decision to folow
in thoughts:
and

woukd be an interesting Gscussion to
have amongst headteachers, though
sl agree
that you need & bit of both (and that Judgements, or help us decry
‘couid perhaps be changed to e as invalic if they don't go
our way.

largescale studes
that good
relationships keep us
happier and healthier
They improve our ife

Unfortunately. when we lead
from strength we run the risk of
eliciting fear, By putting strength
first. we gain compliance without
courage. Schools run like this end up

following an ‘everyone for themselves
philasophy that can extend to the
school itself - competitive rather than
collaborative, secretive rather than
willing to share and more cancerned
with seeking recognition than
[ e |

and wellbeing. The.
prionitising of

leading successtul
schools.

ourlead Is based on

her: less.

Can trust this
can| respect this person
strengtn)?
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fess creative and more disengaged.
Warmth is a greater factor m one’s

evaluation of us s

feaders. It

facilitates

Lead Well,
Move Well.
Live Well.

Culture isn’t a

programme —
t’s an aligned
practice

It’s not built in policies
— it’s built in
relationships




“The medium is
the message.”

The way we lead is the
wellbeing work.
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TEACHING PRACTICE

believing in children, learning together
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ATTIE and SHIRLEY CLARKE
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This award recognises your exce
Tips on reducing teacher stress from the
‘happiest school on earth’

ptional work

With news that half of England’s teachers plan to leave in the next five years, P E A R S O N

what can be done to keep them?
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