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Model staffing review policy for Voluntary Aided Roman Catholic Church schools 

Introduction

1 
The governors recognise that all employees at the school can only perform their duties efficiently and effectively within a framework of confidence. The governors will undertake at all times to use their best endeavours to maintain security of employment.

2 
Alongside this objective, however, the governors have other objectives to meet. In particular, the governors acknowledge that the school has to operate within financial parameters which are largely externally determined. There is a legitimate expectation on the part of the Local Education Authority that the school will balance its budget share each year or, where this is impractical, the governors will discuss with the Local Education Authority appropriate strategies for achieving a balanced budget over a mutually agreed timescale.

3 
The over-riding objective of the governors is the delivery of a broad and balanced curriculum to all pupils. The school will seek not only to meet the formal requirements of the basic and National Curriculum but to meet them in a way which is relevant to the needs of individual pupils.

4 
The governors acknowledge that they have the task of meeting all these objectives and that where conflicts arise to reconcile them in the interests of the school as a whole. Any such action shall be on an objective and non-discriminatory basis.

5 
Should governors decide that staffing reductions have to be considered, they will establish a staffing review committee and a staffing appeals committee. The following requirements must be met:


(a) 
The meeting of the governing body which creates the committees will be quorate. For this purpose the quorum will be 2/3rd of the full governing body (excluding vacancies).


(b) 
Both committees will consist of 3 named governors and up to 2 named reserve governors. No governor will sit on both committees. The quorum for the committees will be 3 members (to include, where relevant, a reserve governor).


(c) 
The governing body shall appoint the chairmen of the 2 committees.


(d) 
Membership will be in accordance with the appropriate School Government Regulations.


(e) 
The head teacher will not serve as a member of either committee but will act as a (non-voting) adviser to the staffing review committee. The head teacher will also be required to present the case for the governors at any hearing with either of the committees.


(f) 
The conduct of all hearings will be in accordance with the document at the appendix.


(g) 
The Diocesan School Committee and the Local Education Authority will also be afforded full (non-voting) advisory rights.


(h) 
The governing body shall delegate to the staffing review committee full delegated powers to carry out, inter alia, the functions detailed in paragraphs 11-16 below.


(i) 
The procedures set out in this document have been adopted by the Governing Body at a properly convened meeting of the Governing Body, and shall remain in place for as long as the Governing Body sees fit.

Strategies for Reducing Teaching Establishments by Voluntary Means

6 
In order to achieve the objective of maximum security of employment, the governors will use the strategies contained in paragraph (vi) below. This strategy is based upon the following principles:


(i) 
the need to avoid compulsory redundancy if at all possible;


(ii) 
full and open consultation with the teacher association at each stage and at both school and Local Education Authority level;


(iii) 
the provision of appropriate support, advice and guidance to staff directly and indirectly affected by funding difficulties;


(iv) 
the adoption of an overall management approach which recognises the genuine fears and concerns of staff and responds accordingly;


(v) 
that any views made to the governing body by staff and/or their teacher associations will be given the fullest consideration;


(vi) 
that in seeking to discharge their financial responsibilities the governors will at all times endeavour to achieve the best match possible between the skills of an individual and the needs of the school.

7 
The governing body will always try to achieve any necessary staffing reductions through 'natural wastage'. Where this is not possible, or cannot be managed within a particular financial timescale, positive management action will be required. The governors accept the value which the following measures can play in achieving staffing reductions through voluntary means. It is stressed that the appropriateness of each measure to the circumstances of the teacher and school will have to be judged on a case-by-case basis.


(a) 
freezing of particular vacancies by the governing body on a temporary basis and reallocating any additional spinal points elsewhere in the school;


(b) 
where replacement is necessary, using temporary posts which offer the possibility of future reductions (temporary posts will only be used for genuine reasons);


(c) 
offering job-share opportunities to existing full-time permanent teachers or (as appropriate) part-time teachers;


(d) 
seeking volunteers from the staff who wish to move from full-time to part-time work and critically reviewing full-time vacancies to establish whether they can be replaced on a part-time basis;


(e) 
internal redeployment of staff (following a skills audit of all staff) from 'surplus' to 'shortage' areas of work;


(f) 
leasing of surplus staff on a part-time or short-term basis to other schools/services experiencing shortages in that area of work (eg surplus high school staff undertaking supply work in linked primaries);


(g) 
seeking to establish co-operative arrangements between schools in order to 'share' teachers on a temporary or permanent basis (using the Local Education Authority as a linking agency);


(h) 
'in-house' supply cover (using the income from the insurance scheme to fund substantive posts);


(i) 
redeployment to other establishments/services within the education service;


(j) 
special training (including by secondment) to allow staff to move from 'surplus' to 'shortage' areas (to be arranged 'in-house' by the school or by buying-in training from an outside institution);


(k) 
extended unpaid leave of absence ('sabbaticals') eg for the purposes of retraining;


(l) 
seeking the co-operation on a reciprocal basis of neighbouring local education authorities/schools in notifying suitable vacancies which would offer appropriate alternative opportunities;


(m) 
offers of premature retirement to staff over 50 (drawing attention to the generous level of benefits and terms of the scheme);


(n) 
offers of voluntary severance for staff under 50; and offers of voluntary severance for staff over 50 with less than 5 years service in the teachers' pension scheme or such other Local Education Authority agreed pension schemes.


The governors will give sympathetic consideration to requests for any of the above, but reserve the right to refuse such requests in the light of the curriculum, pastoral, management, organisational and budgetary needs of the school. Where a refusal is given, the teacher will have the right of appeal to the staffing appeals committee. The effectiveness of many of these measure will rest upon the willingness of staff and governors to respond flexibility.

8 
Estimates of possible benefits where applicable under the Premature Retirement Scheme or the voluntary Severance Scheme can be obtained, in confidence, from the LEA. Any staff who are interested in enquiring into any of the above voluntary measures should contact the head teacher or seek further confidential advice from the Education Offices. For their part the governing body and the Local Education Authority recognise their responsibilities to make the financial circumstances of the school clearly known and understood to all those staff via staff meetings.

Failure to Reduce Teaching Establishments by Voluntary Means

9 
Where voluntary measure seem likely to fail to meet the governors' financial objectives or can only meet the financial objectives to the detriment of the delivery of the curriculum, the governors will consider the use of compulsory redundancies. However, no discussion of individual posts or staff will take place at this stage.

10 
The Chairman of the Committee and the head teacher should arrange meetings to appraise staff and teacher associations at this early stage of the seriousness of the situation and to inform them that a potential redundancy situation exists and that compulsory redundancies may have to be considered. Staff should be reminded of the voluntary measures which are available and of the governors' continuing wish to use such to achieve their desired ends.

11 
The staffing review committee will then meet to formulate and agree the following documents:


(a) 
A budget statement based on the latest financial information available and verified by the Local Education Authority, stating the number of teaching staff which can reasonably be funded in the current or subsequent financial year.


(b) 
A curriculum plan showing the number of teaching periods required in each subject area in each week for each year group, framed in the light of the budget statement. The plan will also show the total number of weekly teaching periods to be covered and the average number of periods that a teacher will be expected to cover.


(c) 
A staffing structure, based on the curriculum plan, pastoral needs and other management requirements, showing the number of deputy head teachers, the number of posts on each incentive allowance (with their designations) and the number of standard scale teachers.


(d) 
A timetable for carrying out the required consultations and achieving the necessary staff reductions;


(e) 
The arrangements for auditing the actual and potential contributions of the teaching staff to the school;


(f) 
The arrangements for assimilating teachers to the new staffing structure and curriculum plan;


(g) 
The arrangements for teachers nominated for compulsory redundancy to make representations to the staffing review committee;


(h) 
The arrangements for teachers nominated for compulsory redundancy to appeal against that decision to the staffing appeals committee.

12 
The curriculum plan and the staffing structure shall be submitted for the approval of the full governing body at the earliest opportunity. Once approved, the staffing review committee shall notify the teacher associations (both at school and Local Education Authority level), the school staff and the Local Education Authority of the number and description of posts to be made redundant and the reasons for the redundancies, in accordance with the provisions of section 188 of the Trade Union and Labour Relations (Consolidation) Act 1992.

Timescale for Consultations

13 
The teacher associations and staff within the school will be kept informed of any changes in the school's financial position/circumstances. The timescale for compulsory redundancies will commence from the date on which the complete set of documents is circulated to the staff and the teacher associations both within the school and at Local Education level.

14 
A meeting within 10 working days will be called by the chairman of the staffing review committee to consult with the teacher associations (school and Local Education Authority level) on the set of documents referred to in paragraph 11. Following this meeting a formal staff meeting will be held to give individual staff the opportunity to express their opinions (this is especially relevant for those staff not in a teacher association). Both the teacher associations and the staff will be invited to submit written comments or alternative suggestions.

15 
A second meeting with the teacher associations will be offered by the chairman of the staffing review committee and the head teacher within a further 10 working days. Such further meetings shall be arranged as are mutually agreed.

16 
The staffing review committee will meet to consider the comments/suggestions made, accept or reject them and reply to them in writing giving reasons for decisions made. This will conclude the consultations under section 188 of the Trade Union and Labour Relations (Consolidation) Act 1992.

Audit of Actual and Potential Contributions to the School

17 
Prior to the assimilation process, the audit referred to in paragraph 11(e) will be undertaken to determine the actual and potential teaching, management and pastoral contribution of each member of staff. Staff will be asked to assist in this process by completing the attached proforma. Each individual audit will be reviewed by the head teacher. Where a teacher is unwilling/unable to complete the proforma, this task will be undertaken by the head teacher using in-school records and records held centrally by the Local Education Authority. Staff will be given the opportunity to verify the information obtained and to suggest appropriate amendments. The results of the audit will be presented to the staffing review committee.

Assimilation Process

18 
In the light of the information obtained from the budget statement, the curriculum plan, the staffing structure and the staff audit, the staffing review committee will begin the process of assimilation. The method adopted is intended to be fair, objective, non-discriminatory and consistent. The overriding principle should be the maintenance of the school's distinctive Roman Catholic character and thus of its curricular, pastoral, organisation and budgetary needs.

19 
The process of assimilation will assign teaching staff to posts and specify their teaching contribution to the curriculum plan and their role (if any) within the additional spinal points structure. Posts will be assigned in the following sequence:


(a) 
Where the post exists in the former staffing structure, with or without additional spinal points, and is retained unchanged in the new staffing structure, then the postholder will be assimilated as of right to the new structure.


(b) 
Where a new post has been created, the staffing review committee will either assimilate the member of staff, as identified through the audit process, whose experience and qualifications most closely meet the needs of the post or invite applications for the post.


(c) 
After the above sequence, (a) and (b), has been completed, the staffing review committee will assign teachers to posts in the light of the requirements of the school's Catholic character, of its curriculum plan, the staff audit and the exigencies of the timetable. Where the audit indicates that more than one member of staff meets the requirements of the curriculum plan the following criteria will be used to determine which teachers should be assimilated to the post in question:


(i) 
academic qualifications in the subjects required by the curriculum plan;



(ii) 
experience of teaching the relevant subject(s);


(iii) 
total cumulative management experience at the level of the post in question.


(d) 
In the event of the preceding paragraph failing to differentiate, 'length of service' will be the deciding factor to determine which teacher shall be assimilated, on a 'last in first out basis' (LIFO). This will relate to the period of cumulative service with a school maintained by the Local Education Authority.


(e) 
Where a teacher has a salary which includes additional spinal points and has been assimilated to a post with a lower salary, the teacher shall be given personal protection of salary. The teacher may however be asked to undertake such duties, additional to the new post, which are commensurate with the protected salary.


(f) 
Interest in possible redeployment will not be used as a factor in determining nominations for compulsory redundancy (see paragraph 7(j) above).


(g) 
Where all the staffing structure posts that can possibly be filled by current staff have been allocated, any teacher who has not been assimilated will be deemed to be nominated for redundancy. Letters from the chairman of the staffing review committee informing staff of their assimilation or intended nomination for redundancy will be prepared and sent/given to staff as soon as possible after the meeting. Staff nominated for redundancy will be informed of:



(i) 
the reasons for their proposed dismissal;


(ii) 
the notice to which they are contractually entitled and specifying the last day of work;


(iii) 
the redundancy payment that will be made upon the termination of their contract;


(iv) 
their right to make representations to the staffing review committee and/or appeal to the staffing appeals committee against nomination for redundancy;


(v) 
the availability of a pastoral and counselling meeting with personnel staff from the Local Education Authority.

20 
On behalf of the governing body, the staffing review committee would wish to note that nomination for redundancy does in no way constitute a judgement on a teacher's professional capability.

21 
Where the staffing review committee have nominated a teacher for redundancy, the teacher may notify the chairman of the committee within a period of 5 working days from the date of the letter that she/he wishes to make oral or written representations to the staffing review committee.

22 
Any representations whether oral or written will be presented by the teacher or her/his representative. The head teacher will also be invited to make oral and/or written representations. At least 3 working days' notice of the meeting will be given to the teacher. The teacher will be notified in writing of the outcome of the representations meeting (see attached appendix).

23 
Over and above the right to make representations to the staffing review committee, the teacher will also have the right to appeal to the staffing appeals committee. The teacher should notify the chairman of the committee within 10 working days of the letter referred to in paragraphs 19(g) and 21, or within 5 working days of the letter confirming the outcome of representations to the staffing review committee, of her/his intention to appeal. At least 3 working days notice of the meeting will be given to the teacher. The appeal hearing will be a full re-hearing of all the evidence with respect to that teacher. The teacher will be notified in writing of the outcome of the appeal meeting.

24 
Should the staffing review committee or the staffing appeals committee agree to allow the representation/appeal, the teacher concerned will not be nominated for redundancy. No other teacher will be nominated in their place. The staffing review committee may, however, wish to re-consider the effect on the school budget and make proposals to the full governing body for implementation in the following term.

25 
Teachers identified as being compulsorily redundant after all relevant representations/appeals have been heard, must be notified to the Local Education Authority. During the period of notice the governing body, Local Education Authority and the Diocesan Schools Commission will seek to use redeployment processes within school, throughout the Local Education Authority and the Diocese. The governors and the Local Education Authority acknowledge that notice of dismissal cannot be unilaterally and non-consensually withdrawn and that any withdrawal of notice must be agreed with the individual teacher. However, if a redundant employee unreasonably refuses a suitable offer of alternative employment, no redundancy payment will be due.

Scale of Compulsory Redundancy Payments

26 
All teachers identified for redundancy, and who meet current redundancy payment conditions shall be eligible for a redundancy payment, details of which will be provided for the teacher by the governing body.

27 
Employees who are under notice of redundancy and who qualify for a statutory redundancy payment are entitled to a reasonable amount of paid time off to look for another job or to arrange training.

28 
Teachers aged over 50 with more than 5 years' service in the Teacher's Pension Scheme, who are identified for redundancy, may opt to apply for PRC with appropriate enhancement or a redundancy payment but not both.

Appendix

Conduct of Hearings by the Staffing Review Committee to consider Representations and Staffing Appeals Committee to consider appeals by a teacher

The procedure set out below is to be followed by committees of the governing body when acting in accordance with the documents 'Staffing Review Policy' and 'Addendum to The Staffing Review Policy'.

1 
The chairman will introduce all the parties present.

2 
The head teacher to put the case in the presence of the teacher (and his/her representative) and to call witnesses as necessary.

3 
The teacher (or his/her representative) to have the opportunity to ask questions of the head teacher on the evidence given by him/her and any witnesses.

4 
The members of the committee to have the opportunity to ask questions of the head teacher and witnesses.

5 
The teacher (or his/her representative) to put his/her case in the presence of the head teacher and to call such witnesses as he/she wishes.

6 
The head teacher to have the opportunity to ask questions of the teacher (or his/her representative) and his/her witnesses.

7 
The committee to have the opportunity to ask questions of the teacher (or his/her representative) and his/her witnesses.

8 
The committee to have discretion as to the admissibility of any evidence/witnesses.

9 
The head teacher and the teacher (or his/her representative) to have the opportunity to sum up their case if they so wish.

10 
The head teacher and the teacher and his/her representative and witnesses to withdraw.

11 
The committee will deliberate in private (except for Local Education Authority and Diocesan Schools Commission advisers) and only recall the parties to clear points of uncertainty on procedure or on evidence already given. If recall is necessary both parties are to return notwithstanding that only one is concerned with the point giving rise to doubt.

12 
The chairman of the committee will either read the decision of the Committee to the head teacher and teacher and his/her representative or will communicate the decision in writing within 5 working days.

NOTE

Where in exceptional circumstances the committee determine that the merits of a particular case require a change or amendment to this procedure which they consider essential to achieve a fair and equitable hearing this shall be within their discretion subject to prior and full discussion and agreement with both parties.
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