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Welcome
Welcome to working with us as a Line-Manager / Mentor supporting one of your
organisation’s participants on their National Professional Qualification (NPQ). Your
work with them on the programme will be crucial to their success. The relationship
between participant and Line-Manage / Mentor is very much a collaborative one and
has been designed to align to the typical cycle of line manager activity within a
school. In this respect the programme has been designed to add as little additional
workload as possible onto colleagues whilst maintaining the high professional
standards we work within. This handbook is intended to provide you with an
overview of the context of the reformed NPQs, the programme structure and the
expectations for participants and their Line-Managers / Mentors.

About UCL Centre for Educational Leadership
UCL Centre for Educational Leadership is the UK’s largest university-based centre
for research, teaching, development and innovation in educational leadership.
Located in the UCL Institute of Education, we are a world-leading centre for
knowledge creation, exchange and application to promote high quality leadership,
management and learning in education in London, the UK, and internationally. We
provide research-informed advice and guidance for educational leaders, managers
and policy makers, focused on the impact of their strategies and actions.
Our Centre aims to;
- develop criticality: build evidence-based, theory-informed and innovative
approaches to policy and practice;
- deepen learning: broaden perspectives and forge connections between theory,
policy and practice;
- nurture collaboration: encourage shared thinking within and between communities
of learners;
- activate knowledge: develop and mobilise knowledge and understanding within
organisations and systems; and
- enhance equity: promote understanding about, and action around, equity and social
justice.
Our Centre Values are;
- Collegiality and trust
- Openness and optimism
- Respect and kindness
- Excellence and integrity.

We are working in partnership with Teaching School Hubs and Delivery Partners
from across the country to deliver the Department for Education’s NPQs which form
a central part of their Recruitment and Retention Strategy that sets out to make
careers in education attractive, rewarding and sustainable.
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The Reformed National Professional Qualifications
The National Professional Qualifications are a national, voluntary suite of
qualifications, designed to support the professional development of teachers and
leaders. The specialist and leadership NPQs provide training and support for
teachers and school leaders at all levels, from those who want to develop expertise
in high-quality teaching practice, such as behaviour management, to those leading
multiple schools across trusts. The suite of qualifications currently consists of six
programmes;
•

The National Professional Qualification for Leading Teaching (NPQLT) –
is for teachers who have, or are aspiring to have, responsibilities for leading
teaching in a subject, year group, key stage or phase.

•

The National Professional Qualification for Leading Teacher
Development (NPQLTD) is for teachers who have, or are aspiring to have,
responsibilities for leading the development of other teachers in their
school. They may have responsibilities for the development of all teachers
across a school or specifically trainees or teachers who are in the first two
years of their career.

•

NPQ for Leading Behaviour and Culture (NPQLBC) is suitable for teachers
who have, or are aspiring to have, responsibilities for leading behaviour
and/or supporting pupil wellbeing in their school.

•

The National Professional Qualification for Senior Leadership (NPQSL) is
for school leaders who are, or are aspiring to be, a senior leader with crossschool responsibilities.

•

The National Professional Qualification for Headship (NPQH) is for school
leaders who are, or are aspiring to be, a headteacher or head of school with
responsibility for leading a school.

•

The National Professional Qualification for Executive Leadership
(NPQEL) is for school leaders who are, or are aspiring to be, an executive
headteacher or have a school trust CEO role with responsibility for leading
several schools.

They are part of a wider set of teacher development reforms which together create a
‘golden thread’ of high-quality evidence underpinning the support, training and
development available through the entirety of a teacher’s career.
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At UCL we have developed a Logic Model that frames, for all stakeholders, the
intent, implementation and impact of our NPQ programmes.

Overview of the Programmes
The specialist programmes (NPQLT, NPQLTD and NPQLBC) are delivered over a
twelve-month period followed by an eight-day assessment window set by the
Department for Education. The leadership programmes (NPQSL, NPQH and
NPQEL) are delivered over an eighteen-month period, again followed by an eightday assessment window set by the Department for Education.

The programmes consist of a number of components including Learning Audits,
Personal Learning Journals, Face to Face Events, On-line Self-Directed Learning, an
Implementation Inquiry Project, Peer Learning Groups, Coaching, Discussion
Forums and Formative Assessment Tasks. These are followed by a Summative
Assessment Case Study that is completed during an assessment window that
follows the blended programmes. A full outline of the programme components can
be found in the Participant Handbook which accompanies this handbook.

Each programme has a Route Map which outlines how participants work through the
various components. It is envisaged the Line-Manager / Mentor will meet with the
participant three / four times over the duration of the period of study depending on
the programme.
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(*For enlarged pictures of the diagrams, please check the Line-Manager/Mentor Webinar
Slides)

Enabling participants to develop and apply deep, factual and evidence-informed
knowledge and skills about the leadership of teaching, learning and school
improvement within their own context is an important intellectual strength of the NPQ
programmes. In this respect the content for each programme is built upon a number
of domains (see Participant Handbook for specific programme domain details). Each
domains contain two types of content.
Key evidence statements are prefaced by ‘learn that…’ and draw on current highquality evidence from the UK and overseas. This evidence includes high-quality
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reviews and syntheses, including meta-analyses and rigorous individual studies. Key
evidence statements are referenced numerically against each domain e.g. statement
2.1 from the NPQH programme is drawn from the domain ‘Teaching’ and states
leaders will learn that... Learning involves a lasting change in pupils’ capabilities or
understanding.
Practice statements are prefaced by 'learn how to…’ and provide practical
guidance on the skills that teachers and leaders should be supported to develop.
This draws on the best available educational research and on additional guidance
from the Department for Education's Expert Advisory Group. Practice statements are
referenced alphabetically against each domain e.g. statement 1.a. from the NPQH
programme is drawn from the domain ‘School Culture’ and states leaders will learn
how to… Establish and sustain the school’s strategic direction, with those
responsible for governance, including by ensuring the strategic direction sets
ambitious standards for all pupils.

The domains of each NPQ are delivered through three modules that sequence the
content framework aligned to research from UCL, the Teacher Standards,
Headteacher Standards and the Standard for Professional Development.

The three modules are;
-

Module 1: Culture and Ethos

-

Module 2 Curriculum and Teaching

-

Module 3 Organisational Effectiveness

Programme specific details for each module are outlined in the Participant
Handbook.

The use of a spiral curriculum within each programme supports participants to revisit
aspects of the study over time as conceptual and practical learning develops, such
that they can both deepen and contextualise their understanding of the requirements
of the programme content framework as they progress. The sequencing of the
programme in this way targets participant learning to increase their capacity and
identify their learning needs as they develop over time.
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The programme design recognises that participants will have different entry points to
leadership roles, specialisms and capacity levels and is guided by existing
knowledge about how adult learning and specifically how teachers and leaders are
best supported to become committed and effective professionals over time. Adult
learners are independent self-directed, learning from experience and task. Their
motivation is intrinsic and, as such, it is expected that participants will manage their
own learning including deciding their own priorities and not necessarily learning in a
linear fashion.

The self-directed study materials have been designed for participants to experience
a flexible, blended learning experience that will support their work-life balance as a
professional learner.

It is a requirement of the programme that participants engage with 90% of the
programme components before they can access the final summative assessment
case study.

The compliance frameworks for the specialist and leadership programmes are set
out in the tables below.
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NPQ Specialist Engagement Framework
Component

Attendance at
Induction
Conference

SelfDirected
Learning

Peer
Learning
Groups

Bespoke
Discussion
Forums

Formative
Assessment
Tasks

Attendance at
Consolidation
Conference

30

Line
Manager /
Mentor
Meetings
15

% weighting

10

10

20

5

Total
Components /
Sessions
Tracked by

1 Session

3 Modules

4 Sessions

1 Forum

6 FATS

3 Sessions

1 Session

Registers

VLE
Reporting

Registers

VLE Reporting

LM / Mentor
Meetings

LM / Mentor
Meeting

Register
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NPQSL / NPQH Engagement Framework
Component

Attendance at
Induction
Conference

SelfDirected
Learning

Peer
Learning
Groups

Face to Face
events

Bespoke
Discussion
Forums

Formative
Assessment
Tasks

Line
Manager /
Mentor
Meetings

% weighting

6

10

32

15

6

16

15

Total
Components /
Sessions
Tracked by

1 Session

3 Modules

4 Sessions

3 Sessions

1 Forum

8 FATS

4 Sessions

Registers

VLE
Reporting

Registers

Register

VLE Reporting

LM / Mentor
Meetings

LM / Mentor
Meeting

The full NPQ Specialist and Leadership content framework can be accessed from
the DfE website.

The Implementation Project
The Implementation Project is a work-based learning project designed to support the
activation of research into practice. Structured around statements from the
Implementation domain of the NPQ content framework, the project facilitates the
spiral based aspect of the programme enabling participants to apply and reflect upon
their learning in practice. In this context, the project is intended to align with an
aspect of a participant’s Performance Management Responsibilities and as such is
not included in the overall programme compliance*. It does not form part of the final
assessment but there will be activity linked to it through other programme
components that are compulsory. There will be an expectation that the participants
present a short report of their Implementation Project to peers at the end of the
programme.

The content of the Implementation Domains across each NPQ programme is based
upon research from the Education Endowment Foundation’s Putting Evidence to
Work – A School’s Guide to Implementation. The statements set out some of the
important principles of implementation: the process of making, and acting on,
effective evidence-informed decisions. The principles and activities can be applied to
a range of different school improvement decisions and are based on the four stage
Implementation Process as outlined below.
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Explore the Problem: The implementation process begins with exploration. In this
phase, a school clearly defines the problem it wants to solve, identifies potential
solutions in the form of educational programmes and practices, and judges the
feasibility of implementing different options.
Prepare Active Ingredients: It is easier to implement an intervention if it is clear
which features need to be adopted closely (that is, with fidelity) to get the intended
outcomes. These features are sometimes called the ‘active ingredients’ of the
intervention. A well specified set of ‘active ingredients’ captures the essential
principles and practices that underpin the approach. They are the key behaviours
and content that make it work.
Deliver Implementation Activities: When planning for implementation, a broad
range of strategies are available to educators. Some will be very familiar (such as
training, coaching, audit, and feedback) and some less so (such as using
implementation advisors or train-the-trainer strategies). The EEF Guidance has a list
of common strategies.
Sustain Outcomes: Out of this planning process should emerge a range of outputs
that subsequently can be used to structure and monitor the implementation effort.
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To maximise the success of any Implementation Project the Education Endowment
Foundation makes six recommendations to support this process.

-

Recommendation 1 Treat implementation as a process, not an event; plan
and execute it in stages.

-

Recommendation 2 Create a leadership environment and school climate that
is conducive to good implementation.

-

Recommendation 3 Define the problem you want to solve and identify
appropriate programmes or practices to implement.

-

Recommendation 4 Create a leadership implementation plan, judge the
readiness of the school to deliver that plan, then prepare staff and resources.

-

Recommendation 5 Support staff, monitor progress, solve problems, and
adapt strategies as the approach is used for the first time.

-

Recommendation 6 Plan for sustaining and scaling an intervention from the
outset and continuously acknowledge and nurture its use.

*Whilst UCL suggests that the Implementation Project aligns to participant
Performance Management Responsibilities so that it is both meaningful to the
participant and the organisation and does not add to additional workloads for both
the participant and the Line-Manager / Mentor, participants may choose to negotiate
with their Line-Manager / Mentor a different focus.

Line-Manager / Mentor Role and Expectations
It is vital that NPQ participants enjoy a high-quality learning experience regardless of
the school or the region they are in and the Delivery Partner they are working with.

Effective learning experiences arise when teachers are supported by respected
colleagues. Line-Managers / Mentors are integral to this process and the success of
the NPQ programmes. Line Managers / Mentors need to be credible leaders of
learning, modelling, monitoring and communicating with colleagues, building trust
and responding to individual needs. As such, in a school led system, it is incredibly
important that the Line-Managers / Mentors are school leaders who understand the
working contexts of the colleagues they are working with.

Throughout the programmes participants will be required to check-in on their
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progress with their Line-Manager / Mentor (specialist programmes require three onehour sessions / leadership programmes require four one-hour sessions). This is a
required component of the programme and forms part of the compliance framework.
It is suggested that the Line-manager / Mentor is the participant’s line-manager, due
to the nature of the Implementation Project but this is not part of the compliance
protocol and as such schools may wish to identify another colleague to carry out this
role (e.g. a professional development lead or other senior leader). The meetings will
provide an opportunity for the Line-Manager / Mentor to confirm participant
engagement with the compulsory elements of the programme, explore how the
participant is translating new learning from the programme into daily practice and
identify next steps.

It is suggested that participants schedule meetings in advance with their LineManager / Mentor and that the meetings include the following elements.

-

A contracting stage whereby the participant and the Line-Manager / Mentor
agree the focus of the meeting and intended outcomes.

-

A check-in stage whereby the participant and the Line-Manager identify
significant learning gains from the programme to date.

-

A reflection stage whereby the participant and the Line Manager / Mentor
review how new learning is being applied in practice through the
Implementation Project.

-

A target setting stage whereby the participant identifies significant next steps.

Line-Managers / Mentors will need to complete a short Line-Manager / Mentor Log of
the meeting see Appendix 1 and send these to their local delivery partner to confirm
engagement as required by the NPQ compliance framework. A set of possible
mentor / coaching questions are included in Appendix 2 and the National Framework
for Mentoring and Coaching is included in Appendix 3.
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Further Reading and References
Delivering World Class Teacher Development
Teacher Recruitment and Retention Strategy
The Early Career Framework
The Teacher Standards
The Headteacher’s Standards
The Standard for Teacher’s Professional Development
Education Endowment Foundation’s Putting Evidence to Work – A School’s Guide to
Implementation
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Appendix 1: Line-Manager / Mentor Log
Meeting Number and Date:
Module FATs completed: Y / N
Checking in and progress since the last meeting

Key purposes of the meeting

Questions and responses
What does our agenda need to cover?

What are the emerging themes?

What new understandings or perspectives are developing?

What will happen because of this meeting?

How will we review progress from this meeting?

Signed:

……………………………………
Line-Manager / Mentor

…………………………………..
Participant
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Appendix 2: Mentoring / Coaching Question Prompts
These are generic mentoring / coaching question prompts and are designed to
stimulate dialogue. They are in no way exhaustive and are published here to
support and scaffold the Line-Manager / Mentor session meetings.
Typical questions for the contracting stage
What do you want to achieve out of this session?
What could we work on now that would make the biggest difference to your
programme / Implementation Project?
What are two or three goals that will make a big difference in your programme /
Implementation Project?
What issues do you currently face with your Programme / Implementation Project?
What short term goals do you want to achieve in the context of the programme?
Why are you hoping to achieve these goals?
How could you improve your current work / life balance?
How could you improve the work / life balance of your team?
What would you try now if you knew you couldn't fail?
How will you know when you have achieved these goals? What will it look like?

Typical questions for the check-in stage
From the most recent module you are working on, which were your strongest
domains? Why do you think this was the case?
Which domains did you identify as the ones you needed to focus on most? Why?
What has been your most recent significant learning from your Self-Directed
Study?
Which domains have you seen the most progress in?
Which new learning has had the biggest impact on your behaviours? What does this
look like?
Which domains have you seen the least progress in? What might be the reasons for
this?
How are the on-line materials helping you?
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Which Formative Assessment Task did you / will you work with?
How will this move you forward in your learning?

Typical questions for the reflection stage
What is going well with your Implantation Project?
What could be improved in the delivery of your Implementation Project?
What are the barriers to your project?
What do you think is really happening?
How might other people perceive the progress of the project?
What could be done differently?
On a scale of 1 to 10 how severe / serious / urgent is the situation?
How do you think the students are benefiting from the project?

Typical questions for the target setting stage
What specific step would you take next?
How will you meet your goal? How and when will you do that?
What support do you need to get that done?
What do you need from me or from others to help you achieve this?
How will you know you have done it?
Who else will you involve in this?
What will have happened to know you have achieved the goal?
Who do you need to talk to first? Who needs to know?
What are the three actions you can take this week?
On a scale of 1 to 10 how committed are you to this goal?
On a scale of 1 to 10 how excited do you feel about taking these actions?
What would increase that score?
What will happen if you do not do this?
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