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Analysis of assessments: NPQML 

Strengths and weaknesses of criteria evidence 

1.1.1 The key strengths for the award of 2 marks   

• Explored a range of data types, both quantitative and qualitative, and identified 
important and relevant trends. Used the trends to effectively structure and 
plan the project and to measure impact. Data indicates positive improving 
outcomes within a successful project. Information for individuals and groups 
utilised. 

The main weaknesses  

• Does not show a detailed analysis that is likely to drive the project forward. 
Data shown is not related to pupil outcomes. There is sometimes a very narrow 
focus of the data analysis e.g.  club attendance rather than progress or 
attainment in PE.  Data provided required a more detailed and comprehensive 
explanation. Only group level analysis performed-not individual basis. (or vice- 
versa) 

1.1.2 The key strengths for the award of 2 marks were when  

• Planning was intelligently designed, evaluated and then used to guide ways 
forward in response to findings. 

• Planning was detailed in design, well-evaluated both during and after delivery 
and flexed according to needs such as changes of staff and findings from 
feedback and monitoring.  

The main weaknesses were 

• Data is not of sufficient detail to drive the plan and therefore the plan is not 
focused upon evidence and data enough. 

• A more in-depth evaluation of how the initial design was modified considering 
pupil progress would have been beneficial. 

1.1.3 The key strengths for the award of 2 marks  

• Excellent research into change management. Many strategies considered e.g. 
Kotter, EEF, Rogers, Grint. Identified a vision, created a shared discussion, 
created a plan and the CPD necessary to deliver the change required. Links 
between theory and practice powerfully described. Successfully implemented 
change within team. 

The main weaknesses  

• Change Management tools are deployed but are not always the most relevant 
to the task. Participant does not specify why they have selected approaches to 
change management. In some cases there was limited evidence of research 
into effective change management. There was some confusion between 
leadership and the change management process. 

2.1.1 The key strengths for the award of 2 marks  

• Highly relevant and credible reference made to the consideration and 
successful application of several examples of research that were resonant with 
the focus of the initiative. E.g. EEF, Dylan William, Hattie, Sutton Trust etc 

• Presenting an impressive array of highly credible evidence demonstrating the 
productive analysis of domestic and international research relevant to teaching 
and learning within own subject. Applies findings to enhance the plan. 

The main weaknesses 

• Limited research completed or used to inform plans. Needs to give specific 
detail of relevant research and how it is applied to own project. No evidence of 
studying international teaching or linking with other local schools to share ideas 
and research. Analysis of research is not consistent. 
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2.1.2 The key strengths for the award of 2 marks  

• Secure evidence of analysing the current curriculum strengths and weaknesses 
and addresses the latter effectively to increase teacher confidence in the 
teaching of maths and providing greater challenge for more able students.  

• Comprehensively evaluated the enacted curriculum and implemented 
improvements in the light of defects found. Changes made had a demonstrable 
impact in a short space of time with gains in student outcomes and staff 
confidence. 

The main weaknesses  

• The key developments needed are not made explicit. Participant has not built 
in to the project plan the opportunity to observe colleagues, team teach and 
undertake book scrutiny. There is little evaluation of the quality of the 
curriculum or of teaching.  

2.1.3 The key strengths for the award of 2 marks  

• Presents clear evidence in pupil performance data of improvements made and 
cites increased staff confidence and morale. Quantified evidence of positive 
impact of project on pupil attainment. Soundly based on evidence and highly 
effective in generating improvement. Pupil progress data presented 
demonstrates improved pupil progress through the interventions employed. 

The main weaknesses were 

• Not explicitly linked to impact on progress and attainment. Limited progress for 
the focus group. Greater clarification required. Unable to demonstrate any 
improvements that have been made or their impact. 

 

3.1.1 All participants score 2 marks in 3.1.1. The key strengths for the award of 2 marks 

• Made direct reference to Goleman (6 styles of leadership). Details use of 
different leadership styles, with different team members/groups to achieve 
objective. Participant demonstrates excellent and honest self-reflection and 
through this is able to judge the benefits/risks of each leadership style 
approach. 

• Learned from experience and mistakes (in a really positive way!). Researched 
leadership strategies and implemented these appropriately (democratic, 
affiliative, coaching). Learned to adapt leadership style to individual needs and 
the particular context. Strong on explaining and justifying leadership approach. 

• Reflective evaluation of own style. Learns from 360. 
No scores of 1 or 0 but in other scripts seen the benefits and risks of each approach are 
not discussed so the impact is unknown. 

3.1.2 
 

The key strengths for the award of 2 marks  

• Effectively exploits different communication styles and is able to justify e.g. 
formal style with SLT to introduce project, range of styles with team, email for 
information, face to face conversations to enable listening and discussion. 

• Using a nuanced range of communication styles as the project progressed, 
starting by being analytical and supportive before initiating innovations on a 
decisive, well researched basis, to good effect. 

The main weaknesses  

• Very little reflection or reference to communication styles at all.  

• Ensured member of SLT was kept informed by email regarding the project and 
the level of success achieved. Lack of examples of benefits/risks of different 
approaches.  

• Participant outlines how they intend to communicate with the stakeholders but 
relies largely on discussions and conversations.  
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• Does use a variety of communication methods although these are not always 
explicitly referred to e.g. email, F2F, written feedback, summary report. Refers 
to challenging circumstances but does not weigh up benefits and risks of 
communication options so limited or no justification. 

 

4.1.1 The key strengths for the award of 2 marks  

• Demonstrated an excellent and reflective approach to relationship building. 
The sponsor has made exceptional comments about the ability to establish 
relationships within and outside the team. It is obvious that the participant has 
led a collaborative endeavour in order to identify and overcome barriers. 
Identified potential risks of certain styles and approaches and demonstrated 
good self-awareness. 

• Focuses upon the importance of engaging a wide range of stakeholders within 
and outside of own teams. Employs strategies such as modelling best practice 
and agreeing actions and outcomes to ensure effective collaboration, establish 
trust, ownership and a shared vision across all stakeholders. 

The main weaknesses  

• There has been no discussion as to how to mitigate any barriers. 

• Although partnerships were made they were not fully exploited and could have 
been utilised much more. The partnerships were very restricted to them 
supporting one small aspect rather than being integral to the planning (Must 
comment upon the presence or absence of participant evidence of attempts to 
overcome barriers. Also within and outside of own team.) 

 

4.1.2 All participants score 2 marks except one in 4.1.2. The key strengths for the award of 2 
marks  

• Quotes e.g. Fairholm and clearly evidences relevant and effective collaboration 
with stakeholders inside and outside of own team- direct team, class teachers, 
wider team, governors, TAs, Nurture group, LA. Regular collaboration and 
reflection with the different groups on progress of plans is encouraging. 

• Very convincing evidence of facilitating the delivery of plans by engaging and 
working with a range of stakeholders including the staff team, senior leaders, 
external colleagues and students themselves. 

• Well informed by both Tuckman and Maister with regard to collaborative 
processes. 

The one participant who scored 1 mark- The planning aspect of the collaboration was 
limited and could have been exploited much more efficiently. 

5.1.1 The key strengths for the award of 2 marks  

• Budget provides a detailed analysis of relevant financial and staffing 
implications, both during and beyond the lifetime of the plan. Resourceful use 
made of in-house knowledge and skills to save costs. Future budget constraints 
and their impact considered. 

• The analysis of resource implications were very strongly indicated, well-
informed construction of a clear and relevant budget. Appropriate economy 
was achieved, expenditure was focused and moderate and the value for money 
of authentic resources and limited staffing implications highly apparent. 

The main weaknesses  

• Needs to be more specific about budget/costs.  

• No consideration regarding how costs may change throughout the lifetime of 
the plan.  

• Budget very basic and does not reflect the expectations of the criteria. Little 
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analysis of the budgeting plan. Does not identify how efficiencies impact plans 
in the long term. 

 

5.1.2 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The key strengths for the award of 2 marks  

• Defines the steps required to successfully implement plans including timescales 
and responsibilities to meet objectives in a project plan. 

• The project plan defines all of the stages required to successfully implement 
the project. The detail of the plan is considerable and it is clear that this has 
helped scaffold activities. 

• Extremely detailed project plan produced including timescales, ownership, 
dependent factors, success criteria and necessary milestones. 

• The project plan was not a mere paper exercise, but rather a methodical and 
intelligently formulated framework for the delivery of the project. It contained 
the expected and essential components showing responsibilities, timescales, 
intentions, actions and data. 

The main weaknesses  

• Basic plan- Each phase is dated so deadlines met and things prepared in 
advance such as letters to parents. No identification of who carries out the task, 
monitoring or steps to evaluation. 

• Limited clarity around timescales and steps to analyse, monitor, evaluate and 
review. 

• Plan is detailed but lacks success criteria which is a key step, responsibilities or 
impact measures 

 

5.1.3 The key strengths for the award of 2 marks were when the  

• Risk register defines all of the steps required to successfully implement plans 
with good definition and giving specific detail on monitoring, assessment 
ensuring that all risks in the plan are identified and mitigations are in place. 

• The risk register was appropriate in depth, scope and plausibility. It provided 
strong evidence of the capacity to identify and mitigate potential risks. 

• The risk register demonstrates that all major risks are identified and strategies 
to mitigate these risks are clearly outlined. Uses the risk register as a prompt 
for reflection on impact and outcomes in the future. 

The main weaknesses were 

• Identifies and mitigates appropriately and proportionally for some risks. Needs 
to consider a wider range of risks, perhaps those which may have led to lack of 
progress shown through data. 

• Identifies some risks but these are not comprehensive in terms of the strategic 
approach to considering wider risk management of the project. 

• No mention of some important mitigation strategies- monitoring, checking, 
meeting staff to keep project on track and ensure impact. 

 

6.1.1 The key strengths for the award of 2 marks  

• Has developed capability in the department identifying professional learning 
sessions. Where training was needed support was given in an ongoing manner. 
Teachers with potential are encouraged to attend a range of internal and 
external professional learning sessions to develop their capabilities and ensure 
that they are in a positive position to apply for future roles. 

• Appropriately uses teacher standards to identify individual staff needs and 
supports new staff with training. Develops use of IRIS and lesson study to 
develop team collaboratively 
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• A clear and detailed account shows a systematic approach to the assessment of 
the abilities of team members followed by the requisite PD provision by 
modelling, collaboration and formal training derived from within school and the 
wider professional community. 

The main weaknesses were 

• Identifying performance as a team rather than assessing them as individuals. 

• Information given largely descriptive and does not show how conclusions were 
drawn or how the CPD was arrived at. 

• Participant does not consider the use of external CPD as part of the process. 

• Pursuing opportunities beyond the school is not explicitly evidenced. 

6.1.2 The key strengths for the award of 2 marks  

• Undertook a 360 diagnostic to identify strengths/development. This has 
enabled Participant to manage themselves more effectively e.g. to decide when 
and where different strategies are most appropriate in leading, or managing 
the team. Attendance at internal PL sessions and external courses such as AQA 
exam feedback courses have enabled participant to target their development. 

• Clear evidence of assessing own performance and capability – how they have 
developed as a more effective leader with a deeper understanding and 
knowledge of establishing strong working relationships and effective 
communication with the practitioners. Greater self-confidence in leading an 
improvement initiative e.g. holding others to account. 

The main weaknesses were 

• No reference to 360 or similar diagnostic. No methodical way of assessing own 
performance and capability. 

• Participant has not identified the most appropriate PD opportunities for self. 

6.1.3 The key strengths for the award of 2 marks  

• Related student improvement to professional development activities e.g. in the 
comment ‘Your project plan is very well designed, showing strong attention to 
the desired impact of the various elements of professional development 
inherent in it and allowing cost-effectiveness in relation to pupils outcomes to 
be assessed’. 

• Understood the costs involved in the CPD aspects of the initiative and has 
sought cost effective ways to progress by skilling self and then using this 
knowledge to structure support for others. 

The main weaknesses were 

• Unfortunately providing little in terms of the impact and cost effectiveness of 
professional development on project outcomes. 

• The need to be more specific in evaluation of the cost-effectiveness against 
impact on pupil outcomes 

• There is reference to pupil outcomes but the participant does not really make 
the link between CPD, cost effectiveness and outcomes. 

 Strengths and weaknesses of criteria evidence 
At NPQML Assessment criteria 3.1.1 and 4.1.2 have come out the strongest with an 
average mark of 2.0 
Assessment criteria 6.1.3 is the weakest with an average of 1.4 
Strengths also shown in 1.1.2, 4.1.1, 5.1.3. Weaknesses in 5.1.1, 6.1.1 
Content area Working in Partnership was the strongest with an overall average score of 
1.9. The weakest content area was Increasing Capability with an overall score of 1.5. 
Teaching and curriculum excellence, Managing Resources and Risks had overall scores 
of 1.7. 
Maximum score of 32 achieved by approximately 20% of the applications which seems 
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high to me. More than a third of applicants scored 30/32 and above which is high. 
Lowest score 21 of the applications looked at. 
Average overall score approximately 28/32 which is higher than might have been 
expected. 
 

 

Comments It is not surprising that Working in Partnership is a strength as there has been a real 
drive in schools to collaborate with others both internally and externally.  HODs and 
HOFs are all expected to share their best practice with others and they are at the sharp 
end regarding relationships with parents and pupils. It also relies on the Sponsor 
comments which tend to be very positive. Pleasing to note the number of Headteachers 
who are engaged as sponsors. A very positive signal to send to colleagues. 

• Managing Resources and Risks are new areas for staff. I would expect to see 
this improve quite quickly as teachers become more aware of what makes a 
good budget, project plan and risk register.  

• Surprising to note the weakness in teaching and curriculum excellence as the 
majority of teachers applying for NPQML have direct responsibility in this area.  

• Increasing Capability focuses upon targeted professional development and 
evaluating its impact and cost effectiveness. I wonder whether this is normally 
the domain of the applicant’s appraiser rather than for the applicant 
themselves. 

• The approach used in completing the application form for NPQML must 
depend on the directions given by the organising body. Clearer instructions 
could be given against each criteria and an overview of requirements for a 
Content Area focused upon. 

• Lastly the choice of the project is absolutely vital in achieving a good Pass. 
Some projects lend themselves to positive assessment e.g. Achieving early 
learning goals for writing, Pupil progress Y11, High attainers progress in English, 
High attainers progress in Science, developing the teaching and learning of 
listening skills within MFL, improving maths attainment through mixed ability 
teaching. Guidance should be given as some projects are quite nebulous e.g. 
academic monitoring and standardisation of registration time, engagement in 
reading, well-being and resilience impact on attainment, support students to 
develop vocabulary in Geography. These can be harder to assess. 

      

 

Barry Cooke, December 2019 


