Royal Borough of Windsor and Maidenhead	 
Human Resources
MANAGING STAFFING REDUCTIONS – SUMMARY FOR HEADTEACHERS/ CHAIRS OF GOVERNORS 

Introduction
This document provides a summary of the actions required to manage reductions in staffing levels in line with employment legislation, best practice and RBWM policies. 

It clearly outlines WHAT action is required, WHO is responsible for that action and WHEN the action should be taken. The document also refers to where further support and information can be found. 

The school is committed to managing organisational change in a fair and consistent manner that complies with the law. We are committed to communicating openly and transparently and will undertake meaningful consultation as required with affected employees and their Trade Union representatives.  
 
Organisational change refers to situations in which teams or services are restructured in such a way as to impact directly on the terms and conditions, scope and/or nature of individual roles. Organisational change can include mergers, restructuring or introducing materially different working practices. In certain circumstances, the changes proposed may be significant and redundancies may take effect as a result.  
 
Organisational change does not include minor changes, such as variations to the working environment or line management structures where there is no change to contractual terms and conditions and where a substantial part of the employee’s experience at work is unchanged. In these cases, a fair and reasonable process should nevertheless be followed in a transparent and consultative manner.  
 
The school is committed to avoiding compulsory redundancies wherever possible; however, the needs of the organisation may, from time to time, require a reduction in the overall number of staff it employs.  
 
The first step in the organisational change process is to understand why change is necessary and the scale of the change required. This may involve: a view of the current organisational structure; an analysis of the roles and responsibilities currently undertaken and assessing how these needs will be met in the future; considering the need to avoid redundancies wherever possible.  
 
Effective two-way communication at each stage of the process is critical to a successful outcome. Advice must be sought from the HR (Human Resources) Business Partner Team before any action is taken in relation to a proposed organisational change. The HR Business Partner Team will offer support and guidance at all stages of the change process.  

The school will identify a lead (normally the Headteacher). They, as lead will be responsible for:  
  
· Researching the options for change, identifying viable solutions for the school, and conducting an initial review.  
· Holding a scoping meeting with the HR Business Partner team to identify risks, implications and support needed to successfully deliver change  
· Provide content for the business case to seek approval from Governors to commence consultation on any proposed changes, including an outline timetable for the process and how consultation will be managed.  
· Conducting consultation and ongoing communication with their employees and trade union representatives, ensuring that statutory notification requirements are met with support from the HR Business Partner team.  
· Undertaking an assessment of equalities impact and taking the necessary actions required throughout the change process to mitigate findings; and ensure an officer decision notice is completed in line with the school’s redundancy policy.  
 
 
Where a transfer under the Transfer of Undertakings (Protection of Employment) regulations (TUPE) is proposed then the service must consult and work with the HR Business Partner team to ensure legal requirements coupled with appropriate approvals are met.   
 
Approval and decision making 
 
It is expected that any proposals are shared with the Chair of Governors at an early stage to help shape the consultation and identify any impacts and inter-dependencies.  
   
All redundancy proposals submitted for approval to the Chair of Governors will be supported by full details of the severance costs (redundancy, pensions costs (if applicable)) to enable an assessment of the cost versus savings accrued. No consultation can start with an individual(s) until the appropriate approval for the proposed redundancies has been given.  
 
If an employee(s) is made redundant, then for maintained schools only, the HR Business Partner Team will notify the Executive Director of Children’s Services accordingly.

Managing Staffing Reductions – Process to follow

	WHAT
	WHO
	WHEN
	Support/Further Information

	PRE CONSULTATION

	As required, the HR Business Partner (HR BP) will forward to the Headteacher the ‘Managing Staffing Reductions’ process.

The school to complete the School’s Business case document outlining the rationale for any potential redundancies, the FTE affected and confirming that funding is in place.

Copy to be made available to HR 

Arrange initial discussion for services that may be provided outside of the SLA. 

	Headteacher 




Headteacher







Headteacher 

Headteacher 
/ HR BP 
	As soon as it appears that staffing reductions may be necessary or
at least 6 months before the date reductions must be made (whichever is the sooner)
	The School’s Business Case document is located on the school’s leadership page.

	Potential severance costs are calculated for redundancy and early retirement pension costs (LGPS only). This is for those who may be placed ‘At Risk’ of redundancy and is calculated based on Age/salary and LG 
continuous service.

Employers costs for early release of LGPS pension to be requested by HR BP via payroll.

Individual estimates will also be compiled on the Redundancy estimate form ready for the formal consultation process

	HR BP 








HR BP/payroll


HR BP



	At outset of process 
	Estimated costs will be provided to the school by the HR BP.










	Governing Body to be informed from the outset by way of the Business Case document that a potentially significant provision may well be required for redundancy and pension costs 

Headteacher to consider requirements of completing an EQIA.

	Headteacher 






Headteacher
	After costings exercise above has been completed
	






EQIA template and guidance available on the school’s leadership page. 

	School to forward (if any) new or revised Job Accountabilities for support staff, to job.evaluation@rbwm.gov.uk
for provisional grading. This allows the school to cost any changes and provides the basis for potential subsequent selection deliberations regarding pools.

	Headteacher 



	At outset of process 

A 5 working day turnaround is required.

	Guidance for completion and JA templates available on the school’s leadership page. 

Note:  Cost comparisons may be required for budget settings. 

Any proposed JA’s to be made available for review with consultation documents

	Confirm that Governing Body have met to ratify costs and that they have confirmed consultation and that proposals may commence 

Agree process and timescales. Agree communication and consultation plan. 

	Headteacher 





Headteacher / HR BP
	After the above has been completed 
	

	Draw up draft consultation document using template. To include: 
- What changes are proposed 
- Why the changes are needed (rationale) inc costs/savings
- Which posts are likely to be impacted and in what way (i.e., list posts to be deleted)
- Detail current staffing structure
- Detail proposed staffing structure
- Include Proposed JAs with provisional grades (where applicable) 
- Include draft skills matrix/ redundancy selection criteria (where applicable)
- The proposed method of achieving the changes (e.g., use of a redundancy selection criteria or interview process to new posts)
- How and to whom feedback is made. 
- Timeline / key dates 

Copy to made available to review by HR BP prior to any consultation meeting

	Headteacher

























HR BP 
	Once Governing Body approval is given.  
	Consultation document and skills matrix/redundancy selection criteria – templates are available on school’s leadership page. 

	Informally advise staff that reductions may be required and the process that will be followed – confirm timing of this with HR BP

	Headteacher (support from HR BP)
	 
	

	Advise relevant Trade Unions that reductions may be required and the process that will be followed. 



Unions to be invited to all meetings with staff.
Timings to be confirmed with HR BP
	Headteacher to discuss with any internal union reps. 

HR BP to advise regional union offices

	At least 1 week prior to start of consultation
	

	FORMAL COLLECTIVE / INDIVIDUAL CONSULTATION 

	Arrange meeting with affected staff to start the formal consultation period.

Each affected employee to be given a copy of the consultation document and any associated documentation
Arrange wider staff briefings for staff less closely involved to be briefed about consultation taking place. 

	Headteacher 







	
	HR BP in attendance

	Issue formal ‘At Risk’ letters to postholders for those posts proposed to be deleted.

School’s Redundancy policy to be made available with the ‘At Risk’ letter.

Provide individual redundancy estimates as part of process to those ‘at risk’. 


	Headteacher  
	
	Template ‘At Risk’ letter and Schools’ Redundancy policy available on school’s leadership page. 

	Send Section 188 letter to Unions (If looking to dismiss 20+ in a 45 day period).  Refer to HR BP

For further information refer to the Business Innovation and Skills web site for further information 
http://www.bis.gov.uk/
	Assistant Director for HR, Corporate Projects and IT (their nominated HR rep) 

	Pre/start of formal consultation process.
	(If applicable) Assistant Director for HR, Corporate Projects and IT (rep) will complete the Section 188 letter on behalf of the school.  Information obtained from the Business Case will be used to inform the completion. 


	Send HR1 to the Secretary of State – BIS (If looking to potentially dismiss 20 plus)

For further information refer to the Business Innovation and Skills web site for further information 
http://www.bis.gov.uk/ 
	Assistant Director for HR, Corporate Projects and IT
	Pre/start of formal consultation process.
	(If applicable) Assistant Director for HR, Corporate Projects and IT rep) will complete HR1 template on behalf of the school.
Information obtained from the Business Case will be used to inform the completion.


	Invite feedback on skills matrix/redundancy selection criteria (where required) from affected employees and Trade Unions as part of the consultation process. 
	Headteacher 
	
	HR BP to support.

	Invite expressions of interest in voluntary options. 

(i.e., voluntary redundancy, early retirement, flexible hours, flexible retirement etc.) as part of the consultation process. 
	Headteacher
	
	Template Expression of Interest form for voluntary redundancy available on school’s leadership page.

All severance costs including additional costs for early release of pension are funded directly by the school.

	Collate and respond to all feedback during the consultation period
	Headteacher 
	Throughout formal consultation period.
	

	Consideration of all feedback by Governing Body to confirm if proposal is still to go ahead.

Confirm prior to that meeting any confirmed voluntary options with individuals that mitigates the need for any compulsory redundancies.

Confirm final proposals to all affected and confirm next steps. 

Provide final agreed JA’s.
Where appliable these will have been confirmed by HR (as they may have changed during the consultation period).

Copies of all consultation feedback to be retained by the school.
	Headteacher 
	At end of consultation period. 
	

	Apply redundancy selection criteria/skills matrix/interview process/slotting in etc if situation not resolved through voluntary means. 
	Headteacher 
	
	Refer to the Expression of Interest form/skills matrix form on school’s leadership page for roles if required.

	Meet with affected employees to issue notice letters (provided by HR BP). Copies to be retained by school and to be forwarded to HR.
(NB, when staff are invited to any meeting re notice, the right to be accompanied is to be advised to them)

Redeployment of School Staff Policy to be provided with notice letters (where required).

For maintained schools - Governors MUST inform Local Authority (LA) via HR BP of intention to dismiss (any staff member) in writing.

	Headteacher 
(only the Headteacher or a panel of Governors have the authority to dismiss. Redundancy is a form of dismissal with a right of appeal)

Governing Body via Headteacher
	Within agreed timelines.






Notice periods will vary dependant on terms and conditions. 
	Redeployment of School Staff Policy available on schools’ leadership page. 

‘Skills Profile’ template for affected staff to use that may assist in identifying any suitable alternative options available on schools’ leadership page. 



Redundancy Appeals procedure available on school’s leadership page. 

	Redeployment options to be pursued by staff member with support from the school.

The school is required to ensure relevant vacancies within the school (if available) are offered as a priority to employees potentially being displaced. 

HR BP will provide link to RBWM Jobs and Careers page detailing all vacancies for review for staff under notice.
	Headteacher 



Headteacher 





HR BP  


	After Notice has been issued.
	School to refer to the Redeployment of School Staff Policy on schools’ leadership page. 

	Complete leaver form for individuals (where appropriate) & send to HR BP for checking.



If applicable, complete variation forms (bearing in mind any pay protection, where required – refer to HR BP).

	Headteacher 
	Within agreed timelines and at least one month before changes to take effect. Payroll deadline 4th working day of the month.

	Any leaver form completed by the school will need to include any Redundancy payments, notification of early release of any pension and any Pay in Lieu of notice/holiday entitlement owing (if applicable). 


	Implement revised structure and changes including providing direct support to remaining team members. 
 
	Headteacher  
	
	



It is recognised that the Headteacher may decide to delegate some of the administrative tasks to senior members of staff at the school.
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