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CCMS Circular 2011/32
19 December 2011

TO:
Principals of Catholic Maintained Schools


Chairpersons of Boards of Governors

RE:
SCHOOL FINANCE
Dear Principal/Chair
The Council at its meeting on 8 December spent a considerable time considering the challenges facing the Boards of Governors and Principals leading our schools.  By now you will have received correspondence from your Education and Library Board asking you to revise financial plans in light of the information provided by the Department.  There is no doubting that what lies ahead in the next three years is a most serious challenge to the schools system as we know it.

The financial situation facing the Executive and the Department of Education has been well documented by the media.  So too has the need to reduce the number of schools, while continuing to raise standards and, for post-primary schools, to fully implement the Entitlement Framework.  
The Council is acutely aware that, on the basis of current information from the Department, every school is going to see a cumulative reduction in estimated AWPU funding over the next three years of 11%.  The Council has a responsibility in consultation with Education and Library Boards to help each of its schools to manage the situation.  It is expected that there will be reductions in the number of teachers and other staff leading to larger class sizes, raised pupils teacher ratios and a reduction in the level of support in classrooms and in schools generally.  
It is important to emphasise that no school may plan for a deficit without the consent of their relevant Education and Library Board.  Schools wishing to incur a deficit, for whatever reason, must make application, annually, to the Education and Library Board for permission to do so. Such requests must include the various reasons for the requested deficit and will be closely scrutinised by the Education and Library Board.  

The Council is deeply aware that the proposed reductions in school budgets do not just affect the school as an organisation.  It is imperative therefore that in managing the balance sheet Boards of Governors are sensitive to the needs and interests of people.  While the child remains at the centre of Catholic Education the quality of that education is heavily influenced by the ethos of the school and the men and women who create it.

In facing such challenges it is clear that the role of school Governors has never been more important.  In support of governors in finding solutions to a range of pressures principals too will have to question all aspects of service delivery.

The Council has a primary responsibility for the young people enrolled in its schools.  It cannot place the interests of one school above another but will base its advice to any Board of Governors on its statutory responsibilities and its strategic analysis of what is best for the Catholic sector as a whole.  

At its meeting the Council acknowledged that it needs to set out a programme of action to support Governors and principals in meeting these challenges while continuing to raise standards across the Catholic sector.  Put simply, the Council believes that Catholic Maintained schools need to act together as an interdependent sector – not as a number of disparate schools in competition with each other.  As a starting point each Board of Governors, informed by the professional advice of principals, needs to analyse all aspects of its service delivery and expenditure and provide assurance that the school can remain in budget.   Attached is a brief paper (appendix A) outlining what schools individually and together can and should do to address the issues.  The paper also indicates what the Council is proposing to do.

I hope this letter conveys to you the Council’s empathy with the challenges which you and your colleagues face but also the confidence it has in governors and principals to meet these.  CCMS is anxious to assure you that it will play a full part in assisting you in the days ahead.  In conclusion, on behalf of the Council, I would like to wish you and your colleagues a happy and peaceful Christmas and all the blessings for the New Year.
Yours sincerely

Jim Clarke

Chief Executive
Re-designing the Delivery of Education Services in Schools

The paper reflects the discussions at the Council’s meeting on 8th December 2011.  It is in three sections.

a. What a Board of Governors can do.

b. What schools working interdependently can do

c. What the Council can do:

(a) Board of Governors (all schools)

Each Board of Governors working with the Principals needs to engage in a thorough re-assessment of all aspects of service delivery and the associated costs.

· Comply with Education and Library Board requests for a revision of the schools’ three year financial plan based on the projections given by the Board, the Department and the schools own analysis;

· Consider the outcome of the Viability Audit (when Available) and its implications;

· Provision should be made for rising costs including inflation at around 4.5%, higher pension contributions and utilities costs;

· Remember that 5/12 of the budget will have to cover permanent staff commitments up to the end of August 2012;

· Ensure that proposed expenditure for each year, but particularly for 2012/13, is within the anticipated budgets (unless specifically approved by the ELB);

· Revise the School Development Plan to take account of changed circumstances and priorities and ensure that all appropriate interests are consulted;

· Convey relevant information to interested parties, particularly where there is a risk to services or employment;

· Where redundancies are required, consult with CCMS and then trade unions as a matter of urgency;

· Investigate flexible  working of teachers to reconfigure services;

· Facilitate as far as is possible, but without compromising the needs of the school, requests for transferred redundancies;

· Consult with CCMS before any appointments to the teaching complement are considered and certainly before they are advertised.

Post-Primary Schools only

· Ensure that the school is compliant with the Entitlement Framework milestones (for September 2013 (18 subjects/Courses at Key Stage 4 and 21 subjects /courses at post 16 one third of which must be applied)

· Remember that no additional resources will be made available to schools by the Department from April 2014 for the entitlement framework (EF)/implementation.  Schools will receive their final EF funding in 2013/14 financial year.  The EF budget available however will be halved in the 2013/14 financial year. 

· Ensure that courses are not being excessively subsidised by expenditure from other parts of the school budget by making sure that all classes (at key stage 4 and at post 16) have a minimum of ten pupils;

· Engage with other schools in the Area Learning Community to ensure as wide a choice as possible, within the class size guidelines through creative collaboration;

· Carefully examine the costs of courses offered off-site to seek efficiencies such as part school-based delivery;

(b) 
What Schools Working Interdependently Can Do

Some significant economies can be achieved through schools working together to share expertise, resources, costs and facilities.  Every opportunity should be taken to collaborate with other schools within sectors and beyond to maximise the quality of education within available resources.

· Set up a forum (formally or informally) of schools within the same phase  in the geographic area to jointly examine the impact on services and the opportunities to find other ways of delivering these services;

· Consider if some elements of service could be combined by pulling resources and/or sharing teacher contracts (more easily managed within sectors);

· Consider the sharing of specialist teachers including special needs support, the teaching of minority subjects or when specialists are more difficult to source (primary and post primary) for both direct delivery to pupils and professional development (more easily managed within sectors);

· Consider other forms of organisation involving one or more schools, particularly where the long term viability of some or all is in question;

· Provide CCMS with practical advice on redesigning education services for your area. 

(c)
Council

The Council is committed to the following actions to help the Catholic Maintained sector meet the challenges which lie ahead.  The Council will work with Trustees, education partners including the Minister and the Department to provide a coherent plan to manage the inevitable pressures on schools including:

a. Management of School Finances

· Support to Boards of Governors in producing balanced  in-year budgets;

· Encouragement to the Department to commence a review of the LMS formula with a bias towards early and timely intervention to prevent underachievement and support for curricular change to deliver the post-primary review  and the Entitlement Framework;

· Encouragement to schools to work collaboratively to provide economically viable classes, administrative services, curricular entitlement and the professional development of staff;

b. A workforce strategy to protect as far as is possible, class size and pupil teacher ratios:

· Engage with the Department, other employers and unions on the possibilities to encourage a greater uptake of voluntary severance;

· Engage, with the Department, other employers and unions on the possibility of improving the pensions access arrangements for teachers who are 55 or older;

· Along with other employers, unions and the Department propose changes to the application and terms of the ‘Collective Agreement’ to ensure equitable treatment to teachers made redundant either through closure or amalgamation;

· Engage, with the Department, other employers and unions on a revised scheme for the identification of candidates for redundancy where there are insufficient volunteers’;

· Complete the CCMS review of the teacher appointments procedure by March 2012.

c. Re-organisation of the Schools Estate

· A conclusion to the ‘  Viability Audit’ process thereby facilitating a start to ‘Area planning’ and publication and implementation of the NICCE Post Primary Review and necessary primary re-organisations;

· Full communication and consultation, based on available information and projections into the future on proposals for re-organisation;

· A streamlining of the ‘Development Proposal’ process to advance proposals once drafted to secure swift ministerial decisions;

· A sufficient capital resource to facilitate necessary re-organisation.
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