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CURRICULUM
FOR EXCELLENCE
WORKING GROUP
ON TACKLING
BUREAUCRACY

Albert Einstein is reputed to have said that “bureaucracy is the death
of sound work.” The sound work that teachers and local authorities
are accomplishing through Curriculum for Excellence (CfE) must
not be stifled by unnecessary bureaucracy. That is why the Cabinet
Secretary announced at the EIS’s AGM earlier this year that the Scottish
Government will work with teacher associations, local authorities
and other partners to develop ways in which we can tackle needless
bureaucracy.
I have chaired the Group and our message is clear: the purpose
of CfE is to promote better teaching and learning. This must not
be obscured by bureaucracy and unnecessary paperwork. That is
unacceptable and needs to stop now.
This statement shows how it can be stopped. We have set out some
key messages and actions that everyone in education should take
over the current school year to root out pointless bureaucracy and
enable CfE to grow and flourish.
Dr Alasdair Allan, Minister for Learning, Science and
Scotland’s Languages

ABOUT THE GROUP
The CfE Working Group on Tackling Bureaucracy was established
following a commitment by Michael Russell, Cabinet Secretary for
Education and Lifelong Learning at the EIS’s AGM to tackle concerns
over unnecessary bureaucracy associated with the implementation of
Curriculum for Excellence.
The Group was chaired by Dr Alasdair Allan, Minister for Learning,
Science and Scotland’s Languages, and tasked with identifying
the main drivers around excessive bureaucracy relating to the
implementation of CfE and making proposals for addressing the
issues involved.

THE GROUP IDENTIFIED THE MAIN DRIVERS
OF EXCESSIVE BUREAUCRACY AS:
Over-detailed planning processes.
Planning at the level of every individual experience and outcome;
planning with too many layers and too much repetition. A lack of
balance between written planning and planning based on
professional dialogue.
Assessment, tracking and reporting systems that are not fit-for-purpose.
Inappropriate use of ICT systems. Quality assurance and monitoring
processes that make insufficient use of evidence from day-to-day
teaching and learning; and sometimes cumbersome approaches to
profiling and reporting to parents.
Adopting rather than adapting.
Inflexible use of “one size fits all” approaches to CfE rather than
adapting to suit local circumstances.
Unnecessary auditing and accountability.
Local authorities sometimes requiring excessive detail for auditing
and accountability. Schools over-preparing for inspections based on
misunderstandings about Education Scotland’s expectations.
Lack of confidence.
Headteachers and staff still need to gain full confidence in the
changes that they are making to their practices. This leads to detailed
approaches being adopted in the developmental phase which could
be – but are often not – reduced as familiarity and confidence grows.
Unclear expectations.
Uncertainty over what schools have to do, should do and can choose
to do in implementing CfE.

KEY MESSAGES
Scotland’s approach to teaching and learning – Curriculum for
Excellence (CfE) – is about empowering teachers to improve outcomes
for pupils. This new approach is bringing real benefits. However, in
some cases, too much paperwork and overly complex processes
are getting in the way of teaching and learning. This needs to
be addressed. Everyone has a part to play in tackling excessive
bureaucracy.

More specifically:
»» Professional dialogue is key to improving learning. Paperwork should
be kept to the minimum required to support this process.

»» Forward planning is a professional tool to assist teaching and

learning. Teachers should plan to the level of detail which will
work best for their pupils. This will vary with the teacher’s level of
experience, familiarity with the material and preferred style, so there
should not be a “one-size-fits-all” approach. Daily plans should be
brief and mainly for teachers’ use (e.g. a diary approach.)

»» Forward planning should be proportionate; there is no need to plan,

assess, record and report at the level of each and every Experience
and Outcome. It is almost always better to group together related
Experiences and Outcomes and focus on the most significant
aspects of teaching and learning.

»» Forward planning should support professional dialogue rather than
simply fulfil an audit function.

»» Whole school approaches to self-evaluation play a key role in

improving performance but over-reliance on audit and “tick box”
approaches can distract from high quality teaching and learning.
Self-evaluation should focus only on the key information required
to support improvement.

»» ICT planning and reporting systems should be used with caution.

There should be a realistic evaluation of the time required to utilise
such systems and this should be factored in to school improvement
plans. Just because such systems can support very detailed
planning and reporting, does not mean they should be used in that
way. What matters is that systems are used effectively to support and
protect time for professional dialogue.

»» Parents are looking for reports that give a clear, rounded

personalised summary of their child’s learning and progress. They
want good quality conversations with teachers that feel personal and
specific to their child. The paperwork needs to support this rather
than becoming an end in itself.

»» Report card formats and other arrangements for reporting should

avoid jargon and “tick box” approaches such as covering each and
every Experience and Outcome.

»» Assessment judgements, particularly within broad general education
but also in the senior phase of CfE, should be based on evidence
drawn mainly from day-to-day teaching and learning. Tracking pupil
progress and moderation is important; however, there is no need to
produce large folios of evidence to support this. Assessment within
CfE is based on the exercise of professional judgement.

ACTIONS
The purpose of this statement is to trigger action at a range of levels.
All the organisations represented on the Group have agreed the key
messages and actions and commit to pursuing their implementation
over the current academic year 2013/14. This should be reflected in
local authority and school improvement plans. Current action plans
should be reviewed in the light of these principles. Future action
plans should reflect them.

All involved in delivering teaching and learning should:
»» ensure that their planning, monitoring and reporting systems are

fit-for-purpose. They should be used in a way that maximises the
time spent on teaching and learning, supports professional dialogue
and avoids unnecessary workload.
»» ensure that reporting formats reflect CfE in that they revolve around
narrative reporting rather than “tick box” approaches and that their
approach is essentially holistic.

Schools and staff should:
»» ensure time for professional dialogue and support the development
of staff confidence and professional trust in teachers.

»» review forward planning procedures to ensure that they are

proportionate and support professional dialogue.
»» avoid excessive planning based upon assessing, recording and
reporting at the level of individual Experiences and Outcomes.

Each Local Authority and Learning Community should:
»» challenge unnecessary bureaucracy in education services and schools.
»» take practical steps to improve school leadership skills and staff
confidence in planning for learning with a view to discouraging
excessive paperwork.
»» ensure that audit and accountability arrangements focus only on the
most valuable information to make the greatest improvement.
»» regularly review the efficacy of ICT systems for planning and
reporting, ensuring that they are fit-for-purpose and do not
unnecessarily take time away from teaching.

Education Scotland should:
»» use its inspection teams to challenge unnecessary bureaucracy in schools.
»» support improvement through professional dialogue and promote sharing
and exemplification of good practice.
»» ensure that it does not itself create unnecessary paperwork for schools
and staff. This includes working with local authorities and schools to
clarify expectations and making sure that the documentation required for
inspection purposes is kept to the minimum.
»» review its CfE website to ensure that national policy expectations are
clear and guidance and support for CfE is made more easily accessible.

SQA and each Local Authority should:
»» ensure that national and local quality assurance processes are aligned
and proportionate.

»» take practical steps to develop staff confidence in delivering verification
procedures for new qualifications and streamlining these procedures
if necessary.
»» regularly review guidance to highlight current advice and remove
unnecessary and out-of-date material.

NPFS should:
»» work with parent groups to develop understanding and publicise more
streamlined and effective reporting systems.

Scottish Negotiating Committee for Teachers and Local
Negotiating Committees for Teachers should:
»» consider the outcome of the Group’s work in the context of
existing role.

their

WORKING GROUP MEMBERS
ADES
AHDS
COSLA
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Further information is available on the Group’s website:
http://www.scotland.gov.uk/Topics/Education/Schools/
CfEtacklingbureaucracygroup
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CURRICULUM
FOR EXCELLENCE
WORKING GROUP
ON TACKLING
BUREAUCRACY
FOLLOW-UP REPORT

CHAIR’S INTRODUCTION
The Curriculum for Excellence Working Group on Tackling Bureaucracy
brings together teacher associations, local authorities and other
partners to agree ways of cutting unnecessary bureaucracy arising
from the implementation of Curriculum for Excellence. We issued a
report in November 2013 setting out key messages and actions to be
taken forward over academic year 2013/14. We have now met to review
progress and agree this follow-up report.
Our main conclusions are that progress has been made but more
needs to be done.
» The most significant progress in tackling bureaucracy is through
taking a collegiate approach. Professional dialogue is essential to
agreeing the actions that need to be taken to tackle unnecessary
bureaucracy and judging their success. If Headteachers have
not already done so, they should discuss with their staff how
best to tackle bureaucracy and include agreed actions in School
Improvement Plans.
» Current School Improvement Plans and Working Time Agreements
should reflect the actions in the Group’s original report. Where
this is not the case, the actions in this follow-up report should be
incorporated in School Improvement Plans and Working Time
Agreements for session 2015/16.
» Effective use should be made of LNCTs (Local Negotiating
Committees for Teachers) and other professional fora to agree
priorities for tackling bureaucracy and evaluating the impact of the
changes made.
» Education Scotland will continue to use its inspection teams to
challenge unnecessary bureaucracy and offer practical assistance
to schools and local authorities. For example, Education Scotland
recently highlighted tackling bureaucracy in a primary school
inspection report as a main point for action.

» Education Scotland will work with teacher associations and ADES
on a series of workshops to provide practical guidance and
exemplification to reduce bureaucracy. This will build on the success
of the joint events held last year.
» SQA and local authorities will continue to streamline verification
procedures for the new qualifications.
The Working Group will assist schools and local authorities to tackle
bureaucracy by highlighting where changes need to be made and
providing exemplification through Education Scotland and SNCT
(Scottish Negotiating Committee for Teachers) websites to help make
those changes.
This report highlights specific areas where changes need to be made
to tackle unnecessary bureaucracy. These are forward planning;
assessment; self-evaluation and improvement processes; and
monitoring and reporting. The report outlines the actions that should
be taken in each of these areas and gives examples of good practice.
Everyone in education has a responsibility to root out unnecessary
bureaucracy. It is essential that we work together to ensure that
Curriculum for Excellence focuses on high quality learning and
teaching rather than the fruitless management of pointless paperwork.
The best way to do this is through simplifying processes and focusing
on key priorities.
Dr Alasdair Allan
Minister for Learning, Science and Scotland’s Languages

Forward Planning
The Group said that:
Forward planning should be proportionate: there is no need to
plan, assess, record and report at the level of each and every
Experience and Outcome. It is almost always better to group
together related Experiences and Outcomes and focus on the
most significant aspects of teaching and learning.
Forward planning should support professional dialogue rather
than simply fulfil an audit function.
Evidence from Education Scotland and teacher association surveys
suggests that, where excessive bureaucracy is an issue, inappropriate
ways of forward planning can be a significant factor.
Schools and local authorities should simplify their procedures to
ensure that forward planning is high-level and less time consuming.
In particular, forward planning should not be undertaken at the level
of each and every Experience and Outcome.

Exemplification
Education Scotland has made available on its Tackling Bureaucracy
website the following case studies on how schools have streamlined
their forward planning processes:
» Burnside Primary School in Angus has evaluated and revised its use
of an ICT system to reduce the bureaucracy of planning.
» Lochside Primary School in Dumfries and Galloway has reviewed
and evaluated its curriculum planners to reduce significantly the
bureaucracy of planning for staff.
Link to Tackling Bureaucracy website:
http://www.educationscotland.gov.uk/resources/t/tacklingbureaucracy/
planningforlearning.asp?strReferringChannel=resources&strReferringPageID=tcm:4-838606-64

Examples from local authority responses to the Working Group that will
be made available on the SNCT website include:
» Fife Council worked with practitioners and teacher association
representatives to develop guidance to reduce workloads around
planning.
» East Dunbartonshire developed guidance for early years, primary
and secondary schools to tackle bureaucracy in each sector.
Schools and establishments were asked to use the guidance to
review their systems for planning, assessment and reporting. This
should be included in the School Improvement Plan with time
allocated within the Working Time Agreement.
» Argyll and Bute has a dedicated intranet site and blog, Sharing
Argyll Learning Ideas (SALI) where teachers can share information,
resources and ideas on tackling bureaucracy.
Link to SNCT website: http://www.snct.org.uk/

Assessment
The Group said that:
Assessment judgements, particularly within broad general
education but also in the senior phase of CfE, should be
based on evidence drawn mainly from day-to-day teaching and
learning. Tracking pupil progress and moderation is important;
however, there is no need to produce large folios of evidence to
support this. Assessment within CfE is based on the exercise of
professional judgement.
The Group has found that, while progress has been made, there is
an on-going need for SQA, local authorities, schools and staff to take
more proportionate and manageable approaches to assessment.
» In the broad general education, schools should focus on assessing
progress in significant aspects of learning rather than at the level
of individual Experiences and Outcomes.
» In the senior phase, SQA and local authorities should continue to
streamline assessment and national and local quality assurance
processes for National Qualifications and ensure that these are
aligned and proportionate.
The Group supports the recommendations in the report of the
Curriculum for Excellence Management Board’s Working Group on the
First Year of the New National Qualifications as a means of reducing
unnecessary bureaucracy in relation to the new qualifications.
http://www.educationscotland.gov.uk/Images/
MBReportOnFirstYearofNewQuals_tcm4-837160.pdf
The Group welcomes the actions that have been taken to date in
response to these recommendations, and calls on all concerned to
continue to make rapid progress. The Group wishes to emphasise the
importance of clear exemplification and good practice in the use of
combined/holistic/continuous assessment, as a critical step in reducing

assessment demands on teachers and pupils, and enhancing the
learning and assessment experience.

Exemplification
Education Scotland has published on its website guidance and
exemplification on assessing progress and achievement in significant
aspects of learning: http://www.educationscotland.gov.uk/
learningteachingandassessment/assessment/progressandachievement/
professionallearningresource/curriculum/index.asp
SQA will continue to publish a range of materials and good practice
to help reduce assessment demands on schools and develop better
understanding of standards. This includes encouraging schools
and local authorities to share prior verified materials. SQA will work
with ADES to promote further sharing of materials. www.sqa.org.uk/
understandingstandards

Self-evaluation and Improvement Planning
The Group said that:
Whole school approaches to self-evaluation play a key role
in improving performance but over-reliance on audit and
“tick box” approaches can distract from high quality teaching
and learning. Self-evaluation should focus only on the key
information required to support improvement.
The Group has found that some local authorities and schools have
significantly streamlined their self-evaluation and improvement planning
by, for example, focusing on a concise set of objectives. However, there
is insufficient evidence that this good practice is taking place across
the country.
Local authorities and schools should review their approaches to
self-evaluation and improvement planning to ensure that these are
proportionate. Improvement plans should focus on a manageable
number of priorities that clearly show better outcomes for learners.

Exemplification
Examples from local authority responses to the Working Group that will
be made available on the SNCT website include:
» Perth and Kinross has worked with a group of senior school
leaders to simplify their Education Services Plan and every School
Improvement Plan. Both plans now contain a maximum of three
strategic outcomes which are timed, aligned and measurable.
» Aberdeenshire agreed a joint approach with their LNCT to tackling
bureaucracy. This included revising improvement planning,
standards and quality reporting and quality assurance procedures
to ensure that the improvement agenda is managed with reduced
paperwork.

» Aberdeen City has implemented a two-year education plan with four
identified priorities and all work should articulate with this plan.
» Highland has streamlined expectations for School Improvement
Plans and Standards and Quality reports to include less priorities,
make them more accessible and avoid duplication.
Link to SNCT website: http://www.snct.org.uk/

Monitoring and Reporting
The Group said that:
ICT planning and reporting systems should be used with
caution. There should be a realistic evaluation of the time
required to utilise such systems and this should be factored in
to school improvement plans. Just because such systems can
support very detailed planning and reporting, does not mean
they should be used in that way. What matters is that systems
are used effectively to support and protect time for professional
dialogue.
Parents are looking for reports that give a clear, rounded
personalised summary of their child’s learning and progress.
They want good quality conversations with teachers that feel
personal and specific to their child. The paperwork needs to
support this rather than becoming an end in itself. Report card
formats and other arrangements for reporting should avoid
jargon and “tick box” approaches such as covering each and
every Experience and Outcome.
The Group has found that some monitoring and tracking systems are
still being used in an overly bureaucratic manner. Local authorities and
schools should focus on providing robust, concise information drawn
from day-to-day learning and teaching that gives a clear picture of
progress and achievement.
Local authorities and schools should regularly review the efficacy of
ICT systems for planning and reporting to ensure that they are fit-forpurpose and do not unnecessarily take time away from teaching.
Schools should involve parents in developing more simple and
effective means of reporting that emphasise quality of engagement
rather than reams of paperwork. Parents want to know what their
child should be achieving and whether they are doing so, along with
practical, simple, specific things parents can do to support their child’s
learning.

Exemplification
The National Parent Forum of Scotland has produced guidance on
parental perspectives for more streamlined and effective reporting
to parents. This report recommended a three-way process in which
schools, parents and learners were all involved in assessment and
reporting. Parents should be seen as part of the process, being
supported to talk to their child about their learning and next steps and
with a right to know how their child is being assessed and performing.
http://www.npfs.org.uk/npfs-assessment-group/
Education Scotland has made available on its Tackling Bureaucracy
website the following examples:
» Glasgow has developed a streamlined and more effective approach
to tracking and monitoring progress in the broad general education.
» Stirling and Clackmannanshire primary schools and nurseries have
simplified their approach to reporting to parents.
Link to Tackling Bureaucracy website:
http://www.educationscotland.gov.uk/resources/t/tacklingbureaucracy/
planningforlearning.asp?strReferringChannel=resources&strReferring
PageID=tcm:4-838606-64
Examples to be made available on the SNCT website include the
following:
» Dumfries and Galloway agreed with its LNCT a set of principles on
tackling bureaucracy. This includes that ICT systems and software
should support effective learning and teaching and their use should
be guided by the principles of continuity; accessibility and ease-ofuse.
» Bearsden Academy has developed a monitoring and tracking
system in the broad general education that they have found simple
to use, draws on information from day-to-day learning and teaching
and is supported by professional dialogue and interventions.
Link to SNCT website: http://www.snct.org.uk/
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21 December 2015
JS/15/62
Pay and Conditions Agreement 2015 - 17 – Working Time Agreements – Managing
Teacher Workload
Dear Colleague
The SNCT Support Group met on 26 November 2015 and asked the Joint Secretaries to remind
LNCTs of the above agreement which is contained in the Handbook of Conditions of Service at
Part 2 Appendix 2.18 and is also appended to this letter.
LNCTs are asked to draw this agreement and in particular the extracts reproduced below, to the
attention of each school in their area to ensure that workload issues are taken into account during
discussions on the preparation of individual Working Time Agreements for the 2016/17 school year.
Extracts from Appendix 2.18 – Managing Teacher Workload:
The SNCT seeks to control workload through the 35 hour working week. The SNCT has issued
previous guidance on Working Time Agreements (JS/05/08) and the management of workload
The SNCT requires schools’ negotiating committees to conclude written Working Time
Agreements, subject to guidance provided by each LNCT. Working Time Agreements should
provide the context to undertake the collegiate activities set out in the SNCT Handbook
(Appendix 2.7) and should also inform the targets, time and resources in a School Improvement
Plan...School improvement plans should set out agreed actions to reduce bureaucracy and
tackle workload.
Review and Evaluation should be robust, evaluative and supportive and should build on
professional self-evaluation, through a collegiate approach. The impact of curriculum change
should be fully reviewed and evaluated by all stakeholders before being subject to further
change. Schools should review and evaluate on a regular basis each session’s Working Time
Agreement to inform negotiations on the Working Time Agreement for the session ahead.
Thank you for your support in this matter.

Yours sincerely

Tom Young (Employers’ Side)
Drew Morrice (Teachers’ Panel)
Stephanie Walsh (Scottish Government)
Joint Secretaries
COSLA
Verity House
19 Haymarket Yards
EDINBURGH
EH12 5BH
T: 0131 474 9200
F: 0131 474 9292
E: tomy@cosla.gov.uk

Teachers’ Panel
46 Moray Place
Edinburgh
EH3 6BH
T: 0131 225 6244
F: 0131 220 3151
E: dmorrice@eis.org.uk

Scottish Government Learning Directorate
2A South Victoria Quay
Edinburgh
EH6 6QQ
T: 0131 244 0230
F: 0131 244 0957
E: stephanie.walsh@gov.scot

PART 2
APPENDIX 2.18
Working Time Agreements – Managing Teacher Workload
The Tackling Bureaucracy Report in November 2013 asked the SNCT and LNCTs to “consider the outcome
of the Group’s work in the context of their existing role.”
The SNCT recognised the main drivers of excessive bureaucracy in the Report and commits to strengthen
extant mechanism to control teacher workload. The SNCT will share on its website examples of practice
taken by some local authorities and LNCTs to tackle workload at local level – such examples will inform
discussions across the LNCTs.
The SNCT agreed the Statement of Teacher Professionalism (Part 2: Appendix 2.6), that the focus on
teaching and learning is about empowering teachers to improve outcomes for learners. This approach brings
real benefits and at a local level we need to guard against too much paperwork and overly complex
processes which get in the way of teaching and learning. Everyone has a part to play in tackling excessive
workload which is:
Anything that makes it impossible for teaching staff to complete their duties within the 35 hour
week.
The SNCT seeks to control workload through the 35 hour working week. The SNCT has issued previous
guidance on Working Time Agreements (JS/05/08) and the management of workload The SNCT requires
schools’ negotiating committees to conclude written Working Time Agreements, subject to guidance provided
by each LNCT. Working Time Agreements should provide the context to undertake the collegiate activities
set out in the SNCT Handbook (Appendix 2.7) and should also inform the targets, time and resources in a
School Improvement Plan.
The SNCT wishes to discourage unnecessary bureaucracy. School improvement plans should set out
agreed actions to reduce bureaucracy and tackle workload. The impact of changes made should be
evaluated by LNCTs and reported to the SNCT which may offer supplementary advice. The SNCT shall
report its findings to the CFE Working Group on Tackling Bureaucracy.
Each LNCT will have agreed monitoring mechanisms on Working Time Agreements.
This guidance offers further advice about local approaches to managing workload.
In preparing a Working Time Agreement Schools require to consider:
(i) The time available for collegiate activities within the 35 hour working week.
(ii) The School Improvement Plan.
(iii)
The lessons arising from the current WTA.
Collectively we have a duty of care to staff and learners, and recommend the following best practice
principles. These principles should inform future practice in all schools and should be used when reviewing
current practice.
Key Principles
a.

Acknowledging the professionalism of teachers to meet the needs of young people for whom
we have professional responsibility and to manage their own workload. Working relationships
based upon shared responsibility, mutual respect and understanding should inform the
management of workload.

b.

Professional dialogue is key to improving learning and managing workload. Paperwork should
be kept to the minimum required to support this. Time should be set aside to facilitate this
important process.

c.

Curriculum Planning planning should be proportionate and based on agreed policy guidance
and capacity to deliver. Agreement about planning should be reached through consultation and

negotiation. LNCTs should monitor the implementation of school curriculum planning and
annually consider opportunities for change and improvement.
d.

Documentation should be concise and relevant, and allow scope for flexibility within a clear
framework, subject to controlling workload demands.

e.

Monitoring and reporting systems must be fit-for-purpose. Reports should be relevant and
meaningful for learners and parents/carers, and prepared by staff within agreed allocations of
time.

i.

IT systems and software should support effective learning and teaching and their use should be
guided by the principles of:
ii. Continuity,
iii. Accessibility,
iv. Ease-of-use,
v. Removal of duplication

Review and Evaluation should be robust, evaluative and supportive and should build on professional selfevaluation, through a collegiate approach. The impact of curriculum change should be fully reviewed and
evaluated by all stakeholders before being subject to further change. Schools should review and evaluate
on a regular basis each session’s Working Time Agreement to inform negotiations on the Working Time
Agreement for the session ahead.
Working Time Agreements are developed and agreed at a School level, in advance of each academic
session. The Local Negotiating Committee for Teachers will have oversight to ensure the principles as set
out in this guidance are implemented and should consider approaches to annually sampling the Working
Time Agreements.
There needs to be a collective effort to ensure workload is manageable within the 35 hour working week.

