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Subject: 
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Structures for Primary, Secondary and Special 
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Purpose of Report 

This circular replaces the 2003 version of Standard Circular F20 “Management Structures for 
Primary, Secondary and Special Schools’’ and incorporates changes to the staffing standard 
required by the Scottish Executive from August 2007. 

Recommendations 

The Education Committee is asked to: 
(1) approve the revised procedures for determining promoted post structures across the 

primary, secondary and special sectors as outlined in the attached Revised Standard 
Circular F20; 

(2) approve the revised staffing formulae; 
(3) approve the phased implementation from August 2007. 

Members wishing further information please contact: 

Michael O’Neill, Director of Education on 01236 812336 or 
Christine Pollock, Depute Director of Education on 01236 812338 or 
Ellen Doherty, Education Officer Personnel on 01236 812823 



NORTH LANARKSHIRE COUNCIL - DEPARTMENT OF EDUCATION 

REVISION OF STANDARD CIRCULAR F20 

Report by the Director of Education 

Background 

The national agreement A Teaching Profession for the 21’’ Century (2001) provided an 
improved and simplified career structure for all teachers comprising only the promoted posts 
of Principal Teacher, Depute Head Teacher and Head Teacher. This report updates the new 
arrangements for determining promoted post structures in primary and secondary schools as 
defined in Standard Circular F20 (2003). The original circular included provision for a review 
after 3 years, hence this revision. It provided a means of transition from old to new 
management structures. With that transition about 70% complete, it is time to proceed to the 
final phase of implementing new management structures. A review of staffing in special 
schools is due to be carried out soon and the principles of this circular will be applied to the 
special sector when that review is completed. 

Aim 

The circular is intended to improve the service provided to the pupils of North Lanarkshire by 
ensuring that management structures in schools reflect clear responsibility for quality 
assurance through HMle’s “How Good is Our School?”, delivering the North Lanarkshire 
priorities in the Education Department’s Service Improvement Plan, delivering the national 
priorities in education of the Scottish Executive, and will be flexible and robust enough to 
stand the test of time. It also improves the staffing provision for P I  classes and S I  and S2 
classes in English and mathematics as required by the Scottish Executive. The provisions of 
the circular will be phased in from August 2007. The revised circular is an attachment to this 
report. 

Operation 

An existing Support Pack for managers to assist with the implementation of this circular is 
being revised. It consists of 3 sections: 

Section 1 The Management Structure Toolkit -this ensures that new structures 
address key issues in quality assurance and deliver local and national 
priorities. 
The Financial Toolkit - this ensures that new structures are affordable 
within existing resources and represent best value. 
The Management Time Toolkit -this ensures that school managers 
give promoted staff time to discharge management duties as required 
by the national agreement, and have a rationale for distributing it within 
schools 

Section 2 

Section 3 

Opportunity is taken in the circular to include reference to the requirement of the Scottish 
Executive that from August 2007 enhanced staffing will apply in S I  and S2 mathematics and 
English, and in P I .  SEED have provided additional funding to resource this. In all other 
respects the circular is cost-neutral. Revisions to the staffing formulae are: 

Primary 

Secondary 

Teaching staff: according to the revised staffing tables 
Management time: 1 + (roll x 0.0022) 
Teaching staff: 8.19 + (roll x 0.0568) 
Management time: 1 + (roll x 0.0066) 



Recommendations 

The Education Committee is asked to: 
(1) approve the revised procedures for determining promoted post structures across the 

primary, secondary and special sectors as outlined in the attached Revised Standard 
Circular F20; 

(2) approve the revised staffing formulae; 
(3) approve the phased implementation from August 2007. 



REVISED STANDARD CIRCULAR 

MANAGEMENT STRUCTURES FOR PRIMARY, SECONDARY 
AND SPECIAL SCHOOLS 

No. F20 

1. INTRODUCTION 

1.1 Schools must be managed effectively if they are to give their pupils the best possible chance of 
success. The structure of promoted posts in a school is a key factor in the effectiveness of its 
management. This circular and its associated Support Pack reflect the partnership between the 
Education Department and North Lanarkshire’s schools in determining management structures. 
The circular establishes a framework within which Head Teachers must determine the 
management structure that best suits their school. The Support Pack advice contains: 
(1) A Management Structure Toolkit (based on HMIe’s How Good is Our School?, North 

Lanarkshire’s local priorities, and the National Priorities) to enable each school to determine 
the extent to which key management responsibilities are addressed in their existing structure; 

management structures are financially viable; 

responsibilities in an appropriate way. 

(2) A Financial Toolkit to allow Head Teachers and the Education Department to check that 

(3) A Management Time Toolkit to enable Head Teachers to allocate time for management 

1.2 As a result of the agreement A Teaching Profession for the 21’‘ Century, there have been only 3 
grades of promoted post in educational establishments since August 2003: Principal Teacher, 
Depute Head Teacher and Head Teacher. Other teaching staff are designated as Teacher or 
Chartered Teacher and are considered to be unpromoted. Chartered Teachers may undertake 
additional duties but only if they are listed in the “Teacher / Chartered Teacher” section of Annex 
B of A Teaching Profession for the 2Ist Century. 

1.3 The purpose of this circular and Support Pack is to establish a framework that will: 
Enable schools to evaluate the extent to which key management responsibilities are 
reflected in their existing management structures using the Management Structure 
Toolkit. This will allow Head Teachers to consult the school community and to ascertain 
the extent to which change is required. 
Allow Head Teachers and the Education Department to check that new structures are 
financially viable using the Financial Toolkit and also to meet the requirements of the 
Scottish Executive to enhance staffing in English and mathematics in S1 and S2, and in 
P1. 
Allow Head Teachers to allocate time for management duties according to the level of 
responsibility attached to each management post. 
Enable Head Teachers and the Education Department to implement changes to structures 
progressively over a period of time by means of a transitional plan. 

0 

0 

1.4 Head Teachers are obliged to consult members of the school community when changes to 
management structures are being considered and to take account of their views in reaching 
decisions. In determining the structure of promoted posts, Head Teachers must ensure that 
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proposed changes conform to the North Lanarkshire framework established in this circular. 
Promotion structures will require approval by the Education Officer Personnel. 

1.5 This circular supersedes the previous version of Standard Circular F20 issued in January 2003. 

1.6 The national agreement A Teaching Profession for the 21" Century provides outlines of duties for 
Teachers / Chartered Teachers, Principal Teachers, Depute Head Teachers and Head Teachers in 
Annex B. Head Teachers are required to adhere to these outlines in developing job descriptions. 
Annex F of the national agreement devolved promotion procedures and specific duties and remits 
to local negotiating committees. The JNCT has a general overview of these matters and has 
reached agreement on them through Standard Circulars F2 and F3, 

1.7 This circular applies to management structures for the primary, secondary and special sectors. 
However, details are provided only for the primary and secondary sectors. A major review of the 
staffing of schools in the special sector is planned. Once this has been completed, the principles 
of this circular will be applied and more detailed advice will be issued to Head Teachers. 

2. EVALUATING PRESENT STRUCTURES - THE MANAGEMENT STRUCTURE 
TOOLKIT 

2.1 Every 3 years, all establishments with a management structure will be required to use the 
Management Structure Toolkit to evaluate the extent to which their existing promotion structure 
enables them to address: 

A. the quality indicators of How Good Is Our School?, the national benchmark by which 
schools are externally evaluated by HMIe and which is used by schools to bring about 
improvement through self-evaluation; 

B. the priorities of the Education Department of North Lanarkshire Council, to reflect local 
areas of importance as determined by elected representatives after due consultation and 
articulated in the Education Department's Service Plan; 

C. the priorities of the Scottish Executive Education Department, to reflect national areas of 
importance; 

D. the management of change over time in any of the above. 

2.2 Using the Management Structure Toolkit in the Support Pack, schools will determine the extent to 
which their existing promotion structure addresses the 4 criteria in section 2.1 above. The result of 
this evaluation will be available to staff for consultation and expression of views, after which the 
degree to which change is required will be determined by the Head Teacher. The Management 
Structure Toolkit appears as Section 1 of the Support Pack. 

3. THE FINANCIAL TOOLKIT 

3.1 The system used in the Financial Toolkit is based on management points. Management points 
reflect the difference between the value of the average unpromoted salary and that of each 
promoted post. There are 8 salary points in the Principal Teacher scale and 19 in the Depute / 
Head Teacher scale. Based on the average unpromoted teacher salary, a points value is allocated 
to every salary on both the Principal Teacher scale and the Depute / Head Teacher scale to show 
the proportional difference between it and the average unpromoted salary. This system applies to 
the primary, secondary and special sectors. The use of a points system avoids the complication 
caused by the cash value of salaries changing annually. Provided all teachers receive the same 
annual percentage pay award, the points values remain constant. 

3.2 Every school will have a financial resource available for a promotion structure expressed in 
management points. Each management post will be subject to job sizing using the national job 

Standard Circular No. F20 2 05/12/06 



sizing toolkit on each occasion it falls vacant. Two job sizing co-ordinators, one nominated by 
the Teachers' Side of the JNCT and one by the Management Side, will size each management 
post. The number of management points in each school's entitlement will be the total cost of the 
new management structure approved by the Education Officer Personnel. 

3.3 In moving towards a new management structure, a school's entitlement to management points 
may be exceeded in some circumstances. The causes of this will be conservation of salary of 
various kinds: 

0 

0 

0 

historical roll-related conservation pre-August 2003; 
conservation due to the original job sizing exercise of 2003; 
supernumerary promoted posts in certain situations; 
conservation due to exceptional circumstances. 

These 4 categories will be reviewed annually and any excess over entitlement will be met by the 
Education Department. 

3.4 The points value of management posts may change from time to time. An individual post may 
change if the remit is altered. A group of management posts may be affected by a major development 
such as a significant roll change or the addition or removal of early years provision or a special unit. 
In such situations, the national circular SNCT/28 will be applied to determine whether or not the 
changes are significant enough to warrant re-sizing and, if they are, to determine the new points value 
of the post. In general terms, individual post holders will apply to have their post re-sized if the 
changes only refer to their individual remit. For major changes, the Education Department will 
initiate the review. 

3.5 When a review results in an increased number of points for a post and the school has been 
responsible for changing the remits of individual posts, then the increased cost must be found by the 
school from its points entitlement. Where significant changes are outwith the control of the school 
(e.g. roll band changes or the addition or removal of extra provision) then the Education Department 
will increase the points entitlement of the school. Normally, school rolls will have to be established in 
a new roll banding for two consecutive SEED censuses and projections will have to indicate that this 
position is likely to continue before SNCT/28 is applied or new management structure options are 
available. In such circumstances, a school's new entitlement will be the sum of the management 
points allocated to each promoted post after re-sizing. 

3.6 The Financial Toolkit is given as Section 2 of the Support Pack. 

4. THE MANAGEMENT TIME TOOLKIT 

4.1 All schools will have available a staffing resource expressed in FTE for allocating additional non- 
contact time to promoted staff who have management duties, as recommended in A Teaching 
Profession for the 21" Century. 

4.2 Head Teachers should distribute this time amongst the promoted posts in their management 
structures to reflect the level of responsibility assigned to each post by the job sizing toolkit. 

4.3 A Management Time Toolkit appears as Section 3 of the Support Pack. 

5 MOVING TOWARDS NEW STRUCTURES 

5.1 It is likely that schools will take some years to put in place new promotion structures in full. Posts 
may be filled by a matching in process but only on the first occasion and under certain 
circumstances as described in 5.2 below. Posts not eligible for matching in will be advertised and 
filled by competitive interview. The move towards new structures will be gradual. New posts 
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will be filled as posts in old structures fall vacant and financial resources are released. Each 
school will establish a transitional plan to show how progress towards the new structure can be 
achieved in stages. The transitional plan will require approval by the Education Officer 
Personnel. 

5.2 In moving towards new structures, the following conditions will apply: 
(1) no member of staff will be subject to compulsory redundancy; 
( 2 )  where a school is restructuring internally and posts in a new structure are broadly similar 

to those held by Principal Teachers, Deputy Head Teachers and Head Teachers in the 
previous structure, then permanent post holders at these levels will be “matched in” to the 
new posts on the first occasion they are filled. On subsequent occasions, these posts will 
be filled by competitive interview. Where posts in a new structure are significantly 
different, competitive interviews will be required but existing post holders will not be 
compelled to apply; 

personnel policy specific to these circumstances will apply; 
(3) in the case of restructuring resulting from school closures and amalgamations, the 

(4) conservation rules will apply as per individual contracts of employment; 
( 5 )  surplus promoted post holders’ expertise will be valued and opportunities will be 

provided to allow them to continue to contribute this expertise within the authority. 
There will be discussion with each individual concerned and account will be taken of 
their views prior to a decision being reached by the Head Teacher. 

5.3 The Education Department will attempt to secure resources to allow staff whose posts do not 
feature in new structures to apply for premature retirement schemes and / or access to the actuarially 
reduced pension scheme, provided that the eligibility criteria of the national pension scheme for 
teachers are met. 

5.4 This circular will be operational from August 2007. 
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