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About the EEF: Their Mission
The Education Endowment Foundation (EEF) is an independent charity dedicated 

to breaking the link between family income and educational achievement.

They do this by supporting schools, early years settings, and colleges to improve 

teaching and learning through better use of evidence.



About the EEF: The attainment gap in England

Education inequality in England 

is entrenched.

This is a major driver of 

differences in education and 

employment outcomes in later 

life.



About the EEF: Their approach



The EEF’s flagship resource is the Teaching and Learning Toolkit.

▪ An accessible summary of over 2,600 studies, regularly updated with the latest evidence

The EEF’s approach: Evidence synthesis



The EEF’s approach: Evidence mobilisation

The Research 
Schools Network

Working with policy 
makers

Creating Tools 
& Resources

Working 
internationally





The Research Schools Network serves 
as a bridge between evidence and 
practice.



Access Understand Apply

Communications and 
events for schools and local 

education networks. 

Resources exemplifying 
evidence in teaching and 

learning. 

Direct support through co-
constructed partnerships 

to address local need. 



Access & Understand



Navigating Our 
Resources



















Toolkit & Website
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Research Schools Network Website



Podcast
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“In our collective haste to do better for pupils, 

new ideas are often introduced with too little 

consideration for how the changes will be 

managed and what steps are needed to 

maximise the chances of success.” 

Putting Evidence to Work: A School’s Guide to Implementation



2017





Implementation is fundamentally 
a collaborative and social process
driven by how people think, 
behave, and interact.



2017 2024





Multiple, 
inadequate 
glances





Priority

Problem

Problem

Problem







Just 
another 

leadership 
initiative



What you do

• Explore pupil needs collaboratively

• Represent the community

• Promote and structure future 

opportunities for implementation

• Show how roles are interconnected

How you do it

• Model being reflective yourself

• Frame & structure collaboration with  

accessible information and questions

• Ask people about barriers and enablers

How do you balance collaborative exploration with providing direction?







• Strategic goals and organisational values

• Rationale for change

• Implementation plans

• Knowledge and skills to implement and 

• What is core, what can be adapted?

• Accountability 

Unite around what?



Session 
aims

• To understand the EEF mission and the role 
of the Research School

• To understand the EEF guidance on effective 
implementation

• To understand how to approach 
implementation on a practical level

• To reflect upon goals and consider next steps



Identifying a 

narrow area of 

focus

Ensuring the 

problem to solve 

is the right 

problem



Ensuring the 

culture is 

conducive for 

change

Culture is 
vital.
It will happen with 
or without 
deliberate input.

• POSITIVE CULTURE

Human first, professional second, 
embedded and intentional, two-way 
communication, stable leadership, 
collaborative, agency and autonomy

• NEGATIVE CULTURE

Inflexibility, hiding challenges, 
monitoring rather than evaluating, 
doing too much, lack of trust, 
punitive, not attuned to staff, 
superficial nods to wellbeing, reactive 



What would 

your narrow 

area of 

focus be?

What culture 

would you 

like to 

achieve?

What are the 

barriers?



What would 

your narrow 

area of 

focus be?

What culture 

would you 

like to 

achieve?

What are the 

barriers?

AFL strategies 

Phonics at ks3 level

• Staff schedule (part-

time/SLT/maternity cover)

• Conflicting whole school 

priorities

• ‘Buy in’

• Support from SLT



Learning…

…a person is said to have 

learned something when 

they consistently exhibit a 

new behaviour over time.
(Spielman et al., 2015).

Learning involves a lasting 

change in pupils’ 

capabilities or 

understanding. 
DfE 2020



Learning
is invisible.
We see what is 
performed, not what is 
learned.

• PERFORMANCE:
Immediate change in behaviour 
or knowledge that can be 
observed and measured. 

• LEARNING:
Lasting change in capabilities 
and understanding, which 
happens over time and is hard 
to observe.



Phonics at ks3 level

• Is this the right focus? 

• What have you seen in the classroom?

• What have the students said? What have the 

staff said?

• What does the data tell you?

• Do you have a broad range of data?

• Who has checked your thinking? (Bias?)

• Is this the right time for change?

• Is the culture fit for change? 

• What else is out there for you to use? What 

research have you done?

• How have you analysed these? (Criteria?)

• Do you have any experts? Do you have 

colleagues you can delegate to? (Distributed 

leadership)

• Identify a key priority that is amenable to change

• Systematically explore programmes or practices to 

implement

• Examine the fit and feasibility with the school 

context



Phonics at ks3 level

• What training is required? 

• Can this be internally delivered? Do you 

require external input? (Potential barriers 

here)

• When will the training take place? How often?

• Is the understanding of the goal shared?

• How are you supporting culture and ‘buy in’?

• What model will you use? Coaching?

• How will you avoid cognitive overload?

• What are your ‘active ingredients’? (What are 

the non-negotiables to improve practice?)

• Are you clear how success will be achieved? 

What will the outcomes be?

• How will you monitor and evaluate?

• Do you have flexibility when needed?

• Develop a clear, logical and well specified plan

• Assess the readiness of the school/department to 

deliver the implementation plan

• Prepare practically, e.g. train staff, develop 

infrastructure



Phonics at ks3 level

• How and when are you reinforcing training?

• How will you protect the process (maintain 

fidelity) and ensure it is not deprioritised? 

• What data are you collecting and how often to 

measure impact?

• Are you receptive to adapting?

• Is your coaching model effective? Do 

groups/pairs need to change? 

• How you do you monitor and hold to account 

whilst maintaining buy in?

• Is it still a transparent process?

• Is there capacity to support staff where 

needed? How has this been planned?

• Use implementation data to drive faithful adoption 

and intelligent adaptation

• Reinforce initial training with follow-on support 

within the school

• Support staff and solve problems using a flexible 

leadership approach



Phonics at ks3 level

• What processes need to remain in place to 

sustain practice? Plan these in advance

• Is there room for scaling up? Did you need to 

start smaller (i.e. with French and then across 

all languages or with year 7 and then year 8)?

• Consider that de-implementation is also a 

process and should be carefully planned

• Treat scale-up as a new implementation process

• Continuously acknowledge support and reward 

good practice

• Plan for sustaining and scaling the intervention 

from the outset



Common 
Pitfalls

1. Trying to meet people where you 
think they should be, not where 
they are

2. Assuming prior knowledge

3. Expectations of speed

4. Not going granular enough

5. Too much at once

6. Not being strategic about culture
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Breakout 
Room 
Discussion

Think of a previous initiative you have 
implemented:

- What did you do well?

- What could you have done 
better?

What is your current priority?

- What are your next steps ensuring 
that you use the EEF 
implementation guidance as a 
basis?



School/Department

Outcomes

Barriers: Action:

Focus:

Causes: Solutions:



Feedback formSpring CPD offer



Contact Us

Visit our website

@GrandUnionLH

Grand Union Language Hub

office@grandunionlanguagehub.tgacademy.org.uk

@grandunionlanguagehub

Newsletter sign-up

mailto:office@grandunionlanguagehub.org.uk


Get involved with us and the EEF

Sign up to our 

Newsletter

Become an

TGRS Advocate
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