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Foreword from the Secretary 
of State for Education, 
Rt Hon Damian Hinds MP

As Education Secretary, I am fortunate 
to witness the expertise, enthusiasm and 
commitment that teachers show in classrooms 
each and every day. Teachers shape the lives 
of their pupils and – in turn – the future of our 
country. 

This government’s vision is for all young people 
to have access to a world-class education – no 
matter where they are or what their background 
is. This belief has underpinned our ambitious 
education reforms since 2010, which have at 
their heart a determination that every child 
should attend a great school.  

But there are no great schools without great 
teachers. The key to education is the person at 
the front of the classroom. At a time when there 
are more pupils in our schools than ever before, 
we need to be attracting and keeping great 
people in teaching. 

Last March, I committed to develop a Teacher 
Recruitment and Retention Strategy. I wanted 
us to take an unflinching look at the problems, 
and to listen to what teachers and headteachers 
had to say about how to begin to solve them. 
Developed collaboratively with the profession 
and experts across the sector, this document 
sets out the government’s priorities for making 
sure a career in teaching continues to be 
attractive, sustainable and rewarding. 

At the heart of the strategy is a commitment to 
transform support for teachers at the start of 
their career, with the launch of the Early Career 
Framework. This will underpin an entitlement 
to a funded two-year support package for new 
teachers, providing them with the early career 
support enjoyed by other top professionals.

The strategy also emphasises the importance 
of school culture. This is rightly the domain of 
headteachers, not government. But government 
is responsible for supporting headteachers to 
create great cultures in their schools.

The strategy sets out the steps we will take to 
support headteachers to drive down unnecessary 
workload and pressure so that they can ensure 
schools are brilliant places to work, freeing 
teachers to focus on teaching great lessons.  

People enter teaching motivated by the chance 
to change lives. I am determined that those who 
are called to this noble profession stay in it, 
where they will continue to inspire children for 
many years to come.

Rt Hon Damian Hinds MP  
Secretary of State for Education
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Foreword from key sector 
bodies � a shared vision for 
the profession

Teaching is unique in combining such a rich 
range of professional skills and knowledge, 
deep personal challenge and a sense of being 
part of a wider mission. Each and every day, 
teachers inspire children, raising their eyes to a 
world of possibility and supporting them to fulfil 
their�potential.  

There are many great schools in this country, but 
schools can only ever be as good as the people 
that work in them. Over a number of years, it 
has become increasingly difficult to recruit and 
retain staff of the calibre required. 

The Teacher Recruitment and Retention Strategy 
presents an important step in tackling this issue, 
in which all of us – government, the profession, 
and inspectorate – need to play our part to 
deliver on the ambition set. 

The Early Career Framework, in particular, is 
strongly welcomed and has the potential to 
transform the support provided to recently 
qualified teachers in the critical first years 
of�teaching. 

If we are successful in meeting the ambitions set 
out in this strategy, we will do more than attract 
and keep more great teachers. For a world class 
workforce to flourish we must:

• Get the balance right between holding schools 
to account and helping them to improve;

• Make the job manageable again, eradicating 
unnecessary workload and developing 
arrangements that support flexible working; 
and

• Invest in and embed school cultures that 
create a sense of value through ongoing 
professional development.

This strategy can help to create these 
conditions.  

Teachers typically enter the profession with 
energy and a strong sense of collective purpose. 
Harnessing that energy and purpose, deepening 
expertise and professionalism and exciting 
teachers about teaching has never been more 
important. 

We share the ambition of this strategy and 
are fully committed to playing our part in 
delivering�on it.



Geoff Barton
General Secretary

ASCL 

Mary Bousted, Kevin Courtney
Joint General Secretaries
National Education Union 

Kevan Collins
Chief Executive

Education Endowment Foundation 

Leora Cruddas
Chief Executive

Confederation of School Trusts 
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Introduction

There are no great schools without great 
teachers, and no other profession is as important 
in shaping the lives of the next generation.

A strategy to support teacher recruitment and 
retention should not be dictated by government. 
To that end, this strategy has been developed 
collaboratively with teachers, headteachers, 
representative bodies, initial teacher training 
providers and leading experts.

This strategy is not intended to be an exhaustive 
list of all our work. Instead, it outlines the key 
areas where our focus, reform and investment 
will have the biggest impact on improving 
teacher recruitment and retention, helping to 
meet the shared challenge that we face. 1  

This strategy marks the start of a conversation 
with the profession and is an articulation of our 
priorities ahead of the comprehensive spending 
review. Importantly, it represents an adjustment 
of focus, recognising that greater attention must 
be given to ensuring that teaching is a profession 
where people are supported to stay and thrive. 

 

Strategy overview
Teachers enter the profession motivated by the 
chance to change lives. We must harness that 
motivation and ensure that careers in teaching 
are attractive, sustainable and rewarding.

This must begin with the right foundations. 
At the centre of this strategy is the most 
significant reform to teaching in a generation – 
the introduction of the Early Career Framework 
(ECF), published today. The framework will 
underpin a step change in support for early 
career teachers, providing a funded entitlement 
to a structured 2-year package of high quality 
development. 

Careers in teaching must be able to reflect 
the different lives and aspirations of teachers. 
We will build on the Early Career Framework, 
ensuring that it provides the foundation for 
further professional development and clearer 
career pathways for teachers, including those 
who want to stay and excel in the classroom. 

Crucially, we will help to create the wider 
conditions in which teachers can focus on 
teaching – working with headteachers to create 
a clear and supportive system that allows them 
to provide a positive school culture to attract, 
retain and nurture their staff.  

The main chapters of this document identify 
4 key barriers to achieving our ambitions, and 
outline the steps we will take to begin to 
overcome them. The most significant of these 
are summarised below. The first 3 chapters focus 
on teacher retention – reflecting our renewed 
emphasis on this challenge – with the final 
chapter returning to recruitment, outlining steps 
designed to make it easier for great people to 
start and return to teaching.

1 This strategy is specifically about teachers working in schools. We will consider whether any initiatives will be extended to other phases.
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The challenge
Our challenge is simply stated. We have close 
to the highest number of serving teachers on 
record. Last year, we recruited more trainee 
teachers into the profession than in the previous 
5 years – over 2,000 more than the year before. 
But the growing number of pupils of secondary 
age means that we need even more teachers 
at a time when we have the most competitive 
labour market on record. At the same time, we 
are losing more teachers from the profession 
than we can afford.

A demographic bulge is moving into 
secondary schools

The coming growth in secondary age pupils is 
significant. By 2025 there will be 15% more 
pupils in secondary schools than there were 
in 2018.2 We will need to increase secondary 
teacher numbers to meet this demand – which 
is especially difficult in the shortage subjects, 
including maths, science and modern foreign 
languages.

There has never been a more competitive 
labour market

Unsurprisingly, it is always hardest to recruit 
teachers when the jobs market is buoyant, as 
graduates and career changers have a wide 
choice of work. The labour market is continuing 
to perform strongly, with unemployment at its 
lowest rate since the 1970s and employment at 
a record high, making competition for potential 
teachers fierce.

Retention is a growing challenge

Even small increases in the rate of teachers 
leaving the profession creates significant, 
additional pressures on recruitment. The small 
decline in teacher retention rates in recent years 
has created challenges. Had retention rates been 
stronger, teacher supply would have better kept 
up with the growth in pupil numbers. 3
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Reference: Department for Education (2018), School workforce in 
England: November 2017, Table 8. 

Full and part-time teachers by year of gaining qualified teacher status, 
who were in service the following year and the percentage not recorded 
as in service in state funded schools up to 5 years later.

Teachers who qualified in 2010

Teachers who qualified in 2011

Teachers who qualified in 2012

Figure 2. Proportion of teachers not in service
by number of years since qualification

Not in regular service in state-funded schools in England after x years

Schools in disadvantaged areas face the 
biggest problems

This wider challenge is most acute in schools 
serving areas of disadvantage, who face higher 
levels of turnover and can have particular 
problems in attracting subject specialists in some 
subjects. 5 More than one in ten teachers from the 
most disadvantaged secondary schools leave to 
teach in other schools: about twice the proportion 
who make the same move from the least 
disadvantaged schools. And in schools outside 
London with low levels of disadvantage, over half 
of GCSE maths lessons are taught by teachers 
with maths degrees. In schools with high levels of 
disadvantage, this figure is only 37%. 6

Teacher workload is the reason most often 
cited for teachers leaving the profession
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Addressing the key 
challenges
A.  We will reduce the unintended workload 

pressures created by the accountability 
system

School accountability is vital, as children only 
get one chance at an education. We know 
that teachers and headteachers recognise 
this. However, we recognise that the current 
system can have unintended consequences 
that add unnecessary workload burdens and 
pressure – particularly for schools in challenging 
circumstances. 

This wider climate directly shapes the context in 
which teachers work and therefore goes to the 
heart of the recruitment and retention challenge. 

We will create a clear and transparent 
accountability system, which supports 
headteachers

School accountability needs to be simpler and 
more supportive. Headteachers should have 
complete clarity on the ‘rules of the game’, 
the roles of different actors and the offer that 
is available to them to help to improve their 
schools.

That is why we have clarified that the role of 
regional school commissioners is to commission, 
and that only Ofsted inspects. We will end 
what can feel like multiple inspections, giving 
headteachers and other school leaders of 
good and outstanding schools confidence that 
government trusts them and respects their 
autonomy.

But confusion in the accountability system 
has been most acute in relation to defining 
educational underperformance and identifying 
the schools in need of additional support. 
Performance data is of course important. 
But it can only ever be the starting point for 
understanding the needs of a school, informing 
a�more rounded judgement. 

We will therefore radically simplify the system: 

• Formal intervention – including forced 
academisation – will only ever result from an 
Ofsted ‘inadequate’ judgement; and

• We are launching a consultation on an 
Ofsted ‘requires improvement’ judgement 
becoming the sole trigger for a concrete 
and straightforward offer of support from 
September 2019 – replacing the floor and 
coasting standards. 

School leaders must have the clarity, certainty 
and support that will enable them to create a 
positive environment for their staff.

To support this, we will also carry out a 
wholesale review of the role of teaching schools 
and our existing system leadership designations, 
ensuring that our system of school improvement 
support is as strong as possible. In particular, we 
want to bring more multi-academy trusts (MATs) 
– with proven records of driving improvement – 
more squarely into our school improvement offer. 

We will work with Ofsted to drive down 
workload by tackling the �audit culture�

Ofsted has been a force for good over the past 
30 years, playing a vital role in raising school 
standards and in providing important information 
to parents. But as with other forms of 
accountability, perceptions of what Ofsted wants 
have unintentionally contributed to behaviours 
that can distract headteachers and teachers 
from their core purpose. 

Ofsted has worked to combat the myths about 
‘what Ofsted wants’, but a more direct approach 
is needed. The new inspection framework 
will rightly rebalance inspection towards the 
wider substance of what happens in a school 
– supporting higher standards for pupils and 
complementing performance tables. 
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C.  We will provide additional support to 
tackle challenging pupil behaviour

Misbehaviour – from low-level disruption to violent 
conduct – is a key driver of teacher workload and 
stress.11 Yet too many teachers feel unsupported 
to deal with challenging pupil behaviour.

We have already taken important steps, 
empowering teachers and headteachers to make 
use of same-day detentions, clarifying when 
reasonable force is necessary, extending search 
powers, and reforming the exclusion review 
process.
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Summary
Not enough early career teachers receive 
the high quality support they need to build 
the foundation for a successful career. 
In this chapter we set out how we will 
transform support for early career teachers, 
introducing the most significant reform to 
teaching since it became a graduate-only 
profession – backed by substantial extra 
investment. In particular:

• We are launching the Early Career 
Framework. This will underpin an 
entitlement to a fully-funded, 2-year 
package of structured support for all 
early career teachers linked to the best 
available research evidence – including 
funded time off timetable in the second 
year of teaching and additional support 
for mentors; and

• We will create a major shift in the 
incentives for new teachers by 
introducing phased bursaries – with 
staggered retention payments to 
encourage good people to remain in the 
profession, as well as to join.

Key challenges
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Addressing the key 
challenges
A. We will fully fund a transformation in 

the support given to teachers at the 
start of their career through a new Early 
Career Framework

 The ECF can be a game 
changer in terms of early 
career retention and teacher 
quality. It represents the 
most significant reform to 
teaching in a generation. 
It embeds a funded 
entitlement to training and 
guarantees all early career 
teachers access to a shared 
understanding of the best 
available evidence – akin 
to the highest performing 
systems internationally.
(Professor Samantha Twiselton, Director, 
Sheffield Institute of Education)

Early career retention is now the biggest 
challenge that we face. And it is where 
government can help to make the biggest 
difference by investing significantly. The 
approach set out in this chapter – and the 
significant investment in the ECF in particular 
– is therefore the centrepiece of this strategy, 
marking the area where we can have the 
greatest strategic impact by allocating 
resource and effort. 

The Early Career Framework

Designed in close partnership with teachers, 
headteachers, academics, the Chartered College 
of Teaching and the Education Endowment 
Foundation, the ECF underpins what all early 
career teachers should be entitled to learn 
about and learn how to do based on expert 
guidance and the best available research 
evidence. It focuses on 5 key areas – behaviour 
management, pedagogy, curriculum, assessment, 
and professional behaviours. 

Launching the ECF is the first step in 
transforming the support and professional 
development available to new teachers. The 
ECF will underpin a step change in support and 
training – including a trained mentor – for all 
early career teachers, providing the foundations 
of a successful and rewarding career.

To realise this, we are extending the length of 
the induction phase so that all early career 
teachers will receive a sustained and structured 
package of support over the first 2 years of their 
career.

Our vision is for the ECF to build on high quality 
initial teacher training (ITT) and become the 
cornerstone of a successful career in teaching 
and that it will: 

• Become a shared body of professional 
knowledge and skills – which will evolve over 
time – in which all new entrants are trained; 

• Provide the starting point for a review to the 
ITT core content guidance – working closely 
with key sector bodies, such as UCET and 
NASBTT – to ensure the ECF builds on and 
complements ITT; and

• Provide the platform for further professional 
development and clearer career pathways as 
teachers develop specialist expertise (see 
chapter 3).
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We have consulted widely as we have developed 
the ECF. Headteachers and teachers have 
warmly welcomed the framework and the 
extended induction period to facilitate the extra 
support. However, they have been extremely 
clear on 4 important points:

• Additional funding is needed to support the 
roll-out of the ECF reforms – this opportunity 
will be entirely lost if it is not adequately 
resourced or it becomes an additional burden 
on schools. 

• This must include and cover the fact that 
early career teachers will require additional 
time in their second year for professional 
development.

• 
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In itself, the early roll-out in 2020 will mean 
delivering a fully-funded, high quality package of 
support to almost 2,500 early career teachers 
across hundreds of schools. And the findings 
from all of this work will inform how the ECF 
reforms are implemented nationally – helping to 
ensure that we deliver fully on the promise of 
the framework.

 The ECF reforms present 
an enormous opportunity to 
support teachers to access 
and apply the best available 
evidence at an essential 
point in their careers. By 
evaluating the roll-out of 
the programme, we will 
learn key lessons to ensure 
that every new teacher in 
England gets the support 
they need and deserve. 
The Education Endowment 
Foundation has played – 
and will continue to play – a 
key role in ensuring the ECF 
draws on the best av15.1 (ering a fully-funded, high quality pack)[ 0 .861 -2.232 9.861 0 c
f
wl/TJ
EMCality pa 
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Summary
A career in teaching does not always adapt 
to the expertise and lives of teachers. In 
this chapter we set out how we will build 
on the foundation of the Early Career 
Framework to support teachers – whatever 
their expertise or circumstances – to pursue 
the right career opportunities for them. In 
particular:

• We will develop specialist qualifications 
to support clearer non-leadership career 
pathways for teachers that want to stay 
and excel in the classroom;

• 
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We will embed and strengthen this approach and 
extend it to the full range of qualifications set 
out in Figure 3. This will have a dual benefit:

• It will directly support these more challenging 
schools by investing in teachers already 
working there – the most effective form of 
school improvement; and 

• It will signal to good teachers that the 
strongest opportunities for career progression 
and professional development exist when 
working with the children that can benefit 
the�most.

This creates a real opportunity to reshape the 
underlying incentives and create a structure that 
can be invested in consistently over time – a 
more sustainable approach than eye-catching 
schemes based on one-off payments or other 
short-term benefits. And in doing so, we will seek 
to create a system that more naturally attracts 
good experienced teachers to work and stay in 
the schools that need them most. 

C. We will support schools to implement 
flexible working

 The next generation will 
expect flexible working as 
the norm. This is, ultimately, 
an issue that only school 
leaders can and must 
address. Put simply – if we 
don’ty Ta1*
(a 9a.1oung (en-G )]TJ
EMC 
/Span <</Lang (en-GB)/MCID 1528 >>BDC 
T*
[ will sfof)15.1 (r)630 . 
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30 Teacher Recruitment and Retention Strategy

Chapter 4
Make it easier for great 
people to become teachers
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Summary
The process to become a teacher is too 
complicated and burdensome. We will 
radically simplify the process for becoming 
a teacher, introducing new digital systems 
designed to make application much easier 
and more user-friendly. In particular: 

• We will introduce a new one-stop 
application service for ITT, which will 
be easier to use and designed to better 
meet the needs of potential trainees; and

• We will review the ITT market to support 
it to work more efficiently and effectively.

Key challenges
Teaching is a career with prestige and moral 
purpose. Many people dream of becoming a 
teacher from early on in life. For some it is a 
career that they fall in love with much later.  
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And to make sure that we don’t lose out on 
high quality candidates, we are now also taking 
steps to provide personalised support to help 
individual applicants at each crucial stage in the 
user journey:

• 
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C. We will simplify and protect the vibrant 
ITT market and ensure it supports more 
schools in challenging areas

Often working in partnership with universities, 
school-based ITT has added vibrancy and diversity 
to the market, with leading MATs and teaching 
school alliances now running many of the most 
prestigious ITT programmes. 

We want to strengthen and support a mix of 
provision led by both universities and schools, by:

• Supporting new entrants to the market where 
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Conclusion

Taken together, the four priorities set out in this 
strategy outline the government’s key areas of 
focus, reform and investment to make sure a 
career in teaching continues to be attractive, 
sustainable and rewarding.

Over the coming months we’ll continue our 
conversation with the sector by holding 
roadshows across the country to seek further 
views on our plans, and to identify how we can 
work together to deliver on the ambition set out 
in this strategy. We must now work together to 
make our shared vision a reality and ensure that 
every teacher, at every stage of their career, is 
supported and encouraged to not just to stay in 
teaching, but to thrive.
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