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     Marine Academy Primary (MAP), part of the Ted Wragg Multi-
Academy Trust, opened in 2013 as a free school with just 26 children.  
It now educates over 500 children aged 2 to 11 in Plymouth. 

MAP serves an area of significant socio-economic disadvantage, with deprivation indicators placing the school in the 
top 10% of the most deprived areas nationally. Currently, 32% of pupils are eligible for the Pupil Premium. The school 
also supports a diverse range of learning needs, with 19.2% of children identified as having Special Educational Needs 
and Disabilities (SEND) and 2.7% in receipt of an Education, Health and Care Plan (EHCP).

MAP has received two consecutive ‘Outstanding’ Ofsted judgements (2015 and 2022) and pupil outcomes and progress 
are, respectively, in the top 20% and 10% nationally. Most importantly, 100% of children report high levels of self-worth, 
safety and enjoyment in their learning - contributing to attendance that is well above the national average.

The team at MAP are proud to have received national recognition for their work: winning a nasen Award for Primary 
Provision of the Year, being ranked among the top ten schools nationally for wellbeing and workload by Edurio and 
serving as a DfE Behaviour Hub for exemplary practice. The school also leads as a Steplab Coaching Hub, showcasing 
best practice professional development (PD) and pedagogy, and was a Silver Winner for Primary School of the Year in 
the Pearson Teaching Awards.

MAP’s motto is: “Work hard, be kind and amazing things will happen”. The school’s work is underpinned by the 
belief that every child has the capacity to achieve their greatest potential and live by life’s highest values. Central to 
achieving this inclusive mission is a consistent pedagogical framework supported by group PD, personalised coaching 
and deliberate practice – embedded across the school and trust through Steplab. This approach ensures predictability, 
high expectations and emotional safety for all learners, including those with SEND.

Rather than relying on isolated interventions for children with SEND, MAP has embedded inclusive practice through 
everyday classroom routines - a whole-school framework of consistent classroom strategies used by every teacher, in 
every lesson. 

Leaders recognised that children with SEND didn’t need different provision; they just needed expert, well-informed 
classrooms which supported the fostering of a consistent and high-quality learning environment, which ultimately 
benefits all children.

The MAP Teaching Charter defines the core expectations for all lessons and interactions and is the minimum 
expectation for teaching and learning that you will find in all their classrooms. The school and classroom routines,  
Core 10, are research-informed practices used across every year group and in all lessons.

 
MAP’s Core 10:

Introducing  
Marine Academy Primary

2. SHAPE Talk - a structured approach to speaking: Sentences, Hands, Articulate, Project, Eye

5. Positive Framing - narrating the behaviour you want to see, not just correcting errors

1. Thresholding - warm greetings at the door to establish connections and readiness 

3. Showing STAR - reinforcing learning behaviours (Sit Up, Track, Answer in full sentences, Respect)

6. Cold Calling - inclusive questioning to engage all learners

8. Live Modelling - teachers use visualisers to model thinking and processes

4. Knee to Knee - partner talk to ensure all pupils rehearse and participate

7. Signal-Pause-Insist - a 3-2-1 readiness prompt

9. Sequence in Small Steps - ‘I do, we do, you do’ instructional method to scaffold learning

10. Silence is Golden - silent, orderly corridors to support emotional regulation and smooth transitions

Designing a consistent 
classroom environment
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Consistent teaching practices across the school have ensured structured learning environments accessible to all.  
Children know to expect the same from all adults, no matter what class they are in or the staff member teaching them. 
This reduces the extraneous cognitive demands for staff and children, ensuring children have predicatbility and can pay 
attention to the lesson content and learn more. It also enables staff to have high-quality peer-to-peer conversations 
and feedback rooted in a shared language. 

In the videos below, you can see how teachers teaching different classes of children at MAP are consistently using 
SHAPE, Signal-Pause-Insist and Showing STAR to support all children to learn.

“Children tell us that they like the fairness and consistency in our classrooms; 
they know what to expect.”

- Siobhan Meredith 
Executive Director of Education at Ted Wragg Trust

IN PARTNERSHIP WITH

Signal-Pause-Insist

https://www.youtube.com/watch?v=lVxw9idyBWQ
https://youtu.be/zeQPtMUEmvc
https://www.youtube.com/watch?v=TGDhz4tLaoI


      

     Once the pedagogical techniques were defined, leaders required 
a way to train teachers and support staff to embed these techniques 
across all of MAP’s classrooms, ensuring they maintained fidelity to the 
Core 10 framework. 

All staff - teachers, teaching assistants and pastoral staff - attend regular (at least fortnightly) group professional 
development (PD). These sessions always narrate the purpose and intended impact of pedagogical approaches. 
Deliberate practice is used to hone skills in a lower-stakes environment prior to staff executing the new techniques 
with clarity and precision when with children. Leaders support teachers to apply these techniques with fidelity through 
regular low-stakes lesson drop-ins.

Alongside group PD sessions and lesson drop-ins, all teachers at MAP receive 1:1 coaching to support their continuous 
improvement. The teacher’s coach will visit the teacher’s lesson to gather concrete evidence about teaching and 
learning and identify the highest leverage next granular ‘step’ for that teacher to work on to improve their practice.  
During the subsequent feedback session, the coach will model the next step and the teacher will be given time to 
rehearse the step multiple times, supported by the coach. Coaching at MAP is personalised, enabling teachers to tailor 
their learning journey. This approach has shifted the professional culture at the school - stronger relationships have 
emerged between colleagues based on trust and collaboration.  

Implementing a consistent 
pedagogical approach
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“We’ve all seen how traditional one-off days leave barely any traceable impact. Shifting to regular coaching 
cycles and deliberate practice allowed our teachers to internalise new habits and strategies for immediate 
impact in the classroom.” 

- Siobhan Meredith, Executive Director of Education at Ted Wragg Trust

A key tool in the codification of effective teaching practice and embedding this into teachers’ everyday routines has 
been the PD platform Steplab. Leaders at MAP have built a custom PD Curriculum on the platform focused on the Core 
10, ensuring that all staff are working on and progressing through these key techniques in both group PD sessions and 
1:1 coaching. Steplab’s model videos, and video upload functionality, ensures teachers can see MAP’s Core 10 practices 
in action - coaches don’t just tell teachers what the techniques are, they show them in action. Steplab’s coaching engine 
and tools enable meaningful and impactful coaching conversations between teachers. 

As a result of embedding coaching and deliberate practice, Siobhan concludes that “every teacher has the skills, 
confidence and support they need to excel” and she credits Steplab as being “the engine of this transformation for our 
teachers, enabling us to create structured coaching cycles focused on pedagogy and addressing fundamental learning 
problems.”

Recording data from drop-ins and coaching on Steplab, leaders could then easily analyse the data to evaluate the 
quality of implementation of the Core 10 across the school and be responsive - developing and iterating the planned PD 
programme in response to staff needs. 

MAP’s implementation of a highly-effective and evidence-informed PD model led to them being recognised as one of 
Steplab’s first national Coaching Hubs - centres of excellence in professional development.  

MAP also believes in the importance of supporting children to understand the Core 10. Each year teachers spend 
time explicitly teaching and rehearsing routines with children across all year groups. This is facilitated through MAP’s 
Behaviour and Oracy Curriculum at the start of the academic year and as a refresher at the beginning of each term.



      

     The work at MAP demonstrates how sustained, whole-school 
investment in high-quality teaching can dismantle barriers to inclusion 
and redefine what’s possible for all learners. Rather than relying on 
short-term fixes or isolated interventions, MAP has embedded long-
term changes in classroom culture and teacher development that 
enable every child to access great teaching, every day.

At the heart of this approach is a commitment to equity through consistency. Children with SEND are not treated 
as exceptions or in need of something entirely different - instead, they benefit from an inclusive model where clear 
routines, consistent language and structured pedagogy are part of the universal offer. This has removed many of the 
everyday barriers to understanding, participation and progress.

The result is both profound and practical. Children with SEND no longer depend on additional adults or withdrawal 
sessions to access learning. Instead, they learn in classrooms where expectations are clear, transitions are smooth, and 
learning is scaffolded thoughtfully. This fosters not only academic success but also emotional safety, confidence and a 
strong sense of belonging.

Importantly, this shift hasn’t relied on isolated pockets of excellence or heroic individuals. It has been built through the 
careful codification of best practice, regular coaching and a shared professional language. Teachers report greater 
clarity and confidence in how to support all learners, and leaders can drive improvement with precision.

     Take your time to watch our video fully exploring MAP’s Core 10.

The impact of the work at 
Marine Academy Primary

Exploring our  
Core 10
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“MAP’s work challenges the false divide between inclusion and excellence. By strengthening the quality of 
teaching for all, they have raised aspirations, improved outcomes and ensured that every child – regardless of 
background or need – is seen first and foremost as a learner with limitless potential.”  

- Siobhan Meredith, Executive Director of Education at Ted Wragg Trust

https://www.youtube.com/watch?v=7Xo4sYSkA2Y


Core 10
Unpacked

Thresholding
This is a vital aspect of the school’s approach to supporting pupils with feeling 
safe, secure and connected. Pupils are greeted on the external doors and 
classroom entrances by familiar staff members, who are able to demonstrate 
curiosity in pupils’ lives outside of school, provide them with a valuable boost 
for the day ahead, narrate the timetable so they are informed about what to 
expect, as well as set expectations for being ready to learn in terms of uniform 
standards and prompt completion of the morning task. Teachers adopt a warm 
and precise approach so that pupils recognise that adults are supportively 
championing their cause, whilst maintaining high expectations of what they 
can achieve through clear systems and boundaries. This technique has made 
a positive impact on attendance and punctuality, in addition to enabling 
rigorous safeguarding through early identification of concerns.

Knee to knee
Opportunities to talk through questions and opinions in a structured format 
are frequently provided across the curriculum. This creates a safer, lower-
stakes environment for pupils to share their responses and receive affirmation 
before they are potentially shared with the class. Teachers ask pupils to 
physically turn and face their partners so that the discussion is rooted in 
positive social habits of turn taking, eye contact and intrigue towards what 
is being shared. Execution of this strategy results in paired discussion being 
increasingly fruitful and enables adults to scan and circulate to check for 
engagement across the class.

SHAPE Talk 
The high oracy expectations held for pupils at MAP are conveyed through the 
framework: speak in full sentences; keep hands away from the face; carefully 
articulate a response; project the voice and look people in the eye. Teachers 
place great emphasis on developing these criteria as they support the pupils 
with becoming increasingly proficient speakers who can substantiate their 
input with evidence and appropriate vocabulary. This also equips pupils 
to adapt their tone of voice and volume to suit the intended audience. 
Furthermore, speaking in full sentences is critical to opening up paths to 
higher education routes as knowledge schema are more interconnected.

Positive Framing
This is an approach used to formulate and sustain a positive culture of respect 
and kindness. Narration of the desired behaviours as opposed to instructing 
pupils to stop behaving in a certain manner preserves the sense of trust 
and warmth between adults and pupils. Also, it encourages the purpose and 
reasoning of actions to be outlined making self-regulation for pupils more 
likely. The subsequent effect of positively framing instructions is that it also 
leads to a higher ratio of rewards to sanctions. In turn, this promotes pupils’ 
motivation to follow the Academy motto ‘Work hard, be kind and amazing 
things will happen’.

Showing STAR
This is an acronym addressing a combination of the visible learning 
behaviours expected throughout lessons, including direct instruction from the 
teacher, discussion contributions from pupils, as well as the manner in which 
pupils interact with each other. S stands for ‘sit up straight’; T means to ‘track 
the speaker’; A represents ‘answer in full sentences’ whilst R stands for ‘respect 
others’. Rather than adults needing to instruct pupils to follow a number of 
expectations that can feel overwhelming, STAR is a short and sharp way of 
cueing pupils to sustain attention and respect the rights of adults to teach 
freely and peers to learn without interruption. 

Cold Calling
This is an increasingly popular technique being used in schools with the 
objective of raising the participation and thought ratio in response to 
questions. Posing a question, providing some thinking time and calling on a 
child to respond in this particular order ensures that all pupils are accountable 
for engaging with the content and discussion is not dominated by a minority 
group of individuals. As this technique is secure across the school, training has 
progressed to focusing on follow-up questions to elicit a deeper understanding 
of concepts. Moreover, a greater proportion of whole-class responses have 
been integrated to elevate participation further via the repetition of pivotal 
vocabulary and as a method to check for listening or understanding.

IN PARTNERSHIP WITH



Signal-Pause-Insist
Historically, there was widespread variance in the signals for attention that 
staff would use, such as pupils imitating a rhyme, use of a musical instrument 
or clapping a rhythm. The effect of this was that pupils did not have a 
consistent cue for carrying out the same task around the school or when 
listening to different adults. Therefore, inconsistent uptake of expectations 
would be observed. ‘Signal-Pause-Insist’ provides a predictable signal for 
attention with the inclusion of take-up time and an effective blend of verbal 
and non-verbal cues. A countdown from 3 to 1 with an instruction following 
each number enables swift transitions between various learning episodes. 
Early Career Teachers have particularly favoured this approach as it is swiftly 
adoptable and frees up cognitive capacity to focus on other areas such as 
explanations and questioning.

Live Modelling
The ‘I, We, You’ approach to lessons is a standardised way to provide 
knowledge-rich explanations and backwards fading of support as pupils 
progress towards completing independent practice. Live modelling is at the 
core of the direct teaching as it results in pupils being shown how to carry out 
a task rather than merely be told about it. Demonstrating what success looks 
like with some purposeful narration of thinking or pinpointing misconceptions 
to overcome are two ways to use this strategy. The use of visualisers to guide 
pupils through each step and the integration of a teacher exercise book are 
powerful tools for achieving a high standard of modelling as they pinpoint the 
success criteria with impressive clarity. 

Sequence in Small Steps
The use of the ‘I, We, You’ approach is repeated several times during lessons, 
providing opportunities to frequently check for understanding and complete 
independent practice following a short period of direct instruction. Careful 
thought is given to the volume of content covered during lessons with 
cognitive load considered. Dual coding principles are integrated via images 
and visual representations to accompany verbal and written explanations. 
Slides are designed to enable content to be sequenced in small steps with 
extraneous load minimised.

Silence is Golden
This is a positively framed line that staff use to establish expectations for how 
pupils are expected to complete independent practice during lessons and 
transition around the school building. Silence is used rather than ‘quiet’ as it 
removes any subjectivity and means that the learning of others should not be 
disturbed. The absence of unnecessary noise creates an environment where 
pupils can flourish without having their concentration disrupted. Pride is a 
word that staff continually refer to and it is used in the contexts of children, 
the learning environment and learning time. ‘Silence is golden’ encompasses 
each of these criteria well.
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Professional development  
that really works




