City of Edinburgh Council


Minutes of Parent Council Consultation Meeting

Children and Families Budget 2010-13
18.30 to 21.00, 16th December, European Room, City Chambers
Top table:
Marilyne MacLaren (chair), Convener of Education, Children and Families Committee

Gillian Tee, Director of Children and Families

Mike Rosendale, Head of Service - Schools & Community Services


David Robertson, - Resources Manager, Children and Families 
Introduction by Marilyne MacLaren
We are hoping that you can help with our budget deliberations. No decisions have been made as yet. We have proposals from the Department that the Councillors will decide upon in February.  We are in an unprecedented financial crisis. We would normally be setting our table from a relatively balanced position but currently we have a £13.7m gap and are in a similar position for next few years. This gap is on top of savings already made.
This is a C&F wide situation. It is not just schools. It affects vulnerable children, children with educational needs and at risk children.  For every part of the school’s budget that is protected, it means that somewhere else is cut.  We must make these savings, there is no avoiding it. 
We will do everything to support children in this city. It is all painful but what is the least painful? This is a position Head Teachers do not want to be in but they want to work with us on this. This is what we want from you as parents. We want your help in making these decisions. We need a constructive debate.

What are in the budget pack are officer recommendations. They add up to £13.7m. We as politicians have to decide what to do. Everything we take out we have to substitute.  It is not easy. Hopefully after 3 years we will be able  to rebuild.  The more efficient we are, the stronger the position we will be in.

Presentation by David Robertson

Confidential Management Options – C&F revenue budget 2010-13.
The presentation provided showed the department having to make £13.7m of savings next year to balance the books.  The departmental strategy was to seek 2.5% savings from primary , secondary and special schools which, after dealing with pressures, equated to £5m.  The remainder of the department had been asked to find 6.4% next year with a 4% saving required across the board in the next two years.  Individual savings proposals including early years and vulnerable children’s services were presented to deliver the £13.7m savings requirement including a number of longer term, and as yet non costed, proposals beyond 2010/11.  A copy of the presentation is enclosed. 
Questions from the floor and answers given
Q1.
How can we be confident that the Council is fairly allocating budgets? It is a bigger picture than just C&F. What recourse do we have as parents to challenge the allocation, particularly City Development’s?
A
DR - Budget packs have been prepared for each Department and are subject to scrutiny. Support departments have been asked to make savings of 10% and frontline departments will have to find around 4%. Additional savings of a further 4% across all services in each of the next two years will also be necessary. Children and Families is about a third of the CEC net budget so it will have to find a significant part of the CEC savings. Tonight we are looking at just C&F.  You can turn to your Councillors to influence their deliberations.
Q2.
What is the situation regarding the Teachers pay rise – there is a commitment to pay rises but funding has not been provided?
A
DR – COSLA agreed a multi-year deal (3 years) and we are in currently in the second year of this negotiated deal.  

Rory Mackenzie added that the main teaching union (EIS) agreed with COSLA that no adjustments would be made to the agreement during the 3 year period. 

Q3.
What are Surplus Staff?
A
DR – surplus staff are teachers who have been declared surplus to requirement for a variety of reasons.  This may be due to health issues, curriculum choices  or falling school rolls.  Surplus staff needs to be managed by the authority and schools. 

Q4.
Why are schools penalised when teachers are seconded into Waverley Court to work on projects?

A
DR – Experienced Teachers are often brought in for very good reasons (for example to work on projects such as curriculum for excellence.  Where experienced staff are seconded schools are provided with additional budget to back fill posts.   Schools are not penalised.
Q5.
Is it correct that you cannot make teachers redundant? What happens?
A
DR –  this should be considered in context of around 3,600 teachers in Edinburgh. Wherever possible we redeploy staff. If there are no other options then we may look at the options for staff leaving the service of the Authority  

MR – There is no policy on early severance at present but we are looking into this with HR. Comparing us to other sectors of the economy does make us look generous. We are reporting in January on a policy which will give us additional flexibility to reduce teaching staff.

Q6.
Are Surplus Staff kept busy?
A
MR – Yes


GT – The Surplus Staff are in schools doing a job, it’s just that there is no school budget provision for them. There is a potential ‘win win’ here in January if the new policy on early release being proposed is approved by elected members. There will be staff who want to leave and unbudgeted posts being deleted.
Q7.
The 2.5% required saving is on top of 1.5% already there. Did other parts of the Department take 1.5% this year?
A
DR – In effect the 1.5% is a recurrent budget reduction.   Other areas of the department made savings this year which went well beyond 1.5%.  The 1.5% reduction in schools is embedded in the base budget and we cannot revisit current year budgets, we do understand the point about existing efficiency savings.
Q8.
Have you looked at other Local Authorities in the country? Some Community High Schools make a profit. There are Heads of establishment who are tasked with making a profit. It can work.

A
DR – We realise CH schools provide a valued community resource, however we now expect all schools to operate in effect as community high schools .  These 8 schools are receiving £4.5m of additional budget every year and are generating £1m in income –a net cost of £3.5m.  We are looking at reducing the budgets and subsidies they receive and are asking schools to increase income and be more efficient in order to do this.
Q9.
Are there proposals to centralise common aspects of CHS’s? Local determination is more likely to be economically viable.

A
MM – We are looking at all of the Community Development Service. Empowering local people and looking at different models. We are going out for consultation in January on proposals to change existing CLD arrangements.


MR – The current review is likely to recommend that CLD colleagues work closely with CHS. Some authorities have removed CHS designation altogether from their schools.

Q10.
Part of review should include Primary involvement in local communities. If looking at a cluster basis, then should be more than just CHS.

DR - yes we would agree

Q11.
Community Education structure – who do they work for, or report to, what do they do? Can we get an information sheet to CCWP?
A
MM – A briefing note can be prepared for CCWP. The information requested will also be included in the CLD design consultation.

Q12.
There will be further cuts in future years?

A
DR – It is 4% in each of the next 2 years. I will return to the question about future options if I may later.
Q13.
What is saving proposal short-term absence cover?
A
DR – Taking the budget allocation down from 5 to 4 days per member of teaching staff in Primaries and special schools and from 4 to 3 days per member of teaching staff in Secondaries. This is one area where we are still relatively generous when we compare Edinburgh to a number of local authorities.  The measure  would bring us more in line when benchmarked with other councils e.g. West Lothian and Fife.

Q14.
What are teachers sickness levels?

A
DR – About 3.5%

Q15.
Primary schools are to find 1.5% savings this year and so some are not using the budgets for absence cover, but using this to meet the efficiency saving so school management are having to cover staff absences.
A
DR – Yes they may be.  I would accept that.
Q16.
You are creating a situation where e.g. my son has 5 different teachers per day. Schools may have to contact parents and say they cannot put a teacher in front of your child. 

A
DR – I understand your point but I would reiterate that we have do benchmark favourably even after the proposed reduction. 
Q17.
For Leith Academy the budgets devolved for water, waste and exam fees this year are less than previous year’s actual.
A
DR – we recognise there is a pressure in these budgets, one that we were only made aware of after the budget setting process for 2009/10 had been completed.  We believe schools are better placed to influence costs in these budgets than the centre where we are unable to influence them at all.
Q18.
Can we do something with the heating systems? We have contacted City Development but there is no money to invest in this.
A
DR – There are a range of things we can do e.g. spend to save. There is an ongoing programme of energy efficiency and infrastructure improvements in schools across the school funded from capital grant (SEEF funding).  This is managed by City Development
Q19.
I thought that energy was controlled centrally?
A
DR – heating is controlled centrally in a number of establishments.   It is not consistent throughout the Council. Schools can be pro-active in contacting the energy management unit over heating issues and in affecting good housekeeping.  Often you see schools where, windows are left open in winter. While recognising many of our schools do try very hard to follow good practice I am not convinced that all that can be done in schools is being done. City Development estimates that 10% to 15% can be saved through good housekeeping.

Q20.
Do schools need to phone to get their temperature changed?
A
DR – Heating is centrally controlled in a number of establishments one good reason for this is to avoid extensive damage cause by burst pipes  when heating was  not be turned on in individual schools during cold nights.

Q21.
How will a saving on spend on exam fees increase efficiencies?
A
DR – We have asked schools to take on management responsibility for this.   Secondary Head teachers decide how many exam presentations should go forward and we have devolved an appropriate budget to fund the normal level of presentations for pupils.  I realise there is a specific issues with double presentations at Leith Academy this year which is causing a problem.  Generally the budget is sufficient.


MM – Some youngsters are being put into exams where they will fail. We need to look at this.

Q22.
What is the reasoning behind removing learning assistants in special schools?
A
DR – The savings option has been brought forward by the service manager feeling  that this budget could be reduced 
Q23.
Are equality impact assessments being done on the savings in special schools?
A
DR – Equalities impact assessments are included in the pro-forma used in the budget pack. We can give you the detail. [It has subsequently been confirmed that an impact assessment has not yet been done on these savings rather an equalities relevance assessment has been conducted. And further work to conduct an impact assessment will be required in a number of areas]
Q24.
Same savings are being applied across special schools but the kids do not have the same needs in these schools. The impact on my son’s school will be greater than the others.
A
DR I would accept that the impact of this saving will felt differently in different schools.

Q25.
The £1.6million for additional free school meals in P1 to P3, can it be means tested? If yes, then we do not need to do some of the other changes.
A
GT – We have had this discussion with Head Teachers. We could propose to delay the implementation of this. We need your feedback on this issue

.

MM – I would like to ask you whether free school meals are a top priority for you?


CCWP Response from the floor – only for those  children who actually need it.

Q26.
Class size is a red herring. Mike Russell is negotiating with COSLA. Message I am getting is that these cuts will impact on Curriculum for Excellence.  I am horrified by the proposed librarian cuts, the librarian in our schools is a valued resource for curriculum for excellence. We need more librarian time not less.
Q27.
We have only got to slide 9 in the presentation and we need to get to the future years data. Please can we finish the presentation before asking questions?

A 
We are almost there 9 of 14..

Q28.
How are energy bills paid? Librarians and learning assistants, how much control does a head Teacher have in schools? Is the impact of these savings proportionately more for female workers on a lower wage? Has an equalities impact been done for them?
A
DR – Head teachers have full control  over devolved budgets.  A full equalities impact on all the proposals has not been done. Some of these proposals will reduce Head Teacher flexibility. Energy was brought back to the centre for a period of time but was previously fully devolved and was devolved again this year.  Head teachers are best placed to manage these budgets.
Presentation ends

Marilyne MacLaren – can we see the longer term proposals slide again? 

Q29.
Is there anything we should say no to? 
Q30.
What are staff conservations?

A
DR – Some staff are presently being paid conserved salaries.  This may arise for example where through no fault of the school, pupil rolls have fallen and promoted staff in those schools may retain their former salary on a personal basis if this previously attracted a higher roll related element.  Head teachers salaries are assessed based on school rolls and many heads and senior promoted staff in schools may have personal salary conservations. This often applies to staff that may be near the end of their careers. Their replacement when they leave will be appointed   a lower job sized salary. The age profile of teachers means it is appropriate that we build this saving into the budget 
Q31.
Co-delivery of Higher and Advanced higher, S1 to S4 schools. The economic situation means that more kids are staying on.
A
MM – Idea is that we do not reduce choice.


We are looking at schools working more closely together and as part of this longer term option examining whether all schools, particularly those with small rolls can continue to offer the current breadth of curriculum

Q32.
S1 to S4 we are, returning to Junior Secondary Education, we have to be careful because we cannot accommodate every S1 to S4. Will travel between schools during the day work?

A
We are taking about schools working together more effectively and would need to carefully evaluate the implication of this longer term option before anything is proposed.

Q33.
Mike Russell says that more money has been allocated to schools than ever before. The news this evening said that Aberdeen got an extra 5.5% this year. Mike Russell gives the impression that more money will be available. So what are Head Teachers doing here?

Comment from Rory Mackenzie.  School closures should have happened earlier but they must happen now. If cuts are necessary then we would like to have discretion in our schools over how to manage these. 
DR
The local government finance settlement gave Edinburgh an increase in its funding overall of 1.76% the second lowest level of any Scottish local authorities.  This will give the Council  an additional £14m next year, and includes money for an assumed council tax freeze ie this is not all free money.  However children and families have pressures and new commitments including pay awards, service delivery pressures in its budget to be funded of over £12m.  Hence the need to make saving in order to balance the books.   The increase in funding for local authorities is not uniform across the board.  Base funding is calculated with reference to the GAE (Grant Aided Expenditure.)  This is the mechanism by which the government assesses what it thinks all councils should be spending given a level playing field across Scotland.    The government uses this mechanism to assess funding for Councils, around 70% of what we spend comes from central government with the balance made up of council tax.  
Q34.
Can you explain the reduction in free fulltime nursery places?
A
DR – the council is currently funded to provide children with 5  2.5 hour sessions per week. However presently we provide more than 800 children with full-day all week place. We do not get funded to do this. Proposal is to go from over 800 full time (all day) places down by a third and to provide more 2.5 hour per day places.  To put this into context  West Lothian we believe provide 14 full time  places, Glasgow from previous data available previous provide 36. 

We are not talking about wrap around care.   CEC are completely out of line with other La’s in terms of the provision of all day nursery care.

MM – need to distinguish between baby childcare  and early years education.

Q35.
Curriculum for Excellence is about catching them young and you are cutting this?
A
DR – The specific proposal you are referring to is about replacing some Nursery Teachers with nursery assistants. All Nurseries would still have a Nursery Teacher. Currently some Nurseries have more than one teacher and we would redeploy these extra staff while maintaining staffing ratios.
.

Q36.
Beyond period of teachers pay agreement, if Council has only got a resource increase less than the pay award then we cannot ignore this.
A
DR – The pay award for 2010/11 are 2.4% for teachers and 1% for APT&C staff.  2010/11 is the third year of an agreed teachers pay deal and there is no proposal to re visit this until 2011/12.  Beyond 2010/11 pay awards will have to be negotiated with reference to the prevailing financial climate. 
Q37.
Is there a trackable funding allocation per pupil? Can we see a presentation on what you are spending resources on rather than just cuts? It would be helpful when speaking to Mike Russell if we had this.
A
DR - We can do a presentation on spending. The DSM budget is transparent and so can be scrutinised.  Each school gets a very detailed statement to support its budget.  


GAE relates to individual services not establishments.  There are service areas where all councils spend more than their GAE allocation e.g. services to vulnerable children.  There are other areas e.g. primary and secondary education where budgeted spend is much closer to GAE assessments.  I will be happy to prepare an analysis in sufficient detail to allow you to see where we are spending the children and families budget and we can issue this with the minute of the meeting.
Q38.
The key problem in Education is excess capacity, too many places in schools. It is the same situation as last year. We are repeating the same arguments. We need to tackle this issue. We need Parent teacher associations to support teachers to support school rationalisation.

It is not fair to ask for parent views in this forum  question because we do not have all the facts.

Q39.
There is a difference between school rationalisation and school closures. Need to use schools more effectively.
Q40.
Does the £800k saving due to school closures take account of the cost of kids moving elsewhere and the security costs of empty building?
A
DR – Yes it does the savings quoted are net of costs.

Q41.
Would C&F benefit if their funding was ring fenced? Should we be influencing the politicians?
A
DR – it is difficult to answer this question. We do spend more than is given to us. There are pros and cons. If funding is ring fenced then what if the Council wishes to spend more on specific services?  In the past when the department has overspent this has been written off by the Council.  We now have the budget on a much more sustainable footing.  This level of flexibility may not apply if funding is fully ring fenced.

Q42.
Are music lessons to be cut? Will staff be made redundant?
A
DR – Saving equivalent to 9 FTEs across the city is proposed for visiting specialists for P1 to P2. This would equate to approximately 0.03 FTE per class P1-P2 (0.12 per school). These specialists cover Music, drama, art, PE.  We are not talking about the Saturday morning music programme.
Q43.
Longer term savings. Any anticipated savings in figures? Is there support to seriously consider serious cuts? We are beyond counting paper clips. We are beyond this and need serious calls. We need school rationalisation to provide the best we can. Has someone costed these Long Term options?
A
DR – No we have not costed these. They are longer term suggestions and need to be examined in greater detail before we would commit to deliverable reductions.   We need to start looking at these longer term options after the Council sets it budget in February.

GT – We do know that closing one secondary saves £1 million per year.

Q44.
We need analysis of the budget spend to assess impact of these proposed cuts. Quality over quantity. We need an assurance that quality will be retained if quantity reduced. Some of Long Term proposals are very long term. 4 to 5 years to consider a school closure. How realistic is the timetable to deliver a 3 year budget? If not planning now then we may have to look at other existing headings to cut again. WE are cut to the bone cutting into the marrow is of greater concern.

Longer term savings options need to be developed, assessed  and fully costed this is why we are not proposing these cuts in next year’s budget. 

Q45.
Shrinking is the opposite of Curriculum for Excellence. Opposite of the Council’s priority. There seems to be an absence of transparent strategic planning. Different information is being provided. Not convinced that we have pupil roll evidence. Planning and City Development need to work better with C&F. Until this happens I remain unconvinced that school rationalisation is based on accurate data.
A
MM – Department has to look at worst case scenarios. Demographic changes will not be the same across the city. Are schools in the wrong place? We cannot wait for population to go up in the next 10 years. Pre-registration for p1 is flat-lining for next year. We need to assess the impacts of population shifts over next 10 to 15 years. It is very difficult but this is what we are doing. The Director and senior managers are working on this.  Not sure that we should continue to put money into half empty schools.
Q46.
Very difficult to deal with the timescale of Long Term budget proposals. My previous experience in the Civil Service was that the bun fights were always about 2 or 3 years hence.
A
GT – We want to start to explore these Long Term proposals now. We have to deliver the reduction after the budget is determined. We have a £365m budget, how would we spend it if we started with a blank sheet of paper. Arew e confident that every pound is being spent the right way? There is a need for a proper discussions into this. 
Q47.
A problem with these presentations is that they are always about cuts but we are spending the money. Might be useful to look into this.

A
MM – We had a presentation last year after the budget was set on what we are spending it on. If this is useful then we can schedule this in after the budget is set. It can feed into years 2 and 3.


Response from floor – Yes it would be helpful.

Q48.
Parents may change some priorities?

DR – I can set out analysis of current year’s budget at cost centre level or at least in sufficient detail for it to be meaningful – we can provide considerable detail on the budget.
Q49.
Is a dedicated Gaelic school included in the budget? Was last weeks press report wrong?
A
DR –   the council receives funding for Gaelic education based on a 75% specific grant.  This funding I applied to support Gaelic education at Toll cross and James Gillespie’s HS.  
Q50.
We have a hung Parliament and a hung Council. We also have the issues around Holyrood and Westminster. We would love to plan for 3 years but politicians do not. Marilyne MacLaren is in a difficult position. We may not be able to plan long term.
Q51. Head Teachers want to know how much the centre costs to run?


We can provide this detail in the proposed  presentation.
Q52.
Funding for Gaelic provision in Tollcross comes from the Scottish Government not the Council. Is funding for transport across the Lothians included in this budget?
A
DR – There is a small element in the grant that is for transport.  An element of the total funding around £10,000 per annum is applied to funding transport.  Not aware that we are funding any transport for children to attend Tollcross who live in other local authorities. 

Q53.
The early release scheme proposal for January, can you elaborate?
A
DR – we are developing an early release scheme for teachers   over the age of 55.  It is designed to save some money by releasing teachers at the end of their career who are often at the top of the pay scales- these staff may also have personal salary conservations and such a scheme would free up employment opportunities for newly qualified teachers.
Q54.
Will it go to Council?

A
MM – Severance packages could be expensive. Hopefully this will be a ‘win win’ in that the teacher wants to leave and we remove a conserved staff.  
Gillian Tee


The focus in schools is the 2.5% saving requirements, it means a 6.4% reduction in the centre. We are trying to protect teachers in front of children. I am absolutely committed to this, and all services re being scrutinised in the centre.  This is about outcomes for children and their families. I promise we are looking at every penny. We are consulting with Head Teachers and teachers over these proposals with a view to ensuring we protect core services as far as possible.

Marilyne MacLaren

Not shown here are cuts to Children Social Work Services. We are only seeing some of the cuts.

Q55.
Is the share of the cake already finalised?
A
MM – This is still a matter of flux.

Q56.
Any capacity to argue for more resources for C&F?

A
MM – Not much left to argue for.

Q57.
We can apply pressure on our Councillors? Anxious that we want to protect schools but need to take care with central budgets.  Through Care, After Care, addictions, young people are all centrally managed budgets  –we need to remember them. We could penalise a vulnerable group due to a double whammy of cuts.

Q58. Do not like rationalisation. How much work has been done in using excess capacity in schools?

A
MM – The new Craigroyston HS is not full and we are looking at that.  We are moving staff in from 
other facilities. 
Rationalisation is not just reducing it is consolidation.  We are trying to make best 
use of buildings across the City.
Q59.
School lets – if you increase cost to clubs then a lot of clubs will close. You need to look at the whole picture.

Councillor MacLaren then closed the meeting and invited parents if  they had any more comments or questions to please email her or the Director.  Councillor MacLaren thanked attendees and wished them a happy Christmas.
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