
Teaching Leaders High Potential Middle Programme: Risks Register
We have identified a number of potential risks and corresponding mitigations and contingencies

Key

Risk Situation which might put at jeopardy Teaching Leaders ability to deliver the contract

Mitigation Actions taken to reduce the severity and seriousness of any risk

Contingencies Preparation of actions to take in response to a risk occurring

Owner Member(s) of TL senior team responsible for monitoring and managing the risk

Inherent risk Rating of a risk based on the absence of mitigations and contingencies

Residual risk Rating of a risk after mitigations  have been put in place

Risk 1 Unlikely/Low impact

Risk 2 Likely/Medium impact

Risk 3 Very likely/High impact

Likelihood
Severity of 

impact                                        
Likelihood

Severity of 

impact                                        
1 Application and recruitment targets are 

significantly missed  (by >10%)

- Introduced and monitoring new leading performance indictors 

linked to marketing and school relations activity to give early 

warning signs of missing targets

- Set targets by recruitment window and activate any 

contingency plans early  if applications are below target at 

window end

- Continuously monitor programme delivery, retention and 

relationship management to avoid negative word of mouth or 

perceptions of poor quality

- Introduced an early bird window, to allow longer overall 

recruitment timeframes and more opportunity to review and 

adjust approach

- Add an additional window 4 after the May half-term 

recruitment deadline to capture middle leaders post 

resignation deadline and allow 4 additional weeks of 

marketing

- Engage with partner networks to send additional 

messaging and conduct calls to support the recruitment 

effort 

- Bring forward recruitment of PEMs to provide additional 

marketing support'
2 3 1 3

2 Fail to recruit adequate numbers in rural/coastal 

hubs

- Conduct an area assessment at the start of each year to 

assess likely numbers of middle leaders, triangulating past 

interest and current need 

- Protect and maintain historically strong relationships in these 

areas 

- Ensure rural and coastal hubs are determined with adequate 

numbers of schools to be viable

- Build new partnerships with regional stakeholders and key 

influencers - e.g. TSA, MATs, RSCs, etc.

- Use supportive schools from existing rural/coastal hubs as 

advocates

- Move to 3-year targets/Fellow projections with schools so we 

can map future demand'

- Change hub or delay hub launch until following year and 

prioritise another new hub in different part of the 

area/region

- Direct more school relations activity and focus to 

rural/coastal hubs, engage additional influencers as part 

of marketing strategy

- Increase the size of the area we market to around the 

hub

2 2 1 2
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3 Increased competition from Teaching School 

Alliances (TSAs) developing their own 

programmes leads to reduced demand for high 

potential programme

- Conduct an annual competitor review

- Increase the number of local delivery hubs in TSAs to ensure 

coherent delivery offers to schools

- Enhance messaging about the added benefit of participating 

in the national, high potential programme

- Produce case studies detailing how Teaching Leaders has 

partnered with TSAs to deliver the programme

- Build strategic relationship with Teaching Schools Council

- Leverage relationship with NCTL and Teaching Schools 

Council to broker introductions to targeted TSAs

- Offer to allow TSA to deliver the programme/franchise to 

the TSA

1 2 1 1

4 Significant change to success rates at assessment 

centre reduces overall cohort numbers

- Conduct pilot to review changes to assessment process with 

current participants and compare scores

- Conduct full review of the 2015 assessment centre process 

which will underpin the future process for this cohort 

- Close monitoring of success rates in order to investigate any 

changes rapidly

- Work with Future Leaders/Hay to ensure assessment centre 

activities are externally validated and high-quality

- Compare success bar with data from previous cohorts to 

ensure consistency

- Embed clear quality assurance framework for assessors and 

activities - including piloting and in-depth training before 

implementation

- Check messaging to schools and increase guidance to 

schools on middle leader profile for the programme

- Alter and review assessment centre activities after first 

window if needed

- Re-test 'failed' candidates to revalidate decisions

- Introduce long-term TL programmes to support 

development before reassessment for following year

1 2 1 2

5 Re-nomination rates drop in existing strong hubs 

with significant impact on overall recruitment 

numbers

- Built strategic partnerships with MATs and hold annual 

meetings to maintain buy-in and support

- Have historically maintained 50% renomination rate from 

partner schools

- Approach existing schools earlier in window to gain early 

knowledge of appetite for that year

- Continuously monitor programme delivery, retention and 

relationship management to avoid negative word of mouth or 

perceptions of poor quality

- Leverage more senior staff in key roles with historic 

relationship to re-build or relationship with long-term 

partner schools

- If significant, consider moving hub to area of need

2 2 1 1

6 Negative media coverage impacts reputation of 

the programme

-External Relations Director briefed to respond to any negative 

media coverage

- Built relationships with key media stakeholders to ensure our 

response is heard 

- Established strong relationships with key sector influencers 

who are supportive of us

- Proven track record of delivering impactful programmes to 

challenging schools

- Leverage existing channels and social media to promote 

positive messages about the organisation

- Established processes for quick communication to 

schools to mitigate any effect of the coverage

- Contact key influencers and supporters to advocate in 

areas affected

1 2 1 1
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7 Sensitive personal data held by Teaching Leaders 

is obtained by third parties

- Built data security into requirements for IT outsourcing

- Established clear procedures and training to ensure data 

protection

- Investigating move away from database to EU-based 

developers and data centres 

- ISO27001 certification

- New proposed Area Impact Plan moves away from collecting 

pupil data resulting in less sensitive data being held

- Communications strategy with key stakeholders should 

confidential data held by Teaching Leaders be obtained 

by a third party

- Conduct urgent investigation into likely source of data

- Work with staff and developers/hosts to plug any gaps 

in security

- Escalate to TL Board and NCTL

1 3 1 2

8 Teaching Leaders revenue from TL Teams and 

alternative sources decreases putting overall 

programme budget at risk

- Monitor sales and pipeline at regional and national levels 

quarterly and annually

- Quarterly re-forecast meetings to review progress and 

reforecast towards sales targets

- Use existing reserves to underwrite projected revenue

- Increase focus of CEO and External Relations Director 

to fundraising and other revenue sources

- Discuss with NCTL potential to consider using non-

chargeable VAT on top of bid to underwrite the TL 

contribution up to £1.5m

- Rapidly increase fundraising team

2 3 2 2

9 NCTL or DfE take decision to end the contract 

early

- We will report regularly on our impact and quality to evidence 

meeting our key outcomes

- We will collect feedback from a wide range of sources to 

ensure we can consistently deliver a quality programme that 

meets schools needs

- We will work to diversify funding streams to ensure financial 

sustainability

- We will drive down costs to ensure participants can 

finish commitments 

- We will ask schools to increase financial contributions

- We will investigate and build new revenue streams

1 3 1 2

10 Schools do not pay funding contribution - Set out clear messaging about contribution requirements from 

the start and include contracts

- Maintain positive relationships built with schools and finance 

teams

- School contract clearly sets out requirement to meet funding 

commitments

- Regularly monitor debtors and report to Finance Committee

- Discuss with school SLT through Regional Directors, 

escalated to CEO where necessary

- If an impasse is reached - mechanisms set out in 

contract followed, stopping variable costs elements and 

ultimately removing Fellow from programme

- Inform NCTL 

1 2 1 1

11 System failure - e.g. online platform, salesforce or 

evaluation survey host (instant.ly)

- Back up and stiore data on cloud

- Use trusted software/development partners (e.g. Deloitte, 

Emphasis, Salesforce)

- Range of platforms means not reliant on one for all services

- Promptly put in place action plan 

- Ensure developers/hosts are aware, responding and 

sharing timelines for fixes

- Action contractual clauses with developers/hosts where 

necessary

- Utilise alternative arrangements (e.g. survey monkey) 

where possible 

- Communicate timelines and arrangements (internal and 

external)

- Ensure data remains secure

1 3 1 2

12 Act of god/ fire/ flood etc. taking our offices out of 

action

- Recent Holborn fire responses shows capacity and capability 

to deal with these issues promptly and without affecting 

school/participant facing communications and delivery

- Move to agile working will allow staff to work from other 

locations in short term

- Those whose computers are destroyed would be able to use 

pool laptops in short term

- Key TL documents and data mostly stored in cloud (TL 

Connect, Salesforce)

- Emergency communications tree put in place with staff 

(contact numbers etc.) so approach can be communicated

- Inform staff of short term alternative working 

arrangements

- Work with relevant contractors to agree timelines for 

recovery (e.g. phone/internet)

- Utilise TL agile working arrangements to ensure 

business continuity

- If prolonged, agree external communications so 

stakeholders are of alternate communications means

- Take up temporary office space - potentially through 

partners - if needed

1 3 1 2
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13 A Teaching Leaders participant , staff member or 

other external stakeholders bring us into 

disrepute. This could be in relation to activities in 

connection with TL or which have no direct 

relation.

- We have clear policies and procedures if these events occur

- Ensured that we are not too closely associated with a single 

individual, school or other stakeholder

- Speak to the individual/stakeholder to understand correlation 

to Teaching Leaders

- Ensure that all stakeholders understand the consequences for 

us of certain behaviours

- Work with the stakeholder to ensure effect on Teaching 

Leaders is mitigated as much as possible

- Take up disciplinary/contractual action if necessary

1 2 1 1

14 Teaching Leaders partner organisation has 

reputation tarnished

- TL has clear partnership agreements with those that offer 

value to the system only

- All partners are clearly known and all partners aware of others

- Partner mapping ensures awareness of wider partner activity

-Work with partner to establish cause of reputation loss

- If significant and relevant use standard communication 

processes to issue messaging

- Terminate of partnership if necessary (with alternative 

delivery partners sourced if needed).
1 2 1 1

15 Departure of a key member of Teaching Leaders 

staff causes disruption to organisational activities, 

key relationships and / or knowledge lost

- Will establish 3-month notice periods for all members of 

Teaching Leaders staff to ensure no sudden loss of key staff

- Central database where  communication with all schools is 

logged and stored so others can pick up on strategic 

relationship should the current relationship holder leave

- Ongoing focus on team cohesion and development

- History of internal appointments and experience with 

knowledge/contact history

- TL intranet ensures all key documentation centrally stored

- Use notice period to ensure proper knowledge transfer 

- Line manager responsible for ensuring handover 

competed - audit of knowledge/contacts/upcoming events 

and succession documents

- Ensure external communications in hand where in 

participant/school facing role

- People Team ensure deadlines kept to for 

internal/external recruitment to role

1 2 1 1

16 Delivery failure of a partner organisation/partner 

relation breakdown

- Work with trusted partners following due diligence process 

(e.g. Future Leaders, EEF, IoE, Universities for residentials, 

etc).

- Agree partnership arrangements with all partners - with 

partnership agreement/MOU

- Open and honest communication style abides through all 

partner relationships

- Seek alternative delivery partner as matter of urgency - 

through other partnerships where useful

- Ensure staff are aware

- External communications issued if necessary

- Conduct lessons learned review

- Inform NCTL

2 2 1 2

17 Insufficient high quality facilitators to deliver the 

training sessions

 - We already have a pool of experienced facilitators from our 

programmes 

- Use school based co-facilitators/TL Alumni to deliver our 

programme as well as full-time facilitators 

- Successful experience of recruiting high quality facilitators 

from the education sector

-Work with our partners to source further facilitators  

- Run more local facilitation skills training to talent spot

- In the short-term, staff fill roles until high quality 

candidates can be recruited

- Use of out of region facilitators to fill short term gaps 1 2 1 1

18 Insufficient high quality coaches for our coaching 

needs

- Successful experience in recruiting high quality coaches from 

the education sector

- F29We can use full time consultants as well as serving school 

leaders which means that individuals can manage a larger 

coach load

- Work with partners to source further coaches

- Increase coaching loads for those capable with capacity 

and experience

- Use of out of region coaches to fill short term gaps 
2 3 1 2
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19 Significant failure to meet KPI on Fellow retention 

or attendance

-  Very clear messaging provided to Fellows and Schools re two-

year commitment in recruitment stages

- High level of investment in Fellow relationships

- Ongoing monitoring of delivery quality 

- Ongoing monitoring of situation at an individual and overall 

level, by regions and nationally

- Ongoing communications with National College about 

potential upcoming reasons for drop outs

- Fellows contract allows flexibility on school moves in certain 

circumstances

- Clear regular communication with schools about Fellow 

progress (inc attendance)

- TL Viva gives clear nationally recognised badge when 

completing programme

- Rapid interventions with Heads/ISLs on an individual 

basis

- Escalation process in place for regional delivery teams 

to follow

- Immediate discussions with NCTL about situation

- Short/medium term feedback to be re-scrutinised to 

ensure issues addressed

- Issue high level messaging to schools from CEO to 

reiterise importance of completing programme
2 3 1 2

20 Quality falls specifically through school-led 

aspects (where there is less direct control)

- Ensure school leader coaches/facilitators go through same 

assessment and development pathway as others

- Alumni facilitators have increased quality assurance and 

development processes

- Local facilitation training offers allows for cherry-picking of 

highest quality deliverers

- Feedback loops ensure early indications of quality and 

interventions to be put in place

- Additional QA of Alumni facilitators

- Serving school leader coaches have lower coaching load to 

ensure can focus on both school role and coaching

- Sufficient delivery contractors in place that 

replacements can be found

- Communications with school Heads

- Additional QA can be put in place using responsive QA 

process

- Stop using individuals and replace with contracted 

delivery staff where necessary
2 2 1 1

21 Do not recruit sufficient high-quality viva 

assessors

- Working with partners (e.g. ASCL) to establish and train 

assessor pool early

- Mapping recruitment numbers against Fellow hub numbers 

early

- Heads/Coaches/Facilitators/relevant TL staff can be 

drawn from

- Consider alternate assessment methods (e.g. 

online/peer assessments)

- Increase assessment loads for recruited assessors
1 2 1 1

22 Viva/Area Impact Plan not ready in time to include 

in programme

- Established history and experience of developing programmes 

with new elements

- Clear project plans in place

- Working with trusted delivery partners to develop (e.g. 

IoE/ASCL)

- Viva to be included in 2015 programme to ensure readiness

- AIP builds from existing delivery plan model/school SEFs

- AIP -  Use interim offline model capturing same 

information

- AIP - Investigate with development partners cause for 

delay

- Viva - Put in place alternate means of assessing 

outcomes (e.g. school based formative assessments and 

online tests)

- Viva - Investigate with delivery partners cause of delay

1 2 1 2
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23 Significant failure in delivery quality (coaching and 

facilitated delivery)

- Ongoing internal focus on the importance of delivery quality

- Ongoing collection of monitoring data, and oversight of that 

data regionally and nationally

- introduced use of content trailing where feasible

- systems in place to ensure swift addressing of issues 

identified in early deliveries of sessions for later deliveries

- Ensure that TL culture and values are embedded within our 

coaching team

- Ensure our content is high quality and refreshed as necessary

- Focused reviews introduced where MI gives early signs of 

issues 

- Rapid interventions with delivery contractors/staff

- Experienced Heads of Coaching/Training to intervene 

through additional support and challenge (QA/121 

supervision) 

- Processes in place (e.g. coach/facilitator frameworks) to 

escalate where necessary leading to termination of 

contracts

1 3 1 2

24 Programme innovations (mastery project, viva, 

etc) are not of sufficient quality or do not work as 

intended

- Conducted thorough consultation process in order to gauge 

interest and best practice

- All new programme elements tested conceptually and 

practically with schools, TL Alumni, heads and experts

- Work with high quality partners to prepare and deliver 

innovations

- Track record of delivering well received innovations

- Conduct focused deep-dive into speific areas

- Use focus groups/interviews to investigate further 

- Use Leadership Faculty and partners to rapidly revise 

content and format

- Establish alternative mechanisms for achieving aims 

(e.g. mastery project through partners universities) if 

needed

- Delay introduction of elements from programme if 

quality still not sufficient

- Use communication channels to ensure 

participants/schools/staff are aware of changes

1 2 1 1

25 Fellows do not engage with new programme 

elements (e.g. viva, AIP and mastery project)

- All new programme elements tested conceptually and 

practically with schools, TL Alumni, heads and experts

- All elements developed with trusted and respected partners

- Rapid and thorough feedback loops will ensure issues 

identified early and interventions established

- Experience of developing programme model with new 

innovative elements

- Re-scrutinise evaluations to ensure all issues acted 

upon

- Discuss with focus groups of Fellows (pulse) and Heads 

(regional/national councils) to establish issues

- Use Leadership Faculty and partners to rapidly revise 

content and format

- Use communication channels to ensure 

participants/schools are aware of purpose and impact of 

elements

2 2 1 1

26 New curriculum does not meet the needs of 

Fellows/Schools

- Experience of developing programme curricula - e.g. 

established new curriculum for 2014 Fellows programme which 

has been very well received

- Rapid and thorough feedback loops will ensure issues 

identified early and interventions established

- Facilitator and coach teams bring additional insight and 

feedback on curriculum matters

- Leadership Faculty contains figures of national renown who 

are consulted on all curriculum changes

- Schools, Fellows and Alumni consulted on all curriculum 

changes

- Discuss with focus groups of Fellows (pulse) and Heads 

(regional/national councils) to establish issues

- Use Leadership Faculty and partners to rapidly revise 

content

- Use communication channels to ensure 

participants/schools are aware of purpose of curriculum 

and highlight changes
1 3 1 2
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27 E-learning does not engage or technology fails - Experts consulted in development phases and ongoing 

through Leadership Faculty

- Blended approach means not reliant on one mechanism

- Organisational experience of maintenance of systems

- Due diligence to be conducted on e-learning platform 

developer

- Deliver essential content through facilitated sessions

- Alternative mechanism sought - e.g. simpler online tools

- Work with partners to examine issues

2 2 1 2

28 Significant number of Fellows do not pass viva - Formative assessment points through-out programme will 

indicate development areas

- Formative assessments can trigger interventions through 

coaches and schools

- 'Mock' vivas will highlight areas of concern

- Clear moderation process to be put in place

- Criteria to be established at programme outset in line with 

programme curriculum

- Pilot viva through TL Teams

- Conduct thorough rapid investigation - from initial 

assessment criteria/bar through evaluations and 

programme content through to final viva bar/format to 

establish root cause

- Put in place early reassessment process if viva 

bar/format faulty

- Communicate with Fellows to ensure engagement with 

further development

- Communicate with schools to ensure re-nominations

- Raise with NCTL

2 3 1 2

29 Evaluation / impact data shows lower than 

expected results

- Developed clear theory of change linking middle leadership 

development to pupil outcomes

- Developed strong organisational systems to monitor and 

intervene where strong impact is not apparent

- Continual focus through programme on pupil outcomes

- Area Impact Plan will ensure pupil outcomes are at heart of all 

activity

- Launch external research projects to validate impact 

and deepen understanding

- Conduct rapid internal investigation - Regional Impact 

Groups to triangulate termly data with attainment 

outcomes

- Use Coach team to investigate individual issues leading 

to aggregate understanding

- Look at national data and that from similar schools to 

see if wider trends

- Discuss with NCTL

2 3 1 2

30 Programme contents becomes outdated or 

discredited

- Leadership Faculty expert established - bringing in expertise 

from across the sector

- Conduct external research of current middle leadership 

landscape

- Rigorous and regular feedback loops from Fellows and 

schools

- Processes in place to quality assure and revise content

- Coach/facilitator feedback taken on board

- Commission Leadership Faculty and partners to rapidly 

refresh content

- Work with experts where changes to school policy 

necessitate new content

- Use immediate focus groups (pulse, heads councils) to 

establish understanding of new school practice
1 2 1 1

31 Change to  stop capturing individual pupil data 

means programme impact analysis becomes 

unclear

- Consult with experts and school leaders to develop clear 

approach which retains pupil impact measures which can be 

aggregated to provide programme impact

- Continue dual approach by also utilising National Pupil 

Database and Education Datalab analysis to evaluate 

programme impact

- Close relationship with schools allows ability to discuss impact

- Work directly with partner schools to share detailed 

pupil level data if required

- Use Viva to make indicative judgements about overall 

programme impact

- Commission an external impact evaluation of the 

organisation by third party organisation
2 3 1 2

32 Failure to engage in-school liaisons/schools 

leading to reduced engagement and impact

- Consistent history of working closely with schools, make 

attempts to retain ISLs where possible

- Establish ISL buddying for new ISLs to learn from experienced 

ISLs

- Further ISL role, training and communication established

- Feedback loops include ISLs/Heads to ensure issues 

identified early

- Regional Directors to follow up directly with ISLs and 

school

- If widespread; revised communication strategy put in 

place, utilising partner network where necessary and 

escalate through MAT/TSA where appropriate
2 2 1 2
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33 New AIP too stretching for some Fellows leading 

to disengagement/lower impact

- Pilot, test and validate AIP with existing Fellows, Alumni and 

Heads prior to launch

- Intended to be stretching, but supportive programme model 

and coaching in place

- Link AIP structure to existing departmental SEFs so 

complementary to existing role

- Use feedback loops, baseline viva and coach feedback to 

identify issues early

- For individuals - identify issues early and further 

training/mentoring with Alumni put in place; regional 

team/coach to discuss directly with school

- If widespread - re-assess position, format and content of 

AIP to ensure stretching but manageable; re-investigate 

initial assessment bar, and re-evaluate 

training/messaging to ensure providing sufficient 

development for engagement with AIP

2 3 1 2

34 Quality of Fellow data and analysis means pupils 

not tracked accurately

- Clear training put in place to ensure robust data tracking and 

analysis by all

- Coaches trained to allow supportive and challenging 

conversations based on data

- Fellow data to be shown back to schools to give sight of 

progress and impact but also to verify

- Fellow data to be analysed by TL staff to ensure issues 

identified

- Leverage alternative data systems e.g. Ark Schools or FFT 

Aspire to have an offer of a robust and rigorous data tracking 

and analysis system for schools that need it

- Additional training/mentoring to be put in place for 

individuals or wholesale

- Conduct independent data review using Raiseonline 

with School Data Manager or use FFT Aspire

- Coaches to revisit and challenge data analysis to 

ensure previous iterations are accurate

- Escalate to NCTL - as TL approach builds from school 

systems, could be systemic issue

2 2 1 1

35 Coaches do not challenge adequately on data 

analysis to ensure there is proper progress and 

impact

- We have added an additional activity to coach assessment 

centre to verify data analysis skills

- Additional training provided to coach team on data analysis 

and challenge

- Head of Coaching supervisions will quality assure through 

questions on data analysis and challenge

- Evaluations, feedback loops and progress measurement by 

regional teams will surface issues with coaching conversations 

identified early

- Early introductory sessions to coaches and coaching model to 

clarify expectations with Fellows

- Provide additional coach development, 121s and 

supervision to focus on development areas with data a 

central topic

- Consider providing additional coaching from an expert 

coach in that area for the participant

- If coach evaluations or supervision raises individual 

issues - development and training to be put in place, and 

if doesn’t improve over time look to replace coach
2 2 1 2

36 Participant impact perspective for AIP does not 

triangulate with school view

- Regular termly communications with schools to verify data 

submission

- Recommendation that ISL is same as participant line manager

- Coach to flag  any inconsistencies after mid-point viva

- Progress data triangulated with attainment data at year end 

from Education Datalab

- Coach to feed back on data discussions

- Regional Director will meet with schools to explore 

issues

- Change ISLs to be participants line managers if they are 

not already

- If school issue, work with school (broker with Ark 

Ventures if needed) to improve school tracking system

- If due to development issue on participant part - input 

further training and support

- If due to duplicitousness on participant part - consider 

escalation policy leading to removal from programme

2 2 2 1
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