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Who am I?

Teacher          |       Trainer       |       Author         |         Blogger        
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You!
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● Teachers: are amazing
● Teachers: work hard

● Teachers: committed and passionate
● Teachers: shape lives

● Teachers: work in challenging circumstances



The brief:
● To support your work in schools.
● To challenge the way we all work ...
● To offer 12 solutions!
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The lesson plan:
Phase Content

Part 1 Research
Part 2 Self-Evaluation
Part 3 24/7 Access
Part 4 Work-life fallacy ...
Part 5 Ideas!



“If you do NOT design your (work) life, 

someone else will design it for you …”

Nigel Marsh



Poll ...
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Let’s go!



Start thinking …

What is the one ‘workload’ 
issue you would change 

within yourself?



Phase Content

Part 1 Research
Part 2 Self-Evaluation
Part 3 24/7 Access
Part 4 Work-life fallacy ...
Part 5 Ideas!



1.Research



DfE Workload Survey:

*DfE report 2017 

Type / Year 2013 2015 2017

Primary 50.2 hours pw 59.3 hours pw 55.5 hours pw

Secondary 49.9 55.7 55.3

Primary SLT 56.1 60.2 59.8

Secondary SLT 57.3 63.3 62.1

https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/592499/TWS_2016_FINAL_Research_report_Feb_2017.pdf


Workload Challenge: Analysis of teacher consultation responses

44,000 responses:

• 63% stated excessive level of detail made tasks burdensome 

• 45% stated that duplication added to burden of workload 

• 41% stated that over-bureaucratic nature of the work 

https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/401406/RR445_-_Workload_Challenge_-_Analysis_of_teacher_consultation_responses_FINAL.pdf




https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/401406/RR445_-_Workload_Challenge_-_Analysis_of_teacher_consultation_responses_FINAL.pdf


Solutions?

16



One page   
     summary ...

February 2015



Now, we 
have a poster!

March 2017





The problem?!



The problem?!

Define: routinely





Solutions?



Think - Pair - Share
What is the one 

‘workload’ issue you 
would change?

a) school
b) you

http://www.everydayfeminism.com


Phase Content

Part 1 Research
Part 2 Self-Evaluation
Part 3 24/7 Access
Part 4 Work-life fallacy ...
Part 5 Ideas!



2.Self Evaluate



Grab …

1. A pen

2. Scrap A4 paper

Here come the rules … 

http://www.sk-eternalsapience.blogspot.com


• Paper 
• Add name 
• Number 1-10.

http://www.clker.com/clipart-pencil-1.html


Spell these words!

http://www.psychologies.co.uk


Now
swap 
papers!

http://www.kstfamily.com


Spell these words!

Spell check!

http://www.mommynoire.com


Now
swap 
papers!

http://www.thebabyshopaholic.com


Spell these words!Spell check!

http://www.theguardian.com


Shoot!



What’s the point ?

http://www.thefeedingdoctor.com


1. Improves literacy
2. Develops subject knowledge 
3. Reliable starter / plenary 
4. Engage … but with purpose
5. Active!

http://www.lindseymcdivitt.com/blog/


IPEVO
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Leadership
Review 
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Consider this ...



What is your:
● personal workload challenge?
● school’s workload challenge?

 



Steven Covey

The 7 Habits of Highly Effective People

= Urgent / Important Matrix



October 2015 



June 2016



44

http://www.teachertoolkit.me/2015/02/28/the-5minworkloadplan-by-teachertoolkit-and-leadinglearner/
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http://www.teachertoolkit.me/2015/02/28/the-5minworkloadplan-by-teachertoolkit-and-leadinglearner/


The Life of a 
Deputy Headteacher 

(9 blogs)





http://www.mediabistro.com/fishbowldc/the-fishbowldc-interview-with-dcjourno_b31152




Think - Pair - Share
● 1 minutes
● Identify 3-5 common issues ….

If it is NOT ‘time’, 
what is the real cause?
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“Every time you add something to your own 

or another person’s workload, you should 

commit to also take something away.”



Post-It Notes:



What is the one ‘workload’ issue you 
would change within yourself?

Don’t forget …

http://www.huffingtonpost.com/courtney-oconnell/5-habits-of-highly-innovative-educators_b_4639434.html


Phase Content

Part 1 Research
Part 2 Self-Evaluation
Part 3 24/7 Access
Part 4 Work-life fallacy ...
Part 5 Ideas!



3. 24/7 Access



Take phone out. Place on table? How many apps connect you to work/workload? 
Delete one app right now … Leave it!



Bad: controlling you?



Shia LaBeouf

http://www.youtube.com/watch?v=ZXsQAXx_ao0


4. Email
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EMAIL
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Protect staff from emails: how often do you?

1. ... send/answer emails after 6pm?

2. ... send/receive a Friday night headache?

3. … turn it off?

4. … use a work mobile phone?



Email analysis - November 2015

Weekends

End of month 
Do people want less later 
in the month?



Forumla



More emails received 
+ 

Less emails replied (answered) 
=

Growing Inbox!



Time versus Tasks



1. Receiving more than I’m sending … 
2. More emails after 4pm
3. I’m still replying into the night !



1. I don’t read/reply as much on a Monday!
2. I send 2-4 emails on Sat/Sun 
3. Friday is my email response day.
4. Sending 18+ per day.



1. 10 words in x50 emails!
2. Do staff need quick answers or could these be quick 

corridor conversations?
3. Send less words than I receive ...



5 Email Protocol Tips for Schools

1. Checking Email: 

During the school day, staff should only check email when they are not teaching.

2. Sending/Replying to Email: 

No email should be sent between the hours of 7:30PM and 7AM.

3. ‘All Staff’ Emails:

Only the PA to the Principal has the ability to email ‘All Staff’.

4. Server: 

A serious alternative, is to programme the school network to only ‘push/fetch’ 

email from the ICT server between certain periods of the day. 

5. Forwarding and Bcc:

Be clear about email etiquette. Do you need to reply and just say ‘thank you’? 

 



What would it be?

What is the one 
‘workload’ issue 
you would 
change within 
yourself?

by



Phase Content

Part 1 Research
Part 2 Self-Evaluation
Part 3 24/7 Access
Part 4 Work-life fallacy ...
Part 5 Ideas!



5. Work-Life
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As a deputy headteacher …

… in one week, I spend 15 hours+ per week in 
meetings! That’s on average 25% of my time 
when I could be with students …

*6.5 of these hours are after-school hours.

Smarter Steps to Reduce Teacher Workload
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1. Strong chair - rotating?
2. No devices? No paper?
3. Change the venue
4. 30 minutes - info. or 1 hour - doing things!
5. Feed your staff
6. Google docs / collaborate

Smarter Steps to Reduce Teacher Workload



“If you do NOT design your (work) life, 

someone else will design it for you …”

Nigel Marsh



Is Work-Life 

Balance A Fallacy?

http://i1.wp.com/www.teachertoolkit.me/wp-content/uploads/2016/09/I@041579_L.jpg?resize=800%2C445


Take back control?
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http://www.youtube.com/watch?v=jdpIKXLLYYM


6. Mark

Plan

Teach



Marking 
is 

broken!

http://bushtherapy.com


5 key 
stakeholders 



Parents Senior 
Leadership

Inspectors Teachers

Child



Should I be marking 
every piece of work?



NO!



How often should 
we expect to see feedback?



When
needed!



Should we demand that 
verbal feedback has a 

higher priority?



YES!



What about verbal?



Feedback!



Collective Teacher Efficacy



The whistle blows!



The whistle blows!
It’s nearing the end of the match. The players are tired. 

The coach calls for a time-out. 

The team hustles round, kneeling in anticipation and a  confused look 

comes over their faces. The coach is writing down what he’d like to say. 

“I’m almost done!” he shouts, “This is going to be great!”.

The whistle blows and the time-out is over. The team, bewildered by their 

coach’s odd behaviour, makes its way back onto the pitch. They haven’t 

been given the information in time. 



The whistle blows!
The other team rallies and scores again. It’s a devastating loss.

Back in the changing room, the weary, dejected players find a note with 

‘Feedback’ written on it.  The team captain opens it up.

It was the strategy to win the game. 

Frustrated, they question the coach about his behaviour. 

“Keep calm,” he says. “We can work on it tomorrow.”

The team, understandably annoyed, tell the coach that they needed to 

know right away, not the next day.

Jeremy Hannay



http://www.teachertoolkit.me/2015/03/03/a-common-sense-approach-to-marking-workload-by-teachertoolkit/
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Austin Butterfly

http://www.youtube.com/watch?v=hqh1MRWZjms


Example Technique 



Yellow Box
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PLAN

Smarter Steps to Reduce Teacher Workload



Door Knob Lessons?



Formal 
Lesson 
Plans?
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TEACH
                                           a little theory ...
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Qualitative or Quantative
model of teaching?



What do you see?

http://www.mediabistro.com/fishbowldc/the-fishbowldc-interview-with-dcjourno_b31152


Looking at OR Looking for?

http://www.mediabistro.com/fishbowldc/the-fishbowldc-interview-with-dcjourno_b31152




Training observers to:

1. ‘look at’ rather than ‘look for.’

2. develop high-level observational skills.

3. offer sophisticated feedback.

The challenge:

1. Remove the fear culture of one-off performance.

2. Risk taking or stifle creativity?

3. Establish coaching/mentoring, matched to needs.

4. Encourage all teachers to use IRIS Connect.
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1 teacher = 800 hours of teaching
3 observations!
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No more graded lessons!
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Learning Walks
with NO feedback?

Some schools ...
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…why NO feedback?!



Teaching
and

Learning
Consistency

Blog here
Link to full: here

http://www.teachertoolkit.me/2016/07/19/learning-policy/
http://www.teachertoolkit.me/wp-content/uploads/2016/07/LearningPolicy-OnePagewithRollingDetail.pdf


Simple

Focused

Clear



MER cycle:

Monitoring

Evaluation

   Review.

To steady workflow 

and workload …
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Something
to consider...



7. Coaching
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1. Banish lesson gradings forever.
2. … then STOP the traditional 3 lessons per year.
3. No more formal observations. Ever!
4. Allow every teacher to receive coaching.
5. Identify 25-50% of staff to be coaches.
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6. Allocate funding.
7. Allocate time: one period per week (15 min / 30 min)

8. No paperwork. Optional log book.
9. Rigorous training for coach.
10. Relationships outside of appraisal.
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11. Across departments, levels, roles.
12. Specific framework. A common vernacular ... 
13. The cycle would repeat every week.
14. The coaching would be for 2 terms.
15. Voluntary … let appraisal take care of itself.
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The maths ...
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Inner London NQT: £27, 819
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£100 / 5 lessons = £20

£20 x 1 lesson a week 

38 lessons = £760
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£760 per teacher per year
X25 teaching staff on M2+
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= 
£19,000
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For 50 teachers 
… assuming x40 teachers are M3-UPS3

NQT: £27,819 (Inner London) = x10 
MPS6: £37,862 (Inner London) = x25 

UPS1: £42,756 (Inner London) x15
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M2 = £760 p.w.            for x10     = £7,600
MPS6 = £1,124 p.w.        for x25     = £27,550
UPS1 = £1,254 p.w.      for x15      = £18,810

50 teachers / the costs 
 



Course titleascl.org.uk/training Smarter Steps to Reduce Teacher Workload

£53,960



Feedback … who?

What is the one ‘workload’ issue you 
would change in yourself?

http://www.everydayfeminism.com


Phase Content

Part 1 Research
Part 2 Self-Evaluation
Part 3 24/7 Access
Part 4 Work-life fallacy ...
Part 5 Ideas!



5 More Classroom 
Ideas to Aid Workload!



8. Literacy



Forget this! -> 10+ Keywords



Do this! -> Be Explicit / Flying Start



Do this! -> Be Explicit / Flying Start

Example:  https://vine.co/v/559u2B1JZlL 

https://vine.co/v/559u2B1JZlL


9. Covert 
Feedback



Forget this! -> Triple Marking



Forget this! -> Triple Marking



Do this! -> Covert Feedback







10. Modelling



Forget this! -> Work Hard



Do this! -> Work Smarter.
Be a lazy teacher!



I Do, We Do, You Do.



Model the work.
1. Don’t answer ANY questions.
2. Don’t offer help.
3. Don’t repeat instructions.
4. Don’t accept “I can’t do it.”
5. Do model work in silence.



11. Pitch



Forget this! -> Low threat



Do this! -> High challenge



Do this! -> High challenge



12. Feedback



Forget this! -> Feedback Stamps!



Do this! -> Yellow Box





Thank you!

• Ross@TeacherToolkit.me 

• @TeacherToolkit

• www.TeacherToolkit.me



Ross Morrison McGill
www.TeacherToolkit.me
Ross@TeacherToolkit.me 

Follow @TeacherToolkit
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mailto:Ross@TeacherToolkit.me
mailto:Ross@TeacherToolkit.me


Disclaimer

mailto:%20teachertoolkit@me.com
http://teachertoolkit.me/contact-me/
http://creativecommons.org/licenses/by-nc-nd/3.0/deed.en_US
http://creativecommons.org/licenses/by-nc-nd/3.0/deed.en_US
http://www.teachertoolkit.me
http://creativecommons.org/licenses/by-nc-nd/3.0/deed.en_US


Eliminating unnecessary workload around Lesson Planning.
Workload Review Group - March 2016

1. Undue time spent on planning/resources 
2. Distinguish between planning vs. daily planning
3. Box-ticking leads to workload
4. Evaluate effectiveness of planning
5. Lead-in time for changes to the sector.
6. Use of textbooks - do not reinvent the wheel
7. No silver bullet resources
8. See SLT recommendations page 11 

https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511256/Eliminating-unnecessary-workload-around-marking.pdf
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511256/Eliminating-unnecessary-workload-around-marking.pdf
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511257/Eliminating-unnecessary-workload-around-planning-and-teaching-resources.pdf


Eliminating unnecessary workload around Marking.
Workload Review Group - March 2016

1. Marking - interaction; what to do next?
2. Written feedback has become disproportionate.
3. Quantity should not be confused with quality.
4. Quantity or marking does not make you a good teacher.
5. Shrink the importance of marking and stop unnecessary 

burdensome practice.  
6. Ineffective - endless written dialogue between T/Ss
7. No one-size-fits-all. Core and consistent approach, 

including trusting teachers.
8. x3 Ms = Meaningful, manageable, motivating.
9. SLT recommendations page 11 

https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511256/Eliminating-unnecessary-workload-around-marking.pdf
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511256/Eliminating-unnecessary-workload-around-marking.pdf
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511256/Eliminating-unnecessary-workload-around-marking.pdf


Eliminating unnecessary workload around Data.
Workload Review Group - March 2016

1. Data can have an impact.
2. Collection of data becomes an end in itself.
3. Clear purpose / efficient process 
4. What is the data for?
5. Collect once - use many times
6. Be ruthless - collect to support outcomes for children.
7. Be prepared to stop - don’t continue just because it’s what 

you’ve always done … 
8. Consider how long it will take vs. time spent elsewhere
9. SLT recommendations page 13

https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511256/Eliminating-unnecessary-workload-around-marking.pdf
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511256/Eliminating-unnecessary-workload-around-marking.pdf
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511258/Eliminating-unnecessary-workload-associated-with-data-management.pdf


EXTRA

STUFF!
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5 Simple Solutions:

1. End graded observations

2. Create a simple marking policy (inc. what not to do)

3. Understand examination requirements at SLT/middle

4. Share OfSTED myths

5. Trust all staff to do the right thing ...

https://www.gov.uk/government/publications/school-inspection-handbook-from-september-2015/ofsted-inspections-mythbusting
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ORGANISATION

Smarter Steps to Reduce Teacher Workload



Discuss in your group.
● 3 minutes.
● Try to identify 5-10 keywords

How do you know a good teacher?



Post-It Notes





http://www.studyblue.com/
http://melisaandryun.com/category/articles/
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Whilst the information provided at this event was correct to 
the best of the knowledge of the presenters and 
organisers, neither ASCL nor Professional Development 
can accept liability if at a later date this should prove not to 
be the case. Nor can they be held responsible for any 
errors or any consequences resulting from its use.

Please also see the ASCL website for details of our 
copyright statement.
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For further support: 

Contact ASCL Professional Development for more information, 
including details of our bespoke consultancy services
- email consultancy@ascl.org.uk

DVDs – email dvd@ascl.org.uk

Interested in joining ASCL? All members of the senior leadership 
team, including business managers and senior support staff are 
eligible to join ASCL. Visit www.ascl.org.uk/offers or email 
jointheleaders@ascl.org.uk to find out more about the latest 
introductory membership offer and further details on joining.

 Follow us on Twitter @ASCL_UK

mailto:consultancy@ascl.org.uk
mailto:dvd@ascl.org.uk

