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Change without the churn
The national Teacher Workload Impact Assessment Tool  
and AERO’s Insights into Implementation research

The Covid pandemic provided a stunning demonstration of the capacity of teachers to pivot and adapt to meet the needs of their 
students. However, widespread and relentless churning of initiatives, and ill-considered or unhelpful implementation processes, 
significantly intensify teacher workloads and often produce results that fall short of the intended outcomes.

The IEU has consistently asserted that initiative implementation processes that fail to consult meaningfully with teachers, consider 
existing or potential implementation workloads, or monitor impacts throughout the process, are driving the excessive and 
unsustainable expectations that lead to burnout and exacerbate the teacher shortage. 

Rushed implementation, followed by hasty jettisoning of an unsuccessful program, and the rapid adoption of another initiative, 
form an unsustainable cycle that adversely affects student outcomes and saps teachers’ energy.

The national Teacher Workload Impact Assessment tool 
In July 2023, the IEU and other members of the National Teacher Workforce Action Plan (NTWAP) Working Group were 
approached by the Australian Government Department of Education to provide feedback on the draft Teacher Workload Impact 
Assessment tool. Several IEU recommendations were incorporated into the tool.

The finalised Teacher Workload Impact Assessment (TWIA) was agreed by Education Ministers in December 2023. Consistent with 
Action 20 of the NTWAP, the TWIA will be used on National Policy Initiatives in the Better and Fairer Schools Agreement and be 
considered by Education Ministers during negotiations. 

However, the IEU has always strongly supported the need for far broader application of the TWIA and asserted its value as a 
logical and consultative framework that is likely to reduce workload intensification for teachers and improve the continuity and 
maturity of initiatives, thereby supporting more consistent student outcomes.

The TWIA is an interactive tool, providing the capacity for agencies to fill in responses to a series of questions and requiring further 
exploration of any identified workload implication. While the TWIA was developed for the assessment of national initiatives, the 
IEU believes it is a sequential framework that genuinely seeks to address the teacher workload impact of initiatives and could be 
usefully implemented at school and system level.

The union has been provided with the final version of the national Teacher Workload Impact Assessment tool, but it is not available 
digitally at this time.

The TWIA framework as it might be used in a school or system 
context 
There are nine steps in the TWIA process. The IEU has removed references to national 
policy initiatives in the tool to show how it could have broader application for schools 
and systems.

1. Initial assessment

Will the proposed initiative require, or could it require, changes to the systems of work 
in schools, teacher roles and responsibilities or compliance obligations which would 
influence the existing duties of teachers and school leaders?

2. A description of the problem

Is the issue supported by evidence and data?

3. The rationale for policy change

An explanation is required to justify why intervention is necessary to address 
the problem.

4. The objectives for the proposed policy change

What are the objectives for the policy change?

5. A summary of the proposed initiative and other options considered

A detailed summary of the proposed initiative, who is responsible for implementing the 
initiative and timeframes for delivery is required:

•• How will the proposed initiative achieve the stated objectives?

•• How will success be measured?

•• What is the expected interaction with schooling systems and the teacher workforce?

• • Outline alternative options and why these alternatives are not preferred. 

• • Why existing initiatives or policies could not be leveraged, re-purposed or altered to  
 achieve the same outcome?

  Have these initiatives reached the stage of independent implementation 
  by teachers? 

  Are teachers still engaged with professional development and feedback on  
  implementation? 

  Has the timing of the introduction of the initiative been sufficiently considered, in  
  consultation with teachers?

6. An assessment of the potential workload impact on teachers and school  
  leaders

•• How does the initiative impact jurisdictions differently?

•• How does the initiative impact individual sectors differently? 

•• Does the initiative impact disadvantaged schools, complex settings including regional,  
 rural and remote?

  What is the impact on teachers in these settings?  

  Identify how the proposed initiative will impact teachers, school leaders, students  
  and resources in diverse school settings. 

•• Does it have a disproportionate impact on different teachers (First Nations, subject  
 specialists, early career, Highly Accomplished and Lead Teachers)?

  Assess the impact on these teachers where the impact is not uniform.

•• Identify potential unintended impacts on teachers, school leaders, students and   
 resources in diverse school settings.

  Do additional teachers, support staff or resources need to be obtained? Are there  
  additional costs associated with recruitment, on-boarding, release time and training?

  Does the initiative require teachers and students to pivot to different content or   
  pedagogy? Is such change likely to disrupt the continuity of learning?

7. An assessment of the potential impact (positive or negative) on core duties

•• How will the initiative impact teachers in performing their role? This section should  
 focus on the impact on core teaching duties. Identify the core teaching duties this  
 initiative will impact including adjustments to existing work practices and workload.  
 This assessment should not just reflect a simple time-cost but should also take  
 account of any workload intensification such as increased emotional labour or  
 cultural load.

•• Is the impact different on school leaders? This section should identify the core  
 leadership and administration duties this initiative will impact, including adjustments to  
 existing work practices and workload.

8. Assessment of the potential time impacts

Assess the time and resources needed to undertake or provide any additional support 
and/or training requirements for teachers and school leaders and if time is required for 
ongoing maintenance of these skills. If significant impacts are identified at Question 7, 
the response to this question should identify commensurate levels of support. 

9. Any additional regulatory or reporting requirements related to the initiative

Undertake due diligence to ensure there are no existing initiatives in place that can 
be leveraged, re-purposed or altered to achieve the same outcome. Ensure that the 
initiative does not lead to the duplication of existing tasks or administrative duties. 
Identify the reporting requirements (both one-off and ongoing) and provide an 
assessment of the time needed to complete them and if they can be undertaken by 
support staff. 

Teachers are, and 
always have been, 
incredible change 
agents in their schools, 
writes Assistant 
Federal Secretary 
Veronica Yewdall. 

Definitions in the Teacher Workload Impact Assessment tool
Core teaching duties: Includes but is not limited to classroom instruction, preparing whole class instruction, assessing work, 
providing feedback, providing individual assistance or support to students, tailoring lessons, meetings, assemblies, yard/bus duty, 
administration, parent engagement and counselling students.

Teachers: References to teachers also refer to associated administrative and support staff due to the potential downstream impact 
on teacher workload.
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The government agency charged with providing 
evidence-based research to the education sector, 
AERO, also produced a discussion paper, Insights 
into Implementation, to support sustainable 
initiative implementation. 

AERO’s Explainers provide important support for school leaders and teachers who 
would like to start a conversation at their school about proposed initiatives, and how 
to manage them without workload intensification. Some of the key findings relate to 
issues the IEU has consistently raised, including:

•• the proposed initiatives should be a response to a specific school-based challenge

•• the readiness for use of the proposed initiative should be evaluated

•• barriers (such as competing new programs) must be addressed 
 (not just acknowledged)

•• competing initiatives should be pruned

•• there is great value in discussion with all staff involved and regular debriefing of  
 experience/progress

•• avoidance of burdensome documentation is recommended 

All excerpts from AERO’s Explainer documents are used with permission 

From AERO’s Explainer: Monitoring implementation outcomes

•• Schools should focus on monitoring those outcomes that are most relevant and  
 realistic for their context.

•• Collecting data to assist with monitoring implementation outcomes should leverage  
 what a school is already doing. It doesn’t need to be time-consuming or burdensome.

•• Feasibility (Considerations)

  To what degree does our school have the time and resources to dedicate to  
  implementing this evidence-based practice? 

  What might need to change to ensure teachers are supported by systems and  
  structures during this period of change (ie timetabling, release time, resource  
  availability, access to coaching, etc)? 

  How will we check what staff think may need to change?

AERO CEO Dr Jenny Donovan: “One of the things that we recommend is to do a 
diagnosis of the area of need. You can examine the learning and teaching model to find 
what the solution is, but that diagnosis of where you begin, needs to come first.

“Implementation is absolutely context specific, because where every school is up to, the 
background of the teachers, the specific areas of learning achievement that the students 
might be demonstrating… all of those things will be different from one school to the 
next.”

Excerpts from AERO’s Explainer: Taking an evidence-informed approach to 
implementation

•• When selecting an evidence-based practice, schools need to consider how  
 implementable it may be. In other words, schools need to consider how ready for use  
 the practice is, or the effort required to operationalise it into implementation strategies,  
 such as professional learning materials, so it can be consistently applied by teachers.

•• Address enablers and barriers: Every implementation effort will experience enablers  
 and barriers that can help or hinder the process. Understanding exactly what’s acting  
 as an enabler or barrier within a school context is useful, but being prepared to  
 respond to this information is key to effective implementation.

AERO CEO Dr Jenny Donovan: “School leaders need to know in the first instance, 
what is it that teachers are doing, what’s informing their practice, what experience and 
expertise do they have that will ready them for adopting a new or different or changed 
practice? What needs to be provided to them?

“Care needs to be taken with how an initiative is presented, so that it isn’t just ‘Well, 
here’s the thing that you should be doing, because the evidence says so.’ You need to 
consider the story, ‘we know that this works, but let’s explain why it works. Let’s drill 
into this new idea and understand what sits behind it, in terms of cognitive science or 
the empirical data’, for example, to help people feel reassured about the change of 
direction.”

From AERO’s Explainer: Addressing enablers and barriers to implementation

•• There’s great value in all teachers and staff who are involved in implementation 
discussing and suggesting actions to address current barriers and strengthen enablers.

•• When enablers and barriers have been identified and prioritised, and staff have had the 
opportunity to suggest how they might be addressed, leaders can consider the strategy 
(eg coaching and modelling) they might use to reduce or remove a barrier.

AERO CEO Dr Jenny Donovan: “It’s absolutely more about the putting it (the 
initiative) into practice than it is about the endless meetings to talk about it or requiring 
unnecessary documentation or other busy work.

“… Instead, at each of the stages, you’ve got a tollgate where you stop and reflect, ‘how’s 
this going, are we taking everyone with us, who still needs some convincing, where do 
we need to cycle back into a bit more explanation?’ The idea of staging is to help chunk 
out the task of implementation and give you the opportunity to reflect on where you’re 
up to and where you want to be and what might need some more attention along the 
way. It needs to be a conscious and deliberate approach that you take, otherwise you’re 
really just crossing your fingers and hoping for the best.” 

Conclusion

The IEU proactively engages with federal and state agencies to find meaningful solutions 
to address unsustainable workloads, including through collaboration on official 
guidelines such as the NCCD Evidence Fact Sheet, the Australian Teacher Performance 
and Development Framework Fact Sheet and NESA’s Curriculum Programming and 
Record-Keeping Fact Sheets, or through highlighting helpful frameworks provided by 
federal agencies.

Invite non-members at your school to join the IEU and help  support this critical work.

More support for appropriate 
implementation processes
AERO’s Insights into 
implementation research
During 2024, the Australian Education Research Organisation (AERO) produced a series 
of explainers to support strong and manageable change processes in schools.

IEU members once again joined the Union 
Pride float at this year’s Sydney Gay and 
Lesbian Mardi Gras to celebrate our diversity. 

Led by Australian Council of Trade Unions 
(ACTU) President Michele O’Neil, union members 
marched in front of hundreds of thousands of 
people lining Oxford Street in Darlinghurst. 

The IEU was represented by Professional 
Engagement Coordinator Patrick Devery. 

“The IEU is proud to participate in Mardi Gras 
as part of Union Pride,” Devery said. “We are 
always stronger through diversity.” 

This year’s Mardi Gras took place as the NSW 
Law Reform Commission reviews the state’s anti-
discrimination laws. 

It is unlawful for most employers to 
discriminate on the basis of an employee’s 
sexual orientation, gender or transgender status, 
pregnancy, disability, marital status or use of 
fertility treatments. However, all non-government 
schools still have special exemptions that 
allow them to treat staff in ways that would be 
prohibited elsewhere.

“Schools of faith can continue to thrive 
without the need to discriminate,” said IEU 
Secretary Carol Matthews in a media statement 
in 2024. “School employers have nothing to fear 
from modern community standards.” 

IEU marches 
with Union Pride

ACTU President Michele O’Neil with IEU Professional Engagement Coordinator Pat Devery 
ready to march with Union Pride at the Sydney Gay and Lesbian Mardi Gras on 1 March.

United States: Educators push back against Trump 
Educators across the US are pushing back against a wave of 
policies from the administration of President Donald Trump, 
whose education agenda focuses on privatisation, dismantling 
the Department of Education, attacking immigrant students 
and families, eroding civil rights, and limiting academic 
freedom.

“In the United States, we face an authoritarian threat unlike 
anything we have seen in our lifetimes,” said Randi Weingarten, 
president of the American Federation of Teachers (AFT). 
“President Donald Trump is swiftly implementing destructive, 
dehumanizing, and undemocratic dictates.”

Since taking office on 20 January 2025, President Trump 
has introduced a series of measures including policies that 
have cut federal funding for students with disabilities, allowed 
immigration raids near schools, targeted educators over how 
they teach history, slashed research funding, and reduced 
support for school lunches for vulnerable students.

Reference: United States: Education unions denounce 
Trump’s attacks on students, teachers, schools, academic 
freedom, civil rights, public education, democracy, and even 
school lunches for vulnerable children, Education International, 
12 February 2025.

United Kingdom: Gender pay gap widens
Shocking figures released on International Women’s Day reveal 
a growing gender pay gap for head teachers in the UK, a trend 
that’s worsened over the past 13 years. 

The National Association of Head Teachers (NAHT), the 
union representing more than 49,000 head teachers in 
England, Wales and Northern Ireland, reports a gender pay gap 
of over £8600 annually for head teachers (about $A17,700), 
with a nearly 6 per cent increase in the past year alone.

“We have seen a major erosion of school leaders’ pay over 
the last decade, but for women there has been a ‘double hit’ 
that must be tackled,” said Paul Whiteman, NAHT General 
Secretary. “The gender pay gap plagues every part of the 
education sector, but for some areas of leadership it has now 
grown so wide that it is a chasm.” 

These damning gender pay gap figures serve as a stark 
reminder that, even in a profession dominated by women, true 
equality remains elusive, despite considerable advancements 
worldwide.

New Zealand: Teacher aides fight for equity
Teacher aides are considering legal action against the Ministry 
of Education under the Equal Pay Act due to a recent review 
revealing a pay disparity of up to 17% compared to men doing 
work of equal skill and value. 

In 2020, an initial pay equity settlement significantly 
improved the financial situation of teacher aides at the time but 
has since been eroded by the rising cost of living. 

NZEI Te Riu Roa, the union representing teacher aides, 
emphasises the need for the government to uphold its 
commitment to equitable pay and acknowledge the crucial, 
often unseen, work they perform in supporting students.

Watch this space as teacher aides engage in nationwide 
discussions in the coming weeks to determine their next 
steps, including the potential for legal action, to ensure their 
professional expertise is valued and that they achieve genuine 
pay equity.

Reference: Teacher aides for pay equity to be upheld on 
International Women’s Day, nzeiteriuroa.org.nz, 8 March 2025.

Vanuatu: Teachers continue strike
In June 2024, more than 1000 teachers across Vanuatu walked 
off the job, demanding their budget be managed by their 
employer, the Teaching Service Commission, rather than 
controlled by the Director General of the Ministry of Education 
and Training. 

On 19 June, the strike was called off after an agreement was 
reached requiring the government to come up with a plan on 
how it will pay entitlements. The industrial action resumed in 
late August after negotiations failed. 

 More than six months on and despite continuous 
negotiations between the Vanuatu Teachers Union (VTU) and 
the government, more than 600 teachers remain on strike as a 
resolution remains elusive. Following a snap election in January 
2025, newly elected Prime Minister Jotham Napat has pledged 
to resolve the strike as a top priority.

 In mid-June 2024, IEUA Assistant Federal Secretary Veronica 
Yewdall joined the Secretary General of the Council of Pacific 
Education (COPE) and representatives of Pacific education 
unions at a COPE Executive meeting in Port Vila, Vanuatu.

Representatives from the Solomon Islands National Teachers’ 
Association, the Samoa National Teachers’ Association, the 
Fijian Teachers Association, the Australian Education Union 
and the New Zealand Post Primary Teachers’ Association were 
at the meeting.  

The COPE Executive coincided with industrial action by 
members of the VTU. While Veronica and her colleagues were 
already scheduled to attend training with the VTU, they were 
able to meet with VTU’s Secretary General Jonathan Yona to 
express solidarity with those taking industrial action.

 “The IEU continues to follow the situation and respond to 
requests from COPE regarding expressions of solidarity and 
financial support for our VTU colleagues,” Veronica said. 

 “Engagement with COPE and supporting teachers in 
Vanuatu is a natural extension of the IEU’s commitment to 
solidarity and social justice. 

“It is also key to developing a strong network of education 
unions in the Pacific, collaborating to improve the working lives 
of teachers and ensure equitable education outcomes for all.”

AROUND THE GLOBE
Around the globe brings you international news about injustices and workers’ rights. If injustice exists anywhere, it exists everywhere. 
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