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Circular to Heads and Governors in Upper/High and Middle Schools 
Federation can avoid closures, redundancies and disruption
By insisting on the outright closure of Middle Schools on a specific date, the creation of 11-16 schools and the “big bang” approach to all transfers happening at the same time, the Authority’s proposals for SOR so far, in Lowestoft and Haverhill, will involve:
· unnecessary disruption for pupils and students

· unnecessary destruction of buildings fit for purpose (KS2 or KS3 curriculum)

· unnecessary building and refurbishment costs (sixth-form centre and new 11-16)
· unnecessary “redeployment” and redundancy of Middle School and Upper/High School staff, causing unrest and as yet un-costed budgetary implications
· reliance, for employment stability, on a voluntary “staffing protocol” which cannot be enforced and starts from the point of Middle and some other staff facing redundancy
· escalating costs and transport/ecological problems. 
Instead of issuing blanket statutory closure notices for the Middle Schools, creating 11-16 schools (when the effective school leaving age is rising to 17!), disrupting all schools and displacing many staff or making them redundant, the NUT suggests bringing the Middle and Upper/High schools under one management structure by using existing legislation on School Federations
:  Stage 1 of this proposal would be to:
· Merge Middle and Upper Schools under one management and governance structure, embracing temporarily  years 5-13 – this can be done by soft or hard federation, merger or even still by formal closure but closing on to the extended 13-18 school.  
· The age range for the new high schools should allow for the continuation of post 16-courses on site.  

· Plan a formal consortium of continuing and developing traditional sixth-form provision across the 2 or 3 High Schools and FE College for maximum offering of subjects and rationalisation of group size, starting with the current courses offered and planning to adapt to the new statutory A and AS changes, plus Diplomas and the International Baccalaureate.
·  Allow all Secondary schools to continue to admit students aged 16-19 on roll and to receive funding as the “host school” for their course, enabling them also to contribute to teaching post-16.  Achieve fully integrated post-16 provision across the consortium (joining up with provision for Diploma work pre-16).
· Plan the introduction of the first 14 of the 17 lines of study for 14-19 Diploma courses, as a consortium of the 2 or 3 High Schools and the FE College, maximising the offering available from Year 10, with planned continuity and sustainability, with all Upper/High Schools playing a role in the development of Diploma courses up to age 19.  The International Baccalaureate might also be introduced.  The deadline for the first 14 Diplomas to be available to any student aged 14-19 is 2013 when the effective school leaving age becomes age 17.
· The staff of the former Middle School will transfer to the management and governance of the Federated Schools with a unified identity.  One single body will therefore manage the curriculum, SEN, timetable and staffing in both Middle and Upper/High Schools.  A new Management Structure can also be integrated.  Existing top management can be retained – there would be no need for headteacher and SM  redundancy.
· Where there appears to be more staff than are required for the coming year, normal Section 188 procedures can apply, including consultation with the Unions.  The Staffing Protocol could be used in these situations to help find alternative employment, as well as the redeployment policy (which still exists but is limited) and, of course, voluntary redundancy with compensation and access to pension for those who qualify.
· Where feeder First Schools are able to accommodate year 5 or years 5 - 6, this can happen in a gradual and planned way, when appropriate buildings, resources and staffing are all in place and in accordance with parental preferences.   (In later phases, this approach could allow earlier achievement of the SOR objectives and avoid “planning blight”).
· Middle School staff who wish to can transfer to the Primary Schools as part of the planned changes, and in accordance with the Staffing Protocol already partly established, which includes “slotting in” where a new commensurate post is created in the Primary school.

· There can be flexibility over the transfer of teaching of year 9 to the buildings of the existing 13-18 schools, or retaining year 9 in the former Middle Schools, depending on availability of staffing, space and resources.  Effective use of buildings, suitably experienced staff and resources can be maximised.
· Where Year 9 stay in the Middle School buildings, this could liberate space in High Schools for the development of specialist teaching rooms for some of the 17 lines of Diploma.  (The NUT is most anxious that each 11-18 school can contribute on site some specialist teaching for the 14-19 Diplomas, rather than send its Yr 10-13 pupils off site for a high proportion of teaching time, reducing teacher numbers.  Group sizes for practical diplomas will be considerably smaller than for traditional GCSE subjects, and a great investment in specialist rooms such as engineering workshops, hair salons, etc is needed.)
Stage 2:

· The Federated schools, in consortium with each other and the FE Sector, plan to staff, resource and build required facilities for the full 14-19 curriculum, including new ‘A’-level courses, as patterns of take-up of Diploma and “traditional” courses emerge, using Building Schools for the Future funding (which is designed precisely for this purpose, nationally) and applying for 14-19 pilot resources.   Building should be based on the current  High Schools and FE Colleges, to avoid further complicating staffing, planning and consortium arrangements

· Complete the transfer of KS2 pupils to the Primary schools in accordance with parental preferences and using the Staffing Protocol to redeploy more of the Middle School staff who wish to follow those pupils to their new setting.
· Rationalise former Middle School buildings if and when they become surplus to requirements.  Some may best be retained as KS3 Annexes; others will be surplus to requirements or more suitable for Primary / vocational education.  These decisions would be taken by the local Federated Management and Governance structure, not micro-managed from Ipswich and by an Authority which might no longer exist.  
Our alternative will avoid the “big bang” of all the changes taking place at once.   We believe that would be unmanageable, leading to great stress on resources, pupils and staff and inevitably creating a mismatch of teaching skills and staff redundancy.   With our proposals, transfer between actual buildings can be delayed until everything is ready, while ensuring joined-up governance and management throughout, including of curricular, personnel and staffing matters.     Finally, our scheme is flexible and can respond to educational and political developments in the 14-19 area and the likelihood of there being changes in local government structure.

Suffolk NUT commends this approach to all Heads, Governors and staff involved.
�  Soft governance federations can be establishing using Collaboration Regulations made under Section 26 of the Education Act 2002 where each school has its own governing body, but the federation has joint governance and a strategic committee with delegated powers.
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