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[bookmark: Introduction]1.0 Introduction

1.1 Schools governing bodies may consider changing the model of school organisation.  This guidance focusses on the employee or HR impact and supplements any advice and guidance around governance and school performance (contact Governor Services or the School Improvement Team as required).

1.2 When changing the model of school organisation, there may be a need to review staffing arrangements.  Appropriate consultation with staff about potential organisational changes will need to be undertaken.  This guidance does not cover separate, additional need to consult with staff that may be required (please refer to the Change: Redundancy, restructure, redeployment, and TUPE policy/guidance for this).

1.3 Compliance with the relevant policies, procedures and legislation for handling staffing situations in schools is assumed i.e. a formal change process or the TUPE process (see point 1.2 above).

1.4 It is strongly recommended that contact is made to the HR Advice Line at the outset regarding changes to school organisation that impacts staff.

1.5 For academy conversion, collaboration, federation or amalgamation arrangements the school will need to consult outside of the school community in line with Local Authority guidance (the Education Team can support with this).

[bookmark: InterimorTemporaryModelsofLeadership]2.0 Interim or Temporary Models of Leadership and Staffing/Shared Headship

2.1 Contemplating a different model or organisation of leadership can arise when a school has a headteacher (HT) vacancy (and whilst the longer term future is considered).

2.2 In such instances a temporary leadership arrangement can be agreed. Provision of services to other schools must be authorised formally by the governing body and where the work extends over more than a 12 month period, the agreement of the governing body must be formally reviewed annually (or sooner).  It is recommended that interim arrangements do not go on for longer than 12 months.

2.3 The appointment of an acting shared HT of one or more schools can be agreed by the governing bodies of those schools involved, in the following circumstances:

2.3.1 to provide leadership whilst a HT post is being advertised;
2.3.2 to provide leadership during the long-term absence of the substantive HT;
2.3.3 to provide leadership prior to a move to an alternative model of school organisation (e.g. federation, amalgamation).

2.4 It is important that any staffing arrangements that are put in place to accommodate these circumstances are agreed and put in writing with the individuals concerned. 

2.5 Appendix 1 sets outs a template ‘Memorandum of Understanding’ that should be used to consider and document the contractual changes for staff.  This would be accompanied by a partnership agreement issued in respect of the governance arrangement across the schools.

2.6 It is the responsibility of the ‘receiving’ school to ensure that all appropriate safer recruitment checks have been undertaken.


2.7 The School Teachers’ Pay and Conditions Document (STPCD) sets out provisions for HTs who are temporarily accountable for more than one school (section 5 of the document).

2.8 Governing Bodies will have determined the HT’s pay range and this should have been recorded in Governing Body minutes. The current leadership pay range/points can be found in the School’s individual Pay Policy.

2.9 In line with the STPCD the joint committee which is set up to oversee arrangements across two or more schools, should determine any payment on the basis of temporary additional responsibilities for teachers, other than the HT, in each school and the arrangements for reviewing and ending those payments. It is strongly recommended that HR guidance is sought when considering temporary pay determinations to both HTs and other staff.

[bookmark: EstablishedPermanentModelsofLeadership]3.0 Permanent Models of Leadership and Staffing

3.1 For schools and governing bodies working together through formal arrangements this may allow an opportunity to review the schools’ leadership and a move away from the traditional model of one school and one HT.  Drivers to consider this can be financial, where there is a hard to recruit HT role or to support schools that need improvement.

3.2 Every school is required to have a HT.  The extent of the leadership team will depend on the size and needs of the school and the resources available.  There is no requirement to have a deputy headteacher and a school may have one, several or none at all.

3.3 The HT role must be filled on at least a 1.0 full time equivalent (FTE) basis.  This can be undertaken as part of a co-leadership arrangement, for example a job share partnership, whereby the role is covered full time.

3.4 Part-time or co HTs could effectively fulfil the strategic leadership of a small school, provided there are appropriate arrangements for dealing with day-to-day matters when a head is not present and this is undertaken by another headteacher role.

3.5 Where a school has a part time HT the Governing Body must appoint and reward another part time HT in respect of the time when the job-share partner does not work.  There must be someone in overall charge of a school at all times.

3.6 In these circumstances there would need to be two separate job descriptions for the respective roles (the two individuals may be appointed to differing points within the School’s headteacher pay range).

3.7 In such an instance Governing Bodies may wish to consider the title of Associate HT for one of the roles (paying the individual(s) headteacher pay range and ensuring the role covers full headteacher duties/responsibilities). 

3.8 It should be noted that if a HT is absent from school, the STPCD requires any deputy headteacher to undertake the professional duties of the HT as required.  However, this arrangement should only be used in the short term and does not cover circumstances where a School has a substantive part-time HT.  A part time headteacher is not deemed ‘absent’ on non-contracted work days.

3.9 As there is a requirement for someone with headteacher responsibility at all times, it is recommended that part-time headships are only considered as part of a co-leadership model.

3.10 The pay and conditions of service for leadership staff appointed or assimilated to a new model of school organisation should be in accordance with the latest STPCD. This also applies to schools converting to academy status for academies who retain use of the STPCD.

3.11 The STPCD outlines requirements for HTs pay (GCC Schools’ HR Team can support the governing body to determine EHTs pay).  Area finance officer can support the invoicing relevant school(s) depending on how the pay is divided.

[bookmark: Informalpartnerships]5.0 Informal Partnerships

5.1 Many schools already work in informal partnerships with other schools.

5.2 If two (or more) schools decide to collaborate or federate following the resignation of one HT, the remaining HT can assimilate into the post of EHT across the schools involved.

5.3 Recruitment checks and clearances should already be in place.  However, it is recommended that the ‘new’ school obtain their own references for the post of EHT and in they may wish to carry out a suitability interview.

5.4 If governing bodies have a HT vacancy for an already formed collaboration or federation, the governing body(ies) would follow the normal procedures for recruiting a new HT.

5.5 The appointment arrangements for any new HT posts should be agreed under the relevant governance arrangements and must always follow safer recruitment practices in line with Keeping Children Safe in Education (KCSIE). 

5.6 The governing body can advertise the posts of HT and deputy headteacher in a manner they consider appropriate.

5.7 Where a federation is formed and there are two or more substantive HTs already in place it may be necessary to follow the redundancy policy/guidance in order to objectively determine selection for posts and any redundancy/redeployment arrangements. In this case seek HR advice.

5.8 If a redundancy situation is likely to arise the Governing Bodies will need to determine at an early stage where liability for any redundancy costs lies.

[bookmark: DefiningtheExecutiveHeadship]6.0 Defining the Executive Headship/HT Contracts of Employment
6.1 A memorandum of understanding (see Appendix 1) should be created to sit alongside the contract of employment for a substantive executive headteacher (EHT).

6.2 For administration purposes and to avoid pension implications for an individual, it is advised that an individual should be set up on the payroll system under one school and then in the background the costs can be split as appropriate between the schools involved.  The actual contractual documentation should state all schools involved in the collaboration/federation and what should happen if one of the schools were to leave it.

6.3 Where consideration is being given by non-maintained schools to the HT not fulfilling a full teacher role, reference should be made to the regulations of the Teachers’ Pension Scheme (TPS) in relation to membership eligibility.


6.4 Whilst CEO’s and EHTs may not be involved in delivering front-line teaching, they may still be involved in assessment and reporting of progress. Where this is not the case there may be instances where the role falls outside of TPS and another arrangement such as the Local Government Pension Scheme should be explored.

6.5 When making the arrangement the governing body should consider:
6.5.1 Which school would be prepared to act as the “host” employer?
6.5.2 On what basis would costs be divided between schools?
6.5.3 Would this include full employment costs, including expenses?
6.5.4 What will happen to the contract of employment if the shared arrangement ceases?

6.6 The governing body can seek advice from their Area Finance Officer on costs and how they are divided.

[bookmark: StaffingstructureDHTAHTHOSTIC]7.0 Staffing Structure Deputy/Assistant Head/Head of School or Teacher in Charge

7.1 An EHT of the collaboration/federation will remain responsible for all schools in the arrangement at all times.  Given that they will not be available on all sites at all times governing bodies are advised to consider what the expectations of an additional person in charge would need to be, including deputy headteacher, assistant headteacher, head of school (usually paid on the deputy headteacher pay range) or TLR postholders.  See appendix 2 for definitions of leadership roles.

7.2 The STPCD outlines other duties that teachers other than the HT may be required to undertake.

7.3 The STPCD incorporates the option to pay an additional payment to a teacher in respect of additional responsibilities and activities due to, or in respect of, the provision of services relating to the raising of educational standards to one or more additional schools. If any arrangement would be as a result of the EHT being a Head of two or more schools, an additional payment should be considered to reward staff, if appropriate and in line with the School’s Pay Policy.

7.4 Additional consideration should be given to the responsibilities of any teacher on the upper payscale and whether these might be adjusted (subject to agreement) to encompass nominated teacher in charge status.

7.5 Different models of school organisation can provide opportunities for leadership posts which otherwise may not have been available.

[bookmark: OngoingEmploymentofExistingStaff]8.0 Ongoing Employment of Existing Staff

8.1 It will be necessary to determine at an early stage whether the body that currently employs the staff in each of the schools will change under the new arrangement.

8.2 In cases where staff are employed by the governing body (e.g. voluntary aided schools), if this governing body will cease under an arrangement such as a collaboration or federation, the existing contractual commitments will need formally transferring to the new employer. This would also be the case for staff transferring into a non-maintained school.  Please obtain advice and guidance from governor services and contact the HR Adviceline where there is a change of employer.


8.3 Schools whose staff are employed by the Local Authority are unlikely to have to undertake any formal process in relation to ongoing employment, although staff should be informed of the of the situation.

8.4 Consider who is the current employer of existing staff and whether this will change for any staff under the new arrangement.

[bookmark: RevisedStaffingStructures]9.0 Revised Staffing Structures/Appointment of Shared Staff from within Existing Staffing Structures

9.1 If as a result of alternative models of leadership, a staffing restructure is required, this must be progressed in accordance with the Change: Redundancy, restructure, redeployment, and TUPE policy/guidance.

9.2 It is important to be clear about timescales for bringing about staffing changes and the consultation requirements prior to finalising proposals.  Your HR Adviser will be able to guide you through this process. This way support can be given in relation to proposed teaching and support staff structures, implementation mechanisms and any further necessary considerations.

9.3 Be clear on staffing changes being proposed, and the reasons for them.

[bookmark: Sharedstaffingarrangements]10.0 Shared Staffing Arrangements

10.1 The contractual arrangements for all shared appointments can vary depending on the arrangement and the type of school involved.  If schools share the same employer (e.g. local authority for community schools) then schools may appoint to the federation and agree the working practice.

10.2 Within collaboration arrangements of schools with the same employer or in a federation where there are different employers, schools may enter into a formal agreement in relation to working arrangements and financial buy-back from the lead employer (seek advice from your Area Finance Officer).

10.3 When staff are employed across more than one school, agreements between schools should cover what happens if one of the schools leaves the federation.

10.4 Once arrangements have been determined, it is important that the necessary contractual document and payroll notification is given.

10.5 In most instances the Local Authority Education Team should be notified promptly.

[bookmark: DesignatedSafeguardingLead]11.0 Designated Safeguarding Lead (DSL)

11.1 Each governing body must appoint a designated safeguarding lead who should be a member of the school leadership team. If this person is working across two or more schools and is on the leadership team of these schools, they must be given sufficient time to undertake DSL duties.

11.2 In all schools cover should be available in the absence of the DSL, including during the school closure periods.


11.3 In relation to the DSL you can consider whether or not you want a trained deputy DSL within the structure.  You must also consider who will provide cover when the DSL is not available.

[bookmark: OngoingWorkingArrangements]12.0 Ongoing Working Arrangements

12.1 HT performance management arrangements must be determined and clarified at the outset dependant on the model of school organisation adopted, and included in the Memorandum of Understanding as appropriate.

12.2 Work-life balance should be considered.  It is important that the workload issues for the HT and the additional responsibilities for other staff, as a consequence of any new arrangements, should be addressed as part of the overall considerations of agreeing to the HT undertaking a revised role (either temporary or substantive).

[bookmark: AligningHRpoliciesandprocedures]13.0 Aligning HR policies and procedures

13.1 At an early stage in the new working arrangement it will be important to review HR policies and procedures that are in place. Where there are inconsistencies in policies that have been adopted by governing bodies it will be necessary for the new governing body to adopt policies as appropriate and agreed.

13.2 Where there is an allegation of serious or gross misconduct resulting in a suspension of an EHT, the suspension would apply to the EHT role.  In turn this would mean they are suspended across the schools they oversee (where applicable the governing bodies would need be aware).  Please refer to the disciplinary and dismissal policy for further guidance.
[bookmark: Appendices]
Appendices

Appendix 1 Example Memorandum of Understanding
Appendix 2 Leadership Roles Definitions
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