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Executive Summary

Introduction

When a teacher is absent from the
classroom, schools regularly use temporary
employment contracts, ful4ime and
parttime, fo help them deal with such
occurrences. This is known as substitution
cover and is a normal and unavoidable
part of school management. In 2003,

the Public Accounts Committee (PAC) at
Westminster! concluded that in Northern
Ireland there was:

e ineffective management of teachers’
sickness absence;

* inadequate control over the re-
employment of prematurely refired

teachers: and

® q lack of review of substitute teaching.

to demonstrate that feacher absences
significantly reduce pupil achievement*.

Against this background, we found

that, while the Department and teacher
employing authorities (the Education and
library Boards (Boards| and Council for
Catholic Maintained Schools (CCMS))
have made considerable progress in taking
forward the recommendations of PAC,

the management of feacher absence and
substitution cover is an area where there
confinues fo be scope for improvement and
savings to be achieved.

In responding to the PAC report in 2003°
the Department acknowledged that there
were weaknesses in the operation of the
information sysfem on substitution cover
and sickness absence and said it planned
fo implement a new computer sysfem

by 2005 which would give improved

2. Since the publication of the PAC report, management information. The Department
there have been significant developments in also told the Committee that it would
the strategic confext of education. With the develop an action plan to ensure that all
establishment of the Education and Skills stakeholders had access to the information
Authority (ESA)? and the implementation necessary for efficient management of
of Every School a Good School, schools teacher absence and substitution cover. It
are being asked o demonsirate greater is disappointing that it has faken six years
accountability and delivery. Within this since the PAC report fo implement the
confext, the level of teacher absence will system and that due to software problems a
be a key indicator for the Department of sound data system to assist the Department,
Education (the Department) as it seeks employing authorities and schools in
fo drive up standards. Research from the managing teacher attendance has sill to
United States shows that teachers are the be properly established. This continues fo
most important factor determining student prevent effective insight into substitution
achievement?®, and there is recent evidence cover and sickness absence.
1 The management of substitution cover for teachers, Committee of Public Accounts, 2/7th Report, Session 2002-03, HC 473
2 The Education and Skills Authority (ESA) will replace the five Education and Library Boards and the functions currently
performed by the Council for the Curriculum Examinations and Assessment (CCEA|] and the Youth Council. It will also take
on the frontline support and related functions currently undertaken by the Council for Catholic Maintained Schools (CCMS),
the N | Council for Integrated Education (NICIE) and Comhairle na Gaelscolaiochta (CnaG). Some of the functions currently
performed by the Staff Commission for the Education and Library Boards will be absorbed info the Authority while others will
no longer be required. Some functions from within the Department of Education will also transfer to ESA.
3 Teachers, Schools and Academic Achievement, S.Rivkin, E.Hanushek and J.Kain, Econometrica, 73 (2): 417-58
4 The impact of individual feachers on student achievement, J.Rockoff, American Economic Review, 94 (2): 247-52
5 Northern Ireland Department of Finance and Personnel Memorandum on the 27th Report from the Committee of Public

Accounts, Session 2002-03, London: the Stafionery Office, CM 5953
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The costs of substitution cover for teachers

5. The legal requirement for timetabled
classes to be supervised means that
when substitution cover is needed, it
has an immediate and direct financial
consequence. Expenditure on substitute
teachers has increased in real terms
by 41 per cent since 200001 — from
£46.9 million (at 2008-09 prices) to over
£66million in 2008-09 (paragraph 2.1).
Against this background, increasing use of
substitute cover can also pose a challenge
fo the efficient delivery of teaching.

6. The Department makes teacher absence
data available to the employing authorities
and it fold us that it is currently working
closely with consultants in specifying,
designing and writing reports for the new
payroll and personnel system using a
new reporting tool. It is essential in this
process that any underreporting of sickness
absence is rectified so that the scope for
improved service delivery and savings is
fully understood. We recommend that,
in further developing this system, there is
a need to build up a profile of teacher
absence across schools which will allow
managers o identify patterns of absences
and help them to understand and respond
fo the range of factors which influence, and
are influenced by, teacher absence.

7. Substitution cover costs vary considerably
across schools. This suggests that there is
a need on the part of the Department and
employing authorities to ensure that they
continue to demonstrate a clear commitment
fo engaging regularly with each other
and schools if further progress is to be

made in narrowing the range of costs.
The Department fold us that an expected
benefit of the creation of ESA will be the
impetus for evening out regional variations
in substitution costs and allowing a more
consisfent influence to be brought to bear
on school governors and school leaders.

Teachers and sickness absence

Average sickness levels for teachers in
Northern Ireland stood at 10.1 days per
annum in 2000-01¢. By 2004-05 sickness
levels had fallen to a low of 7.52 days,
however they crept back up to 9.52 days
in 2005-06. Since then the level has
reduced gradually and currently stands af
7.81 days. While we acknowledge the
decrease since 2000-01, following the
PAC report (see footnote 1) the Department
set a farget that it would aim to bring
sickness absence levels into line with those
in England. In 2001, sickness absence in
England was 5.47 days per teacher. This
figure remained at this level in subsequent
years and dropped to 5.0 days in 2008.

Employing authorities and school sectors
vary considerably in their feacher sickness
absence rates. For instance, sick absences
in controlled schools are 7.1 days,
compared with 8.5 days in the maintained
sector; teachers in special schools have a
particularly high level of absence — 9.7
days, which according to the Department
reflects the challenging nature of teaching
in a difficult sefting; and the Southern
Board currently has a higher absence rate
than the other Boards. These variations
suggest that there are opportunities

6 The management of substitution cover for teachers, NIAO, NIA 53,/02, December 2002
7 Our report in 2002 records sickness absence in England as 6 days in 2000. This was a rounding figure based on a

provisional figure af that time.
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12.

for reductions in sickness absence if
appropriate steps are taken fo improve
management, oversight and expectations
of teacher attendance.

With absence levels in Northern

Ireland schools continuing to compare 13.

unfavourably with their English
counterparts, the Department told us that
it believes a reduction to English levels
remains “extremely challenging”. It also
told us that, in its view, the creation of
the new ESA, along with ensuring that all
schools work within the policy framework
of Every School a Good School and take
steps fo strengthen school governance,
industrial relations and staff support, should
yield further improvements in the levels of
sickness absence among teachers.

Following the PAC report in 2003 (see
footnote 1), the Department set the target
suggested by the Committee - that the
Boards and CCMS should reduce feacher
absence to the levels in English schools
by 2008 (6 days as reported af that

time). This target was not achieved. The

Department then initially decided not to 14.

set a further specific targef, but during the
course of our report, it re-established a

farget — a reduction to an average 6 days
a year by 2010-2011.

The imporfance of setting challenging
fargets was stressed by PAC in 2008 in

its report on managing sickness absence

in the Northern Ireland Civil Service (see
footnote 14), with partficular emphasis on
the use of individual departmental fargets.
It also advocated the use of detailed action
plans so that fargets would be achieved.

We recommend that the Department takes
account of the Committee’s proposals and
seeks fo ensure that such an approach

is failored to the management of teacher
sickness absence within individual schools.

A feature of the remodelling process of

the school workforce in England was fo
infroduce limits on the amount of cover

for absent colleagues that teachers and
head feachers could provide while at the
same time making new arrangements for
deploying support staff. Employers and
teachers’ trades unions in Northern lreland
did not agree that support staff should be
professionalised fo undertake tfeachingtype
duties; therefore, the only way to reduce
teacher cover for absent colleagues is

to employ substitute teachers. Given the
funding constraints the Department has
identified in pursuing a similar course in
Northern Ireland, it will be important that

it is able to demonstrate that actions to
prevent or reduce feacher sickness absence
can af least pay for themselves without
creating a financial burden for the taxpayer.

We acknowledge the progress that has
been made in reducing teacher sickness
absence fo the current average of 7.81
days. In order to sustain and improve

on this performance, efforts to support
aftendance will be as important as those
for deterring absence. The particular
combination of approaches that will work
best in any school or sector will, to some
extent, depend upon an analysis of their
sickness absence problem. It is imporfant
that the Department and employing
authorities develop reporting structures
that allow an analysis of the causes of
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feacher sickness absence so that specific
interventions can be put in place. In the
Department’s view, the establishment of
ESA and a more exfensive use of C2K by
schools should provide a more streamlined
and consistent administrative context within
which to develop and continuously improve
effective management information and
reporting systems.

15, Aclear policy statement on absence
management is the first step in improving
the management of attendance, and
obtaining the support of governors and
feachers in its implementation is crifical
fo its success. VWe have highlighted
fo employing authorities the need to
address an apparent cultural resistance to
implementing a teacher attendance policy
within some areas of the school system.
We have also recommended that the
Department strongly encourages principals
and governing bodies fo show leadership
by attending relevant fraining sessions on
the application of attendance policies.

The re-employment of prematurely
retired teachers

16.  Alongrunning feature of feacher subsfitution
cover has been the reemployment of
feachers who have refired early. PAC
sessions at Westminster in 1993 and 2003
recommended that stricter controls should be
exercised over the reemployment of those
teachers who had benefited from premature
retirement terms. However, we have found
that attempts to curb the use of prematurely
retired feachers for subsfitution cover have
met with lille success. We acknowledge

that prematurely refired teachers account
for only 13 per cent of substitution days
worked. However, while there has been
a fall in the number of prematurely retired
teachers being reemployed, the 62,310
substitution days worked in 2008-09 was
an increase of 40 per cent compared
with 2000-01 and 81 per cent compared
with 199697 This is also reflected in the
fact that, of all substitution cover days, the
proportion worked by prematurely retired
teachers has remained around the same

level since 2000-01.

At 31 March 2008, almost 50 per cent of
teachers on the Northern Ireland Substitute
Teachers’ Register (NISTR) were 50 years
of age or more, with over a third aged
between 50 and 59. Only a quarter

of those on the Register were under 30
years of age. Twenty-seven per cent of

the 20,000 teachers currently employed

in grantaided schools in Northem Ireland
are over the age of 50. On the basis

of these statistics, we consider that a
reduction in the proportion of substitution
cover days worked by prematurely refired
teachers currently on the NISTR may take a
significant period of time fo be realised.

As the current arrangements do not
encourage employers to behave prudently,
the Department is bringing forward
legislation which will make employing
authorities liable for the full cost of teachers’
premature refirement compensation from
2010. The Department anticipates that
this will limit the granting of premature
retirement benefits fo a more sustainable
level in future, the practice of awarding
enhancements having already effectively
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19.

20.

ceased when employers became liable for
the costs in 2008. The minimum pension
age increased from 50 to 55 with effect
from 6 April 2010. This is a matter of tax
legislation and is contained in the 2004
Finance Act. (Therefore, teachers aged
50-54 will no longer be eligible to be
granted premature refirement). As the pool
of prematurely refired teachers reduces
there will be an associated decrease in
the exfent of substitution cover provided by
such teachers. The expectation is that this
will ensure more newly qualified feachers
get a greater opportunity to fill temporary
vacancies and provide substitution cover.

The Department is considering what
further measures may be taken in respect
of future premature retirements. It is likely
that employing authorities will make
increasing use of severance provision
(planned for 2010 under proposed new
regulations) to secure the early release of
teachers, rather than the more expensive
premature refirement terms which involve
the early release of unreduced pension
benefits. The re-employment of teachers
who have been made redundant also
cannot be prohibited as there would be a
risk that the Department could be subject
fo Tribunal claims by teachers prevented
from applying for cerfain jobs. They would
have fo receive some form of compensation
beyond the statutory minimum, with re-
employment conditions attached.

The ability of newly qualified teachers

fo gef feaching experience by providing
substitution cover for permanent teachers,
has been significantly constrained by

the willingness of schools to reemploy

prematurely refired teachers. Falling

school enrolments are also a factor in the
availability of employment opportunities.
The Department has taken action to reduce
the numbers entering teacher training since
2004 by 27 per cent, however, it takes
some years for this to impact on the overall
number of newly qualified and recently
qualified teachers seeking employment.

It continues to be important that teacher
workforce planning at a strategic level can
ensure that the numbers of newly qualified
teachers coming through the training sysfem
is in line with the numbers needed fo fill
vacancies and provide substitute cover
given the numbers of reemployed teachers
who continue to provide temporary cover
in schools.
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Part One:
Introduction

1.1 Whatever measures schools take, it is
inevitable that there will be times when
they will need to use substitution cover
for the absence of teachers. There is no
easy solution fo the problem of substitution
cover costs, but effective action can reduce
negative impacts. Following a report by the
Northern Ireland Audit Office (NIAO), 8 in
2003 the Public Accounts Committee (PAC)
at Westminster” concluded, among other
things, that in Northern Ireland there was:

* ineffective management of teachers’
sickness absence;

e inadequate control over the re-
employment of prematurely refired
teachers; and

® alock of review of substitute teaching.

1.2 In addressing these issues, it is important
that the Department of Education (the
Department), employing authorities, school
leaders and school Boards of Governors
work in close partnership. This report
examines the extent fo which progress
has been made in implementing the
PAC recommendations to improve the
management of teacher substitution in
Northern Ireland. Appendix 1 provides
a summary of progress against PAC's
recommendations.

Background
1.3 Teachers employed to provide substitution

cover in schools can have contracts
ranging from the occasional day in

1.4

order to provide short nofice cover, to
longer periods covering, for example,
maternity absences. (Figure 3 provides
more detail on the various reasons for
feacher substitution cover.) A whole range
of teachers are employed fo provide
substitution cover, for example:

* newly qualified or young mobile
teachers who are not yet in fulHime
employment;

® teachers with young families who are
refurning fo feaching affer a career

break: and

e teachers who have taken early
refirement and usually only wish to find
occasional work.

In 20006, the Department advised schools
that only teachers registered on the
Northern Ireland Substitute Teacher Register
(NISTR) should be employed as substitute
teachers from 1 September 20006.
Currently, there are around 7,300 teachers
on the register. NISTR checks that teachers
are registered with the General Teaching
Council for Northern Ireland (GTCNI)'©
(and checks periodically that they continue
fo be registered), in order to maintain their
defails on the ‘live register’, which is made
available to schools seeking substitute
teachers.

Under Local Management of Schools (LMS)
arrangements, the financial consequences
of a teacher’s absence from work can fall
on either the school’s delegated budget or
on the non-delegated funds held centrally

— O 0

The management of substitution cover for teachers, NIAO, NIA 53,/02, December 2002
The management of substitution cover for teachers, Committee of Public Accounts, 27th Report, Session 2002-03, HC 473
O In accordance with the Education (NI} Order 1998 persons employed as teachers in grantaided schools and as peripatefic

teachers are required fo register with GTCNI. GTCNI is a selfregulatory professional body for teachers which has a
statutory duty to determine who should be a member of the teaching profession in Northern Ireland. As part of ifs registration
process, GTCNI will approve qualifications, for the purpose of registration and eligibility to teach.
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by the relevant Board (or the Department
in the case of GrantMaintained Integrated
schools) (see Appendix 2).!" For example,
in schools with more than four full-ime
equivalent (FTE) teachers, where a
permanent member of staff is absent for

a period in excess of 20 working days,
subsfitution costs from the 21st day of
illness are charged fo central funds. For
schools with four FTE teachers or fewer,
this will be from the 11th day of absence.
Where teacher substitution costs are

paid from centre funds, this is limited fo a
maximum of point 4 on the feachers’ main
salary scale and any subsfitution costs in
excess of this are charged to the school’s
delegated budget. Where a permanent
teacher has been absent for 20 days or
more, he/she has to give the Principal
one week’s notice of intention to return fo
work so that arrangements for cover can be
discontinued.

11 This report excluded the 54 voluntary grammar schools which exist within the Northern Ireland school system. Each of these
schools has its own payroll system. Given the difficulties associated with collecting data from a large number of independent
sysfems, our review excluded these schools.
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Part Two:
While substitute teachers are needed to maintain the smooth running

of schools, costs have risen dramatically

The cost of substitution cover has increased efforts in frying to contain these costs,
significantly since PAC reported in 2003 Figure 1 shows they currently stand at
over £66 million — taking account of
2.1 Inits 2003 report, PAC noted that inflation, an increase of 41 per cent over
substitution cover for teacher absences the period. [Appendices 3 and 4 provide
in Northern Ireland cost £38 million in a breakdown of substitution cover costs by
2000-01. The cost of substitution cover school sector and Phase for each of the
can be problematical for the budgets of years since the PAC report.) Figure 1 also
schools and employing authorities, given shows that substitution cover costs currently
that such expenditure is unpredictable and comprise around 11 per cent of fofal
difficult to control. Despite the Department’s salary cosfs.
Figure 1: Teacher Substitution Costs by Board or Sector, 2008-09
Board/Sector Substitution Costs Total Salary Costs Substitution costs as
£m £m proportion of salary costs
%
Belfast Area Controlled 5.6 41.2 13.6
Belfast Area Maintained 5.2 46.6 11.2
Belfast Total 10.8 87.8 12.3
North Eastern Area Controlled 10.1 84.2 12.0
North Eastern Area Mainfained 4.2 35.7 11.8
North Eastern Total 14.3 119.9 11.9
South Eastern Area Controlled 8.6 73.4 11.7
South Eastern Area Mainfained 3.7 29.7 12.5
South Eastern Total 12.3 103.1 11.9
Southern Area Controlled 6.3 591 10.7
Southern Area Maintained 8.3 68.1 12.2
Southern Total 14.6 127.2 11.5
Western Area Controlled 4.3 38.0 11.3
Western Area Maintained 6.9 60.2 11.5
Western Total 11.2 98.2 114
GMI 2.8 31.7 8.8
Total 66.0 567.9 11.6
Source: Department
* Salary costs for Special schools are included in fofals for Boards
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Figure 2: Proportion of substitute teaching days, 2000-01 to 2008-09

2000-01  2001-02  2002-03 = 2003-04 2004-05 2005-06 2006-07  2007-08  2008-09
Total teaching 3,154,320 3,158,025 3,142,620 3,145,935 3,124,290 3,254,355 3,195,075 3,214,965 3,235,440
days
Substitution days 338,330 384,965 388,526 394,450 401,561 397,939 407,327 438,114 470,860
% substitution days 10.70 12.19 12.36 12.54 12.85 12.23 12.75 13.63 14.55

Source: Department

The management information on substitution
cover costs remains limited

2.2 The increased cost of substitution cover
is reflected also in the incidence of
substitution as a proportion of available
teaching days. This has increased from 2.3
10.7 per cent in 200001 to 14.55 per
cent in 2008-09 (see Figure 2).

Figure 3 shows that the breakdown of
substitution cover costs replicates the format
which was available af the time of our

Figure 3: Breakdown of substitution cover costs by category

Reason 2000-01* 2008-09 %

5 £ change*
Vacant posts 11,451,500 23,304,120 +104.0
Sickness 10,687,900 11,309,694 +5.8
Training/curriculum 3,751,900 2,698,916 -28.1
Maternity,/adoption 3,967,000 13,087,730 +230.0
Personal business 677,400 668,994 1.2
Educational visits 454,300 799 524 +76.0
Relief for teaching principal 162,800 179,743 +10.4
Union business 100,100 38,335 -61.7
Other* * 3,335,600 13,988,433 +319.4
Total 34,318,500 66,075,489 +92.5

Source: Department

Notes: * 2000-01 cost data relates only to “daily” substitution cover. At that time, cost data on “hourly” substitution cover
was not available. Figures for 2008-09 include both types of cover. (Daily substitution cover accounts for 90 per cent of all
costs.) The % change figures will therefore be overstated.
** For example, public service absence (see Appendix 2)
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2.4

report in 2002. While the level of detail is
quite limited, it indicates a number of areas
where there has been a significant increase
in costs, particularly, “vacant posts”,
"maternity/adoption” and “other”. In terms
of vacancies, which account for a third of
fofal substitution costs, the rise might reflect
an increase in vacancies of a temporary
nature and/or a tendency by schools to
recruit on a temporary basis. However, the
category of “vacant posts” is also used by
the Department, to an unknown extent, as a
default when schools fail to provide it with
a reason for the absence of a permanent
teacher, so will be overstated. Reasons 2.5
for the substantial increase in the “other”
category, which account for over 20 per
cent of fotal substitution costs, are also
difficult to determine without a breakdown of
the figure. In terms of “maternity/adoption”,
the Department told us that, in addition to
an increase in the numbers taking matemity
leave in recent years, there had been an
increase in the average length of fime taken
because of an increase in the number of
weeks during which statutory maternity

pay is payable (i.e. from 26 weeks to 39
weeks|. The Department also told us that
the infroduction in recent years of extended
leave of absence for paterity and adoption
will also have had some impact on the use
of substitute cover.

In responding to the PAC report in 20037, 2.6
the Department acknowledged that there

were weaknesses in the operation of the

information sysfem on substitution cover

and sickness absence and said it planned

fo implement a new computer system

(to be known as the Teachers’ Payroll

Replacement Project] by 2005 which would

give improved management information.
The new payroll replacement computer
system, Resourcelink, is now in place with
the Permanent Teachers payroll going live
in April 2009 and the Temporary Teachers
going live in November 2009. The
Department told us that the payroll system
will remain the primary tool for providing
the data necessary fo monitor teacher
absence. However C2K'® would, when fully
embedded and utilised in schools, allow for
a more sensitive analysis of the full range of
employment data.

The Department provides an annual
breakdown of sickness absence information
to each employing authority using a “fraffic
lights” system, with six-monthly updates
available on request. Schools with low
absence levels are shown in green, those
with mid-range absences are shown in
amber and schools with high absence
levels are shown in red. The previous
year's data is also shown for comparison.
This information is subsequently discussed
at regular Accountability Reviews with
employing authorities. They are asked

fo investigate “red” schools to ascertain
the reasons for high absence levels and

fo ensure that appropriate management
inferventions are made by the Principal
and/or the Board of Governors.

All employing authorities told us that, as

in 2002, they still had concerns about the
amount and quality of data they are able

fo access. They also suggested that the
information received from the Department
was not sufficiently timely fo enable effective
management action to be taken. The
Department acknowledged that, prior to

12 See footnote 5

3 The C2K project is a government inifiative designed fo provide communication and information technology within a
managed leaming environment for all schools in Northern Ireland. It will provide the content necessary to support, the
curriculum, professional development and school administration and management.
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the introduction of Resourcelink, there were
some limitations in some of the reports

the system produced but considered that
they would sfill have allowed “real time”
reporting. It stated, also, that it was the
responsibility of employing authorities to
ensure that they received information from
schools at such intervals as they required (for
example, monthly, termly efc), through C2K
or by means of paper records, fo manage
sickness absence. 2.9
The Department fold us that, using a new

reporting fool (Cognos), it has developed

a range of absence reports for each of the

Boards, including for example:

® absences related fo stress;

® absences of more than 6 casual days in
a 12 month rolling period; and

® continuous absences of 4 weeks or
more.

However, currently there is a conflict
between the software versions of the
reporfing tool used by the Department and
the employing authorities which means that
the employing authorities are unable fo run
reports, although they refain enquiry access
fo individual teacher's sickness records.
Moreover, CCMS still does not have access
fo Resourcelink and, therefore, any of these
reports. The Department told us that it it was
hoped CCMS would gain access when the
ESA network is established.

2.10

We acknowledge the establishment
of Resourcelink and the Department’s
assurances that, through this, sfeps will

be taken to address the issue of feacher
absence with the utmost urgency. However,
it is disappointing that it has taken six years
since the PAC report fo implement the
system and that due to software problems, a
sound data sysfem to assist the Department,
employing authorities and schools in
managing teacher affendance has sill fo be
properly established.

In order to ensure the efficient management
of substitution cover, it is crucial that

good quality management information

is available so that the Depariment,
employing authorities and schools can
develop an effective insight info, and
understanding of, the costs, patterns and
levels of substituion cover. In particular,
given the proportion of substitution

costs which the “vacancy” and “other”
cafegories account for, it is imperative that
the ambiguity surrounding their composition
is rectified and that a robust mechanism is
put in place to validate the completeness
and accuracy of reported absences. The
Department told us that the establishment
of ESA should result in @ more consistent
and common approach fo the wide and
disparate use of reasons for subsfitution
currently used by employing authorities.

We acknowledge the actions which

the Department and the employing
authorities have faken in response fo the
recommendations of the PAC. However,

it remains important to recognise that the
range of potentially useful management tools
suggested can only be effective as part of a
much wider strafegy of identifying the actual
causes of absence and targeting these
appropriately fo prevent staff becoming ill
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in the first place. In 2008, PAC reinforced
the best practice principle that, in managing
sickness absence, good management
information is vifal in providing an improved
understanding of absence problems. This
echoes guidance produced previously by
the Cabinet Office in 1998 which calls
for the recording of specific core data in all
instances of employee sickness absence.
Ffficient dafa collection and monitoring

will be paramount if the nature of sickness
absence among feachers is fo be properly
undersfood.

In order fo manage unscheduled teacher
absence, an effective profile of schookevel
absences needs to be built up. This would
involve being able to compare absence
data - by days of the week, reason, dates of
absence and cost - against factors such as
employee age and gender, length of service
and school location. It would be important,
too, that the dataset would allow the
relationships between teacher absence and
enrolment, pupil attendance, pupil socio-
economic sfatus and pupil achievement to
be explored.

2.12  According fo the Department, a lack of

2.13

consistency in the definition and recording of
feacher absences remains due fo the wide
range of absence coding specifications
used by the various employing authorities.
This makes meaningful substitution figures
very difficult to collate. However, the
Department considers that the esfablishment
of ESA should provide the basis for ensuring
that a common approach to the recording of
absence across all schools is put in place. In
our view, the collection and dissemination of
absence data could be structured under the
headings in Box 1, as a minimum.

Echoing a similar finding in our report

on staff absence across the Northern
Ireland Civil Service'®, information such as
that detailed in Box 1 should be shared
regularly with senior managers in schools
and Boards of Governors. In our view,

it would be useful also if ESA, when it is
esfablished, were to publish an annual
profile of teacher absence across the
region covering elements such as those
suggested in Box 1.

Box 1

Absence - dates, days of the week, reasons, number and duration

Teacher - scale point, gender, age and length of service

School — employing authority, school secfor, school size and free school meal entiflement

Employment status — permanent/temporary, full /parttime

Leave type — sick (using NICS categories of illness|, personal, bereavement, efc

Cost - fofal substitution cost, substitution cost by category, average cost per substitute, tofal sick pay

bill and average sick pay per teacher

14 Managing sickness absence in the Northern Ireland Civil Service, Public Accounts Committee, 4 September 2008,
38/07/08R

15 Working well together — managing sickness absence in the public sector, Cabinet Office, 1998

16 Management of Sickness Absence in the Northern Ireland Civil Service, NIAO, NIA 132/07-08, May 2008.
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There is substantial variation in the average
rates being paid for substitution cover

by schools in the different Education and
Library Board areas.

2.14  Following the PAC report in 2003, the
Department imposed a maximum level
on the compensation available to schools
where the cost of employing a substitute
feacher is mef from central budgets'” (see
Appendix 2). This was infended to provide
an incentive for schools to employ lowercost
newly qualified teachers as subsfitutes. From

1 September 2008 to 31 August 2009,

2.15

the maximum level equates to a daily rate
of £132.81 [equivalent to point M4 on the

teacher salary scale).

Figure 4 shows that there is a 5.1 per cent
difference between the lowest average
daily rate of £132.75, paid by schools in
the maintained sector in the Belfast Board
area, and the highest average daily rafe

of £139.58, paid by controlled schools in
the Belfast Board. In addition, the average
rafes paid by schools in all five Board areas
are above the maximum compensation rate
paid fo schools from centre funds.

Figure 4: Daily substitution cover rates paid by schools by employing authority 2008-09
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Source: Department
(The daily cost does not include employer's nafional insurance or superannuation contributions).
Figures for GMI Schools have been omitied from the above data as the numbers involved are minimal

17 The Common Funding Scheme states that the only exception o this capping is where the substitute teacher has been
employed as cover for a feacher who is an accredited representative and is engaged on frade union business. We
acknowledge that Boards may approve the payment of substitution rates above Point M4 for trade union cover and the
Department told us that in its view the expenditure on substitution cover for trade union business shown in Figure 3 is clearly
understated.



18 The Management of Substitution Cover for Teachers: Follow-up Report

Part Two:
While substitute teachers are needed to maintain the smooth running

of schools, costs have risen dramatically

Figure 5: Hourly substitution cover rates paid by schools across employing authorities 2008-09

Hourly Cost (£)

27

25

23

21

Source: Department
(The daily cost does not include employer’s national insurance or superannuation contributions).
Figures for GMI schools have been omitted from the above data as the numbers involved are minimal.

Area/Sector

2.16  The figures above show a substantial and the highest average hourly rafe,
variation between the average cost paid by controlled schools in the VWestern
incurred for a day's substitution cover by Board (£24.99), is over 38 per cent.
controlled schools and by maintained The maximum rate for compensation
schools. The average cost incurred by from central funding for hourly substitution
confrolled schools (£138.14) is over 3 per cover was £20.47 during the 2008-09
cent above that incurred by maintained academic year.
schools (£133.95).

2.18 If all schools matched the lowest average

2.17 The variations between the rafes paid for costs incurred - £132.75 per day by

hourly cover are even greater (see Figure
5). The difference between the lowest
average hourly rate, paid by maintained

schools in the Western Board (£17.99),

maintained schools in the Belfast Board
and £17.99 per hour by maintained
schools in the Western Board - this would
release potential efficiency savings of
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almost £2.5 million per annum. We
acknowledge the Department’s view

that the scope for savings in the use of
substitution cover cannot be characterised
in such simplistic terms. For instance,

one of the big stumbling blocks faced by
schools atfempting fo access substitution
cover is offen the reluctance of many

of those feachers on the register to

travel longer distances to work. In these

will be the impetus for reducing regional
variations in substitution cosfs and
allowing a more consistent influence to be
brought to bear on school governors and
school leaders.

Establishment of the NISTR has been a
success but there have been teething

circumstances, schools can offen be left problems
with litlle alternative but to employ older,
more expensive refired teachers who 2.20 The NISTR was established by the

may have close links with a particular
school. We do, however, note that the
highest average daily costs are incurred

in the geographically small Belfast area.
However, while we recognise that the
choices available in employing substitution
cover may often be limited, schools need
fo contfinue fo pay careful affention fo the
costs of substitution cover to ensure that
resources committed in this way are spent
in the most costeffective way. 2.21
Against a background of wide variations
in teacher substitution costs, it is vital

that employing authorities continue to
demonstrate a commitment to the effective
management of the impact of teacher
substitution cover - reviewing the costs

of employing substitute teachers and
ensuring that these costs are reasonable,
both at a school level and at an overall
level. It is important, too, that the
Department sustains its engagement with
employing authorities on this issue, to
ensure that ifs expectations with regard to
the value for money of substitution cover
are met. The Department fold us that an
expected benefit of the creation of ESA

2.22

Department in 20006, in partnership with
the employing authorities, to provide a
regional dafabase of qualified teachers
who can provide substitute cover for
schools throughout Northern Ireland. The
system provides a cenfral reaHime substitute
booking system which operates on @
geographical basis to serve the whole of
the region.

One of the proposed main benefits of a
centralised sysfem is fo avoid duplication of
effort among both employers and substitute
teachers in the range of recruitment,
application and selection procedures that
have fo be undertaken. The system also
performs enhanced disclosure checks on
the references, qualifications and criminal
records of each registered teacher. This
removes the need for schools to complefe
such checks, and reduces the administrative
burden on the Department.

At 31 March 2009, there were /7,306
teachers on the register. Figure & provides
a breakdown of the composition of the
register and the extent fo which those
registered have been employed to provide




20 The Management of Substitution Cover for Teachers: Follow-up Report

Part Two:

While substitute teachers are needed to maintain the smooth running

of schools, costs have risen dramatically

Teachers

Source: Department

Number registered to
provide cover

Qualified/Newly qualified 4,974
Age-retired 433
Premature-retired:

Redundancy 1,779

Efficient discharge 74
lll health 7*
Actuarially reduced benefits 39
TOTAL 7,306

Figure 6: Teachers registered and employed through NISTR, April — September 2009

Number employed to
provide cover

3,023
231

1,169
KK

24
4,480

* The Department told us that a prospective employer would need to be satisfied that these seven teachers meet the health
requirement for teaching before offering them employment as a teacher. If such teachers are reemployed, their pension would
be suspended until normal refirement age and any enhancement removed.

substitution cover. Figures available for June
2009 show that schools have booked 96
per cent of their substitution cover days
and 85 per cent of substitution cover hours
through NISTR. The remaining substitution
cover days or hours were booked directly
by schools from their own confacts.

2.24

2.23  We consider that the Department could
have established the NISTR in a timelier
manner. Having advised schools that, from
1 September 2006, only those teachers
registered with NISTR should be employed
in schools, it confinued o accept manual
requests for the payment of substitutes

who were not employed via NISTR. The
Department told us that there were some
difficulties prior to the implementation date,
including a poor school uptake of NISTR
training, while some schools, particularly
nurseries, did not have access to the
register. It was not until May 2008 that

the Department informed schools that the
use of NISTR would be mandatory from 1
August 2008.

The Department now issues a
memorandum fo all employing authorities
and schools on a monthly basis outlining
its requirements for the receipt of
information from them, and including

a reminder about the mandafory use

of the NISTR to source teachers for
substitution cover. A NISTR working
group communicates the requirements of
NISTR to all teacher training colleges in
Northern Ireland via seminars, together
with an email to all final year students at
teacher fraining colleges. It is imperative
that schools pay close attention fo the
Department's guidance and take all
reasonable sfeps to use the NISTR, in
order to obfain the most cost effective
means of providing subsfitute cover.




Part Three:
The Department has had only limited success in

sustaining improvements in the level of sickness absence
among teachers




22 The Management of Substitution Cover for Teachers: Follow-up Report

Part Three:
The Department has had only limited success in sustaining

improvements in the level of sickness absence among teachers

While there has been a modest decline in
the average sick days taken by teachers,
there are variations across the school sectors

for improvement in absence management
in Catholic maintained schools. While the
Catholic maintained sector has improved,
it still lags behind the controlled sector.

3.1 In response to PAC recommendations, the Teachers in special schools have a
Department and employing authorities have particularly high level of absence — .73
put in place clear procedures for managing days. According to the Department, in
sickness absences among teachers (see general, this reflects the challenging nature
Appendix 1). However, individual schools of feaching in a difficult setting.
are vital agents in delivering targeted
reductions. 3.4  Figure 8 provides an overview of the range

of average sickness absence levels across

3.2 Average sickness levels for teachers stood all schools in 2008-09. Figure 9 provides
at 10.1 days per annum in 2000018, further detail on the range of average
By 2004-05, sickness levels had fallen to sickness absence rates across employing
a low of 7.52 days; however they crept authorities and sectors. Data for 2007-08
back up to 9.52 days in 2005-06. Since shows that around two thirds of all schools
then the level has reduced gradually and had an average sickness level of under 8
currently stands at /.81 days (see Figure days. Data prepared for the Accountability
7). While we acknowledge the decrease Reviews shows, in the same year, 173
since 2000-01, affer the PAC report the schools [about 13 per cent) were identified
Department set a target that it would aim as having significantly improved on
fo bring sickness absence levels info line previous high levels of absence, while
with those in England. In 2001, sickness 127 schools (about ten per cent] were
absence in England was 5.4 days per designated as having high absence levels.
teacher!?. This figure remained at this level Comparative data for English, Scoftish
in subsequent years and dropped to 5.0 and Welsh schools for 200708 (Figure
days in 20087, 10) shows that, while the performance of

Northern Ireland schools is closer fo that of

3.3 Figure 7 also highlights some interesting schools in Scofland and Wales, they still

comparisons between school sectors

and employing authorities. For example,
average sickness absence in confrolled
schools is around 7.1 days, compared
with 8.5 in the maintained secfor. The
regular Accountability Reviews (paragraph
2.5) held with employing authorities

have provided the Department with the
opportunity fo stress to CCMS the need

have a substantially higher level of sickness
absence than English schools.

18 See footnote 8

19 See footnote 7

20 The figure for England includes esfimates for three local authorities who provided information that was either incomplete or
not fully credible due to problems with their data recording.
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Figure 8: Range of teachers’ sickness absence across all schools, 2008-09
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Source: Department

Figure 9: Range of teachers’ sickness absence by employing authority, 2007-08*

Board/Sector Lowest Highest Average
Belfast 0.00 49.00 7.31
North Eastern 0.00 126.50 7.45
South Easfern 0.00 32.67 6.95
Southemn 0.00 140.50 7.95
Western 0.00 92.67 /.27
Catholic Maintained 0.00 90.25 Q77
CMI 0.00 22.82 7.38

Source: Department
* 2007-08 data used to allow comparison with the latest available GB data in Figure 10
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Figure 10: Comparison of teachers’ sickness

absence rates, 2007-08*

Region Sick days per teacher in post
North East 6.3
North West 6.3
Yorkshire and Humber 6.0
East Midlands 6.1
West Midlands 6.0
East of England 5.1
Llondon 4.8
South East 4.5
South West 4.5
TOTALS

England 54
Scotland 8.3
Wales 9.0
Northern Ireland 8.6

Source: Department, Department for Children,
Schools and Families, Scottish Government Statistics,

and Wales National Statistics.
* latest available figures for comparative purposes

3.6 The lack of comprehensive management
information (see paragraph 4) on
feacher sickness absence across
schools in Northern Ireland limits the
extent fo which it has been possible
to benchmark the performance of
local employing authorities against
those in English regions. As a result,
the precise reasons for differences in
performance are not readily identifiable.
The Department must establish a
performance management systfem which

will facilitate a deeper understanding

of comparative performance and help
inform local practice on sickness absence
management.

Greater effort is required to reduce teacher
sickness absence so that potentially
significant savings can be realised

3.7

3.8

As shown in Figure 3 (paragraph 2.3),
cover for sickness absence cost over £1'1
million in 2008-09. In addition fo the costs
of substitution cover, another significant
cost of feacher sickness absence is the
ongoing salaries paid fo the permanent
teachers they replace. In 2008-09 the sick
pay bill for teachers was £15.8 million. To
demonstrate the potential financial effect of
reducing sickness absences, we calculated
that if current absence levels were reduced
fo those in England (ie. by 36 per cent),
pro-rafa savings on substitute teachers
would be around £4 million, while the
teaching and leaming benefits of £5.7
million worth of permanent teachers” time
would not be lost to the classroom - a total
of over £9.5 million.

In addition to taking action to reduce
sickness absences among teachers,

the Department is considering ways of
confrolling substitution costs for sickness
absence, for example:

* reducing the ceiling for centre
reimbursement fo a lower point on the
feacher salary scale;

® requiring schools to meet half the
substitution costs when an absent
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55

feacher moves on to half pay. This
would encourage them to employ
cheaper subsfitutes; and

® requiring schools to meet all the costs of
substitution cover for sickness absence.

The comparative data presented in Figures
9 and 10 show that the performance
gap between Northern lreland schools
and their English counterparts still exists.
The Department told us that, in its view,

a reduction in teacher sickness absences
fo the levels in English schools remains
exiremely challenging. While maintaining
a balance between teaching time and
an acceptable level of absence can
prove difficult for school principals and
employing authorities, we still believe
that, based on the English experience,

a staged reduction in teacher sickness
absence to the levels in English schools
remains a feasible goal. The Department
told us that: the creation of ESA (see
paragraph 2); ensuring that all schools
work within the policy framework of
Every School a Good School; and taking
steps to strengthen school governance,
industrial relations and staff support should
yield further improvements in the levels of
sickness absence among teachers.

The Department has only recently re-
introduced targets for the reduction of
teachers’ sickness absence

3.10 Following the PAC report in 2003, the

Department set the target suggested by the
Comnmittee, that the Boards and CCMS
reduce teacher absence to the level in

3.11

3.12

3.13

English schools by 2008. The target

was aimed af focussing affention on the
potential savings from a reduction in the
costs of substitution cover and from not
losing the teaching and leaming benefits of
permanent teachers’ fime to the classroom.

The Department told us that, from the
outset, it considered this target to be
"ambitious”, as potential savings were
notional and not based on a robust
definition of the cost of sick absence.
While the target was highlighted in
discussions with the Boards during the
resource allocation planning process for
the years 2005-06 to 2007-08, it has not
been referred fo since and the target was
not achieved.

Following this period, the Department
initially decided nof fo sef a specific

target for the reduction of teacher sickness
absence. Rather, as part of its efficiency
delivery plans, it set a target to reduce the
overall costs of subsfitution by fen per cent
by 201 1. This was to be achieved through
a range of measures fo promote effective
management of the school workforce,
including the better use of ICT fo reduce the
extent fo which teachers were away from
the classroom, for example, on in-service
fraining.

In our view, changing the nature of the
farget fo one focussed on a reduction

in the overall costs of substitution cover
clouded the issue and failed to address the
concerns the Westminster PAC expressed
about sickness absence among teachers.
In the course of our report, the Department
re-established a target for teacher sickness
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absence — a reduction fo an average six
days a year by 2010-11 - and, fowards
this, it has set individual target reductions
for the employing authorities for 2009-10
(ranging from 7-15 per cent, depending on
their performance to date).

We recognise that achieving the
reductions in feacher absences envisaged
by the Westminster PAC will be a big
fask, but in our view not impossible. We
do not consider there is anything inherent
in the nature of Northern Ireland schools,
compared with those in England, which
should make higher absence rafes an
inevitable feature of our school system.
We acknowledge that the Department has
re-esfablished a target for the reduction of
teacher absences. It is only by monitoring
performance against fargets that problems
in the management of teacher attendance
can be highlighted and positive action
faken to address any deficiencies.

The importance of using fargets was
stressed by PAC in 2008 (see paragraph
2.10), with particular emphasis on the
use of individual departmental targes. It
also advocated the use of detailed action
plans so that targets would be achieved.
We recommend that the Department takes
account of the Committee’s proposals and
seeks fo ensure that such an approach

is failored fo the management of teacher
sickness absence within individual
schools.

3.16

3.17

The impact of stress as a factor in teacher
absences

It is difficult to isolate the reasons why
sickness absence should be so much

lower in England compared with Northern
Ireland. Work-related stress among
teachers is often highlighted as a particular
problem and a survey?' in 2005 ranked
teaching as the second most stressful job
out of 26 occupations (more stressful, even,
than being an ambulance driver).

Stress has been identified as a significant
problem in Northern Ireland and elsewhere
in the United Kingdom. Paragraph 2.7
indicated work carried out in developing
the new payroll system has enabled the
Department to identify teacher sickness
absences which are due to stress. Recent
reports from the system show that stress
absences accounted for 14 per cent of
all sickness absence days in 2008-09.

A confidential survey?? of feachers in
Northern Ireland in 2001-02 had already

raised important concerns:

® almost half of the respondents reported
their jobs to be very or extremely
stressful - too much work, too much
administration and lack of time fo
prepare lessons;

® teaching principals found their jobs
very stressful;

® teaching principals and heads of
departments had lower job satisfaction
and higher levels of sfress compared to
all other teachers: and

21 The experience of work-related stress across occupations, S.Johnson et al, Journal of Managerial Psychology, 178-

187 (10], 2005

22 The health and wellbeing survey was undertaken by PricewaterhouseCoopers and received 12,500 responses

(50 per cent)
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® a significant minority had been
threatened with physical violence or
experienced verbal abuse during the
course of their careers.

3.18 It was partly in response to the Northern

Ireland survey that a new Teacher
Attendance Procedure, adopted by the
Teachers’ Salaries and Conditions of
Service Committee (Schools), commonly

known as the Teachers Negotiating
Committee (TNC)2 in 2008, included an

limits on the amount of cover for absent
colleagues that teachers and head teachers
could provide while at the same time
making new arrangements for deploying
support staff. Employers and teachers’
frades unions in Northern Ireland did

not agree that support staff should be
professionalised to undertake teachingtype
duties; therefore, the only way fo reduce
teacher cover for absent colleagues is to
employ substitute teachers.

emphasis on absences related to stress. 3.20 The issues of teacher workload and
Work is on-going through TNC to develop bureaucratic burden were addressed in the
a Teacher Health and Wellbeing Strategy, Norther lIreland context by the “Curran
while a centralised independent counselling Report”?> in 2004. lts recommendations
service accessible to all teachers via o sought fo bring feachers’ conditions of
24 hour confidential telephone helpline service in Northern Ireland info line with
was infroduced on 1 April 2009. The those of their colleagues in England and
Department told us that guidance on Wales but, significantly, without workforce
tackling violence against teachers has remodelling and, in particular, without the
also been drawn up by TNC for issue fo use of teaching assistants to undertake
all schools. This will include a desk-aid for teachingtype duties. Instead, the report
every teacher. The Department said that the recommended “confextualising” the
Committee is also drawing up a survey for approach used in England (see Appendix
issue fo schools to gauge the extent and 5] to suit circumstances in Northern Ireland.
nature of feacher abuse. The Department told us that implementing
all the workload recommendations of the
3.19 A positive organisational background report would place a significant demand
is critical for the success of any action on the education budget. As a result, to
token to manage sickness absence. A date, the Department has been able only
report by OFSTED?** in 2007 suggests to ensure that no primary school principal
that a remodelling of the school workforce need spend more than three days a week
in England, aimed at raising standards in class contact.
for pupils by freeing teachers from
inappropriate and excessive workload, 3.21 The Department’s view is that the

has helped fo reduce stress. Part of the
remodelling process was to infroduce

workforce remodelling policy changes
implemented in England may be one

23 The function of the Teachers Negotiating Committee is to negotiate the remuneration and terms and conditions of service
of feachers in grant aided schools in Northern Ireland. It consists of members appointed to represent the Department of
Education, Education and Library Boards, the Governing Bodies of Voluntary Grammar Schools, the Council for Catholic
Maintained Schools, the Northern Ireland Council for Integrated Education and the Comhairle Na Gaelscolaiochta and
members appointed to represent the Trade Unions represented on the Northern Ireland Teachers” Council.

24 Reforming and developing the school workforce, Office for Standards in Education, 2007

25 Improving conditions, raising standards and negotiating arrangements, Final Report — Part 2, Teachers’ Pay and Conditions

of Service Inquiry, February 2004



The Management of Substitution Cover for Teachers: Follow-up Report 29

reason why feacher absence rates are
lower than in Northern Ireland. Given
the funding constraints it has identified

in pursuing a similar course in Northern
Ireland, it will be important that it is able
fo demonstrate that actions to prevent or
reduce teacher sickness absence can at
least pay for themselves without creating a
financial burden for the taxpayer. Cost-
effectiveness evaluation is one criterion
that can help the Department defermine
the most appropriafe programmes,
based on both the need to limit the costs
associated with teacher absences and
resources available.

The relationship between sickness absence
and maternity leave requires Departmental
attention

3.22 The Department drew our attention fo the
specific impact of sickness absence among
female teachers following maternity leave.
Around three quarters of the feaching
workforce in Northern Ireland is female
and each year around 1,000 will be on
maternity leave. The Department fold us
that, in 2007-08, the number of teachers
faking sickness absence immediately
following maternity leave fell by 50 per
cent compared with the previous year.
According fo the Department this is likely
to be due to an extension, in 2007, in
the maximum level of additional maternity
leave to 26 weeks, and the extension of
statutory maternity pay entitlement to 39
weeks. However, the Depariment told us
that the relationship between maternity
and sickness is a complex one and will
require further research in the light of the

most recent sfafistics. There is, for example,
evidence that some feachers are content
to end their maternity leave early in order
to avail of the more generous sick pay
provisions.

Absence intervention strategies

3.23 While the Department carries ultimate
accountability for teacher absence
management across the school system,
the employing authorities and schools
should accept individual responsibility for
absence management. An example of
how teacher absence has been managed
more proactively by the Western Board is
outlined in Case Example 1.

Case Example 1 - Provision of accurate
management information

The Western Board has prepared a suite of
reports that enable schools to record and

report internally for the first time on sickness
related absence, through the C2K system. The
system will allow schools in all Boards to focus
on providing consistency of practice in the
recording, monitoring and reporting of teacher
absence. Following a successful initial pilot in

a sample of nine schools in the Western Board
area during the 2007-08 summer ferm, the
reporting systfem has been rolled out across all
schools in the Western Board. The reports allow
principals and governors to quickly identify those
teachers who have breached the relevant trigger
points in the Managing Aftendance Policy and
enable management to take timely action to
address any issues or concerns highlighted.
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3.24 The 2003 Westminster PAC report?®

recognised that, in addition to a focus

on preventing absence, the management
of absence also needed to promote and
encourage a culture of affendance or
wellbeing. Our report on staff absence
across the Northern Ireland Civil Service?”
identified examples of good practice in
the area of health promotion. For example,
some bodies have provided free health
screening for their employees, many have
adopted a separate stress policy aimed

af reducing the incidences of work-related
stress, and some have offered discounted
access fo leisure and fitness facilities in

an effort fo improve general health. In
particular, the Westminster PAC called

for the piloting of counselling services for
teachers. As noted at paragraph 3.18, a
centralised independent counselling service
accessible to all teachers via a 24 hour
confidential telephone helpline has been in

place since April 2009.

3.25 The beneficial effects of health promotion

activity cannot be guaranteed and may
not be as strong as anticipated. For
example, over recent years, the Southern
Board has had the highest spending on
teacher welfare among the Boards but,
as Figure @ shows, it currently has the
highest level of teacher sickness absence.

3.26  We acknowledge the progress that has

been made in reducing teacher sickness
absence fo the current average of 7.8
days [see paragraph 3.2). In order o
sustain and improve on this performance,
efforts to support attendance will be as
important as those for deterring absence.
The particular combination of approaches
that will work best in any school or
sector will, to some extent, depend upon
an analysis of their sickness absence
problem. In our view, the problems
associated with the availability and use
made of management information, as
discussed in paragraphs 2.3 10 2.13,
inhibit the effective targeting of action to
deal with particular causes of absence.

It is important that the Department and
employing authorities develop reporting
structures that allow an analysis of the
causes of teacher sickness absence

so that specific interventions can be

put in place. In the Department’s view,
the establishment of ESA and a more
extensive use of C2K by schools, should
provide a more streamlined and consistent
administrative confext within which

to develop and continuously improve
effective management information and
reporting systems.

In addition, according to the Department, Implementation of best practice principles in
CCMS would contend that the high level of  schools has been poor

absence among schools in the maintained
sector may be, in part, the result of ifs
ethos of pastoral care [sympathefic aftitude)
fowards ifs staff.

3.27 In 2008, TNC updated its 1999
managing attendance policy and
associated procedures in line with best
practice literature.?® Teacher Attendance
Procedures now include these three basic
steps:

26 See footnote 1

27 See footnote 16

28  Current thinking on managing attendance: a short guide for HR professionals, National Audit Office, The Insfitute for
Employment Studies and The Insfitute of Work Psychology, A research paper, 2005.
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e employing authorities should develop
clear teacher attendance norms and

expectations;

® when patterns of absence exceed 3.29
norms, designated personnel should
iniiate a review and take additional

action if necessary; and

e absence data should be analysed
and regularly reported at school and

employing authority level.

3.28 We found that the policy developed
by TNC confains many of the elements
necessary to improve the management of
feacher attendance: it provides direction 3.30
for the promotion of attendance; roles
and responsibilities of school principals,
governors and employing authorities are
clearly established; procedures are set out
fo assist in the management of short and

longterm absences; and training has been
made available for school principals and
governors.

We note that the new policy strengthens
the frigger points for management
infervention that were contained in

the previous policy (see Figure 11), in
particular, the level of casual absence
required for intervention has been reduced
from 8 days to 6 days. Figure 11 also
shows how the frigger points for feachers’
sickness absence compare with those
which operate in the Northern Ireland
Civil Service.

The Department told us that all the
frigger points were the subject of lengthy
discussion at TNC. The Department
decided that the sacrifice of a frigger
point for an individual absence rafe was
a fair compromise fo secure an agreed

1999 teacher sickness absence
policy

Absences:
a) More than 8 days casual
absence in a rolling 12 month period

b) continuous absence of four weeks
or more

c) more than three periods of absence,
each of at least 3 days in a rolling
12 month period

d) staff members with an absence
rafe of 5 per cent or more

Figure 11: Comparison of teacher absence trigger points

2008 teacher sickness absence NICS sickness absence policy
policy

Absences:
Absences: a) 4 occasions or 10 working

a) more than 6 days casual days in a rolling 12-month period
absence in a rolling 12 month

period

b) continuous absence of 20
working days (or four weeks) or

more

c) related fo stress

Source: Department; Department of Finance and Personnel

b) 20 working days
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3.31

3.32

policy supported by the unions, especially
as the five per cent frigger point was less
rigorous than the six day frigger point. The
new policy also includes a reference to
the possible use of disciplinary procedures
in cases of persistent shortterm absence.
The Department also pointed out that, in
contrast fo the previous imposed policy,
the new Teacher Attendance Policy and
Procedures are endorsed by the teacher
frade unions.

The new policy requires “...governors to
adopt and promote the Teacher Attendance
Procedure...” However, we found evidence
of inconsistent adherence to this direction
by schools. For example, an internal

audit investigation by the Southern Board
revealed low levels of implementation of
the new policy amongst schools within

its area: only 69 per cent of controlled
schools were found fo have adopted the
absence policy and only 44 per cent
carried out return fo work interviews.
According fo the Department, resistance

fo an attendance policy appears to be an
historical problem in some schools where
principals believe absence management
fo be the responsibility of employing
authorities. Our 2008 report on sickness
absence (see footnofe 27) emphasised that
best practice procedures are well known
and are generally in place in the public
sector, but there is litlle point in having
good practice procedures if they are not
being applied by management.

SRE

3.34

Training for the implementation of the new
policy has consisted of awareness sessions
aimed at governors and principals. Whilst

the feedback received from the training
was positive, it was noted by employing
authorities that, as with training in
general, it had been difficult to persuade
all principals and all relevant governors
fo affend training. We acknowledge
that school governors are engaged

in a voluntary capacity and, while

they can be encouraged to undertake
fraining, they cannot be compelled

to do so. The situation is made more
problematic by the fact that principals
are responsible for rolling the policy

out fo staff in their schools. The 2008
PAC report (see footnote 14), identified
senior management commitment as a
fundamental prerequisite for a sustained
and permanent reduction in absence.

We acknowledge that there are
competing priorities for the resources
allocated to training. However, we
recommend that employing authorities
must take steps to tackle this culture

of resistance, to ensure absence
management procedures are fully
implemented and operating effectively
in schools. One way of doing this
would be tfo incorporate a review of
the implementation of the policy info the
Infernal Audit programme for school visits.

Employing authorities should also consider
the provision of skill based fraining in
addition to information sessions on the new
policy. Where needs have been identified,
such as inferview skills for those carrying
out return fo work inferviews, employers
should consider providing these (see case
example 2).
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Case example 2

In conjunction with the Regional Training Unit for
Northern Ireland, CCMS is piloting training on
the implementation of the managing attendance
policy for a selection of school principals. This
targeted training will seek to concentrate on the
skills needed by principals to fully implement the
policy amongst teachers, such as interviewing
skills. During principals’ meetings held in March
2008, skills-based training was identified as
important fo the successful implementation of the
policy, by enabling principals to feel confident
in carrying out the requirements of the policy.
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Figure 12: Temporary days worked by retired teachers providing substitution cover, 2000-01 to 2008-09
2000-01 2001-02  2002-03 ~ 2003-04 2004-05 @ 2005-06 2006-07 = 2007-08  2008-09
Efficient Discharge 3,656 3,395 3,369 2,737 2,473 2,478 2,224 2,367 2,225
Redundancy 40,922 50,211 53,382 54,140 50,204 48,394 49,542 57,983 60,085
Subrtotal 44,578 53,606 56,751 56,877 52,677 50,872 51,766 60,350 62,310
(premature)
Age 5,790 6,233 7,037 7,130 7,214 7,371 8,248 10,157 9,364
Infirmity 0 0] 0 0 0 0 58 11 0
Actuarially Reduced 0 0 0 0 0 0 0 148 459
Retired Total 50,368 59,839 63,788 64,007 59,891 58,243 60,072 70,666 72,133
Source: Department

Re-employment of prematurely retired

in the subsequent years. Indeed, the

teachers number of days worked by prematurely
refired teachers has increased by 40 per
4.1 In 1984 and again in 1988 the cent since 200001 and 75 per cent since

4.2

Department advised employing authorities
that teachers who had been refired
prematurely on grounds of redundancy or
in the inferests of efficient discharge should
be reemployed as substitute teachers in
only the most exceptional circumstances.
However, despite this guidance, a report
by NIAO in 1992% found that large
numbers of prematurely refired teachers
were sfill reeemployed on a temporary
basis. Our report in 2002 (see Footnote
5) returned to the issue and recorded that
temporary days worked by refired teachers
in providing substitution cover had risen
from 34,000 in 199697 fo just over
50,000 in 2000-01.

Figure 12 demonstrates that attemps to
curb the use of prematurely refired teachers
for substitution cover met with little success

4.3

19969/,

Figure 13 shows that the percentage

of days worked by prematurely refired
teachers is currently the same as in 2000-
01. In 2008-09, the 62,310 substitution
days worked by prematurely retired
feachers equated fo around 320 whole
fime equivalent permanent teachers.
Additional statistics provided by the
Department show that, while the number
of substitution cover days worked by
prematurely refired teachers has increased,
the overall number of prematurely refired
teachers who subsequently became re-
employed in the year following their
retirement has fallen by almost 60 per cent,

from 386 in 2005-06 to 156 in 2008-09.

29 Department of Education for Northern Ireland: Premature Refirement of Teachers, Northern Ireland Audit Office, February

1992, HC 248
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refired

Source: Department

Figure 13: Proportion of substitution cover provided by prematurely retired teachers 2000-01 to 2008-09

2000-01 ~ 2001-02  2002-03 = 2003-04

Total days worked 44,578 53,606 56,751 56,877
by prematurely

refired Teachers

Total substitution 338,330 384,965 388,526 394,450
days

% prematurely 13.2 13.9 14.6

2005-06  2006-07 ~ 2007-08  2008-09

50,872 51,766 60,3061 62,310

397,939 407,327 438,114 470,860

12.8 12.7 13.8 13.2

4.4 The Department told us that it would
continue fo build on the range of actions
already being faken to discourage the
practice of reemploying prematurely refired
feachers:

® |t has repeatedly asked employers to
give preference to newly qualified
teachers and experienced non-retired
teachers who are seeking employment.
In responding fo the [2003] PAC
report®, the Department pointed out
that guidance on the reemployment
of prematurely refired teachers was
re-issued to employing authorities
(most recently in November 20006).
The Department also fold us that the
NISTR (see paragraphs 1.4 and 2.20),
launched in 2004, allows employers to
monifor substitution cover and “robustly
challenge” the over-use of refired
teachers for substitution work;

e it has advised employers that refired
teachers should only be reemployed to
provide shortferm cover where newly
qualified teachers or experienced
non-etired teachers are unavailable.

(However, the decision on whom
to employ rests with the Board of
Governors of each individual school);

since 1999-2000 the level of

central reimbursement for substitute
cover costs has been capped at

point 4 of the teacher salary scale
(see paragraph 1.5). This provides

an incentive for schools to employ
newly qualified teachers for substitute
cover, as opposed fo more expensive
prematurely refired teachers. (However,
schools have the flexibility to engage
higher cost teachers at a charge fo the
school budget, if they so desire); and

in the Department's view, the rules of
the Teachers’ Pension Scheme also
militate against the employment of
retired teachers, in that such teachers
may suffer a reduction in pension as a
result of eamings from employment as
a teacher. Teachers who benefit from @
premature refirement package and are
subsequently reemployed are entitled to
eam up fo the difference between their
annual rate of salary prior fo refirement

30 See footnote 5
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4.5

and their current pension before that
pension is abated. The Department

has strict controls in place to monitor
such cases and employing authorities
must ensure that there is a break of

at least 29 days between a teacher’s
refirement and their reengagement.
We examined a sample of 20 teachers
who had taken premature retirement on
the grounds of redundancy in August
2007 and found that three had been
reemployed as substitutes in the schools
they refired from by March 2008. Al
three had received the maximum added
years' compensation. Of the three, one
had been re-employed on the first day
allowable ofter the 29 day break and
another on the second day.

The Department told us that the contfinuing
difficulties surrounding the reemployment
of prematurely retired feachers had

been compounded by the prevalence of
premature refirement among teachers.

In its view this was due fo the fact

that, prior to April 2008, the costs of
premature refirement were borne entirely
by the Northern Ireland Teachers’ Pension
Scheme (NITPS] rather than by schools

or the employing authorities. This system
did not encourage employers to behave
prudently and had resulted in the number
of premature retirements running af

over 500 a year, a level that would be
unsusfainable without a significant increase
in the NITPS contribution rate. As a result,
the Department considered that premature
refirement had been the “soft” option for
school management, and an affractive
option for teachers because of the
generous enhancement.

4.6

4.7

At 31 March 2008, almost 50 per cent

of teachers on the NISTR were fifty years

of age or more, with over a third aged
between 50 and 59. Only a quarter of
those on the Register were under 30 years
of age [see Appendix 6). At the same

time, 27 per cent of the 20,000 teachers
currently employed in grantaided schools
in Northern Ireland were over the age of
50. On the basis of these statistics, we
consider that a reduction in the proportion
of subsfitution cover days worked by
prematurely refired teachers currently on the
NISTR may take a significant period of time
to be realised.

The Department explained that it has

now taken action to address the issue

of premature retirement. Recent changes

to the Teachers' Premature Refirement
Compensation Scheme require that, from
2008, the employing authorities have

to bear the costs of any added years
awarded fo refiring teachers. According fo
the Department, this has effectively ended
the practice of enhanced early refirement.
In addition, an Equality Impact Assessment
has been undertaken on proposed draft
regulations which would mean that, from
2010, employing authorities will also have
fo meet the cost of the early payment of
unreduced pension benefits in cases where
teachers are granted premature refirement.
This means that employing authorities will
then have to bear the full costs of premature
retirement compensation. It should also

be noted that the minimum pension age
increased from 50 to 55 with effect from
6 April 2010. This is a matfer of tax
legislation and is contained in the 2004
Finance Act. Therefore, teachers aged




4.8
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50-54 will no longer be eligible to be
granted premature refirement and over time
the percentage of teachers on NISTR in this
age-bracket will reduce significantly.

In view of these changes and proposals,
the Department anticipates that there will
be a reduction in the number of early
refirements fo a susfainable and affordable
level. In England, teachers have been
subject to similar changes in arrangements
for premature refirement compensation
since 1997 . Recent statistics show that,
after an initial steep decline, the numbers
refiring early are currently around 60 per
cent of the former level (Appendix 7).
Over time, therefore, it would be expected
that the changes in Northem Ireland will
have the effect of reducing the number of
prematurely refired teachers available to
schools for substitution cover. As a result,
the Department expects that schools will
have to look more frequently to newly
qualified teachers for substitute cover and
fo fill temporary vacancies.

The Department is considering what

further measures may be faken in respect
of future premature refirements. It is likely
that employing authorities will make
increasing use of severance provision
(planned for 2010 under the proposed
new regulations) to secure the early release
of teachers, rather than the more expensive
premature refirement terms which involve
early payment of full pension benefits.

The re-employment of teachers who

have been made redundant also cannot
be prohibited, as there would be a risk
that the Department could be subject to
Tribunal claims by teachers prevented from

4.11

applying for certain jobs. They would have
fo receive some form of compensation
beyond the statutory minimum, with re-
employment conditions affached.

One of the consequences of the re-
employment of retired teachers is that it
makes it more difficult for newly qualified
feachers to secure tfemporary employment.
The Department told us that prematurely
refired teachers are rarely employed for
two full terms so it is unlikely that engaging
them for substitution cover will interfere with
the induction of newly qualified teachers
who require this period of employment to
complefe the induction process. However,
the use of prematurely retired teachers

for substitution cover can deprive newly
qualified teachers of opportunities for
valuable teaching experience. Falling
school enrolments are also a factor in the
availability of employment opportunities.
The Department has taken action to reduce
the numbers enfering teacher training since
2004 by 27 per cent, however, it fakes
some years for this fo impact on the overall
number of newly qualified and recently
qualified teachers seeking employment.

In terms of encouraging the employment of
newly qualified and non-refired teachers,
the Department fold us that it is also
exploring a number of other options, for
example:

* reinforcing advice fo schools through
the issue of an annual circular
reminding employing authorities of
the need to ensure that schools fill
vacancies on a permanent basis,
except where the vacancy is of
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a femporary nature; and giving 4.12  We acknowledge the action being

preference where possible fo newly
qualified teachers when filling
vacancies or employing substitufes;

changing the balance in funding for
substitution costs between central and
delegated budgets;

infroducing a flat rafe of pay for
substitute teachers (likely to be
challenged on legal grounds by
teacher unions);

suspending, rather than abating,
pension payable to reemployed
feachers who retire under the premature
retirement scheme; and

infroducing a condition that, in some
cases, feachers who accept premature
refirement ferms would be ineligible
for future employment in grant-aided
schools.

considered fo stem the increase in the
use of prematurely refired teachers for
substitution cover. It is also important that
teacher workforce planning at a strategic
level can ensure that the numbers

of newly qualified teachers coming
through the training system is in line with
the numbers needed fo fill vacancies
and provide substitute cover given the
numbers of reemployed teachers who
confinue fo provide temporary cover in
schools. The Department fold us that it
plans o undertake a School Workforce
Review which is intended fo provide

a framework within which ESA can
develop strategic plans for the education
workforce, including teachers, and will
include consideration of teacher supply
and demand, recruitment and retention,
professional and career development,
and redundancy, retirement and re-
employment.
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Appendix 1:
(paragraphs 1.2 and 3.1)

PAC Report on The Management of Substitution Cover for Teachers (2003)

Update on commitments given by the Department of Education in Memorandum of Reply

(CM 5953)

PAC Conclusion

1. Given that substitute teachers
constitute a much larger proportion
of the teaching workforce in
Northern Ireland than England,
the Committee is surprised that the
Inspectorate has not addressed the
issue of substitute teaching earlier.
The Department has assured us
that it has now commissioned the
Inspectorate fo underfake a review
and this will take place during the
2003-04 academic year.

2. We believe that greater
independence from the Department
would improve the Northern
Ireland Inspectorate’s standing both
within and beyond the education
community.

Departmental Commitment

The Department will inform the
Committee of the outcome of the
review of substitute feaching by the
Education and Training
Inspectorate (ETI).

The Department will pursue the
Committee’s view on greater
independence for the ETl in
discussion with the relevant
Ministers.

Action Taken by Department

The ETI report ‘A Survey of Substitute
Teaching and its Management

in Northern Ireland 2003-04" is
available on the ETl website www.
etini.gov.uk. The report identified

a number of strengths and also a
number of areas for improvement.
ETl has monitored progress in the
areas for improvement through
ongoing, routine visits fo schools and
through discussions with the relevant
officers from the Curriculum Advisory
and Support Service (CASS) and
the Department of Education. ETl
continues to monifor the work and
management of subsfitute feachers
as part of the annual programme of
inspections already esfablished for
schools and to draw any issues fo
the attention of schools, CASS and
the Department.

There are now separate, published
Memoranda of Understanding
between ETl and the Department,
DCAL and DEL indicating that

ETl is independent of the Service
providers; and business between
ETl and the three Departments

is governed by SlAs. A small
inferdepartmental working group,
established to consider the financial
and budgetary arangements
between ETl and the Department,
DCAL and DEL, has reported fo the
relevant Permanent Secretaries, and
the report has been endorsed. The
legislation governing inspection and
ETl is being revised within the
context of RPA.
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PAC Conclusion

3. There should be better
mechanisms in place fo support
substitute teachers. We find it
remarkable that substitute teachers
can be put in regular charge of
classes without proper induction,
fraining and performance
evaluation. We are pleased that
the Department is fo give serious
consideration fo formalising the
evaluation of substitute teachers and
we look forward to it taking prompt
action on the oufcome of

its deliberations.

Departmental Commitment

The Department, through the
employing authorities, will circulate
fo all schools a Best Practice
Guide addressing all aspects of
the management of substitution,
including induction, training,
performance management and

the establishment of appropriate
mechanisms to support substitute
feachers.

Regarding performance evaluation,
work will commence on a School
Development and Performance
Management Scheme at the sfart of
the 2003-04 school year.

The ETI will evaluate performance
as part of its review of substitute
teachers.

Action Taken by Department

A Best Practice Guide, which
addresses all aspects of the
management, fraining and support
for substitute teachers, was prepared
by the Beginning Teachers Group,
an inferBoard group. The Guide
issued fo all schools and employing
authorities in 2006.

A Performance Review and Staff
Development (PRSD) Scheme was
infroduced in all schools in Northern
Ireland from September 2005.

The Scheme involves the setting of
objectives for each teacher and

an appraisal at the end of the
school year of the extent to which
these objectives have been met.
PRSD can therefore apply only to
subsfitute feachers employed for
planned periods of a duration for
which objectives can reasonably
be set. It cannot therefore apply

fo substitute teachers employed for
short periods on a casual basis,
whose performance will need to be
monitored, and feedback provided,
by their line managers as and when
they are employed.

ETI continues to monifor the work
and management of substitute
teachers as part of the annual
programme of inspections already
established for schools and to draw
any issues fo the attention of schools,
CASS and the Department.
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Appendix 1:
(paragraphs 1.2 and 3.1)

PAC Conclusion

4. The Committee stresses that the
regulation of employment agencies
supplying teachers needs to be
robust. VWe also welcome the fact
that the Boards will be establishing
a pilot scheme to examine the cost/
benefits of seffing up their own
"pooling” arrangements whereby
head feachers could access a
cenfralised database to book
substitute teachers on-line.

5. The Committee pointed out to the
Department the savings made

by some English education
authorities that have esfablished
redeployment “pools” of feachers.
We recommend, therefore, that
the Department should examine
thoroughly the cost/benefits of
esfablishing redeployment “pools”
of teachers in order to decide
whether to take powers fo facilitate
their introduction within the Boards.

Departmental Commitment

The Department will work with the
Boards on the establishment of
pooling arrangements for subsfitute
feachers and evaluate the pilot of
an onine system proposed by the

Boards and CCMS.

The Department will review and
update the existing guidance
regarding checks to be undertaken
on substitute feachers supplied by
employment agencies.

The ETI will review the extent to
which schools have complied with
the guidance as part of ifs review of
substitute teachers.

The Department will initiate in
September 2003 a review of the
arrangements for retirement on
grounds of redundancy.

The Department will examine the
costs, benefits and practicalities of a
Redeployment Agreement between
the employing authorities and the
recognised teacher unions. Current
legislation will also be examined
and, if necessary, powers sought fo
implement any agreed solution.

Action Taken by Department

The NI Substitute Teachers’ Register
[NISTR) was established in March
2004. When teachers join NISTR,
a pre-employment criminal record
check is carried out [subsequent
checks are then carried out every
two years thereafter) and checks are
carried out fo ensure that the teacher
is eligible to teach, satisfies relevant
health requirements and is registered
with the General Teaching Council
for Northern Ireland.

Following a successful testing
period of the NISTR on-line booking
system, it was made available to all
Board areas from February 2007
and the last Board areas went live
during April 2007. NISTR now has
almost 7,000 teachers registered.
The electronic inferface to payroll
has encouraged schools to use the
register and around 60% of substitute
days are now booked through
NISTR. The Department intends to
make use of the register mandatory
for booking substitution by qualified
feachers at the beginning of the

2008-09 academic year.

ETl's ongoing programme of
inspections has raised no concems
fo date.

See response to Conclusion 7 below.

The Department set up a Working
Group to examine the benefits, the
costs and the practicalities involved
in connection with the establishment
of re-deployment pool(s). The report
of the Redeployment Working Group
considered the cost effectiveness of
the current position of allowing
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PAC Conclusion

6. We recommend that the
Department comes to an early
decision about the teaching
workforce it needs and fakes urgent
action to strengthen its strategic
planning to achieve it.

Departmental Commitment

The Department will take action
fo improve the management of
substitution and absenteeism.

The Teacher Demand Model will
be re-examined in the Autumn of
2003.

Action Taken by Department

transferred redundancies against
alternative opfions: namely, ceasing
the practice of allowing Transferred
Redundancy; or creating a Teacher
Reserve Pool. The appraisal
concluded that the difference in both
monetary and non-monetary ferms
between the alfernative options

was negligible and that either of
these options would provide an
improved position. The Department
has now moved to ‘hard charge’
employers for the cost of enhanced
pension awarded to prematurely
retired teachers from April 2008.
This will bring about a significant
reduction in the number of fransferred
redundancies,/ premature refirements.
A working group has been set up

fo facilitate the introduction of hard
charging for the full cost of premature
refirement compensation from April
2009. This should bring about further
downward pressure on numbers,
and the need for new redeployment
arrangements will be revisited at

that time in conjunction with the new

Education and Skills Authority.

See response to Conclusions 7-10
below.

An independent review of the TDM
was carried out by NISRA and ifs
report received in May 2004. The
review concluded that the model,
which is similar to that used in
England and Wales, is robust in terms
of its predictive analysis. The review
highlighted @ number of minor issues
fo be considered for amendment
within the model. These recommended
changes were infroduced in respect
of teacher education intakes for

September 2005.
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PAC Conclusion

7. We recommend that the
Inspectorate re-establishes its role in
the monitoring and evaluation of the
premature retirement of teachers.

In view of the Department’s poor
record of actfion, we are asking the
C&AG to give particular attention to
monitoring these issues.

Departmental Commitment

The Department will review

and monitor rigorously the
implementation of previous
commitments made fo the PAC on
the re-employment of prematurely
retired teachers as well as those
contained in this MOR.

The Department will take measures
fo ensure that opportunities for
permanent employment are given
to newly qualified teachers and that
they are not displaced by long-
ferm substitution by prematurely
retired teachers. The Department
will write to employing authorities
highlighting the problem and the
need for schools, employers and
the Department to have effective
arrangements in place fo ensure
improvement.

The Department will consider
carefully the report of the ETI
review of 2002 Efficient Discharge

retirements.

Action Taken by Department

Guidance issued by the Department
[reissued in November 2006)
exhorts employers to give preference
fo newly qualified teachers and
experienced non-retired teachers
who are seeking employment.

The Department has also advised
employers that refired teachers
should only be reemployed to
provide shorterm cover where newly
qualified teachers or experienced
non-refired teachers are unavailable.
The capping of the levels of the
central reimbursement of the cosfs

of substitute cover also provides an
incentive for schools to employ newly
qualified teachers as substitutes.

The NI Substitute Teachers’ Register,
launched in 2004, allows employers
fo monitor the availability of non-
retired teachers and this information
enables them to mount a more robust
challenge where schools employ an
unqualified or prematurely refired
feacher.

The Department has reviewed

the arrangements for Premature
Retirement Compensation (both
Redundancy and Efficient Discharge)
and faken action fo control the costs
associated with premature refirement
by making employing authorities
liable for any enhanced pension
they decide to award. This will have
the effect of reducing the amount of
compensation available and may,

in turn, lead to a reduction in the
number of feachers deciding to avail
of premature refirement.
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PAC Conclusion

8. Sickness absence rates among
teachers in Northern Ireland are
much higher than their counterparts
in England and the Committee is
disturbed that the Department

has failed fo set targets for their
reduction. We recommend

that the Department develops

an action plan and establishes
sickness reduction targets aimed at
achieving the savings identified in
the C&AG's Report.

8.1 Management of attendance
policy.

Departmental Commitment

The Department will write to
employing authorities other than
ELBs highlighting the Committee’s
conclusions and recommendations
regarding feacher absences and
emphasising the need for each
school to set fargets.

The Department will develop
arrangements to ensure that the
performance of individual schools is
subject to regular monitoring by the
Department.

The Department will draw up a plan
sefting out action in four key areas:

The Department will ensure

that employing authorities
implement their common policies
and procedures on managing
affendance more effectively and
provide training for schools.

Action Taken by Department

The Education & Training
Inspectorate produced a report
enfifled “The Effectiveness of the
Efficient Discharge Scheme” in
November 2003. The weaknesses
identified in the report were
addressed in the revised guidelines
issued 24 November 2006.

The Permanent Secretary wrofe as

indicated on 12 September 2003.

Arrangements are in place for
biannual moniforing of teacher
absences at school level.

The employing authorities have
renewed their commitment fo
monitoring levels of absence and to
investigation and support of those
schools with the worst absence
records. The Teacher Aftendance
Procedure has been the subject of a
major overhaul to close loopholes in
the management of both casual and
longterm sick absence. Revisions
include the need fo selfcertify

from the first day of any absence;

a tightening of frigger points for
management infervention; and a
duty on employing authorities to
ensure that school governors and
principals are frained in the use of
the procedure. Teacher absence
levels are now also an ifem on the
agendas of Board of Governors
meetings.
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PAC Conclusion

8.2 Health awareness programmes
for staff.

8.3 Management information.

Departmental Commitment

A top-level group established
by the Department and the
employing authorities will take
forward the recommendations
of the 2002 report on Teachers’
Health and Well-being.

A Group established by

the Department to improve
management information about
feacher sickness absences will
examine the approach elsewhere
in the public service in NI and
GB and identify appropriafe

benchmarking information.

Action Taken by Department

The top level group last met towards
the end of 2005. lts work finished
with the production of the report of
the Teacher Health and Well being
Strategy Group which was completed
in February 2006. Management
Side of the Teacher Negotiating
Committee considered the report's
recommendations and accepted

a limited number of them. A sub-
group of the TNC Joint Working
Party was established to bring
forward a workable actfion plan to
include consideration of the existing
counselling services offered by
employing authorities.

Employing authorities have agreed to
develop a more consistent approach
fo the provision of welfare services
and fo cenfralise the provision of
counselling services, including @
24-hour telephone helpline available
fo all teachers. The Department is
working with the employing authorities
fo address assaults on and abuse of
feachers. A workshop is planned for
the autumn with head+eacher and
feacher representatives, the employing
authorities, legal advisors and PSNI
fo explore the scale of the problem
and review the adequacy of existing
guidance.

The Department continues to work
with employing authorities to esfablish
improved benchmarking information
and fo improve the quality of
information available. A data mining
pilot was completed to determine

the potential business benefits for the
Department including the provision of
meaningful, informative, accurate and
timely management information. Four
data sources were selected at random,
one of them being Teacher Absences.
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PAC Conclusion

8.4 Inspection

Q. In the Committee’s view,
reducing sickness absence is not
rocket science. The Department
needs fo explore with the employers
and schools the reasons for high
sickness absence rafes and ensure

Departmental Commitment

The ETI will give a higher priority
fo the examination of absence and
substitution as part of each major
inspection. The Department will
take appropriafe action where
concerns are highlighted.

The Department will work closely
with all employing authorities fo
explore with them the reasons for
the high sickness absence rafes and
fo identify the actions necessary o
resolve deficiencies.

Action Taken by Department

Two software products were used

in the pilof, Cognos and Diver. The
pilot did conclude that there were
benefits in using data mining fools
fo analyse and present management
information. In the case of feachers’
absences the lessons learnt from the
pilot contributed to the Operational
Requirements for the Teachers'
Payroll Replacement System. The
development of that sysfem is well
under way and Cognos software is
being used in it as the preferred data
mining and presentation fool.

It is anticipated that the new
computerised payroll system will
improve the recording of information
on subsfitufion cover and also the
nature of sickness absence; and

that it will assist with the provision of
information for benchmarking. Full
implementation for payroll is currently
scheduled for end March 2009 and
pensions by end December 2009.

The Inspectorate continues to ensure
that arrangements for substitute
cover are considered within all
major inspections. In general, all
teachers, regardless of whether they
are substitute or permanent, are
treated equally in terms of inspection
coverage, and no concerns have
been so significant (in relation to the
issues in question) in the sample of
inspections so far as to have required
a follow-up by the Department.

The employing authorities have
renewed their commitment to
monitoring levels of absence and to
investigation and support of those
schools with the worst absence
records.
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PAC Conclusion

that Boards and schools benchmark
their management practices against
those with better records, both
within Northern Ireland and across
Great Britain, in order to identify
and remedy their deficiencies.

10. The Committee agrees that
teachers’” employers should pilot

the use of counselling services

in schools. VWe recommend that
they and the Department should
prompily review the results of the
pilots and expand the provision of
these services where there is a clear
business case for doing so.

Departmental Commitment

The Department will ensure that
Boards and schools benchmark
their management practices against
those with better records both within
NI and across GB.

The Department and employing
authorities will review the results
of a pilot set up by the employing
authorities during the 2003-04
school year fo build upon the use
of counselling services, and will
expand the provision of these
services where it can be shown to
be in the interesfs of schools and
where there is a clear business case
fo do so.

Action Taken by Department

Having considered the results of
research in England and Wales,
Scotland and the Republic of Ireland,
they are currently progressing @
number of measures that may be
expected to have a positive impact
on absenteeism. These include

the development of a strategy to
improve teacher health and well
being, including more consistent and
effective provision of welfare and
counselling services; and a major
revision of the Managing Attendance
policy. ELBs have been required,

in their Resource Allocation Plans,

fo give details of their fargets for
reducing sickness absence levels,
which must be sufficiently robust.

The report of the Teacher Health
and Well being Strategy Group
was completed in February
2006. Management Side of
TNC considered the report's
recommendations and accepted

a limited number of them. A sub-
group of the TNC Joint Working
Party was established to bring
forward a workable action plan to
include consideration of the existing
counselling services offered by
employing authorities.

The issue of counselling services
could not be addressed separately
from the work of the Teachers Health
and Wellbeing Strategy Group.

The Group's report was finalised in
February 2006 and confained @
recommendation about counselling -
this is now being faken forward after
long debate by Management Side.
There was therefore no pilot exercise
in 2003-04.
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PAC Conclusion

11. It appears that a culture of

high absenteeism may have been
allowed fo develop in some parts
of the teaching workforce in
Northern Ireland, which gives rise
fo a particular concern about how
this will impact on pupils’ learning.
Even if teacher absenteeism does
not induce similar behaviour among
pupils, it is clear that schools

and the education sysfem in general
have a key role to play if this culture
is fo be changed.

13. A basic step in managing
both teacher substitution cover
and sickness absence would

be to establish accurate and
comprehensive information on
their levels, patterns and costs. The
Department needs to take urgent
action fo ensure that improved
recording arrangements are
infroduced so that reliable and
easily accessible data is
available on the use of substitution
cover and the nature of sickness
absence.

Departmental Commitment

The Department will further

engage all inferested parties in the
education sector to ensure that all
appropriate remedial action is taken
on the issue of absenteeism.

The Department will review the
current processes and initiate
appropriate action to ensure

that weaknesses are addressed

in the accuracy, recording and
accessibility of information on
teachers’ absences and substitution
cover.

Action Taken by Department

The BELR agreed fo lead on behalf
of all employing authorities and

has brought forward options for
greater consistency of provision
across employers. This includes

an assessment of the financial
implications of a standard approach
and a blueprint for a unified
counselling service in the future. This
has been agreed by Management
Side of TNC and will be rolled out
during 200809

In their Resource Allocation Plans,
ELBs have been required fo give
details of their fargets for reducing
the incidence of sickness absence
among feachers. The Permanent
Secretary holds Accountability
Reviews with the Chief Executives

of all the Employing Authorities at
which levels of sickness absence are
discussed.

The Department continues to work
with employing authorities to
establish improved benchmarking
information and to improve the
quality of information available. A
dafa mining pilot was complefed

fo determine the potential business
benefits for DE including the
provision of meaningful, informative,
accurate and timely management
information. Four dafa sources

were selected at random, one of
them being Teacher Absences. Two
software products were used in the
pilot, Cognos and Diver. The pilot
did conclude that there were benefits
in using data mining tools fo
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PAC Conclusion Departmental Commitment Action Taken by Department

analyse and present management
information. In the case of teachers’
absences the lessons learnt from the
pilot contributed to the Operational
Requirements for the Teachers'

Payroll Replacement System. The
development of that system is well
under way and Cognos software is
being used in it as the preferred data
mining and presentation tool.

It is anticipated that the new
computerised payroll system will
improve the recording of information
on subsfitution cover and also the
nature of sickness absence; and

that it will assist with the provision of
information for benchmarking. Full
implementation for payroll is currently
scheduled for end March 2009 and
pensions by end December 2009.
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Appendix 2:
(paragraphs 1.3 and 1.5)

Extract from Common funding scheme
2008-09

In the event of the absent feacher going on fo no
pay, the cost of the substitute teacher will be met in

full by the school from within its delegated budget

Staff costs — substitution

b)
Where teacher substitution costs are paid from
centre funds, this is limited to a maximum of point
M4 on the teachers’ scale in the current financial
year and any substitution costs in excess of this
are charged to the school's delegated budget.
The only exception to this general rule is where the
substitute teacher has been employed as cover for
a feacher who is an accredited representative and
is engaged on trade union business.

The following are the circumstances where the
costs of substitute employees (tfeaching and non-
teaching) will be met from centre funds:

Absences owing to illness

Schools with more than 4 FTE teachers — where

a permanent member of staff is absent for up

to and including 20 consecutive working days,
substitution costs are a charge to the school's IMS
budget. Where a permanent member of staff is
absent in excess of 20 working days, substitution
costs from the 21st day of illness are a charge fo
the centre.

Schools with 4 FTE teachers or less — where a
permanent member of staff is absent for up to

and including 10 consecutive working days,

substitution costs are a charge to the school's IMS
budget. Where a permanent member of staff is d)
absent in excess of 10 working days, substitution

costs from the 11th day of illness are a charge to

the centre.

For special leave where this has been
granted with full pay for the following
reasons:

® as an infernational sport representative;
* as a lay magistrate;

® jury service;

* security forces; and

District Policing Partnership.
Where the tfeacher has been required fo:

* participate in working parties established
by the Board, Council for Catholic
Maintained Schools or Department and
where the teacher has a timefabled
teaching commitment;

® moderate examinations accredited to the
National Qualifications Framework:

® be involved in the transfer procedure; or

* engage in curricular development activity
af the instigation of CCEA.

For absences as an accredited trade
union representative, provided these are in
accordance with the facilities agreement.
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e]  For other representational duties where the
person is a member of an ELB; CCMS;
NICIE or CnaG or General Teaching
Council. Where substitute cover is provided
for a member of staff who is absent on
account of their activities as a District
Councillor or a representative on a Health
Board, support from centre funds will be
limited to 5 days in a financial year.

) Where the member of staff is required to
attend a Court or Industrial Tribunal, on
behalf or af the request of the school or
employing authority.

gl For the following staff development and

INSET activities:

e approved INSET, whether school or
Board based:

e RTU training; or

® fraining associated with Health and

Safety.

h) Where a member of staff has been
suspended on full pay.

i Other exceptional circumstances which

may be approved by the Funding Authority.
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Appendix 5:
(paragraph 3.20)

Key features of the 2003 National
Agreement in England and Wales

The Agreement includes a seven point plan for
creating time for teachers and headeachers:

1. Progressive reductions in teachers’ overall
hours over the next four years. This
objective will be promoted by all the
partners and progress will be monitored
and audited, including af school level;

2. Changes to teachers’ contracts, to ensure
all teachers, including headteachers:

e do not routinely undertake administrative
and clerical tasks:

® have a reasonable work/life balance:

® have a reduced burden of providing
cover for absent colleagues;

* have guaranteed planning, preparation
and assessment time within the
school day, to support their teaching,
individually and collaboratively;

* have a reasonable allocation of time
in support of their leadership and
management responsibilities; and
that headteachers have dedicated
fime which recognises their significant
leadership responsibilities for their
school.

3. A concerted attack on unnecessary
paperwork and bureaucratic processes for
feachers and head+eachers, including in
England through the establishment of an
Implementation Review Unit;

Reform of support staff roles to help
teachers and support pupils. Personal
administrative assistants for teachers,
cover supervisors and high level teaching
assistants will be infroduced:

The recruitment of new managers, including
business and personnel managers, and
others with experience from outside
education where they have the expertise to
contribute effectively to schools’ leadership
teams;

Additional resources and national “change
management” programmes, to help

school leaders achieve in their schools

the necessary reforms of the teaching
profession and restructuring of the school
workforce

Monitoring of progress on delivery by the
Signatories to this Agreement.
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Appendix 6:
(paragraph 4.6)

Number of teachers registered with GTCNI and on the NISTR, March 2008

Age Range Number %

24 and under 705 9.4
2529 1,243 16.6
30-34 600 8.1
35-39 458 6.2
40-44 410 55
45-49 364 5.0
50-54 Q28 12.5
55-59 1,602 21.5
60-64 950 12.8
65 and over 175 2.4
Total 7,435 100
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Appendix 7:
(paragraph 4.8)

England & Wales Northern Ireland
Financial year Premature Premature as % of Premature Premature as % of
Retirements?' total retirements Retirements total retirements

199091 7,740 50 340 57
1909192 6,530 48 353 62
199293 7,170 49 261 50
199394 8,030 49 229 42
199495 7,120 45 207 41
199596 8,600 50 180 33
199697 10,210 55 278 43
1909798 11,350 62 390 51
19098-9932 2,370 28 318 45
199900 2,650 29 299 44
200001 3,150 31 407 51
2001-02 3,470 34 323 46
200203 3,950 36 348 46
2003-04 4,930 39 361 49
200405 6,050 43 377 50
200506 6,640 46 584 60
20060732 7,460 43 555 55
200708 7,440 41 558 57
2008-09 /7,880 41 311 42
2009-10 N/A N/A 1733 35
Source: Pensioner Statistical System (PENSTATS); Department

31 Includes Actuarially Reduced Benefit refirements from 2000-01.

32 Figures from 1998-99 onwards continue to be subject fo slight revision due fo the addition of refrospective awards and
suspension of pension benefits where teachers retum to service.

33 Figures from 2006-07 onwards are provisional estimates.

34 Asaf 28 February 2010.
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NIAO Reports 2009-2010

Title

Absenteeism in Northern Ireland Councils 2007-08
Obesity and Type 2 Diabetes in Northern Ireland
Public Service Agreements — Measuring Performance

Review of Assistance fo Valence Technology:
A Case Study on Inward Investment

The Control of Bovine Tuberculosis in Northern Ireland

Review of Financial Management in the Further Education
Sector in Northern Ireland from 1998 to 2007/
Governance Examination of Fermanagh College of
Further and Higher Education

The Investigation of Suspected Confractor Fraud

The Management of Social Housing Rent Collection
and Arrears

Review of New Deal 25+
Financial Auditing and Reporting 2007-08

General Report on the Health and Social Care Sector

in Northern Ireland 2008

The Administration and Management of the Disability Living
Allowance Reconsideration and Appeals Process

The Pre-School Education Expansion Programme

Bringing the SS Nomadic to Belfast — The Acquisition and
Restoration of the SS Nomadic

The Exercise by Local Government Audifors of their functions

A Review of the Gateway Process/The Management
of Personal Injury Claims

Resettlement of long-stay patients from learning disability
hospitals

Improving the Strafegic Roads Network - The M1/ Westlink
and M2 Improvement Schemes

The Performance of the Planning Service
Improving Adult Literacy and Numeracy
Absenteeism in Northern Ireland Councils 2008-2009

Campsie Office Accommodation/
Synergy eBusiness Incubator (SeBI)

HC/NIA No.

NIA 73,/08-09
NIA 79,/08-09
NIA 86,/08-09

NIA 92/08-09
NIA 98,/08-09

NIA103,/08-09
NIA 104,/08-09

NIAT11/0809
NIA 115/08-09
NIA 132/08-09

NIA 116/08-09

NIA 133/08-09
NIA 165/08-09

NIA 175/08-09

Date Published

@ January 2009
14 January 2009
11 February 2009
25 February 2009

18 March 2009
25 March 2009

29 April 2009
6 May 2009

13 May 2009
20 May 2009
10 June 2009

17 June 2009

19 June 2009
24 June 2009

30 June 2009
8 July 2009

7 October 2009
4 November 2009

25 November 2009
Q December 2009
11 December 2009
24 March 2010
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