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LNCT/11
Management Structure in Schools
This paper brings together a recent agreement on staffing plans in secondary schools with the principles set out in the existing Managing Change guidance.  It should be noted that aspects of the recent agreement supplements information in the Managing Change Pack, therefore both parts should be read carefully.
Further information and support for schools which are undergoing such change is available from the HR Education Team and Service Manager (Workforce Development & Business Administration).

Work will continue in this area with a view to updating the remainder of the Managing Change Pack and a new agreement will be issued when this is complete.
Tony Finn (Management Side)

Peter Quigley (Staff Side)
LNCT Joint Secretaries

MANAGEMENT STRUCTURES IN FIFE SCHOOLS:

TOWARDS A NEW PROCEDURE FOR STAFFING PLANS IN SECONDARY SCHOOLS

A.  Background and rationale

1. Background: Existing guidelines on the production of staffing plans in Fife schools are set out in the Managing Change pack (August 2004). This was published at a time when there was less clarity about the future needs of our schools. Since that time, too, there has been very diverse development across our schools, leading to some incoherence in provision. In addition, the bureaucracy associated with staffing planning has created some difficulties for schools. 
2.  Purposes of this paper: This paper seeks to review the guidelines issued in 2004 and to bring them up to date. Its main aim is to build on the principles which underpinned the 2004 policy paper and to ensure that these are adapted to allow a suitable and coherent provision which meets the future needs of Fife schools. Subsidiary aims include

a. the clarification of some issues which have caused concern since 2003/2004 and

b. recognition of the links between school size, number of posts and budget provision

Subject to the terms of this paragraph, this paper supersedes those specific elements of the Managing Change pack it addresses. 

3. Rationale:  The rationale for change as set out in Management Structures in Secondary Schools is still relevant today. In particular, Fife Council wishes to develop management structures in secondary schools which provide strategic direction and effective support for the central process of learning and teaching in the classroom, while recognising existing good practice. 
4. Key Principles: It is important to recognise that many of the key principles which underpinned the initial Council guidelines are still relevant. These include:

a. The need for schools to evaluate their own needs for promoted posts within a structure defined by the Council. The mechanism for doing this is now known as staffing planning.

b. the need to ensure collegiate planning of school staffing plans 

c. the need for staffing plans to be financially viable

d. recognition that only three levels of promoted post now exist in our schools, namely Principal Teacher, Depute Headteacher and Headteacher

e. recognition that promoted post structures need to reflect the needs of the school and the priorities of the Council

B. Planning for the future needs of schools
1. Determining new structures: In determining the structure of plans for promoted posts, Head Teachers must ensure that Council guidelines outlined in this Circular are adhered to. However, it should be noted that, in those schools where plans are already fully consistent with the broad framework outlined below (sections 4-7), or are already agreed at school and authority level,  there is no need to complete a further staffing plan and submit it for approval.

2. Consultation with staff: Whenever changes to management structures are being considered, Head Teachers are required to consult with members of the school community and to take account of views expressed in reaching decisions. Equally, consultation is necessary when there is a proposal to change an existing staffing plan.  Such consultation should be in accordance with the procedure outlined in Appendix 1 (It should be noted, however, that as staffing plans are presented to staff for consultation only, the final form of the plan cannot be construed as having the agreement of staff either at school or JCG/LNCT level.)
3. Remits and responsibilities: The SNCT Handbook of Conditions of Service provides outlines of duties for Teachers, Principal Teachers, Depute Head Teachers and Headteachers. Headteachers are required to follow these guidelines in developing job descriptions.  Specific duties and remits are devolved to the LNCT.  The LNCT retains a general overview of these matters but requires that remits be based on the provisions of the SNCT Handbook.  The LNCT also reserves the right to approve any and/or all individual remits.

4. Basis for the future allocation of posts to schools: There is, at present, some inconsistency in the number of promoted posts which schools have and some uncertainty about the balance of the budgetary responsibility for certain of these posts.  In future, all schools will have a promoted post allocation, expressed in a points total which varies according to the level of the post. The details of this allocation, and of any subsequent proposal for its amendment, will be reported to JCG/LNCT      

5. The Education Service has circulated examples drawn from other authorities of points systems which have been used to make an allocation of management posts to schools. Fife Council will now seek to produce its own system of points for schools of different sizes and of Appendix 4 sets out illustrations of the points total which might be allocated to schools of different sizes and of the budget values associated with these allocations. 

6. Planning new structures in schools:  In planning school structures, Headteachers should have regard to the following existing guidelines.

a) The total number of promoted posts which can be accommodated within the agreed school allocation

b) The need for promoted posts at PT level to reflect the agreed span of control (agreed as normally 4-8).
c) The need to achieve balance of organisation within areas which are recognisably coherent or cognate 

d) The provision of an agreed minimum complement of Pupil Support posts, linked to school size, which schools could adjust from within their overall complement, taking cognisance of the agreed Pupil Support Plan.

7. Headteachers should also note the following new guidelines which will assist in their future planning:

a. The inclusion of certain posts as part of the agreed complement of every school.  These are PT English, Maths, Modern Languages, PE and RE/PSE.

b. The requirement that each other recognised area of the mainstream curriculum should be guaranteed at least one PT post, with schools able to create additional PT posts in these areas in line with their overall size and complement.

c. Where schools put in place revised structures which can operate within their allocated budget, any windfall will be credited to the school budget. However, where school structures exceed their allocated budget, any additional costs will be charged to the devolved budget.

8. Implications for other posts
a) Given the importance of the span of control, posts which span more than one discrete subject area need not be created in every school.  Where such posts are to be created, however, it is anticipated that the post will be job-sized within the maximum allowance (PT point 8).  Where this is not the case, a revised structure should be considered.  This might include PT posts in discrete subject areas or a structure which allocates subordinate PT posts, subject to availability within the budget and overall school complement.  

b) In very large department or curricular areas, there should be detailed consideration of the role and suitability of subordinate PT posts, subject to budget and overall complement. It is however important to note that these posts must also be job-sized and be consistent with the overall staffing plan for the school.

c) It is also important to clarify the relationship between a new PT and any existing PT of a discrete subject.  Expectations of these posts should be clear and consistent across our schools. This is set out in some detail in Appendix 3

9. Evolution of structures
It is recognised that some schools will require to make adjustment to structures which are already in place before implementing these guidelines. However, the Council will continue to recognise and support payments to teachers whose salaries are conserved.

Headteachers will be asked to move towards these guidelines wherever possible and budget allocations which reflect this revised system will be in place by March 2009. Where schools structures at that time are unable to be financed within the revised budget allocation, discussions will take place on specific support which schools may need to meet their costs.  
Anthony Finn

June 2008
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Appendix 1a Advice to schools on procedures and remits for new posts

Appendix 1b Form to be used when submitting posts for advertisement

Appendix 2 and b Posts of Principal Teacher – Guidelines for schools and draft illustrative remits

Appendix 3 Relationship between new PTs and residual PTs

Appendix 1a

STAFFING PLANS – ADVICE TO SCHOOLS ON PROCEDURES FOR SIZING AND ADVERTISING POSTS

We have now reviewed the arrangements for drafting and approving staffing plans in Fife Schools.  In order to improve our practices and procedures and to ensure consistency of practice, these guidelines should be followed by all schools.

Job adverts and Remits: These guidelines will ensure that the process of appointing staff to promoted posts can operate smoothly and effectively, taking account of the interest of schools, of staff and of the Education Service.
1) Unpromoted and replacement promoted posts: Requests for advertisement of replacement posts which can be costed within a school’s budget should be submitted to Recruitment and Payroll Section. 

2)  Remits: Remits for all promoted posts should be produced in advance of an advert being placed.  Generic remits are recommended as a good means of ensuring transparency and consistency across schools.  Examples of good practice in this area will be collected from schools and made available to colleagues.  These can be used as templates and, as necessary, be tailored to the needs of the individual subjects. (See Appendix 2a  and 2b)
3) Consultation with union Reps: Remits for all new posts should be shared with union reps within schools.

4) Discussion with staff affected: Discussion should take place with staff in areas affected by the introduction of any new post, with a view to clarifying the scope of the new post and its implications for other staff.

5) Once received in Rothesay House, remits will be made available to the joint secretaries of the JCG for comment and action, as appropriate. In the interim, too, lists of post available in Fife schools will be made available to the JCG for information.

6) Job-Sizing: All new promoted posts will require to be sized prior to first advertisement. Completed job-size questionnaires should be sent to the office of the appropriate Service Manager  in Rothesay House. Forms will then be sent to job-sizing co-ordinators who will advise of the salary level attributed to the new post. Before the post is advertised, schools will have an opportunity to

a) confirm the post and accept it as within budget;

b) adjust the post to suit school needs, subject to resizing.

c) be involved in a consultation exercise at school level

It is good practice to consult with authority staff about job-sizing values as early as possible, to prevent any delays at this stage of the process.  Opportunities will be available for Headteachers to model posts before submission of forms.

Once a post has been filled, any subsequent vacancies for the same post can normally be advertised without a need for further re-sizing. Arrangements for re-sizing of posts are covered by the SNCT Handbook of Conditions of Service, Part 2, Appendix 2.3 and related council circulars.

7) Placing of advertisement: Once steps 2-6 have been completed, Form AP1 which generates advertisements should be sent to the appropriate Service Manager.  A cover note confirming that the above steps have been completed should also be submitted. (see Appendix 1b)

Enclosed (App 1b)- Staffing form summary sheet

Fife Council Education Service




Appendix 1b

PROMOTED POST SUMMARY SHEET

	SCHOOL: 




POST:


	1
	Is the post within your agreed complement? 
	Yes/No
	If the post is outwith complement, please give details separately

	2
	Is the post expected to be within budget?
	Yes/No
	If the post is outwith budget, please contact your senior manager before proceeding

	3
	Have you attached a remit for the post? 
	Yes/No
	

	4
	Is this a new post (as opposed to a replacement post)?
	Yes/No
	If the post is new please answer questions  5-8

	5
	Have you submitted an Establishment Change Form?
	Yes/No
	This form should normally be submitted before you begin the process of recruitment

	6. 
	Has the post already been job-sized?
	Yes/No
	All new posts must be sized before an advert is placed Existing posts will be sized at previous values, subject to SNCT and local agreements on resizing. 

	7
	Has there been consultation over the remit with the union reps?
	Yes/No
	

	8
	Where relevant, has the remit been shared with staff who might be affected by the introduction of this new post?
	Yes/No
	Brief details of issues arising, if any arising from questions 6 and 7.


Signed






Date
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POST OF PRINCIPAL TEACHER:  GUIDELINES FOR SCHOOLS
1.0 DUTIES OF A PRINCIPAL TEACHER
1.1 The duties of a Principal Teacher are drawn set out in Annex B of the agreement, ‘A Teaching Profession for the 21st Century.’  These are:
(a) Responsibility for the leadership, good management and strategic direction of colleagues. 

(b) Curriculum development and quality assurance. 

(c) Contributing to the development of school policy in relation to the behaviour management of pupils. 

(d) The management and guidance of colleagues. 

(e) Reviewing the CPD needs, career development and performance of colleagues. 

(f) The provision of advice, support and guidance to colleagues. 

(g) Responsibility for the leadership, good management and strategic direction of pastoral care within the school. 

(h) Assisting in the management, deployment and development of pastoral care staff. 

(i) Implementation of whole school policies dealing with guidance issues, pastoral care, assessment and pupil welfare. 

(j) Working in partnership with colleagues, parents, other specialist agencies and staff in other schools as appropriate. 

2.0 KEY AREAS OF RESPONSIBILITY OF A PRINCIPAL TEACHER
2.1 The following four key responsibility areas for promoted posts established by the SNCT, apply to all Principal Teacher posts. 

2.1.1 Responsibility for the leadership, good management and strategic direction of colleagues. 

2.1.2 Responsibility for curriculum development and quality assurance. 

2.1.3 Responsibility for whole school policy and implementation. 

2.1.4 Responsibility for working with partners. 

2.2 The duties of teachers as outlined in ANNEX B will also apply to Principal Teachers. 
2.3 The Standard for Full Registration as agreed by the GTCS is applicable and is used to support the definition of the specific duties outlined in Section 5 below. 

3.0 SALARY AND CONDITIONS OF SERVICE
3.1 The salary of a Principal Teacher will be determined by applying the job-sizing toolkit agreed within the SNCT. 
3.2. Conditions of service for Principal Teachers will be governed by agreements reached by the SNCT and LNCT

3.3 The duties allocated to each Principal Teacher must be capable of being undertaken within contractual working time and have appropriate regard to workload. 

4.0 JOB-SIZING 

4.1 All posts will be job- sized before first appointment. 

4.2. SNCT 28 describes the conditions under which posts may be subject to review in relation to job-sizing. Clear criteria are described under which either the employer or the employee may initiate such a review. Once a review has been ‘triggered’, a new job-sizing questionnaire is to be completed and validated by a job-sizing coordinator and then processed through the toolkit. 
4.3. Council procedures on job-sizing are set out in LNCT /4.
5.0 ALLOCATION OF SPECIFIC DUTIES TO PRINCIPAL TEACHERS

5.1 Principal Teachers will work under the direction of the Head Teacher (or other designated line manager) in accordance with the policies of the school and Fife Council – Education Service. 

5.2 The Head Teacher (or other designated line manager) will determine specific areas of responsibility and management duties from those listed in Section 6 below. Such areas of responsibility and management duties may be varied as required after appropriate consultation. 
5.3 The remit for the post will only contain areas of responsibility described in this agreement. This will ensure that jobs are sized consistently and that differences of scale are processed by the job-sizing toolkit.

5.4 Schools should ensure that agreed areas are clearly set out in the job remit.

6.0 DUTIES ASSOCIATED WITH THE MANAGEMENT RESPONSIBILITIES OF PRINCIPAL TEACHERS
6.1 Leadership, Good Management and Strategic Direction of Colleagues 

Within allocated areas of responsibility, the Principal Teacher will: 

6.1.1 Have management responsibility for allocated teaching, pastoral care and support staff. 

6.1.2 Be responsible for the Professional Review and Development of colleagues.
6.1.3 Be responsible for allocated budgets and the effective deployment of resources. 

6.1.4 Be aware of health and safety requirements and apply these as appropriate. 

6.1.5 Assist with the selection and recruitment of staff according to agreed recruitment procedures. 

6.1.6 Monitor the welfare of colleagues. 

6.1.7 Review the performance of colleagues. 

6.2 Curriculum and Quality Development 

Within allocated areas of responsibility the PT will: 

6.2.1 Manage the development of the curriculum 

6.2.2 Monitor and evaluate Quality Development according to agreed procedures. 

6.2.3 Contribute to the process of School Development Planning 

6.2.4 Implement and evaluate Quality Development procedures. 

6.3 Whole School Policy and Implementation 

Within allocated areas of responsibility, the PT will: 

6.3.1 Develop and manage the implementation of policy on Learning and Teaching. 

6.3.2 Develop and manage the implementation of policy on pupil assessment and attainment. 

6.3.3 Develop and manage the implementation of policy on pastoral care, pupil welfare and support. 

6.3.4 Develop and manage the implementation of policy on behaviour management. 

6.3.5 Develop and manage the implementation of the authority’s policy on equality and inclusion. 

6.4 Working with Partners 

Within allocated areas of responsibility the PT will: 

6.4.1 Lead and/or work in a collegiate way with colleagues in the same establishment. 

6.4.2 Work with other establishments and agencies as appropriate. 

6.4.3 Work with parents/carers. 

Appendix 2b 

ILLUSTRATION OF A POSSIBLE PT CURRICULUM/SUBJECT REMIT

SCHOOL NAME

PRINCIPAL TEACHER OF 

(subject(s) as listed in school plan)

SALARY:      £


Subject to Job sizing

1. General Information   (Introductory statement about the school and its context. This includes the reason for the vacancy and assumed starting date) 
2. Purpose of the Job

To manage and lead a team of teaching staff within 


 School to ensure high quality teaching and learning with the ultimate aim of high attainment for all pupils.  The post-holder will be one of several appointments in the school’s new management structure, a copy of which is attached.

3. Job Scope and Context

The PT 


 has a very important contribution to make to the work of the school. He/she will be an active member of the extended school management team whose primary role will be to accept strategic responsibility for all aspects of teaching and learning in  (the agreed area), for the management of staff, curriculum and resources and for any whole-school issues which arise within that area.
It is expected that all PTs will participate fully in discussions on aspects of the curriculum, organisation and policy of the school. In short, while all PTs have a right to be fully involved in discussions about the development of their subject(s) and a responsibility to advise senior staff about their curriculum and organisation, it is expected that they will also exercise influence on the direction and review of all matters of school curriculum, organisation and policy. 
Principally, the post-holder will require to operate in a collegiate manner with colleagues in a quality assurance role to help establish effective teaching and learning environments within all classrooms.  Within this context, the post-holder will: 

· Monitor and evaluate classroom practice and, through an operational involvement in classroom activities, be able to work with and advise colleagues on best practice in a professionally supportive and practical manner.

· Develop and retain an overview of the direction, scope and pace of curriculum development.

· Review classroom practice to ensure an appropriate match of methodology with pupil requirements.

· Provide active support for colleagues wishing to improve their skills in classroom practice.

· Ensure that colleagues take account of school, Council and national policies and priorities in their planning 

· establish suitable procedures to allow discussion and consultation with staff on all aspects of organisation and policy
· Ensure that assessment records are carefully analysed to highlight areas of success or concern which might reflect teaching and learning approaches and which might be celebrated, shared or addressed

· Ensure that available resources are appropriately allocated in line with agreed school and departmental development plans and that any comparative resource shortfalls are identified and addressed.

· Promote, develop, implement and monitor school policies related to teaching and learning.

· Be involved in the recruitment of staff within school and authority policies and procedures.

· Oversee Development Plans for the appropriate priority areas and be accountable for their progress.
· set clear departmental aims, priorities and policies and establish appropriate procedures to monitor, evaluate and review departmental practice.

· Oversee  and direct any whole-school issues which are relevant to the appointment

The post-holder will have a reduced teaching commitment which reflects the scale of responsibilities associated with this post.

4. Responsibilities and Duties of a Principal Teacher
The main duties associated with the post of PT 

 will be as listed in the agreement, A Teaching Profession for the 21st Century. Broadly, this includes

A.
Department Management
(i)
Establishing, monitoring and evaluating departmental aims and priorities.

(ii) The management, deployment, development and welfare of staff.

(iii) Staff support on subject related matters.
(iv) Management of non-staff resources.
(v) Assessing and reporting upon pupils and liaison with parents.

(vi)
Arrangements for departmental meetings.

B.
Curriculum Management and Development

(i)
Planning, developing and evaluating the curriculum.


(ii)
Methodology and assessment.
(iii)
Liaison and co-operation with other educational establishments and recognised bodies.

C.
School Responsibilities
(i) Professional contribution to the Management policies of the school including as appropriate advising the Headteacher on subject related matters 

(ii) Implementation of whole school policies. 

(iii) Oversight and development of any specific school issues agreed as part of the post remit

(iv) Liaison and co-operation with advisory and support services and other departments as appropriate.

D.
SQA and Related Duties

Administration of arrangements in relation to national examinations and


co-ordination of arrangements for presentation of candidates.

In addition, all PTs accept a number of specific tasks every session following the review of the work of their department, the preparation of departmental plans and annual review meetings with the Head Teacher. The Principal Teacher will also liaise with Guidance staff and senior staff as appropriate and especially with the member of the BOS who has responsibility for the development and support of the department. He/she will also consult with the PT LSS on the provision of an appropriate curriculum for all pupils.
5. Criteria for selection:
(To be added by schools. See policy on recruitment and selection) 
6.  Accountability

The PT will be accountable in the first instance to the Headteacher and thereafter to any DHT with responsibility for his/her area of operation.

Appendix 3
Relationship Between New PTs and Continuing PTs (discrete subject) 


1. PTs appointed since August 2003 with remits approved and  jobs sized  under the terms of the SNCT agreement are deemed to have overall strategic responsibility for management and quality assurance across the curriculum area for which they have responsibility. 

2. The remits of any new PTs will be determined in line with the principles outlined in this paper. They will be consistent with those outlined in para.1. 

3. The salary of continuing PTs (subject) will be conserved in line with national agreements. 

4. It is important that continuing PTs have a remit which 

· ensures that the skills, experience and status of the PT (subject) will continue to be valued and recognised 

· reflects the needs of the school and the curriculum area in which he/she is employed. 

5. Where a conserved PT remains in post, he/she will normally continue to exercise day-to-day responsibility for his/her present area of responsibility for as long as he/she is paid at the level of PT.  In practice, the conserved PT will undertake duties as described in Annex B of the Agreement. These duties should normally relate to subject-specific responsibilities within the following guidelines: 
• To be responsible for the day to day running of their subject area(s), e.g. 
· Planning curriculum development within the subject area(s) 

· Organising and planning appropriate courses to overtake the curriculum 

· Requisitioning appropriate materials, within the overall budget allocation 

· Making recommendations in relation to the allocation of staff to classes within that subject.
· Organising the appropriate assessment of pupils, within the policy of the school and the faculty 
· Advising the curricular PT on subject specific issues. 

6. However, it might be necessary to make adjustments to the remits of any conserved PTs from the date of appointment of a new curricular PT, since the same responsibilities cannot be allocated to more than one person under job-sizing arrangements.  Such adjustments should be made with the agreement of the existing PT.  Where a dispute arises the matter should be referred in the first instance to the Joint Secretaries of the JCG/LNCT.
7. Subject to clause.6 above, some PTs may, following agreement with the Headteacher, wish to take on wider responsibilities commensurate with their status within the school.  .  
8. The non-class contact time for principal teacher(s) within a particular Curriculum area will be considered by school management within the resources available to it. In general terms, the amount of non-class contact time allocated is likely to be commensurate with the duties associated with the post. In all such decisions, account will be taken of any discussions and agreements on revised remits.
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MANAGING CHANGE PRINCIPLES FOR TEACHING STAFF

1. Guiding Principles

1.1
The principles and guidance contained within this document cover teaching staff affected by management restructuring within schools.  This document has been drawn up to ensure that staffing changes within schools are dealt with in a consistent manner and in line with the management framework “Supporting Pupils and Raising Attainment in Fife” (attached as Appendix 1 to this paper).  While the new structures are likely to vary from school to school these principles will ensure a consistency and equity for teaching staff during a period of change.

1.2
Management restructuring will be the subject of consultation at school level.  The Service is committed to the principle of working in partnership with employees and trade unions in relation to management restructuring within schools and will seek to achieve change through open and honest dialogue.


1.3
Staffing plans in each school will detail the proposed revised structure, including posts and indicative salaries in schools.  Job outlines will be supplied with plans to the trade unions for new posts in the revised structure.  All new posts will be jobsized in accordance with the agreed SNCT job sizing arrangements using the locally agreed job-sizing panel.


1.4
Following scrutiny of staffing plans by senior managers the staffing plans and associated remits will be presented to the Joint Consultative Group (JCG). 


1.5
It is recognised by both management and the trade unions that management restructuring within schools is an evolutionary process and that revised structures will be put in place when opportunities arise eg vacancies, promotion etc.  The phased introduction of new structures will be dictated by the timing of when these opportunities arise.


1.6
Given that management restructuring will only take place as opportunities arise no staff will be put in a redundancy situation as part of the change process.

2. Implementation of New Structures

2.1
Where a new structure for a school has been subject to the agreed consultation procedures and an opportunity occurs which allows the new structure (or part of the new structure) to be introduced the new post/posts will be filled through the 2 phase recruitment process noted below :- 


  
Phase 1
These new posts will initially be advertised throughout schools in Fife and will be filled in accordance with the normal procedures. 


Phase 2
Where there are no suitable candidates following Fife-wide advertising
 the posts will be advertised nationally and again will be filled in

 accordance with the normal procedures. 

2.2
Applications for these new posts will be open to suitably qualified staff.  Where schools have staff on conserved salaries such staff will not be matched into the new posts within the new structures.  Where such staff wish to apply for these posts they may do so and will be considered in competition with other applicants.  Where staff on a conserved salary apply and are appointed to a post in the new structure their conservation rights will transfer with them to the new post.   
John Kilpatrick

HR Team Leader

July 2004

MANAGING CHANGE – TEACHING STAFF

 FREQUENTLY ASKED QUESTIONS (FAQs)


Q
How will the new structures in schools be put in place?

The new structures will only be put in place in schools as and when there is either a vacancy or some other opportunity that allows the change to take place.

Q
Will these changes in the schools structures result in people being made redundant?

No-one will be made redundant because of these changes in school structures.

Q
Can I apply for posts in other schools?

Yes.  Posts will initially be advertised in schools throughout Fife.  Only after that will they be advertised nationally.

Q
If I am the only applicant will I have to be interviewed?



Any applicant must meet the essential criteria for the post to be interviewed. 

Q
Will applications only be accepted from existing Principal Teachers?

No, any suitably qualified teacher can apply. 

Q
If I am currently on a conserved salary will I be matched in to a new post for financial reasons?

No.  If you wish to apply for a new post you will be considered in competition with the other applicants.

Q
If I am on a conserved salary and am successful in obtaining a new post will I lose my salary conservation?



Any salary conservation rights you have will transfer with you to the new post.

Q
As a classroom teacher how will I gain the skills to get one of the new promoted posts?

As part of the CPD process there will be opportunities for teachers to develop their management skills during their professional development time.
FIFE COUNCIL
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Agenda Item No

IMPLEMENTATION OF THE AGREEMENT: “A TEACHING PROFESSION FOR THE 21ST CENTURY”

MANAGEMENT STRUCTURES IN SCHOOLS  

1.0 Introduction


1.1 August 2003 is another milestone in the implementation of the above agreement. 


1.2 Some discussion/consultation has already taken place with Headteachers and to a more limited extent with the trade unions on the development of management structures within the different school sectors. 

1.3 Given the likely meeting patterns of Committee during the next few months guidance is sought as to the principles and framework that should underpin the developing structures.  This paper is concerned with secondary school structures; however it is expected that some of the principles will apply to all sectors. 

1.4 More extensive discussion and consultation should now take place at Council and school level.  This should include trade unions, school management, staff at all levels and specific groups of staff.  Opportunities should also be sought at School and Council level, as appropriate, to consult parents and pupils.      


2.0 Background


2.1 Two documents published in recent years and seminal to the discussion surrounding the development of management structures within schools, are “Time for Teaching” (HMIE and Accounts Commission 1999) and A Teaching Profession for the 21st Century, (McCrone Report 2000).  These documents set out a clear agenda for an enhanced profession with high quality probation leading to continuous professional development for staff with the target of making Scottish education a leader in world terms.  Many of the elements related to this, e.g. probationer induction, CPD, Charter Teacher Programme and Scottish Qualifications for Headteachers (SQH) have been or are being put in place.


This paper, however, deals with the management implications of the above documents. 

2.2 The design criteria outlined in these documents and the discussion surrounding them are the subject of this paper and the suggested principles and framework outlined below.


3.0 Starting Point and Framework for Change
3.1 In all periods of change, uncertainty and anxiety for individuals increases.  It is therefore useful to set down at the outset certain factors which might allay these feelings:- 

· job-sizing of relevant existing promoted posts will be complete by August 2003 

· all promoted staff in post at April 2001 are conserved into the future at their current salaries if either structural change or job-sizing adversely effect their position

· the job-sizing toolkit will be available to assist management in consultation with staff in any future structural change

· the suggested design model in this paper provides the basis for building from where we are at the moment and bringing about change as opportunity arises

· school management and staff will be charged with bringing about change, after full discussion at school level, in line with the principles outlined herein

· annex B of the McCrone Agreement sets out the parameters for the development of the varying posts within schools 

· guidance is an integral and important part of the learning and teaching process.  A working group on guidance/pastoral care/and the role of the enhanced professional will provide further advice.

4.0
Design Principles and Framework for Action  

4.1 Any structural change or new post should be centred on the needs of the child in terms of the development of his/her personality, talents and mental and physical abilities to their fullest potential. 

4.2 Structures and deployment of staff should be relevant and appropriate to the individual school and community.  Models will vary, within the principles outlined in this paper, to facilitate a flexible school management structure and deployment of staff. 

4.3 Account should be taken of the need to deliver on the National and Local Priorities, flexibility in the curriculum and individual learning needs.  Given the nature of such issues any organisational framework should have the ability to adapt according to the needs of the child. 

4.4 Schools should be led by a Headteacher with an educational background. 

4.5 The main focus of teaching staff should be on the learning and teaching of children as outlined in the agreement and in the spirit of the two documents mentioned above.  The class teacher’s role should be developed in the terms of Annex B. 

4.6 Senior and middle management in schools should be reviewed in terms of the above documents.   The flatter management structure as outlined in the McCrone Agreement implies significant change to how schools are arranged.

4.7 All staff, particularly those with a teaching background, within any new structure should have remits which reflect an increased emphasis on raising achievement and attainment.  The management time available to individuals should reflect the higher level of support to classroom teachers in terms of the quality assurance of learning and teaching, and the school ethos. 

4.8 In order to facilitate such a significant change in the culture of our schools other professionals and support staff should be strategically employed to facilitate these developments.  The deployment of such professionals should be designed in the context of a reconsideration of the tasks presently undertaken by teaching staff at different levels.   

4.9 At management level the introduction of professionals with specific skills and backgrounds will facilitate the ability of senior management with a teaching background to concentrate on those areas where their expertise lie.  Fewer management posts, along with a specific focus on learning and teaching, without the distraction of non teaching tasks, should provide a real opportunity for improvement.     

4.10 Two areas where the application of 4.9 may apply are in the areas of Business Management and Pupil Welfare. 

4.11 Areas where professional management could contribute to the running of schools cover a wide range of issues from generic management, human resources, IT, finance to strategic planning and deployment.  Management of appropriate support staff could also be covered in this remit.

4.12 The contribution in the area of Pupil Welfare by other professionals cover a similarly wide area.  This might include individual counselling, group work, family liaison, attendance, inclusion and the management of support staff in this area. 

4.13 Existing and additional support staff in both the areas covered in 4.11 and 4.12 need to be deployed to expand their present functions which allow all staff to concentrate on their main tasks of learning and teaching as outlined in Annex B including those elements which offer support and advice to pupils.   

4.14 School leadership and staff should have the flexibility to provide a management structure in specific curricular areas which deploy staff with high quality, and proven, pedagogical skills to assist in the leadership and quality assurance in identified areas.  It is likely that these management “clusters” will be in coherent curricular areas. 

4.15
Management tasks in such areas will be to lead collegiate working in areas such as planning, evaluation, assessment, continuity and progression, selection and management of resources, methodology and staff development. 

4.16
The critical importance of pastoral care and welfare within the mainstream 

development of the child has already been stated in this paper.  School 

leadership and staff should now review those elements which are essentially 

delivered by teachers and those areas where other staff (professional or support) 

could carry out certain tasks. 

4.16 Many of the design features above apply to both primary and secondary sectors 

(perhaps less so in the special and nursery sectors).  There are, however, some 

significant differences e.g. an existing collegiate atmosphere in primary and the 

potential introduction of a new management layer in primary. 

Discussion has already begun with Primary, Nursery and Special Headteachers regarding the potential for individual school or cluster arrangements. 

5.0
Resources 

5.1 Additional funds were provided by the Scottish Executive for the provision of support staff to schools.  Some part of these funds has already been deployed to schools to enhance support staff.  The Head of Service should review this area and deploy any remaining resource to support moves by schools to move in the direction of the guidance given in this paper. 

5.2 Ongoing consultation with staff and the Trade Unions regarding the possible use of APT/ST post has the potential to release further resource. 

5.3 Fife schools have significant resources available to them that should be deployed as of August 2003 in pursuit of Committee guidance with reference to local circumstances.

5.4
Consideration is currently being given to establishing a "change fund" which 

might be used by schools in particular circumstances to proceed with change at a pace not possible without short term assistance.

6.0
Timescales and Planning

6.1
Given that the Children's Services Committee will not reconvene until June and 

indeed it is likely to be August/September before time is available for consideration of these matters, it was considered necessary to come forward at this stage with a paper seeking approval on the above principles.

6.2
Schools are at this moment planning timetables and staffing arrangements for 

session 2003/2004, therefore certain discussions/decisions require to be progressed.

6.3 Individual staff require to be involved in discussion with management regarding their own future role (for example STs/APTs) and staff in general require to be engaged in any possible decisions regarding elements of the changes mentioned above. 

6.4 Secondary school managements should at an early date provide the Head of Service with staffing plans for the period 2003-2006 which reflect the guidance in this paper and discussions at school level.  Plans are likely to reflect the potential moves that will occur naturally over that period and/or any desired change which may require additional help. 

6.5 The Head of Service should provide any necessary support to individual management teams who require this.  General advice and exemplars e.g. transitional timetables will be provided as necessary.

6.6 Further discussion should take place with Primary, Nursery and Special Headteachers over the next two months regarding potential models of development.  

7.0
Consultation   

7.1
School Managements are and will be involved in ongoing discussions regarding the various potential developments at individual school and cluster level.  The new Senior Management meetings with Primary, Nursery and Special Headteachers and with the Secondary Headteachers will be the focus for these discussions. 

7.2 The involvement of the Trade Unions now needs to be enhanced.  It is proposed to call regular meetings involving appropriate trade unions to discuss and consult on the detail of this guidance.  

7.3 Opportunities will also be offered at a local level for all interested staff to be involved in these discussions.  These would be additional to any individual school meetings, as appropriate.  The opportunity should also be given to any specific groups of staff who require particular discussion/consultation. 

8.0
Recommendations 


It is recommended that the Committee agree the above guidance as a framework for changing management structures to provide a continuously improving service; and remits to the Head of Service to: 

a) issue the guidance to all schools and other interested groups/parties;

b) further consult as described above, with all staff and trade unions on these principles and framework;

c) work with secondary schools in drawing up staffing plans for the years 2003-2006 in line with the guidance provided in this paper;

d) work with the Primary, Nursery and Special sectors to prepare management structures in their areas;

e) explore the potential of a “change fund” to allow Headteachers to access short term funds to assist change. 

Roger Stewart


Head of Education 

Education Service

(Roger Stewart/01592 413656)

Fife Council

Rothesay  House

Rothesay Place

Glenrothes

Fife

KY7 5PQ

5 March 2003

Supporting Pupils, Raising Attainment – Implementation Plan 
23/05/03 

1. Following consultation with the teacher professional associations on the framework provided by the paper ‘Supporting Pupils, Raising Attainment in Fife’ schools will require to have working staffing plans for the period 2003-2006.  Notwithstanding longer term aims, all schools will require to indicate and consult on arrangements necessary for session 2003-2004.

2. Full consultation with staff and trade unions at school level will proceed during the period till the end of session 2003 and continue during session 2003-2004 on school staffing plans.  These consultations should proceed using the model of the Fife Joint Statement from Management and Trade Unions and in the spirit of the arrangements for the 35 hour working week. 

3. As part of interim staffing plans for August 2003 Headteachers will prepare remits for all those APTs and STs who have indicated an interest in following the PT route.  These transitional posts at point 1 of the PT scale will be agreed with the individual member of staff. 

4. All APTs/STs opting for the PT route and who were in post at April 2001 will carry their existing salary conservation entitlement to the new post. 

5. Following agreement with the Headteacher, the individual postholder will assume the new remit. 

6. Consultation on the basic remits for Business Managers and Pupil Support Manager will allow appointments to such posts where resources allow, as opportunities arise and as part of the school staffing plan. 

7. Monitoring and evaluation reports on school staffing plans will be prepared by the QA Teams as part of their normal review reports.  These will be reported to Council and the teacher professional associations. 

8. In the event of any dispute at school level, a joint trade union and service management team will investigate and report to the Service liaison meeting with the trade unions.  

SUPPORTING PUPILS AND RAISING ATTAINMENT IN FIFE

MANAGEMENT STRUCTURES IN SECONDARY SCHOOLS

A.  INTRODUCTION AND RATIONALE
There is general management consensus that the current promotion and management structure is too complex and lacks flexibility and transparency.  In setting out a flatter management structure, with the duties of each level stated in Annex B, A Teaching Profession for the 21st Century (the Agreement) provides an opportunity to review existing structures and to allow the introduction of new ways of managing learning and teaching in Fife schools.

This paper aims to address these issues and to take account of the framework paper (Implementation of the Agreement A Teaching Profession for the 21st Century: Management structures in schools) which was approved by the Children’s Services Committee on 13 March 2003.
The Fife Council Education Service believes that effective organisation and leadership make a real difference to the work of classroom teachers and hence to the learning experience of children. Consequently, it wishes to develop management structures in secondary schools which provide strategic direction and effective support for the central process of learning and teaching in the classroom, while recognising existing good practice.  Any proposed structure developed within Fife must allow schools to: 

· meet the Quality Indicators of How good is our school?
· address the national priorities

· address local priorities

· manage future change

The Agreement seeks to place all teachers at the heart of teaching and all children at the heart of learning. Underpinning the Agreement, too, is a shared recognition of the role of committed and talented teachers in promoting quality and effectiveness in learning and in developing and realising the potential of every child. We must not lose sight of these ideals and must seek to ensure that they are reflected in any future management structures which may be introduced into our schools.  

The Council recognises the importance of developing the skills, expertise and knowledge of its teachers.  It accepts that any new structures must allow an appropriate career development pathway for teachers who wish to seek promotion; together with relevant training and support for all teachers in the performance of current and future professional needs. The Council therefore strongly endorses those aspects of the Agreement which encourage teachers to:

· support the development of probationer teachers

· participate in a wide range of high quality CPD programmes

· study modules leading to chartered teacher status

In summary, the Council wishes to extend and enhance the professionalism of all staff and to reflect the duties outlined in Annex B of the Agreement.

Finally, in view of Annex E of the Agreement, the Council recognises the need for teachers to be supported through the deployment of other complementary, professional and support staff. 

B.  CRITERIA FOR CHANGE

Any future structure should reflect the rationale listed above. In particular, it must 

a) recognise the agreed role of teachers at different levels 

b) reflect the needs of pupils

c) have a focus on learning and teaching

d) enable schools to promote improvement and raise levels of achievement

e) make good use of teachers' skills while promoting their professional development

f) be sufficiently flexible to allow differences between schools, according to local circumstances/priorities 

g) be capable of addressing future needs

h) consider how other professionals can be engaged to support the effective delivery of the service

C.  FROM PRINCIPLE TO PRACTICE
Taking account of the rationale given in Section A above, each school should consider the nature of any proposed changes to existing structures.  This will involve full consultation with staff and a meaningful examination of current structures, any proposed changes and any transitional arrangements .

The main questions to be taken into account in considering proposed management structures are: 

· What are the criteria on which any system should be based?  (see Sections A and B above)

· How can a school be organised to deliver key management tasks?  (see Section D) 

· What operational and transitional arrangements should be put in place to allow the implementation of any proposed future structures.  (see Sections E and F) 

· What support needs to be put in place to ensure that key functions are delivered effectively within the working week of teachers?  (see Section G)

D.  SCHOOL ORGANISATION

We need to consider the posts available to schools under the arrangements which apply from 2003, together with the responsibilities and duties attached to these posts (cf. Annex B of the Agreement); and the support available to staff to ensure that their time is spent on appropriate professional and strategic tasks (cf. Annex D of the Agreement and Section G below).

Taking this background into account, we can identify four categories of teacher, each of whom has defined areas of responsibility:

1. Professional Teaching Grade

All teachers will have responsibilities for a range of duties, including teaching and learning, curriculum development, contribution to good order and pastoral support, as outlined in 

Annex B. 

In addition, the Council is keen to develop the skills of its teachers and encourages staff to undertake training leading to Chartered Teacher Status. Chartered Teachers will be models of pedagogic excellence and will be able to demonstrate good practice to colleagues. Their experience and expertise will be a support to less experienced teachers.

2. 
Curricular Leadership and Teacher Support

Teaching staff should be grouped into departments or teams of normally cognate areas led by Principal Teachers.  In each case, there should be a be a clear and cogent rationale for any post, involving

a) responsibility for the work of a number of colleagues (normally at least 4 and normally no more than 8) who work within an area which is recognisably coherent or cognate. This responsibility should include management, deployment, support and Continuing Professional Development and Review and associated budget responsibility

b) responsibility for  the planning and delivery of specific areas of the curriculum 


c)
responsibility for development planning and quality assurance within the allocated area


d)
responsibility for duties arising from the implementation of council and whole-



school policies within this area (e.g. assessment and reporting)


e)
contribution to the development of school policy


3.
Pastoral Leadership and Pupil Support

A number of Principal Teachers will be appointed to posts with a focus on Pupil Support (including Guidance, LSS, Behaviour Support and Additional Support for Learning). The rationale for these posts will include 



a)
responsibility for the work of a number of colleagues, including support staff, who work within this area.  This responsibility should include management, deployment, support and Continuing Professional Development and Review


b)
responsibility for  the planning and delivery of specific areas of pupil support


c)
responsibility for inter-agency working and communication with parents


d)
responsibility for development planning and quality assurance within the allocated 



area


e)
responsibility for duties arising from the implementation of the Council’s policy on 



Care and Welfare and for specific whole school policies within this area 



(e.g. behaviour, attendance and pupil welfare) 


f)
contribution to the development of school policy

4.
Management and Strategic Planning

Senior managers in schools should be freed from non-teaching professional and administrative tasks in order to allow them to focus more clearly on leadership, strategic planning and quality assurance. It is envisaged that schools will, in the future, have at least the same management time as at present; all schools should have a Head Teacher and an appropriate number of Deputes. At any given time, one of the Deputes must be identified as having responsibility for running the school in the absence of the Headteacher. The main duties of senior management staff will include responsibility for:

a)
the leadership, good management and strategic direction of the school
b)
the management of all staff, and the provision of professional advice and 
guidance to 
colleagues
c)
the management and development of the school curriculum
d)
the promotion of the continuing professional development of staff and the 
provision 



of an annual review of their development needs
e)
advising the School Board and working in partnership with parents and other 
professionals

In addition, schools require the support of staff from other professional backgrounds who can assist teachers and school managers to meet the needs of pupils.

E.  OPERATIONAL ARRANGEMENTS 

In planning for the allocation of promoted posts, it is suggested that

1. All schools should have an agreed management structure reflecting school size, local circumstances  and the principles outlined in this paper. The financing of any agreed management structure should accord with budgeted staffing standards set out in section 2 of the Fife Scheme of Devolved School Management, (September, 1994).

2. Headteachers should, after full consultation with staff, produce a school staffing plan.  Once this has been agreed by the authority, it will be used as the planning tool for the development of structures appropriate to that school.  The plan should be capable of amendment in the light of changing circumstances.

3. The criteria and arrangements set out in this paper should allow schools the flexibility to create new or adjust existing posts within their school management plan. For example, a school can group certain existing subject areas and thus create opportunities for new areas of responsibility.  It should also be possible to create short-term posts (up to 23 months) for specific purposes subject to agreement through the approved mechanisms.  This will, in turn, provide opportunities to promote the professional development of staff.

4. In all Fife schools, the number of PT and Depute posts created in the school staffing plan must be sufficient to allow the principles outlined in this paper to be implemented. 

5. The flexibility described above should operate within both subject and pupil support.

As indicated above, structures in different schools should reflect school roll and local circumstances. 

F.  TRANSITIONAL ARRANGEMENTS
1. It remains the responsibility of the Education Service to ensure consistency of education and equality of opportunity in all its schools.  School management and structures should reflect this.

2.
Each school should publish a school staffing plan and work thereafter towards its realisation.  The plan should take account of a school’s likely future needs, while recognising key elements of its existing structure.  It is expected that full transition to the new system may take some time, but it is recommended that progress made towards implementation should be reviewed by August 2006.  It is also recognised that additional financial support will be required to meet costs arising from implementation of new structures and salary conservation. 

3
When the school staffing plan begins to be implemented, some new post holders may accept wider strategic responsibilities than is presently the case. Any new post will require to be jobsized.  However, where a new post encompasses some of the duties of an existing (conserved) PT, the new PT will have strategic responsibility for the stated area but the conserved PT will continue to exercise day-to day responsibility for his/her present area of responsibility  (or, where agreed, undertake other duties commensurate with his/her status) for as long as he/she is paid at the level of PT. 

4.
In planning the complement of promoted posts which will be required to discharge Guidance functions effectively, careful consideration should be given to the size of caseloads and the extent of any teaching commitments.  Taking these factors into account, there should be sufficient promoted post holders in all schools to ensure that appropriate attention is given to the needs of all children. 

5.
Some APT post holders (subject and guidance) may be appointed to posts at point 1 on the PT scale which may form part of the school management plan. 

6.
Other staff currently occupying APT and Senior Teacher posts will transfer to point 3 of the Chartered Teacher scale

G.  IMPLICATIONS FOR SUPPORT AND DEVELOPMENT
It should be assumed that aspects of the proposed management structures will not be introduced simultaneously but will be developed over several sessions as opportunities arise. Demographic trends, including the age pattern of teachers, suggest that there will be sufficient movement in most schools to allow progress to be made by 2006.  However, it is recognised that not all proposed structures will be able to be implemented as a result of staff movement and retirement.  To ensure that suitable progress can be made, the additional costs of introducing the proposed management structures will require to be addressed.  It is recommended therefore that appropriate funding be identified to form a “change fund” to absorb these transitional costs.

Finally, whatever the structure of management in our schools, the effectiveness of teachers, promoted or unpromoted, will depend to some extent on the implementation of those parts of the Agreement which specify tasks which should not normally be undertaken by teaching staff. 

Management will provide all available financial information about the cost of implementing annex D & E.

Fife Council Education Service

May 2003


66/04/RM/LDM


17 February 2004

To All Primary, Nursery and Special Schools

MANAGEMENT STRUCTURES IN PRIMARY SCHOOLS

The attached documents "Management Structures in Primary Schools" and Implementation Plan have been agreed with the Teaching Unions and the Primary, Nursery and Special Executive. They form the framework for managing schools in these sectors in accordance with the principles in "A Teaching Profession for the 

21st Century" (McCrone).

Please get in touch with your representative on the Executive or Education Officer if there are any points on which you wish clarification.

KENNETH GREER

Senior Manager

Encs

SUPPORTING PUPILS AND RAISING ATTAINMENT IN FIFE

MANAGEMENT STRUCTURES IN NURSERY, PRIMARY AND SPECIAL SCHOOLS

INTRODUCTION AND RATIONALE

1. There is a broad consensus that the current (as at June 2003) management and promoted post structure in nursery, primary and special schools would benefit from improvement to ensure that it is sufficiently flexible and responsive to each individual school’s context.  In establishing a new structure and redefining the duties for each level (annex B) of the Agreement, A Teaching Profession for the 21st Century provides the opportunity to review existing structures to improve the management of effective learning and teaching in Fife’s schools.  This paper develops the broad framework set out in Fife Council’s paper, Management Structures in Schools, approved by Fife Council’s Children’s Services Committee on 13th March 2003.  It is matched by a similar paper for secondary schools.

2. Fife Council Education Service believes that effective organisation and leadership are key to ensuring that classroom teachers are enabled to maximise their effectiveness in promoting the learning of our children and young people.  The design of any structure must enable schools to:

· Excel in aspects of provision covered by the 33 Quality Indicators in How good is 
 our school?
· Address the National Priorities for Education.

· Address local priorities, including those in Fife’s Community Plan.

· Manage change effectively.

3. The Agreement seeks to place all teachers at the heart of teaching and all pupils at the heart of learning.  However, in recognition of the key link between learning and teaching, it emphasises the importance of talented and motivated teachers in promoting effective learning and developing the potential of every child.  We must not lose sight of these ideals and must seek to ensure they are reflected in future management structures, which may be introduced into our schools.  

4.
Fife Council recognises the importance of developing the skills, expertise and knowledge of its teachers.  New structures must enable teachers to develop their careers in ways, which are appropriate to individuals’ aspirations.  Training and staff development opportunities must exist to support teachers in maintaining and developing their professional roles.  The Council therefore wishes to promote strongly those aspects of the agreement which encourage teachers to:

· Support the development of teachers during the probationary period.

· Participate in a wide range of high-quality CPD.

· Follow courses of study of modules leading to chartered teacher status.

5.
In summary, the Council wishes to promote the continuing professional development and enhancement of all staff in line with the duties outlined in Annex B of the Agreement.  In line with Annex E of the Agreement, the Council recognises the need for teachers to be supported through the deployment of other complementary professional, administrative and support staff.

B.
CRITERIA FOR CHANGE

6.
In each school, the future management structure should reflect the rationale described above.  In particular it must:

(a) Take account of pupils’ needs.

(b) Recognise the agreed roles of teachers at different levels in meeting these.

(c) Focus on learning and teaching.

(d) Enable schools to promote improvement and raise levels of achievement.

(e) Make good use of teachers’ skills and promote their continuing professional development.

(f) Be sufficiently flexible to allow differences between schools, according to local circumstances/priorities

(g) Be capable of addressing future needs

(h) Consider how other professional can be engaged to support the effective delivery of the service.

C.
FROM PRINCIPLE TO PRACTICE

7.
Taking account of the rationale given in Section A above, each school should consider the nature of any proposed changes to existing structures.

· This will involve full consultation with staff and a meaningful examination of current structures, any proposed changes and any transitional arrangements.

8.
In carrying out this review, each school should consider the following:

· Is the proposal in line with the Criteria for Change, (set out in section B, above)?

· Will the proposal deliver efficiently and effectively the key management tasks (set out in section D, below)?

· What, if any, transitional arrangement are required to support the implementation of the proposed new structure?  (see Section E and F)

· What other support needs to be in place to ensure that the school can deliver on its key functions within teachers’ working week?  (see Section G)

D.
SCHOOL ORGANISATION

9.
Annex B of the Agreement sets out the responsibilities and duties, from August 2003, of teaching staff at different levels.  Annex D of the Agreement defines the support that should be available to schools to ensure that, so far as possible teachers’ time is spent on matters relating to learning and teaching.  In the light of this, it is possible to define four broad roles for teachers:

Learning and Teaching

10.
All teachers will have responsibilities for a range of duties, including learning and teaching, curriculum development, contributing to good order and pastoral support, as outlined in Annex B of the Agreement.  Fife Council also wishes to continue to develop the knowledge and skills of its workforce and encourages teachers to invest in training leading to Chartered Teacher status.  Chartered teachers will model excellence in learning and teaching and will be able to demonstrate good practice to colleagues.  Their experience and expertise will be a professional support to less experienced colleagues.

Curricular leadership and teacher support

11.
In effective schools teachers work together in teams to develop aspects of the curriculum or to support their own professional development.  In larger primary, special and nursery schools, such teams may reflect the structure of the school, for example they may have responsibility for particular stages of the school and be led by a depute headteacher or by a principal teacher.  More commonly, however, given the integrated nature of the curriculum in most primary, nursery and special schools, deputes and principal teachers will carry responsibility for specific tasks and will lead the work of groups of colleagues in addressing these aspects.  Teams will be formed and re-formed in response to the school’s changing priorities as highlighted in the development plan.  On an annual basis, the headteacher will consult with promoted staff  to identify duties for the session, which might include responsibility for:

(a) The work of a number of colleagues.

(b) Planning and delivering specific aspects of the curriculum.

(c) Development planning, leading self-evaluation and quality assurance.

(d) The implementation of particular school or Council policies.

(e) Developing or contributing to development of aspects of school policy.

Pupil Support

12.
A key strength of primary, nursery and special schools is the close link between curriculum delivery and the provision of pupil support.  Most effective schools in these settings manage to achieve a relatively seamless continuum of provision for the pastoral, personal and curricular needs of the children and young people in their care.  The Council believes that this is the best way to provide support for pupils.  It recognises the significant contribution, which can be made by specialists, and the need for other Services, which the Council provides, to young people and their families to be engaged in this process.  In some schools pupil support may be offered by a specialist at Principal Teacher level.  This postholder would consult on an annual basis with the headteacher(s) of the school(s) involved to identify duties for the session which might include responsibility for:

(a) The work of a number of colleagues, including support staff working in this area.

(b) Planning and delivering specific aspects of pupil support.

(c) Inter-agency working and communication with parents.

(d) Development planning and quality assurance related to pupil support.

(e) Implementing the Council’s policies on Care and Welfare and for specific school or cluster policies within this area.


(f) Contributing to the development of school policy.

Management, Liaison and Strategic Planning

13.
Senior educational managers in schools (headteachers and deputes) should be freed from non-teaching professional and administrative tasks to allow them to focus on promoting effective learning and teaching, leadership, strategic planning and quality assurance.  It is envisaged that schools in the future will have at least the same management time as they have at present.  All schools (or, clusters of small schools) should have a headteacher and, where appropriate, a number of promoted staff based on the size and context of the school.  At any time a member of staff should be identified to deputise for the headteacher in his/her absence.  

14.
Main duties of senior management include responsibility for:

a) The leadership, good management and strategic direction of the school.


b)
Management of all staff and the provision of professional advice and guidance to colleagues.


c)
Management and development of the school curriculum.


d)
Promotion of the continuing professional development of staff and annual review of their development needs.


e)
Advising the School Board and working in partnership with parents and other professionals.

15.
Schools will require the support of staff from other professional backgrounds who can assist teachers and managers to meet pupils’ needs.

E.
OPERATIONAL ARRANGEMENTS

16.
 In planning the allocation of promoted posts, it is suggested that:

· All schools should have an agreed management structure reflecting school size, local circumstances and the principles outlined in this paper. The financing of any agreed management structure should accord with budgeted staffing standards set out in section 2 of the Fife Scheme of Devolved School Management, (September 1994).

· Headteachers should, after full consultation with staff, produce a school staffing plan.  Consultation should be in line with the Fife Joint Statement on Arrangements for implementing the 35 hour working week.  Once this has been agreed by the authority, it will be used as the planning tool for the development of structures appropriate to that school.  The plan should be capable of amendment in response to changing circumstances.

· 
The criteria and arrangements set out in this paper should allow schools the flexibility to create new or adjust existing posts within their school staffing plan. It should also be possible to create short-term posts (up to 23 months) for specific purposes subject to agreement through the approved mechanisms.  This will, in turn, provide opportunities to promote the professional development of staff.

· 
In all Fife schools, the number of management posts (ie posts at depute and principal teacher level) created in the school staffing plan must be sufficient to allow the principles outlined in this paper to be implemented. 

As indicated above, structures in different schools should reflect school roll and local circumstances. 

F. TRANSITIONAL ARRANGEMENTS

17.  
In the interim period, as new management structures are put in place:

· It remains the responsibility of the Education Service to ensure consistency of education and equality of opportunity in all of its schools.  School management structures need to reflect this.

· Each school should publish a school staffing plan and then work to implement it.  The plan should take account of a school’s likely future needs, while taking account of its existing structure.  It is expected that full transition to the new system may take some time.  However, schools should review their progress towards implementation by August 2006.  Some additional financial support will be required to meet costs arising from implementation of the new structures and to meet the costs of salary conservation.

As the school staffing plan is implemented, some new post holders may accept strategic responsibilities, which are wider than those relating to existing posts. Any new post will require to be jobsized.

· Some existing Senior Teacher post holders may be appointed to posts at Point 1 on the PT scale and will contribute to school management.  Others who wish to become principal teachers will be considered for similar posts in different schools as they arise up to June 2005.  After the transition period, schools will have the opportunity to use their existing management resources to create principal teachers posts at higher points on the scale and to provide time for postholders to carry out their responsibilities.

· Primary Senior Teacher posts holders transferred to Point 3 of the Chartered Teacher scale on 1 August 2003.

G.  
IMPLICATIONS FOR SUPPORT AND DEVELOPMENT

18.
It should be assumed that all aspects of the proposed management structures will not be introduced simultaneously, but will be developed over several sessions as opportunities arise. Demographic trends, including the age pattern of teachers, suggest that there will be sufficient movement in most schools to allow progress to be made by 2006.  However, it is recognised that not all proposed structures will be able to be implemented as a result of staff movement and retirement.  To ensure that suitable progress can be made, the additional costs of introducing the proposed management structures will require to be addressed.  It is recommended therefore that appropriate funding be identified to form a “change fund” to absorb these transitional costs.

19. Finally, whatever the structure of management in our schools, the effectiveness of teachers, promoted or unpromoted, will depend to some extent on the implementation of those parts of the Agreement which specify tasks which should not normally be undertaken by teaching staff.  Service management will therefore monitor and evaluate the use and deployment of resources within individual schools and clusters to ensure that they maximise support for classroom teachers and school management. 

20. Management will provide all available financial information about the cost of implementing annex D & E.

Fife Council Education Service
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SUPPORTING PUPILS,  RAISING  ATTAINMENT

NURSERY,  PRIMARY AND  SPECIAL  SCHOOLS 

IMPLEMENTATION  PLAN  -  20  JANUARY  2004

1.
Following consultation with the teachers’ professional associations on the framework provided by the paper Supporting Pupils, Raising Attainment in Fife, schools will require to put in place working staffing plans for the period 2004-2006.  Notwithstanding longer term aims, all schools will require to indicate and consult on arrangements necessary for session 2004-2005.  In the primary sector this has largely been overtaken for small schools within the context of the development of PT posts.

2.
Full consultation with staff and trade unions at school level will proceed during the period till the end of session 2004 and continue during session 2004-2005 on school staffing plans.  These consultations should proceed using the model of the Fife Joint Statement from Management and Trade Unions and in the spirit of the arrangements for the 35 hour working week.

3.
All APTs/STs opting for the PT route and who were in post at April 2001 will carry their existing salary conservation entitlement to the new post.

4.
In the primary sector, former STs have been offered an opportunity to be matched into new PT point 1 posts with the Fife-wide model for such posts.  Following agreement with the Headteacher, the individual postholder will assume the new remit.

5.
Consultation on the basic remits for Business Managers and Pupil Support Manager will allow appointments to such posts to be made as and when resources allow, and opportunities arise and in line with the school staffing plan.

6.
Monitoring and evaluation reports on school staffing plans will be prepared by the QA Teams as part of their normal review activities.  These will be reported to Council and the teachers’ professional associations.

7.
In the event of any dispute at school level, a team representing both teachers’ professional associations and the Service Management Team will investigate and report to the JCG. 
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Staffing Plans – Suggested Contents

Recent experience both at meetings of the Senior Management Team and at the Joint Consultative Group (JCG) has suggested that we should be seeking greater uniformity and consistency in the way staffing plans are presented.

Without seeking to be too prescriptive it is suggested that the following details need to be included in each school staffing plan:-

· "the school executive" proposed under the new structure;
· introduction of other professional management, e.g. business and / or pupil support managers;

· proposals for "middle management" – PT "curriculum" posts;

· pupil support – any revised structure including PT "pupil support" posts;

· support staff;

· the consultation process within the school, including all members of staff.

In addition, perhaps within appendices, it would also be useful to provide:-

· schematics of staffing structure both before and after implementation of the plan;

· generic job remits for (1) PT curriculum and, (2) PT pupil support posts;

· an indicative funding model.

FIFE COUNCIL - EDUCATION SERVICE

STAFFING PLANS – CONSULTATION

As previously advised, it is expected that full and meaningful consultation with staff should take place and be recorded as part of the process of preparing school Staffing Plans.  The following represents agreement reached at the Joint Consultative Group (JCG) regarding the consultation process.

· Consultation should proceed using the model of the Fife Joint Statement from Management and Trade Unions in the spirit of the arrangements for the 35 hour working week.

· The joint committee of representatives of teacher trade unions, as represented on the LNCT, proportional to the numbers of each union’s membership in school and with whom the arrangements on working time are agreed, should be consulted in the first instance.  Thereafter all staff should be consulted on the proposals.

· Proposals should be discussed at staff meetings held for that purpose.  Written information should be provided to all staff well in advance of the meeting to enable staff to discuss the proposals at a meeting of their trade union and in order to facilitate informed discussion, questions and suggestions for improvements.  Similarly, sufficient time should be allowed for subsequent consultation on any revised proposals. Staff meetings should not be held during intervals or lunch breaks.

· Opinions should be sought from individual members of staff and the facility should be available to allow this to be done anonymously.  While staff from different areas of the school can usefully be consulted as distinct groups, such discussion should not displace the opportunity to ascertain individual views.
· Staff need to be clear as to the parameters of the consultation.  Whilst Staffing Plans are not an issue which requires formal agreement to be reached at school level, in the spirit of partnership working, wherever possible attempts should be made to gain a consensual view.  Arrangements should ensure that both collective and individual views are gathered and reported back in such a fashion as to ensure the proper balance between information given in confidence and the need for open reporting.  Staff representatives on the joint committee should be provided with the opportunity of recording any disagreement they may have with any of the proposals and the reasons for this.  This should be recorded and form part of the presentation of the Staffing Plan to be submitted to the JCG.

· Where there is substantive disagreement in terms of the policy paper ‘Supporting Pupils and Raising Attainment in Fife – Management Structures in Secondary Schools’ or where there is disagreement concerning the consultation process such as that the attached Pro forma is not completed and fully signed, the matter should be referred to the Dispute Resolution procedure in the first instance.

The attached pro forma should be completed, signed and returned along with the Staffing Plan to be submitted to the JCG for scrutiny and consideration.

FIFE COUNCIL - EDUCATION SERVICE
Management Restructuring Consultation Process

The Joint Consultative Group (JCG) of Education Service management and staff representatives have recently discussed the process required in schools to produce a staffing plan which outlines changes to staffing structures.

The process within each school will require to take account of the following Education Service documents:

Management Structures in Secondary Schools

Management Structures in Primary etc Schools

The Implementation Plan

Staffing Plans - Consultation.

Set out below is the pro forma which should be completed as discussions progress in each school.

	1a)
School Management/Trade Union "Committee": Please list names and positions held.  Date.

b)
Dates of meetings, agreed Notes/Minutes (these may be provided as appendices).



	2a)
Staff Consultation Arrangements as agreed by Committee.  Please specify.  Date.

b)
Dates of meetings, agreed Notes/Minutes (these may be provided as appendices).



	3)
Return to Education Service to include:


Management Restructuring Proposals.


Rationale for Proposals.


Staffing Model Pre June 2003.


Proposed Staffing Model.


Indicative Funding Model.


Job Remits.


Note of Staff Response to Proposals (these may be included separately).




	4)
Staff Response to Proposals:



	Acceptable

(Please List)
	Areas of Concern

(Please List)

	
	

	The consultation process as set out above has been concluded by the Headteacher and Staff of

 ……………………………………………………………………………………………………………School

Signed:

…………………………………………………         ..………………………………………………………..

………………………………………………….        . ...………………………………………………………..

…………………………………………………         ...………………………………………………………..




DISPUTE RESOLUTION

In the spirit of partnership working enhanced by the agreement "A Teaching Profession for the 21st Century", it is proposed to establish a Dispute Resolution Team as an arm of the Fife Negotiating Committee for Teachers.

This Team will be used to investigate local issues which are causing difficulty at an individual school level.  The Team may, if appropriate, mediate and seek agreement at school level.  The Team will report back to the Fife LNCT the outcome of any investigation/mediation.  Only the Fife LNCT will make any final decision.  If there is a further failure to agree, the matter will be reported to the Education Forum and normal dispute procedures would operate.

Any local issue reported to the Fife LNCT will be considered by the Joint Secretaries and referred, where appropriate, to the Team.  The Team will deal with any issue referred as a matter of urgency.  The investigation of any such issue shall have as a prime objective the facilitating of a local solution; therefore all parties should have an opportunity to put a viewpoint to the Team.

The Dispute Resolution Team shall consist of one member of the Teaching Side of the Fife LNCT and one member of the Management Side.  The Joint Secretaries shall agree the Team members to investigate any particular issue.  The Team members will have no connection with the school they are asked to work in.

06/06/03
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