
Doing More With Less – Using 

Evidence to Tackle Workload



Overview…

Two sections:

• Teacher workload

• School workload



DfE video, ‘Working together on workload’







DfE Teacher Recruitment and 

Retention Strategy (2019)



How can we reduce workload?

Communications with 
parents e.g. Parents’ 

Evenings, email comms.

Curriculum planning e.g. 
schemes of learning 

Marking ongoing classwork 
and homework

Email inbox management

Daily  lesson planning 

Marking summative 
assessments e.g. mock 

exams 

Behaviour management 
activities e.g. detentions, 
restorative conversations

Pupil ‘data drops’





Implementation…

…. is lots of small things done well – ‘uncommon common sense’.

…. is rare – vision> shared vision> shared practice.

…. is about making implicit things explicit

…. is applicable to anything: programmes/practices, internal/external, 

good/bad.

…. carries baggage.

…. is more about adapting processes rather than bolting on new ones.

…. isn’t sexy! (like gardening).

…. is ultimately what matters - the practitioner is the intervention.





• Treat implementation as a process not an event.

• Allow enough time, particularly in the preparation 

stage; prioritise appropriately.

• Do fewer things better – stop approaches that 

aren’t working.



100+ programmes 

used in 15 schools



Interventions Health Check

• Are you using evidence-based interventions? If so, are they 

being used as intended?

• What does your data show for those pupils involved in 

intervention work? Is it at least compensating for the time spent 

away from the classroom teaching?

• How effective are TAs and teachers reviewing work taking place 

in intervention sessions? Are pupils being supported to make 

links being made with general classroom work?

• What can be stopped?



Implementation Matters

• Set the stage for implementation through day-to-day routines 

and practices. e.g. enthusiasm, trust, and openness to 

change. 

“Culture eats strategy for breakfast”

• Identify and cultivate leaders of implementation throughout 

the school. 

• Build leadership capacity through implementation teams.



• How are you creating good foundations for your project? 

• Is there adequate space and time for the effort?

• Who needs to be involved? In what ways?

• How do you ensure leadership buy-in/understanding?

• Are there ways in which you can create distributed 

leadership for the work?



‘Deliver’ is about…

continuous dynamic 

improvement

• Motivating and modelling

• Identifying and solving problems

• Identifying and using successes

• Helping staff apply their 

knowledge



‘Making Data Work’: tackling burdensome 
data practices

Four main principles of effective and efficient data practices:

• The purpose and use of data is clear

• The precision and limitations of data, and what can be 

inferred from it, are well understood. 

• The amount of data collected and the frequency with which 

it is collected is proportionate 

• School and trust leaders review processes for both 

collecting and using data.



Digging deeper 

Explore some evidence relating to the following 

workload issues:

• Curriculum development and planning 

• Marking and feedback

• School communications

Task:

What would be your recommendation(s) to manage 

workload?

How would you support implementation?


