Suffolk County Council

School Organisation Review

Draft Staffing Protocol

Suffolk County Council invites Governing Bodies to adopt this Staffing Protocol, which has been agreed between the County Council and the following unions: ASCL, ATL, NAHT, NUT, NASUWT, PAT and Unison.

Introduction

The need to maintain high standards of teaching and learning throughout a period of change and to ensure continuity of children’s education is a fundamental principle of the School Organisation Review. 

The County Council values the skills and experience of all school staff, and is committed to working in partnership with schools and unions in order to ensure the effective recruitment and retention of staff in Suffolk schools in the coming years. It is recognised that any organisational review is both an unsettling and challenging time for staff.  Although the aim of any change will be to bring benefits for Suffolk schools, it is inevitable that staff will feel vulnerable during the transition period, including a period after a change has taken place. The Council will ensure that as much clarity as possible is given to staff about their future employment during and following the reorganisation. This will help us to maintain and improve standards. 

Scope

The principles in the staffing protocol and the attached appendices apply to all teaching and support staff employed by schools, both full- and part-time, including head teachers, except where otherwise stated by virtue of differences in conditions of service.

Casual staff are excluded from the protocol except to the extent that full employment rights have already or will have accrued by the time any changes are implemented.

Principles

The protocol is a collective agreement between the Council and the recognised Trades Unions.  It is adopted at the Suffolk County Council’s Children and Young People Partnership Forum and is based on the following broad principles in relation to staffing:

· The primary consideration is the best interest of children and ensuring continuity of children’s education

· The need to maintain high standards of teaching and learning throughout any period of change

· All staff are valued and will be treated fairly, equitably and with dignity at all times 

· A commitment to the Council’s duties of equality in the reorganisation processes

· A commitment to the retention, employment stability and redeployment of existing staff

· The avoidance of compulsory redundancies wherever possible

· The need to have regard throughout the process to staff wellbeing

· The importance of partnership working between the County Council, Governing Bodies, Dioceses and trade unions in managing change

· Adherence to current employment legislation and best practice

· A commitment to provide appropriate training to enable staff to be redeployed to different age-ranges and specialisms
· The importance of maintaining good communications throughout the change process

General approach

The general approach advocated is for “staff to follow the children” wherever possible. The success of appointments made over the next few years will depend to a large extent on close co-operation between schools. The County Council will promote and seek to ensure best practice in partnership working between schools on staffing appointments. 

All staff will be considered to be competent and capable of fulfilling the responsibilities of their current post, except where they are subject to on-going formal capability procedures.

A Partnership Approach

The most effective way to implement the protocol will be on a partnership basis, with schools within a pyramid or cluster working in partnership with each other. The expectation would be that the pyramid or cluster partnerships would manage the process, supported by the County Council. The active collaboration of schools is essential to ensure the desired outcome of ensuring the ongoing employment of staff.   Schools will be expected to appoint staff who are then currently employed in the pyramid or cluster partnership.  All schools in the County will then be expected to give positive and supportive consideration to appointing staff who are without a post in their own cluster.

Each Governing Body is recommended to adopt this protocol and procedures, in line with the principles set out in this document for managing staff appointments within a new school structure. This will mean:

· Drawing up staffing structures as soon as possible, in consultation with staff

· Adopting a common set of procedures for all appointments

· Asking staff to identify the phase in which they would like to work following reorganisation

· Identifying training needs and providing staff with access to relevant training provided by the County Council for working in the relevant phase

· Seeking staff’s commitment to keep up to date with the skills necessary for posts following reorganisation 

· Creating arrangements which will allow staff working across the cluster to gain wider experience and to apply for secondments in other phases

· Providing joint training days across the cluster

· Providing support on job applications and interview techniques

· Making joint and/or shared appointments between schools, e.g. offering  middle school staff permanent posts in primary and high schools

Procedures

Once a decision has been made about the future schools’ organisation in a particular area, the following procedures will apply.

Schools will agree a staffing structure for teaching and support staff, in consultation with staff, unions and the County Council. This will need to take into account the school’s organisational needs and staffing needs in the light of the planned reorganisation. Staffing decisions will then be based on their new staffing structure and organisational needs.

Staff will be asked to indicate a preference for their future employment options, including phase and, for teachers, initially, key stage and subject, where appropriate.

Staff will be provided with details of vacancies in Suffolk schools. The County Council will support the process of making staff preferences available to schools and details of vacancies available to staff.

First and upper schools will “ring fence “ appropriate vacancies for permanent staff employed in closing schools. Ring fencing means that appropriate vacancies will initially be open only to staff from schools which are closing.

Two tier schools will give active and supportive consideration to appointing staff from schools which are closing. 

Staff can be slotted in to commensurate posts wherever possible.

Once a decision has been taken, middle schools will work closely with primary and high schools and seek, as far as possible, to make permanent joint and /or shared appointments to primary and/or high schools. If this is not possible, they will make appointments on a fixed term or secondment basis. In exceptional circumstances, the County Council may agree to permanent appointments being made in the interests of school leadership and school improvement.

Recruitment and retention incentives and benefits

The County Council will consider funding requests from schools to offer staff retention incentives and benefits.

Leadership Group

Provided that the conditions set out in the Staffing Regulations are met, Head and Deputy posts do not have to be advertised nationally and can be filled by existing Heads and Deputies who are “at risk” as a result of school reorganisation. The County Council will provide suitable training and development  for members of the Leadership Group in schools.

Training and development

School will be expected to identify training needs for all staff, in consultation with staff and with other schools in their cluster and to develop joint training opportunities.The County council will provide training and development in order to assist staff to find suitable alternative employment following reorganisation. Staff are encouraged to commit to attend relevant training.

Salary safeguarding

If a member of staff takes up a post in the new structure on a lower salary, the safeguarding provisions of the School Teachers’ Pay and Conditions Document will apply to teachers and the County Council’s Organisational Change Policy to support staff. (This is currently three years. The safeguarding will end three years from the date on which the teacher starts work in the new post. The County Council will indemnify the budget of the receiving school for up to three years against the additional cost of any salary protection due under the provision of the School Teachers’ Pay and Conditions Document (e.g. for TLR postholders and members of the Leadership Group).)

Early retirement/voluntary redundancy

Although it is not an intention of the review to facilitate early retirement/voluntary redundancy opportunities, there may be occasions where this is appropriate or necessary as a last resort. 

The County Council may accept voluntary redundancy from within the partnership schools in order to avoid a compulsory redundancy from within the same partnership, where all other reasonable alternatives have failed and a compulsory redundancy would otherwise ensue.

Voluntary redundancy may be considered where no commensurate post is available in the re-organised structure.The County Council’s Premature Retirement and Redundancy Policy for teachers and the Organisational Change Policy for support staff will apply, and the provisions of the Teachers’ Pensions Scheme and Local Government Pension Scheme respectively. (Under changes due to take place to the Teachers’ Pensions Scheme from 1 April 2010, the minimum retirement age for teachers will increase to 55.) Staff should be aware that they may jeopardise their entitlement to a redundancy payment and early retirement benefits if they decline an offer of suitable alternative employment.

In the event of redundancy, as a last resort, statutory redundancy pay will be payable, calculated in accordance with an employee’s age and length of service and where applicable, pension benefits will also be payable.

Information, support and advice for staff

The County Council will work closely with schools and unions to provide information, support and advice for staff at appropriate stages.

The Council will make appropriate provision for specific support such as advice on completing job applications and interview techniques, counselling and pre-retirement advice to all groups. 

Summary

With the agreement of the Governing Bodies to adopt this staffing protocol, we should be able to maximise the possibility of providing security of continued employment to staff prior to any school reorganisation being implemented. This will reduce uncertainty for staff, minimise staff retention difficulties and assist in organising staff development opportunities. The outcome of all this will be minimal disruption, smooth transition and, most importantly, continuity of education for Suffolk’s children.

The County Council reserves the right to review this protocol and procedures in consultation with unions and schools in the light of experience.
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