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Policy and application to seek approval for redundancy costs to be funded from top-sliced school redundancy budget

Kent County Council (KCC) approval to meet the cost of redundancies from the top-sliced school redundancy budget will only be given where the redundancies are necessary due to budget constraints. Costs for any other redundancy and early retirement (on redundancy grounds) must be met by the school.

Definition of budget constraints:

· The school will go into a cumulative deficit in year 1 and /or year 2 of their Three-Year Budget Plan or budget recast and remain in deficit if there is no reduction in staffing costs. A year 3 only cumulative deficit will not be considered a current budgetary constraint for the purposes of applying to the fund, but schools are still expected to plan for any necessary action to mitigate against this deficit arising.  This would include the holding of vacancies where appropriate to mitigate the need for redundancy.
· An in-year deficit is not necessarily assessed as being a financial reason if this is caused by one off expenditure or if there is not a continuous trend of in-year deficits.

Deadlines: 

The redundancy process has very clearly defined deadlines. Failure to submit all the required information could result in a delay for planned changes which in turn could lead to the school incurring additional costs. You must contact your HR provider as soon as possible to ensure you can achieve the staff reductions within the required timeframe e.g., based on the current HR Connect Model Redundancy and Restructure Policy for Schools and Academies, in order to have a new structure in place from September the redundancy timeline must start by the middle of the previous February at the latest. You will need to have conversations with your HR Consultant ahead of this and you should ensure this policy has been adopted by the Governing Body in advance of starting the process.

Exceptions for the Local Authority funding redundancy and/or early retirement:

The costs arising from redundancy/early retirement of school-based staff may be funded from the top-sliced schools redundancy budget in accordance with the relevant legislation. Exceptions to this are:

· Where the school is making what is considered excessive and/or premature staffing reductions or operational changes which the LA does not believe are necessary to set a balanced budget. 
· If a school has decided to offer more generous terms than the authority’s policy, then it would be reasonable to charge the excess to the school 
· If a school is otherwise acting outside the LA’s policy 
· Where the school has failed to make reasonable attempts to redeploy ‘at risk’ staff within the school
· Where the posts selected for redundancy to address the budget constraint are deemed not to align with the operational needs of the school
· If a cause of the revenue deficit is due to the school making a revenue contribution to capital. The only circumstances that this would be agreed would be if there was an outstanding capital loan and the amount contributed was equal to or less than the shortfall in the loan repayments
· Where the deficit is caused by factors within the school’s control. This could be demonstrated by a school that has previously submitted a Three-Year Budget Plan or monitoring which indicates management action is required in the next two years but makes decisions which contribute to the deficit. For example, appointing permanent staff or authorising a building project

The LA reserves the right to consider any wider context relevant to each application to inform any decision made; For example, reviewing previous years financial data, looking at historic outturn reserves compared to budgets set, BCM levels and pupil forecasts. These examples are not exhaustive. 


Stage 1 – Financial assessment of restructure proposal

Where the school may seek financial support from the de-delegated redundancy budget it should make early contact with Schools Financial Services. 

Prior to commencing any formal HR consultation process, the school must submit the documentation as listed in Appendix 1. 

On receipt of these documents, the SFS School Support Team will complete an initial financial assessment with particular focus on the following areas:

· To establish if the restructure is being driven by budgetary constraints or whether the school is making operational changes via a restructure 
· To establish if the school’s financial position fits the definition of budgetary constraints as defined in this document
· To validate the integrity of the financial data that is supporting the proposal
· To ensure that the budgets accurately reflect the PRE and POST proposals as stated in the proposed restructure
· To consider whether the school are taking management action prematurely
· To consider whether the staffing reductions are excessive
· To consider whether the school have taken all reasonable steps to redeploy staff at risk of redundancy
· The value of the saving of individual posts against the costs to the de-delegated redundancy budget of securing these

As part of this process, additional documentation may be requested to support this work.

Where possible, feedback will be provided to the school within 20 working days of receiving the required documents.

The outcome will influence whether the school proceeds as originally planned, or changes are required to the Business rationale or the data supporting it. 

Schools will NOT be given a funding decision at this stage.


Stage 2 - Submission of 5a application seeking approval for costs to be met from the de-delegated redundancy budget:

Once staff have been selected for redundancy in accordance with HR guidance, the school must complete Appendix 2 of this document at the earliest opportunity. 
The School Support Team will require 20 working days from receipt of all required and accurate documentation to process the application and to obtain an LA funding decision. If schools wish to be notified of the funding decision prior to issuing notice to staff, the application should be sent in at least 4 weeks prior to the notice issue deadline. 
The issuing of notice to staff, should not, however, be jeopardised should the funding decision not be received prior to this.

Schools will be notified of the funding decision via email.

Recovery of Funds:

It is readily acknowledged that a school’s financial position can change significantly from a given point in time and that differences in forecasts and actuals can present notable shifts; some giving improved outcomes, others a deteriorating position.

Schools that have drawn from the top-sliced schools redundancy budget will be subject to a reduced BCM threshold of 5% during the next two closedown periods following the restructure date. This will trigger a claw back of funds in excess of this threshold (to a maximum of the amount funded by the top-sliced school redundancy budget) which will be recouped from the schools budget via the schools advances, in May. This money will be returned to the redundancy fund to allow other schools to access this funding in future.

HR Services:

If your school does not buy HR services from HR Connect or Capita HR Services, the LA will need to verify and agree your redundancy calculations before reimbursing the agreed funding. This will be a chargeable service carried out by HR Connect Consultancy which you will need to arrange as soon as possible as late notification could result in a delay in funding being approved and advanced. Redundancy payments to members of staff must not be paid until the calculations have been verified by the HR Connect Consultancy Team.

HR Connect Consultancy Team contact details:  
Telephone: 03301 249990
hradvisory@hrconnect.org.uk

Early Retirement Pension Costs:

If the LA gives approval for redundancy costs to be met from the de-delegated redundancy budget, any associated pension costs relating to early retirement will also be covered. If the school receives an invoice for strain costs, it should not be paid but emailed to schoolsupport@theeducationpeople.org 

Intervention support:
The work carried out by the SFS School Support Team during Stage 1 and Stage 2 of this process is delivered under the commissioned SLA arrangements with KCC and is therefore not chargeable to schools.
It is the school’s responsibility to provide the necessary information to enable a decision to be made. Where the application and/or information is insufficient to reach a decision, it is the school’s responsibility to provide the necessary amendments. Where a school requires additional support with either;
i) the preparation of documents needed as part the initial assessment and/or the Financial Control No.5a application, or
ii) any remedial work which is required during the initial assessment and/ or following the formal 5a application e.g. further budgetary modelling or amendments to financial data
this service will be chargeable by Schools Financial Services who reserves the right to determine the scope, nature and duration of the support to ensure the application is robust and accurate. This will be charged at the SFS ad-hoc consultancy rate.




Appendix 1
Stage 1 – Initial Financial assessment – list of required documentation:
1. Redundancy estimates which have been validated by HR Connect Consultancy Team; either speak to your HR Connect consultant or email hradvisory@hrconnect.org.uk. Figures from Capita HR Services will also be accepted. 

2. If applicable, cost only pension estimates must be requested via your payroll provider for support staff aged 55+ years at the date of termination. If you use any provider other than HR Connect, you will need to ask them to complete a cost only pension estimate request form and return it to you for uploading to the pension portal; HR Connect will do this for you. No information will be released to individual staff members.

3. Proposed date for Notice letters to be issued to staff being made redundant

4. Written details of the proposed restructure, i.e. proposed reduction in Teaching FTE, support staff hours and the effective date of redundancies

5. Governor minutes which evidence discussion and approval of the restructure

6. A budget re-cast, incorporating the latest monitoring forecast into year 1 of the plan. This should reflect the current staffing structure before the impact of any proposed redundancies. This is known as the PRE Management Action budget (see Appendix 3)

7. The budget re-cast (as above) but reflecting the proposed outcome of the restructure (assuming KCC is paying the redundancy cost). This is known as the POST Management Action budget (See Appendix 3)

8. The School Budget Template supporting the assumptions within the budget re-casts

9. Latest Budget Monitoring Report

10. Detailed staffing reports before management action (using BPS)

11. Detailed staffing reports after management action (using BPS)

12. If not using BPS – Staffing details before management action (excel format)

13. If not using BPS – Staffing details after management action (excel format)

14. Written permission for SFS School Support to access the school’s BPS system

15. For GDPR compliance, please also give written permission for SFS School Support Team to liaise with and discuss aspects of the proposed restructure with HR Connect Consultancy Team or Capita HR Services
All of the above are to be emailed to schoolsupport@theeducationpeople.org, starting the subject line with 5a Support
Appendix 2

Stage 2 – Application to seek approval for redundancy costs (and pension strain costs if applicable) to be met from the Kent Maintained Schools’ de-delegation redundancy budget.

To be completed after staff have been selected for redundancy.

Requested by the Governing Body of 		                                           School

	School Details:
	

	Headteachers Name
	

	Headteacher’s email address
	

	Contact details for queries (e.g. School Business Manager):
	

	Contact Name :
	

	Contact email address:
	

	Contact telephone number:
	

	HR Provider details:
	

	Name:
	

	Email address:
	

	Contact telephone number:
	







Sign off required by Headteacher and Redundancy sub-committee Governors

	Headteacher
	Signature
	Date

	
	
	

	Governors
	Signature
	Date

	
	
	

	
	
	

	
	
	



We enclose:

1. The submitted Three-Year Budget Plan incorporating the outcome of the restructure, which assumes costs will be funded from the redundancy budget. 

2. The completed school budget template that supports this budget

3. The completed 3YP CFR assumptions spreadsheet
4. Detailed staffing report that aligns to the submitted Three-Year budget plan

5. The Final cost Form, detailing actual redundancy and pension strain costs which must be verified by HRConnect as they are likely to differ from earlier estimates




































Redundancy/Restructuring Rationale

	Date restructure to be effective from:
	



Rationale for the need for staff reductions:
Provide a summary to support the data provided, clearly showing the need to make staff reductions and the factors that have led to this situation

	Current position:



















	Impact on future curriculum/operational/organisational needs of the school:













	Non-staff savings:












Temporary staffing information:
Provide details for temporary staff, as of September for Teaching staff and Support staff, for all three years.
	
	Last year
FTE/hours
	Current year
FTE/hours
	Next year
FTE/hours

	Temporary teaching staff
	
	
	

	Temporary support staff
	
	
	


Staff reductions:
Provide details of the numbers and categories of staff that are dismissed as redundant.
	
	Effective date
	Job title
	Number of posts
	Hours / FTE

	Teaching Staff:

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Support Staff:

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Temporary contracts to be ceased:

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



	Other proposed staff changes:

















Pupil Numbers:
Enter the numbers on roll at the start of the last academic year, this academic year and the anticipated intake for the following years, ensuring that the applicable year is entered at the top of each column. 
	Year group
	Previous Academic Year
	Current Academic Year

	Next Academic Year
	Following Academic year 

	Year R
	
	
	
	

	Year 1
	
	
	
	

	Year 2
	
	
	
	

	Year 3
	
	
	
	

	Year 4
	
	
	
	

	Year 5
	
	
	
	

	Year 6
	
	
	
	

	Year 7
	
	
	
	

	Year 8
	
	
	
	

	Year 9
	
	
	
	

	Year 10
	
	
	
	

	Year 11
	
	
	
	

	Total 
	
	
	
	

	Post 16 
	
	
	
	




Other factors affecting pupil numbers:
	Provide details of any factors that you believe may affect future numbers on roll or pupil intake numbers:
















Avoidance measures:
	Provide details of any steps taken to avoid a potential redundancy situation:















Proposed criteria for redundancy selection:
	Provide details of the selection method – e.g. audit / interview, etc. 

















Appendix 3

Procedure note for producing PRE and POST Management Action budgets in BPS 
Prior to starting this process, you will need to have completed the following:
· Ensure your School Budget Template accurately reflects pupil forecasts and any changes to funding streams. 
· Ensure your BPS working copy Employee scenario reflects all known staffing changes excluding any staff changes driven by the restructure. This must be repopulated.
· The very latest month’s budget monitoring figures by CFR code. 
· Review of all other CFR budgets in the Other Income and Expenditure scenario for years 2 and 3 to check that they are still reasonable or need amending.

You will then need to produce the following budgets:
Budget Recast Scenario 1 – Pre Management Action 
An updated three-year budget plan, incorporating the most recent monitoring forecast figures in Year 1.  This should also include revised budget forecasts for years 2 and 3 which includes the latest funding and staffing forecasts. This budget forecast must still include the staff to be made redundant or are leaving as part of the restructure process (no end dates to be entered).  This will show the financial position of the school prior to the restructure. 
A procedure note is available to assist you in producing this budget recast within BPS and can be found in the Help and User Guidance called ‘Recasting your Budget Forecast’.
During this process, name your new version scenarios using the following format:
· Pre&Post Management Action - Funding Scenario
· Pre&Post Management Action – Other I & E Scenario
· Pre Management Action – Employee Scenario 
Combine the above 3 scenarios into a new Budget Forecast called ‘Budget Forecast Pre Management Action’. This Budget Forecast should show the school heading for a cumulative financial deficit.





Budget Recast Scenario 2 - Post Management Action 
An additional budget forecast should also be created which includes the restructure/management action within the employee scenario.  This will show the financial impact of the restructure/redundancies.
To produce this:
Make a copy of the employee scenario included within the budget recast above and name this ‘Post Management Action Employee Scenario’.
Once this scenario has been created you will need to make the necessary adjustments to ensure this reflects the school’s new staffing structure post restructure. This may mean simply applying end dates to certain individuals that reflect the actual date of redundancy. Or you may need to reflect a new staffing structure from a given point, which may mean ending current roles and starting new roles for certain individuals that are driven by the restructure.
You should then create a new Budget Forecast called ‘Budget Forecast Post Management Action’ using the following Scenarios:
· Pre&Post Management Action - Funding Scenario
· Pre&Post Management Action - Other I & E Scenario
· Post Management Action - Employee Scenario
Once you have completed both Budget Forecast Scenarios they should not be edited, nor marked as a ‘current’ budget forecast. 
The ‘Budget Forecast Post Management Action’ should support the school’s decision to restructure and will indicate whether the agreed Management Action is enough to return the school to a balanced and sustainable position. 
These budget forecasts will be downloaded and used by the School Support Team as part of the initial financial assessment.
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