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Introduction
Improving recruitment and retention is an important priority in Norfolk. The well-being of teachers is of
paramount importance in terms of our duty of care for the individual and also because we want to maintain a
motivated teaching force in each Norfolk school and service. We hope that all staff, managers and governors
will use this paper as a starting point for discussion in their own schools.

The aims of this paper are:

to support teachers and schools in tackling excessive workload;

to improve the well being of teachers;

to foster increased teacher ownership of their work;

and to create the capacity for managing change in a sustainable way that can lay the foundation for
improved school and pupil performance in the future. 

These aims are underpinned by a number of key principles:

It is important that the school’s climate is right and that openness and good professional communications
are encouraged . The views of all staff, governors, the wider community, and pupils are taken into account
when decisions are made, particularly when they have workload implications. 

A positive school climate builds a common sense of purpose to the work of the school securing the
involvement of others and engaging their commitment and enthusiastic support;

A positive school climate includes a strong commitment to improvement and raising standards by
providing challenge, high levels of support and low stress but also instils self-esteem and celebrates
successes;

It is important to decide what is reasonable in achieving a better balance of demands on teachers and
provide them with the necessary support to discharge their professional duties effectively;

Schools should develop a consistent approach to the management of workload, but this does not mean
uniformity. The individual needs and circumstances of teachers should be recognised as well as their
accountabilities as professionals and as members of a team;

It is essential that schools should maintain good professional learning opportunities which help teachers
get better at what they do. These opportunities should include effective line management meetings which
regularly include the discussion of the impact of work-load issues.

1. Norfolk Education Staff Well-Being Programme - Managing workload

An effective Staff Well-being programme in an organisation can help to provide a forum where workload
issues can be identified and addressed in a positive collaborative way.

Key features of successful organisations within the Programme

Openness and honesty amongst all the staff - with opportunities for all staff to contribute to discussions
about issues affecting staff well-being.

Commitment from senior management - allowing time for well-being issues to be shared and discussed.

Effective teamwork.

No blame culture - when issues arise, dealing with them in a collaborative, problem solving way rather
than apportioning blame.

Recognition that everyone has responsibility for their own well-being.

Recognition that everyone has an influence, positive or negative, on the well-being of others in the
organisation.

Effective consultation and two-way communication.

Establishing a culture where seeking help and support is encouraged and not seen as a sign of weakness.

Training opportunities on well-being issues e.g.
- managing time more effectively 
- recognising early signs of stress and practical ideas to deal with stress
- strengthening teamwork.

2. Issue Resolution Pathway

If your school is tackling workload issues, we strongly recommend that you use The Issue Resolution Pathway,
devised through the Well Being programme, as a useful instrument to support the effective management of
workload issues.

Take one of the areas to investigate further
e.g. curriculum planning

Identify and prioritise up to 5 issues associated
with that area

1. Why do we plan?
2. Too much duplication
3. It takes far too long
4. The purpose and audience are unclear
5. Why can we not share more?

Define possible solutions for each
issue

Define implications to each solution 

Present solutions to the Senior
Management Team (decision
makers)

Senior Management Team consider
solutions and implications

Senior Management report back to staff
the outcomes

• What solution will be implemented to 
overcome the issue

• When the solution will be implemented
• Issue/Solution to be included in School 

Development Plan

Issue and solution fed back to County
Well Being Team 

Review undertaken within 12 months
by staff led by facilitator
Item to be  kept on agenda as part 
of self evaluation

What areas have been identified 
in tackling workload issues?
e.g. monitoring

curriculum planning
meeting    

The areas covered in this document are particularly relevant to the issues of school workforce remodelling,
and to other agreements that have already been established nationally. To support schools in managing
workforce remodelling, the LEA issued MI 212-02, MI 217-03, and MI 244-03 in the autumn term 2003. Staff
in schools need to keep up to date through the guidance and support provided by the LEA and by their
professional associations. Whenever a new initiative is introduced in a school, the time implications and the
impact on workload should be fully considered with staff, bearing in mind the guidance on, for example, the
use of directed time, the number of meetings per week and the number of written reports per year. In addition,
from September 2003, the 21 identified routine administrative tasks should not be carried out by teachers.


