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	NORTH EAST EPHA DISTRICT MEETING MINUTES 14 June 2012

	

	1.
a)

b)
	WELCOME AND INTRODUCTIONS 

Simon Billings, Chair of EEPHA, welcomed headteachers to the district and area meeting. 

The following  headteachers who are new in post this term were welcomed to the area:

Simon Waltham

Cann Hall Primary

Julia Hall

Frobisher Primary and Nursery (Acting head)

Tracey Caffull

Great Bentley Primary 

Sean Wade

Hamford Primary

Dawn Walton-Steed
Stanways Fiveways Primary (Acting head)

Farewell to the following Headteachers:

Robert Collins

Alresford Primary 

Jeff Graham

St James’ CE Primary

Anne Myatt

Walton-on-the-Naze Primary

Martin Nicholls

All Saints CE Primary, Great Oakley 

Mo Oliver

Home Farm Primary

Sharon Sciachettano
Holland Haven Primary

Julie Thompson

Broomgrove Juniors

Janet Webster

Burrsville Infants 

David Young 

Myland Primary 


	

	3.
	THE KEY - Independent support service for school leaders

A presentation by Luke Nightingale

The on-line, independent support service provides school leaders with practical, expertly researched answers to their questions on school leadership and management. Answers, in the form of articles, are published by the team of expert researchers within three working days.

http://www.usethekey.org.uk/
· Essex schools will receive 15% off the cost of membership if they subscribe to The Key before 29th June.
· A group of 10 or more schools under one invoice

· 25% discount if the group subscribes before 29th June 

· Send a list of schools, their DfE numbers and the name and contact details of the school to be invoiced centrally, before 29th June
Individual schools 
Group of 10+ schools under a single invoice 
No. Of pupils 
Standard 1 year membership 
rate (included £100 joining fee) 
Approx 15% discount on membership rate and no joining fee 
Total savings 
Approx 25% discount on membership rate and no joining fee 
Total savings 
1 - 100 
£630 
£450 
£180 
£400 
£230 
101 - 400 
£760 
£560 
£200 
£500 
£260 
401 - 600 
£890 
£670 
£220 
£590 
£300 
601 - 900 
£1,080 
£830 
£250 
£735 
£345 
901 - 1500 
£1,195 
£930 
£265 
£820 
£375 
1501 - 2000 
£1,300 
£1,020 
£280 
£900 
£400 
2001 + 
£1,600 
£1,270 
£330 
£1,125 
£475 

	

	5.      

 a)

b)

c)

d)

e)


	EEPHA ANNUAL GENERAL MEETING

CHAIR’S REPORT 

Simon Billings, the Chair of EEPHA, noted that the 2012/13 school year had been another unsettled one, with a lot of changes and uncertainty for schools. He stated that, despite this, EPHA has been able to encourage some positive changes, in particular the increasingly effective partnership-working with Social Care. Their communication and collaboration with NE Essex schools has definitely improved.
Simon asked colleagues if there were any issues that they wanted him to bring to the attention of the EPHA Executive. The following points were made:

· The LA agenda during the morning focused too strongly on “selling” services and presenting information that headteachers have previously received;

· The LA stance at the current time seems to be critical and punitive, rather than taking the opportunity to celebrate the excellent work that is going on in many Essex schools;

· There seems to be a heavy handed use of data and statistics, and it was argued that the LA should recognise that inevitably there will be some schools that are doing better than others;

· Some headteachers are frustrated at not being supported in relation to term time holidays.

At the last meeting the issue of restraint training for school staff was raised and Simon confirmed that he had raised this issue with Ralph Hollaway. The EPHA Manager confirmed that this was discussed at the EPHA Executive meeting on 31 May 2012 with Helen Lincoln (Director for Social Care) and that she had agreed to follow up this matter. 

Another headteacher asked for clarification of the LACSEG: the percentage of the delegated budget it represents and what the retained funding is used for by the Local Authority.
The Summer term EPHA newsletter, including dates for the 2012/13 school year, was circulated to headteachers at the meeting -these can also be found on the Newsletter page of the EPHA website www.essexprimaryheads.co.uk. 

TREASURER’S REPORT 

Heather Tetchner noted that all North East schools (103 in total) schools paid the 2011/12 subscription to EPHA. The accounts have been audited by an independent auditor, Barry Hills. 

The balance sheet at the end of March 2012 showed a balance of £2,943.06
Heather was thanked for her management of the East EPHA budget over the year and congratulated for ensuring that all schools in the Area paid the subscription.

EPHA Annual Subscription

The EPHA subscription will be £120 for the 2012/2013 financial year, to be collected in the Summer term by the Area treasurers, with £20 being retained by each Area, partly in recognition of the increasing number of resources the Area is required to pay for, as the LA no longer has the budget to pay for paperwork at meetings. The EPHA Manager confirmed that she will send an invoice out to all schools in the internal post in the week commencing 25 June 2012, which will include a letter explaining what the annual subscriptions are used for.

ELECTION OF OFFICERS AND LOCAL DELIVERY GROUP REPRESENTATIVES         

Chair 



Simon Billings (St John’s Green Primary)
Vice-Chair


Nick Hutchings (St John’s CE Primary)

Treasurer


Heather Tetchner (Dedham Primary)

Colchester West

Neil Matthews (Heathlands Primary) 

Colchester East 

Helen Dudley-Smith (Friars Grove Primary)

Colchester South

Gail Thomas (St Michael’s Primary & Nursery) 

Tendring Mid


to be confirmed 
Tendring North

Donna Parker (Ardleigh St Mary’s CE Primary) 

Tendring South

Ronnie Farrelly (Holland Park Primary)

Harwich and Dovercourt 
Val Metcalf (Harwich Primary) 
The officers and Local Delivery Group representatives were thanked for the hard work that they do on behalf of headteachers in the North East Area and for agreeing to continue in their roles or taking on new positions. 

EPHA Liaison Officer 

Mike Blant, EPHA Liaison Officer, reported that he had attended a number of meetings on behalf of primary headteachers, including:
i) Strategic Education Board (SEB)

Representatives for EPHA on this board are Karen Springett and Mike Blant. The inaugural meeting was held in March with Cllr. Stephen Castle chairing.

Terms of Reference:

· Provide guidance and leadership

· Support and challenge Essex County Council in its role as ‘Champion   

· for Children and Families’ with respect to education provision in Essex

· Develop partnerships and add value

Recommendations and advice emanating from the board will feed directly into the Schools’ Forum where the more technical discussions would take place.

Members of the board include representatives from headteachers, governors, LA, unions and HR.  All were given the opportunity to set out their stall, listing priorities and concerns in relation to the workings and future workings of the LA. Both Mike and the EPHA Chair set out their priorities for primary schools at the meeting and emphasised the need for the Local Authority to be more positive in its approach to schools in Essex.

ii) Essex Learning Partnership (ELP)

The three headteacher associations in Essex:  EPHA, ASHE (secondary) and ESSHA (special) are working collaboratively to run a ‘school to school’ based model of improvement and support. ELP’s belief is that teachers and school leaders are the best people to bring about school improvement and that outstanding talent and expertise already exists in our Essex schools.  The ELP gives schools access to a wide range of consultants, conference events and training and to a number of other groups, companies and consultancies. In the autumn term the ELP will be delivering joint training with HR to schools, focused on the implementation of the new performance management regulations. This will be particularly relevant for middle leaders in schools, to develop their skills as review officers. 

iii) National and Regional Network of Chairs of Headteacher Groups

This group gives the EPHA Chair the opportunity to communicate directly with key officers in the DfE, Ofsted and the National College, as well as liaising with other Chairs of Headteacher groups.

At the last meeting, Andy Buck (Director of Teaching Schools) gave a presentation emphasising the need to form Teaching School Alliances (TSAs) i.e. groups of schools allied with an outstanding school, where all those with expertise/experience can provide training and support for the alliance of schools/partners. This counters the message that many schools understood whereby an outstanding school becomes the teaching school, identifies support required by other schools and delivers the appropriate training.

iv) Specific Grants Review Group 

Debbie Rogan and David Iles are two of the primary headteacher representatives on this group and Mike believes Lorna Handscomb will also be on the group.

v) SEN Strategy Event

A second event around the formation of a new Essex SEN strategy is to be held at Shire Hall on 21 June. Mike and Julia Hunt were involved in the February workshop.   

	

	2.
	PERFORMANCE MANAGEMENT AND CAPABILITY – IMPLEMENTING THE NEW PROCEDURES

A presentation by Nigel Sawyer and Penny King, Schools HR
Headteachers were reminded that Capability and Performance Management for teachers have been governed by regulations for a number of years.  Regulations for both have now been repealed and new regulations – The Education (School Teachers Appraisal) (England) Regulations 2012 – have been published and come into force on 1 September 2012.

The new regulations do not apply to academies but HR believes that the new procedures are effective and recommend them to academies.  In all establishments there is a need to have some mechanism for measuring performance for pay decisions and general employment law duty to have procedure for managing poor performance.
There are no regulations for support staff but it continues to be best practice to have performance management (and pay progression under Single Status is performance related) and there is a general employment law requirement to have a capability procedure.
The DfE has produced a model procedure – aimed at teachers, but this can be adapted to include all staff.  The statutory requirement for maintained schools is to have a Performance Management procedure which deals with capability.
HR has produced two policies/procedures – Capability and Performance Management – which are linked and based on the DfE model and requirements.  Both procedures are applicable to support staff and teachers. 
It was advised that schools need to consider, consult on the policies and adopt ready for September 2012.  Alongside the procedures is a toolkit for capability – checklists, frameworks, model letter etc, available on the schools infolink.  NB both schools and academies should use February 2012 versions.
Despite the Government rhetoric that the new procedures will speed up the process of getting rid of underperforming teachers, the new procedures are not about an “easier way to get rid of poor staff” – they are about improving overall performance through linking to standards and providing a joined up approach to managing performance (good and bad).  
Union position – HR consulted the Teaching Unions on the models – NUT and NAS were not initially in agreement as they did not like the connection between Performance Management and capability.  However, 4 teaching unions, including NUT, have since published a moderate set of principles – which the HR models fully support.

Capability 2012 - What’s different?

Old procedure

New procedure

2 procedures

Same procedure for all staff

Identify concerns and relevant evidence
No change
Limited connection between capability and performance management 
Direct relationship – procedures linked and performance management suspended during formal capability process
Limited connection between capability and pay
Direct relationship – explicit warnings about withholding pay progression/increments 
Paperwork – example forms but discretion to use own
No change
Counselling/Informal Stage (all)
One term (teachers), no fixed period (support staff)

Monitoring period through performance management 
4 -  8 weeks

Formal Stage – initial formal meeting (all)

First written warning (teachers), warning (support staff)

Right of appeal

No change

Assessment stage 20 weeks (teachers)

Review, 3 months (support staff)

Formal monitoring period

4 -  8 weeks

Insufficient improvement (all)

Final written 
Right of appeal (all)
No change
Second Assessment Stage 4 weeks (teachers)
Review, 3 months (support staff)

Formal monitoring period

4 -  8 weeks
Insufficient improvement (all)
Dismissal – Right of appeal 
No change
Timescale: 36 – 40 weeks (teachers)
26+ weeks (support staff)

Timescale: 12 – 24 weeks
“Informal capability” is now managed within performance management – a significant change in approach. There is a direct relationship between capability and pay and, whilst there is no statutory paperwork, it is essential to keep records – however informal (i.e. may be diary entries or email) – from the start of any concerns and during the performance management process.

It was stressed that there has always been a “fast track” into capability and this still remains an option, but this would be very unusual as any performance concerns should be picked up and addressed early during the performance management process. If there are concerns about a staff member’s performance the language used at outset should make these concerns clear; staff should not be put onto formal capability without being aware that there are performance concerns. There would not be any Union involvement at the performance management stage as this is a day to day management issue.
If a member of staff shows sustained improvement during the formal monitoring periods, but later lapses back, the process restarts where it was left off (as long as this is within a reasonable timescale) rather than recommencing capability from the very start of the process. 

Headteachers discussed the contradiction between the current Ofsted definition of satisfactory (i.e. requiring improvement) and the employment law definition, which would not support the dismissal of a teacher who was regarded as satisfactory. 
Some key issues around the new capability procedure

Pick up early – it has always been and remains essential that performance concerns are picked up and addressed early.  HR suggested that it is much easier to have low key chat about areas for development/improvement than to have to present someone with parental complaints etc.  It was argued that it is also better for managers, the employee and, of course, children because the damage to their learning etc is avoided.
Keep Records – essential. Anything from own notes, diary entries to letter following a meeting Many capabilities have to start at square one because although there have been issues and discussions for ages there is no evidence to support the concerns about performance.  
Notice periods – must take account of requirement to give notice if a staff member is ultimately dismissed or a compromise agreement is reached.  (Unions often become very unavailable towards notice periods!)

Ill Health – we all know that when faced with a capability issue many staff will go sick.  HR suggested that there is no magic answer

· Address concerns early and at low level – less chance of sickness

· Working hard with Occupational Health to encourage staff to face issues – won’t get better until its dealt with

·  Ultimately have to deal with the process as an ill health case until the member of staff returns and then pick up capability. A possible outcome following extended sick leave may mean that a member of staff leaves as a result of being unable to fulfil their job description due to sickness absence. This will be advised/managed by HR and Occupational Health. 
Management Skills – The new procedure puts a lot of onus on line managers (performance management reviewers) to address first stage capability.   Do all line managers have the skills to do this effectively? It was noted that there will be some difficult conversations – and it requires skill to manage those effectively.  Addressing at that first line manager level is more likely to enable a turn around/improvement in performance; once it escalates there is a formality within the process which makes it more challenging for everyone.  HR has built into the procedure the opportunity for another manager to be involved at the informal monitoring stage (perhaps the Deputy or Headteacher) – this is not ideal but recognises the reality in some cases – particular in the early days of the new procedures as line managers develop their skills and knowledge.

Continuous monitoring – this is critical to the effective management of performance. Leaders cannot wait until the next annual performance management review to address concerns, and they cannot stop all monitoring when some improvement occurs – this should be seen as a normal, day to day expectation in schools.
Governors – there are increasing expectations (for example, from Ofsted) that governors are aware of performance. This might include sharing the numbers of teachers who are on track to meet their objectives (and how many aren’t) and what strategies and support are in place to address underperformance (without discussing individual members of staff).
Confidentiality – HR confirmed that the performance management and capability processes should be conducted confidentially, as at present; information shared would usually be limited to the member of staff, the review officer and possibly (probably) the Headteacher.
Performance Management 2012 - What’s different?

Old procedure

New procedure

2 procedures

Same procedure for all staff

Headteacher/Governing Body appointment of appraisers

Right to object to reviewers(teachers)

External Adviser for HT performance management 
No change
No such right under new regulations

No requirement for academies

September – September cycle (teachers)

April – March cycle (support staff)
No change for teachers

Flexibility for support staff
Objectives

Linked to improvement plans, pupil progress, job role

Reasonable number
No change but…

Also assess against new teacher standards

No change
Quality assurance 

Formal procedures for moderation of planning statements (teachers) 
Freedom for quality assurance 
Classroom Observations (teachers)

Maximum three hour observations

Written feedback in 5 days
No restrictions – proportionate

Feedback as soon as practicable 
Outcomes inform pay decisions (all) 
No change
Appeal 

Right to request review of performance management statement and pay (teachers)

Pay Appeal only (support staff)
Pay Appeal only
Continuous Professional Development 
School to meet CPD needs (teachers)

Mutual responsibility (support staff)
Emphasis on personal responsibility for CPD
Limited sharing of performance management information (all)
More freedom for management/QA/(Ofsted?) purposes
The fundamental procedure for performance management doesn’t change under the new regulations: conduct an annual cycle – set objectives- identify learning & development needs -monitor and review.  
The new procedure gives more freedom around how to manage the process, removing a lot of prescriptive timeframes, procedures etc and enabling the school to operate in a way that works for them and fits in with other procedures The model HR policy suggests the same procedure for all staff whereas previously there were different ones for teachers and support staff.
Reviewers - The Governing Body identifies 3 governors as the performance management panel for HT and must appoint an external adviser to support them with the process.  There is no prescription on who this has to be (they must simply be suitably skilled and/or experienced). Academies are not required to appoint an external adviser.
The headteacher appoints the performance management reviewers for all other staff.  Previously the employee had right of appeal against who was decided as the reviewer; this right has now been reviewed.

Cycle – September to September for teachers – no change.  Pay decision still has to be made by 31 October (31 December for headteacher).  Support staff – terms and conditions state increment week ending 1 April so schools are likely to stay with this cycle.  Academies could in theory re-negotiate contracts with support staff to review on academic year cycle but this would have to be by agreement (TUPE risk) and would need to compensate in first year of change. 

Objectives – same focus on pupil progress for teachers, and improvement priorities for all.  No specific number needs to be set and it should be proportionate to the role – this is likely to be about 3 quality objectives for most roles – maybe more for more senior and less for other roles.  
A change in the regulations is that performance management should be an assessment of overall performance –linked for teachers to the new teaching standards (coming into force September 2012) and also to standards for other posts eg HLTA. 
HR recognises that it can be hard to find objectives for support staff, particularly those who have been in post a long time, are at the top of their scale and those who do a good job. Objectives could look at changes within the school, such as policy, procedures and the review and development of  systems that contribute to school improvement. 
Headteachers were reminded of the Support Staff Audit Tool and consultancy service which has been developed by the Workforce Development team. This offers a review of support staff

across the school, looking at effective deployment, training and development needs and value for money, plus the provision of the audit tool. Contact Keren Prior at keren.prior@essex.gov.uk for more details. 
Classroom observations – this is one of the key headline changes (and an area of considerable concern for unions).  There is no longer a 3 hour limit on classroom observation for performance management purposes.  HR argued that this makes sense; currently a teacher may perform well in 3 planned observations but the Headteacher might be concerned about practice seen when doing drop-ins but is not permitted to feed that into performance management process.   This is part of reason for current disconnect between capability and PM procedures.  Also at present all observations for performance management have to be pre-arranged; this is no longer the case under the new regulations and there might be a mix of planned and unplanned observations.

Observations should be proportionate – a very effective teacher will have fewer than someone who needs support.  HR strongly recommends that schools continue to have protocols on classroom observations that staff have been consulted on. 
Pay – outcomes still inform pay for teachers (UPS and leadership) and support staff.
Appeal – it is best practice for the line manager and member of staff to agree objectives but in the absence of an agreement the line manager can set them. In the new regulations there is no provision for an appeal against objectives or the review – staff can only appeal against any pay decision.
Continuous Professional Development – learning and development remains a very important part of performance management. The process includes discussion about career aspirations, development needs and the member of staff’s wishes.  The change in the regulations is around the responsibility for meeting these needs; in the past the emphasis has been on the employer’s responsibility to meet the development needs of staff. In the new regulations there is a shift to shared responsibility and an expectation that the employee will identify and seek ways of meeting their own needs.  
Sharing of performance management information – this currently cannot be shared other than with the headteacher and those making pay decisions.  The new procedures allow a greater freedom to enable quality assurance.  There is still a requirement to maintain confidentiality butthe senior leadership team might, for example, share their team’s objectives to ensure consistency. In the original consultation it was suggested that performance management paperwork would be passed between employers, but this has been taken out of the new procedures. There is currently a consultation on a requirement to mention capability in a reference, but HR argued that this is already there by virtue of the requirement for the school/headteachers to provide an honest and accurate reference.
Teachers Standards - All teachers will have to be assessed against these and they should be familiar with these at the beginning of the 2012/13 school year and, where necessary, targets/strategies should be put in place to ensure everyone meet them.  All staff should be reviewed against their job description to ensure they are meeting minimum standard on overall performance.
It was confirmed that there are currently no changes to the SENCo job description; there are no “standards” as such, just descriptions of the role and criteria for meeting the National Award – information on this can be found at http://www.education.gov.uk/schools/careers/traininganddevelopment/b00201451/sen-skills/advanced-skills
Moderation – this needs to emphasise consistency. In particular in a bigger school where lots of line managers are setting objectives and reviewing performance there must be some way to ensure fairness and consistency.
Threshold and Upper Pay spine

HR recognises the difficulties arising from the Threshold – not least the fact that some teachers initially progressed without a rigorous assessment and are not necessarily meeting the expectations of a UPS3 grade. There may be review of Threshold and pay implications in the 2013 School Teachers Pay and Conditions document, but for now schools need to manage within the existing (and rather limited) descriptors. It remains the case that teachers cannot decide to relinquish UPS and schools cannot remove the right to UPS (unlike TLRs) if teachers are failing to reach the standards, except through capability.
A table was shared at the meetings showing minimum performance expectations at each stage in a teacher’s career. In order to pass Threshold a teacher has to demonstrate they meet the Threshold Standards, with evidence from the two performance management reviews.  In order for that to happen it is necessary to start setting targets relating the Threshold Standards when teacher teaches M4.
In addition there is a need to consider the requirement for an assessment of overall performance –for example a post Threshold Teacher will need to be assessed each year against the new Teaching Standards and threshold standards. If s/he is not meeting both, there is potentially a case for capability.

This gave rise to considerable discussion at each of the meetings. It was generally felt that there is insufficient information and rigour around UPS and a feeling that those who were originally passed through the Threshold were, at the start of the process, assessed at a much lower level. It was accepted that expectations have changed and that schools need to agree their own descriptors for UPS standards going forward.  
An action plan for schools was suggested:

· Communicate and consult on the new procedures, in advance of September 2012.

· Ensure there is an understanding of the new Teaching Standards and agree post-threshold expectations, and use these to assess staff in performance management.

· Agree processes for the moderation of targets.

· Agree and communicate an approach to observations and performance management review – access further training if required.

· Communicate the whole school improvement priorities.


	

	5.

	ANY OTHER BUSINESS

The following key dates were noted:

NORTH EAST meetings with the Local Authority officers 2012/2013 -at Weston Homes Community Stadium
Thursday 8 November 2012

Thursday 28 February 2013

Wednesday 12 June 2013

Annual General Meeting (County EPHA)     

Tuesday 23 October 2012  Chelmsford City Football Club

Deputy Headteachers’ Annual Conference 2012
Friday 12 October 2012        Weston Homes Community Stadium

Headteachers’ Annual Conference 2013
Friday 15 March 2013          Stock Brook Country Club, Nr Billericay
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