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Nottingham City Council Maintained Schools
Staffing Restructure Toolkit

Part A - Strategic Planning 
Part B - Restructures Not Involving Redundancy
Part C - Restructures where redundancy may be required 
( Use Ctrl + click to go straight to the sections listed above ) 
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· Restructure principles
· Roles and responsibilities
· Blank-sheet workforce planning methodology
· Curriculum-led design
· Financial planning
· Structure design template
· Decision-making checklist

1. Foreword

Effective workforce planning is one of the most important responsibilities of school leadership and governance.

The purpose of a staffing review is not to evaluate individual employees. The purpose is to determine the staffing structure required to deliver high-quality education, meet statutory responsibilities, support pupils effectively and ensure long-term financial sustainability.

Schools should avoid making staffing decisions based solely on who currently occupies posts. Instead, leaders should first establish the structure required for the current and future needs of the school and then determine the most appropriate route from the current structure to that future model.

This toolkit aims to guide you through the process depending on whether there are redundancies proposed or not.

2. NCC Restructure Principles

All staffing reviews should be guided by the following principles:

· Child-Centred
The needs of pupils must remain the primary consideration throughout the process.
· Educationally Sound
The proposed structure must support curriculum delivery, inclusion, safeguarding and school improvement priorities.
· Financially Sustainable
The structure must be affordable not only in the current financial year but across a minimum three-year planning period.
· Fair and Transparent
Employees should understand the rationale for change and have meaningful opportunities to contribute during consultation.
· Legally Compliant
The school must follow statutory requirements, employment law and local policy guidance.
· Evidence Based
Changes should be supported by clear educational, operational and financial evidence.

3. Strategic Planning Framework
The NCC approach to workforce planning consists of seven key stages:

1. Assess need
2. Design future structure
3. Test educational impact
4. Model financial impact
5. Identify staffing implications
6. Draft a consultation document
7. Seek governor approval

4. Golden Rule

“Design the structure you need (and can afford) before considering people”

Schools should first establish:

· What roles are required.
· How many roles are required.
· Appropriate grades.
· Appropriate hours.
· Appropriate weeks needing to be worked.
· Leadership responsibilities.
· Reporting arrangements.

Schools should not begin by asking:

· Who currently occupies the role?
· Who might leave?
· Which individuals should be retained?
· How much needs saving so which roles can I remove?

The future structure should be designed independently of existing postholders. Once the preferred structure has been agreed, attention can turn to implementation and employee impact.

5. Strategic Planning Questions
Before any restructure proposal is developed, school leaders should consider:

· Educational Need
· What does the school improvement plan require?
· What does the curriculum require?
· What specialist provision is required to meet needs?
· What leadership capacity is required – and will they teach?
· Have safeguarding requirements changed?

· Pupil Need
· Are pupil numbers increasing or decreasing?
· Has the SEND profile changed?
· Are there increasing pastoral needs?
· Are attendance or behaviour resources sufficient?
· Is the need consistent throughout the day or are there times of greater need linked to curriculum and unstructured time?

· Workforce Effectiveness
· Does the current structure operate effectively?
· Are accountabilities clear?
· Are reporting lines clear and effective?
· Are there duplicated responsibilities?

· Financial Sustainability
· Is the current structure affordable?
· What is the three-year budget forecast based on NOR forecasts and HLN etc?
· What savings are required?
· What staffing costs are driving budget pressures?
· Are there historic anomalies like TLR levels, leadership bands or job shares exceeding 1 FTE?
· Is the provision of PPA efficient, affordable and having impact?
· Class sizes and the number of classes – are numbers small enough to combine?
· Is the PAN for the school the most efficient?

6. Workforce Planning Methodology

Step 1 - Understand the Current Position
Complete a detailed staffing analysis including the following for all employees:


	Information Required

	Employee name

	Job title

	Grade

	Salary

	Hours worked

	Weeks worked

	FTE worked

	FTE paid

	Regular overtime worked

	Line manager

	Employment status

	Fixed-term end date (if applicable)



The review should distinguish between:
· Permanent staffing.
· Fixed-term staffing.
· Agency arrangements.
· Overtime arrangements where these are regular.
· Temporary responsibilities.

Step 2 - Identify Future Requirements

Schools should determine:

· Leadership Requirement
What leadership capacity is required to:
· Drive improvement.
· Ensure accountability.
· Lead safeguarding.
· Support inclusion.
· Deliver operational management.

Note it is more cost effective for classroom teachers to be paid as teachers rather than leadership generally. Or put another way leaders are expensive teachers but should be leaders of great practice and therefore share that.

· Teaching Requirement

What teaching capacity is required to:
· Deliver the curriculum.
· Meet statutory requirements.
· Maintain class organisation. This needs to be as efficient as possible and where numbers are as low as 20 or less consider combining classes where possible.
· Deliver intervention support.
· Is PPA delivered by teachers or external specialist providers? Cost benefit analysis helpful in deciding.

Support Staff Requirement

What support arrangements are required for:
· SEND provision.
· Administration.
· Premises management.
· Pastoral support.
· Lunchtime provision.

If any roles in the current structure are no longer required specify why and evidence reduced or diminished need of work of a particular kind (legal definition) – HR can advise.

Step 3 - Design the Future Structure

The future structure should identify:

	Requirement
	Considerations

	Posts
	Which posts are required?

	Grades
	At what grade? STPCD for group size and job evaluation for new support roles

	Hours
	Are hours aligned to need or have they evolved over time?

	Weeks
	Are working weeks correct? All need to work the weeks they are paid to work.

	Responsibilities
	Are accountabilities clear?

	Reporting Lines
	Is management capacity sufficient?




Curriculum-Led Design

Curriculum requirements should drive workforce planning decisions.
Timetables and curriculum models should be designed before staffing allocations are considered.

Schools should avoid:
· Protecting historic arrangements without justification.
· Designing structures around individuals.
· Making incremental changes that fail to address underlying issues.
· Conducting repeated restructures within short periods.

Key Question

“If the school were opening new next week, what staffing structure would be required to deliver the curriculum effectively and meet the needs of current pupils”?

Financial Planning

Core Requirement
Schools must understand the full financial impact of proposed changes before consultation commences.

Financial modelling should include:

Current Costs
· Salaries
· Allowances
· TLRs
· All oncosts
· Overtime spend
· Agency supply spend – could link to sickness levels and need to understand that and whether likely to be an ongoing level.

Future Costs
· Proposed salaries including oncosts
· Proposed allowances
· Additional responsibilities
· New posts
· Proposed agency supply costs

Implementation Costs
· Pay protection – this is 3 years for teachers who drop in pay and 12 months for support staff up to two grades lower than their current grade
· Notice – only if paid in lieu as otherwise worked
· Recruitment costs if applicable
· Redundancy costs – all to be calculated using accurate continuous eligible service
· LGPS pension strain for any active member who is 55 or over at the implementation date

LGPS Pension Strain
Particular consideration should be given to employees who:
· Are members of the Local Government Pension Scheme.
· Are aged 55 or over at the implementation date.

Schools must obtain pension strain estimates before consultation begins and should allow up to eight weeks for these calculations to be provided.

No pension strain applies for teachers and there is no obligation for them to access their pension if redundant. The choice is for them to make.

Governors should not approve consultation until the full costs of implementation have been identified and considered. Where costs are high a cost/benefit analysis of redundancy versus natural turnover should be considered as an alternative.

Structure Design Template
Current Structure – list each post
	Post
	Grade
	Hours
	Weeks
	Annual Cost

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Proposed Structure – list each post
	Post
	Grade
	Hours
	Weeks
	Annual Cost

	
	
	
	
	

	
	
	
	
	



Rationale Table
	Proposed Change
	Educational Rationale
	Financial Rationale

	
	
	

	
	
	

	
	
	





Strategic Decision-Making Checklist

The following checklist should be completed before any proposal is presented to Governors for them to agree the start of consultation.

Educational Case
☐ School improvement priorities reviewed with the SIA
☐ Curriculum model reviewed
☐ Pupil numbers analysed – using Place Planning predictions
☐ SEND provision reviewed
☐ Safeguarding requirements considered – ratios, lunchtime supervision & DSL roles
☐ Educational impact assessed

Workforce Planning
☐ Current structure mapped
☐ Proposed structure developed
☐ Job descriptions reviewed and drafted for any new roles proposed
☐ Grades reviewed – and evaluated by the JE team where necessary
☐ Reporting arrangements reviewed
☐ Future leadership requirements identified
☐ Comms plan drafted ensuring FAQ ready in advance and letters for each stage are prepared and ready to go.

Financial Assessment
☐ Three-year budget forecast reviewed including pupil numbers and SEND funding
☐ Proposed structure costed
☐ Savings identified
☐ Pay protection costs calculated where applicable
☐ Notice costs calculated – if paying in lieu otherwise n/a
☐ Redundancy costs calculated (where applicable for anyone with over two years service)
☐ LGPS pension strain costs obtained (where applicable) – and finance confirmed value for money in going ahead
☐ Proposal confirmed as affordable and written clarity on who pays what costs (school or LA)
Equality Assessment
☐ Equality implications considered – for those affected by proposed changes
☐ Maternity protections reviewed – any who is pregnant or had a baby in last 18 months
☐ Flexible working implications reviewed
☐ Disability considerations reviewed – reasonable adjustment implications
☐ Equality Impact Assessment completed

Risk Assessment
☐ Organisational risks identified
☐ Educational risks identified
☐ Financial risks identified
☐ Employee relations risks identified
☐ Mitigations identified

Governance Readiness
☐ HR advice obtained and followed
☐ Finance advice obtained and followed
☐ Consultation document completed
☐ Structure charts completed
☐ Supporting documentation prepared
☐ Governing Body briefing arranged
☐ Proposed timeline agreed and compliant with teacher notice deadlines

NCC Assurance Statement
Before approval is sought from Governors to start consultation on a proposed restructure, the Headteacher should be able to provide assurance that:

The proposed staffing structure has been developed following a strategic review of educational, operational and financial requirements; has been assessed for affordability and equality implications; and represents the staffing structure required to meet the school's future needs rather than reflecting existing staffing arrangements.
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In cases where the planning has determined a restructure need but no redundancies, for example natural attrition means fewer posts and changing remaining posts can avoid the need to replace. Or the same number of teachers/leaders are needed but at different levels.  

Step 1 is a consultation document needs to be drafted confidentially and click here for a template…

Consultation Document on Proposed Structure – No Redundancies

When complete you need to:

1. Take the document to the governing body to seek approval to begin consultation in line with the timeline in the document you have drafted.
2. If not already involved HR do so now so they can advise on anything you may not have considered before announcing to affected staff.
3. The consultation document approved by governors should form the primary consultation paper shared with affected employees and recognised trade unions. Maintaining a single source document reduces duplication, ensures consistency and provides a clear audit trail from approval through to implementation. Share with unions via HR in advance of announcing to staff.
4. Announcement to staff – those affected first and then all. Share the consultation document with those affected.
5. Consultation meetings with those affected. For this you will have a template to record feedback and need to remember that this is a proposal, you are open to alternative suggestions and will genuinely listen to what staff have to say. Emphasise the reason for the change for example cost savings, changing pupil need or falling rolls and encourage staff to suggest alternatives that continue to meet the aim.
6. Following consultation draft a simple report for a panel of three governors to consider consultation responses. This group considers each response from staff, your view as HT and they decide on the final structure.
7. Write to those affected confirming the revised structure and what that now means for them. If their level and pay changes make sure you include pay protection and from and to dates for that. This is three years for teacher from the start of the term following notification and one year for support staff up to two grades lower.
8. Ensure payroll is aware of the pay protection and end date.
9. If teachers are pay protected, they must undertake additional duties during the pay protection period so ensure they know what they are and put in writing.
10. The new structure is in place.
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1. Establishing a redundancy situation

The legal definition is reduced need for work: The business needs fewer people to do a specific type of work.

Key Legal Rules:

· It targets the job, not the person: 
Redundancy is about the role itself, not your work performance or behaviour.

· It must be fair: 
Employers must use a fair and objective selection process and follow a proper consultation.

· Protected groups: 
You cannot be picked for redundancy because of discriminatory reasons like pregnancy, age, race, or disability.

· Statutory rights: 
Eligible employees qualify for notice periods, consultation, time off to find a new job, and redundancy pay. 

2. Building the business case

A business case needs to be drafted using the sections on the document and populating details from the strategic planning steps. This document can be used to gain governor approval and to share with those affected when the announcement to consult is made.

Consultation Document for Proposed Structure – Redundancies

3. Governor approval  

The Governing Body should not approve commencement of consultation until all financial implications have been identified and assessed. This includes redundancy costs, notice costs, pay protection arrangements and, where applicable, Local Government Pension Scheme pension strain costs. Schools should note that pension strain estimates can take up to eight weeks to obtain and must therefore be factored into project planning at an early stage.

4. LGPS pension strain guidance

As soon as you know from your planning that support staff roles maybe affected you should look whether any person in those roles is 55 or over at the date the change will be affective. If they are pension strain estimates must be requested from LGPS. If they are requested and not needed that’s ok but going ahead without knowing the cost is very risky as these costs can be high and, in some cases, make redundancy unviable. If this is the case an alternative approach may be natural attrition and waiting for staff to leave. Having all the facts enables an informed, well thought through decision.

In addition to the pension strain cost the employee would also be entitled to redundancy which for support staff is capped at the higher of actual pay or the statutory weekly cap multiplied by the statutory weeks as detailed in the consultation document times 1.5. 

5. Compulsory and Voluntary redundancy 

Support staff is capped at the higher of actual pay or the statutory weekly cap multiplied by the statutory weeks as detailed in the consultation document times 1.5.

Teachers are paid at actual weekly pay multiplied by the statutory weeks in the consultation document. Teachers do not get 1.5 times.

The first £30,000 of redundancy pay is tax free and beyond this is subject to usual tax and NI deductions.

Voluntary and compulsory redundancy entitlement is the same and where possible we minimise compulsory redundancies and one way is by encouraging volunteers. This gives employees more certainty earlier in the process and prevents colleagues having to go through selection.

REDUNDANCY MODIFICATIONS ORDER

Redundancy payments are from public funds and compensate for the loss of continuous service. If an employee accepts another role that starts within four weeks of the date of redundancy they are not entitled to a redundancy payment.

Before any redundancy payment is made the school must confirm that this is not the case and that the employee understands the payment can be recovered if it is found they do start work at an organisation covered by the Order.

6. Redeployment in school or other schools if agreement reached

Another way of avoiding compulsory redundancies is to actively seek to redeploy anyone at risk of redundancy to an alternative suitable role. Even if an employee wants redundancy, if a suitable alternative role exists this cannot be paid.

Schools look in their own school to redeploy, and priority consideration must be given. Employees in schools can also access the redeployment register at Nottingham City Council for priority consideration of roles.

The school is also advised to contact any neighbouring maintained schools and ask the governing body to agree to consider those at risk prior to external advert. This is not guaranteed priority as the choice is the LGB’s however where it can be accommodated it will/

7. Selection pools

At the planning stage school determines which posts and therefore postholders are pooled for a reduced number of roles and this needs to be detailed in the consultation document so those affected know which posts are pooled with them. 

The consultation document must specify the intended selection method and whether skills audits or interviews will be used. If skills audit, then a draft audit form should be included and consulted on with those affected.

8. Example timeline – 1 September implementation

	Date 
	Activity

	By end November
	Review of school needs, planning and production of the consultation document

	December
	Governing Body consider proposal and agree to start formal consultation, formulate a restructure committee and separate appeal committee.

	8 January
	Consultation document shared with unions

	11 January
	Meetings arranged with affected staff to issue the consultation document and explain proposed changes

	11 January – 10 February
	Consultation period – 
Meet affected staff one to one and unions for formal consultation meetings on proposed structure. 

	10 February
	Volunteers express interest in VR for consideration by the panel of governors.

	12 February
	Governing Body committee meeting to consider response to consultation, volunteers and approve the final structure.

	12 February
	Notify staff of outcome of GB meeting and at risk of redundancy. 
Confirm VR applications.
Issue skills audits OR interview invites.

	5 March 
	Deadline for skills audits. IF APPLICABLE

	March
	Skills audits assessed by panel of three. IF APPLICABLE

	31 May latest
	Confirm outcome of selection; Issue redundancy notices to those selected or confirm no longer at risk if successful. Right of appeal included. 

	10 days after notice issued – 18 June
	Deadline for redundancy appeals.

	Before end of term in July
	Redundancy appeal hearings and letters sent informing of decision. Notice withdrawn if decision overturned.

	31 August
	New structure effective



Part D – template consultation documents

Consultation Document on Proposed Structure – No Redundancies

Consultation Document on Proposed Structure - Redundancies
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