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Welcome to The Guardian Jobs 
employers’ guide to the new 
Ofsted framework

The education sector is no stranger to shifts in focus, and from September 2019 
schools and FE colleges will be inspected under a new Ofsted framework, with 
different key judgements and less focus on data.
Although Ofsted chief inspector Amanda Spielman describes the changes as “an 
evolution rather than a revolution”, the introduction of the framework signals an 
inevitable shift in how institutions approach the delivery of education – including 
changes to staffing and structure.
This guide looks at why a new framework is being introduced and what it means 
for education providers, including how to recruit and deploy the best staff to 
deliver results.
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The new Ofsted framework, which was unveiled in May, is meant to encourage 
schools and FE institutions to broaden their curricula, and to discourage teaching 
to the test.
Ofsted’s Amanda Spielman has said that the aim is to ensure that leaders “will no 
longer feel the need to generate and analyse masses of internal data for inspection. 
Instead, we want them to spend their time teaching and making a real difference 
to children’s lives, which is why they entered the profession in the first place.”

Key changes include the introduction of a new “quality of education” judgement, 
which will be arrived at after scrutiny of the curriculum and of children’s books, 
rather than just the study of exam results and test data. 
Together with this focus on curriculum comes a focus on student wellbeing, 
with a “personal development” judgement that will assess how schools build 
resilience in learners, including their access to extra-curricular activities. 
Separately from this, the new “behaviour and attitudes” judgement will assess 
whether leaders are creating a calm and orderly environment, and whether 
bullying is tackled effectively when it occurs. 
Experts have pinpointed several challenges with the new curriculum that will 
affect the way education is delivered. Here are some of the most significant:

More emphasis on curriculum development
Instead of being focussed on progress data, particularly in English and maths, 
educational establishments’ “quality of education” will be judged on the success 
of their curriculum offer. 
The Ofsted framework document states that each school will be evaluated, 
among other things, on the extent to which “leaders take on or construct a 
curriculum that is ambitious and designed to give all learners, particularly 
the most disadvantaged and those with special educational needs and/or 
disabilities (SEND) or high needs, the knowledge and cultural capital they need 
to succeed in life”.
This represents a challenge for school leaders, many of whom will need to focus 
more attention on curriculum development and recruit experts in this area.

1. The new Ofsted framework – 
changes and challenges
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Stephen Tierney, CEO of the Blessed Edward Bamber Catholic Multi Academy 
Trust in Blackpool and chair of the Headteachers’ Roundtable Group, says that 
the Ofsted framework’s curriculum focus will mean a large amount of work for 
schools, especially those that have been focussing their strategy around progress 
data, as aligned with the previous framework.
“The focus needs to be on making the curriculum the best it can be. For some 
schools, this will be a continuation of what they have been doing for the last five 
years but for others it will be a significant change, because the focus for them has 
been all around data. This is going to take time and expertise, so a key question is: 
where is the capacity to do all of this work?”
Louise Doyle, co-founder and director of Mesma, which improves the quality 
of education in the further education and university sector, says that training 
around curriculum design will be vital for further education providers, who are 
already grappling with the introduction of T Levels and the transition from the old 
apprenticeship framework to new apprenticeship standards. “There is significant 
CPD around curriculum design needed. That needed to be done anyway, but 
now Ofsted is about to shine a spotlight on the curriculum – that is even more 
important,” she says.
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The focus needs to be on making the curriculum the best it can 
be. For some schools, this will be a continuation of what they have 
been doing… but for others it will be a significant change, because 
the focus for them has been all around data. This is going to take 
time and expertise…
Stephen Tierney 
CEO of the Blessed Edward Bamber Catholic Multi Academy Trust 
in Blackpool and chair of the Headteachers’ Roundtable Group
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The need for subject-specific recruitment and training
Schools and colleges will also have to get to grips with the framework’s focus 
on subject areas, and the development of separate curricula for core subjects, 
including those – such as maths and physics – in which it’s currently difficult to 
recruit staff.
The framework states that the most important factors when Ofsted assesses 
how the curriculum will be taught are that teachers have expert knowledge 
of the subjects that they teach and, where they do not, they are supported to 
address these gaps so that pupils are not disadvantaged by ineffective teaching.
Matt Perks, PGCE secondary science lead tutor at Southampton Education 
School, at the University of Southampton, says that this may be an issue for 
training, and also for subject leaders.
“For smaller providers, working with small cohorts of trainee teachers, the 
difficulty associated with providing subject-specific training may become more 
of a problem than it currently is,” he says. “The new Ofsted framework for school 
inspections will place additional responsibility on subject leaders. They will 
need to be able to justify curriculum content and sequencing to Ofsted in a way 
that wasn’t previously required. I would guess that questions about this will 
become more prominent in interviews for these posts.”

Achieving outcomes without compromising teacher wellbeing
For the first time, Ofsted inspections under the new framework will judge staff 
workload, and schools that are deemed to be placing too much of a burden on 
their staff could be penalised.
Amanda Spielman said, when launching the framework, that taking away the 
requirement to produce masses of internal data would reduce teacher workload, 
but Tom Richmond, founder and director of education think-tank EDSK, 
says there’s a danger that focusing instead on children’s books as evidence 
of progress means that the burden on staff merely shifts, instead of being 
reduced. “Even if Ofsted no longer pays attention to internal performance data, 
the emphasis on book scrutiny in the new inspection handbook could easily 
replace one significant source of workload with another equally absorbing and 
burdensome set of tasks,” he says.
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Retaining and recruiting the right staff
Experts agree that the changes required by the framework will be particularly 
difficult to implement in an environment in which it’s hard to recruit staff – 
particularly in secondary schools.
Stephen Tierney, at the Blessed Edward Bamber Trust, says that the difficulty in 
retaining teachers will affect schools’ ability to deliver the framework. “There’s a 
shortage of teachers at secondary level,” he warns. “Even if you wanted to change 
your workforce, the chances you will be able to do it are probably limited. If you 
don’t have the right staff, the planning of the curriculum becomes problematic, 
and delivery a real challenge.” 
Dr Jackie Moses, policy and liaison officer for the Universities’ Council for 
the Education of Teachers (UCET), agrees that recruiting teachers remains 
“a challenge” and “in secondary STEM subjects it is extremely difficult”. She 
says that plans to streamline the number of routes into teaching, and the 
introduction of the new Early Career Framework, which is still in its pilot phase, 
will help schools to appropriately train, recruit and retain new teachers in order 
to deliver the framework.
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The new reports
The Ofsted reports published under the new framework will differ 
in several ways from the current reports, although some features 
remain the same. The government promised when introducing the 
framework, that reports would be “redesigned and shortened to give 
parents the key information they need to know about a school and a 
sense of how it feels to be a pupil there”.
As before, an establishment’s overall effectiveness in the report 
will be judged to be: outstanding; good; requires improvement; or 
inadequate. The same four-point grading system will be used to assess 
the establishment’s effectiveness under four key judgements. These 
judgements differ from before, however.
The previous “personal development, behaviour and welfare” 
judgement has been split into a judgement for “behaviour and 
attitudes” and a separate one for “personal development”. Schools and 
other educational establishments will also be judged on the “quality 
of education” and “leadership and management”. Where appropriate, 
the report will include a judgement for the quality of “early years 
education” and “sixth form”.

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/773705/Early-Career_Framework.pdf
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Given the challenges, many schools and colleges are wondering how they 
will implement the new framework. They need to make careful plans now, 
particularly when it comes to recruiting and retaining staff. Here are some 
things to think about…

Step 1: Start with the big picture
Whether your school or college requires a complete curriculum redesign, with 
staff training to match, or whether the curriculum design process is an ongoing 
one, it’s important to be clear about the purpose first, says Stephen Tierney, at 
Blessed Edward Bamber.
“What are you trying to achieve and what is the curriculum you require?” he asks. 
“Start with that. Then your process is making the curriculum the best it can be. 
You’ve got to start with how you plan your curriculum and ask yourself ‘what is 
really required to make this school a great school, or this trust a great trust?’”
Keeping Ofsted in mind while doing this is wise, he says, but if you have been 
producing reams of data just for Ofsted, then you must avoid “falling into the 
same trap again” and working just for the inspector. “Ask yourself, what is a high-
quality education – when this framework goes, what will you still be focusing on?”
Success with the new framework will come from having the right staff, deploying 
them in the right places, and giving them the right training and time, he adds.

2. Flexing to fit the framework – 
3 steps to success

You’ve got to start with how you plan your curriculum and ask 
yourself ‘what is really required to make this school a great school, 
or this trust a great trust?’
Stephen Tierney 
CEO of the Blessed Edward Bamber Catholic Multi Academy Trust 
in Blackpool and chair of the Headteachers’ Roundtable Group



7

Step 2: Deploy and develop existing staff
Delivering the new framework will need new skill sets, experts say. Extra training 
should include greater knowledge of specific subject pedagogy and curriculum, 
which Dr Moses at UCET says is already a feature of teacher training but is likely to 
require extra focus.
Matt Perks, at Southampton Education School, says that working across  
multi-academy trusts (MAT), or forming subject-related groups across local 
authority (LA) schools could help schools deliver the necessary subject-specific 
training.
“Collaboration via local school clusters, across MATs or via subject associations 
or learned societies might be ways to support individual subject leaders and 
departments,” says Perks. He adds that this form of collaboration has the 
advantage of being low cost.
Secondments to other schools can also help staff build up subject and curriculum 
knowledge and ensures good value from upper-pay-scale teachers.
“Funding is very tight and trying to do these things on a shoestring is not going to 
be easy but I think the best CPD in this area may turn out to be low cost – sharing 
rather than buying in,” Perks says. 
Stephen Tierney, at Blessed Edward Bamber, says that finding times in the day for 
CPD within schools may involve removing some teaching time, especially given 
the stipulations around staff workload, but this is worth it if the contact time with 
pupils ultimately delivers better results. “We close half an hour early on Thursday 
to spend time on CPD, and have also increased the number of inset days,” he says.
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Collaboration via local school clusters, across MATs or via 
subject associations or learned societies might be ways 
to support individual subject leaders and departments.
Matt Perks 
PGCE secondary science lead tutor at Southampton 
Education School at the University of Southampton
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Step 3: Recruit and retain new staff
With the ability to recruit new staff in shortage subjects already compromised, 
finding those who have new skill sets and mindsets to deliver under the new 
Ofsted framework is even tougher. Providers will have to work hard to put 
together the teams they need, taking the following steps:

 ▶  Create the right structures: Whether in a single school or across 
a multi-academy trust, a key to success will be structuring subject 
teaching with an expert with strong subject pedagogical skills at the top. 
 Dr David Owen, head of department of teacher education at the 
Sheffield Institute of Education at Sheffield Hallam University, says it’s 
particularly important to get the head of department right so that they 
can then recruit teachers that understand specific subject pedagogy, and 
how it differs between subjects. 
 Once you have subject specialists in place at the top it will be easier to 
recruit staff with strong skills, as they can be interviewed by an expert 
who understands what’s needed.

 ▶  Deal with change – but make the most of now: Schools and other 
providers must prepare their teams for the new framework while the 
landscape around teacher education is still shifting. 
The government announced a new retention strategy for teachers in 
January 2019 and is close to piloting the new Early Careers Framework 
(ECF), a fully funded two-year package to support teachers in their first 
two years. 
In addition, there’s an ongoing review of initial teacher training (ITT), 
currently being carried out by an advisory group led by Professor 
Samantha Twiselton, director of Sheffield Institute of Education at 
Sheffield Hallam University. 
All of this means that teacher recruitment could look very different very 
soon, especially as the authors of the ITT recruitment and retention 
strategy believe the current teacher training landscape is overly 
complex. 
Dr Moses says that new initiatives, including the ECF, are to be 
welcomed, as they will help schools prepare newer staff and give them 
the skills they need. 
But while these initiatives may help in the long run, schools still face a 
short-term recruitment squeeze, particularly in secondary, partly due to 
demographics, as there are several high birth-rate years coming through 
the system. 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/782608/6.5092_DFE_Teacher_Retention_Strategy_1Pager_v10ii.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/782608/6.5092_DFE_Teacher_Retention_Strategy_1Pager_v10ii.pdf
https://www.gov.uk/government/publications/supporting-early-career-teachers/information-about-roll-out
https://www.gov.uk/government/publications/supporting-early-career-teachers/information-about-roll-out
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“The bulge that has been going through the primary sector in the last 
few years is hitting secondary, and unless we recruit very strongly in 
the next couple of years there is going to be quite a challenge in subject 
recruitment,” she says. 
This means schools cannot wait for change but must make the most of the 
many routes into teaching available now, many of which, such as Teach 
First, allow schools to “grow their own teachers”, learning on the job.

 ▶  Make your establishment an attractive place to work: Offering 
well-structured training, including secondments, inhouse CPD and 
collaborations will help a school to recruit necessary staff. Neil Almond,  
a London primary teacher who writes the blog Nuts About Teaching, says 
that paying attention to workload and giving staff support with behavior 
will help with retention. “A present senior leadership team (SLT) that 
regularly supports teachers in enabling them to teach by understanding 
their responsibility in creating a climate of good behaviour – where  
low-level disruption is not tolerated – would go a long way in the 
recruitment and retaining of teachers,” he says. 
Dr Moses agrees that ensuring workload is addressed, and not driving 
staff to produce reams of evidence for Ofsted, will help recruit and retain 
staff and will help ensure that you gain a reputation for giving staff 
autonomy. “There is a fear of Ofsted,” she says “because they come in and 
make a judgement, and a lot of the work created in schools is driven by 
wanting to have evidence for Ofsted, not create good learning. Ticking 
boxes and meeting targets – rather than being able to be creative and 
innovative – can make the job less attractive. It becomes a bit staid.”

 ▶  Use the free training funds available: Many multi-academy trusts, and 
even local authority schools, now pay the apprentice levy, which is one 
way to access training for new or current staff. Although the levy is only 
meant to be paid by organisations with pay bills of more than £3 million, 
local authority school staff members are employed by the LA, not the 
school, which has a large payroll bill. 
Schools can use levy money for a number of educational training 
programmes that could enhance the Ofsted framework. For example, 
the National College of Education offers a fully funded 26-month 
apprenticeship in educational leadership, leading to a Masters degree, as 
well as middle leadership training.

Employers’ guide to the Ofsted framework
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Stephen Chamberlain is chief executive of the Challenger Multi Academy 
Trust, a chain of seven schools – four primaries and three secondaries 
– in Bedfordshire and Essex. His chain is redesigning a curriculum that 
works across key stages, which will meet the requirements of the new 
framework and use staff expertise across a wider age range.
“The new framework is a huge step in the right direction,” he says. “We don’t 
do anything because it’s Ofsted, but the framework is a useful tool. The focus 
has moved away from examinations to providing a broad and balanced 
curriculum, and because of the emphasis on subject knowledge we will need 
to ensure we have enough well-qualified secondary teachers – not just in the 
core but in other subjects to get the breadth of curriculum provision to allow us 
to have an impact.
“We have put schools into a federation model so the curriculum can run across 
the whole age range, ignoring the artificial barriers of Key Stages, which means 
we can use our subject knowledge across the whole curriculum. Potentially 
staff will be working across several schools – this allows us to be more efficient.”

Case study:  
Curriculum redesign

Meeting the financial challenge
“The new framework is a tough ask for schools with dwindling funds,” 
says Dr David Owen, head of department of teacher education at the 
Sheffield Institute of Education at Sheffield Hallam University.
“Ofsted wants a broad and balanced curriculum, with emphasis on 
specific pedagogy for different subjects, as well as continuing high 
standards in numeracy and literacy. There will need to be more support 
for curriculum design.
“With multi-academy trusts, one cost-effective way to provide this 
might be to have people designing the curriculum for the whole trust – 
and doing the recruitment, too. LA schools may have to join into hubs for 
the same effect. To save money, we might see more use of unqualified 
teachers and cover supervisors in lessons. If you’ve got people designing 
the curriculum at a high level it might be okay to use people known to 
the school and effective with young people but not as qualified.”
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3. Further information

To find out more visit:

 ▶ Ofsted
 ▶ Education Policy Institute
 ▶ FE Week
 ▶ National Association of Headteachers (NAHT)
 ▶ National College of Education (NCE)
 ▶ Teach First
 ▶ Teaching vacancies
 ▶ Universities’ Council for the Education of Teachers (UCET)

To find out how we can help you, call us on 0203 353 4396  
or email recruiter.advertising@theguardian.com

https://www.gov.uk/government/organisations/ofsted
https://epi.org.uk
https://feweek.co.uk
https://www.naht.org.uk
https://www.nationaleducation.college
https://www.teachfirst.org.uk
https://www.gov.uk/find-teaching-job
https://www.ucet.ac.uk
mailto:%20recruiter.advertising%40theguardian.com?subject=

