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Purpose of the report
This report aims to inform Schools Forum on the 2018/19 outturn and forecast 2019/20 
position for Jack Tizard Special School, with a view to recommending and agreeing a 
request to increase top-up rates for pupils currently attending the special school, within 
the context of the current deficit position on the High Needs Block of the Dedicated 
Schools Grant. 

1. Introduction

1.1. This paper sets out the actual 2018/19 and forecast 2019/20 variances for 
Jack Tizard Special School.  It also aims to set out the circumstances which 
makes it particularly challenging for the school to set a balanced budget in 
2019/20 and beyond. Council officers have been working closely with the 
school since the Summer term 2018 to understand and verify the school’s 
budgets and forecasts and to explore plans to reasonably ensure a 
sustainable financial position over the medium term, whilst ensuring value for 
money and efficiency.

1.2. Table 1 summarises our joint understanding of the school’s current and future 
financial situation:
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Table 1 – Jack Tizard medium term budget position

Jack Tizard 1718 
OUTTURN

1819 
OUTTURN

1920 
BUDGET 2021 BUDGET 2122 BUDGET

Balance brought 
forward 

(surplus)/deficit

(197,060) (143,670) (126,604) 301,639 813,933

Income (2,755,399) (2,878,889) (2,721,783) (2,721,783) (2,721,783)

Expenditure 2,808,788 2,895,955 3,150,026 3,234,077 3,305,145

In Year (Surplus)/ 
Deficit

53,390 17,066 428,243 512,294 583,362

Reserve carried 
forward

(143,670) (126,604) 301,639 813,933 1,397,295

Surplus Surplus Deficit Deficit Deficit

1.3. The current budget position is unsustainable with top-up funding paid to the 
school insufficient to meet the costs associated with catering for the level of 
need in the school.

1.4. Special schools are principally funded through a combination of place funding 
for core operational costs and top-up funding to meet the educational needs of 
the individual children placed in the provision. Place funding at Jack Tizard is 
limited to £0.7m or £10,000 per place. The options open to the school to achieve 
a balanced budget are set out below:

 Agree an increase in top-up funding from the pupils’ placing local 
authority (note circa 47 out of 68 pupils at Jack Tizard are 
Hammersmith and Fulham resident pupils).

 Further and ongoing expenditure efficiencies.
 Exploration of income opportunities.

1.5. Jack Tizard school has a rolling programme of review to achieve efficiencies 
and external income generation. This work will continue as Jack Tizard School 
and indeed all schools try to manage future cost inflation from 2020/21.

1.6. There is an agreed and shared view between the school’s senior management 
team, governors and council officers that the underlying structural budget issue 
can only be addressed by revising top-ups for children and young people placed 
in Jack Tizard school to an appropriate level to meet their educational needs.

2. Financial context

2.1. Following the move to the Hammersmith and Fulham sovereign service, the 
Education Finance Team undertook a reconciliation of expenditure since 
2017/18 and to understand the contributing factors to the HNB deficit budget as 
a whole (currently a cumulative deficit of £13.9m at the end of 2018/19).  As 
part of this exercise, it came to light that Jack Tizard was over funded on the 
number of places commissioned in 2017/18 and 2018/19 financial years.
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2.2. The school is commissioned to deliver 70 places and receive £0.7m place 
funding at the start of each financial year in April. However, in 2017/18 the 
school received duplicated place funding for 12 pupils. High Needs Block place 
funding was paid in advance for the financial year and was then duplicated by 
monthly Post 16 grant payments. The error was identified early in 18/19 as the 
new Education Finance Team reconciled receipts for the ESFA, however this 
funding was not clawed back from the school, as they had set a budget based 
on the assumption this income would be received for both 2017/18 and 
2018/19.   It is clear however that the school already had a structural budget 
deficit by 2017/18 which was masked by an overpayment of place funding and 
the school’s use of significant retained reserves over several years

2.3. The staff team at Jack Tizard Special School is highly experienced and staff 
retention levels are exceptionally high - the value this brings to the care and 
education offered to pupils with complex needs is widely understood.  This has 
placed a significant additional financial pressure on the school due to recent 
salary increases for teachers (not fully funded by the ESFA) and re-banding of 
teacher support staff grades, which the school has not been able to absorb 
within its current funding envelope or mitigate through staff turnover.

 
2.4. The opportunity for Jack Tizard to increase pupil numbers in order to generate 

additional income is limited by the physical space constraints of the building the 
school is based in. The complexity of need and size of specialist equipment 
needed by pupils means the school increasingly faces a challenge to 
accommodate more than 68 pupils at any point in time, despite being 
commissioned for 70 places. This contrasts with other special schools which 
have been able to increase pupil numbers in order to benefit from economies 
of scale.

2.5. Income generation opportunities have been identified and these will be 
explored over the coming months.  Two examples include renting out the 
school’s hydro-pool or providing specialist training to mainstream schools on 
certain key SEN subjects.  These would provide smaller income streams for the 
school to help offset future inflationary increases and to remain within budgets 
moving forwards.  

2.6. The top-up rates at the school have not been reviewed since 2013 and are 
currently set at £24,482 per pupil per annum, irrespective of level of need.  For 
more complex needs requiring one to one support, additional funding has to be 
negotiated with the placing authority. The reality, however, is that the income 
generated by the school from place funding and through top-up funding, does 
not cover the full cost of resource needed to meet the needs of a cohort of 
pupils with ever increasing levels of complex needs.

3. Changing Cohort and Increasingly Complex Need
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3.1. The growing complexity of health and learning needs means that pupils at Jack 
Tizard School require an increasingly high ratio of supervision. Some examples 
include pupils who: 

 have serious health concerns, including epilepsy/tracheostomies, 
chronic breathing problems and serious allergies and those who require 
immediate rescue medication

 require frequent suctioning and oxygen to keep their airways clear
 are at risk of absconding
 have minimal or no awareness of danger
 are at constant risk of choking because they will attempt to put 

inappropriate objects in their mouth 
 find moving from one part of the building to another very difficult and 

distressing
 are unable to engage/participate in learning without adult 

prompts/attention either because of behavioural needs or multi-sensory 
impairments

 have behaviours that challenge and who pose a significant physical risk 
to themselves and others

 that require a fully personalised curriculum

3.2. A very high and increasing number of pupils at Jack Tizard have been 
diagnosed with dysphagia and require significant modifications to their food. 
The categories include soft and bite sized, minced and moist, pureed and 
liquidised. Additional adaptations may be required within each category for 
individual pupils. Without such adaptations a pupil with dysphagia is at risk of 
chest infections and, ultimately, aspirational pneumonia which can be fatal. 
This means that the school requires additional kitchen staff to cope with the 
modifications and a very high level of staff to support the pupils with their food 
and drink management. In 2018 the school could not afford to replace Midday 
Meals Assistants and the Headteacher and Deputy Headteacher now 
undertake daily lunch duties.   
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3.3. 78% of pupils rely on non-verbal means of communication. The cost of 
augmentative and alternative communication devices such as voice activated 
communication aids and switches is increasing, as is the cost of training staff 
in this area. 

3.4. The changing cohort at Jack Tizard is demonstrated by the graph above. An 
increasing number of pupils are doubly incontinent, are fed enterally, have 
complex health needs, life limiting conditions and mobility needs. This means 
the school requires a high number of highly skilled staff, again leading to 
significant increases in costs. 

3.5. There is an ongoing recruitment/retention issue in relation to Teaching 
Assistants (TAs). Benchmarking shows that they earn less than their 
counterparts in other schools. Agency costs are much higher than the cost of 
the daily rate of a permanent member of staff. Exit interviews are used to 
ascertain the reasons for Teaching Assistants leaving. It is clear from recent 
exit interviews and discussions that main factor is pay. The majority of 
Teaching Assistants are employed on the lowest possible scale (3) for 30 
hours a week (which is fewer hours than other local special schools) so there 
is no scope to secure efficiencies by reducing TA hours. 
 

3.6. In contrast to this, the rate of attrition for teaching staff is minimal; none of the 
17 teaching staff (9 of whom are on the upper pay range and 2 on the 
leadership scale) have left the school in the last three years. The average 
length of service for the current teaching staff is over ten years. Whilst this 
brings a wealth of skills, experiences and outstanding practitioners who have 
whole school impact, it also means that any uplifts are substantial.  

4. Impact of increasing top-up rates  

4.1. The current structural deficit of the school is £0.428m per annum (at 2019/20 
prices), including a £0.05m contingency fund that will support the school with 
additional teaching assistant recruitment costs and to manage the risk to top-
up from the school not being at full capacity.

4.2. The top-up rates would have to increase by £6,475 to £30,957 per annum for 
both LBHF and non LBHF resident pupils. The impact on Hammersmith and 
Fulham’s High needs block from this change is detailed below in table 2. The 
impact of the High Needs Block forecast outturn in 2019/20 is included in the 
estimated overspend figure reported in the 2019/20 Schools Budget paper 
under item 2, table 4.



Page 6

Table 2: Jack Tizard School - Impact of Top-up Increase from September 2019
Top-up Increase of £6,475 per pupil from September 2019
LBHF Impact on 47 out of 70 places for Hammersmith and Fulham resident pupils

6,475

FTE
2019/20
(Sept-Mar)

2020/21
(Apr to Mar)

£
Cost to Hammersmith & Fulham High Needs Block 47 202,880 304,320
Cost to Out of Borough Resident Pupil Local Authorities 21 90,649 135,973
Additional Top-up for additional 2 places to commissioned numbers 2 8,633 12,950
Projected Increase in Top-up Income to Jack Tizard 70 302,162 453,243

4.3. Top-up funding for non-resident pupils, including any increases, will be fully 
recovered from home authorities on behalf of Jack Tizard school.  The earliest 
likely implementation date would be Autumn term 19, as other LAs would have 
to be informed of any likely increases following Schools Forum decision.  

4.4. It is proposed that the over payment of £240,000 to Jack Tizard in both 17/18 
and 18/19 is not recovered, in the run up to implementation of increased top up 
rates in Autumn 19. The additional funding is included in the school’s assumed 
opening reserves position of £126,000, at the start of 2019/20.  

5. School’s Forum agreement   

5.1. Schools Forum is asked to consider and confirm agreement to a top-up funding 
rate increase of £6,475 for Jack Tizard Special School, which will take annual 
top-up rates to £30,957. This will be implemented from Autumn 19 onwards. 

5.2. Schools forum are asked to agree to the non-recovery of £240,000 of place 
funding (2017/18 and 2018/19) ahead of increases to top-up rates in Autumn 
19.

 

END OF REPORT
  

 


