
Leading a values based system - Secondary

Introductions

• Phil Smith
• Proud Headteacher at CODA for 5 years
• Currently Proud Headteacher at Chellaston Academy
• Senior Leader from 2010
• Member of SSG
• Proud to be Inclusion Strategy Group Chair

• Caveat – this is only one method and there will be 
many more successful ones 



Chellaston Academy

• Large secondary school
• Over 1800 students and 200 staff
• Historically has performed well and students do well
• 0 NEETS
• However,……………………….



Chellaston Academy

• Special measures since 2019 in two successive Ofsted 
inspections

• The commentary in the last one report was a ‘tough 
read’

• Honestly, in my opinion the school was not led to 
support the needs of the child

• This resulted in a number of students being 
disenfranchised with the school……….

• And they showed this regularly



The need for ‘Values’ and a ‘Culture’

• Within 1 term, Ofsted, through our monitoring visit had 
recognised the significant positive steps

• These were based around our values of 

• ‘You have ensured that the school’s values of integrity, care and 
excellence are at the heart of the work to improve the school. ‘



How we achieved this

• Invested significant time, both in the short term and 
throughout the year, embedding our values and our 
culture!

• ‘clandestine indoctrination’ ☺



Reflection Time

• What are your school values?
• Are they right for your school?  Do they work?
• What is your school culture?
• Do your values ‘drive’ culture



How we embedded our values

• Honestly reviewed the old values but also the 
vehicles/strategies which supported those values

• ICE was ‘old’ Chellaston
• But they worked for me, my senior team and the school
• The strategies and leadership of ICE was the problem

• ‘Values just don’t grow on their own!’ - 



Immediate whole school and leadership 
changes 
• Unconditional Positive Regard was the focus of all 

training in the short term
• ‘RELATIONSHIPS’ protocols NOT behaviour policy!

• Through time this has shifted the school culture as 
well

• IGR
• ICE was also deliberately linked to as many school 

strategies as we could
• Rewards, Relationships, Reparation, Language 

around the school, Careers and employability skills, 
teaching code etc.



How unconditional is your unconditional?

• Performance Management at Chellaston changed to 
one mandatory objective.

• This gave what we wanted the gravitas we wanted



Integrity, Care and Excellence Embedding

• In every assembly, classroom and interaction with a 
young person

• Consistent language and reminder, even in staff briefing 



Our ICE Values

Relationships protocols

• Every child starts with 
3 positives – I, C and E

• All conversations 
either praise or 
challenge are linked 
to ICE



Our ICE Values

Rewards

• 95% Challenge to ICE

• Reward Days

• ICE Cube – Rewards 
Shop

• Other things such as 
ice cream vans

• All of these are student 
voice led!



Rewards Days

• £30k in rewards budget! But it is worth it!
• Every term if a child is above 95% they go on a rewards 

day either in school or out of school



Activity Day 1



Our ICE Values – ICE ICE Baby!

• ICE Cube – Rewards Shop

• Students spend their points in a shop called Ice Cube
• Staff and sixth formers run it
• Ideas from student council at every step!

• Photos and lists from ICE Cube



Our ICE Values

• Reflection

• RICE – reflecting on Integrity, Care and Excellence
• Staffed and when students do not show Integrity, Care 

or Excellence they will reflect in our RICE room
• RICE leader then facilitates the reparation between 

young person and member of staff



Our ICE Values

On school reports

With ongoing reminders and 
celebrations 



Our ICE values

Part of Chellaston Classroom 
Code

• 4 pillars – within 1 
element praise and 
rewards is an expectation 
– linked to ICE

• Termly presentation 
marking is also lined to 
ICE – through our BRAG 
system



Our ICE Values

• ICE Points and G4S

• We use G4S as the software behind 
it

• This needed lots of development 
but worth it

• G4S manages rewards, praise, ICE 
Cube, RICE, relationships scores

• Also provides live scores to parents
• Students regularly check their ratio 

(95%)



Our ICE Values

• Careers – Employability 
Skills

• Have been reviewed and 
we all believe that the 
employability skills of 
Integrity, Care an 
Excellence work

• This has now become a 
significant part of the 
careers program



Language Language Language

• To support the effectiveness of ICE, it was used as much 
and as consistently as we could
• Briefings, assemblies, parent events, discussions 

with young people, parent phone calls, general 
challenge, general praise etc.

• We inspired and challenged staff if they didn’t use 
ICE

• ‘silly’ gimmicks such Ice Ice Baby ☺
• ICE is literally everywhere



Our ICE Values

Ongoing review and co-production

• ICE, Rewards etc. are always discussed at student 
council and termly surveys

• Encouraging staff feedback and ideas
• One recent change was a positive On Call ☺
• Our young people love this!
• We have tweaked weightings, such as lates
• We offer Community ICE Point Booster Sessions



What is the CULTURE at Chellaston 
Academy

Our values have been the main focal point and as of yet 
we do not have a ‘vision’ statement.

Our values are driving our culture and the work of 
creating a phraseology for this will start next year now 
ICE has been embedded.



What is the CULTURE at Chellaston 
Academy

Embedding values through visible leadership.

Visible leadership from everyone

‘Values are not set from behind a desk’



Our Inclusion Graduated Response

• As part of our work on UPR we invested in and 
developed a significant IGR
• Using our values throughout the process

• This was crucial to identify and meet need at the point 
of need.

Learning

Emotional

Wellbeing

Attendance



IGR at Chellaston Academy



IGR at Chellaston Academy



IGR at Chellaston Academy

Assessment/Screening When
CAT Start of school career
Star Reader Twice per year
Exact Screening Year 7, 9 and 12
Trasition arrangements between schools or year groups Where appropriate
Tranquility App At least once per term
WEMWBS – Wellbeing baseline survey Every Term
Form tutor, DHOY and HOY support/monitoring Daily
Subject assessments At least once per half term
Lessons and form time Daily



IGR at Chellaston Academy



IGR at Chellaston Academy



IGR at Chellaston Academy



Where are we now?

• I believe that Chellaston Academy is a vibrant school
• Student voice says that our young people feel safe 

supported and encouraged to be their best
• Staff surveys correspond to the student view
• We see happy young people and it is a ‘fun’ place to 

work.
• Our last monitoring visit evidenced this too.

• For me, a clear and deliberate focus on our values has 
supported where we are.



• Time for questions and/or reflections.
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