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Preface

It is difficult to pick up a newspaper today without coming across an article or
feature about education, especially one concerning teacher workload or recruit-
ment and retention. Of course these are related and are often considered
alongside the associated notions of staff wellbeing and teacher and headteacher
stress. These are all big issues and ones which culminated in January 2003 when
the government signed a ‘historic’ national agreement with the employers, head-
teacher associations and school workforce unions (with the notable exception of
the largest teacher union, the National Union of Teachers). The agreement,
which followed on from the proposals outlined in Time for Standards (DfES,
2002a), aims to help schools, teachers and support staff meet the challenges that
lie ahead. It proposes action designed to help schools raise standards and tackle
issues of workload. As the government Minister at the time said: ‘we want to free
up teachers’ time to concentrate on what they do best — teaching’. The signatories
to the agreement are acting together at a national level in the Workforce
Agreement Monitoring Group to oversee the delivery of a seven-point plan
designed to create time for teachers and heads to improve standards. (Further
details of the various phases of the national agreement which are statutory and
affect staff contracts are outlined later in the book.)

It was within this context of work intensification and increased teacher workload
being very high on the political agenda that we were commissioned by the
Association of Teachers and Lecturers (ATL) in the autumn of 2002 to under-
take a six-month research and development project. We were invited to work with
ATL teacher members to develop and trial a ‘workload self-audit’ — a tool that
teachers could use to ascertain how many hours they were working each week
and how they were using their time, with a view to considering how that time
might be best used for professional purposes (teaching and learning), to enhance
job satisfaction and to achieve a better work-life balance. It was our work on the
self-audit that led to us to want to write this book.

There were several other factors, too, that made us feel there was a clear need for
a book of this type. One of us (SB) has worked for many years with newly quali-
fied teachers, both as a trainer and as a Times Educational Supplement (TES)
agony aunt, and was very aware of the many things affecting their work — and
life! — and the need to provide effective means of support to help prevent the
high drop-out rate experienced within the teaching profession within the first
three years of service. The other (PE) had researched and taught on various
aspects of ‘human resource management’ and was very aware of the growing
interest in such matters as staff wellbeing, stress management and the notion that
some organizations were more ‘toxic’ than others! Also as a secondary school
governor for many years, chairing the Personnel and Staff Development
Committee, there was an awareness of recent high-profile stress cases with their
legal implications for employers. In addition it was becoming apparent that some
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government initiatives such as Investors in People, Healthy Schools and the Well-
Being Programme had a lot to offer schools as they increasingly focused their
efforts, rightly, on their people. After all if a school is spending the vast bulk of its
budget on its staff, it makes sense to ensure the ‘human resources’ are giving of
their best and that the school and governing body is a ‘good employer’. This also
makes a lot of sense for those schools finding it difficult to recruit staff — after all,
if you have a choice as to where to teach where would you prefer to go — a school
that is concerned with your welfare or one that is not?

The need for a book dealing with all these issues was obvious we thought, but we
also felt that what was needed was not so much an academic tome but rather a
concise, ‘teacher-friendly’ guide to this burgeoning field. We wanted to provide
an overview by setting the scene but we also wished, by drawing on relevant
research and writing, to offer a critical eye on what’s happening rather than just
following the government’s agenda. What, for example, is the reality of workload
reform in a time of budget constraints?

Of course the reader must be the judge of how successful we have been, but
hopefully we will have achieved our main aim of offering the busy practitioner an
overview of what’s happening in this field, along with some suggestions and
advice as to how to improve matters at both individual and school level.

The book is divided into three sections. We begin by looking at wellbeing and
workload. What do we know about teacher workload and how teachers spend
their time, what are the causes and effects of excessive workload, especially in
relation to wellbeing, stress and, crucially, recruitment and retention? Chapter 2
asks what is happening to help address workload and wellbeing, and gives con-
sideration to the plans for the remodelling of the school workforce with reference
to, for example, the DfES’s Transforming School Workforce Pathfinder Project,
the National Remodelling Team (NRT), higher level teaching assistants
(HLTAs), bureaucratic burdens, the Well-Being Programme and issues sur-
rounding staff recruitment and retention.

The second section is entitled ‘How do you change 1t?” and consists of three chap-
ters, the first of which covers the crucial area of managing change. It asks why is
change necessary and why managing it is so complex, particularly dealing with
resistance and conflict. Models for changing workload and wellbeing are exam-
ined, including the approaches of the National Remodelling Team and the
Well-Being Programme.

Chapter 4 is about auditing how teachers spend their worktime and it is here we
introduce the ATL worktime audit. We explain how to complete it and outline
briefly the main findings of our piloting of the audit, including how teachers
were able to make more effective use of time and to bring about change in their
working lives.
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The following chapter — Chapter 5 — continues this theme when it provides
advice and guidance on taking care of staff. We look at work-life balance, time
and stress management and, generally, how to make schools better places in
which to work.

The third and final section provides ideas for the different groups working in schools
— teachers, support staff and school leaders (heads, deputies, middle managers).
Chapter 6 examines how teachers can save time by looking at the big time-con-
sumers such as planning. It also considers marking, report writing, display and
working with teaching assistants. The latter topic is given further consideration in
the next chapter which discusses how support staff can be effectively deployed in
schools. Paraprofessionals who teach and cover, including teaching assistants and
HLTAs, are discussed along with staff in pastoral and administrative roles. Forms
of organizational support provided by bursars and premises managers are also
examined. The chapter concludes by considering a number of unresolved issues
relating to support staff, such as whether an increase in support staff will mean
fewer jobs for teachers, and whether we are just shifting stress and long working
hours onto other people. Are we exploiting support staff and is teacher workload
being reduced at their expense? We know, for example, that support staff earn sig-
nificantly less than their professional colleagues.

In the final chapter consideration is given to school leaders who play a crucial role
in staff wellbeing and workload — including their own! We focus on what is known
about effective leadership and management in this area, and highlight some of the
key skills which may need developing, such as meetings management, delegation
and communication skills. School leaders and managers through their actions can
help ensure the school as a workplace is relatively ‘stress free” and that the work-
load and wellbeing of others is given the importance it deserves. However, there is
also a need for their own wellbeing to be given high priority, something we argue
that does not always happen as some heads and other school leaders take on more
— not less — responsibility and workload! The wellbeing of school leaders, indeed
all staff, is crucial to an effective school and it is hoped that this short book will be
used to ensure that the school’s most important resource is empowered and
enabled to do its job well — which, of course, is to ensure the quality of education
offered to its pupils is second to none!






