
Minutes of the meeting of Herefordshire schools forum held at 
Committee Room 1 - The Shire Hall, St. Peter's Square, Hereford, 
HR1 2HX on Friday 23 March 2018 at 9.30 am 
  

Present: Mr A Evans (Mainstream Academies) (Chairman) 
  

   
 Mrs S Bailey Local Authority Special School Headteachers 
 Mr P Burbidge Roman Catholic Church 
 Mr A Davies Mainstream Academies 
 Mr P Deneen Trade Union Representative 
 Mr G Evans Mainstream Academies 
 Mr M Henton Local Authority Maintained Secondary Schools 
 Mr S Kendrick Local Authority Maintained Primary School (Nursery) 
 Mr C Lewandowski Trade Union Representative 
 Mrs S Lines Church of England 
 Mrs R Lloyd Early Years Representative 
 Mrs J Rees Local Authority Maintained Primary School 
 Mrs K Weston Local Authority Maintained Primary School 
 

  
In attendance: Councillors CA Gandy 
  
Officers: Lisa Fraser, Mr Malcolm Green and Les Knight 
21. APOLOGIES FOR ABSENCE   

 
 
Apologies were received from Mrs J Cohn, Mr T Edwards, Mr M Farmer, Mrs L Johnson, 
Mr T Knapp and Mr M Lewis. 
 
 

22. NAMED SUBSTITUTES (IF ANY)   
 
 
Dr R Patterson substituted for Mr T Knapp, Mr P Burbidge spoke on behalf of the 
governor representatives who were unable to attend. 
 
 

23. DECLARATIONS OF INTEREST   
 
 
None. 
 
 

24. MINUTES   
 
 
Resolved: that the minutes of the meeting held on 12 January 2018 be approved 
as a correct record and signed by the chairman. 
 
 



 

25. HIGH NEEDS BUDGET 2018/19   
 
 
The item began with a presentation by the head of additional needs. The key points 
noted were: 

 the high needs budget for 2016/17 had not yet overspent and although warnings 
had been issued about a possible overspend based on forecasts it was hoped 
that spend for this year would come in on budget; 

 longer term forecasts projected difficulties if current level of demand continued; 

 there were a number of areas of growth in demand plus additional responsibilities 
which had been given to local authorities without significant increase in funding; 

 other authorities were reporting similar difficulties and many were already 
overspending on their high needs budget, Herefordshire was in a relatively good 
position but could not be complacent; 

 efforts were being made to ensure the point of entry to the system was robust - a 
headteacher and other senior school staff members had been added to the SEN 
referral panel, the principal education psychologist would be double checking 
referrals in addition to the caseworker and the SEN Team Manager, evidence 
requirements would be strictly applied and a period before reapplications could 
be made was being considered; 

 the descriptors in the matrix would be reviewed and made clearer over the 
summer term; 

 the service would consider trading some services, for example for hearing and 
visual impairment, but this would need to be carefully considered against the 
risks of pupils being overlooked if schools did not buy back services; 

 any changes to central services needed to be carefully considered - once 
removed they could be difficult to reinstate as specialist staff would move on and 
care needed to be taken to understand the interrelations between services to 
avoid unintended consequences for schools and pupils; 

 partnership working would be an important part of the way forward, options to be 
considered could include devolving some finance to partnerships of schools to 
manage on the basis that once funds were exhausted the partnership would 
need to make up any shortfall; 

 the vast majority of the high needs budget (approx. £8.5m out of £12.3m) was 
currently spent on commissioned places and top ups for mainstream, post-16 
special schools and the PRU, if the budget was overspending on top ups it was 
unlikely that savings on the smaller items of spend would be sufficient to 
compensate. 

 
The presentation was discussed and the following points made: 

 there was ongoing dialogue with headteachers both individually and through 
phase groups; 

 a recent conference on emotional wellbeing had discussed whole school 
approaches to social, emotional and mental health; any other forums to discuss 
this would be welcomed; 

 this was a national issue and efforts were being made to identify good practice 
and possible solutions from other authorities, however not all solutions would 
necessarily transfer easily to Herefordshire; 

 support from the health sector for pupils with medical needs was not always 
forthcoming - Health Care Plans should be made available to a school and some 
schools had reported difficulty getting advice – work was continuing to improve 
links; 

 the clinical support that had been long heralded was now being recruited to and 
would work predominently but not exclusively with special schools; 



 

 the reasons for the increase in the number of EHCPs produced annually were 
complex but partly due to the new requirement to have EHCPs for post 16 
students potentially through to age 25. 

 
The schools finance manager explained the recommendations in the report. He noted 
the trend of growth in the payment of top ups. Payments to mainstream schools had 
increased from around £60k a month to over £160k a month since 2014. Funding for the 
high needs block had not kept pace with the increase in demand. The issues had been 
discussed in great detail at the budget working group. The recommendations reflected 
those discussions and were intended as a short term fix while a fundamental review of 
the high needs service was carried out. 
  
Consultation with schools had shown there was limited support for a future top slice of 
school budgets to support the high needs block. Most secondary schools were against 
this approach while primary schools were more mixed in their views. DfE regulations 
required support from the schools forum in order to implement transfer between the 
funding blocks and without a high level of support it was unlikely this could be 
progressed. The proposal for a top slice had therefore been withdrawn. 
 
An additional proposal to introduce an economies of scale factor to top ups had also 
been put on hold following discussion with the working group. It was noted that the 
proposal would only have delivered a modest saving in the first year of operation. 
 
The proposed budget for 2018/19 was as set out in the agenda papers. The budget 
balanced if the one off transfer of the surplus from the schools block was included and it 
was recommended that this be approved by the forum. The budget for 2019/20 would 
need to find additional savings as the surplus transfer of £324k was a one off figure. 
 
Changes to the tariff scheme were explained. It was noted that special schools would be 
protected by the minimum funding guarantee and the SFM would provide them with 
further information on this in due course. Tariffs for the PRU would be reviewed at the 
end of the current contract.  
 
The final decision on the high needs budget would be taken by the cabinet member for 
children and young people. Historically the cabinet member had generally followed the 
recommendations of the forum.  
 
In the debate of the issues that followed it was noted that: 

 the response rate to the consultation with schools was disappointing, particularly 
from primary schools, and forum members were asked to encourage more 
responses from their groups in future; 

 projections of future overspends were based on the trends shown in the past few 
years, there was no evidence yet of any plateau in the numbers of ECHPs being 
issued although it was anticipated that the measures proposed would have some 
impact; 

 procedures and thresholds were guided by the SEN code of practice and while 
the matrix would be reviewed to ensure that the interpretation was correct it was 
believed that Herefordshire was applying the thresholds consistently with national 
practice; 

 early intervention was important to prevent or reduce the impact of needs and 
therefore costs from escalating; 

 not all measures to support pupils incurred cost and these alternatives should be 
encouraged where appropriate; 

 increased capacity at special schools would be considered, particularly for areas 
where there were gaps in provision, but this required ongoing revenue support as 
well as capital investment; 

 schools had noticed a lack of support for families in the wider community; 



 

 an increase in survival rates for very premature babies had led to an increase in 
children with very complex needs from birth, also increased diagnoses for 
conditions that might not have been picked up in the past; 

 increases in survival rates only accounted for a proportion of the growth in 
EHCPs, there were other factors involved; 

 monitoring would be required to check if the measures implemented were 
effective; 

 the proposal to divide the tariff bands would more closely align funding with the 
level of need, previously there was a large jump in funding from band to band 
even when the needs of the pupil may have only just moved across the 
boundary; 

 annual review should show evidence of the level of need, what provision was in 
place and how effective this had been; 

 the budget working group would continue to discuss the high needs budget at 
regular intervals; 

 use of central staff to monitor and moderate school support for SEN pupils was 
expensive to run and the HAN felt that this was not the best use of resources, 
some work would take place on improving annual reviews as a time-limited 
project using residual funding from the SEN reform grant; 

 it was suggested that a system of moderation of annual reviews could be set up 
using SENCOs from all schools; 

 many pupils already had a point value and could therefore be migrated 
accurately to the new tariff bands, those pupils who did not have a point value on 
record would be placed in the lowest equivalent to their current band to begin 
with, reviews would be carried out with schools to identify the correct points value 
for these pupils and funding would be backdated to April as necessary; 

 clarity in the system was recognised as important and it was confirmed that a 
clear list of charges for services for schools would be published. 

 
Resolved that: 
 
Following the advice of the Budget Working Group, the high needs budget and 
savings plan, as set out in the schools consultation document and below, be 
approved for recommendation to the cabinet member for young people and 
children’s wellbeing as follows: 
 
(a) the High needs tariffs to mainstream and special schools be revised to a five 

point range (Option B) from 1st April 2018 (Post-16 providers from 1st 
September 2018) to save approx. £300k as follows 

 

Revised 

Tariff 

Assessment 

Points 

Funding 

2018/19  

Local  £ 

Offer 0-9 0 

A1 10-14 680 

A2 15-19 1,360 

B1 20-24 2,355 

B2 25-29 3,349 



 

C1 30-34 3,937 

C2 35-39 4,525 

C3 40-44 5,113 

C4 45-49 5,700 

D1 50-54 6,568 

D2 55-59 7,435 

D3 60-64 8,303 

D4 65-69 9,170 

E1 70-74 10,115 

E2 75-79 11,060 

E3 80-84 12,005 

E4 85-89 12,950 

F1 90-94 14,028 

F2 95-99 15,105 

F3 100-104 16,183 

F4  105-109 17,260 

 
(b) Tariffs for the pupil referral service remain fixed until the end of the current 

contract with the Herefordshire Integrated Behaviour Outreach Service 
(HIBOS) at which point the tariff allocations are revised with the purpose of 
reducing the current cost of the service by £50k pa;  

(c) Charges to schools be increased for Pupil Referral Unit services as follows 

(i) Key Stage 4 placement one-off charge increased to £7k from 
September 2018 

(ii) Increased charges for Key Stage 3 and primary intervention be 
agreed with HIBOS for implementation from April 2018 to save £25k 
pa; 

 
(d) Budget reductions for the SEN Support services of £50k pa for SEN support 

and £15k pa for the equalities team be approved from April 2018; 

(e) The cost of a place at the resource units at Hampton Dene and Bishop’s 
schools be decreased to £6k pa as required by the operational guidance 
received from the DfE for 2018/19 to save £160k pa; 

(f) The surplus funding of £324k retained in the schools block be transferred to 
the high needs block for 2018/19; 

(g) Further work to review the high needs services and costs be commissioned 
in conjunction with the School Forum’s  Budget Working Group (BWG) and 



 

secondary and primary Headteachers to ensure that high needs expenditure 
is within the available funding from April 2020 onwards and the working 
group reports progress regularly to schools forum 

(h)  Following feedback from schools the short term action plan set out in the 
schools consultation paper be amended as follows 

i) the proposal that the SEN protection scheme be funded from a top-slice in 
school budgets from April 2019 be withdrawn; and 

ii) the cap on the SEN protection scheme be gradually raised from £120 
x number on roll in 2017/18 to £130 x number on roll in 2018/19 and 
£140 x number on roll in 2019/20 and potentially subject to further 
consultation £150 x number on roll in 2020/21 

iii) the SEN protection scheme be restricted to primary schools only 
iv) that an economies of scale reduction to  all new and amended tariff 

payments to mainstream schools be withdrawn for 2018/19 and the 
Budget Working Group consider alternative options for inclusion in 
the autumn 2018 consultation as necessary 

(i) Further consultation with schools be agreed for the autumn term 2018 
setting out further proposals for the high needs services for 2019/20 

(j) The high needs budget including the savings as above be approved as set out 
in Appendix 2. 

 
 

26. UPDATE ON LOOKING TO THE FUTURE   
 
 
Mrs Rees gave an update on the planned use of an under-spend of £890k from the 2 
year old nursery funding. A group had been working on this for the last two years with 
the aim of proactively supporting early year’s children to stop issues escalating. Speech, 
language and communication had been identified as a significant area of difficulty and 
the majority of the funds would be focused on speech and language therapy plus a 
programme of support for families and some work with health visitors. 
 
The necessary approvals for use of the under-spend had now been secured and the 
project would start after Easter to commission the required services with a roll out 
planned from September 2018. As the funds were limited there was a rigorous plan in 
place to ensure that the project did not overspend and there was also a focus on making 
the services self-sustaining in the longer term. 
 
 

27. WORK PROGRAMME 2018/19 AND DATES OF FUTURE MEETINGS   
 
 
The forum received the proposed work programme for the period May 2018 to May 2019 
and the associated planned meeting dates. 
 
Members of the forum were reminded that their current three year term of service would 
come to an end on 31 August 2018. Plans were being drawn up for elections for the next 
three year period. The forum would be asked to approve the timescales for the election 
at its meeting in July. 
 
It was noted that it was likely that the DfE would make changes to the regulations 
governing schools forums as the hard national funding formula was brought in but that 
no information on this was currently available. Elections would be held on the basis of 



 

the current regulations, guidance and constitution of the forum. Any changes would be 
brought to the forums attention as and when they were announced. 
 
Resolved that: 
 

a) the dates for meetings of the schools forum during the 2018/19 municipal 
year be agreed; and 

 
b) the work programme for the schools forum for 2018/19 be agreed. 

 
 

28. ANY OTHER BUSINESS   
 
 
Directed change to the LMS scheme 
 
The schools finance manager updated the forum on a directed change to the LMS 
scheme which had just been announced. This restricted loans to schools by the local 
authority to capital purposes only. Current regulations stated that any loans taken out by 
local authority maintained schools were transferred in the event of academy conversion. 
This may change in the future for loans deemed as revenue by the Secretary of State. 
 
 
Co-opted governors on children and young people scrutiny committee 
 
The chair of the children and young people scrutiny committee informed the forum of a 
vacancy for a secondary governor representative. The contribution of co-opted members 
to the scrutiny function was recognised as important and forum members were asked to 
help find a suitable volunteer to fill the vacancy. 
 
 
 

The meeting ended at 11.06 am Chairman 
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Planning Ahead
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Prudent forecasting and early action

• High Needs has not yet to overspent (nor has done 
for past 8 years)… and might not this year

• Early forecasting carried out and action has been 
taken at an early stage

• £800k+ taken out in 2015-16 

• Significant growth in demand at present

• Alarm caused by flagging up ‘worst case’ scenario

• Absolutely aim to re-balance HNB to be self-
sustaining

• Set out short term… and strategic
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Analysing the issue – what we know and 
don’t know
• Growth in mainstream high needs top-ups, mainly 

attached to EHCPs

• Growth in hospital school places

• Growth in special school places – SEMH places 
might be out of step

• Growth in independent special schools

• Greater pressure on PRUs incl. incr. PEx

Lots of evidence that we are experiencing very 
similar patterns of growth to national picture

11



Additional Unfunded Pressures

• Post-16 Extension of EHCPs to age 25

• Hospital School duties

• Education for Tier 4 mental health in-patients

• Growth in EHC Plans

• Growth in Tribunals 

12
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Evidence of demand 
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Evidence of demand 

Over past three years, Hospital and Home Teaching 
Team

Numbers Rise in numbers from 18 to 46 learners

80% emotional and mental health presentation

All agreed as not being able to attend school by 
CAMHS

Cost of providing the service £129k to nearly £273 k

14



Ensuring point of entry to system is 
strong

• Added H/T representative

• Poorly completed applications returned –
insufficient evidence

• Set out clearly what schools are expected to have 
done for each type of need

• Graduated response must be evident

• Delay in re-applying

• Additional layers of checking, e.g. Principal EP

• Re-working the descriptors in the matrix (summer)

15



Central Services

• £188k savings over past 5 years – 15%

• No cost-of-living increase – further 15-20%

• Vacancy savings always returned at year end

• Services free at point of delivery – what will be the 
buy-back? Unseen children

• Can only be taken once

• Keeping specialist staff

• Lag time in making changes – redundancy

Happy to review but needs to be informed debate
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Strategic Approach

• The whole system is interrelated

• Collective responsibility 
(Schools/settings/LA/Partners)

• Need to re-connect with a fully inclusive ethos – ‘not 
turn our back on any child’  H’fdshire Guiding Principles

• Can we develop a system of partnerships to take 
responsibility?

• Investment in training/skills/coaching

• Important to understand consequences of actions 
and not to create perverse incentive
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Cost of High Needs Services 
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