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Example tools: streamlining internal school communication with an email protocol
Introduction 
Hilltop Infant School in Wickford, Essex, has approximately 225 pupils and is part of HEARTS Academy multi-academy Trust. This comprises six schools across the primary phase and an enhanced social, emotional and mental health (SEMH) provision.
	Background from Jane Robinson, Head of School
We took part in a DfE project to address workload by running a trial of new approaches in school. After discussions with staff, we identified that in-school communication was driving unnecessary workload and causing additional pressure on staff, so we decided to make that our focus of change. 

We realised that some of the things we had in place – just one diary kept in the school office; a noticeboard that wasn’t kept up to date; too many emails being sent; and only SLT dealing with cover were all things that caused pressure and workload. We have set out here our tips for approaching change and the outcomes for us, including our email protocol. 



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.
What we did – our tips for addressing the issues 
Involve everyone. Approach change as a project and appoint someone to lead it. Everyone has to feel that they have some ownership of the project and to focus on doing the things that make most difference to the root of the problem to find workable solutions. 
Conduct a survey and encourage everyone to be honest in their responses. We used the DfE survey in the first section of the school workload reduction toolkit and asked staff to complete it anonymously. 
Hold an INSET session with teaching staff - teachers, HLTAs, SLT - to explore the drivers of workload by discussing the results of the surveys. Debate options for moving forward, share ideas, consider what seems manageable.
Decide together how you will assess the success of any change. Ensure that the information collected can be used as measurable results as this adds weight to the findings. We would consider running a Randomised Controlled Trial for further change projects.
Prioritise what action to take. Many areas might be identified but you can’t tackle them all at once. For us it was internal communications. We issued an additional very short 5-question multiple choice survey to dig deeper and staff agreed to complete a very simple ‘hours worked’ tracker to identify essential and non-essential activity.
Monitor the implementation and outcomes of your changes. We repeated the survey and tracker (in the middle and end of the project) feeding back to staff, reflecting and adapting as necessary. 
Maximise the outcomes by sharing and disseminating what you learn and the actions you take through your Trust or local networks.
Communicate - give and receive feedback throughout. regular updates, revisits, monitoring are all needed if the change is to become part of the organisation’s psyche. 
Empower all staff to hold each other to account for the commitment to workload reduction. 
Create a Workload and Wellbeing group in your school, Trust or across local networks and show the importance of addressing workload and wellbeing by having a dedicated page on your website.
Outcomes 
The total number of minutes spent on communication in school was collated both pre and post intervention. There was an 18% reduction in the number of minutes spent per week. 
A pre- and post-project staff survey showed that staff perceptions of communications had improved in four out of five areas, which were efficiency, less time wasted, being kept informed and sufficient notice of changes. There was no change in teacher perception on responding to emails outside of work.
We implemented a ‘2-minute briefing’, developed the use of staff boards and introduced an online calendar.
This work fed into the Trust’s actions on workload and wellbeing and an email protocol was put into place. This can be found at the end of this resource. 
We formed our Trust Workload and Wellbeing group.

As a Trust we also developed a Workload and Wellbeing Charter which is updated each September and mid-year if needed to ensure that messages are reinforced. An annual well-being survey also supports schools to understand if the charter is effective and being implemented.

Further details 
For further details, please contact: hilltopinf.admin@heartsacademy.uk  

With thanks to Louise Boroughs, a senior leader at the school who conducted the original project but who now works at Burnham-on-Crouch Primary School. She can be contacted at: LBoroughs@burnham-on-crouch.essex.sch.uk 
Read a report of the project and download a printable poster describing the project 

Email protocol -  HEARTS Academy Trust
Please place this notice above work computers, in the staff room and offices or stick a small version to your laptop.
As part of the workload group terms of reference we are looking at emails and the addition to workload that they cause for some members of staff. Below is our attempt to ensure that this is manageable for all staff. This policy will be kept under review and views can be shared with your Workload group representative 
Principles 
· Emails are unavoidable in a large organisation which is not sited in one place. They are a valuable form of communication for a diverse and dynamic workforce. 
· They should be part of a modern workforce communication methods but not the only form of communication. 
· They are not a substitute for meeting on important matters and do not replace face to face communication.
· Before sending an email think, “Do I really need to send this?” 
· Where deadlines have been set for submissions of reports/data these should be met. This will cut down on workload for those requesting items and ensuing emails to chase missing information. 
· Vital information that everyone needs to know immediately will be shared in person by leaders. Leaders will determine what constitutes vital. 

Expectations 
· Staff should respond to leaders’/line manager’s emails within 24 hours where a request for a response has been made. 
· Where a request has not been made for a response, there is no need to reply. Leaders/line managers will assume that the contents have been read. 
· Only senior leaders should send ‘reply all’ emails. Remove your ‘reply all’ from emails.
· No one has to respond to emails at weekends or after 6 pm. 
· It is up to individuals to check their emails when they wish as long as they do so as far as possible every 24 hours during the working week.
· If you are having trouble keeping up with emails, please let your line manager know. 
· We advise all employees to remove email alerts from their mobile phones. 
· People should still feel able to send emails when their working patterns suit them. However, no one expects anyone to reply immediately.
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