Schools Funding Forum Executive

Evaluation of Lead School Pilot

1. 
Extract from LCSP Chairs meeting 26.11.08

Lead School Implementation

(Review of Mainstream Specialist Units and Designations)

Implementation of the Pilot phase of the Lead School strategy began in September 2008 in the Local Children’s Services Partnerships in Ashford, Shepway, Dartford, Gravesham and Swanley. Phase One Lead schools have been allocated a lump sum to begin the process of planning and developing their provision. Local Multi-agency task groups have been established for each need type. The Local Authority is providing guidance and support on the Lead school role and on provision planning and decision-making arrangements for supporting children and young people.

Work will continue on supporting Lead schools in Phase Two and officers will continue to meet with those identified to ensure implementation will take place smoothly.  The Evaluation of the pilot phase will focus on the key elements of the Review strategy

· LCSP planning and decision-making arrangements to ensure an integrated range of specialist provision across the locality including services from Lead schools, Special Schools, Health, Specialist Teaching Service and so on

· Support to mainstream schools in becoming inclusive and accessible in line with the requirements of the DDA

· Access to specialist provision and support closer to home

· The proposed funding mechanism

Progress 

· Each Lead school in the pilot area completed a self-assessment to establish their state of readiness in June 2008. This assessment was used as the basis for preparing an implementation plan. This assessment will be completed again in January 2009 to establish progress at individual Lead schools. 

Regular reports on the progress of the Phase One pilot will be prepared and made available through the Review website.

2. 
 Evaluation of the Funding Mechanism 

An initial Discussion Paper
What financial arrangements are being trialled?

a) Formula allocation by population, not by actual placements
Funds are being allocated on the premise that the needs typical of former unit and VSCN pupils occur throughout Kent roughly in line with pupil population, ie are not affected significantly by deprivation, household/ family circumstances etc, or other factors.
b) Values weighted by need type

The budget value per notional pupil differs for each need type. Do the weightings/relativities reflect what practitioners agree is the difference in resource requirements for direct pupil support

c) Fixed sum + general allowance

This part of the formula not related to need type in theory covers those costs of managing/running the unit and outreach services, excluding the direct pupil support that varies with numbers and is funded by b) above
d) No specific VSCN allocations

Former VSCN needs are now dealt with by the Lead schools from their overall allocation, and the general distributional theory in a) above applies. 

e) Funding not linked to actual pupils (except VI, HI)

Providing notional numbers assumed by the formula are reasonably close to actual placements, budgets do not need to rise and fall as numbers change at the margin. What is important is stability of funding to support expert staff continuity. Should HI and VI be dealt with in the same way?
f)   
Direct support in lieu of cash for other schools

Outreach support from Lead school centres of expertise by trained/skilled staff is more cost-effective than individually funded support packages

g) Savings in transport costs/distances travelled

More pupils should be placed within their locality; there should be few/no placements in units/schools outside the area covered by the Lead school. 
h) Transitional budgets/protection

Arrangements for existing placements should be able to continue whilst lead schools still have some budget freed up (or new money) to take new placements under new criteria
i)  
Overall numbers of lead schools – are areas covered appropriate (eg big enough to support centre of excellence/economy of scale?

What would represent success?

1. If the formula notional pupil numbers were within +/-20% of actual placements. But we would need to take account of any tribunal decisions that directed pupils away from their local lead school area, any other out-of-area placement decisions for specific reasons. These should be recorded and reasons reviewed to see if they invalidate the population theory.

2. Value weightings are accepted as reasonable by Headteachers, Sencos and other practitioners. Overall sums allocated for any given number of pupils are seen as adequate to support staff ratios.
3. General allowance accepted by Lead schools as appropriate. This is a difficult concept. There are two elements: i)  is about what minimum level of funding needs to be available  to any lead school regardless of need type simply to run a specialist service, including outreach support and training, and ii) what level of additional funding to i) is needed, regardless again of need type to reflect the size of geographical area covered by the lead school. When added together these elements should enable a basic service to run, even if there were no pupils to support directly (in terms of hours in the classroom). Direct pupil support is covered by the need type funding part of the formula, not this general allowance..

4. Average transport cost per pupil across the pilot areas after one year is less than now. Also, if there is currently little difference in the average cost per pupil or distance travelled per pupil, between the pilot and non pilot areas now, has the pilot resulted in a difference opening up between the pilot and non pilot areas?
5. New funds/released funds were sufficient to support new placements and new services. An analysis of numbers placed compared to numbers leaving would need to be undertaken to test the adequacy of transitional arrangements in enabling lead schools to both support existing placements without significant disruption, new placements, and develop outreach services.
The Forum Executive is asked whether this represents a reasonable approach to the financial evaluation, and to consider if there any other aspects of the financial arrangements that it would want to see considered.
