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13% increase in standardised reading 
scores for primary children

14% increase in phonics test passes 
(from 77% to 88% against national average of 82%)

All schools holding or improving their 
OFSTED grading

100% of TKAT headteachers appreciating 
the culture change in the organisation and 

the more inclusive and collaborative 
leadership style 

TKAT work inspired by Complete interventions 
has resulted in …
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The pandemic has put school leaders, teachers and 
students under significant pressure, yet TKAT decided that 
improvements could not wait and embarked on a 
programme with Complete that has been described as 
“phenomenal”, “transformative” and “incredible”.
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The catalyst for change

The Kemnal Academies Trust (TKAT) is one of the 
largest multi-academy trusts in the South and East of 
England with 45 primary and secondary academies. 
In total, TKAT has 22,000 children and 3,350 staff in 
its ‘family’. 

TKAT Deputy CEO, Liz Harrison, started researching 
leadership development solutions in September 2019. 
She recognised that improvements would be helpful, 
and this view was confirmed by the results of an 
external multi-academy trust review in January 2020. 

“The feedback from teachers and staff in the schools 
aligned with the leadership team’s recognition that we 
weren’t getting things right in terms of communications 
and impact. We realised the culture had to change.”

“Our culture was one of top-down command and 
control,” continued Liz Harrison. “The impact of that 
was that people and schools were working in silos. 
We wanted more collaborations, more 
interconnectivity, and less distance between the TKAT 
board and headteachers and staff.” 

“Every school and every leader had something 
powerful that supports holistic outcomes for children. 
We needed to share that to garner everyone’s 
strengths and skills and create a community.“

“We wanted to bring people together, to share 
best practice, for people to feel consulted and 
involved in our strategic direction. Ultimately, we 
wanted to create a family of schools, all driven by 
a common purpose and vision, and collaborating 
to achieve success, not just a group of individual 
schools.”

Key benefits already realised

The key change has been a move from a 
centrally led, directive style of leadership to one 
of distributed leadership. This has led to a culture 
of much greater empowerment and inclusion, 
more creativity and systemic thinking, with strong 
care and support for everyone. The team has 
coined the acronym ICE for Inspire, Care and 
Empower. The level of trust, collaboration and 
comfort with different views has increased 
dramatically.

Since the work 
with Complete 

started, all 
schools have 

held or improved 
their OFSTED 

grading.
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The changes at TKAT have led to several new 
strategic initiatives which are already showing good 
results, including:

• TKAT’s ACE initiative (A Champion for Every child) 
involves 7,000 pupil premium children having a 
named, consistent adult champion. This has had a 
big impact on attendance rates and a 13% 
increase in age standardised reading scores for 
the primary children involved

• A phonics initiative rolled out across 28 schools, 
leading to 88% of children passing their phonics 
test compared to 77% in 2019, against a national 
average of 82%

Since the work with Complete started, all schools 
have held or improved their OFSTED grading. While 
this cannot solely be attributed to the Complete 
programme, there is a strong belief that it has been a 
major contributory factor. All TKAT headteachers 
surveyed said they appreciate the culture change and 
especially the way they are now able to work with the 
senior leadership.

The right partner

Complete came recommended by one of TKAT’s 
trustees, but Liz completed her due diligence and 
researched several other firms before deciding to 
appoint Complete. There was something different 
about them.” Explained, TKAT CEO, Dr Karen 
Roberts. “It was an unusual appointment for a group 
of educationalists and relatively high risk. Complete 
wasn't offering your usual Myers-Briggs type 
assessment, but the more time Liz [Harrison] spent 
planning the work with Complete, the more excited 
she became, and I was convinced we’d made the 
right decision to go with Complete.” Complete’s 
combination of business understanding, academic 
rigour and educational experience was important for 
Liz Harrison. 

“That link up was unique and something we just didn’t 
find elsewhere. Complete’s work is based on solid 
research – in my due diligence I looked at the 
research and works of Dr Alan Watkins, To be honest, 
it was a coincidence that one of our trustees had 
worked with them before. That just validated our 
choice.”
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Even though Liz had confidence in her decision, she 
admits to some trepidation. “I didn’t know what kind of 
journey we would be in for. I was concerned that as 
we are so big it wouldn’t be possible to change the 
culture and the values in a time frame that would be 
suitable. We didn’t want to have to wait years and 
years.”

“Complete said they would be able to make us more 
effective in our roles and create capacity in the 
organisation – all that in a timeframe we thought was 
practical and realistic – 18 months.”

The development journey

Complete’s programme with TKAT combined 
diagnostic assessments, team development and 
individual coaching. Initially, the TKAT senior 
leadership team (SLT) of eight was the focus for 
activity and this was then expanded to include the 
extended leadership team of 15 people. 
Alongside the team development, Complete coaches 
began one-to-one sessions with four key individuals, 
Karen Roberts (CEO), Liz Harrison (deputy CEO) and 
two senior education directors. 

Assessment
Complete’s work began with a Complete Team 
Development Index for everyone on the TKAT SLT and 
Complete Values Profile assessments for each 
individual on the team. The results were striking. 

Complete Team Development Index

In June 2020, the TKAT SLT was below benchmark 
on four of the six aspects of the Complete Team 
Development Index (see the left of each pair of bars 
in Figure 1).

Furthermore, the areas they were lacking primarily 
concerned relationships, collaboration, and 
coherence. Fundamentally, the SLT was a group of 
motivated individuals, but it was not operating as an 
effective team. 

Everyone was working hard and busy ‘doing’, but 
they were not all pulling in the same direction, and 
they were expanding significant energy that was not 
giving them the results they deserved. 

The Complete Team Development Index was then 
repeated in September 2021. The improvements 
have been dramatic, as the right bar of each 
coloured pair in Figure 1 reveals. 

The team is now in the top 10% of all teams 
surveyed for all six dimensions and in the top 3% for 
coherence and strategic power. 

Figure 1. Team results before and after Complete interventions

FIG 1 NOTE: The left of each pair of coloured bars in figure 1 is the score from June 2020, while the right of each pair of bars is the result after the 
Complete interventions in September 2021. The scale is the standard deviation from the Complete benchmark. 
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Complete Team Development Index item responses

The table below gives some examples of the huge improvement in percentage agreement in the responses to 
the survey questions

Figure 2. Complete 4D Leadership Model

From the initial team assessment data, it was clear that the team was focused on the short-term ‘IT’ (doing) area 
of Complete’s 4D leadership model (see Figure 2). Understanding that it is also important to spend time on the 
longer-term ‘IT’ as well as the ‘WE’ (relating) and the ‘I’ (being) aspects of leadership was insightful for the 
leadership team. 

Survey question June 2020 Sept 2021

We can resolve disagreements between team members without the team 
leader having to adjudicate

29% 60%

The team leader does not impose the final decision on the team 7% 73%

We have a vision that will be a game changer for our industry 43% 93%

The vision of this team is inspirational to people in my area 64% 100%

The strategies in our separate areas come together with clarity at the team 
level 

57% 93%

https://www.youtube.com/watch?v=_Xz5V-Fnw64&ab_channel=KoganPage
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Complete Values Profiles

The individual Complete Values Profiles shed further 
light on why the SLT was failing to fulfil its potential. The 
Complete Values Profile is a developmental 
assessment. It precisely defines which of the eight value 
systems an individual leader, team, division or 
organisation operates from (see Figure 3). It defines a 
leader’s current level of development and, crucially, 
where someone needs to focus to unlock a new level 
of performance. 

The ‘red’(power) value system can be passionate and 
entertaining. People operating at this level can bring a 
clarity that can be immensely useful in a crisis. 
However, like every level the red value system has a 
negative side and people can become overly 
directive, egotistic and be characterised by a lack of 
appreciation of the bigger picture. This was the TKAT 
experience. With so many individuals operating within 
the ‘red’ value system, the SLT lacked collaboration 
and common purpose.

The aggregated results of the TKAT SLT’s Complete 
Values Profiles before and after the Complete 
interventions are shown in Figure 4. Back in June 2020, 
as Liz Harrison noted: “As a team we were incredibly 
‘red’.” 

Figure 4 shows a significant development over the 15 
months of Complete interventions. This reflects how the 
team is bringing more innovation, creativity and 
disruptive ideas (shown in the growth in the yellow 
value system), is focusing more on the longer-term 

systemic changes needed (the growth in the turquoise 
value system), with a strong value around caring (the 
green value system). 

The directiveness of the red value system and the goal 
focus of the orange value system have reduced but are 

still applied where relevant and necessary. Access to 
those value systems remains important, but the growth 
in the higher levels of the spiral is transforming 
performance and results for the team.

Figure 4. Before and after results for 
Complete Values Profile

June 2020

Sept 2021

Figure 3. Complete Values 
Profile spiral of value
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Complete coaching and team development interventions

Complete used the results of the assessments to focus the coaching and team development interventions. 

Eight days of team development interventions included the following modules:

a. Context set with the 4D leadership framework 
The team was introduced to the 4D leadership framework (see Figure 2). This was 
essential to broaden the team’s perspective beyond their focus on short term tasks, targets, 
goals and metrics (IT dimension). The team now work together collaboratively, spend 
more time on longer-term strategic thinking and on continuously developing themselves 
and their teams 

b. Understanding individual and team values 
Complete assessed the team’s values in detail which helped to build a common language 
around motivation, culture and cultural transformation. It also clarified how the team could 
operate more effectively and leverage their collective strengths.

c. Creating more entropy
Once a common language and a leadership model had been created, there was an 
urgent need to focus on helping people get all the ideas and challenges on the table. This 
included helping the team to achieve a level of radical candour that allowed tensions to 
be raised and resolved much faster and more effectively.

d. Building new ways of working 
Complete focused on strengthening the relationship bonds between individual team 
members by teaching the team how to listen much more deeply and how to better 
understand each other while welcoming diverse views and opinions and managing 
conflict constructively. 

e. Moving to a distributed leadership style
The team moved to a less directive, more inspiring and empowering leadership style. This 
brought new clarity and precision to what the team and the leaders needed to drive 
success. The team have been surprised by how quickly they have seen people step up.

f. Understanding and adapting the organisation’s culture
The team assessed the current culture by looking at the customs, rituals, symbols, myths, 
metaphors and stories that are prevalent in the organisation. This was very insightful and 
helped the team realise that the culture further down the organisation still reflected the old 
way of working. The team agreed actions to role model and drive the cultural shift.

For the TKAT programme participants, the coaching and team development has been 
transformative. 
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“From the outset, Dave has been fantastic. He met 
with me before the group sessions to tell me what 
everyone had been saying and to explain the results 
of my Complete Values Profile.“

“It was raw and brutal for me to listen to – the 
feedback from my team and my profile showed me to 
be a dragon. If someone was disloyal my reactions 
would be fierce and reactive. I would be quick to 
make decisions or force people to make decisions 
and didn’t allow enough reflection time. It was very 
reactionary. If I included people in my deliberations, it 
would be a limited amount of people, not a wider 
stakeholder group. 

“I had the misconception that the right thing to do was 
to make quick decisions and move fast. Sometimes it 
is, but more often than not, it’s not the best way.”

“Dave and I agreed we should share the insights from 
my assessments with the rest of the SLT and work with 
it. Naturally, I was reluctant, but I knew it was an 
essential part of my leadership journey and my 
transformation.”

“The first meeting with the team was really difficult. 
However, having Dave as my coach as part of the 
programme has been invaluable.” 

“My leadership journey has been phenomenal. I was 
caught in a legacy, male characteristic leadership 
style, which wasn’t really me and wasn’t making me 
happy in my job. Not only that, but I also wasn’t 
getting any results in terms of moving the organisation 
on.”

“Exploring my whole leadership style, linked with who 
I am, has been transformational for me. I would use 
that word ‘transformational’. There is still a bit of red in 
me – I’m driven and focused, but it doesn’t manifest in 
a ‘bad’ red anymore. I’m allowed to enjoy people. 

“I don’t have all the answers, but we now work as a 
team to find the answers together. I’ve been able to 
develop so much that it’s transcending permeating to 
different levels of the organisation as well – beyond 
me.”

“The most important thing for me is allowing myself to 
be me – giving people time and really valuing them 
as people and professionals. What I thought was 
most effective in terms of leadership quite clearly 
wasn’t.”

“Part of this whole process for me has been 
understanding that if you’re a leader you need to 
open up and be more transparent to have closer 
relationships. Before I didn’t know myself or my team 
well enough.”

“I didn’t know what I didn’t know. I just didn’t know all 
this was out there. Now I listen to other education 
colleagues – CEOs – and I think they haven’t got 
close to what Complete has brought to us.”

TKAT CEO’s transformational journey 

As the TKAT CEO, Dr Karen Roberts is a significant role model for leaders at TKAT, her behaviour drives the 
culture of the organisation. She credits much of her recent leadership transformation to the relationship with her 
Complete coach, Dave Hughes. 

The one-to-one coaching sessions that Karen and Dave had were completely confidential between the two of 
them, but Karen is happy to openly share how it has helped her so that others can see its value.

My leadership 
journey has been 

phenomenal. I was 
caught in a legacy, 
male characteristic 

leadership style, 
which wasn’t really 

me…
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As Deputy CEO Liz Harrison explained, for some 
members of the TKAT SLT the insights into their 
individual and collective values profiles had a 
dramatic effect: 

“The work around our own values profiles was hugely 
illuminating for everyone. For some, it was life 
changing. There were some dramatic changes and 
some less obvious, but everyone changed. It has 
transformed working lives dramatically.”

Coaching for the SLT

While the results of the assessments clearly sparked 
the necessary change in TKAT’s SLT, it has been the 
personal coaching and the team development 
activities (as outlined above) that have cemented the 
transformation. 

David Linsell describes himself as a ‘minister without 
portfolio’ at TKAT. He leads on curriculum and is 
currently responsible for governance in the 
academies, but he takes on whatever projects the SLT 
and Liz Harrison requires. He had observed the 
changes the work with Complete was generating, but 
considered himself a little outside of the work, as he 
explained: “I was watching its impact on other people 
and thinking it was having a brilliant impact, 
particularly in terms of the discussions and insights it 
brought. But, I was on the outside and I thought I was 
already there in terms of my development.”

Two one-to-one coaching sessions with Dr Matt Silver 
from Complete changed David’s view. “Matt 
challenged my view of self and my world perception. 
When I judge somebody, I thought it was an objective 
judgment. I knew we had perceptions, but one of the 
most powerful things to have come through from my 
interactions with Matt is that when you make a 
judgment, you’re actually projecting yourself onto that 
other person. You’re judging their reaction against 
how you would have reacted. I’m now much more 
aware of this trait in myself, which is helping me 
control it, but I’m also aware of it in other people too.”

Leadership development for 
headteachers

Following the initial assessments, team development 
and coaching work with TKAT’s SLT, the programme 
expanded to include headteachers within TKAT. 
Jo McKeown was one of the first headteachers to 
participate in the leadership development programme 
which was specifically designed for Heads and other 
senior leaders across TKAT by Complete, but she 
admits she was a little reluctant initially. 

“At the time I was clear I didn’t want a TKAT-funded 
coach. I felt there was a network of colleagues that I 
could pick up the phone to if I felt I needed help, but I 
wanted any other conversation to be outside of TKAT. 
I worried that it wouldn’t be completely confidential. 
The other reason I was hesitant was that I didn’t really 
understand what coaching was – nobody had really 
explained what it was. I confused it with mentoring. I 
probably thought I’d done it. I didn’t know what I was 
missing.”

Jo also acknowledges that it can be hard to find the 
time for coaching. “In the first years of headship you 
don’t come up for breath. Any thought of coaching 
just felt selfish – I wasn’t putting the school first. Now 
my understanding is very different.”

“What I’ve learned is that the coaching sessions are 
hard. You must be present and willing. But what they 
have given me has been transformative. They have 
given me the practical tools to rein myself back in 
when I feel that imposter syndrome rearing its head 
and causing me to doubt myself. Now I can re-write 
that narrative in my head. The coaching has been 
really practical in many ways – things like visualisation 
techniques – but it goes much deeper than that. It’s 
had a huge impact.”

“I am now actively building in much more reflection 
time for myself. I’m much more aware of my core 
purpose, vision and values in everything I do. That’s 
impacted how I lead meetings, how I plan, how I 
work with other leaders in the school. Not a day goes 
by when I don’t think about what I’m doing and how 
it’s connected to my values and my work.”
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David Moss is another headteacher who has 
benefitted from Complete’s leadership development 
programme. While he snapped up the offer for some 
development, he admits to some trepidation. “I had 
experienced other leadership coaching before, and it 
hadn’t worked for me. I enjoyed that coaching but 
had reverted to old habits straight afterwards.”

David’s Compete coaching experience was very 
different from the very first session. “I had a real 
revelation in that initial session – that our physiology is 
linked to our behaviours. The iceberg model was 
transformative for me. To the extent that at that point I 
made the decision that I would never again behave in 
the way I had before.”

The Complete iceberg model (see Figure 5) explains 
how our physiology is ultimately linked to our 
behaviours through our emotions and feelings. 

David explained how the iceberg model changing his 
thinking: “I could be quite reactive, and I let things 
bother me and get to me. Until that point it hadn’t 
occurred to me that I didn’t need to let it bother me. 
That I could be in control of my feelings.”

For David, out of all the Complete coaching sessions, 
the ‘iceberg’ session was the most impactful. “It really 
kept me engaged with the programme. Despite the 
challenges we’ve all faced in last year, I have 
managed to hold fast to those principles: in particular 
the practical things I’ve learned like the breathing 
techniques to manage my responses to situations.”

“The next stage for me is to spread that training to the 
rest of my leadership team. I can see one or two 
others behaving in the way I was, and I know they 
would benefit from the Complete approach.”

This is the first leadership work David has done that’s 
had a meaningful impact. “They’re revelations to me 
and I can start to see how those things have impacted 
my performance. Since then, I have become more 
effective and more efficient in what I do. It’s also 
helped me achieve greater clarity around my decision 
making.”

“I’ve been in teaching for more than 20 years and I 
thought I couldn’t help the way I was. Now I know 
differently. I’ve done Myers Briggs – it's interesting but 
they seem to work on the basis of you are who you 
are. With Complete, you can develop and evolve –
your behaviour is not fixed.”

The transformative impact

The impact of working with Complete has been no 
less transformative at the very top of TKAT. Liz 
Harrison explained how the quality of the coaching 
has helped the SLT, including CEO Karen Roberts, 
understand how they could evolve through the spiral 
and become more sophisticated. “We saw the 
change in our day-to-day work almost immediately. 
The biggest change has been in our CEO. It’s been 
absolutely phenomenal.”

It’s a change that CEO, Karen Roberts, is the first to 
acknowledge – as detailed in her experiences on 
page 8. Karen further explained: “Now I don’t get 
angry anymore. It has literally done wonders for my 
blood pressure – I’ve had issues for a long time, and 
it’s now the lowest I’ve ever had.”

According to Liz, the change in the CEO has enabled 
the SLT to work in a way that suits them much more: 
“We have been happier and more productive at 
work. As we’ve moved away from the red value 
system that dominated us as a team, we have realised 
that it’s not always about speed. Distributed leadership 
has become more important. There has been greater 
trust and more examples of co-creation.“

Figure 5. Complete iceberg model
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“All of that has led to people being confident in their 
roles. They are now able to put forward ideas, to 
make decisions and they have been unlocked from a 
particular way of working into a new way that is far 
more collegiate and collaborative.”

“Headteachers are also telling us that they feel far 
more valued. They see the executive team more often 
and they feel closer to them. We have joint working 
parties involving the executive and the headteachers 
are being given real power on those – they’re not just 
talking shops, the headteachers have a genuine role.”

“The executive has been really up front about the 
journeys we’ve been on and the headteachers have 
recognised that and are supportive of it.”

TKAT is moving away from a very traditional, 
hierarchical organisation and a leadership style which 
was directive with all decisions made centrally, to a 
much more distributed leadership style in which 
people are inspired by TKAT’s purpose and vision. 

People are included, involved and empowered to 
make decisions. They are supported by being part of 
an organisation that cares and provides very practical 
support. 

Already, TKAT and Complete have witnessed: 

• Directors taking the lead on key aspects of TKAT’s 
strategy

• Head teachers much more involved in determining 
the way forward for TKAT and in key decisions

• Much more focus on long term, sustainable 
improvements rather than quick fixes to turn around 
under performing schools

• A high level of trust, inclusion and listening in senior 
leadership team which was not there before

Plans for the future

Working with Complete has been transformative for 
senior leaders at TKAT, for many from the very first 
moments of their development work. Leaders describe 
‘lightbulb’ moments when they realise for the first time 
just what they need to achieve more and have better 
working relationships. 

Senior leaders are already allocating more time for 
reflection and strategic thinking which is impacting the 
quality of the decisions they are making and that is 
having a positive knock-on impact in schools too. 

TKAT is confident that the huge impact of the 
Complete work will continue to cascade throughout 
the organisation and ultimately impact the young 
people in their schools, as Liz Harrison explains: 

“We are hoping that the staff will have a better work 
life balance, will be more creative in their thinking and 
that ultimately TKAT will become the employer of 
choice and we’ll attract great people because of our 
culture.”

“When we have happy, productive and creative 
leaders, we inspire better teachers, which impacts on 
better outcomes for children.”

“We can’t underestimate how significant the change 
created by Complete has been and, we expect, will 
continue to be.”

“I’ve been in teaching 
for more than 20 years 
and I thought I couldn’t 

help the way I was. 
Now I know differently. 

With Complete, you can 
develop and evolve –
your behaviour is not 

fixed.”



“When we have happy, productive 
and creative leaders, we inspire 

better teachers, which impacts on 
better outcomes for children. 

“We can’t underestimate how 
significant the change created by 

Complete has been and, we 
expect, will continue to be.”
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