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Abstract

This report presents fi ndings from the RISE Digital Skills and AI Hub, a practi ti oner inquiry 
project funded through the Department for Educati on’s RISE programme. The initi ati ve 
supports regional school partnerships to develop and share evidence-based approaches to 
improvement, aligned with nati onal prioriti es including att ainment, inclusion, and 
att endance. Led by TCAT, Kernow Learning, and Ted Wragg Trust, and supported by AI 
strategy adviser Alex More, the Hub established nine working groups to trial AI and digital 
tools across the 2025 - 26 academic year. Using a test-and-learn approach, these groups 
gathered qualitati ve and quanti tati ve evidence and developed practi cal, context-driven 
recommendati ons.This report outlines the methodology, key fi ndings, and recommendati ons, 
off ering both an account of the project and a practi cal guide for schools seeking to embed 
AI and digital tools eff ecti vely and responsibly.
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Introducti on

Across educati on, we are seeing a rapid shift  in how digital tools and arti fi cial intelligence are beginning to 
shape the way we work. The challenge we face is not simply understanding these technologies but 
determining how they can be applied in a way that is purposeful, ethical and sustainable within our schools.

The Digital Skills and AI Hub have been established to respond to that challenge through a collaborati ve, 
partnership-led approach.

This work has been developed collecti vely by Cornerstone Academy Trust, Ted Wragg Trust and Kernow 
Learning Partnership, alongside colleagues across our organisati ons. From the outset, our intenti on has 
been clear: to create a space where schools can work together to test, learn and share openly.

At the centre of the Hub is a ‘test and learn’ methodology. The concept is simple, we want to support teachers 
to enhance their practi ce, not replace or automate what they do Through a series of working groups, staff  from 
across our trusts have explored how AI and digital tools can support key prioriti es - reducing workload, improving 
effi  ciency and enabling high-quality educati onal outcomes. Importantly, this work refl ects a broad range of roles 
and perspecti ves, ensuring that innovati on is grounded in the realiti es of day-to-day practi ce.

The case studies and fi ndings shared within this pack represent the early stages of that journey. They are 
not presented as fi nal answers, but as emerging practi ce - off ering insight into both the opportuniti es and 
the challenges of embedding AI in a meaningful way.

What has been most encouraging throughout this work is the collecti ve commitment of colleagues to 
engage thoughtf ully and professionally with this agenda. This is not simply about adopti ng new 
technologies, but about shaping a culture that is open to change, collaborati on and conti nuous improvement.

As we move into the next phase, our ambiti on is to grow this partnership further - bringing more schools 
and trusts into a shared model of collaborati on, where learning is collecti ve and impact is strengthened 
through scale. We recognise that meaningful engagement requires commitment, and we are seeking 
organisati ons who are ready to acti vely contribute to, and benefi t from, this work.

If the work you see today resonates with your prioriti es, we would encourage you to consider how your 
organisati on might become part of this growing community.

I hope this conference provides valuable insight, practi cal ideas and an opportunity to connect with others 
engaged in this important work.

Jonathan Bishop
CEO, Cornerstone Academy Trust
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Methodology

The purpose of this methodology is to describe the design and processes underpinning the RISE Digital 
Skills and AI Hub's Phase 2 inquiry. The project sought to address the following overarching research 
questi ons, each corresponding to a strand of structured collaborati ve inquiry:

a) To what extent can AI tools reduce administrati ve and planning workload for school leaders and teachers 
while maintaining quality and compliance?

b) How can AI be embedded meaningfully across the curriculum to improve equity, quality, and teacher capacity?

c) In what ways does AI-supported adapti ve teaching improve outcomes and consistency for students with SEND?

d) What impact does AI have on assessment, feedback, and data literacy across parti cipati ng schools and trusts?

Each of the nine working parti es was assigned a focused strand of inquiry aligned to one of these broader 
questi ons, enabling the project to functi on both as a cohesive whole and as a set of discrete, contextually 
grounded investi gati ons.

Working Party Structure and Process

The project was structured around nine working parti es, each comprising six to eight practi ti oners drawn 
from the three parti cipati ng Multi -Academy Trusts: TCAT, Kernow Learning, and Ted Wragg Trust. Working 
party leads were identi fi ed in advance, and trained by AI Consultant Alex More through an AI Accelelerator 
approach. Working party leads were responsible for coordinati ng acti vity, maintaining documentati on, and 
presenti ng fi ndings at the Spring conference. The nine strands of inquiry were: Leadership and Governance; 
Business Effi  ciencies; Reducing Teacher Workload; Curriculum Content; Student Practi ce, Att ainment and 
Att endance; Assessment, Marking and Feedback; SEND and Adapti ve Teaching; Data Analyti cs; and Early 
Years and Oracy Development.

Each working party met four ti mes across the grant period, with sessions scheduled between November 
2025 and March 2026. Each session was structured as a full working day, encompassing the meeti ng itself 
alongside ti me allocated for in-school acti ons arising from it. This design refl ected a deliberate commitment 
to embedding inquiry within practi ce, rather than treati ng collaborati ve sessions as isolated from the 
everyday realiti es of school life.
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Test-and-Learn Approach

The methodological approach adopted across all working parti es was a test-and-learn model, which 
positi oned parti cipati ng practi ti oners as acti ve co-investi gators rather than recipients of externally 
generated guidance. This approach is consistent with a practi ti oner inquiry framework, in which professionals 
identi fy a problem of practi ce, trial an interventi on, and refl ect criti cally on its outcomes before iterati ng further.
Each working party began by identi fying the core problem or challenge within their strand, considering 
both whose problem it was and what new challenges might be introduced by any proposed soluti on. This 
problem-posing structure encouraged criti cal engagement with AI tools and avoided a naive adopti on 
stance, acknowledging that implementati on can generate unintended consequences; including increased 
workload, data risk, and over-reliance. Tools trialled across the project included Microsoft  Copilot and 
Copilot Studio, ChatGPT, Padlet, TeachMate and Canva, selected on the basis of school accessibility, GDPR 
compliance, and relevance to the working party's focus.

Data Collecti on Methods

Data collecti on was both qualitati ve and quanti tati ve in nature, refl ecti ng the varied contexts and objecti ves 
of the nine working parti es. Quanti tati ve indicators included ti me savings in specifi ed administrati ve tasks, 
measurable reducti ons in planning ti me, and, where applicable student outcome data such as reading 
engagement metrics within the Student Practi ce, Att ainment and Att endance strand. Qualitati ve evidence 
was gathered through practi ti oner refl ecti ons, structured observati ons, and the documentati on of 
challenges and adaptati ons encountered during trialling.

Each working party maintained a shared acti on plan, recording the problems being addressed, the tools 
deployed, anti cipated risks, compliance considerati ons, and CPD requirements. These plans served as both 
a planning instrument and an ongoing record of evidence, updated iterati vely across the four sessions.

Impact Measurement and Evaluati on

Impact was assessed against success criteria established by each working party at the outset of the 
project. The steering committ ee, which met six ti mes across the academic year and included the CEOs of 
each parti cipati ng trust, provided oversight of the evidence gathered and ensured consistency in evaluati on 
standards across strands. Findings from all nine working parti es were synthesised and presented at the 
regional conference on 30th March 2025, where outcomes were shared with the wider school community 
and submitt ed as part of the Hub's formal reporti ng to RISE.

Alex More is an Educati onal Consultant specialising in the safe and ethical implementati on of AI at scale in 
schools. With a background as a senior leader and Multi -Academy Trust (MAT) director, Alex brings over 
two decades of experience driving innovati on in teaching, curriculum design, and professional development. 
He works with schools, MATs, and educati on organisati ons to develop strategic, future-focused CPD 
programmes that embed AI and STEM, and has supported over 50,000 teachers globally.

Email: alexmorelearning@gmail.com 
Linktree: htt ps://linktr.ee/alexmorelearning
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Headline Figures

• Time savings grew week-on-week: 0–30 min   
   →30–60 min → 1–2 hrs → 2+ hrs
• Early career teachers reported greater gains 
   than experienced colleagues
• KS2 teachers reported higher impact than KS1
• ChatGPT & Copilot rated most effective for 
   flexibility

• ‘Kernow HR Assistant’ gives staff instant 
   access to policy & absence guidance
• Automated letter agent produces consistent  
   parent correspondence
• Invoice/order reconciliation agent flags  
   financial discrepancies automatically
• First aid & accident data centralised via  
   Microsoft Forms & workflow

• In-lesson feedback reduced to under 1 
   minute per student
• Sustained improvements in reading  
   words-per-minute across a half term
• AI writing assessment aligned closely with  
   teacher judgement when prompts were  
   well-designed
• Shared prompt/agent bank created to reduce  
   adoption barriers

• Agents for meeting transcripts, task  
   harvesting, SWOT analysis & SIP authoring
• Policy review, EDI assessment & PM  
   timetabling all automated via Copilot
• Journal data confirms time savings once 
   agent creation cost is paid back

• AR quiz scores improved in 2/3 focus students 
   by 6.5–25%
• Book Level rose in 2/3 students; 3/5 SEN 
   students actively engaged
• students requested additional sessions; whole  
   classes asked to continue
• Writing enrichment agent extended impact 
   beyond reading

• SMART target agents built for all three APDR 
   cycle stages
• Mode A-C agent covers new plans, review & 
   classroom support - no SENDCo required
• TeachMate SaLT resourses imporved session 
   structure & pupil engagement
• Azure pay-as-you-go resloved licensing  
   barriers without per-user cost
• GDPR consent embedded directly inside the agent
• Staff reported renewed focus on what makes 
   effective SEND provision

• Microsoft Copilot the dominant platform across all 9 parties
• Clean, structured data inputs essential for reliable AI outputs
• Initial time investment recouped within 3-4 weeks of use

Reducing Workload
Lead: Rob Bradley

2+hrs saved per teacher per week
by week 4 of the trial

Copilot           ChatGPT          TeachMate          AI Claude

+

Assessment, Marking & Feedback
Lead: Ben McGowan

Grade Improvement after AI 
supported redrafting

Student Practice & Attainment
Lead: Tamsin Frances

3× increase in reading volume for reluctant 
Y6 readers

Copilot M365         Fruitify.AI         Reading Coach Copilot Agent         Accelerated Reader

• 6 bespoke AI agents created: Maths Learning, 
   Writing Assessment, Oracy, Speech,  
   Emotional Check-In, Nursery Ratios
• Maths tool generates 5 targeted intervention  
   lessons from whole-class data
• “Book Chat Club” oracy companion builds  
    vocabulary & individual targets

• SEND adaptation agent & accessible text 
   tool deployed across pilot schools
• AI-generated comprehension questions, slides,  
   science assessments & creative writing used 
   at scale
• UKS2 AI literacy strand built: classification, 
   safe use & job-sector exploration
• Safer Internet Day assemblies shifted staff  
   culture around AI use

• IDSR-style summary agents trialled across  
   Kernow, Ted Wragg & Cornerstone
• Power Automate paired with Copilot Studio 
   to automate data extraction & scheduling
• Copilot Notebooks proved reliable for policy 
   and document review at scale

EYFS & Oracy
Lead: Hannah James

7 nurseries connected via
single Ratio Agent deployment

Copilot         NotebookLM     VoiceFlow      TeachMate

Curriculum Content
Lead: Alex Druce

weekly prep time saved
in some cases3–5hrs

TeachMate    Copilot     ChatGPT

Data Analytics
Lead: Michael Kimber

saved weekly via automated
data reporting agent30min

Copilot Studio       Power Automate       Power BI

Business Efficiencies
Lead: Kelly Hayward

4 operational agents deployed
across HR, Finance & Admin

Leadership & Governance
Lead: Anthony Lees

distinct leadership agents
built & ready to scale10+

SEND & Adaptive Teaching 
Lead: Amy Rutherford

AI agent modes deployed for 
SEND planning & Support3

Copilot         Microsoft 365       Power Automate Copilot      Gemini       ChatGPT       NotebookLM     Arbor AI Copilot       Teachmate

Cross-Hub Themes

• AI most effective as a first-pass tool - teacher oversight remains essential
• Licensing & access remain the primary infrastructure barrier
•Phase 3 opens April 2026 - scaling proven agents across wider network
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What specifi c problem were you trying to solve?
We set out to improve the quality and consistency of collaborati on, through:
1) Meeti ngs, through focus on agendas, transcripts, task management, summarising, rereading / 
    watching listening.
2) Authoring and multi  authoring, e.g. SIP and other documents. Integrati on of gathered data and systems
    of self- accountability for what is included.

Who experiences this problem most acutely? 
Leaders, trustees, governors. Teachers within regular phase, year and faculty meeti ngs. Support staff  as 
part of training and organisati onal meeti ngs. Extended staff  within termly whole staff  meeti ngs.  All leaders 
responsible for management of top-level school documents. Send and specialist staff  responsible for 
creati ng individual student plans. Project leaders responsible for harvesti ng data to create overviews. 
Subject and Faculty Leads. 

What evidence led you to prioriti se this issue? What were you trying to measure? 
Leaders expressed frustrati on at ti me spent creati ng agendas and acti on plans for tasks that were 
repeti ti ous. Also that oft en key tasks, acti ons or details were lost from meeti ng notes. They expressed 
concern that when interrogati ng large data sets to identi fy prioriti es there is a high margin for human error 
or for missing patt erns or coming to diff ering conclusions than colleagues may spot.

Tell us about the work your group undertook  
Across the working party, we have explored a range of problems leaders wish to solve. In each case, initi al 
AI prompts were created, gradually improving and refi ning, and then fi nally creati ng Agents (mostly in 
Copilot) which could be shared for others to criti que. We are now at the point of creati ng a strategy for 
sharing these at scale for our organisati ons, considering the cost of licensing at each level. Most successful 
Agents created have been:

Copilot Agent to harvest tasks completed and report in categories, based on Teams and Outlook 
communicati ons.

01392 717939   digitalskills.educati on
Led by Cornerstone Academy Trust · Kernow Learning · Ted Wragg Trust

RISE DIGITAL
SKILLS AND
A I  H U B

Sharing Emerging Practi ce Case Study 

Name of Working Party: 
Leadership & Governance

Working Party Lead:
Anthony Lees
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Prompts and agents for creati on, review and editi ng of policies. Cross referencing between multi ple 
policies. EDI assessment creati on.

SWOT analysis from progress spreadsheets and IDSR reports. Analysed dashboards, graphs, and item level 
data to identi fy trends, strengths, and areas for development across domains 

Agent for summarisati on of educati on texts.

Agent for parent newslett er arti cle writi ng, email response and parent lett er writi ng.

Agent for creati on of PM ti metables.

AI used to verbally record key strengths, achievements, and next steps for individual students directly into Copilot. 

Copilot agent to draw strengths and areas of development from multi ple ETC observati on forms and create 
summati ve report and new targets using teaching standards.

Copilot agent for summarisati on of meeti ng transcripts and email preparati on, as well as PR target setti  ng 
and acti ons.

Room redesign based on photos given and criteria to be included (e.g. shelves, front facing displays, access/
walkways)

What AI tools or platf orms did you use to support your work?  
Microsoft  Copilot, Google Gemini, ChatGPT, Decisions (Teams add on for meeti ngs), Claude, Notebook LM, 
TeachMate, Arbor AI.

What competi ng explanati ons or alternati ve soluti ons were considered? 
There are commercial soluti ons such as Decision that harvest transcript details and suggest tasks to 
manage – these are very helpful. We have remained inside our tenancy using Copilot for most of this work 
as the data protecti on is clearer, but have found Google Gemini, ChatGPT and Claude very capable as well. 
With those soluti ons it is not acceptable to share student work and progress data to them through for us. 
TeachMate has shown itself to be very capable, but for this the decision comes down to if you would like 
the fl exibility of giving your own precise instructi ons, or the convenience and speed of choosing a task from 
a menu of services.

What implementati on barriers emerged? 
Accuracy – someti mes meeti ng acti ons were missed out, someti mes excessive listi ng occurred. Occasionally 
repeti ti ve results, where the AI needed to be told to avoid this.

Consistency – currently each AI tool used created diff erent length and quality of responses on diff erent 
occasions. Someti mes the AI believes it does not have access to fi les or folders even when it has previously 
used those locati ons.

Licensing – successful use of agents in Copilot requires a higher licence purchased than the standard ‘Web’ 
copilot free to all users.

Policy - need for a Data Protecti on Impact Assessment (DPIA) to ensure safe and compliant use of AI tools 
within the school. Legal clarity around GDPR, and SARS implicati ons.

Transcripti on can work very well, but is less practi cally successful live in a room, compared to online 
meeti ngs where the transcripti on tool can more easily identi fy who is speaking.
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Staff  training / Time / Confi dence – Dedicati ng ti me to this is key. Initi al ti me taken to understand the 
process is well spent and paid back later but cannot be avoided and requires support of the organisati on to 
allow ti me for this.

Cultural resistance – There is oft en push back from colleagues concerned about the unknown and unseen 
processes involved in using AI. Whilst there are clear dangers, we have felt strongly that exploring the 
technology and being aware is the best way to ensure ethical and safe use for our organisati ons.

What did the data show? 
Journal entries from the team identi fi ed clear ti me saving for each type of acti vity, aft er initi ally more ti me 
taken to create the agent or prompt. Once created, leaders felt that a great deal of ti me is saved on each 
occasion the agents are used, and over ti me agents can be further refi ned to produce results that require 
increasingly less follow up editi ng each ti me.

What unintended consequences emerged as a result of your work? 
Mistranscripti on is an issue to be aware off . Occasionally we have found that transcripti on tools either 
mishear what is said, contract and so lose the nuance of what was intended or capture irrelevant details 
that a human transcriber would know to exclude. The human check is vital. As all AI use, removing the 
fricti on from manually completi ng tasks can have the adverse fact of removing the need to pay full 
att enti on to what is being draft ed or created.

If this working party was to scale, what are the main benefi ts? 
• Greater compliance & consistency across all schools.
• Reduced admin ti me.
• Immediate scaff olding for new or less confi dent staff .
• Replicable model for deploying agents with usage analyti cs.
• Increased engagement at work for those with a passion for exploring AI further.

Where do you see value for other people to learn from your work?  
This has the potenti al to have huge knock-on beyond leadership and strategy document management or 
leadership meeti ng and task disseminati on to all staff  who have any responsibility that requires multi -
authoring and data collecti on as well as task management from online meeti ngs.

Staff  readiness
• Knowledge must come before the tool - build a quality-assured knowledge base before any agent.
• AI reduces blank-page anxiety & saves ti me, but professional judgement remains essenti al.

Choosing tools
• Run a short dual trial before committi  ng - then focus development eff ort on one platf orm done well.
   TeachMate is a curated resource library, low setup. Copilot is for Trust-specifi c custom agents, but with
   higher ti me investment.
• Manage scope deliberately - SEND use cases are easy to over-extend.

Build & governance
• Pair technical AI experti se with SENDCo subject knowledge - the most eff ecti ve development model.
• Publish early, gather real user feedback, iterate fast to keep the momentum going.
• Solve Microsoft  licensing early — Azure pay-as-you-go is straightf orward to set up.
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What specifi c problem were you trying to solve?
Focus on agents and workfl ows in three key areas: HR, Operati ons and Finance. We will focus on FAQ 
chatbots, analysing and improving our data and workfl ow/automati on. 

Who experiences this problem most acutely?
Central staff  in the trust, fi nance teams, admin teams, SLT.

What evidence led you to prioriti se this issue? What were you trying to measure?
This was a key area that our team identi fi ed across all three trusts as an area that would signifi cantly 
increase effi  ciencies if we were successful in our focus.

Tell us about the work your group undertook 
The team successfully developed and implemented the ‘Kernow HR Assistant’, an agent designed to deliver 
comprehensive, policy-based guidance on a range of HR matt ers. This agent provides staff  with immediate 
access to informati on concerning HR policies, absence management, leave enti tlements and the code of 
conduct. By streamlining responses to frequently asked HR questi ons, the agent has contributed to more 
effi  cient internal operati ons and improved staff  confi dence in navigati ng complex policy requirements.

In additi on, a bespoke lett er agent was created to automate the compilati on and distributi on of offi  cial 
correspondence to parents. The initi al focus was placed on trip lett ers, ensuring consistent and ti mely 
communicati on regarding school events. This automati on should reduce the administrati ve workload for 
staff  but also enhanced the quality and accuracy of informati on shared with parents.

The group also undertook the centralisati on of fi rst aid and accident reporti ng by using Microsoft  Forms 
and integrated workfl ows. This approach allowed for the effi  cient collecti on, organisati on, and monitoring 
of incident data across the trust, ensuring compliance and enabling the rapid identi fi cati on of trends or 
areas for improvement. The streamlined process minimised manual errors and facilitated ti mely acti on in 
response to reported incidents.
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An agent was developed specifi cally to compare orders, delivery notes, and invoices, with the objecti ve of 
identi fying and fl agging any discrepancies. This soluti on should prove invaluable for fi nance and 
administrati ve teams, as it automates the reconciliati on process, reduces the risk of human error, and 
supports robust fi nancial management practi ces. By ensuring accuracy in procurement and payment 
records, the agent could strengthen internal controls and accountability.

Building on these successes, the team also explored the development of additi onal agents to address other 
operati onal needs. These included a records management agent to support document organisati on and 
retrieval, agents for risk management and the creati on of risk assessments, as well as tools to facilitate 
fi nance report writi ng. While some of these initi ati ves remain in the exploratory or pilot phase, they 
represent the group’s eff orts to enhance effi  ciency and eff ecti veness across the Trusts.

What AI tools or platf orms did you use to support your work? 
Co-pilot and Microsoft 

What competi ng explanati ons or alternati ve soluti ons were considered?
We focused on using co-pilot as this was the licensed tool we had available.

What implementati on barriers emerged?
The development and successful deployment of an agent requires a considerable investment of ti me and 
resources. Many team members initi ally lacked the technical experti se necessary for agent creati on, 
necessitati ng a process of ongoing learning and skill acquisiti on throughout the project. Additi onally, access 
to the full suite of features within Co-pilot is conti ngent upon holding the appropriate licence, which 
introduces further administrati ve and fi nancial considerati ons. The need for additi onal training was 
identi fi ed as a criti cal factor, both to opti mise the use of available tools and to ensure consistent and 
reliable outcomes. During implementati on, it became apparent that Co-pilot’s performance could be 
variable, with inconsistent results that someti mes failed to meet expectati ons. Furthermore, issues with 
data accuracy were encountered, parti cularly in relati on to the retrieval and integrati on of informati on. 
Co-pilot was unable to access fi les unless they were stored within a centralised repository, highlighti ng the 
importance of robust data management practi ces and the need to restructure fi le storage systems to 
facilitate seamless access and integrati on. These barriers collecti vely emphasise the complexiti es involved 
in adopti ng new AI-driven soluti ons and the requirement for ongoing investment in skills, infrastructure, 
and support mechanisms to ensure successful implementati on.

What did the data show?
While the implementati on of these tools did not result in immediate ti me savings during the initi al stages, 
there is signifi cant potenti al for effi  ciency gains once the systems are fully operati onal and integrated into 
our established workfl ows. At present, we do not possess concrete evidence to demonstrate measurable 
ti me savings; however, early indicati ons suggest that these soluti ons have already begun to streamline 
certain tasks and processes. Team members generally agree that, although sti ll in the bedding-in period, 
the tools are proving to be valuable aids in supporti ng our day-to-day responsibiliti es. As familiarity with 
the technology grows and processes are refi ned, we anti cipate that the benefi ts, parti cularly in terms of
reducing administrati ve burdens and improving response ti mes, will become more apparent and 
quanti fi able. Ongoing monitoring and evaluati on will be essenti al to capturing these improvements over 
ti me, ensuring that we can substanti ate the value added to our roles through the adopti on of such AI-
driven soluti ons.
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What unintended consequences emerged as a result of your work?
To date, we have not identi fi ed any unintended consequences arising from the implementati on of our 
work. All processes and changes introduced have proceeded as anti cipated, with no negati ve impacts or 
unforeseen outcomes aff ecti ng staff , operati ons, or the trusts more broadly.

If this working party was to scale, what are the main benefi ts?
Scaling up the working party would enable the achievement of greater outcomes and foster a broader 
spectrum of innovati ve ideas. By involving more parti cipants, the group could benefi t from an expanded 
pool of experti se, diverse perspecti ves, and varied experiences, all of which are crucial for creati ve 
problem-solving and the development of eff ecti ve strategies. Moreover, a larger team would facilitate more 
robust collaborati on, leading to the identi fi cati on and implementati on of best practi ces across diff erent 
trusts. This increased capacity for collecti ve thinking and experimentati on would not only accelerate 
progress but also enhance the quality and impact of the soluti ons generated.

Where do you see value for other people to learn from your work? 
Refl ecti ng on our experience with Co-pilot, it is evident that certain aspects of its implementati on worked 
parti cularly well, while others presented notable challenges. On the positi ve side, once the system was fully 
operati onal and team members became familiar with its functi onaliti es, Co-pilot proved to be a valuable 
aid, streamlining tasks and providing support in day-to-day roles. 

However, there were also signifi cant hurdles encountered. A major barrier was the initi al lack of technical 
experti se among team members, which necessitated ongoing training and skill development. The 
requirement for appropriate licensing restricted access to the full suite of features, introducing both 
administrati ve and fi nancial complexiti es. Additi onally, the performance of Co-pilot was inconsistent at 
ti mes, with variable results and occasional issues related to data accuracy and integrati on. The inability to 
access fi les stored outside a centralised repository highlighted the importance of robust data management 
and the need for organisati onal restructuring of fi le storage systems.

For organisati ons considering similar initi ati ves, it is crucial to recognise both the benefi ts and the pitf alls of 
such implementati ons. Investi ng in comprehensive training, ensuring access to necessary resources, and 
establishing eff ecti ve data management practi ces will be key to realising the potenti al advantages of AI 
tools like Co-pilot. Equally, organisati ons should be prepared for an initi al period of adjustment and 
learning, with the understanding that consistent outcomes and tangible ti me-saving benefi ts may only 
become evident once the system is fully integrated and opti mised within their workfl ows.
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What specifi c problem were you trying to solve?
Conscious that data oft en sits in siloed and inaccessible spaces, our working group has been focusing on 
three key areas for development: clearer & more effi  cient collati on, visibility and communicati on of data.

Who experiences this problem most acutely? 
Whilst data analysts, administrators or IT technicians are those who are most central to implementi ng 
change in this space, our ‘target audience’ has been school leaders as those who are most invested in 
reviewing data.

What evidence led you to prioriti se this issue? What were you trying to measure? 
Data now plays an increasingly prominent role in schools, and senior leaders in our group highlighted 
ongoing diffi  culti es in accessing and interpreti ng the informati on their MATs collect. We all recognised this 
tension fi rst-hand, parti cularly the risk that heavy data collecti on demands can overshadow the curriculum. 
Without constructi ve use of the insights, data work can consume valuable ti me without delivering 
meaningful benefi ts for teaching and learning.

Tell us about the work your group undertook  
• Kernow focused on building agents to interrogate assessment data and create IDSR style summaries, 
   testi ng how well Copilot handled simplifi ed datasets and where its accuracy and consistency broke down. 

• Ted Wragg used Copilot for operati onal, student facing tasks such as generati ng data sheets, analysing 
   surveys and producing report content, concentrati ng on breaking tasks into smaller steps to 
   improve accuracy. 

• Cornerstone trialled advanced agents in Copilot Studio and paired them with Power Automate to 
   automate data extracti on and scheduled reporti ng, creati ng more consistent workfl ows with minimal
   manual input. 
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• Another project used Copilot Notebooks to reliably review policies and source documents, showing 
   they can extract key informati on quickly and consistently from long or complex texts. 

• The Working Party explored how notebooks, agents and automati on could enhance communicati on, 
   collati on and visibility of data across trusts, while also addressing workfl ows, compliance, licensing 
   and scalability.

What AI tools or platf orms did you use to support your work?  
CoPilot, Microsoft  365, Power Automate, PowerBI, Internal MIS systems

What competi ng explanati ons or alternati ve soluti ons were considered? 
The most prominent soluti on was in-built programming in tools that collect data. For instance, many 
curriculum assessment programmes have their own analyti cs. However, these are diffi  cult to integrate 
centrally, which was one of the moti vati ons of our work from the beginning.

What implementati on barriers emerged? 
1. Reliability of output has been the most challenging element for our group. We found that CoPilot 
    responded bett er to some fi le types (Excel) than others (PDFs) but required ongoing vigilance around 
    the accuracy of data. 

2. Time – due to the ti me taken to increase accuracy of output, our group found ourselves spending more
    ti me manipulati ng fi les to make them easier for AI to review accurately. 

3. Staff  confi dence – due to data analysis being a specialist skill, we had a real diversity of comfort in this
    area on the group. Some members found it easier to have direct impact on our overall progress, but all
    were able to bring unique perspecti ves to help steer our operati ons.

What did the data show? 
Users found that AI tools didn’t produce immediate ti me savings or consistent accuracy, but they began to 
streamline some tasks once workfl ows and data structures were simplifi ed. It also showed that clean, well 
structured inputs and automati on (e.g., via Power Automate) were essenti al for producing reliable and 
repeatable outputs. In some cases, such as a weekly data reporti ng agent, approximately 30 minutes was 
saved each week.

What unintended consequences emerged as a result of your work? 
There was an increase in workload as teams spent ti me troubleshooti ng inconsistent outputs and checking 
accuracy, alongside moments where unreliable results temporarily reduced trust in the tools. However, this 
led us to look wider, and the subsequent integrati on of CoPilot Studio and Power Automate, whilst sti ll in 
relati ve infancy, has opened very positi ve doors for our next steps.

If this working party was to scale, what are the main benefi ts? 
Scaling this working party would strengthen consistency in how data is collected, analysed and reported, 
while automati ng more workfl ows to signifi cantly reduce manual workload. It would also build a stronger, 
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more data confi dent workforce, enabling faster insights, bett er decision making and more effi  cient 
collaborati on across all schools. If more schools join, further perspecti ves and existi ng effi  ciencies could 
support ongoing innovati on, including the sharing of CoPilot agent/studio instructi ons to empower future 
workfl ows.

Where do you see value for other people to learn from your work?  
Other people can learn from this work because it shows, in a real educati onal context, what actually 
happens when AI meets messy, siloed data, and how structured workfl ows and automati on dramati cally 
improve reliability. It also off ers a clear roadmap of what to avoid, what to standardise, and what genuinely 
works—helping others accelerate success while avoiding the same pitf alls.
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What specifi c problem were you trying to solve?
Develop an awareness and ability to think criti cally about the benefi ts/drawbacks of A.I in society, as well 
as support the need for increased diversity and adaptati on of curriculum content in a ti me effi  cient manner. 
The group felt that 3-5 hours of weekly preparati on ti me could be saved in some cases through A.I support. 

Who experiences this problem most acutely?
Teachers spend considerable ti me tailoring resources to their learners’ needs, not guaranteeing that the 
output of their ti me will be successful. TAs are overly reliant on their in-lesson interventi on making it more 
challenging to support responsively. Students can become frustrated by a lack of personalised resourcing 
and can also lack the skills to analyse sources, meaning they are infl uenced by inaccurate sources.

What evidence led you to prioriti se this issue? What were you trying to measure?
Staff  voice indicati ng that teachers were spending substanti al ti me rewriti ng acti viti es, producing modelled 
pieces and designing assessment questi ons. 

They also desired a reducti on in safeguarding logs related to forming biased interpretati ons of online 
content, therefore the balanced approach towards benefi ts and drawbacks within the discrete e-safety 
lessons was deemed necessary.

Book looks in some schools demonstrated either a lack of curriculum scaff olding taking place or heavy 
adaptati on having litt le impact (lack of independence or completi on).

Tell us about the work your group undertook 
Strand 1: A.I’s societal presence and functi onality
1. UKS2 lessons on defi ning and classifying A.I, before beginning to explore uses.
2. Unplugged task completed looking at testi ng AI based on binary questi ons generated.
3. Safer Internet Day exploring safe and responsible use with assembly and phase-specifi c lessons including real scenarios.
4. Expansion of A.I use in other curriculum subjects to boost debate.
5. Further UKS2 lessons on A.I use across job sectors and in local enablement.

01392 717939   digitalskills.educati on
Led by Cornerstone Academy Trust · Kernow Learning · Ted Wragg Trust

RISE DIGITAL
SKILLS AND
A I  H U B

Sharing Emerging Practi ce Case Study 

Name of Working Party: 
Curriculum Content

Working Party Lead:
Alex Druce



Page 23

01392 717939   digitalskills.educati on
Led by Cornerstone Academy Trust · Kernow Learning · Ted Wragg Trust

RISE DIGITAL
SKILLS AND
A I  H U B

Strand 2: A.I supporti ng the development of an inclusive curriculum
1. Agent developed to produce curriculum content newslett er arti cles. Teachmate used by pilot group to
    make accessible text passages, true/false questi ons, topic immersion ideas.
2. Generati on of reading comprehension questi ons and slides. Curriculum reviews and planning/slide 
     creati on across Art/Geography/PSHE.
3. Formulati on of Science end of unit assessment questi ons. Stories and poems created from adjecti ves 
     for Storytelling week. 
4. Agent developed for specifi c SEND adaptati on and broader use of Teachmate (models)

What AI tools or platf orms did you use to support your work? 
Microsoft  Co-Pilot, Teachmate A.I, Chat GPT, other A.I agents used for the curriculum adaptati on strand.
Common Sense Educati on and the Scotti  sh AI Alliance used for explicit teaching of its use

What competi ng explanati ons or alternati ve soluti ons were considered?
A.I was initi ally viewed by students as ‘helpful but potenti ally risky with a strong consensus that it should be 
used to support learning through ideas, explanati ons and resources but not replace all thinking or be used 
for tests. 

Parent views were favourable, understanding its multi ple benefi ts but also being supporti ve of an approach 
that considers ethical points (misinformati on, academic integrity and over-reliance).
Some consensus that Co-Pilot was more reliable than Chat GPT as it made more explicit reference to its 
sources through quotati ons.

What implementati on barriers emerged?
Refl ecti ons that some systems, namely Chat GPT, are more eff ecti ve at producing sequences of ideas to 
inform medium term planning than actual task/resource design.

Device infrastructure was strong through Google Chromebooks and iPads so this wasn’t a challenge. 
Teachmate multi -user free trial package also made accessibility easier.

Some initi al cultural resistance from some staff  that were cauti ous and even hesitant about using A.I due 
to their percepti on it can lead to fake news and narrowed thinking, The theme of Safer Internet Day meant 
that assemblies could be held that convinced staff  of its benefi ts such as improving children’s confi dence 
with evaluati ng material. Reference to the use of Sparx, Accelerated Reader and Magma Maths helped 
convince them.

What did the data show?
Journal refl ecti ons show successful pilots of dyslexia friendly resources and positi ve impact of A.I 
sequences on student knowledge of A.I via work samples and conferencing.

What unintended consequences emerged as a result of your work?
Cross-curricular links made including English discussion texts and RE questi ons/responses about the 
meaning of life (Built criti cal thinking eff ecti vely).
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If this working party was to scale, what are the main benefi ts?
Time will be saved in resource preparati on, personalised learning will become more prevalent, language 
barriers overcome and earlier analysis for targeted support.

Where do you see value for other people to learn from your work? 
Within inclusive curriculum planning/resourcing and promoti ng source analysis.
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What specifi c problem were you trying to solve?
The working party set out to address the gap between assessment and acti on in Early Years, parti cularly in 
maths, communicati on, language and oracy. While teachers gather rich assessment informati on, this does 
not always translate into ti mely, targeted support. The aim was to develop clearer, more consistent ways to 
turn assessment into meaningful next steps without increasing workload or delaying interventi on. . 

Who experiences this problem most acutely?
This issue most directly aff ects children whose gaps in early learning are not identi fi ed or addressed quickly 
enough. It also impacts teachers and support staff , who invest ti me in assessment but lack manageable 
systems to act on it consistently, and parents, who may experience delays in support and communicati on. 

What evidence led you to prioriti se this issue? What were you trying to measure?
Assessment data and staff  feedback showed that needs were oft en identi fi ed but not acted on quickly or 
consistently. The group therefore explored whether AI could support teachers and Early Years practi ti oners 
to make informed judgements and plan targeted support more effi  ciently, without increasing workload. 

Tell us about the work your group undertook 
The team developed a Maths Personalised Learning Tool using a Copilot Notebook inspired by NCETM, 
Development Matt ers and the EYFS framework. This tool analyses whole class maths assessment data to 
identi fy learning gaps, group students for targeted support, and generate a sequence of fi ve age appropriate 
interventi on lessons, supporti ng consistency and effi  ciency in planning. 

An EYFS Writi ng Assessment Agent, inspired by  the Babcock assessment exemplars, was also developed. 
Aft er uploading a photograph of the child’s writi ng, this agent produces structured reports outlining 
students’ strengths and areas for development, suggests next steps for progress, and supports moderati on 
by indicati ng whether age related expectati ons have been met once the year group is identi fi ed. 

In additi on, the team created an Oracy Assessment Agent inspired by on the Voice 21 framework, enabling 
spoken language to be assessed across each strand of oracy and generati ng clear strengths and next steps. 
A Speech Assessment Agent, inspired by  with the EYFS Communicati on and Language Educati onal 
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Programme and Development Matt ers, was developed to identi fy potenti al speech concerns and suggest 
play based, targeted acti viti es. 

The team also explored the development of an Emoti onal CheckIn Agent to support children’s wellbeing. 
This agent is intended to help children recognise and express their feelings verbally, reinforce that all 
emoti ons are valid, suggest simple strategies to support selfregulati on in the classroom, and provide teachers 
with a brief summary to inform pastoral followup where appropriate. 

Alongside this, the team developed a Nursery Rati o Agent to support staffi  ng and safety decisions. Drawing 
on weekly nursery registers, session ti mings (BC, AM, PM, ASC), staff  working patt erns and the EYFS statutory 
framework, the agent calculates att endance, confi rms whether statutory rati os are met, and identi fi es 
when additi onal cover is required. This approach was subsequently extended across one Trust by 
incorporati ng data from all seven nurseries. 

Finally, the team developed an AI Oracy Companion, Book Chat Club, to support purposeful book based 
discussion, encourage full sentences, develop vocabulary and generate individual oracy targets, refl ecti ng 
the team’s wider ambiti on to strengthen oracy through structured, meaningful dialogue supported by AI. 

What AI tools or platf orms did you use to support your work? 
CoPilot, Chat GPT, Notebook LM, Voice Flow and TeachMate AI  

What competi ng explanati ons or alternati ve soluti ons were considered?
The team focused primarily on Microsoft  Copilot as the main platf orm, while also exploring other tools to 
support the design and refi nement of prompts and interacti on fl ows. This wider explorati on helped shape 
and improve how the tools functi oned before being implemented within Copilot. 

What implementati on barriers emerged?
Planning and trialling these AI tools required ti me and careful preparati on. All of the team members were 
new to this type of work, so opportuniti es were needed to learn, practi se and build confi dence. Appropriate 
access to Copilot was important, as this infl uenced how easily tools could be used and shared. At ti mes, the 
technology did not behave as expected, parti cularly when informati on was stored in diff erent locati ons or 
formats, or when using voice functi onality. Safeguarding and data protecti on were ongoing considerati ons 
in the work and the group were unsure of what was necessary, a considerati on for engaging legal advice 
for phase 3 implementati on. Overall, this work highlighted that introducing AI into school practi ce requires 
ti me, reliable systems and ongoing support to ensure staff  can use it confi dently and responsibly. 

What did the data show?
Although these tools have not yet led to measurable ti me savings across all areas, early impact evidence 
demonstrates clear benefi ts. Staff  survey data showed that 87% of practi ti oners reported the Maths 
Personalised Learning Tool saved them ti me, parti cularly in grouping children with similar gaps in learning 
and planning targeted interventi on sessions. Student voice gathered through Book Chat Club was consistently 
positi ve across age groups. Recepti on students described the experience as “really fun,” a Year 2 student
commented, “I liked how it could talk about any book I wanted to,” and a Year 6 pupil highlighted the depth 
of discussion, noti ng that “teachers can’t possibly have read every single book, but Mr Book Chat knows 
them all.” Teachers also reported that a child who typically avoided speaking with adults engaged confi dently 
with Mr Book Chat, with the conversati on transcript providing valuable insight aft erwards. Notably, all 
children expressed a desire to take part more than once.   
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What unintended consequences (positi ve and negati ve) emerged as a result of your work?
The team’s work resulted in several unexpected outcomes. As confi dence and professional curiosity increased, 
members began to innovate beyond the original scope; AI was applied to new areas such as writi ng assessment, 
nursery rati os, monitoring children’s wellbeing, and developing an AI Oracy Companion.  

While EYFS and Oracy were both explored in a single working group, each topic proved so rich and inspired such 
enthusiasm among practi ti oners the team believes that they each deserve focused att enti on in future cycles. 

How were implementati on barriers addressed?
The team addressed implementati on challenges through phased trialling and fl exible use of platf orms. 
Where full Copilot functi onality limited sharing, prompts were refi ned and shared to support wider testi ng 
and feedback. Tools were conti nually improved based on trial outcomes, with clearer instructi ons added 
to support consistency. Alternati ve platf orms were used to develop and test ideas before moving them 
into Copilot, maintaining momentum throughout. Safeguarding and professional judgement were ensured 
through strict adult supervision during all trials involving children. 

If this working party was to scale, what are the main benefi ts? 
If this working party were to scale, the main benefi ts would be reduced workload, improved effi  ciency and 
stronger support for professional judgement. Assessment data could be uploaded to automati cally group 
children by shared gaps and generate targeted lesson sequences, saving teachers ti me and enabling quicker 
responses to need. The rati o agent would support nursery leaders by confi rming statutory rati os and 
suggesti ng cover plans when staff  are absent, reducing pressure during morning organisati on. Book Chat 
Club would also provide an engaging, low pressure context for children to talk about books and develop 
oracy skills in a relaxed and moti vati ng way. 

Where do you see value for other people to learn from your work? 
Our work shows that AI is accessible to all, not just those who consider themselves “techsavvy.” Members 
of the working party began without technical experti se, yet through ti me and shared explorati on were able 
to develop practi cal, impactf ul and innovati ve tools. The work highlights the strong potenti al of AI in 
Early Years and oracy, and as confi dence grew, a wider range of ideas emerged. Going forward, there is clear 
value in separati ng the Early Years and Oracy strands, as both off er signifi cant and disti nct opportuniti es for 
further investi gati on and shared learning. 

01392 717939   digitalskills.educati on
Led by Cornerstone Academy Trust · Kernow Learning · Ted Wragg Trust

RISE DIGITAL
SKILLS AND
A I  H U B



Page 29Page 29

01392 717939   digitalskills.educati on
Led by Cornerstone Academy Trust · Kernow Learning · Ted Wragg Trust

RISE DIGITAL
SKILLS AND
A I  H U B

Student Practi ce, 
Att ainment and Att endance



Page 30

What specifi c problem were you trying to solve?
Year 6 students showed low engagement and reluctance towards independent reading. Many were not choosing 
to read outside classroom ti me, limiti ng reading volume and slowing comprehension progress. The group 
aimed to use an AI-powered reading agent to create a more interacti ve, engaging and self-directed reading 
experience, parti cularly for students who would not typically choose to read independently.

Who experiences this problem most acutely? 
This issue most strongly aff ected reluctant and disengaged readers in Year 6. These students were not 
independently selecti ng books, were not completi ng Accelerated Reader (AR) quizzes, and showed limited 
progression in comprehension. Teachers also faced challenges in identi fying sustainable, ti me-effi  cient 
strategies to improve reading engagement.

What evidence led you to prioriti se this issue? What were you trying to measure? 
Staff  observati ons identi fi ed a recurring group of reluctant readers, predominantly boys. This refl ects 
nati onal KS2 trends, where girls outperform boys in reading att ainment.

The group set out to measure:
• Increases in independently read books
• Improvements in AR quiz scores
• Stronger comprehension responses
• Student engagement and parti cipati on (via teacher observati on)
Baseline AR data showed students had read only 2–3 books, with Book Levels between 3.63–4.2 and quiz 
scores ranging from 40–63%. Teachers also noted a lack of independent book selecti on and limited progress.

Tell us about the work your group undertook  
Beginning in January, the working party implemented a structured acti on research programme across 
multi ple Year 6 classes and schools within the Cornerstone, Kernow, and Ted Wragg networks. Each teacher 
identi fi ed three focus students (reluctant readers, not SEND) and used a Microsoft  CoPilot AI agent to 
facilitate interacti ve, genre-based reading sessions. The agent generated collaborati ve, “choose-your-own-
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directi on” stories, divided into six secti ons with embedded comprehension questi ons. Delivery evolved 
from whole-class teaching to smaller group formats (groups of 10 or 2–3 students), which proved more 
eff ecti ve for sustaining engagement. Sessions were delivered approximately three ti mes per week during 
DEAR (Drop Everything and Read), or small group ti me. The agent linked story genres and supported 
students through the Accelerated Reader texts. A Year 6 writi ng agent was also tested to create writi ng 
outcomes. The group focused on creati ng an agent to mask AI -generated answers from student inputs, 
adjusti ng to group sizes and giving feedback. 

Due to platf orm limitati ons, agents could not be directly shared across schools. This was addressed through 
a “how-to” video and writt en guidance, enabling each setti  ng to recreate the tool.

What AI tools or platf orms did you use to support your work?  
Microsoft  CoPilot (Agent Builder):
Used to develop a bespoke AI reading agent capable of generati ng interacti ve stories with embedded 
comprehension questi ons. The agent was iterati vely refi ned and shared through guidance materials.

Accelerated Reader (AR):
Used as the primary quanti tati ve measure, tracking number of books read, Book Level, and quiz 
performance before and aft er the interventi on.

What competi ng explanati ons or alternati ve soluti ons were considered? 
The group recognised that reading engagement is infl uenced by multi ple factors, including home 
environment, student-teacher relati onships, and access to appealing texts. As such, this was not a 
controlled study and other reading acti viti es conti nued alongside the interventi on.

Alternati ve approaches considered included:
• Traditi onal guided reading groups
• Teacher-led comprehension sessions
• Peer reading programmes

What implementati on barriers emerged? 
Time: Three weekly sessions were diffi  cult alongside SATs prep, consistently running 20–25 minutes over.

Answer prompts: The agent occasionally surfaced suggested answers. Teachers managed this through 
projecti on control and oversight.

Cross-organisati on sharing: Agents couldn’t be shared across Microsoft  tenancies directly - guides and 
videos bridged this, with some loss of consistency.

Independent access: Age restricti ons kept sessions teacher-led despite student interest in independent use.

Book recommendati ons: Early suggesti ons lacked diff erenti ati on. Librarian input aligned recommendati ons 
with reading level and available stock.

Engagement: Genre mismatch caused some disengagement - rotati ng choices and student input helped.

What did the data show? 
Aft er approximately eight weeks, Accelerated Reader data for three focus students showed clear improvements 
in reading volume and, in most cases, att ainment:
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Child A: 3 → 10 books; Book Level 3.63 → 3.86; quiz score 63.3% → 54.8%
Child B: 2 → 6 books; Book Level 4.2 → 4.08; quiz score 40% → 46.5%
Child C: 2 → 4 books; Book Level 4.2 → 4.45; quiz score 40% → 65%

Overall:
• Reading volume increased by 2–3 ti mes
• Book Level improved in two out of three cases
• Quiz scores improved in two out of three students (by 6.5–25%)
Teachers also reported increased engagement, with some students requesti ng additi onal sessions. Positi ve 
impacts were observed among SEN students (3 out of 5 engaged), suggesti ng broader accessibility.

What unintended consequences emerged as a result of your work? 
Enthusiasm spread beyond the target group, with whole classes requesti ng conti nuati on and discussing 
reading more widely. The writi ng enrichment agent produced strong creati ve outcomes, and teachers 
noted growing oral comprehension - with responses increasingly structured to SATs-style expectati ons. 
AI-generated book recommendati ons remained a limitati on, requiring ongoing teacher interventi on to 
diff erenti ate by level.

If this working party was to scale, what are the main benefi ts? 
This approach off ers a low-cost, low-preparati on model for scaling reading engagement. Once built, the 
agent needs minimal upkeep and adapts across year groups and subjects. Integrati on with Accelerated 
Reader supports existi ng assessment, and the writi ng agent extends impact across the curriculum. With 
Copilot increasingly included in school licences, fi nancial barriers to adopti on are low.

Where do you see value for other people to learn from your work?  
• The genre-matching model eff ecti vely links AI-generated content with real reading materials, supporti ng
   independent reading habits.
• The collaborati ve sharing approach demonstrates how schools can work across systems while maintaining
   safeguarding.
• The project highlights that AI is not primarily a ti me-saving tool, but a way to enhance and complement
   existi ng classroom practi ce.
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What specifi c problem were you trying to solve?
The core problem was ineffi  ciency and inconsistency in assessment. Teachers were investi ng signifi cant 
ti me in marking, yet feedback was oft en delayed and therefore less impactf ul on student progress. This 
created a gap between eff ort and outcome, parti cularly given strong evidence (EEF) that ti mely, specifi c 
feedback and eff ecti ve reading strategies drive high gains. In practi ce, three issues persisted: excessive 
marking workload, slow feedback loops that missed the opti mal learning window, and variability in 
judgement across classes and schools. The challenge was to reduce workload while improving the speed, 
quality, and consistency of feedback.

Who experiences this problem most acutely? 
This problem was felt most acutely by classroom teachers, and the student who depend on them for ti mely, 
meaningful guidance. The nature of the problem was dependant on the context. We mapped this across 
four domains: 
1. Writi ng Assessment & Moderati on (Y6 & Y2)
2. Timely In Lesson Feedback (All Teachers)
3. Reading & Diff erenti ated Practi ce (Y6)
4. Secondary Extended Writi ng

What evidence led you to prioriti se this issue? What were you trying to measure? 
Across all areas, the core measure was the same: improved student outcomes, with ti me savings and 
consistency acti ng as enabling factors. The issue was prioriti sed based on consistent staff  voice across the 
trust. Teachers and leaders identi fi ed marking workload, delayed feedback, and limited capacity for 
individualised support as key barriers to student progress. This practi ti oner evidence highlighted where AI 
could meaningfully improve effi  ciency and impact. Each strand defi ned clear measures: In-lesson 
feedback: speed and immediacy of feedback, and its eff ect on student progress within the lesson. 
Reading: pupil engagement and rate of improvement in comprehension. Writi ng (Y2/Y6): accuracy of 
assessment against Nati onal Curriculum criteria, quality of next-step feedback, and consistency of 
judgements across teachers and schools. 

01392 717939   digitalskills.educati on
Led by Cornerstone Academy Trust · Kernow Learning · Ted Wragg Trust

RISE DIGITAL
SKILLS AND
A I  H U B

Sharing Emerging Practi ce Case Study 

Name of Working Party: 
Assessment, Feedback & Marking

Working Party Lead:
Ben McGowan



Page 35

Tell us about the work your group undertook  
The working group brought together teachers from across primary and secondary phases, all using Microsoft  
365 and Copilot as the primary AI platf orm. Work was structured around four disti nct areas of practi ce, 
with each practi ti oner taking ownership of their strand and reporti ng back at regular group meeti ngs.

Strand 1: In Lesson Marking and Feedback (Richard Sills, Y6). Integrated Copilot into assessment to deliver 
sub-minute, rubric-aligned feedback, enabling in-lesson editi ng and rapid resubmission; later embedded it 
in Teams for seamless workfl ows and used the Assessment Notebook to analyse misconcepti ons and 
generate personalised spelling lists.

Strand 2: Reading and Diff erenti ated Practi ce (Harry Watkin, Y6). Developed Copilot agent to diff erenti ate 
texts at three levels and deliver them via Reading Coach, which provides automated fl uency feedback and 
comprehension tasks, enabling daily, data-rich reading practi ce with minimal teacher input. He tracks 
progress over ti me (showing gains in accuracy and speed) and uses Copilot to support marking by generati ng 
fi rst-pass reviews and converti ng rubric scores into student feedback.

Strand 3: Writi ng Assessment and Moderati on against the NC Framework (Amy Wilcox Y6 & Emily Goodey 
Y6/Infants, with Matt  Williams Y2. Implementi ng Copilot Notebooks for writi ng assessment across Years 3 
to 6, enabling teachers to upload handwritt en work for AI marking against KS2 criteria and trial SATs-style 
digital marking, with early accuracy promising but some technical and reliability issues emerging. Parallel 
work by Emily and colleagues showed that moderati on accuracy depends heavily on prompt design, with 
best-fi t, criteria-aligned prompts producing the most consistent results; overall, AI proved eff ecti ve for 
accelerati ng moderati on but required teacher oversight. Trials in KS1 confi rmed usefulness, though scaling 
raised practi cal workload challenges.

Strand 4: Secondary Extended Writi ng (Andrew Sandercock via Fruiti fy.AI). Trial of Fruiti fy.AI in the secondary 
setti  ng to address the ti me lag in marking extended GCSE writi ng, enabling real-ti me, detailed feedback for 
large cohorts and supporti ng redraft ing that led to +20% grade improvements. 

What AI tools or platf orms did you use to support your work?  
Microsoft  Copilot (M365 Premium) was the primary platf orm used across all strands.
ChatGPT (with paid subscripti on) was used by one team.
Fruiti fy.AI, a Southwest based EdTech platf orm, was used in secondary schools for extended writi ng 
assessment, providing rapid whole class feedback.
Other tools considered and explored included OLEX.AI (previously trialled across trust primaries and 
secondaries; licences lapsed and fi zzled due to device access and feed back to student barriers). Microsoft  
Reading Coach (within Teams) was used by Harry for reading fl uency and comprehension tracking.

What competi ng explanati ons or alternati ve soluti ons were considered? 
Amy’s trials with Copilot on SATs papers suggested that with training it may reach a comparable level of 
accuracy to paid specialist tools, which would remove the need for additi onal spend if Copilot reliability can 
be confi rmed at scale.

General purpose ChatGPT was used alongside Copilot for cross platf orm comparison in writi ng moderati on 
but was found to be more generous than Copilot and potenti ally less suited to high stakes assessment 
contexts where accuracy of judgement is criti cal.
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What implementati on barriers emerged? 
Key barriers were technical, structural, and cultural. Platf orm reliability issues (notably Copilot’s inconsistent 
handwriti ng recogniti on) disrupted workfl ows, while licensing and device access limited who could 
parti cipate and how quickly feedback could be delivered. Image quality aff ected marking accuracy, and 
safeguarding around student, AI interacti on remains under review. Implementati on was further constrained 
by staff  ti me and confi dence in building prompts and agents, alongside ongoing scepti cism about AI reliability, 
parti cularly for high-stakes judgements, reinforcing the need to positi on AI as support, not replacement, for 
teacher judgement.

What did the data show? 
The data showed clear gains in speed, engagement, and att ainment. Overall, AI increased feedback speed, 
practi ce frequency, and measurable student progress.

• In-lesson feedback: feedback reduced to <1 minute per student, with increased student engagement and 
   repeated resubmissions.
• Reading: sustained improvements in words per minute and accuracy over a half term, with up to 5 AI-
   supported sessions per week.
• Writi ng assessment: AI successfully processed multi ple input formats, with early SPaG accuracy promising
   and close alignment to teacher judgement when prompts were well designed.
• Secondary writi ng: ~20% grade improvement (Grade 4 → 6) following AI-supported redraft ing, with 
   transferability sti ll under review.

What unintended consequences emerged as a result of your work? 
Unintended consequences included both gains and risks. Instant feedback increased student agency, with 
students becoming more self-directed and repeatedly resubmitti  ng work. However, platf orm reliability 
issue, parti cularly inconsistent handwriti ng recogniti on disrupted workfl ows, and AI judgements proved 
“persuadable,” reinforcing the need for teacher oversight to avoid inaccurate outcomes. In KS1, workload 
savings were less clear, as ti me gained in marking was off set by image capture and upload processes. 
Additi onally, direct student–AI interacti on raised unresolved safeguarding and policy questi ons.

If this working party was to scale, what are the main benefi ts? 
The work led to a signifi cant reducti on in teacher marking workload, freeing ti me for responsive teaching 
and targeted interventi on, alongside much faster feedback cycles that kept student engaged within lessons. 
It improved consistency of writi ng assessment across schools, increased the volume and tracking of 
diff erenti ated reading practi ce, and demonstrated a scalable approach to SATs and GCSE mock marking. In 
additi on, a shared bank of prompts, agents, and workfl ows was established, lowering the barrier for wider 
adopti on across the trust.

Where do you see value for other people to learn from your work?  
The key fi nding is to start with the problem, not the technology. AI was eff ecti ve only when applied to 
clear assessment and workload challenges. Outcomes depended heavily on high-quality prompt design, 
with framework-aligned prompts producing the most reliable results. Across all strands, AI worked best as 
a fi rst-pass tool that extends teacher capacity rather than replacing professional judgement. Crucially, the 
approach aligns with strong evidence (EEF) that improving the speed, frequency, and quality of feedback 
and reading practi ce directly drives student progress.
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What specifi c problem were you trying to solve?
As a group, we were trying to address inconsistencies in SEND planning & speech & language interventi ons 
to improve the quality of practi ce, and a big one for us- help with staff  workload.
We selected this focus because the challenge is experienced by teachers across all phases, not only 
SENDCOs. We wanted to tackle a problem that benefi ts the widest range of practi ti oners while also improving 
outcomes for students.

Who experiences this problem most acutely?
SENDCOs & specialist interventi on staff  & classroom teachers. Students with speech, language & communicati on 
needs who benefi t from engaging, structured, & relevant therapy materials.

What evidence led you to prioriti se this issue? What were you trying to measure?
Staff  feedback showed that SEND planning & interventi ons were ti me-consuming & inconsistent. In respect 
of SALT teams therapists were oft en creati ng or adapti ng resources individually. We aimed to measure 
whether AI support could save ti me, standardise planning, & improve the quality of resources/ outputs.

Tell us about the work your group undertook 
The group split across two AI platf orms, each exploring where the technology could reduce workload & 
strengthen practi ce.

TCAT developed three stage-specifi c agents mirroring the APDR cycle:
• Review agents refi ned teacher-draft ed targets into SMART, MAP-aligned plans - fl agging missing success
   criteria or strategies.
• Creati on agents built plans from scratch using structured prompts, drawing on strengths, needs, 
   & observati ons.
• Self-checker agents acted as a fi nal moderati on tool, auditi ng near-complete plans for SMART compliance,
   consistency, & MAP alignment.
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Kernow Learning consolidated this into three user-facing modes within a single agent:
• Mode A – New Plan: builds SMART targets from scratch, even with incomplete informati on
• Mode B – Review/Refi ne: audits & rewrites existi ng targets in child-friendly language, with an opti onal
   diffi  culty adjustment step.
• Mode C – Classroom Support: delivers classroom strategies for specifi c barriers - no formal targets 
   required, ideal for when the SENDCO is not immediately available.
A pay-as-you-go Azure subscripti on gave staff  access to test the agent without requiring full Copilot licences.

Ted Wragg explored what was already available. The SaLT team reviewed & trialled TeachMate resources in 
therapy sessions focused on instructi on-following & spoken language processing. Student engagement was 
strong & sessions became more clearly structured around specifi c language targets. The team then turned 
their att enti on to secondary setti  ngs, exploring how resources could address classroom language demands 
& support more complex language processing needs.

What AI tools or platf orms did you use to support your work? 
TeachMate & Microsoft  Copilot, specifi cally Agent Mode in Copilot.

What competi ng explanati ons or alternati ve soluti ons were considered?
TCAT and Kernow Learning trialled multi ple agent confi gurati ons at diff erent points in the process to 
identi fy which delivered the highest quality output. Power Automate was identi fi ed for future IEP template 
automati on linking with Copilot. Ted Wragg considered developing resources internally or drawing from 
traditi onal interventi on programmes - but the ti me cost of building from scratch made a curated platf orm 
the more practi cal starti ng point.

What implementati on barriers emerged?
Get the right people in the room from day one: Leaders and developers cannot build tools that work in 
classrooms without teachers and practi ti oners helping to shape them. 
Time: Staff  cannot trial new tools on top of full workloads. Protected ti me is not opti onal- it is the 
diff erence between adopti on and abandonment.
Licensing: Without a trust-wide soluti on, access will be inconsistent. Resolve this early. A pay-as-you-go 
Azure subscripti on for using Copilot agents proved one practi cal route to equitable access without full 
per-user licensing costs.
Cultural resistance/ confi dence: Create space for staff  to trial tools without pressure and frame AI as 
supporti ng professional judgement, not replacing it. Training is required on customising agents. AI trials 
exposed some lack of general IT confi dence in school teams that had previously been hidden.
GDPR and compliance (custom AI builds specifi cally): This is an area identi fi ed by the group as a training 
need. There was a request  for advice and potenti al training here. 

What did the data show?
Data collecti on is ongoing - but early signals are encouraging. Staff  report improved consistency and 
reduced planning ti me. In SaLT sessions, TeachMate resources provided clearer session structure and 
stronger student engagement, with therapists noti ng bett er focus on specifi c language targets. The process 
also prompted the team to review and update older resources that had been in use for years
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What unintended consequences emerged as a result of your work?
Teachers found themselves re-examining what makes a good target, what eff ecti ve provision really looks 
like, and why it matt ers - questi ons that workload had quietly pushed aside. It prompted wider refl ecti on 
about consistency and quality: are we all doing this the same way, and is that way good enough? For some, 
AI became not just a ti me-saving tool but a professional fronti er they want to explore further. That 
enthusiasm is an asset worth nurturing.

If this working party was to scale, what are the main benefi ts?
•  Greater compliance & consistency across all schools.
•  Reduced admin ti me.
•  Immediate scaff olding for new or less confi dent staff .
•  Replicable model for deploying agents with usage analyti cs.
•  Increased engagement at work for those with a passion for exploring AI further. 

Where do you see value for other people to learn from your work? 
Staff  readiness
•  Knowledge must come before the tool - build a quality-assured knowledge base before any agent.
•  AI reduces blank-page anxiety & saves ti me, but professional judgement remains essenti al.

Choosing tools
•  Run a short dual trial before committi  ng - then focus development eff ort on one platf orm done well.
    TeachMate = curated resource library, low setup. Copilot = Trust-specifi c custom agents, higher 
    ti me investment.
•  Manage scope deliberately - SEND use cases are easy to over-extend. 

Build & governance
•  Pair technical AI experti se with SENDCo subject knowledge - the most eff ecti ve development model.
•  Publish early, gather real user feedback, iterate fast to keep the momentum going.
•  Solve Microsoft  licensing early — Azure pay-as-you-go is straightf orward to set up.
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What specifi c problem were you trying to solve?
This working party explored how arti fi cial intelligence (AI) could be used to reduce teacher workload, with 
a parti cular focus on lesson planning and preparati on. The secondary aim was to explore some key AI 
platf orms to try and evaluate which ones were most eff ecti ve in supporti ng practi ti oners with planning and 
preparati on.

Who experiences this problem most acutely? 
The issue of workload associated with planning and preparati on was reported most strongly by:
• Class teachers
• Higher Level Teaching Assistants (HLTAs)
• Headteachers who regularly cover classes/ teaching
The challenge was parti cularly pronounced in mixed-age and mixed-phase classes, and classes with high 
levels of SEND, where planning demands are higher.

What evidence led you to prioriti se this issue? What were you trying to measure? 
Parti cipants within the working party consistently identi fi ed lesson planning and preparati on as a major 
contributor to workload. This was especially evident in schools with complex class structures.

To capture evidence, parti cipants maintained weekly refl ecti ve journals, structured around the following 
prompts:
• What worked well?
• Which AI tools were used?
• What barriers were encountered?
• How were these barriers overcome?
• Was any ti me saved?

This qualitati ve approach enabled the group to track changes over ti me and to understand both practi cal 
impact and professional percepti ons.
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Tell us about the work your group undertook  
The project initi ally adopted a broad focus, exploring the questi on:
“How much ti me does AI save teachers in a typical week?”
As the trial progressed, the focus was refi ned to examine ti me savings specifi cally related to lesson planning 
and preparati on.

A deliberate decision was made to include teachers who were less experienced in using AI, working 
alongside the group’s main parti cipants. This approach provided valuable insight into:
• Common early barriers
• Training and support needs
• Factors that infl uence successful adopti on when scaling up

An extended trial of TeachMate AI was secured, although parti cipants were encouraged to use a range of 
platf orms rather than being restricted to a single tool.
Parti cipants recorded weekly refl ecti ons in a shared journal and engaged in ongoing professional dialogue 
with colleagues beyond the working party.

What AI tools or platf orms did you use to support your work?  
• Microsoft  Copilot
• Chat GPT (Open AI)
• TeachMate AI
• Claude (Anthropic) 

What competi ng explanati ons or alternati ve soluti ons were considered? 
While other AI platf orms designed to support lesson planning were explored, these were not pursued 
further due to concerns around content reliability and consistency.

What implementati on barriers emerged? 
Several barriers emerged during the trial:
• Time investment: Initi al learning and quality-checking required additi onal ti me.
• Resistance: More experienced teachers were more likely to feel AI did not save them ti me, parti cularly 
   where they already had clear outcomes in mind. This was especially noti ceable in the early stages of 
   the trial.
• Prompt quality: Early outputs varied signifi cantly depending on prompt clarity; this became less of 
   an issue as confi dence increased.
• Reliability: Occasional inaccuracies required professional checking.
• Image generati on limitati ons: Poor handling of images and diffi  culti es importi ng visuals reduced effi  ciency.
• Data protecti on concerns: Some staff  were understandably cauti ous about what data could be shared
   with AI tools.
• Platf orm usability: TeachMate AI was perceived by some as less intuiti ve; Copilot was described by some
   as “clunky” compared to ChatGPT.
• Phase and SEND limitati ons: Impact was reported to be lower in KS1 and for SEND adaptati ons.
• Pedagogical concerns: Some reports of leadership noti ng occasions where AI-generated outputs did not
   align with agreed lesson structures or promoted over-reliance on worksheets.
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What did the data show? 
Reported ti me savings increased steadily over the course of the trial:
Week 1 – most reported 0-30 minutes of ti me saved.
Week 2 – most reported 30-60 minutes of ti me saved.
Week 3 – most reported 1-2 hours of ti me saved.
Week 4 onwards – most reported 2+ hours of ti me saved. 

Impact varied according to experience and role, with early career teachers reporti ng greater ti me savings 
than more experienced colleagues.
ChatGPT and Copilot were most frequently identi fi ed as preferred platf orms due to their fl exibility. 
Parti cipants teaching in KS2 reported greater impact than those in KS1.

What unintended consequences emerged as a result of your work? 
Several unintended consequences were identi fi ed:
• A short-term increase in workload during the learning phase
• Experienced teachers someti mes felt AI slowed them down
• A potenti al risk of over-reliance without adequate checking
• Ongoing technical limitati ons, parti cularly around images

These fi ndings reinforced the importance of training, guidance, and professional oversight.

If this working party was to scale, what are the main benefi ts? 
If scaled eff ecti vely, this approach has the potenti al to:
• Deliver sustained reducti ons in workload
• Improve staff  confi dence and consistency
• Accelerate the development of eff ecti ve prompti ng
• Ensure alignment with agreed pedagogical approaches
• Provide clearer guidance around data protecti on and safe use
A shared, structured approach was identi fi ed as criti cal to success.

Where do you see value for other people to learn from your work?  
This project demonstrates how AI can be implemented in a controlled, evidence-informed way to reduce 
workload without undermining professional experti se.

Key learning includes:
• The importance of deliberate, supported implementati on
• The value of shared professional refl ecti on
• How impact varies by phase and experience level
• Common pitf alls and how they can be miti gated

Most importantly, the work models a refl ecti ve approach to innovati on, showing that staff  confi dence, 
consistency, and impact improve when AI use is intenti onally embedded rather than left  to ad hoc 
experimentati on.
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Phase 2 Findings Report
1. Summary of Overall Findings

Phase 2 of the RISE Digital Skills and AI Hub brought together nine working parti es spanning three partner 
trusts; Cornerstone, Kernow and Ted Wragg. The aim was to test, trial and evaluate the practi cal applicati on 
of AI tools in schools. Working across a deliberately broad range of contexts, from Early Years classrooms to 
trust-level governance, groups worked collaborati vely across a sustained period to identi fy real problems 
and gather evidence of impact. The fi ndings that follow are drawn directly from their reports.
Across the nine groups, a consistent picture emerged: AI tools produced genuine, measurable benefi ts 
when applied to clearly-defi ned problems, when staff  were given ti me to build confi dence, and when 
outputs were treated as a starti ng point for professional judgement rather than a fi nished product. Impact 
was rarely immediate but grew steadily as familiarity increased. This patt ern held whether the context was 
classroom practi ce, operati onal administrati on or strategic leadership.

1.1  Workload and Time Savings

The most consistently evidenced fi nding across the hub was a reducti on in ti me spent on preparatory and 
administrati ve tasks. The Reducing Workload group tracked this quanti tati vely through weekly refl ecti ve 
journals. In week one, most parti cipants saved between 0 and 30 minutes. By week four, the majority 
reported saving over two hours per week, with savings conti nuing to grow thereaft er. The data showed that 
early career teachers tended to benefi t more quickly than experienced colleagues, and that KS2 practi ti oners 
reported greater impact than those in KS1.
Similar patt erns were reported across other groups. The Curriculum Content working party noted that 3–5 
hours of weekly preparati on ti me could be saved in some cases through AI-supported resource generati on. 
The Business Effi  ciencies group, while not yet able to quanti fy savings precisely, reported that agents for HR 
guidance, parent correspondence and fi nancial reconciliati on had already begun to reduce administrati ve 
burden for central trust staff . The Data Analyti cs group recorded approximately 30 minutes saved per week 
through an automated data reporti ng agent alone. Criti cally, all groups noted that the learning curve in the 
early weeks temporarily increased workload before savings were realised. This is an important fi nding as 
the work scales to Phase 3. 

1.2  Student Outcomes and Classroom Impact

Several groups produced direct evidence of improved student outcomes. The Student Practi ce and 
Att ainment group worked with reluctant Year 6 readers across the Cornerstone, Kernow and Ted Wragg 
networks, using a Microsoft  Copilot reading agent to generate interacti ve, genre-based stories with embedded 
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comprehension questi ons. Accelerated Reader data for focus students showed reading volume increasing 
by two to three ti mes over approximately eight weeks. Quiz scores improved for two out of three focus 
students by between 6.5% and 25%, and Book Level rose in two out of three cases. Engagement spread 
beyond the target group, with whole classes requesti ng sessions and teachers noti ng improvements in oral 
comprehension structured around SATs-style responses.

The Assessment, Marking and Feedback group demonstrated impact across four disti nct strands. In-lesson 
feedback was reduced to under one minute per student, and student agency increased as students repeatedly 
resubmitt ed improved work. Reading fl uency data showed sustained improvements in words per minute 
over a half term, with up to fi ve AI-supported sessions per week. In a secondary context, AI-supported 
redraft ing via Fruiti fy.AI resulted in approximately a 20% grade improvement (Grade 4 to Grade 6) for 
extended writi ng. Writi ng assessment against Nati onal Curriculum criteria showed close alignment with 
teacher judgement when prompts were carefully designed.

The EYFS and Oracy group developed six bespoke agents aligned to established frameworks including 
NCETM, Development Matt ers, Babcock assessment exemplars and the Voice 21 oracy framework. A 
Nursery Rati o Agent was extended to cover all seven nurseries in one trust. While outcome data at student 
level in Early Years remains qualitati ve, practi ti oners reported that the tools signifi cantly reduced the gap 
between assessment and ti mely interventi on.

The Curriculum Content group reported positi ve work samples and journal evidence demonstrati ng 
improved student knowledge of AI through discrete UKS2 lessons, alongside successful pilots of dyslexia-friendly 
resources and cross-curricular links including debate and criti cal thinking in RE.

1.3  Operati onal and Leadership Impact

Beyond classroom practi ce, three groups focused specifi cally on operati onal effi  ciency and strategic leadership. 
The Business Effi  ciencies group developed a suite of agents to support HR enquiries, automate parent 
communicati on, centralise incident reporti ng and fl ag fi nancial discrepancies in procurement records. The 
Leadership and Governance group built over ten disti nct Copilot agents covering meeti ng transcript 
summarisati on, task harvesti ng from Teams and Outlook, SWOT analysis from IDSR data, policy creati on 
and review, performance management ti metabling, and observati on summary reports. Journal evidence 
confi rmed clear ti me savings once the initi al investment in agent creati on had been made.
The Data Analyti cs group explored how AI could improve the collati on, visibility and communicati on of data 
across trusts. Using Copilot, Copilot Studio and Power Automate, groups within Kernow, Ted Wragg and 
Cornerstone tested approaches to IDSR-style reporti ng, survey analysis, automated scheduling and policy 
review. The integrati on of Power Automate with Copilot Studio, though sti ll in its early stages, was identi fi ed 
as a parti cularly promising directi on for reducing manual data workfl ows at scale.

2. Themes Across Working Parti es

Despite working on disti nct problems in diff erent contexts, several strong themes emerged across the nine groups. 

2.1  The Learning Curve Is Universal, and Predictable

Every group, without excepti on, reported a period of increased workload at the start of the trial. Creati ng 
eff ecti ve prompts, learning platf orm behaviours, and building confi dence in outputs all took ti me. For most 
groups, this initi al investment was repaid within three to four weeks, a worthy considerati on for scaling 
into phase 3. The Reducing Workload group documented this most precisely, but the same patt ern was 
described qualitati vely by the Business Effi  ciencies, Data Analyti cs, Leadership and Governance, and Assessment 
groups. The implicati on for Phase 3 is clear: schools joining the hub should be prepared for a short-term 
cost before the longer-term gain, and CPD support should be front-loaded accordingly.
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2.2  Prompt Quality Determines Output Quality
Multi ple groups independently identi fi ed the quality of the prompt as the single most important factor in 
determining whether AI outputs were useful. The Assessment, Marking and Feedback group found that 
framework-aligned prompts produced markedly more reliable writi ng assessments than generic ones. The 
Reducing Workload group noted that early output variability reduced signifi cantly as parti cipants became 
more confi dent and precise in their prompti ng. The Leadership and Governance group described a progression 
from initi al prompts to refi ned agents, with each iterati on producing more consistent and bett er-targeted 
results. The Data Analyti cs group found that breaking tasks into smaller steps improved accuracy considerably. 
Across the hub, the message was consistent: AI is only as good as the instructi ons it is given, and building 
prompti ng skill is itself a core professional capability.

2.3  AI tools should not replace teacher judgement 

No group recommended using AI outputs without professional review, and several explicitly cauti oned 
against it. The Assessment and Marking group found that Copilot’s writi ng assessments could be ‘persuaded’ 
to change their judgement, reinforcing the need for teacher oversight. The Leadership and Governance 
group noted that meeti ng transcripti on occasionally missed nuance or contracted meaning, and that 
removing fricti on from a task risks reducing the att enti on given to it. The Reducing Workload group fl agged 
concerns from school leaders about AI-generated lesson content that did not align with agreed pedagogical 
approaches. The data protecti on considerati ons raised by the Leadership group, parti cularly around GDPR, 
DPIAs and the appropriateness of sharing student data with external AI platf orms further underline the 
importance of human oversight remaining embedded in every workfl ow.

2.4  Microsoft  Copilot as the Dominant Platf orm with Recognised Limitati ons

Microsoft  Copilot was the primary tool across all nine working parti es, largely driven by existi ng M365 
licensing across the three trusts. This consistency has value: shared infrastructure, familiar data governance, 
and a growing library of shared agents and prompts across the hub. However, groups were candid about 
Copilot’s limitati ons. Inconsistent performance, parti cularly with handwriti ng recogniti on and PDF fi le 
types, disrupted workfl ows in the Assessment and Data Analyti cs groups. File access issues; Copilot 
requiring documents to be held in a centralised repository created additi onal administrati ve overhead for 
the Business Effi  ciencies group. The Leadership group noted that reliable agent functi onality requires a 
higher-ti er licence than the standard Copilot access available to most staff , creati ng an uneven experience 
across roles. Several groups found ChatGPT more intuiti ve for certain tasks, and the Curriculum Content 
group noted that ChatGPT was more eff ecti ve at medium-term planning sequences than resource design.

2.5  Cultural Resistance Is Real but Addressable

Initi al staff  scepti cism about AI was reported by several groups and took diff erent forms. In the Curriculum 
Content group, some staff  associated AI with misinformati on and narrowed thinking; the Safer Internet Day 
focus, with explicit reference to familiar tools such as Sparx, Accelerated Reader and Magma Maths, proved 
eff ecti ve in shift ing atti  tudes. The Reducing Workload group found that more experienced teachers were 
more likely to feel AI did not save them ti me, parti cularly in the early stages. The EYFS group noted that 
all team members were new to this kind of work and required structured opportuniti es to learn and build 
confi dence before meaningful implementati on was possible. Across the hub, the groups that made fastest 
progress were those with designated ti me for experimentati on and strong peer support structures.
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2.6  Safeguarding and Data Protecti on Require Proacti ve Governance

Safeguarding and data protecti on were raised by multi ple groups as requiring acti ve management rather 
than retrospecti ve considerati on. The EYFS and Student Practi ce groups both emphasised that any work-
fl ow involving pupil data, photographs of children’s work, or direct student interacti on with AI might require 
consent, clear guidance and secure data handling but the group were unsure on this point and requested advice. 
The Leadership group identi fi ed the need for a Data Protecti on Impact Assessment (DPIA) and noted out-
standing questi ons around GDPR and Subject Access Request (SAR) implicati ons of AI-generated records. 
The Assessment group fl agged unresolved questi ons about the appropriateness of direct student 
interacti on with AI agents. As the hub scales into Phase 3, a shared governance framework covering these 
questi ons will be essenti al.

2.7  Agent Sharing and Cross-Trust Collaborati on Needs Structural Soluti ons

A recurring practi cal frustrati on was the diffi  culty of sharing agents and workfl ows across Microsoft  
tenancies. The Student Practi ce group resolved this through instructi onal videos and writt en guidance, but 
acknowledged that this reduced consistency across setti  ngs. The Leadership group noted that successful 
agents could not simply be exported and redeployed, requiring each school to rebuild tools from shared 
specifi cati ons. As the hub moves into Phase 3 with a broader network of schools, establishing a shared 
repository of prompts, agent templates and workfl ow guides will be an important infrastructure investment.

3. Barriers Experienced

The nine working parti es were consistent in their honesty about the diffi  culti es encountered during Phase 
2, documented via weekly journals. The barriers below represent the most frequently reported and most 
structurally signifi cant challenges.

3.1  Licensing and Access

Licensing emerged as one of the most signifi cant structural barriers across the hub. Several groups found 
that the functi onality they needed, parti cularly around agent creati on and Copilot Studio, required a 
higher-ti er Microsoft  licence than was available to most staff . The Leadership and Governance group identi fi ed 
that agents built in Copilot required premium access not universally held across trusts. The Business 
Effi  ciencies group noted that the full feature set of Copilot was conti ngent on appropriate licensing, 
creati ng inconsistencies in what diff erent team members could access and do. The Data Analyti cs group 
highlighted that licensing and scalability were acti ve considerati ons in planning any future rollout. Unti l licensing 
is resolved consistently across all schools and roles, equitable access to the hub’s tools will remain uneven.

3.2  Platf orm Reliability and Output Consistency

Inconsistent outputs were reported by almost every group. Copilot’s handling of PDFs was less reliable than 
Excel fi les (Data Analyti cs). Handwriti ng recogniti on was inconsistent (Assessment and Marking). The same 
prompt on the same platf orm could produce responses of varying length and quality on diff erent occasions 
(Leadership and Governance). Retrieval of fi les from SharePoint was intermitt ent (Business Effi  ciencies and 
Leadership). The Student Practi ce group found that the AI agent occasionally surfaced suggested answers 
to students, creati ng a risk of copying. 

3.3  Time and Capacity
Across every group, ti me was identi fi ed as a barrier. Building agents, refi ning prompts, checking outputs, 
att ending group meeti ngs and maintaining refl ecti ve journals all took ti me that was additi onal to normal 
teaching and leadership responsibiliti es. In most instances, the ti me output was an initi al investment, 
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normally documented in weeks 1 to 4. For some groups, parti cularly those newer to AI, the early weeks 
represented a genuine workload increase before savings materialised. The Reducing Workload group was 
explicit that the learning phase required protected ti me and that staff  who were not given this struggled 
to make progress. The EYFS group noted that all parti cipants were new to this kind of work and needed 
structured learning ti me that was not always available. Several groups suggested that future phases should 
include explicitly ring-fenced ti me for CPD and experimentati on.

3.4  Data Management and Infrastructure

The Data Analyti cs and Business Effi  ciencies groups both found that AI tools performed signifi cantly bett er 
when working with clean, well-structured data held in centralised, accessible locati ons. In practi ce, much 
school data is siloed, held in inconsistent formats, or stored in ways that prevent Copilot from retrieving it 
reliably. This has implicati ons for how schools and MATS work in work vs web functi on going forward. The 
Data Analyti cs group found that preparing data for AI use someti mes took more ti me than the analysis 
itself. The Business Effi  ciencies group had to restructure fi le storage to enable Copilot to access documents 
reliably. This is a systemic issue that sits beneath the AI tools themselves: without investment in data 
infrastructure, the tools’ potenti al is constrained.

3.5  Staff  Confi dence and Cultural Readiness

As noted in the themes secti on, cultural and professional resistance was a genuine barrier for several 
groups, parti cularly in the early stages. Some experienced teachers felt AI did not save them ti me. Some 
staff  were anxious about misinformati on, over-reliance or data risks. Some leadership teams raised concerns 
about AI outputs not aligning with school pedagogical prioriti es. In each case, these concerns were legiti mate. 
GDPR and IP queries were submitt ed to the Steering Committ ee for support and staff  training.

3.6  Phase and Context Specifi city

Several groups noted that impact varied signifi cantly by phase, subject and context. The Reducing Workload 
group found that KS1 teachers reported lower impact than KS2 colleagues. The Assessment group found 
that KS1 workload savings in writi ng assessment were parti ally off set by the ti me required to photograph 
and upload handwritt en work. The Student Practi ce group noted that the AI reading agent was most 
eff ecti ve in smaller group formats, which required reorganisati on of ti metables and staffi  ng. The Curriculum 
Content group noted that some AI tools were bett er suited to planning sequences than to resource creati on. 
These nuances matt er: Phase 3 scaling should involve matching tools and approaches to contexts deliberately, 
rather than assuming that what works in one setti  ng will transfer directly to another.

4. Next Steps for Phase 3

Phase 3 of the RISE Hub opens in April 2026. The evidence from Phase 2 provides a strong foundati on for 
what should be prioriti sed, structured and avoided as the programme scales to a wider network of schools 
and new working parti es. The following recommendati ons are drawn directly from the fi ndings. 

4.1  Scale Proven Agents and Tools Systemati cally

Several groups have now developed robust, tested agents that are ready to be deployed more broadly. The 
Leadership and Governance group has over ten agents at deployment stage. The EYFS group has six agents 
aligned to statutory frameworks. The Assessment group has a shared bank of prompts and workfl ows. 
Phase 3 should prioriti se creati ng the conditi ons for these tools to be shared effi  ciently, including establishing 
a shared prompt and agent library, investi ng in cross-tenancy sharing mechanisms, and providing inducti on 
for new schools based on what has already been proven to work. 
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4.2  Resolve Licensing Strategically

Licensing inequity is a structural barrier that Phase needs to acknowledge as this has implicati ons for new 
schools and MATS joining the RISE SW work. Schools joining the hub should be supported to audit their current 
Microsoft  licensing positi on and understand what functi onality is and is not available to them. Where agent 
creati on and Copilot Studio access are prioriti es, the case for higher-ti er licensing should be made to trust 
leadership as part of the Phase 3 onboarding process. 

4.3  Develop a Shared Safeguarding and Data Governance Framework

As the hub scales, Phase 3 should develop a shared framework that addresses: what data can and cannot 
be shared with AI tools; consent requirements for any workfl ow involving student informati on; DPIA requirements 
as listed in the Browne Jacobson Pack and how to complete them; expectati ons around GDPR-compliant 
record-keeping when AI is used to generate or summarise documents; and guidance on acceptable AI 
interacti ons with students. 

4.4  Widen the Evidence Base

Phase 2 evidence is strongest where groups had clear, pre-specifi ed measures and consistent data collecti on 
methods, as in the Reducing Workload and Student Practi ce groups. Phase 3 should encourage all working 
parti es to defi ne their outcome measures at the outset, establish baselines, and use a consistent template 
for recording evidence. This will not only strengthen the hub’s own knowledge base but positi on the RISE 
Hub to contribute credibly to the wider nati onal evidence base on AI in educati on. 

4.5  Reconsider Working Party Groups: Att end to Phase, Context and Equity

Phase 3 working party design should be informed by the contextual variati ons identi fi ed in Phase 2. KS1 
and SEND contexts require specifi c att enti on: the evidence base here is thinner, and the tools as currently 
confi gured are less well-suited to these groups. Acti vely recruiti ng Phase 3 parti cipants with experti se in 
these areas, and pairing them with colleagues who have strong AI literacy is more likely to generate useful 
evidence than expecti ng generic tools to adapt themselves. Similarly, secondary schools are underrepresented in 
the Phase 2 dataset. In some instances, working party leads challenged the group names and made 
suggesti ons for alternati ves moving forward. 
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Data Protecti on and Legal Refl ecti ons
Phase 2 surfaced a consistent need across working parti es for deeper training on data protecti on and the legal 
dimensions of AI use in schools. Following the steering committ ee’s review of the Impact Report, a series of 
observati ons were identi fi ed to inform the design of Phase 3. In response, steering committ ee member Claire 
Archibald, Legal Director at Browne Jacobson provided refl ecti ons on how learnings from Phase 2 could be 
brought forward into the next phase. These refl ecti ons are presented in Table 1.0 below.

Table 1.0

On Data Protecti on Impact Assessments (DPIA) the Leadership and Governance group identi fi ed the need for 
a DPIA. DPIAs for AI projects can be overwhelming, but in the same way that projects have a steep learning 
curve initi ally, the same can be said for DPIA work. Once one ‘best in breed’ DPIA examining AI risks is 
created, that can then be used as a template for others. The Browne Jacobson support pack contains such a 
DPIA template. AI can also be used to support data protecti on work, and use of a template DPIA to support 
draft ing further DPIAs is an effi  cient way to do this work.

On lawful basis, the report identi fi es consent as the basis for workfl ows involving pupil data. However, it is 
worth querying whether consent is in fact the most appropriate basis in all cases. Consent may be required 
where personal data is being used to train. For personal data appearing in inputs or outputs, public task is 
likely to be a more suitable and proporti onate lawful basis- parti cularly in an educati onal context where 
schools are carrying out statutory functi ons. Relying on consent unnecessarily creates compliance risks, 
including the right to withdraw.

On Subject Access Requests, the report raises unresolved questi ons around SAR implicati ons of AI-generated 
records. This is a concern- where identi fi able personal data is held in or processed by a tool, it would fall within 
scope of a SAR. However, it is important to note that the legal standard for responding to a SAR requires only 
reasonable and proporti onate searches; schools are not obliged to conduct exhausti ve searches of every AI 
interacti on. This is an emerging area where more specifi c guidance on SARs is required, either as a standalone 
document or as additi onal wording within existi ng documents in the Browne Jacobson pack.

On staff  concerns and confi dence, cultural and professional resistance was a genuine barrier for several 
groups, parti cularly in the early stages, with some staff  anxious about misinformati on, over-reliance or data 
risks, and GDPR and intellectual property queries. The Browne Jacobson pack is specifi cally designed to 
address this- by setti  ng clear parameters within which staff  can use AI tools confi dently, knowing they are 
operati ng within a legally sound framework. The aim is not to restrict use, but to give staff  the confi dence to 
proceed without fear of inadvertently getti  ng something wrong.
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Browne Jacobson Data Pack
Created by data protecti on experts at Browne Jacobson who understand and work with AI, the pack gives you 
clear, acti onable guidance, tools, and templates. It helps you miti gate risks and demonstrate compliance with 
regulatory expectati ons, including the ICO, Ofsted and the Joint Council for Qualifi cati ons (JCQ).

The pack takes you through the Browne Jacobson Six Step AI Governance Framework tailored specifi cally for 
schools and academy trusts, and includes guidance and templates on:

• Planning - Introducti on to AI governance and creati ng your own AI principles statement
• Communicati ons - Staff  engagement plans, parent communicati ons, and student engagement guidance
• Governance - AI Governance Framework and Acceptable Use Policies for both staff  and students
• Risk Assessment - Understanding AI risks, DPIA templates and examples, and vendor due diligence guidance
• Controls - Lifecycle risk management, monitoring checklists, incident response plans, progress trackers, and
   decision-making fl owcharts
• Training - Understanding staff  training needs

Ulti mately, our support packs are designed to empower you to deal with many of the issues facing schools and 
trusts, rather than always having to rely on legal advice.

Contact: Karen Rowe - Karen.Rowe@brownejacobson.com

Note: Schools and MATS joining the RISE SW Digital Skills and AI Hub will access this pack at a reduced cost as 
part of the membership off er. This informati on will be shared during the initi al onboarding meeti ng. 
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Summary of AI Tools Used

Tool Purpose Notes on use

Microsoft  Copilot AI assistant for planning, writi ng, 
agent creati on and data analysis

Primary platf orm across all 9 
working parti es; used within M365 
tenancy for data protecti on

Copilot Agent Builder
Custom agents built within 
Copilot to automate specifi c tasks 
and workfl ows

Used by EYFS, Student Practi ce, 
Business Effi  ciencies, Leadership 
and Data Analyti cs groups

Copilot Studio
Advanced agent and workfl ow 
creati on with broader integrati on 
capability

Trialled by Data Analyti cs group; 
paired with Power Automate for 
automated reporti ng

Microsoft  Copilot Notebook
Structured workspace for analysing 
documents and generati ng 
consistent outputs

Used for writi ng assessment, data 
review, maths interventi on 
planning and policy review

Power Automate
Workfl ow automati on to trigger 
tasks and reporti ng without 
manual input

Combined with Copilot Studio by 
Data Analyti cs group; ~30 mins 
saved per week on reporti ng

ChatGPT
Open-ended content generati on, 
lesson planning and medium-term 
planning sequences

Rated most fl exible alongside 
Copilot; preferred by some for 
planning idea generati on

TeachMate AI
Menu-driven resource creati on 
using structured educati on-focused 
proformas

Used by Curriculum Content and 
Reducing Workload groups; 
popular with early career teachers

Microsoft  Reading Coach
Automated reading fl uency feed-
back and comprehension tracking 
within Teams

Used by Assessment group; tracked 
words per minute and accuracy 
over a half term

Fruiti fy.AI
AI-powered extended writi ng 
assessment and feedback for 
secondary cohorts

Trialled in secondary; ~20% grade 
improvement (Gr 4→6) following 
AI-supported redraft ing
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NotebookLM Document analysis and source 
-grounded questi on and answer

Used by EYFS and Leadership 
groups for summarisati on and 
structured research tasks

VoiceFlow Conversati onal AI workfl ow builder 
for voice and chat interacti ons

Used by EYFS group to support 
oracy-focused agent design and 
interacti on fl ows

Accelerated Reader
Reading assessment and quiz 
platf orm tracking books read and 
comprehension

Used as quanti tati ve measure by 
Student Practi ce group; reading 
volume increased 2-3x

Common Sense Educati on Digital citi zenship and AI literacy 
curriculum resources

Used by Curriculum Content group 
for explicit teaching of safe and 
responsible AI use

Scotti  sh AI Alliance AI ethics and awareness resources 
for classroom use

Used alongside Common Sense 
Educati on for UKS2 AI literacy 
lessons

Arbor AI MIS-integrated AI for school data 
and reporti ng

Explored by Leadership and 
Governance group for student data 
workfl ows

Google Gemini General-purpose AI assistant for 
draft ing and analysis

Used by Leadership group; found 
capable but external data-sharing 
policy limits student data use

Claude AI assistant for draft ing, analysis 
and complex reasoning tasks

Used by Reducing Workload and 
Leadership groups alongside 
Copilot and ChatGPT
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Books 

Anderson, M. and Lewis, O (2025) The EdTech Playbook. John Catt  Educati onal.

Knight, L. (2025) A Litt le Guide for Teachers: Generati ve AI in the Classroom. Sage.

Government and Policy Documents 

Department for Educati on (2023) Generati ve Arti fi cial Intelligence (AI) in Educati on. Policy paper. London: 
Department for Educati on. Published 29 March 2023, last updated 

Department for Educati on (2025) Generati ve AI: Product Safety Expectati ons. Guidance. London: Department 
for Educati on. Published 22 January 2025. Available at: htt ps://www.gov.uk/government/publicati ons/genera-
ti ve-ai-product-safety-standards/generati ve-ai-product-safety-standards 

Department for Educati on (2025) Using AI in Educati on Setti  ngs: Support Materials. Guidance.

Anderson, M. and Carson, J. (2025) Embedding AI in Educati on: A Strategic Review of Practi ce at Woodland 
Academy Trust. [Impact report.] Bexley: Woodland AcademyAvailable: htt ps://www.woodlandacademytrust.
co.uk/assets/Woodland-Academy-Trust-AI-Impact-Report-2025-pdf.pdf

Woodland Academy Trust et al. (2024) Pathfi nding Arti fi cial Intelligence Report: A 10-Point Guidance Framework 
for AI in Schools. [Collaborati ve report by 23 Multi -Academy Trusts.] Published 18 September 2024. Available 
at: htt ps://www.woodlandacademytrust.co.uk/learning-and-innovati on/arti fi cial-intelligence/arti fi cial-intelli-
gence-report/ [Accessed 20 March 2026].

McGowan, B. (2026) Assessment, Marking and Feedback: Sharing Emerging Practi ce Case Study. RISE Digital 
Skills and AI Hub Working Party Report. Southwest England: RISE Hub.

Hayward, K. (2026) Business Effi  ciencies: Sharing Emerging Practi ce Case Study. RISE Digital Skills and AI Hub 
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Phase 3 Onboarding Timeline 
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Register your interest to join the RISE SW Digital Skills & AI Hub and schedule a meeti ng 
with a member of the Steering committ ee.

30th April 2026

Sign up by completi ng the Terms of Reference form. This commits to membership 
to include:

• Identi fy an AI Lead at the MAT/School to handle liaison with the Hub work.
• Identi fy 8-10 staff  who will become part of the AI Accelerator group in your MAT/School. 
• Access the Browne Jacobson DPIA pack
• Set up on the AI Quality Mark 
• Select a training date for Accelerator Group to att end

Note: For MATS 8-10 staff  is the number recommended. For schools, this number reduces to 3-5 depending on 
size and capacity. 

30th May 2026 

Accelerator Group att end 3.5 hour training session and meet Working Party Leads 
Note: Staff  only need to att end ONE of the dates 

Date 1: 11th 
June 2026

Date 2: 9th July 
2026

Assign Accelerator Group members to a working party and agree scope of the work 13th July 2026 

Phase 3 Working Parti es Collaborati ons commence 

• 3 x testi ng windows
• 1 x 1 hour monthly working party meeti ng
• 1-day conference March 2027
• Review Phase 3 
• Phase 4 (Sept 2027)

w/c 7th Sep-
tember 2026

Phase 3 runs 
from Sept 2026 
to March 2027
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Joining the Hub

We welcome schools, and educators to join the Hub and play an acti ve role in shaping the future of digital 
skills and AI in educati on

• Att end our launch and progress meeti ngs to connect with regional teams and shape acti viti es. 
• Parti cipate in working parti es as a Digital or AI Champion. 
• Share your experiences through case studies and collaborati ve projects. 
   Contact us to express your interest and fi nd out how you can contribute to the Hub’s mission. 

Get Involved: The Process

Whether you are a school leader, educator, partner organisati on, or stakeholder, we would be delighted to 
hear from you.

Joining the hub is free, but has a commitment to resourcing and staff  ti me to contribute to the work of 
the hub.

• Provide from across the organisati on key members of staff  to be acti vely engaged in testi ng, evaluati ng
   and sharing their fi ndings in the use of AI empowered digital tools.

• Share and showcase to other members of the hub through working party collaborati on, case study 
   deveopment and conference speaking.

• A commitment to using AI safely and ethically and adopti ng the principles set out in clear policies that
   align with those set out in the AI Data Compliance.

• To allow and guarantee staff  ti me to be involved in this work and to commit to them undertaking targeted
   training around the use of AI as part of the onboarding process into the work of the hub. Again, there is a
   small and shared cost for this training.

• To fund any soft ware licencing and deployment of the Digital tools and AI products to allow staff  to fully
   contribute to the work of the hub.

Visit our website to fi ll out and submit your request here


