Review of School Based Management in the ACT
Australian Education Union – ACT Branch Submission
The Australian Education Union – ACT Branch (AEU) is the peak professional and industrial organisation for over 3000 principals, teachers and school support staff in ACT public schools and TAFE.

The AEU welcomes the opportunity to provide feedback on the Review of School Based Management in the ACT.

Before providing feedback on the proposals set out in the Options Paper, the AEU would like to express its disappointment with two issues. 
The AEU is concerned that consideration of future options for School Based Management (SBM) in ACT public schools is limited to “an examination of how funding is distributed between schools, but not the overall quantum of funding (which is a matter to be resolved in the ACT budget context)” [Options Paper]. This approach by the ACT Government of reviewing School Based Management within the existing budget provision is irresponsible and limiting. Serious and genuine consideration of how best to meet the needs of students in ACT public schools cannot take place whilst there is such a limitation placed on the review process. 
The AEU is also disappointed that the timeframe for responding to the Options Paper has been limited to only one week. It is unreasonable of the Government/Department of Education not to allow an extension to this important part of the review process. Earlier in the consultation, it was deemed appropriate to add another round of consultations and release the Options Paper. However the end-date for the consultation itself has not been extended.
The AEU will put forward its vision for a sustainable, high quality ACT public education system for the future, with particular attention paid to School Based Management. 

The ACT public education system currently achieves a very high standard in student outcomes in comparison to other Australian states and also internationally. There is much for all those within the Department of Education (central office, sections and school) to be proud of. The AEU recognises that no school system is perfect and that there is always room for improvement in individual schools and school systems.
It is timely to consider the effectiveness of School Based Management in the ACT public school system. While SBM has served schools well for a number of decades, the AEU believes that since 1997 when further responsibilities were devolved to schools, SBM has gone too far. It is now time for the pendulum to swing back in favour of a whole system approach.
The AEU believes that the result of too much SBM (decentralisation of too many responsibilities) has resulted in public schools competing with one another rather than cooperating with one another. Public schools in the ACT tend to operate with relative autonomy. All schools in the ACT are competing for enrolments in order to maintain programs and in some instances this leads to a perception that individual schools are not part of the bigger ACT public school system. It is the AEU’s view that this is one factor in the ACT having the lowest proportion of public school enrolments in the country (ACT has approximately 60% public school enrolments compared to about 70% nationally). Until this year’s enrolment census, enrolments in public schools were gradually being lost to private schools.
The AEU hopes that a review of SBM will bring changes that will encourage ACT public schools to work more efficiently and effectively as a system as opposed to operating as individual schools. This sentiment was recently echoed by the new Chief Executive of the ACT Department of Education and Training, Jim Watterston. In his first weeks in his new role he recognised that, “I think there are some opportunities for schools to work together and to share expertise.” [The Canberra Times, 1 August 2009]. The AEU favours an approach where some school based funds are used for specific purposes. Examples of these targeted funds include:

· the agreed minimum executive structure within each school, which ensures that there is a guaranteed minimum number of school leaders to provide educational leadership to all staff;

· the targeted funding for English as a Second Language programs, which must continue to be protected; 
· AEU-ACT Branch policy states that there must be a provision for minimum teaching staff to ensure class sizes are capped at a maximum of 21 students in Preschool to Year 3, and 25 students in Years 4 to 12;

·  It is crucial that staffing provision is made in each school to ensure that such programs as Languages and Information Literacy (Teacher Librarian) are guaranteed;

·  The AEU strongly supports the provision of SBM funds to schools on the basis of the needs of students. DET has agreed to discuss with the AEU through a joint Working Group a new staffing formula on the basis of student need.
The other major reason why the AEU welcomes a review of SBM is our concern about the significant workload of those who work in schools. Over the last decade the workload of principals and teachers, in particular, has intensified. This is partly due to the further devolution of SBM administrative responsibilities in 1997. The AEU strongly believes that centralisation of a number of responsibilities will allow principals to focus more on educational leadership and for teachers to concentrate on teaching. There is also a need for processes to be streamlined, for duplication to be removed and for economies of scale to be strengthened.
AEU Recommends Better Targeted Centralisation of SBM

Using Appendix A as a starting point, the AEU wishes to propose an alternative model to the current SBM which promotes centralising a number of SBM responsibilities. Given that the Central Office experienced significant staff cuts (approximately 90) as a result of the 2006-2007 ACT Government Budget, additional staff would be required in the central office to undertake these centralised responsibilities. Where the AEU’s proposal differs from the Options Paper, the text is in italics:
	Key Area of Responsibility under SBM
	School
	Cluster

	Central



	All school staff
	Schools are responsible for:

· determining the staffing mix within the limits of their staffing points allocation, including a minimum Executive and administrative support structure (NB additional funds will be needed to enable this to be implemented without detriment to other areas of the public schools system).;
· the cost of employing additional staff in excess of their allocated points;

· the performance management of school employees;

· the learning and development planning for school employees;

· the management of attendance monitoring and routine leave approvals;

· assisting with the annual bulk recruitment and transfer processes;

· selection panels and providing recommendations to the delegate on recruitment, transfer and promotion for school leader B and C positions and most administrative positions; and

· the engagement of casual staff and some short-term temporary staff.
· Principals, with central office support, manage staff under performance and discipline matters;
	Clusters able to:

· Share staffing points to employ staff who work across 2 or 3 sites e.g. Language teacher; teacher of Gifted and Talented Program
	Central office responsible for:

· allocating staffing resources to schools on the basis of student needs (formula to be agreed between DET and AEU through working group);

· the payment of all staff and the maintenance of personnel records;

· providing policy and advice on staff management, staff recruitment, employee relations and employment matters;

· Joint selection panel approval between DET and AEU.

· managing the annual bulk recruitment and transfer process;

· managing all commencement requirements, including assessment of prior service and qualifications;

· allocating professional learning funds to schools and providing a range of central professional learning activities;

· managing staff under performance and discipline matters;

· establishing and maintaining the casual staff registers; and

· ensuring compliance with staffing, employment and industrial legislation, policy and guidelines.

	Building maintenance
	Schools are required to cover the first
$20 000 for each unscheduled maintenance event.

· School may be required to co-contribute to unscheduled maintenance events.

· Managing and meeting the cost of scheduled minor maintenance.
	
	Central office is responsible for expenditure beyond the first $20 000 for each unscheduled maintenance event, but only if regular maintenance has occurred.



	Scheduled

maintenance

Fully centralise for all sites
	
	
	· Gutter Cleaning 

· Play Equipment 

· Testing and tagging 

· Storm water & sewer line clearances.

· Thermostatic mixing valves (i.e. hot water temperature) 

· HVAC (except for Erindale College).
· Lifts (except for Erindale College).

· Automatic doors (except for Erindale College).

	Building Condition

Assessments (3 year

rolling program)


	
	
	· Programming and meeting the cost of minor and scheduled maintenance items identified in Building Condition Assessment.
· Central Office is responsible for undertaking audit.
· Undertaking an annual major resource and management program, arising from condition audit.

	Grounds maintenance

(including safety)
Trees


	· Schools to contact central office to take immediate action on items identified as critical or urgent 


	
	· Central Office is responsible for the maintenance of all grounds and for meeting the costs of grounds maintenance. This includes loose soft fall, sand pits irrigation and turf maintenance.
· All other work identified is required to be actioned through a scheduled maintenance program 

· Annual tree assessment reports for all schools, including preschools.
· Central Office is responsible for funding tree maintenance, as identified in tree assessment reports.


	Cleaning
	
	· Schools have the authority to enter into contracts involving cluster arrangements with other schools.
	· Corporate Support and Procurement Solutions assist schools with the procurement and management of cleaning contracts.


	Utilities (power, water and waste)

	
	
	· Cost is fully met by central office.

	Capital works and

upgrades


	· Schools are able to make capital improvements using accumulated funds

	
	· Central office has responsibility for funding capital works and upgrades funds (with additional grant funding available from the Commonwealth Government).


	Security
	· Responsible for minor security work (e.g. lighting, security mesh) and daily on-site management.
· Required to meet the cost of false alarms caused by school and 50% of the cost of additional security patrols.


	
	· Primary responsibility rests with central office.
· Manages and meets the costs associated with alarm system monitoring, maintenance and general security patrols.
· Strategic management responsibility, including recommending and meeting costs of major security upgrades through the minor new works program (e.g. security fences).



	ICT – 

EDUNET
	· Schools determine mix of desktops and laptops for teacher use and have option to fund additional units (from InTACT).


	
	· Primarily the responsibility of DET through service level agreements with InTACT. All elements of network from asset replacement to support provided centrally. Standardised environment used to lower maintenance cost and allow central support.
· InTACT provides full support for teacher PCs.

	Student Networks
	· Primarily controlled by schools.
· Schools control strategy for student networks, including size, type (PC/Mac/other), wireless penetration, and software mix.
· Student environment managed at each school, including password resets, internet quotas and shared resource access.
· Schools carry out troubleshooting and support for student networks in the first instance.
	· Schools supported by central office to employ staff on a cluster basis specifically to maintain their student network.
	· New Commonwealth and central programs, such as NSSCF and additional ICT public primary schools, are being centrally managed and supported.
· Some basic standards provided for student networks.
· Initial server build and basic unrestricted student Standard Operating Environment for PCs.
· SITS team provides some central support for student networks, particularly for primary schools (schools have the option to purchase additional support from InTACT).

	FINANCE, PROCUREMENT, CORPORATE AND LEGAL
SERVICES

Procurement

Contract management

School authorised contracts

Centrally authorised

contracts

Financial Management

Approval of the school

budget

Management and

monitoring of school

financial performance

Day-to-day financial

management, including tax

management (GST/FBT)
Asset management

Leasing

COMPLIANCE AND REPORTING

Reporting on school

performance

School planning

Overall satisfaction with schools

Annual School Board

Reporting

Student performance

Outcomes

Auditing

Insurance and risk

management

Assets

Liability

Workplace Health and Safety

	· Schools manage procurements below $20000.

· All contracts signed by the school are managed at the school level. 
· Schools report to central office on some elements of performance regarding centrally managed contracts (e.g. duty of care elements at school sites).
· The responsibility for approving the school budget rests with the School Board.

· Direct responsibility for financial performance rests with the School Board.

· Rests with the Principal and Business Manager.

· Rests with the Principal and Business Manager (functions may include maintaining portable and attractive registers, submitting movement advice and stocktaking).
· Subject to central office approval of business cases, schools have the capacity to enter into leasing arrangements.

· The responsibility of schools under SBM.

· On the basis of self-assessment and external validation, establish a four-year school plan addressing strategic priorities.

· Schools manage the completion of Satisfaction Survey of parents, students and staff and address findings as part of self assessment.

· Schools report to the Chief Executive on achievement of goals and targets, as defined in School Plans.
· Schools provide data to Central Office via database.
· No direct requirement for Principals to engage auditors.

· Principals are required to assess performance through the use of the ‘self-assessment tool’ at least once each Semester.

· Required to facilitate and respond to recommendations arising from DET/ATO/Auditor General audits.
· Schools have capacity to insure assets with a value less than the Department’s excess of $25,000 (e.g. laptop and personal computers, video and digital cameras).

· Required to notify Finance and Corporate Support of any major asset purchases.

· Required to monitor risk.

· Required to prepare risk management plans seeking approval for potentially high-risk events (e.g. overseas excursions, outdoor adventure activities).

· Responsible for ensuring contractors hold appropriate insurances before commencing work on site.

· Local management of legislative requirements and policy.

· Identification and support of a local health and safety representative.

· Monitoring and reporting of local workplace health and safety issues.

· Support for return to work programs and reasonable adjustment requirements.

· Facilitating the implementation of recommendations from workplace assessments.


	· Schools could combine into clusters to manage procurements below $20000.
· Schools provided with support to enter into cluster arrangements with other schools to manage services.


	· Procurements above $20000 are managed by Procurement Solutions.

· Corporate Support and Procurement Solutions provide support, advice and training.

· Corporate Support and Procurement Solutions provide contract management support, advice and training.

· Notify schools of on-site scheduled contractor visits and, where appropriate, inform schools of specific work being undertaken.

· Timing for approval is set by CEO.

· Provides financial management training to School Board members.

· Overarching financial management of the department, including schools, rests with the CEO and CFO.

· Provision of financial management policy and procedures, training, help desk function and onsite support.

· Central office may intervene and, in extreme cases, take responsibility for and manage the finances of a school.

· Maintain central asset register for all schools.

· Consider leasing requests from an operational and financial perspective.

· Capacity to approve school leases under strict restrictions (FMA delegation from Treasury).

· Central office is responsible for reporting on the performance of the school system in its entirety.

· Central coordination of the School Improvement Framework with provision of system supports.

· System-wide coordination of the Satisfaction Survey of parents, students and staff on an annual basis.

· Coordination of Annual School Board Reporting with oversight of quality control and compliance.

· Maintenance of policy on reporting student outcomes to parents.

· Central office compiles report card (combination of data – e.g. NAPLAN, A-E grading) and provides parents with reports on student performance.

· Regular internal auditing of financial management and compliance with Departmental standards and policies.

· Follow-up and report on implementation of audit recommendations.
· Insurance for all schools assets obtained through arrangements with ACT Insurance Authority, but subject to a $25,000 excess.

· Provision of technical assistance and advisory services to schools in relation to insurance and risk management.

· Payment and management of Comcare premium.

· Funding for the Employee Assistance Program.

· Funding for local staff health initiatives.

· Funding for system wide staff health initiatives (e.g. flu vaccinations).

· Policy development and advice.

· Workplace audits and assessments and supporting the implementation of recommendations.

· Management of rehabilitation and return to work programs.

· Provision of supernumerary staffing support for return to work programs.

· Co-ordination of the Health and Safety officer network.


Options proposed within the Options Paper

The AEU agrees with most of the options proposed in the Options Paper.  These options will be discussed in the order they were considered at the SBM Review Workshops on 28 and 29 July 2009.
In regard to Options 1 and 2, the AEU believes that it is preferable to have a combination of funding which is allocated to schools for specific purposes and funds that can be used flexibly as in the current SBM model. The AEU does not favour more flexibility at the school level as proposed in Option 2 as this would remove the safeguards currently in place to ensure funds are spent on specific purposes, particularly educational programs. The AEU strongly opposes the proposal in Option 2 which suggests ‘reward for performance – school funding include rewards for achievement of student outcomes’. While the Federal Government is proposing reward payments to public school systems and private schools for achieving improvements in student outcomes, the AEU disagrees with any linkage between funding and school, teacher or student ‘performance’.
Option 8 proposes either further centralisation or devolution of responsibilities. The AEU prefers the option of further centralising some responsibilities (as shown in the above table) for the following reasons:

· Reduce the workload of all school staff including principals and teachers, to enable them to focus on educational provision.
· Proposed new initiatives must be centrally assessed to consider the potential implications for resources, professional development requirements, employee workload, impact on (other) educational programs and potential duplication before being approved for introduction in schools.

· Introduce economies of scale, particularly for responsibilities that are currently carried out repetitiously at each school site e.g. cleaning contracts, procurement of major resources.
· Reduce duplication, over-compliance and red tape with a view to streamlining processes.

· To encourage ACT public schools to operate more effectively as one system rather than individual schools.

Option 6 proposes the simplification of the allocation and accounting of staffing points to reduce the administrative impost on schools. The AEU is in favour of the development of one currency to manage staffing points, casual days and cash reimbursements as long as no school is disadvantaged by this. The AEU also advocates the alignment of the Human Resources systems (CHRIS 21, MAZE, CRS, ORACLE) to enable them to ‘talk to each other’ and provide employees with accurate, up-to-date information.
Option 4 proposes a minimum staffing structure, consisting of at least one FTE Business Manager, one FTE School Secretary and one FTE Building Services Officer. The AEU is in favour of this proposal, however, we call upon the ACT Government to provide additional funds to enable this to occur for every public school so that no cuts need to be made in other areas in order to implement this initiative.

Option 3 proposes increasing the financial and business skills of business managers and principals. The AEU supports this proposal.

Option 7 suggests the introduction of skills based requirements for school boards. The AEU opposes this proposal. Rather, the AEU would prefer a continuation of the status quo where those parents and community members who volunteer to be on a school board are provided with appropriate training where required. Additionally, School Boards should be supported in co-opting board members with the required skill set.

Option 5 proposes that department-school interactions be streamlined to minimize the administrative burden on schools. The AEU strongly supports this option. This review provides the ACT public school system with the opportunity to reduce duplication, over-compliance and red tape. There is also potential for schools to work more closely together, either as a system or in clusters, in the following areas:

· Development and implementation of professional development.
· Development and provision of student reports.

· Development of curriculum (course, units of work etc), alignment with the Curriculum Framework, integration of the Quality Teaching model.

· Use of Information and Communication Technologies to simplify work – i.e. shared resources, templates, proformas

· Provision of educational programs on a cluster basis eg. Gifted and Talented program, Vocational Education and Training programs in schools.

· Staffing on a cluster basis or pairs of schools e.g. Shared BSO, Teacher Librarian, Language teacher.

The AEU is keen to see this review bring about a balanced outcome that will ensure manageable, sustainable workloads for DET employees and positive improvements to the way in which ACT public schools operate collaboratively as a system in order to meet the needs of every student. 

Penny Gilmour

Branch Secretary 
AEU – ACT Branch
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