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Practical tool: Creating a sustainable workload through supportive collaboration 
Introduction 
West Meon Church of England (VC) Primary School in Hampshire has approximately 69 pupils on roll, with 3 Full Time Equivalent members of teaching staff. Classes are divided into Reception and Year 1; Years 2 and 3 and Years 4, 5 and 6. Whilst this example shows how curriculum and planning are organised in a small school, larger schools may also find the approaches helpful.  
	Background from Julie Kelly, headteacher 
Being a small school means that we have to strategically plan how to manage all the various roles every school has to undertake. We have to ensure that all roles and responsibilities are covered whilst creating and maintaining a sustainable workload for each member of staff.

Our ethos is one of collaboration within and across schools, so even if the staff are working on their own, they know they can call on support. We utilise EdTech as much as we can for curriculum planning and management systems to ease the pressures on individual teachers and other members of staff.




Using this example
Schools can, if they wish, tailor or adopt this example when reviewing their own policies and practice although there is no requirement to do so.

We have found the following help in managing workload:
Curriculum
Investing to save teacher time: we have invested in EdTech and curriculum resources that support a knowledge rich curriculum. We are not persuaded by hard sales techniques and invest only to meet our needs. 
Not starting from scratch – sharing resources within the school and across schools. Developing schemes of work with others so the load is shared and use existing evidence -informed materials e.g. Oak; EEF, White Rose and the Rising Stars assessment grids.
Utilising the power of collaboration and networking - joining local and national networks and creating our own by reaching out to form partnerships of practice.
Building a rolling programme for curriculum review – not trying to do everything at once so prioritising ruthlessly. We review the core subjects each year but foundation subjects on a three-year rolling programme.
Preparing a detailed long - term plan on a two - year rolling programme for Y1,2,3 – three years in the Y4,5,6 class.


Using our time well
Timetabling PPA time for pairs of teachers to have time together so they can liaise and support each other when necessary. This is especially crucial for Early Career Teachers (ECTs) and school-based teacher training colleagues.
Having joint staff meetings with other schools and swapping the school meeting for that week for the joint meeting to address issues and initiatives that affect all schools and plan together to meet them.
Connecting via on-line comms platforms so that experience and knowledge can be shared nationwide, much wider than just a local area.
Providing teachers additional off-timetable time to complete longer projects and tasks, with support from SLT cover or supply.
Building in subject leadership time by using specialist support to run classes. Our teachers have half a day leadership time weekly to cover all the subjects they have to review, as well as Designated Safeguarding Leads (DSLs), Mentor and Prevent roles. 
Using the administrative officer to produce all general newsletters and manage the website, to reduce individual questions from parents to staff.

Leadership
If adding something, take another thing away as everything can’t be done at once. For example, not having a staff meeting on the week of a parents’ information meeting.
Having a simple proforma/outline/action plan for teachers to develop their strategic plans and talk through with colleagues/SLT governors. This develops confidence and means we don’t have do ‘deep dives’ which can be time consuming. 
Investing in a school business manager to relieve the head of routine tasks around finance and premises for example – it is money well spent. 
Investing in CPOMS, an electronic recording system for safeguarding concerns, which saves on days spent on preparing casework. 
Investing in training for TAs and prioritising budget for TAs due to benefits it has for staff wellbeing and pupil progress. We also invest in ex-teachers who wanted to step back and are now supporting TAs up to train in school to be teachers.
Using governors' various expertise to support staff: matching governor expertise to school needs is essential. 

Staff and wellbeing
Managing the demands of the year by planning the school calendar as a staff group to manage workload across the year and being very clear what will happen when, as part of directed time. Sharing the directed time calendar with staff before the start of new school year.
Using a temporary TLR 3 for a three-year project which fits in with staff’s work/life balance if they do not want permanent extra responsibilities.
Ensuring a culture of open communication with support from the Mental Health lead.
Promoting flexible working is invaluable in a small school and although it potentially impacts financially because of our costs, there is always someone who can step up to ensure continuity and support the team when needed.
Impact
‘Although we are a small school, the supportive nature of the staff helps in sharing the workload.  Leadership and PPA time are carefully protected which helps to ensure that we have the time to give to the large number of subjects we are responsible for, given the small number of us.  Making the most of published and online schemes has really helped reduce preparation time and we have begun to make greater use of published assessment grids, which is again reducing workload.  It is appreciated that when extra meetings occur after school, staff meetings are not held.’
Lead teacher - Y4,5,6 class.

Further details
For further information, contact admin@westmeon.hants.sch.uk
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