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Foreword
The Local Authority school improvement service is seeing a wide range of tensions in the system, both nationally and locally, which affect the day to day financial decisions Headteachers have to make. The tight budgets mean that all headteachers now have to be expert in managing school finances with little room for manoeuvre. In June 2019, we established some working groups with schools to look at some specific questions to support schools in their financial thinking. In answering these questions, Local Authority officers have worked closely with headteacher representatives to research the current picture both within Hampshire and beyond where possible. We have consulted a wider number of headteachers by visiting schools and checking in with some of the regional headteacher meetings. Education Personnel Services and Education Finance Services have also given generously of their expertise to support the thinking. 

There are no easy answers and ultimately governors and headteachers will continue to have to make some hard decisions in these times of financial constraint. The recent pandemic has further added to the complexity of the current financial picture for schools. 

Pastoral systems in secondary schools can require significant expenditure. One of the work groups has specifically focussed in on this area and have drawn together the results of their investigations and thinking in this booklet. The following pages are offered as a starting point to sharpen your own thinking and give some down to earth practical examples of how other schools are approaching the deployment of classroom support in secondary schools.

David Hardcastle

County Education Manager (Secondary School Improvement and Post 16)

Teaching Assistant support – the SEND code of practice

Please note for the purposes of this report, the term teaching assistant (TA) incorporates reference to learning support assistants.  

A pupil has special educational needs where their learning difficulty or disability calls for special educational provision, namely provision different or additional to that normally available to pupils of the same age (Chapter 6, SEND Code of Practice Jan 2015). 

High-quality teaching differentiated for individual needs is the first step in responding to pupils who have, or may have, special educational needs (SEN). Additional intervention and support cannot compensate for a lack of good quality teaching (Chapter 6, SEND Code of Practice Jan 2015). 

For a child with an Education Health and Care Plan (EHCP), plans must be specific about the outcomes sought for the young person. Plans should be focused on education and training, health and care outcomes that will enable young people to progress in their learning and, as they get older, to be well prepared for adulthood. TAs will work with these pupils in a variety of ways to enable those young people to reach the relevant outcomes as outlined in their plan (Chapter 9, SEND Code of Practice Jan 2015). 
Both nationally (ref. ASK research 2019 DFE-RR939), and within Hampshire schools there is a wide variety of models by which support staff are deployed. 

Secondary schools do not tend to use TAs as general support in a whole class. Rather they are mainly used for targeted in class support – either for small groups or for individual pupils with special educational needs. This includes those with Education Health and Care Plans but also those identified as requiring SEN support (K). In addition, TAs are deployed in differentiating or delivering lesson content to individuals or small groups and managing pupils’ behaviours and anxieties. They are also deployed as a means to provide additional input to support the outcomes outlined in pupils’ EHC plans. 
In secondary schools, TAs are used to deliver specific interventions. This can be in addition to lesson time, for example during lunchtimes or after school – or can be instead of a timetabled lesson, if appropriate.
Schools are expected to use any TA resource flexibly in order to provide the support an individual child needs. It is anticipated that the proposed introduction of banded funding for the allocation of additional resource will enhance a school’s ability to provide the support individual children need in a flexible and more bespoke way. 

In a period of financial constraints, schools are increasingly rationalising the support staff they employ. This makes it even more important for schools to ensure they use the notional SEN budget, and the top up payments received for those pupils with an EHCP, to its optimum efficiency. Schools with robust systems to identify children with SEN, to deliver appropriate interventions to meet those needs – and to evaluate the impact of any interventions, are best placed to provide their pupils with the support they need. The National Association for Special Educational Needs (NASEN) offers a range of resources, for example on provision-mapping to assist school leaders in reviewing the level of support being made available, and how effective it is in making a difference to the pupils’ progress. (NASEN SEND gateway www.sendgateway.org.uk) 

Deployment of Teaching Assistants – background

At the time of writing, there are nearly 400,000 teaching assistants (TAs) working in schools in England and Wales. This equates to annual government spending of more than £5bn. Yet, despite the significant rise in the number of TAs working in schools, there has been little in the way of effective guidance as to what good practice looks like – at a school level, and at a classroom level. 

This presents a difficult question. Does schools’ current use of TAs have the level of impact on pupil achievement we want? Or, to put it another way, are significant resources within the education system being put to best use? 

When we use the term resource here, we are not commodifying TAs by failing to acknowledge their validity as individuals and professionals. Rather, we are highlighting the fact that all school budgets are hard-pressed, and any large amount of money spent represents an allocation of resources that could go in a different direction. The opportunity cost of spending money on TAs is not spending it on other options, which might potentially have a greater impact on outcomes, such as employing more teachers. 

To support schools in achieving this, in 2015 the Education Endowment Foundation (EEF) published its first guidance report, Making Best Use of Teaching Assistants. Written by the EEF’s Prof. Jonathan Sharples, together with Rob Webster and Prof. Peter Blatchford, both at the UCL Institute of Education, it made seven clear and actionable recommendations. 

Since then, the EEF has added a number of resources to support the implementation of this guidance report. This new material has now been incorporated online to bring the guidance up to date. It can be freely read and downloaded below. 

Professor John Hattie, director of the Melbourne Education Research Institute and one of the world’s most widely quoted education academics, said teaching assistants should not be used to support pupils who were struggling with their work. Schools should rethink their use of teaching assistants and stop placing “students who need the most expertise” with “the adult with the least expertise”. 

In the report Professor Hattie cited a study by Peter Blatchford, professor of psychology and education and the Institute of Education, which said the number of teaching assistants in England had tripled in a decade, representing one in four staff members in the English school workforce. 

Professor Hattie wrote: “Teachers love them (teaching assistants) and claim they reduce their stress and increase job satisfaction, reduce workloads, improve student outcomes and allow them to improve the quality of their teaching.”

“Blatchford, however, could find no effect on students’ confidence, motivations, attention, independence, relationships with peers, work-completion rates or in following instructions.”
Making best use of teaching assistants is a leadership issue. There are specific things any school leader can do to effect change. By doing these things you can improve the quality of work teaching assistants are able to do. They will then be in a position to help raise achievement. TAs should supplement, not replace, teaching from the classroom teacher.
Leadership – Research and articles to support deployment.
Making the best use of teaching assistants – Education Endowment Foundation 2015
Making the best use of teaching assistants – Education Endowment Foundation – Updated October 2018
Making the best use of teaching assistants - Summary of recommendations (EEF)
This EEF Guidance Report is designed to provide practical, evidence-based guidance to help primary and secondary schools make the best use of teaching assistants (TAs). It contains seven recommendations, based on the latest research examining the use of TAs in classrooms. 

The effective use of TAs under everyday classroom conditions

· TAs should not be used as an informal teaching resource for low attaining pupils

· Use TAs to add value to what teachers do, not replace them

· Use TAs to help pupils develop independent learning skills and manage their own learning

· Ensure TAs are fully prepared for their role in the classroom

The effective use of TAs in delivering structured interventions out of class

· Use TAs to deliver high quality one-to-one and small group support using structured interventions

· Adopt evidence-based interventions to support TAs in their small group and one-to-one instruction

Integrating learning from work led by teachers and TAs

· Ensure explicit connections are made between learning from everyday classroom teaching structured interventions

Making the best use of teaching assistants – Guidance report
Making the best use of teaching assistants - Tools
· Ten reasons to improve the use of TAs

· Teacher-TA agreement template

· Help TAs scaffold pupils’ learning and encourage independent learning

· Interventions health check

· Evidence-based TA-led literacy and numeracy interventions

· Acting on the evidence

· Visioning exercise

· This Red Amber Green (RAG) self-assessment guide accompanies the Education Endowment Foundation’s report

· TA observation schedule
· Action planning template

· TA policy template

The deployment of teaching assistants in schools – Research about the use and effects of teaching assistants in primary and secondary mainstream schools in England. 
Case Studies

The Court Moor Model and Swanmore College SEND Support Restructure Project

In 2019, the Swanmore College management team looked at all elements of our operational practice to determine whether we were getting good value for money.  One of those areas was how we support pupils with learning difficulties. It seemed to us that, whenever a new pupil joined us with an EHCP requirement, our only solution was to recruit another teaching assistant (TA). We had heard of an innovative practice being rolled out at Court Moor School and Paul Jenkins (Headteacher) very kindly allowed us to visit to assess how they organised their learning support. Set out below is how we have altered our structure and practice with a view to making the “Court Moor” model work for Swanmore College. Within this document, you will see the financial savings that this change has identified, however, at present not all positions have been filled.  

Context of Swanmore College and Teaching Assistants September 2019

· Whole school cohort of approximately 1300 pupils.
· Around 25 pupils with EHCPs, with a variety of needs, abilities and support hours.

· Some pupils with high level needs require 30+ hours of support including 1:1 provision to meet educational and health and safety needs. 

· Mainstream school with no base provision or SEND specialism. 

· Large team of Teaching Assistants (14 TA (FTE) + HLTA + SEND Administrator).

· Assuming a TA FTE = 31 hours per week for 39 working weeks per year.

· Teaching Assistants attached to a set, named group of pupils. 

· Pupils timetabled to make the most efficient use of TA time and to place more than one pupil with an EHCP in the room for TA cover to be possible. 

· Teaching Assistants would have a set timetable for the term which may be adapted as required. 
	Role
	Number in post
	Costing

	SENDCO
	1
	£8209 (TLR Only)

	SEND HLTA
	1
	£23770

	SEND Admin
	1
	£21914

	Teaching Assistant
	14
	£232400

	Staffing total
	17
	£286,293


Limitations of the previous structure

· Reliance on Teaching Assistants to support pupils with SEND. 

· Teaching Assistants are experts in the needs of the pupil and how to support them and are not always able to share this with teaching staff/ up-skill teaching staff. 

· Pupils become reliant on Teaching Assistant support which reduces opportunities for them to become more independent. 

· Lack of progression for Teaching Assistants beyond teacher training (if they had a degree).

· Difficulties with recruiting Teaching Assistants and at the time, fast turnover of staff. 

· Cost implications of the large team. 

· Lack of flexibility when providing support for pupils with EHCPs due to establishing support around the number of hours named on their plan. 

· Pupils beyond those with EHCPs not able to access support when needed beyond the class teacher. 

· Difficulties with providing cover for pupils when Teaching Assistants were absent. Teachers and pupils were reliant on this level of support. 

Aims

· Increase pupils’ independence. 

· Remove ethos of co-dependency. 

· Better support teaching staff to be able to provide high quality inclusive teaching to all pupils. 

· Provide support to a wider range of pupils.

· Improve progress and learning outcomes for all pupils with SEND. 

· Provide an opportunity for career development and decrease the turnover of high-quality Teaching Assistants. 

Court Moor School Model

School Context and SEND vision: 

· Mainstream school with no attached base provision or SEND specialism. 

· 19 EHCPs (2019-2020).

· Vision to create a more fluid and better trained workforce that supported more pupils, for those on the SEND register and those who were yet to be identified or had transient needs. 

· Create independence and an open-door policy to pupils asking for help.

· Rebranding of the SEND department to Learning Support, which is open and accessible for all pupils who need help. Pupils can self-refer for support also. 

· Clear separation of Pastoral/Learning and Behaviour. 

Staffing Model

	SENDCO x1
	Head of Learning Hub x1

(Operational SENCO)
	Specialist Teachers x3
	Learning Coaches (Grade C LSA) x6

	SLT

Line manages Head of Learning Hub
	Coordinates and runs day to day meetings. 

Links with agencies. 

Administrative role. 

Line manages Learning Coaches.
	1 x PP focus. 

Roles include Exam Access Arrangements Testing, specialist intervention session provision, Y7 transition…
	Learning Coaches replaced Grade B Teaching Assistants/ LSAs).


Learning Coaches

The Learning Coaches at Court Moor support pupils with guidance and advice and promote effort and hard work.

Each Learning Coach has a ‘virtual tutor group’ with around eight pupils who need additional support. Approximately three of these pupils have an EHCP. (All pupils belong to a standard mainstream tutor group also). 


· No timetable in place for the Learning Coaches

· They have access to the timetables of their virtual tutor group and make decisions about where to support on a weekly basis. 

· Each Learning Coach meets with the Head of Learning Hub weekly to determine their focus for the week ahead and to share information and observations about pupils and their progress. 

· Learning Coaches are fluid between lessons and will move between classrooms throughout the hour. 

· Learning Coaches become experts in their pupils and consequently are able to coach teaching staff and provide advice, strategies and key tips to teachers as they move between classes.

· This movement removes wasted time, note taking and dependency on Teaching Assistant support. 

· This model allows more pupils to receive support, rather than a TA being allocated a set timetable. 

· This in class guidance and advice aims to up-skill teaching staff. The progress of the pupils in the virtual tutor group is monitored and members changed once their needs have been met. 

This model is supported and complimented by a programme of class removal interventions for specific needs and afterschool support open to pupils who self-refer.

Improvement in SEND results since moving to this model at Court Moor.

This is difficult to determine as Mr Tim Sandford (Director of Intervention and Inclusion) showed us one year of very strong results from SEND pupils with a Progress 8 score that was close to zero. However, there have been no subsequent results due to the pandemic and as such it is difficult to assess whether the improvement is sustained. However, the whole Court Moor team are extremely positive about the changes and believe that the improvements benefit a much wider range of pupils than just the SEND identified ones. 

Swanmore Adapted Model

· Adaptations made to the Court Moor model to represent the differing level of pupil needs and higher proportion of pupils with EHCP funding of 25+ hours. 

· Adaptation acknowledges that some pupils need full time, or high level, support to enable them to access a mainstream school successfully and safely, however, that this is not the case for all pupils with an EHCP. 

· Model explicitly follows a graduated approach to pupil support.

· Model follows the Southampton Inclusion Partnership graduated approach report and training provided to schools.
Key elements of the Swanmore Graduated Approach to SEND Model


	Role
	Number in post
	Costing

	SENDCO
	1
	£8,209 (TLR Only)

	Assistant SENDCO
	1
	£2,873 (TLR Only)

	SEND Admin
	1
	£21,914

	Learning Mentors
	5
	£95,750

	Teaching Assistant
	6
	£99,600

	Staffing total
	14
	£228,346*


*The graduated approach represents a saving of £57,947 compared to the original model. 

Grade B Teaching Assistants

· Attached to a year group and specific pupils with an EHCP. Pupils with exceptional SEND timetable on the same side of the timetable.

· Attached for pupils who have exceptional needs, for example health needs which require an additional adult for all/majority of lessons on safety grounds.

· Follow a directed timetable. 

· Year 11 to continue with two x TAs in the first year to support transition to the new model.

Grade C Learning Mentors

· Each have a virtual tutor group. 

· Linked to one year group. 

· Become experts in the pupil to be able to provide advisory support to teaching staff. 

· Supporting a number of pupils across each lesson and moving between classrooms. 

· Providing advisory support for teaching staff when they visit their classroom.

· Line manage TA in year group (if applicable).

· Meet with Asst. SENCO or SENCO once per week to determine lesson focus of the coming week. 

· Provide strategies and key tips to teacher about pupils in their virtual tutor group to support the provision of high-quality inclusive teaching. 

· Encourage independence in pupils.

· Provide a rota of afterschool support for pupils who self-refer for help (regardless of SEND).

· Training/support offered to Grade B TAs to prepare them for applications for Learning Mentor role. 

To further investigate:

· Reduction in Teaching Assistant numbers results in a reduction of cost. 

· Savings could be applied to purchase provision of specific specialist support, namely EP time or Speech and Language Therapist time. 

· Increase in specialist therapists would strengthen SEND offer and provide further proactive support for pupils. 
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Review of spreadsheets

Hampshire Schools Comparison - averages for each size of phase

The costings below allow you the opportunity to reflect on your school circumstances against similar sized schools. It may offer opportunities to reduce costs.
The data below refers to 35 secondary schools which use Hampshire County Council finance and personnel service level agreements. These schools range in size from those with under 600 pupils to those with over 1100. These have been grouped into small, medium and large to give a sense of average spending by size. The tables below show the average budget data across these settings.
School characteristics and balances
[image: image2.png]NOR No. of|
choclivbe Banding schools|
Secondary - Small <600 3
Secondary - Medium 600-1100 26
Secondary - Large >1100 6
TOTAL 35
AVERAGE 12





[image: image3.png]School Type.

Secondary -Small
Secondary - Medium
Secondary - Large.
ToTAL

AVERAGE



[image: image4.png]Average Core Data Analysis

Actual Data Budget Data for 2019/2020
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The school capacity column against numbers on roll (2018) shows a surplus of 5900 places. The in-year balance has dropped dramatically from 17/18 to 19/20: approximately £630,000 for the three small schools; a similar drop of approximately £565,000 across the 26 medium schools; and just under £500,000 for the six large schools.

Teaching staff analysis

The following tables show the breakdown of teaching positions. It might be worth considering what are schools’ statutory duties within this (for example having a DSL)? 

Average Teaching Staff Analysis April 2019 Data
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Clearly the number of senior leaders is going to be greater as the school size increases. In recent years there has been a change, often driven by the need for reductions, to revisit the size of the senior management team. In some there has been a reduction in the number of deputies in the larger schools but often with a small increase in the number of assistant headteachers. 

Lead practitioners average out at one per school in small and medium schools and slightly more in large schools. Interestingly there are on average 20 teachers on the upper scale in small and medium schools and 40 in the large schools compared with on average five main scale teachers in small schools, just under 15 in medium and around 32 in large schools. 
Reflecting on your own setting and for example the lead practitioner, consider:

· Are there any correlations between the hours of support and overall quality of teaching? Any correlation between the level of quality first teaching and additional support?
Additional payments analysis
The following tables show the breakdown of additional payments including recruitment and retention, SEN allowance and TLR. 

Average Additional Payments Analysis (April 2019)
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The recruitment and retention incentive averages out around £6000 per school for medium and large schools. SEN allowance varies across the settings.
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Considering the TLR totals, the average spend of schools, within the school types is:

Small schools £94,280

(approx. £50,000 at TLR1, > 50%)

Medium schools £146,874

(approx. £65,500 at TLR1, <45%) 

Large schools £177,752

(approx. £68,000 at TLR1, <40%)
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Average support staff analysis
The following tables show the breakdown by support staff, premises, admin and clerical staff and catering staff.
Regarding education support staff consider:

· What are schools’ statutory duties in this area?
· What are the principles that you could use in defining the number of TA hours needed and how they are deployed? 

· What are the types of roles used and what models are there of successful deployment? What are the advantages and disadvantages? The compromises and pay offs? 

· Are there any correlations between the hours of support and overall quality of teaching? Any correlation between the level of quality first teaching and additional support? Are there examples of schools that make a conscious decision to invest in quality first teaching rather than additional support hours? 

Average Support Staff Analysis Budget 2019/2020 Data
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This averages at around £440,000 for small schools, around £1,100,000 for medium and £1,700,000 for large schools.
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Assuming the numbers on role would be similar to those of 2018; and using the total cost of education support staff (2019/20 data) against numbers on role (2018); this averages to:

£482 per pupil in a small school; £707 per pupil in a medium sized school and £617 in a large school.

Small schools spend an average of £246,000 on education support staff; medium schools £594,000 and large schools £865,000.

Spending on premises staff is approximately £46,700 (small); £128,000 (medium) and £186,000 (large school).
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Catering Staff - E06

Other Staff - E07
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Spending on admin and clerical staff is approximately:

£122,000 (small);
 £314,000 (medium); and
 £462,000 (large school)

And on catering staff it is approximately:


 

£0 unclear data (small);

£26,700 (medium); and 
 £71,000 (large school)

‘Other staff’ costs are approximately:

£25,000 (small);
£38,000 (medium); and
 £110,000 (large school)

You would expect there to be more costs as the school size increases. However, would it need to be over double (in the case of ‘other staff costs’) in medium to large schools?

Finally, how do you identify the value for money of your approach?
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Reading list

Special Educational Needs in Mainstream Schools & Summary of recommendations

educationendowmentfoundation.org.uk/public/files/Publications/Send/EEF_Special_Educational_Needs_in_Mainstream_Schools_Guidance_Report.pdf
educationendowmentfoundation.org.uk/public/files/Publications/Send/EEF_Special_Educational_Needs_in_Mainstream_Schools_Recommendations_Poster.pdf
Advice and support to help schools manage financial uncertainty and change.

schoolfinancialsuccess.com/
MOREWOOD, G. D. (2018) in BARTRAM, D. Great Expectations: leading an effective SEND strategy in school. John Catt Publications.
www.gdmorewood.com/resources/
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