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MANAGING A POLICY ROLLING PROGRAMME – A PRACTICAL GUIDE 
Introduction

As stated in the Guide to the Law (chapter 3 paragraph 18) a governing body “must exercise … a largely strategic role in the running of the school. It should establish the strategic framework by … setting aims and objectives for the school… adopting policies for achieving those aims and objectives.”
The Framework for Inspection 2003 gave the expectation that governing bodies (through leadership and governance) would be responsible for ensuring statutory policies were in place and reviewed on a regular basis. FMSiS (Financial Management Standards in Schools) also expects that a rolling plan is operative as a sign of sound administration. 

Most governing bodies recognise that to discharge their responsibilities they need a wider range of “policies” in place covered by the 3P’s (policies, publications, procedures):

· Policies (e.g. Curriculum) set the strategic view of governors over the longer period.

· Publications (e.g. prospectus or targets) set governing body expectations of how the school will perform.

· Procedures (e.g. Grievance) sets standards and guidelines for school administration.

Policies can also be broken down into 

Statutory 

Policies the governing body must have in place, 

Recommended 
(Often by the Local Authority) Relating to good practice and to cover the
unexpected (e.g. redundancy) and 

School Policies 
Specific to the school
Organisation

When most schools total all these policies, they often find they have up to a hundred! It is therefore important that one person manages a rolling programme to ensure that all policies are approved and reviewed on a regular basis. This programme can be implemented and organised by the school office, a member of the governing body - or the clerk. Whilst it certainly makes sense for the clerk to undertake or be involved in setting up a policy schedule, this would normally be “over and above” the job description of the Clerk to Governors, and it would be reasonable to negotiate an additional payment for undertaking this activity. Once a policy schedule is in place the clerk should record policy review decisions in the minutes and update the database of policies on a regular basis as part of their normal clerking duties.  
Each governing body has to decide the best way to organise its business, but this article will argue in favour of the clerk taking on the role because it integrates with the clerk’s core activities:

· Policies identified for review need to be notified to the school and recorded on the agenda.

· Policy review and approvals need to be recorded in the minutes and subsequently recorded on the rolling programme.

· The rolling programme needs to be integrated with committee terms of reference so it is clear who is responsible for reviewing and approving policies.

The clerk must work closely with the Headteacher to identify policy reviews. The school needs to take a preliminary look at any policy, consult with stakeholders and identify changes to make it suitable for their circumstances. There’s no gain in swamping a school with too many policy reviews in any one term.

What are the dangers of not establishing a policy rolling programme? For example:

· The Ofsted inspection team might identify that the school is underperforming in a key area like child protection and will then follow it up by investigating whether the related policy is in place and when was it last reviewed? 

· The school suddenly finds itself in a redundancy situation (or grievance or disciplinary etc) but finds it cannot proceed because the relevant policy is not in place. 

Technology

In order to record and regularly update the school’s policies efficiently and effectively, the clerk will need to use appropriate technology. This could include a word processed schedule, which will need to be 
manually updated (example on the ECA website). Alternatively the clerk should consider either recording the policy schedule on a spreadsheet or preferably a database, because both deal with routine data crunching behind the scenes.

Many schools use email to circulate big and bulky policy documents, to avoid huge printing and postage costs. Some post copies on school websites for governor consideration, or user information when approved. Many schools now issue approved policies on CDRom or updateable memory sticks to all governors. The older fashioned (but common!) alternative is a lever arch file of approved policies in the school office, available for parents and staff.

Approval level

Approval of policies rests with governing bodies unless it is delegated to committees. Governing bodies should be encouraged to delegate approval to avoid the main agenda being overloaded by policy reviews. Delegating the review of various policies to committees also allows for more focused consideration and review. However governing bodies may need to retain some policies that relate to whole school business, such as Child Protection/Safeguarding, Behaviour Management, the Curriculum and so on. Governors should be sensitive to the needs of their stakeholders and may need to refer key policies for wider approval e.g. sex education, behaviour management. As a matter of course, all policies should be reviewed by staff before they are approved by governors. 
Review period

A few statutory policies are required to be reviewed on an annual basis and some governing bodies have therefore assumed that all policies need to be reviewed on the same timescale. This can lead to policy reviews and ritualistic rubber stamping dominating governing body business, which is not desirable. When establishing a rolling programme it is important to agree a review gap; however, this may vary depending on the type of policy. It might be agreed, for example, that all curriculum policies will be reviewed on a three-yearly basis, but all personnel policies be reviewed on a two-yearly basis. Where significant changes occur to a policy, its review can always be pulled forward.

In the first year of introducing a programme the governing body may find itself overwhelmed with reviews; if that’s the case, priority will need to be given to getting statutory policies in place. 

Monitoring policies

It is important that policies are monitored to ensure that they are effective and support school improvement. Monitoring so many policies can be a daunting task and most governing bodies ensure that:
· The governor linked to a curriculum subject or specialist area will monitor the policy as part of routine visits 

· And/or policy monitoring is covered as part of the wider general review of the SEF.

What it means for the Clerk and the Governing Body

· Identify a person to be responsible for administering the policy rolling programme.
· Decide appropriate approval levels for policies and minute the delegation of approval.
· Revise Committee Terms of Reference to reflect the policy rolling programme.

· Agree the review period for most policies (where an annual review is not required).

· Ensure that the approval of policies and determining a review date is a standing item on all committees and the governing body agenda.

· Circulate all policies for review to governors and staff well in advance of the meeting so that they can be considered properly. 

· Update the rolling programme immediately following each meeting. 

· Check with the Guide to the Law and the Local Authority from time to time, to update the rolling programme.

· Decide how approved policies will be made available for inspection.
Further information and references

For the lists of recommended policies: Governors Guide to the Law - Annex 2 – Statutory Policies

Essex County Council Governor Services –. www.essexcc.gov.uk 
Thurrock Education Services – www.thurrock.gov.uk/education/governors/content.php?page=governor_clerks
MANAGING A POLICY ROLLING PROGRAMME – Part 2 Human Resource (HR) Policies 
Introduction

Part 1 of this paper identified the numerous policies that make up a schools policy rolling programme. This paper looks specifically at HR policies which account for around 25% of the programme.

Most HR policies come into the category of Recommended (by the Local Authority) which means in any annual review they have lower priority than statutory policies. However this undervalues the importance of HR policies because many are essential procedures that governing bodies must have in place e.g. redundancy and grievance.  

The danger is that HR reviews get put off until a rainy day and when that arrives it may be too late to take action without cost. HR policies have benefits both for governing bodies and employees so everybody has an interest in ensuring they are in place.

For those subscribing schools to Essex HR Services, there is a solution which can resolve this problem reasonably quickly.

Essex HR CD-ROM HR Model Policies

This CDRom is issued regularly to all subscriber schools and contains most of the policies on the recommended list. Although called policies, many are procedures negotiated between HR officers and the relevant local unions and should only be amended in the places indicated. 

Given that these are model policies, it is unlikely there will be a need for detailed consultation at staff or governing body level and the following “Block” Consultation Process is recommended:

Pre- Consultation 

1.1 Identify which HR policies need to be reviewed and check they are available on the CDR.

1.2 Some polices identified will need additional insertions e.g. named persons or officers, days to complete processes by…  

1.3 Place these additions on a separate schedule giving the policy name at the top and the page number and amendment. 

1.4 Schools are advised to not amend policies outside the areas suggested. These are technical, legal documents and they can be invalidated by an update in the wrong place.

Staff Consultation

2.1 Staff are advised of the start of the consultation process by the usual method employed by the school (staff meeting, NB, circular, etc). HR suggests 7-10 days for consultation.

 2.2 Staff are advised of the list policies to be reviewed, the closure date for consultation and the person to whom observations/ amendments should be sent.

2.3 The schedule of amendments/insertions also needs to be made available along with the list of policies to be reviewed. 

2.4 Most HR policies are big and bulky and while some schools choose to run off paper copies, others take the environmentally friendly route and post a copy of the CDRom on a notice board, or make it available in the school office.

Governor Consultation

3.1 At the closure of staff consultations, pass a list of policies to be considered to the Clerk, along with the schedule of school amendments/additions and amendments, if any, arising from consultation.

3.2 The clerk will place an item on the next agenda (governing body or Personnel) asking governors to approve the (block of) HR polices. S/he will advise members that the policy CDR will be available for inspection in the school office. It’s important that the clerk advises members that the policies are model policies.

3.3 After GB approval, the clerk will update the policy rolling programme and most policies will not need reviewing for another 3-4 years. This does not prevent a policy review being brought forward if there is a major update or change to legislation.

4 This process enables schools to put in place all the HR policies within less than a term, which will bring benefits to both governors and employees. It also updates up to 25% of policies on the rolling programme.

Limitations

This procedure does not apply to:

· other HR agencies because they do not have model policies agreed with local unions;
· policies where the school adopts non-Essex policy.

Summary: Clerk’s Action

1. Be able to identify all HR policies on the rolling programme.

2. Be able to notify the school via a report of HR policies in need of review.

3. Use the Essex HR CDRom to identify a number of model HR policies.

4. Update the rolling programme at the same time as minutes are written

Further information and references

Essex County Council Human Resources Team 

HR Schools Team Helpline Number: 01245 436120                                                         

HR Schools Team Fax Number: 01245 436393

HR Schools' Team Email address: hrschools@essex.gov.uk 
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