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Guidance on Business Models for Music Services

“In these challenging economic times, with the national debt at an unprecedented level, we have to think about how we make things better without spending more money....  I would like to set a challenge to the whole music education world: I would like you to have honest discussions about what in each of your areas really works and is worth enhancing, prioritising or replicating; and what could either be done more effectively or efficiently by another organisation, or even not at all. .... At a local level, our localism plans will enable schools, parents and communities to engage more directly and easily with local government to determine the future of local music services that respond to the specific needs of the area” 
Ed Vaizey, Minister for Culture, Communications and Creative Industries
speaking to Zone Magazine before the election
“A business model describes the rationale of how an organisation creates, delivers, and captures value   -economic, social, or other forms of value.” 
Wikipedia
We are extremely grateful to all those who have contributed to the business modelling work and tool kit.  In particularly we wish to thank Graham Roberts and Joanne Breeze from Ernst & Young, members of the task force, and those who have provided information for the case studies.

John Witchell

July 2010
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1
Introduction

This tool kit provides guidance for music service leaders who are considering business options for the future.  It is based on the outcomes of work with Ernst & Young and is designed to help colleagues as they plan for the next few years.  The purpose of the tool kit is to provide ‘food for thought’ – to stimulate discussion, consider ideas and offer some steer – rather than definitive answers.  It is recognised that the world is moving fast, but that the challenges which music services now face, are also opportunities to ensure that we are fit for purpose and that we know how to provide best value for money.  By considering seriously the ideas in this paper, we believe that music service leaders will be well-placed to be confident about the future.  Our strength lies in the value of our work – we know that, and so do our customers – schools, communities, families and pupils.  But we also recognise that overall there is a real and urgent need to improve our business acumen and to demonstrate to Government, nationally and locally, that we have the wherewithal, infrastructure, knowledge and skills, to be the custodians of increasingly scarce resources.  Through our powerful regional network, our rigorous approach to self-evaluation and now our business modelling, members of the FMS can be reassured that we are doing all we can to make good things better, make more of less and make more of music. 

This initial document is in draft form and will be revised in the autumn term 2010 after colleagues have had an opportunity to consider the issues and provide feedback.
   
In light of the economic climate, the FMS set up a task force to review business models and their approach to funding (and potential funding cuts). The task force was made up of eight FMS members and two colleagues from Ernst & Young whose role was to bring external insight, challenge and resource to accelerate delivery.

The task force objectives were to:

· define the purpose and the services provided by music services and the role of FMS in this model;
· review current operating models and opportunities for adopting best practice;
· define new operating models and scenarios and test them e.g. against funding cuts;
· learn from other Government and non-Government organisations;
· consider alternative sources of funding;
· assess how to implement change and measure success including key performance indicators.
The purpose of this document is to provide a tool kit for services wishing to consider some form of structural changes in light of potential reductions in funding.

2
The economic environment

From the press coverage over the last few months and following the financial crisis, it is clear that the UK’s finances are in an unsustainable position.   The headlines are:

· current total debt is £700 billion which is expected to increase to £1400 billion by 2012

· May 2010 the current national debt was  c.62.2% of GDP

· interest on current debt alone is running at £34billion per annum

To tackle this, the Government has already implemented a cut of £6 billion, and up to £27 billion are expected in 2011/12.  We anticipate that the Music Grant will not be exempt and we need to prepare for up to a 40% reduction in 2011. 

As jobs are lost and private sector companies feel the pinch, demand drivers for services will also be hit as people look to save money.  This may impact on the ability of music services to increase charges, remove subsidies and find other sources of funding.  However, the good news is that the Government continues to recognise the value of music education and music services in public statements.
The relationship with schools is, of course, critical to the success of any new business model.  As each service appraises the economic climate it is important to evaluate both the relationship with schools and to understand the position of the Government in seeking to distribute funds to the local level.  In the case of music education, this could involve all or part of the Music Grant (Music Standards Fund) being delegated to schools.  Services therefore need to have in place a strategy for dealing with this, considering the implications for staffing and their professional and trading relationships with schools.  This includes how the service engages in dialogue with the local Schools’ Forum and its ability to reach an agreement about schools subscribing to, or supporting the service during a period of transition or instability.
Consider the following: 
· Undertake a quick evaluation of the contextual factors relating to your service and local authority. (see appendix 9.6 for PESTLE analysis)

· In what ways might you be affected by cuts to local authority (LA) budgets?  

· How are you engaging in a substantive dialogue with senior officers and members in your LA about their contribution to your service and your service’s contribution to LA priorities for children and young people, and for culture? 
· How are you engaging in a substantive dialogue with schools about their contribution to your service and your service’s contribution to school improvement and the cultural life of the school?

· What impact is the economic environment having on your relationship with schools, including newly formed academies?

· In what ways are you able to access funding for music education that directly goes to schools?
3
Core objectives and principles

Before considering any new business model it is necessary to review key objectives and principles.  The following have been agreed by the task force to capture those of most music services, but individual services may have others.  The important point to remember is that no business plan can succeed without a careful appraisal of the fundamental objectives and principles.
Identified FMS objectives 
· give all children first access to music and clear progression routes thereafter;
· co-ordinate and assure quality of instrumental and vocal tuition, and all other music-making activities including ensembles
 for people of all ages and places;
· contribute to raising standards in schools and communities;
· sustain effective recruitment and retention of teachers and workforce development;
· represent value for money and best efficiency in everything we do.
Consider the following:
· Do you agree the identified objectives?  
· How do they inform your priorities? 
· Are they SMART in your service (specific, measurable, attainable, relevant and time-related)?
Identified key principles

These 10 key principles have been identified by the task force; they are underpinned by values that it is hoped music services and the FMS as a whole would wish to follow at all times:

1. ensure all activity is economically efficient

2. always support educational activity 

3. be cost effective, flexible and responsive to users’ needs
4. focus on core business

· Music Tuition

· Music Participation

· Performance

5. be fair to staff, organisations and children

6. avoid duplication

7. ensure quality in all services provided and maintain standards

8. maximise the impact collaboration and partnerships can bring

9. be compliant with regulatory and safety requirements

10. sustain rigorous focus on improved performance.
Consider the following:

· Are these the principles of your service?
· How should we ensure that such principles inform decision-making in business planning? 
4
Services provided and priorities
The task force came up with a list of over 30 different services which they were asked to condense into a list of ten key services that would cover most activities by music services.  They are not exhaustive, in any order of priority or discrete.  Individual services are advised to compile their own if they have not already done so.
	Delivery
	Summarised Key Services
	Services included

	Outputs
	Music tuition
	Instrumental/vocal tuition

Music schools, centres, Saturday schools, Rock Schools etc

	
	Projects
	Orchestra projects, Live music in schools, community Creative Partnerships etc

	
	Music participation

	projects with YMAZs, choirs and singing, ensembles, Family learning, re-engaging disaffected etc

	Inputs
	Back office support
	Billing services, back office support, CRB checks, corporate requirements etc

	
	Leadership and management
	Strategic leadership, monitoring and reviewing, CPD, recruitment and retention, performance management

	
	Instrument and resource management
	Resource development, managing instrument stock

	
	Advisory services
	Curriculum, school advice and support e.g. NQT training and CPD, work with ASTs

	
	Performance
	Concerts, festival, tours, competitions

	
	Broker and gate keeper
	Commissioning on behalf of LA, networking, grant distribution

	
	Examinations and assessment
	Grade examinations, GCSE and A-level support work, vocational work and assessments


The task force then prioritised the ten services above based on the following:

1. High Priority: core services which we would resign over if they were no longer provided!
2. Medium Priority: necessary services which we would be reluctant to relinquish!
3. Low Priority: nice to have services, but the first to go if absolutely necessary for survival!

Consider the following:

· Are these the priorities for your service?  If they are not, how would you re-order them?  
· How would you manage the process of cutting low cost priorities?  
· How would you consult your stakeholders? 
· If all your activities are a high priority, have you the capacity to continue affording them? 
Apply the principles of the PESTLE analysis in answering them. See Appendix 9.6
5
Actions for music services 
The following sections provide a checklist for members to consider in the short term how to help improve the efficiency of their business and to prepare them for the future. The task group has also set up a help network for members who wish to seek advice from others.  Contact details can be found in the appendix 9.10.
5.1  Follow core objectives and principles  

Following the core objectives and principles will help you identify the core services you should provide and give clarity when allocating funding.

Consider the following:

· How many activities offered are core services?

· What percentage of funding is being spent on core services?

· Are services being provided in line with your objectives and principles; if not why are they being provided?
· How are you measuring the success of services being provided? See Appendix 9.1 for guidance on Key Performance Indicators.
5.2  Make the most of your workforce

The greatest asset of music services is the workforce, but it is also the largest cost base, especially if teachers are employed on full-time contracts or on School Teachers’ Pay and Conditions (STP&C). Employing full-time staff can be efficient and beneficial.  However, if they are not being effectively utilised, the business cannot receive maximum benefit in return for the expense. Therefore it is essential that members consider how to make best use of their staff. 

Consider the following:

· How effectively are you utilising your full-time staff e.g. how many pupils do they teach, how many hours contact time over how many weeks?

· What are the costs per hour of your instrumental teaching staff?

· Can you utilise full-time staff more effectively by increasing teaching classes or increasing the hours worked by holding additional after school classes or Saturday lessons and holiday courses? 

· Do you attract revenue for all the hours worked? If not, why not?

· Can you train staff so that they can be utilised in another area of the business or alternatively can they be transferred to another income generation activity?

· What are your management costs?

· What is your ratio of leaders to teachers?

· What are your back office costs?

· What are the terms and conditions of your full-time staff?

· What alternatives have you considered?
· How many staff do you need to be effective and efficient?

· What are the costs of your CPD arrangements?

HELP: In some circumstances it can be difficult altering staff working patterns.  Consequently we have included legal advice on staff contracts in the appendix 9.2, together with a copy of the Borsetshire Model of Pay and Conditions of Service in appendix 9.3.  This model brings together many features of pay and conditions for instrumental teachers as an alternative to School Teachers’ Pay and Conditions, but it does not have any legal status and is provided as an illustration.  Services wishing to explore this model should first identify their needs and undertake appropriate consultation with the LA, unions and staff.  It is also important to be aware that the FMS does not recommend the model in place of STP&C, especially when a service and LA wish to retain them.  
It is simply an alternative.
5.3  Know your budget
It is important that each music service thinks like a business. Funding is going to present increasing challenges and the new government will want to allocate to the areas where they can see the best return on their investment.  This requires each individual music service to understand its budget and know how it drives outcomes. 

Consider the following:
· What are the main sources of income in your service?   
· What are your annual costs compared to your annual income?

· What does music tuition cost you per hour compared to the charge per hour? (see Appendix 9.8 for a way of calculating your unit cost for instrumental tuition)
· What proportion of you costs are fixed (can’t be changed within one year) and how would you cover these costs if your income was reduced?

· Can you increase your income by raising the price of tuition, selling to a different market or selling new products? 
· Do you have a feel for the threshold beyond which you would probably lose customers?
· What alternative sources of funds are available to you e.g. banks, sponsorship, charities?
· What is your bottom line – the minimum level of funding your business can survive on?

· What do you consider to be the best ratio of income between national core funding (Music Grant), LA funding and income generated from charges and other sources?

· What would happen if you lost your Music Grant (Music Standards Fund)? 

HELP: In Appendix 9.7 is a budget template that will help music services analyse their income and cost base.  
See Appendix 9.8 for guidance on how to calculate your unit cost.
5.4  Forge deeper partnerships
Partnerships are beneficial, if not essential, in times of economic uncertainty because they can help generate cost savings as well as improve the range of services provided.   Although many services are working in partnership with others, there is considerable scope to strengthen the business side of music services by collaborating with others.  Music services need to consider various partnerships which are likely to generate a wider variety of ideas and capacity.

1. A partnership between two or more music services – see Appendix 9.5
2. A partnership between a music service and another provider e.g. YMAZ, RFO, community organisation (either musical or generic e.g. youth service, police, youth offending team)

3. A partnership between a music service and a school e.g. specialist school or academy, or a federation of schools 

4. The relationship, either within, or outside an LA

Several key questions need to be addressed when considering partnerships with others.

· Can you generate greater efficiency by working in partnership with another music service or LA in the areas of: 

· instrumental teaching, ensemble activities, projects

·  employment of instrumental staff/music leaders, including arrangements for pay and conditions
· back office/administration

· leadership and management?
· Can you generate greater efficiency by working in partnership with another provider (including teachers’ co‑operatives) e.g. in
· instrumental teaching, ensemble activities, projects

· employment of instrumental staff/music leaders, including arrangements for pay and conditions?
· Can you generate greater efficiency by working in partnership with schools e.g. in
· instrumental teaching, ensemble activities, projects

· employment of instrumental staff/music leaders, including arrangements for pay and conditions?
· Can you maintain or further improve the quality of services by working in partnership with another service or another provider?
· In what ways do you forge working partnerships with other cultural organisations e.g. RFOs and what are the business benefits as well as musical?
· Can you maintain or increase access to music (the range of activities) by working in partnership with another service or another provider?

· What are the strengths, weaknesses, opportunities and threats (SWOT) of making a partnership with another service or provider?

· How will the leadership of each organisation be distributed and how will agreement be reached as to who does what?

· How will a partnership change the function of a music service – e.g. as provider, broker, commissioner, monitor, facilitator?

· What impact would a partnership have on the revenue of a service – i.e. saving money, but possibly reducing income?

· What mechanisms would you wish to put into place in order to develop a long-lasting and fruitful partnership for both partners e.g. SLA, partnership agreement?
· How is the service supporting stronger frameworks by contributing to the Local Authority Music Plan?

HELP: Refer to the appendix 9.12 for contact details of music service members who are involved in different partnerships.
5.5  Consider different operational models for your business 

It is well known that no single business model operates for music services, though many of the features, pressures and relationships have a significant generic core.  The traditional model is one where the service is a team or business unit within a local authority.  This continues to work well in many areas, but in others there has been increasing pressure to consider alternative ways of operating the business, the most common being a form of independent charitable trust.  LAs sometimes seek trust status for their music service, assuming that it is a way of cutting costs.  However services which are trusts may well argue that there is no link between making savings and becoming a trust.  Nevertheless, it is in the interest of all services to have a good understanding of the advantages and disadvantages of trust status, so that the right strategic decisions can be made.
The follow questions explore the main issues confronting services, either by remaining in the LA or moving to independent trust status. 
Working within a LA

· What are the advantages and disadvantages of being part of an LA e.g. being part of School Effectiveness team, having access to services such as HR and payroll, being restricted on business development?

· How much autonomy do you have to make strategic decisions? Are you a business unit with control over your budget, including the ability to carry forward any surplus from one year to another, or are business decisions made by others in the LA?
· Who makes the decisions about the services you provide and your charges to customers?

· How much can you develop internal partnerships within the LA and children’s service?

· How much will the LA allow the service to develop partnerships outside the LA?

· What happens if your service makes a loss at the end of a financial year?  What happens to the funds if you make a surplus?

· How are your administration functions and costs subsumed within policy areas of the LA e.g. compulsory procedures for procurement?

· What are the relationships with senior officers and elected members; positives and negatives?

· What is the governance provision within the LA? 

· How would your LA support you if you wished to become more independent?

Working outside the LA – see Appendix 9.4 for further guidance
· How would external status affect the relationship between the service and the LA; pros and cons?

· In what ways would the LA take responsibility for supporting the service?

· What aspects of provision might an LA be particularly interested in supporting financially e.g. community ensembles, music centres, youth orchestras, social projects etc?

· How would support of instrumental tuition be affected?

· How would the service be able to sustain and further develop its close relationship with schools?

· Can back office/administration be outsourced to LAs to save costs?

· Can back office/administration be outsourced to another provider or music service?

· Are you replicating any of the services the LA is providing e.g. HR, payroll and, if so, at what cost?

· Would you be the principal provider of music services and what would your relationship be with other providers?

· What agreement/SLA would be necessary for the service to sustain its activities securely?

6
Case Studies
The following case studies provide contrasting examples of how music services have developed their businesses in recent years. The services do not claim to have the answers to all the issues, neither do they provide recommendations of the FMS, but rather they have developed models which have been appropriate to their local circumstances and that they are prepared to share with others. The heads of service in the case studies agree that one size does not necessarily fit all, but they have a common interest in looking to the future with new ideas; they recognise the need to be open-minded, flexible, adaptive and creative as options for the future are considered.  (This section will be expanded in the autumn)
6.1:  Berkshire Maestros
Context
Berkshire Maestros was one of the first services to be externalised from the local authority at a time when the county was being divided into unitary authorities.  It now provides a comprehensive ‘one-stop shop’ of music service provision for pupils, parents and schools within the five unitary authorities of Berkshire.  It provides all children with a first experience of learning to play a musical instrument.  It  offers extended tuition for those interested in taking their musical interests further; it organises a pyramid structure of bands, choirs and orchestras and a wide range of other services to schools and individuals.

The service is a charitable trust that has service level agreements with its commissioners, which comprise the five local authorities, their schools, children and parents.  Headteachers, parents and elected member representatives all contribute to a Board of Trustees, but the service also meets with a headteachers’ steering group and consults its users regularly.  As part of its quality assurance all staff are formally observed and provided with feedback at least once per year.  The service also places emphasis on the self-evaluation programme in order to monitor standards.

Funding

Various funding streams are used to support the core activities.  These include £2.2million income directly from parents, £1 million from the Music Standards Fund, £0.4million from sales to schools and a small contribution from one of the local authorities.  Because of the variety of services provided and the number of local authorities served, the service is not able to identify a unit cost, so benchmarking is difficult.  However 69% of the total expenditure of the service is devoted to teaching costs.  The remainder of the budget is mainly expended on management, administration and premises costs.  Whilst CPD is considered to be important, the training budget is, of necessity, very small. 

Staffing

All activities offered by Berkshire Maestros are core.  They divide staff into two: those that generate income and those that don’t.  Those that don’t are referred to as ‘central’ services or ‘essential’ services in that they exist because the service cannot operate without them, e.g. payroll; HR; IT services; finance manager; debt; music centre manager.  They are paid on a central services pay scale.

Staff who generate income are paid on a teaching pay scale that mirrors School Teachers’ Pay and Conditions of Service (STP&C), but the service also includes lower points for ‘instructors’.  Leading professionals attract a Teaching and Learning Responsibility (TLR) level 2 and Senior Leaders a TLR 1. There are two deputies paid on a Leadership pay scale.

The service has recently moved from fixed pay points to a pay-scale and introduced STP&C equivalent because it was not attracting suitably qualified staff.  It believes that the way to reduce the cost of staff is to improve their productivity.  They are doing this in a number of ways: 

· increasing the average group size for teaching and for ensemble work

· ensuring that all full-time staff have 29.5 hours contact time per week

·  paying part time staff only for what they do
The service believes that there are significant problems in relying too much on self-employed staff.  Although it retains the services of a small number of self-employed people, the move to mostly contracted staff has resulted in improved performance and loyalty.

Challenges and Opportunities

As with most other services, Berkshire Maestros is facing several business challenges, but is doing so positively - looking at opportunities, rather than challenges.  Their main challenge has been to reduce costs and achieve better value for money.  They have done this by:

· introducing large group tuition as a low cost alternative to small group tuition;
· developing more flexible services to schools;
· maximising the potential of all income streams;
· setting a cost reduction target of 10% across all activities.
The service is clear that ‘all lights would go out’ if all core funding disappeared.  But it remains true to the principle of ensuring that business decisions are predicated on sound educational and musical provision.

The future

Even within the current economic climate, the service is very confident about the future.  It has a working group that is considering different options, which might include some reductions in core funding.  Depending on the size of any cut, these could include ending or reducing fee remission, withdrawing from small rural schools, or doubling the size of ensembles.  However, these would inevitably have a negative impact.  A more positive consideration (an opportunity) would be to explore closer links, or indeed a merger, with a neighbouring service – to protect jobs and economies of scale.  The head of service doesn’t envisage radical change just yet, but believes that it is important for all services to ensure that they are in the best position by controlling expenditure, offering attractive packages and carefully recruiting staff.

For further information contact: 
philiplitchfield@berkshiremaestros.org.uk 
6. 2:  Derbyshire City and County Music Partnership 
Context
 For a number of years, Derbyshire City & County Music Partnership has been operating an alternative model for the employment status of instrumental teachers.  At a time of considerable financial pressures on public services, and also increased delegation of budgets to schools, other services may wish to find out more about this model.   

Derbyshire’s music service (with 36 FTE) was closed in 1991 to avoid rate-capping; it was re-established in 1999 through the introduction of Music Standards Fund.  The Derbyshire City & County Music Partnership is the joint music service for the two Local Authorities in the county; Derbyshire and Derby City.  It is located in, and is part of, Derbyshire Advisory and Inspection Service’s Centre for School Improvement. 

The Music Partnership is financed wholly by the Music Standards Fund (MSF).  Neither Derbyshire nor Derby City Local Authorities provide funding, although Derbyshire LA is extremely supportive ‘in kind’ – for instance, free access to legal and personnel support, and for office accommodation.  The MSF pays for the leadership and management of the Partnership and the supporting administration.  It also funds a very small core team of employed teachers (4 FTE), various subsidies and instrument purchases and repairs, the higher-level ensembles, continuing professional development, music centres and the monitoring programme. 

The Partnership is led by an adviser and curriculum consultant, who are responsible for leading improvements and developments, and for giving strategic direction to the Partnership which serves 344 primary/junior schools and 60 secondary schools.  Four Leaders of Instrumental Music Development are responsible for particular geographical areas within the city and county.  They provide active support to instrumental teachers, schools and music centres, and they are the key link between the local area and the LAs.  Three full-time administrative assistants support the Partnership’s work.  

Accredited self-employed teachers

The overwhelming majority of instrumental teaching in Derbyshire is undertaken by self-employed teachers.  They are not employed by the LA nor by the schools, neither do they have hourly contracts.  Those who wish to work in schools are invited to become accredited to the Music Partnership through interview.  The annual audit of accredited instrumental teachers in February 2010 indicated that there were 222 teachers (95.8 FTE) teaching in the city and county, and this continues to expand.
Newly accredited teachers are provided with focused support through a two-term mentoring programme which includes an induction course and weekly contact with the area leader. The leader will help the teachers to establish their time-tables and they are available to provide support and guidance as required.  In the third term of their first year, these teachers are monitored by an adviser in order for them to achieve full accreditation status.

Key functions

The Music Partnership provides: 

· instrumental teaching to schools

· ensemble opportunities at area and county level

· a singing support team for choral projects

· around 190 Wider Opportunities Programmes annually

· Rock School projects

· curriculum support both through centrally-provided courses and through training days commissioned by individual schools.

Quality Assurance

The overriding aim of the Music Partnership is to ensure as many children as possible have access to quality instrumental teaching and ensemble opportunities.  The monitoring team comprises the advisers, the leaders, and three recently retired colleagues (a former HMI, a former Chief Adviser, and a former College Dean).  Lessons are monitored annually using criteria and indicators based on Ofsted standards for teaching and learning.  The Partnership expects instrumental teaching to be consistently good or better.
All instrumental teachers in city and county schools are monitored, and a detailed written report is sent both to the individual teacher and to the school.  The LAs also expects the Partnership to monitor teachers who are not accredited, and where the quality is less than good, to bring challenge both to the headteacher and to the governing body in order to seek an improvement for the children concerned. 

Financial matters 

Instrumental teachers – as self-employed – are responsible for their own finances.  In theory, they could charge whatever they wished, but in practice nearly all base their hourly rate on the Partnership’s suggested rates to schools (for 2010-2011, around £26 per hour; some charge slightly more, and some a little less).  Hence, this figure is both the hourly rate to schools and parents, and also the hourly rate earned by teachers.  Further, the Partnership’s subsidy schemes are based on this rate.  The cost of a typical twenty-minute paired lesson is £4.35.

The teachers invoice the parents directly. If they wish, and for a nominal amount (around £20 per term), they can use the services of a local administrator at one of the music centres, who will carry out the invoicing and collection of fees for them. Most, however, prefer to handle their own finances.  As self-employed teachers, they are able to set most expenses against their tax.  

The Partnership provides finance to individual teachers who attend professional development courses in order to offset their loss of earnings.  Financial support is also provided to new teachers in their first few weeks through an ‘underpinning subsidy’ until their timetables are established.

FAQs

Do you know where the accredited teachers are working each day?

No.  We don’t need their timetables since they organise themselves.  We know from the annual February audit which schools they are working in, number of hours, pupils taught and their standards, etc.; also from the close working relationship of the area leader with individual teachers and their schools.  Schools inform us if, on the rare occasions, there are attendance issues with teachers.

With the way you organise music tuition in Derbyshire, I don’t see how you can be certain of the quality of provision?

On the contrary, we have a very clear and up-to-date view of the quality of provision, and we encourage feedback from schools.  Accredited teachers understand that it is up to them to deliver lessons which are good or better (and most do – 91% in this last academic year).  We act very decisively where we feel teachers are not acting in a professional way.  It is much easier for us to make any necessary changes – we do not need to keep teachers who do not deliver what the pupils deserve.

If teachers are ill, they don’t have access to sick pay.  Is this a problem?

Clearly these teachers do not have the same safeguards as those who are on teachers’ pay and conditions.  However, this is the same for anyone who is self-employed.  This has not proved a particular problem either in recruitment or retention.  Where a teacher is absent on long-term sickness, we are usually able to provide cover for their teaching.

Surely teachers who are not employed by the music service have little allegiance to it, and don’t support its aims and aspirations?

We find that the majority of accredited teachers do in fact like feeling part of a bigger team; they tend to come to our centrally-organised activities because they want to rather than because they have to.  They are independent but we all work inter-dependently.  Further, the accreditation handbook (which provides guidance on all aspects of the Partnership’s work) clearly spells out what our expectations are of them.

How can you have strategic development over the music service?

We produce a framework and service improvement plan which links to the LA plans.  Clearly, individual pupils and parents can choose for themselves which instrument they would like to play, but it is possible through discussion and persuasion, and through the range of our subsidy schemes, to influence schools and teachers, so that we can all work towards a more coherent picture.

What is your current MSF funding?   

We currently receive approximately £1.4 million (excluding the instrument allocation).  We estimate that the contributions of parents for lessons (directly to instrumental teachers) and to music centres for ensemble activities are approximately £3.5 million.  We currently deliver instrumental teaching to approximately 9,000 pupils, and an additional 5,000 are involved in Wider Opportunities programmes.

In summary, what are the weaknesses and strengths of working in this way?

Strengths include:

· A strong focus on quality.  We bring challenge to schools who continue to accept instrumental teaching which is only satisfactory.

· We monitor all teachers – accredited and non-accredited; we strongly believe that this is a core function of any music service.

· We are able to recruit and train many young instrumentalists from music colleges who may not normally receive such focused help.

· Conversely, we are able to remove teachers relatively quickly who fail to deliver.

· The costs of having self-employed teachers are significantly lower than having a salaried staff.  

· We can have as many teachers as we wish – there is no upper staffing quota.

· Because it is a ‘flat structure’, even relatively young teachers are invited, where appropriate, to be involved in ensemble direction, from beginner to county level.

· Teachers are paid for each and every hour they work – in effect they are running their own ‘mini-business’.

· Teachers have control over the number of hours they wish to work – plus their time-table is very flexible.

Weaknesses include:

· We cannot ‘direct’ a self-employed teacher to work in a particular school if they don’t want to.  This sometimes presents a problem in challenging areas.  Headteachers could do more in the future, possibly by guaranteeing a minimum number of hours for an instrumental teacher in their school.

· If teachers are ill, like all self-employed people, they do not earn.

· Teachers have to make their own pension provision (although this may not be a weakness but a strength!)

· We currently have a small team of employed teachers, but these are very expensive to maintain compared with the self-employed teachers.

· There is no career progression within the Partnership.
· The service does not benefit from income generated by the self-employed teachers.
Coda:   
Eleven years ago, Derbyshire had to create a new service from a different starting point to most.  If your service has to change radically in the next few months, the team in Derbyshire are willing to support in any way they can.  If moving to a completely self-employed model is too radical a step, there may be a middle way; instrumental teachers could build up their timetable by being contracted to individual schools which either fund the teaching hours or collect money from parents.  

The service believes it could withstand MSF cuts of up to 40%, but couldn’t function without core-funding.  Their business model underpins their mission, which is to ensure children and young people can access quality instrumental teaching and ensemble opportunities at rates which are fair to schools, parents and teachers.  

For further information, contact:

jayne.briggs@derbyshire.gov.uk 

01629 580000 ex 32773
6.3 Devon Music Service
Context

Music provision in Devon is delivered through an extensive range of local and national partnerships. Through partnership work, Devon LDP Music Service [DMS] enables different organisations to connect and contribute to the overall strategy for music in Devon ‘this is our music’. DMS actively promotes the work of other organisations and signposts opportunities for children and young people at all levels. Collaborative working has enabled DMS to increase capacity, reach and breadth of opportunities. In addition, developing a closer understanding and common language with partners has helped to highlight the impact of music making across a wide audience and galvanise support for music. DMS currently works strategically, contractually and ‘in kind’ with an extensive range of national and local partners.    

DMS is configured to empower local communities [31 Local Learning Communities] and to support continual development of the greater community through hubs and other cluster arrangements. All schools and settings have 100% access to service provision and its customers tell the service that they value DMS’s approach to inspiring not only children and young people but also the adults who work with them. Partnership working has allowed the Music Service to extend the range of excellent services available for customers and to develop sustainable relationships with a wide range of providers. 

DMS is part of a large [450 people] integrated school improvement service, Devon Learning and Development Partnership [DLDP]. The Music Service sits within a Curriculum Support and Enrichment Portfolio [8 teams] led by the Head of DMS. LDP is currently an integral part of the LA but is moving towards establishing a Joint Venture Company in the near future. DMS works collaboratively with colleagues across a wide range of curriculum areas.

Key aims in the DMS Business Plan are to: 
· create transformational experiences for children and young people
· deliver specialist CPD for music educators
· offer resources and opportunities for high quality music making
Core services include: QA guidance, CPD opportunities, enabling Local Learning Communities (LLCs)/clusters to collaborate effectively, opportunities for professional networking and support for KS transitions, modelling best practice and mentoring, large-scale county-wide festivals and events and local mini-tour programmes, flexible instrument packages, county and area ensemble programmes including performances and workshops in LLCs and programmes to broaden cultural experiences.   

Customers include: parents, children and young people, schools and settings, Devon County Council and other LAs, other services within LDP and RFOs.  Customers are regularly consulted via stakeholder groups, Focus groups, Friends groups, Players’ Forum, feedback questionnaires for both children and young people and adults.     

DMS does not directly provide instrumental tuition but offers support systems which promote high standards and allow instrumental teaching to flourish. The Music Service provides a range of ensembles at area and county levels, some of whom are national award winners.  

DMS monitors the quality of Wider Opportunities tuition and ensemble opportunities and QA is embedded in CPD programmes. 

Funding

Sources of funding are: Music Standards Fund 56%, Collaborations 19%, LA funding 15%, Parents 8%, Schools 2%.  CYPS currently directs 67% Standards Fund [ring fenced] to DMS through LDP.

All L0cal Learning Communities receive an element of Music Standards Fund. The LA delegates 33% [agreed by Schools Forum] directly to LLCs for widening Opportunities at KS2. DMS Music Development Leaders [MDLs] work alongside LLCs to ensure VFM and QA.

Back office support costs are spread across all teams in LDP.   Office and storage costs are contained within LDP’s central support budget but premises for ensemble rehearsals, workshops and concerts are paid as a direct team cost.   

Charges for CPD and other individual programmes offered by DMS are calculated separately.

All staff within LDP have a 5-day per annum ‘entitlement’ to CPD as part of a full Professional Development programme; this is included in LDP ‘overheads’.   Value for Money and efficiency are at the forefront of the service’s thinking and they continually review their ways of working to see where greater impact and more collaboration can be achieved.   

Staffing


DMS is a small team serving a very large county – with over 90,000 19 year olds and 365 schools.  The staff include: Head of Service (1.0 FTE), Assistant Head of Service (0.6 FTE), Music Adviser (1.0 FTE), Music Development Leaders (5.2 FTE), Ensembles and Instruments Manager (1.0 FTE), Projects Manager (1.0 FTE), Instrument Technician (1.0 FTE), Assistant Instrument Technician (1.0 FTE), Instrument Administrator (1.0 FTE), Activities & Projects Administrator (1.0 FTE), Ensemble Leaders (1.2 FTE).
The Music Adviser and Music Development Leaders are employed on Soulbury contracts and all other staff [including the Head of Service] are on APTC.  
All staff work to a time management system and record visits to schools. Productivity has been increased by open dialogue with staff about new ways of working.

In 2004 Devon took the decision not to directly employ instrumental teachers. Instrumental teaching in schools is now delivered in a free market environment through a number of routes: Music Co-operatives or businesses, self employed status or employed through schools/LLCs. 

The Music Service has a strategic approach to music development and schools have been extremely supportive of the new structure.

Challenges

Capacity has been a big challenge for DMS as recruitment freezes have limited opportunities to appoint staff whilst expectations on the service have risen. 

DMS has responded to budgetary constraints by reviewing procedures and working patterns, increasing charges to customers and reviewing its business model.

DMS is currently in the process of reviewing its packages for schools and moving towards full cost recovery in light of reductions in public funding.

DMS works closely with Schools Forum and a Music Steering Group which monitors and signs off the LAMP. If public funding were to be reduced further or cease, schools and other stakeholders would help the service to decide best options, because of the shared principle ‘this is our music’.

The future

DMS is continuing to develop partnership working through the LAMP. It envisages that this will increase and welcomes the opportunities that this will bring.  Making charges more clear for customers and developing new packages that will help them to create new business opportunities are current priorities.  The service is confident that DMS is valued and well respected with a wide range of customers. Their concern is that full cost recovery may put the services beyond the reach of schools and parents.
For further information contact: ken.parr@devon.gov.uk
6.4 :  Music for Life 

Context

The aims of Music for Life (MfL) are:

· to offer as many young people as possible the opportunity to achieve success in learning a musical instrument

· to enable young people to experience the joy and fulfilment that can be available through high quality music making and, in the case of those learning band / orchestral instruments, to experience the excitement of making music with others

· to involve young people in an area of human experience that has the potential to be life enhancing over the long term, and which can have a powerful positive effect on many aspects of their personal development – cognitive, linguistic, creative, physical, psychological and social

To achieve this, Music for Life provides:

· the administration and organisation to attract good teachers to work with pupils in schools, which is easy for schools to manage and convenient and affordable for parents/carers

· communication structures necessary to support all parties in the running of lessons

· music education expertise and a contractual structure which assures the quality of

· teaching

· a framework within which self-employed teachers can work autonomously and effectively, yet which offers them support and also guarantees minimum standards to parents, schools and pupils

· music ensembles, music festivals, workshops and concerts to benefit all pupils

· whole class programmes for schools, which are designed to enthuse pupils participate in music making over the longer term

· the provision of bursaries to families facing hardship to help with the cost of tuition

· special visits for Associated Board Music Exams each year

Organisational structure

MfL is a not-for-profit organisation and a registered limited company.  It covers a large geographical area – almost 1,000 square miles and was set up in 1995 when the local authority did not offer an instrumental teaching service to schools.  It started in two schools with 190 pupils in 1995 and has expanded to 120 schools teaching approximately 3,500 pupils per week. About 2,500 are pupils receive either one-to-one or small group instrumental lessons. The remaining pupils are involved in whole class Wider Opportunity programmes.

The service has no offices or public buildings; administration is undertaken from home.  It has six employees - three full-time and three part-time – and five of these deal with administration.  Colleagues have access to the main office’s database and company email.   Employees include two directors who are also trustees. A third unpaid director/trustee is involved in governance. 

83 tutors are engaged on a self employed basis, but currently charge £20 per hour. Whole class project leaders receive £32 per hour.  Tutors fill in a register to claim their fee every month.  Music for Life acts as an agent for parents by recommending approved teachers; it is not an agent for teachers.   Once teachers accept the contract to teach the students referred to them they have entire responsibility for the content of the course and how it is taught. However MfL only makes further recommendations when performance standards demonstrate that the teaching is effective.  Should the recommendation be withdrawn, parents receive a letter explaining the basis on which the decision has been made. The evidence for this decision needs to be clear and beyond dispute, and the teacher needs to have had prior notice of the problem and the opportunity to improve.

The MfL / school agreement is a partnership with the school to offer their students opportunities to be involved in music making. The agreement is that MfL provides all the administration involved to remove hassle from school. Therefore the contract with the school specifies what MfL will do e.g. collect all fees due, arrange tuition, pay teachers, ensure CRB/public liability, monitor quality, offer half price tuition to children entitled to free school meals, provide parents with a written report at specified times etc.  In return the school agrees to provide a suitable teaching space, promote MfL as its partner in the provision of music tuition and ensure children and parents know about the opportunities provided. Schools may cancel this agreement without notice, should they wish to.

The priority of MfL is to engage young people in music making over the long term.  Students in the instrumental tuition scheme also benefit from free group performing opportunities.  These are designed to support the lessons and motivate the young people, their parents and the schools.

To attract and retain customers, the service has to be competitive, but also offer more e.g. in convenience, quality assurance,  payment arrangements, reduced fees for families facing hardship and free performing groups and concerts for members.  Over the last 12 months, some of the MfL activities have included weekly groups (ensembles, bands and choirs), monthly area groups rehearsing on Saturdays/Sundays such as junior orchestra, guitar ensembles and Big Band, workshop days and schools, and large-scale ‘spectacular’ events – funded and organised by the service.

It would be true to say that relationships with the LA have varied over the years.  This is a particular issue for independent services that work alongside LA services.  Recently Cheshire has been reorganised into two unitary authorities.  MfL has been heartened by the positive approach of one of the two authorities, but it remains frustrated that true partnership, including work on the LAMP, has not yet been realised. 

Finance

 MfL covers the cost of activities, including from room hire of around £2,000 per year, from income that it generates.   It does not receive any public funding at all.  In 2009-2010 its turnover was £800,000, which included £730,000 directly from parents, with the remaining £70,000 being charged to schools for a variety of services including whole class Wider Opportunities sessions.

Most parents pay on a monthly basis by bank standing order, which is more economical for the service than other forms of payment, even though there is less control.  The service processes approximately 28,000 financial transactions over the year, all of which need to be manually recorded and reconciled with bank statements.

Once running costs (fixed salaries, fees paid to tutors for lessons provided, administration costs such as postage, stationary etc) have been covered, any surplus is used to provide the extra activities which the service considers to be essential in supporting the musical development of the young people.  The service is able to offer a reduction in fees in cases of hardship, for example, if employment circumstances change.

MfL has developed its own software and has a database system that tracks almost all aspects of a child’s learning, including contact details, payments and invoices, reports on progress, groups / workshops participated in, examination results, attendance (High Schools only). 

As a ‘not-for-profit’ organisation, the company value is zero! It does not belong to anyone, and therefore cannot be sold.  There are no shareholders; therefore any surplus income cannot be distributed to people in the company but must be used to further the opportunities to young people in schools.

Perceived advantages of the MfL model

The service has identified the following benefits:

· It is simpler to run than a registered charity

· The absence of bureaucratic control means it has freedom to respond directly to customers and, most importantly, is able to innovate and develop quickly according to changing needs.  For example, last year MfL took the decision to waive or reduce outstanding fees to a number of families where their personal employment circumstances had changed during the year due to the recession. This enabled the lessons to continue until the parents were able to pay again. 

· The model is based on great relationships of equals between MfL and teachers working with them; mutual support is the most essential thing.  MfL has to deliver to teachers to meet their needs just as much as they have to deliver quality teaching. 

· MfL concentrates almost exclusively on outcomes, not inputs. 

· Time is spent responding to customers, rather than jumping through hoops for others!

· The service is confident that its value for money is second to none. Everything, in terms of quality and quantity, is achieved for approximately £80,000 of public funding and income from parents. 

· The service is not reliant on public funding, or subject to changes in policy. Because the funding from parents is widely spread it is more stable.

Perceived disadvantages of the MfL model

· MfL is not sure how transferable it would be to other areas. The service was developed in response to particular and unusual circumstances in Cheshire.

· The workload is exceptionally heavy for those involved in the administration. The success of MfL relies on many people working beyond that which could normally be expected - and for less money!  During the recent self-evaluation the Music Service Evaluation Partner remarked that the service really is a labour of love!  The Head of Service works for about 70 hours a week, which may be a workload that colleagues empathise with.

· Over the last 6 years, the service has been able to improve the salaries offered to employees, but until then they had to manage within whatever the company could afford, which wasn’t a lot!  However, even though salaries may now be approaching public sector levels, the position regarding pensions is very different. For example, the service has been advised that to receive an index linked pension of £20,000 per annum from the age of 60 an employee would need to save a pension pot of £500,000!

· Because the core administration team is overstretched at particular times of year, the service is vulnerable to staff illness.

· The geographical area covered and the lack of budget to pay teachers to attend meetings means that the service rarely meets as a team of teachers. However, training opportunities are offered through outside agencies such as the RNCM, ABRSM and local authorities.  However, the feeling teachers have of belonging to a team and the loyalty and enthusiasm they have for MfL is considered to be exceptionally good.

· It is very difficult for members of the core team to squeeze in other things, particularly meetings and conferences held at the busiest time of year (May through to November). 

· However, the head of service feels that virtually all these things could be alleviated with a relatively small amount of funding of around £100,000 per annum.

For further information contact: alastair@musicforlife.org.uk

6.5: Newham Music Trust
Newham Music Trust operates from a music centre with a small performance space, 15 teaching rooms and offices.  It provides a comprehensive music service for the London Borough of Newham including Wider Opportunities, instrumental and vocal tuition, curriculum support and advice, ensembles and workshops.  In addition to the core services in schools pupils also attend the music centre for lessons.  A wide range of ensembles, including the youth orchestra meet on Saturday mornings and there is an extensive programme of performances during the year.  Recently the Trust tendered for the Newham Mayors plan “Every Child a Musician”, which will fund an instrumental or vocal lesson in small groups for all of Newham’s pupils in Year 5, following on from Wider Opportunities.  This provides an interesting example of the sort of process that music services may encounter in future. 

The service operates as a Charitable Trust and Limited Company. It has a Service Level Agreement with the Local Authority (LA) to deliver the music service, which is agreed annually.  Its primary customer is the LA - and the schools within it.  Most services to schools are paid for by a combination of fees to the school subsidised from Music Standards Fund and parental contributions. 

The LA has three representatives on a Board of Trustees; mostly these are elected members. The Trust also has parents’ groups and a student forum; students are represented on steering committees for specific projects, for example those serving the needs of socially excluded young people.  The elected members on the Board monitor the service including agreed performance indicators.  LA officers contribute to, and receive, the self-evaluation feedback. 

Funding
A third of funding for the Music Trust comes from the Music Standards’ Fund and a third from schools.  The rest is generated from parents (19%), the LA (5%) and other (10%).  Most services are funded by a combination of all funding sources, with schools and/or Music Standards Fund subsidising all fees.  The Trust charges £35 per hour to schools, which covers the cost of providing staff.  In a recent tender it calculated the total unit cost to be £45 per hour, which covers Quality Assurance (QA) and most back office functions. 

Although the Trust spends less that 1% of turnover on CPD, the leadership arrangements enable a considerable amount of support to be built into the structure.  However the head of service still feels this is low.  If the Trust experiences cuts, the amount of support each team leader gives to teachers could be threatened. 

Administration salaries are currently 8% of turnover and other costs, including premises, are also 8%; this includes all support such as finance, legal, payroll etc. 

The Trust rents its music centre from the LA.  This is a ‘full repairing’ lease and all other costs are the responsibility of the Trust. 
At the moment the Trust provides a comprehensive music service, bills parents and schools and has good quality assurance arrangements including support for inexperienced teachers and career progression.  It manages all pupils’ accounts on behalf of schools and provides subsidy and credit control.  Most schools and parents value this and the Trust believes it provides good value for money; but it is also aware that this is not the cheapest option and this may have to be reviewed if there is more pressure to provide a service for a reduced unit cost.  

Staffing

All staff are employed on the Trust’s own pay-scale which is similar to the Borsetshire model (see Appendix 10.3). This gives them flexibility to reward teachers with different qualifications, although in an area surrounded by services which offer School Teachers’ Pay and Conditions (STP&C) the Trust still has to be competitive. At the moment the head of service is resisting a self-employed model as she believes it would compromise the QA and retention of teachers, but that may have to change if necessary. 

Challenges

The Trust is already a fair way down the road of generating other income from schools and through fundraising.  However contracts are being tightened up with schools and other agencies to ensure that all services that can generate income are working at maximum efficiency.  Some project workers have agreed to move to hourly contracts rather than salaries in order for the project to continue to be viable. The biggest challenge recently has been the fact that when the LA agreed a programme to increase the amount of work for the music service, it was felt this had to be by way of a competitive tender since the service is independent.  The Trust has submitted a tender and is awaiting the outcome of this.  However the head of service believes that colleagues in similar positions need to ensure that they have sufficient knowledge about the tendering and commissioning process. 

A significant challenge is the uncertainty about future budget commitments.  At the moment the Trust is awaiting news about how funding will be affected by the LA expansion plan.  Currently all expenditure is frozen unless it is backed by a realistic business case.  The worry is that in the long term the cost of making a saving could outweigh the benefits. 

If the Trust had to reduce its core funding by 25% it would first increase its charges to schools.  Then, as much as possible, it would need to look at cutting any non-essential services and possibly consider other employment models.  If there was no public funding at all it is unlikely that the music service would be sustainable. 

All business decisions are informed by the Trust’s core values, the most important being quality and access. At the moment provision is only affected by budget constraints in the way that new desirable projects and equipment are simply not possible.  

The future

The current tendering process is creating some uncertainty for the Trust.  Nevertheless the service is positive about the future of its business, is determined to sustain high quality core provision and continue to offer good value for money.  But, as with all music services, the Trust believes that it is very important that it should be able to sustain its work by having continuity of core funding that will enable it to maintain standards and access.

For further information contact:

helen.mason@newham-music.org.uk 
6. 6: Northamptonshire Music and Performing Arts Service 

Context
Northamptonshire Music and Performing Arts Service (NMPA)describes itself as a ‘traditional’ service in the way that the core activity remains the sale of individual, small group and large group  instrumental/vocal tuition,  sold to state schools, colleges, academies and private schools within the county and  by the hour.  This feeds its ‘out of school’ activities in 15 Saturday morning regional arts centres (a 3 hour package- which can include drama and dance - non competitive entry), 35 county ensembles (competitive entry – at junior, training and youth level), individual tuition with specialist teachers, county youth theatre, Early Years, sales to adults, residential courses and tours.  For all these there is a charge to some degree. 

‘Out of school’ activity is considered by the service to be just as important as the core in schools, as it generates a third of its income.  It also maximises the income generated by teachers in the ways in which they are able to use their time flexibly. 

The service is still very much part of the LA and has a huge amount of local support from the community, schools, families and councillors.  With uncertainties on the horizon, the service, with the help of its management board, is contributing to a project initiation document (PID) and considering three options for the future – 1) status quo; 2) status quo for school based activity and Charitable Trust status (various options being considered) for ‘out of school’ activity, and 3) full Trust status.  At the time of writing Option 2 seems to be favoured. 

The service’s customer base is mainly families.  Schools are the conduit but are now rarely the main funder.  The council provides a subsidy for ‘out of school’ activities and the government (Music Standards Fund) for school activities – being mainly Wider Opportunities and the local Transition programme.  However, the service is currently considering how it can begin to sell Wider Opportunity programmes cost effectively.  

The service focuses mostly on instrumental tuition, ensembles and performances.  Only a little school/advisory support is provided at present; this is currently delivered by the advisory team, but their future is uncertain.  If they cease to operate NMPA would wish to step in.

Teachers are mainly employed on School Teachers’ Pay and Conditions (STP&C).  They all receive standard performance management, including in-service training; and care is taken in areas such as recruitment, support and self-evaluation.  It is noted that customers will pay for the service as long as they receive top quality teaching – and this is underpinned by an holistic approach to marketing where the staff are recognised as the best selling points! 

The service has a number of arrangements in place for Quality Assurance.  These include annual evaluation forms and grades/comments for school based work.   There are Parent Teacher Associations (PTA) for all 15 centres and a central PTA for county work, which provide useful feedback to the service as well as being very good fund raisers.  A management board includes a number of influential local dignitaries and the service monitors carefully levels of interest from schools and students.

Funding

NMPA’s turnover in 2009-10 was £5.1 million.  The Music Standards Fund (MSF) Grant of £1.1 million supported school based activity.  LA funding of approx £300,000 supported ‘out of school’ activity, which generated income of £1.2million; sales to schools brought in a further £2.2million. Therefore the service relies on grants for approx 33% of its income.

Because the service has a mixture of contracted and hourly paid staff, it calculates that it should break even this year, based on an hourly charge of £36-37 per hour. The projected hourly charge  is possible by creating economies of scale through a small but very hard working management team (who all teach), low levels of clerical support, low levels of debt, support from the PTAs and additional fund raising -  thus maximising the use of income generating hours and depending on lots of goodwill from the team as a whole. The Service also benefits from having an attached Trust which supports students in financial need and provides some scholarships for talented students.

Management costs are approximately 7% of turnover and teaching costs are 89% of turnover (which include school based staff on STP&C, hourly paid additional staff working in centres,  travel and other on-cost).   Back office costs are approx 4% of turnover.  

The LA provides a central music school/administrative base, but the use of schools for centres has to be paid for at community letting rates. Having its own building for county groups has been a huge advantage for the service.

The service has been described as a “Rolls Royce service provided on Mini Metro funding”.  Certainly it tries to keep charges to a minimum, whilst being aware that at some point in the future it may have to fund everything.

Staffing

Core activities in schools are in the main staffed by teachers on STP&C.  For the present the Service is remaining with STP&C, but this is likely to be reviewed.  Because the Service also still employs a lot of hourly paid casual staff it has some flexibility when contact time goes up and down (which it does every year).  Full-time teachers are employed on a 35 hour week across a 33 week year (the use of hours is agreed annually); residual hours are used to support courses, individual teaching, Planning, Preparation and Assessing (PPA) time, centre activities and training.

Interestingly the service has on its roll some self-employed staff, but there are issues about this; it has to pay their national insurance and has only limited control over their delivery in order for them to retain self-employed status.

Challenges and Opportunities

NMPA restructured to a 35 hour week in 1993 and this has stood it in good stead until now.  Reductions in central funding have equalled increases in charges to their customers. The service has been endeavouring to equalise teaching costs across the whole business.  In particular the cost of ‘out of school’ membership is quite high and is growing annually.

Under a worst case scenario of complete cuts in funding, the service would have to restructure, but would still hope to survive.  Pay and Conditions are the biggest costs and would have to be drastically adjusted; the service might consider a ‘Co-operative’ organisation structure. If a 25% cut was imposed the prices would have to be increased and some activities, currently provided free of charge, would have to be terminated!

The head of service says that “the trick is to involve staff in the decision making as much as possible – that way the educational part of what we do is less damaged.  It’s not great for the teachers though in terms of their conditions, but when people understand the reality of their situation they’ll go for a good plan (assuming there’s one available)”.
The future
In planning for the future the service has ongoing dialogue with the LA.  It has a great deal of support from the Management Board and is prepared to be adaptive and creative in many ways including:

· using ‘blue sky’ thinking sessions

· planning the finance strategically e.g. preparing to move income in advance forward into next year to allow them to complete the academic year as they stand

· undertaking  a SWOT analysis (Strengths, Weaknesses, Opportunities and Threats) of identified options for new model (Status Quo – Status Quo + a trust/charitable business for out of school work – full blown Charitable Business)

· creating an endowment fund to support the service

· tapping into new sources of income within the LA wherever possible

· lobbying local politicians by the management board
The service knows how much everything depends on funding and recognises that no options for the future are going to be easy.  But their strength is that whatever they do, they will try to agree as a team.  The head of service is optimistic about the future – “we have a good chance of surviving whatever is thrown at us”, but he is concerned to protect the entitlement of those in families where there is financial need.   In all aspects of change, he says the important thing is ‘to consult with staff and have a credible plan’. 

For further information contact:

pdunkley@northamptonshire.gov.uk 
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Questions
At the annual conference, two workshops were conducted to outline why alternative business models are required and the economic drivers for the change.

Delegates raised the following specific questions and responses are provided below:

· Should Music Services move to Trust status?
There is not a right or wrong answer to this question. Trust status carries benefits and costs and therefore the net benefit will depend on your circumstances. Appendix 9.4 provides information and links to enable you to find out more on this issue.

· Can we make savings by economies of scale?

Most certainly: see 5.4 and Appendix 9.5 on potential benefits of partnership arrangements.

· We must think about what schools want first
 This is built into the core objectives and principles contained in this guidance; it is a fundamental principle of business planning to base the service on the customer first.  Even if the music service bills the parents, the central needs of schools are the primary consideration.
· School Improvement – it is accepted that this is a core objective but music services cannot deliver this alone; by working with a wider partnership of organisations, agencies and departments we must ensure that we support school improvement and their aim of raising standards of teaching. 
This tool kit is predicated on the understanding that wider partnerships and school improvement are core features of a successful business model.
8
Possible routes for central funding
Parallel to the business modelling locally is the need to develop a reliable and long-term solution to distributing the Music Grant from the Government to the local source of delivery.  The task-group explored a model of a central commissioning body that could be responsible for requesting funding from the DFE/DCMS and allocating it based on core objectives to music providers. The model emphasises the role of music services as a leader, broker/gatekeeper, a centre for advice and a facilitator of music participation, performance and improvement; it provides the ‘other side of the coin’ as local services consider new business options.  A clear funding stream could be in place whereby funding could come from the DFE/DCMS and other sources and be allocated to individual music services depending on their submitted business needs, possibly based on three yearly plans.  As music services would be taking responsibility for their own budget and funding requests, they would be able to identify where efficiencies lie and how to give customers better value for money. 
Further work will be undertaken on this during the summer and the views of music services will be sought in the autumn if we wish to pursue the idea.

9
APPENDICES
9.1   Key Performance Indicators

The understanding of key performance indicators lies at the heart of music service business modelling as well as self-evaluation.  In considering new business models for any service a thorough understanding of the measures of performance are essential in order to define and evaluate how successful it is.   KPIs evaluate the progress of a service towards its vision and long-term goals.  They are linked to SMART objectives (specific, measurable, achievable, realistic and time-related) and should be acceptable to the organisation, staff and customers; they should be understood, meaningful and measureable, and also be linked to national targets.  Consequently the KPIs for music services will marry the needs of the customers – schools, communities, local authorities etc – with the aspirations of the Government – standards and participation.   Individual music services will no doubt have their own procedures for capturing and evaluating the KPIs, for example by using a Balanced Scorecard (focusing on financial, customer, internal business processes and learning and growth parameters), and they can then report the results as data for the National Music Participation Director.  This section therefore simply addresses some headings which will help services in their strategic planning whilst considering an increasingly difficult economic climate.

Through the self-evaluation programme services will have identified how well they are achieving their goals, particularly in relation to breadth, access, inclusion and participation (tuition, group music making opportunities); achievement and standards (including progression as well as progression routes); the quality of teaching and learning and partnership working.  The indicators should cover different groups of learners – by ethnicity, gender, special educational needs, children in care and the gifted and talented etc.  Given the data that is collected through self-evaluation, the service should be in a position to make decisions about its future activities relating to its high priority core activities, its medium ‘necessary’ activities and its ‘nice to have’ activities, but which are a lower priority. 

Under the Task Group headings, the following KPIs are offered as starting points in a service’s appraisal of a new business model.  The middle column comprises mainly of those that ‘lag’ – i.e. they reflect what has happened.  The right-hand column aims to focus on ‘leading’ indicators; they concern things that services can change that will impact on the outcomes and therefore show in the lagging indicators.  They are more powerful in influencing change; services should therefore consider what indicators they need in order to plan for the future.

	Activity
	Some Key Performance Indicators (where appropriate break down into gender, ethnicity, SEN, LAC and G&T) 
	Some Possible Leading Indicators



	Core 
	
	

	Music Learning
	The % of teaching and learning that is good or outstanding

-  provided by music service staff

-  provided by those monitored by the service
	The % improvement in teaching and learning  from year to another and in comparison with other services

The % of teaching and learning that is good or outstanding:

-  provided by full-time contract staff

-  provided by part-time staff

-  provided by QTS teachers

-  provided by non-QTS staff

	Performance
	The % of good or outstanding achievement 

-  in lessons

-  in group and ensemble activities and performances

-  in other music service organised/co-ordinated/monitored activities

The % of budget used for CPD


	The measured correlation between improvements in teaching and learning and the achievement of pupils

The amount of time devoted to CPD and training as a % of full-time



	Music Participation
	The % of KS2 schools receiving tuition within the KS2IVT programme 

-  Wider Opportunities

-  Singing

The % of KS2 pupils receiving tuition within the KS2IVT programme

The % of KS2 pupils actually continuing beyond the KS2IVT first year

The % of schools using the music service for instrumental tuition

The % of schools using the music service for ensembles

The % of music service pupils in ensembles

The % of school population involved in ‘out of school’ activities e.g.  music centres and central groups

	The % of KS2 pupils wishing to continue beyond the KS2IVT first year compared with the previous year

The % of new schools subscribing to the music service, including Academies

The £ income committed to increasing music participation in schools and communities



	Back Office Support
	The % of total budget (turnover) spent on back office support (administration, accommodation, HR, payroll, re-charges etc)
	Efficiency savings generated through:

-  use of IT

-  reducing duplication of work

-  out-sourcing activities

-  sharing with another service or organisations 

	Leadership
	The % of total budget spent on leadership and management, including responsibility allowances

	The amount of time devoted to leadership training

	Advisory services
	The % of schools using the advisory/support service


	The % of total income generated by advisory work

	Broker & Gate Keeper
	The % of income of total budget generated by brokering
	The number of network meetings for brokering and facilitating others

The time spent in developing new partnerships with other organisations

The number of new organisations within the children’s service and outside that form a partnership with the service

	Examinations and assessments
	The % of pupils at pre level 1 (National Qualification Levels)

The % of pupils at Level 1

The % of pupils at Level 2

The % of pupils at Level 3 or above

	Improvements from one year to another and comparisons with other services

	Necessary
	
	

	Instrument and resource Management
	The % of KS2IVT pupils benefitting from a LA instrument
	The number of instruments distributed to pupils

	Nice to have
	
	

	Programmes and projects
	The % of school population involved in a music project organised or co-ordinated by the music service

	The number of successful bids for funding for partnerships

The number of new projects established

	Other helpful indicators
	The % of budget spent on remission of fees, including LAC

The breakdown of percentages between a) Government funding, b) LA funding and other local sources and c) income from charges to schools and parents etc
	Income generated by instrumental teaching as a % of total                                                                                                                           budget

Income generated by ‘out of school’ activities as a % of total budget, including central activities and music centres

The number of new pupils on remission of fees

The number of LAC receiving tuition


9.2 LEGAL OVERVIEW OF THE EMPLOYMENT OF INSTRUMENTAL TEACHERS/TUTORS 

The following advice was provided to the FMS by their solicitors Bates, Wells and Braithwaite in 2008.  In brief it defines instrumental/vocal specialists working for music services either as music teachers, who should be employed on School Teachers Pay & Conditions (STP&C), or instrumental instructors, offering specialist specified support, who should not be employed that way.   Please be aware that there is no definitive ruling on this.  Currently, whilst some Unions are clearly advising their members that all instrumental teachers should be on STP&C, there is less clarity about the position of the Government, especially in light of anticipated educational reform.

Bates, Wells and Braithwaite write:

The principle issue is whether Local Authorities are legally obliged to employ peripatetic instrumental teachers on School Teachers’ Pay and Conditions (STP&C).  The practice across the country varies widely with some teachers employed by local authorities, others employed by independent trusts and some, but not others, on STP&C.

	1
	Legal Overview

	1.1
	Section 122(3) of the Education Act 2002 states that a person is a ‘school teacher’ and therefore must be on STP&C if:

	
	a) He/she is a qualified teacher

b) He/she provides primary or secondary education under a contract of employment or services.  (Section 2 of the Education Act 1996 contains definitions of ‘primary education’ and ‘secondary education’ which are very wide)

c) The other party to the contract is a local authority or the governing body of a foundation, voluntary aided or foundation special school

d) The contract requires him/her to carry out specified work which includes:

· Planning and preparing lessons and courses for pupils

· Delivering lessons to pupils

· Assessing the development, progress and attainment of pupils

· Reporting on the development, progress and attainment of pupils



	1.2
	On the basis of the above the Unions appear to have advised that all ‘instrumental teachers’ fall within the definition of a school teacher as they carry out specified work.  It is therefore argued that they should be on STP&C.



	2
	The Commonsense Position

	
	Commonsense dictates that the central question which should determine whether or not a person should be on STP&C is whether that person does the job of a school teacher.   It seems that there are two types of roles within schools which ‘instrumental teachers’ perform.



	2.1
	Music Teachers

	2.1.1
	The role of a music teacher is to teach ‘music lessons’ to whole classes as part of the normal school day.  They are ‘school teachers’ and should properly have progressed or be progressing towards qualified status.  Local Authorities/schools when filling such positions would advertise for and seek qualified teachers.



	2.1.2
	Of course, if no qualified teachers are available they may consider appointing someone with special skill or experience but that would not change the nature of the job which is one of a school teacher.  The job description would be to carry out the duties of a school teacher and teaching qualifications would be relevant to the post.



	2.1.3
	One would normally expect these teachers to be employed in one school, but there is nothing preventing peripatetic teachers performing such a role across a number of schools.



	2.1.4
	Regulation 4 of the Education Regulations 2003 (as amended) envisages that there may be occasions where unqualified persons will take the role of a music teacher if they have special skills and experience and there are no qualified teachers to fill the role.  It provides that instructors with special qualifications or experience may be appointed to carry out specified work (planning, delivering, assessing and reporting) even if they are not qualified teachers... where special qualifications are required and:

· The LA or the governing body (depending on whether it has a delegated budget and what type of school it is) is satisfied to his/her qualification or experience or both; and

· No qualified teacher is available to take up the positions.



	2.1.5
	This gives flexibility to schools and Local Authorities to employ ‘instructors’ with special experience but also makes it clear that such a role should most properly be taken by a qualified teacher.  An unqualified person can only remain in the position for as long as a qualified person with the requisite skills and experience is unavailable.

Are such ‘instructors’ (the legislation refers to instructors, but for the purposes of this advice they are unqualified ‘music teachers’) entitled to be on STP&C?



	2.1.6
	In short, yes.  The Education Order 2003, Regulation 5b reiterates the wording of Regulation 4 and states that if such a person is employed in such circumstances then they are taken to be providing education of a prescribed kind and in prescribed circumstances.  Accordingly, under s122(5) of the Education Act 2002 they are to be treated as a school teacher for the purposes of STP&C.  Music teachers without teaching qualifications would be put on the ‘unqualified’ teacher pay-scale and music teachers with teaching qualifications would be put on the qualified teacher pay-scale.



	2.2
	Instrumental Instructors

	2.2.1
	The role of an instrumental instructor is not one of a classroom teacher.  In the main, instrumental instructors are contracted by the school/local authority to provide specialist extra-curricular services such as individual or small group instrumental lessons which schools choose to deliver and parents often pay for separately.



	2.2.2
	In addition, instructors may teach whole classes but this would normally (and probably always ought to be) in conjunction with a classroom teacher or music teacher.  In effect, they are ‘specialist assistants’, whose work requires them to have specialist music expertise but does not require them to be qualified teachers.  Local Authorities/schools when seeking to fill these positions will not seek qualified teachers.



	2.2.3
	Presumably, the Unions would advise that as such instructors are carrying out specified work they will fall under Regulation 4 of the Education Regulations 2003 and therefore be subject to STP&C.  However, this ignores the fact that qualified teacher status is not part of the job description and not relevant to the job.



	2.2.4
	It would seem that Instrumental Instructors may more properly fall under Regulation 10 which allows for other persons to carry out specified work if:

· He/she carries out the work in order to assist or support the work of a qualified teacher or a nominated teacher;

· He/she is subject to the direction and supervision of such a qualified teacher or nominated teacher in accordance with arrangements made by the headteacher of the school; and

· The headteacher is satisfied that he/she has the skills, expertise and experience required to carry out the specified work.



	2.2.5
	There is no requirement for such performing this assistant type role to be on STP&C.



	3
	Summary

	3.1
	If the two roles are distinguished and the legislation is read with this distinction in mind the situation is clear:

	3.2
	Firstly, you have ‘music teachers’ who are rightly on STP&C, their contract of services or employment is to perform the role of a qualified teacher (whether the person has the relevant qualifications or not is a separate issue and will be reflected in the pay received).



	3.3
	Secondly, you have instrumental instructors who provide a specialist service to schools.  They support the work of a qualified teacher and work under their direction and supervision, either giving lessons to whole classes or doing small group/individual work.  Such instructors are not doing the job of a school teacher and should therefore not be on STP&C.  Teacher qualifications are irrelevant to the job, and a pay-scale such as the Borsetshire model is much more appropriate to the type of work being performed.



	3.4
	There is a technical argument that all instrumental instructors will fall under section 122, either by virtue of teaching qualifications they happen to possess, or by virtue of Regulation 4.  However, a more sensible interpretation of the provisions would be that if qualified status is not relevant to the job and the carrying out of specified work is done under the direction and supervision of a qualified teacher then such posts should not be considered to be that of a ‘school teacher’.



	3.5
	Where there will be confusion is if there are individuals who are performing both of the above roles and so, in effect, performing two different jobs.  This can happen, and it may be a matter which the FMS and local authorities need to address.  There should be clarity about the roles that ‘instrumental specialists’ are performing in schools.  In cases where individuals have mixed roles it would seem appropriate that when working as a music teacher an individual should be on STP&C, but when working as an Instrumental Instructor he/she should not be on STP&C. 



	4
	It would be wise to seek a barrister’s opinion on this matter.  (Please note that this has not been sought).


A note on Wider Opportunities

If a Wider Opportunities’ instrumental specialist is working under the direction of a classroom teacher, it could be fairly argued that he/she would not need to be contracted on STP&C.  However, if they assume responsibility for the class i.e. instead of the class teacher, it is more likely that STP&C should apply.

Even with the above advice the situation is not absolutely clear.  The FMS will urge the Government to provide clarity as soon as possible and individual services are urged to proceed cautiously, consulting with LA officers, HR departments and unions with care.  Please bear in mind that altering pay and conditions is one of the most sensitive areas for any music service, and a careful, stepped process is necessary if considering it.  Music services operate in many different ways and at the present time it is impossible to suggest that one size fits all, even if consistency across the UK is an aim. 
9.3   An alternative model of Pay and Conditions
	
	BORSETSHIRE COUNTY COUNCIL
PAY AND CONDITIONS OF SERVICE FOR INSTRUMENTAL TEACHERS



	
	Definition

A peripatetic instrumental teacher in Borsetshire Music Service is a suitably skilled person who has the ability to teach a musical instrument or voice and is employed by Borsetshire County Council to teach pupils in schools and music centres in the county.  



	1
	Pay Policy



	1.1
	A salaried full-time instrumental teacher of Borsetshire Music Service is entitled to remuneration consisting of a salary related to the Borsetshire (FMS) Instrumental Teachers’ Pay Scale.  A teacher in part-time service is entitled either to remuneration consisting of a salary calculated on a pro-rata basis or an equivalent hourly rate, if engaged on an hourly basis.  The number of salaried contracts is determined by the Music Service and reviewed on an annual basis, according to demand.



	1.2
	The remuneration of each instrumental teacher shall normally be reviewed annually during the summer term with any changes taking effect from September of that year.  A review does not necessarily imply an increase in pay.  Whenever an instrumental teacher takes up a new post (including a responsibility post) other than on 1st September, the remuneration shall be determined or reviewed.  When determining the remuneration of an instrumental teacher, the Music Service shall have regard to its pay policy and to the instrumental teacher’s particular post within its staffing structure.  If the Music Service determines to reduce an instrumental teacher’s remuneration, that determination must take effect earlier than the effective date of the change.

 

	1.3
	When the Music Service has determined the remuneration of an instrumental teacher, it shall, at the earliest opportunity and in any event not later than one month after the determination, ensure that the instrumental teacher is notified in writing of that determination, or of any payments, other financial benefits, or any safeguarded sums to which (s)he is entitled.  The determination will take account of the criteria for placement on the pay scale as set out in paragraphs 1.5 to 1.8.



	1.4
	Pay Scale for Instrumental Teachers

	1.4.1
	An instrumental teacher for Borsetshire Music Service shall be paid such salary or hourly rate based upon the Borsetshire (FMS) Instrumental Teachers’ Pay Scale.  For the purpose of determining the pay, the scale has 14 points.  There are also rates for ‘apprentice’ and ‘student’ instrumental teachers. 



	PAY SCALE



	Responsibility
	Scale point
	Full-time Sept 2009 (£)
	Hourly rate
 where appropriate (£)

	
	14 
	35,929
	33.26

	
	13 
	34,650
	32.08

	
	12 
	33,929
	31.15

	
	11 
	30,842
	28.55

	Responsibility levels (10 and above)                 
	10
	28,582
	26.46

	Top level for teaching without additional responsibilities
	9 
	27,538
	25.49

	Top level for one-to-one teaching only
	8
	26,494
	24.53

	
	7 
	25,548
	23.65

	Entry level for vi
	6 
	24,602
	22.77

	Entry level for v
	5 
	23,686
	21.93

	Entry level for iv (minimum for QTS)
	4 
	22,771
	21.08

	Entry level for iii
	3 
	21,102
	19.53

	Entry level for ii
	2 
	19,058
	17.64

	Entry level for i 
	1 
	17,260
	15.98

	Apprentice rate (hourly rate only)
	
	
	14.31

	Student rate (hourly rate only)
	
	
	  8.77


	1.4.2
	The pay scale shall be adjusted each September to take account of inflation in line with School Teachers’ Pay and Conditions.  



	1.4.3
	Borsetshire Music Service reserves the right to alter the pay scale, other than because of changes due to cost of living increases, but will consult the instrumental teachers and the professional associations fully before any changes are made. 



	1.5
	Criteria for determining the instrumental teacher’s point on the Pay Scale



	1.5.1
	The Music Service shall determine the point on the pay scale on which each individual instrumental teacher shall be placed, on the basis of the criteria in paragraphs 1.5 to 1.8.



	1.5.2
	Criteria for entry points to the scale for a New Teacher

The Music Service shall determine the number of scale points awarded when the instrumental teacher is first placed on the pay scale.  There are six entry levels for new instrumental teachers, determined by the verifiable qualifications, skills and ability of the instrumental teacher according to the following criteria:

	
	Entry level i

A proven musician without a teaching qualification or degree/diploma 

Entry level ii

A proven musician without a teaching qualification or degree/diploma but with proven skills and abilities as an instrumental teacher

Entry level iii

A music graduate and teacher with a relevant music degree or diploma e.g. B.Mus, but without a teaching qualification or:

A proven, non-graduate musician and practising teacher with specialist music teaching accreditation e.g. CTABRSM, LTCL 

Entry level iv

A music graduate with specialist teaching accreditation but without QTS or:

A proven non-graduate musician, but a teacher with QTS

Entry level v

A music graduate with QTS

Entry level vi

A music graduate with QTS and additional specialist music teaching accreditation



	1.5.3
	The Music Service shall award a point in September for each year of employment since commencing as an instrumental teacher with Borsetshire Music Service up to point 8 on the scale, unless the instrumental teacher has been notified in writing that his/her service has not been satisfactory in respect of any such year.  Satisfactory service shall be verified through performance management. In the case of an instrumental teacher who commences during a year, a minimum of 2 full terms shall count as a basis of awarding the incremental point in September.



	1.6
	Progression



	1.6.1
	To progress to point 9 on the scale, an instrumental teacher shall be required to teach groups of pupils as well as one-to-one lessons for a reasonable percentage of contact time.  A group consists of at least two pupils up to whole classes and includes ensembles, choirs and theory classes in addition to instrumental teaching groups.  



	1.6.2
	If an instrumental teacher is required to teach on a one-to-one basis, due to school requirements, or because of insufficient group teaching, other duties, including one-to-one teaching identified by the Music Service, may be taken into consideration in order to progress to point 9.  An instrumental teacher who, because of circumstances, teaches primarily on a one-to-one basis, but demonstrates excellence both in his/her own teaching and in his/her support of others, may progress to point 9, if determined by the Music Service through successful performance management.



	1.6.3
	To progress to point 10 and beyond, an instrumental teacher shall be required to undertake additional responsibilities (see paragraph 1.7).




	1.7
	Responsibility payments



	1.7.1
	An additional point for an identified responsibility may be added to the instrumental teacher’s salary.  The salary shall then be subject to annual incremental increases in the normal way until the appropriate maximum level is reached according to the criteria.  



	1.7.2
	The point on the scale will be determined by the Music Service taking into account the number and weighting of the responsibilities that are assigned to the instrumental teacher.  Each responsibility shall be reviewed on an annual basis and shall be subject to –

· sustained standards of excellence, verified through performance management

· the needs of the Music Service

· sufficient funding for the responsibility



	1.7.3
	The following responsibilities shall qualify for one higher point on the pay scale -

· Undertaking performance management duties (e.g. as a moderator for the self-evaluation programme)

· Leading Continuing Professional Development strands including child protection, Music Medals, group teaching, eurhythmics, singing, orchestral percussion

· Undertaking regular Assistant Music Centre Leader duties

· Leading Wider Opportunity in Music classes

· 

	1.7.4
	The following responsibilities shall qualify for two higher point on the pay spine -

· Assisting  the leadership of a music centre/hub and leading a Saturday Morning Music School, or equivalent

· Providing a specialist lead.  Currently these are ICT, Gifted and Talented, Special Educational Needs and Singing, and are reviewed from time to time

· Providing leadership and co-ordination for Wider Opportunities in Music



	1.7.5
	The following responsibilities shall qualify for three higher levels on the pay spine:

· Leading an identified hub/music centre

· Fulfilling an instrumental leadership role.  This includes the specialist music service lead for the instrument(s) and responsibilities for CPD and performance management as outlined in the job description.



	1.7.6
	Subject to annual review and the instrumental teacher’s reasonable workload, the Music Service may allocate more than one responsibility to an instrumental teacher.



	1.8
	Discretionary Allowances


	1.8.1
	The Music Service may award a discretionary allowance, either as an additional point on the scale or in addition to a responsibility point in order to -

· recognise an additional skill, responsibility or aspect of leadership that supports other instrumental teachers

· recruit or retain an instrumental teacher whose particular skills can be of benefit to others, including the Music Service, schools and pupils



	1.8.2
	The discretionary additional allowance is calculated as being the difference between points 10 and 11 on the scale (currently £2,260 per annum).  It shall be applicable only while the instrumental teacher is fulfilling the responsibility.



	1.8.3
	Responsibility payments, including additional scale points or allowances, shall apply only for the duration of the additional duty. 



	1.9
	Payments for part-time and hourly-paid instrumental teachers 




	1.9.1
	Salaried instrumental teachers, working in schools in regular part-time service, shall be paid in proportion of the remuneration that would be appropriate if they were employed full-time.   Each half day shall be calculated as being 0.1 Equivalent Whole Time with a contact time of 3 hours.



	1.9.2


	Instrumental teachers working in schools, but not on a salaried contract, shall be paid on an hourly basis on a ‘variable hours’ contract.  The hourly rate shall be calculated by dividing the appropriate full-time salary on the pay scale (determined by criteria in paragraphs 1.5 to 1.8) by 1080
.  The number of hours may fluctuate from term to term.  The instrumental teacher shall be provided with half a term’s notice of any changes.



	1.9.3
	Hourly paid instrumental teachers working in both schools and centres shall be paid at the appropriate point on the scale for the school-based work.  For teaching music centres they shall be paid up to point 8 for instrumental lessons and up to point 9 for conducting and directing ensembles as determined by the Music Service.



	1.9.4
	Instrumental teachers working only in music centres shall be paid on an hourly-paid basis at rates up to point 8 on the pay scale for instrumental teaching and up to point 9 for conducting and directing ensembles.



	1.10
	Arrangements for additional payments beyond regular contract work



	1.10.1
	If the Music Service agrees that a full-time salaried instrumental teacher should work over and above directed time (1265 hours), the teacher shall be entitled to claim on an hourly basis for the additional contact time. This arrangement shall be subject to annual review and successful performance management by the appropriate line manager.  It does not include additional work as identified in paragraph 2.5.6.  The additional payment shall be claimed at the appropriate music centre rate (see paragraph 1.9.4).  



	1.10.2
	The Music Service may contribute to the cost of Continuing Professional Development training undertaken by the instrumental teacher outside the working day and the contribution shall be determined on an individual basis.



	1.10.3
	Additional claims for work in county activities, extended schools or projects may be agreed by a senior manager in the Music Service.  The pay may be claimed -

· on an hourly basis up to either level 8 or 9 on the pay scale, depending on the nature of the teaching undertaken and as agreed by the senior manager or

· at a reduced rate (apprentice or student rate see paragraph 1.4) for pastoral duties or

· as an agreed lump sum for additional session work as determined by the Music Service 



	1.11
	Travel Expenses

Arrangements for travel expenses shall be in accordance with the Borsetshire policy on travel.  Payment is usually made for journeys between locations of work and not from home to work or work to home.  Claims for travelling expenses shall be made in accordance the County Council’s travel policy. 



	2
	CONDITIONS OF SERVICE



	2.1
	Duties and Standards



	
	Instrumental teacher are required to undertake planning, teaching and assessment duties as described in the Job Description in Annex 1.  The required standards are set out in Annex 2.



	2.2
	Probationary Period

The first three terms
 of employment as an instrumental teacher make up an induction period which is probationary.  During the induction period the teacher’s work will be assessed in relation to the Federation of Music Services’ ‘Recommended Standards for Instrumental Teachers’.  Successful completion of the induction will be subject to verification by a senior officer in the Music Service that the standards have been met.  During this probationary period either the teacher or the Music Service may terminate the employment by giving not less than a minimum of a full half-term’s written notice.   Consideration shall be given to extending the induction period, should it become necessary under certain circumstances.




	2.3
	Contracts



	2.3.1
	Salaried Contracts

Subject to availability, salaried contracts (see paragraph 1.1) shall be considered for instrumental teachers who fulfil the following criteria -

· The teacher has stable work throughout the year without significant fluctuations in demand from schools

· The teacher has proven all-round skills that enable him/her to teach in groups and Wider Opportunities in Music classes as the occasion demands

· The teacher meets the standards (in Annex 2) and demonstrates professional effectiveness in all aspects of work for the Music Service

· The teacher is prepared to deliver flexible, but reasonable, contact time within 1265 hours working time to meet the needs of the service, schools and pupils

· The teacher contributes to work in music centres/hubs and activities e.g. in teaching, supporting or promoting music centre activities

· Working time for the service is significant where time working for the service is a minimum of two days or more.  Exceptionally an instrumental teacher may be offered a salaried contract for less time.



	2.3.2
	Variable Hourly-paid Contracts

Variable hourly-paid contracts shall be offered to -

· Teachers who require more flexibility in the hours they teach

· Teachers whose contact traded hours fluctuate during a year 

· New teachers who teach only on a one-to-one basis

· Teachers who teach only a few hours for the Music Service

· Teachers who teach only in Music Centres



	2.4
	Continuity of employment

Continuous employment shall be calculated from the date of commencement of the instrumental teacher’s employment with the Authority as shown in the Statement of Written Particulars except where the teacher has previous continuous service with an organisation covered by the Redundancy Payments Orders (Local Government/Modifications/as amended, which covers local authorities and related bodies).  This shall be included in calculating the teacher’s entitlement to -

· Redundancy payment (based on the length of service in the redundant post)

· Occupational sickness scheme

· Occupational maternity scheme

If the teacher returns to Local Government Service following a break for maternity reasons, he/she will be entitled to have previous service taken into account in respect of the sickness and maternity schemes provided that the break in service does not exceed eight years and that no permanent paid full-time employment has intervened.



	2.5
	Working time



	2.5.1
	A full-time salaried instrumental teacher shall be available for work in schools during term time and in music centres and hubs when teaching and activities are taking place, both in and outside of term time.  The minimum amount of weeks taught in schools and music centres is 33 (165 days).  An additional five days are required for Continuing Professional Development.  Where there is a shortfall of teaching hours in the 33 weeks, any required additional teaching time shall not exceed 1089 contact hours over the year.  Working time for part-time salaried teachers shall be pro rata.

	2.5.2
	An instrumental teacher shall be available to perform such duties at such times and such places as may be specified by the Head of the Music Service for 1265 hours in any year, those hours to be allocated reasonably throughout those days in the year which (s)he is required to be available for work. 




	2.5.3
	Working time shall be agreed between instrumental teacher and line-manager and shall be allocated as follows -



	
	Contact traded hours

Continuing Professional Development

Planning, preparation, assessing (PPA), mentoring

Contingency e.g. additional travel, catch-up, parents’ evenings etc

Total


	1089 per year

    30 per year

    99 per year

    47 per year

1265 per year

	2.5.4
	An instrumental teacher shall be allowed breaks of a reasonable length during the working day in accordance with the Working Time Regulations.



	2.5.5
	An instrumental teacher responsible for an ensemble or group activity shall be required to ensure that practical arrangements are in place for the activity to be undertaken safely.  This includes setting up rehearsals and preparing resources and equipment.  The time, reasonably calculated and taking into account the nature of the activity, should be incorporated within contact traded hours.  Separate arrangements shall be made for setting up and packing away for Wider Opportunities in Music classes at Key Stage 2, taking into account the nature of the activity.



	2.5.6
	An instrumental teacher shall, in addition to the requirements set out in the Job Description,  work such reasonable additional hours as may be needed to enable him/her to discharge effectively his/her professional duties as described in the Job Description in Annex 1. The amount of time required for this purpose beyond the 1265 hours referred to in paragraph 2.5.3, and the times outside 1265 specified hours at which duties shall be performed, shall not be defined by the Music Service.  Additional hours for an instrumental teacher must be reasonable and take into account a satisfactory work/life balance.



	2.5.7
	Teaching timetables shall be agreed by the instrumental teacher’s line-manager and contact time shall be calculated according to the table in paragraph 2.5.3.  Teaching may take place during an extended school day, which may include work during pupils' lunch hours or after school.  In most cases 33 weekly lessons shall be delivered.  However some schools require 36 weeks delivery.  An instrumental teacher may also contribute to music centre, area and county-wide activities at other times.  These may include evening and Saturday morning work at a music centre, or at specified times in school holidays for extension activities e.g. summer schools and courses.  Therefore the number of working days may not correspond with school terms.  



	2.5.8
	Contact hours (see paragraph 2.5.3) shall usually consist of teaching time that is charged either to parents or schools.  It may also include project work purchased from the Music Service by other organisations.  Occasionally the Music Service may also wish to use some of this time for non-teaching work e.g. moderating, in which case the identified amount of time shall be deducted from the contact hours (1089).



	2.5.9
	The work time of a salaried part-time instrumental teacher shall be calculated on a pro-rata basis and, where possible, in units of half days (0.1 EWT).  



	2.5.10
	An hourly paid instrumental teacher shall use 15% of working time for related duties outside contact teaching time in order to fulfil his/her teaching duties.  This is allowed for in the hourly rate of pay, because the hourly rate is calculated by dividing the appropriate annual salary of a full-time teacher by 1080 (contact hours), rather than 1265 (working hours).



	2.5.11
	Salaried teachers working in music centres



	
	If appropriate, the Music Service shall include music centre work as part of a salaried contract instrumental teacher’s working time.  The following table indicates the number of required hours in music centres to balance the number of hours in schools in order to total 1089 (see paragraph 2.5.3)

 


	
	Hours in schools per week
	Hours in schools per year
	Hours in centre needed per week
	Hours in centre needed per year

	
	29
	957
	4
	132

	
	28
	924
	5
	165

	
	27
	891
	6
	198

	
	26
	857
	7
	231

	
	25
	825
	8
	264

	
	24
	792
	9
	297

	
	23
	759
	10
	330

	
	22
	726
	11
	363

	
	21
	693
	12
	396

	
	20
	660
	13
	429

	
	This table may also be used to calculate additional hours for other agreed activities.



	2.6
	Planning, Preparation and Assessing Time



	2.6.1
	PPA time shall be used for lesson planning, preparation and assessment activities and can be carried out alone or collaboratively.  For a full-time salaried contract teacher the amount of time allocated for PPA is 99 hours per year (3 hours a week).  PPA time and contingency hours (47 hours) constitute 13% of working time.  Part-time arrangements are pro rata.



	2.6.2
	PPA time may be taken within the normal timetabled day for each instrumental teacher.  Where teaching occurs outside of schools' timetabled teaching days, such as during assemblies or after school, the Music Service shall agree with the individual teacher a 'timetabled teaching day' that equates to the individual's teaching timetable.



	2.6.3
	Teachers who are regularly timetabled for evening and weekend work may take their PPA at these times, as long as it fits within their 1265 directed annual hours.



	2.6.4
	The Music Service shall agree with the instrumental teacher and, where necessary, liaise with schools to decide on the most appropriate location for PPA to take place.  This may be on school or music service premises, at home, or at some other appropriate location.  Health and Safety guidelines will be taken into account, especially where PPA is undertaken offsite.



	2.6.5
	Travel time shall not be included in PPA time.



	2.6.6
	PPA activities may include:

· Planning lessons and preparing lesson materials, including selection of repertoire

· Marking and other forms of formative pupil assessment

· Providing summative assessment of pupils

· Developing projects for pupils and collaborative planning e.g. team planning of units of work

· Developing music curriculum materials including musical arrangements for ensembles, warm-ups and starters, improvisation and compositional assignments

· Developing learning materials for individual pupils

· Writing weekly/monthly/termly reports as required

· Moderating pupils' work e.g. in Music Medals

· Undertaking essential practice to demonstrate music (skills, techniques, interpretation) in lessons



	2.7
	Time Allowances



	2.7.1
	Travel Time Allowance

Time spent travelling to or from the place of work (i.e. base, or first school visited) shall not count against the 1265 working hours.  Additional travel time between schools may be included as working time when the instrumental teacher has to travel to more than two schools in any one day, depending on the travel time between the schools.  The amount of time shall be agreed by the line manager and reviewed regularly.  



	2.7.2
	Responsibility Time Allowance

Some responsibility posts include an allowance of time determined by the music service, which shall be calculated as a percentage of working time.  Time allowances shall be reviewed on an annual basis, according to the needs of the service and the availability of sufficient funds.  Responsibility time allowances on 1st April 2007 shall be -



	
	Music Centre Leader
	between 0.2 and 0.4 Equivalent Whole Time (EWT) depending on the size of the centre



	
	Instrumental Leader

Wider Opportunities Leader

Specialist leader


	0.2 EWT

	
	Specialist strand leader e.g. orchestral percussion


	0.1 EWT

	
	Saturday Music School Leader
	Between 0.1 and 0.2 depending on the size of the school


	2.8
	Notice Period

Either the instrumental teacher or the Music Service may end the contractual period by 

providing notice in writing to the other party no later than the final working day of any half term, to take effect at the end of the following half term.



	2.9
	Absence on account of illness or injury



	2.9.1
	Provided an instrumental teacher complies with the notification requirements, (s)he shall be entitled during absence on account of illness, injury or other disability to occupational sick pay.  The allowance and notification procedures are available on Borchester Connect or from the Human Resources team.  



	2.9.2
	An instrumental teacher may not ask someone to stand in, in the event of absence from teaching duties, but should contact his/her line manager to make any appropriate alternative arrangements.



	2.10
	Maternity, paternity and adoption leave of absence

An instrumental teacher working for Borsetshire Music Service is entitled to maternity, paternity and adoption leave.  Details are available on Borchester Connect or from the Human Resources team.  

.



	2.11
	Pension Scheme



	2.11.1
	Borsetshire Music Service is an accepted school for the purposes of the Teachers’ Pension Scheme (i.e. the Department for Education and Skills pension scheme for teachers) administered by Teachers’ Pensions and governed by the Teachers’ Superannuation (Consolidation) Regulations 1997 as amended. 



	2.11.2
	Instrumental teachers (full and part-time) are automatically included in the scheme and contributions will be made by Borsetshire County Council on the teacher’s behalf. An instrumental teacher may elect to opt out of the scheme when accepting these Conditions of Service. Such elections should be made by completing the opt-out Form 261 and returning this to the Music Service Business Manager.



	2.12
	Criminal Record Bureau Clearance

Any offer of employment is subject to satisfactory clearance from the Criminal Records Bureau through Hertfordshire County Council.  No member of the Music Service shall be permitted to work with children until clearance has been received.



	2.13
	Holidays 



	
	An instrumental teacher shall be entitled to holidays taking into account the requirement to teach at least 33 weeks in schools and fulfil the duties as outlined in the Job Description. Where possible holidays should be taken during the school vacations, unless time is taken in lieu of holiday work for the Music Service e.g. teaching in summer schools.  Instrumental teachers are not normally expected to work on public holidays.  Holiday arrangements shall be agreed by the instrumental teacher’s line manager. 

	2.14
	Other Absences



	
	An instrumental teacher shall not be permitted to curtail the delivery of 33 weeks tuition in schools or centres in order to fulfil other professional engagements e.g. concerts. In exceptional circumstances the instrumental teacher should consult his/her line manager.



	2.15


	Places of Work

	2.15.1
	An instrumental teacher shall be allocated a base which is appropriately located for the majority of his/her work.  Where possible this shall be a music centre/ hub, or exceptionally a school that uses the Music Service.  The teacher shall be required to carry out his/her duties in schools, music centres and other locations as the line-manager may reasonably require.  



	2.15.2
	Instrumental teaching will normally take place on Borsetshire County Council property, unless specific arrangements have been agreed by the Music Service.



	2.15.3
	In the interests of security the instrumental teacher shall be required to wear a Borsetshire County Council identification badge at all times on duty.  



	2.15.4
	An instrumental teacher shall be expected to take part in and promote the activities and work of the local music centre/hub where he/she is based.



	2.16
	Code of Conduct



	2.16.1
	An instrumental teacher shall conform to the Borsetshire County Council’s Code of Conduct.



	2.16.2
	An instrumental teacher shall ensure that his/her dress is appropriate to the teaching venue and in accordance with the wishes of the school or music centre.



	2.17
	Disciplinary, grievance and capability procedures and rules

An instrumental teacher working for Borsetshire Music Service is subject to the disciplinary, grievance and capability procedures and rules of Borsetshire County Council, which are available on Borchester Connect or from the Human Resources team.  



	2.18
	Duty of Fidelity



	2.18.1
	An instrumental teachers shall acknowledge that he/she owes Borsetshire Music Service at all times during his/her employment duties of trust and confidence and fidelity, and shall act in the Music Service’s best interests.



	2.18.2
	During the period of contractual work with Borsetshire Music Service, and for the whole of the school term next following the end of the contract, an instrumental teacher shall agree not to undertake instrumental/vocal teaching, other than through the Borsetshire Music Service, in any school in which the teacher is working or has been previously employed to teach by the Borsetshire Music Service.  In addition, on the ending of the contract, and for the whole of the school term following its ending, the teacher shall not offer private instrumental/vocal tuition to pupils that have been taught at a school or centre in which the teacher was employed by Borsetshire Music Service without prior consent from Borsetshire Music Service. 



	2.18.3
	Teachers shall be required to declare any ongoing music teaching commitments in schools in the authority that are not governed by the contract with Borsetshire Music Service.  Teachers shall be able to honour any standing commitments, but shall be obligated to seek prior written permission of the Head of Music Service for all subsequent teaching commitments in schools in the Local Authority.  Any subsequent unauthorised teaching may be subject to disciplinary action.



	2.18.4
	Instrumental teachers shall agree to use their utmost endeavours to promote the interests and reputation of Borsetshire Music Service and the schools in which they teach.



	2.19 
	Other Conditions of Service

All other conditions of service shall be in accordance with Borsetshire County Council’s procedures and policies.  Examples of these include arrangements for compassionate leave and redundancy.


9.4 A note on Trusts and Trust status

Several music services have operated as Independent Trusts for a number of years, two of which feature in case studies in 5.6.  There are many pros and cons of being a Trust and it would be true to say that there are no simple solutions.  Much depends on local circumstances - the political context, the relationship with the local authority(ies), potential sources of income and the needs/aspirations of schools, families and the community.  A general mistake is to use the mechanism of Trust status to save money; it isn’t – at least it shouldn’t be.  The over-arching reasons for considering becoming a Trust are a) to strengthen and preserve the musical offer for the learners and b) to ensure the stability of the service so it can develop securely and strategically.
Becoming a Trust would most likely entail the establishment of a company limited by guarantee and registered with the Charity Commission.  It would operate under Company Law and be independent of the Local Authority. 
Possible advantages are that the local authority has no management controlling interest as such, though it would have a great deal of interest.  By being free from this control, the service would work at arm’s length from the LA and would be able to have more control over the way it generates income from activities and partnerships.  A tangible advantage is that it is not subject to its teachers being employed on School Teachers’ Pay and Conditions of Service, but is free to develop its own arrangements, as it has in the Newham Music Trust.  A Trust is open to commercial sponsorship and able to develop its business the way it wants to.  For example, the service would be able to carry forward a surplus from one year to another, which is not the case in many LA services.    A Trust is able to offer all of its activities direct to schools/centres, which would be advantageous if the LA declined.
The disadvantages are the Trust Director/Chief Executive and Board of Trustees are responsible for the company separately from the LA and would have to take charge of all arrangements for its staff, including  HR, pay, on-costs, recruitment and disciplinary issues.  Its capacity to undertake this effectively is crucial.  A Trust is unlikely to have a cushion in difficult financial times; cash-flow can be a problem.  It is also important to establish a new identity and relationship with schools, communities and families.  Being part of a LA school effectiveness team enables a service to have more direct contact with the schools through such devices as the Schools’ Forum, but a Trust can sometimes struggle to gain direct access.   There have been examples where the LA has distanced itself from the Trust, treating as if it was simply another commercial organisation; in this way its bona fide status can be eroded.  Of course, schools and centres would be free to choose from a range of independent providers, of which the Trust would be one.
Is this then an option for your service?

a) This option would  usually be considered when the Local Authority withdraws all grant funding from the music service and where the service can only survive on its own capacity for income generation.  If not, it  could be more appropriately considered as a future, longer term option, because of the considerable lead-in time required to set up a Trust.

b) A medium/long term strategy would be needed to establish a Trust, since a Board of Trustees with specific skills and responsibilities needs to be found to take over finance, administration, staffing and all other management functions. 

c) There could be a Funding Agreement with the LA or a Contract for Services (SLA), though the LA could put the services out to tender and invite open competition from a range of providers. 

d) The impact on schools/centres would need careful consideration because of the change of philosophy as well as operations.  The Trust would operate independently from the LA, from its own premises and with its own management and administrative teams. 

e) Schools/centres would be free to buy in from any provider – including or excluding the Trust. 

f) The Trust could be awarded grant funding from the LA and be seen to be the ‘preferred provider’.  However, the rest of the income would be raised from schools/centres, communities and families, who would be free to choose from a competitive market. 

g) The contracts for work would be directly with schools and families. 
9.5   Consideration of local federations and networks

Music services are increasingly exploring ways of working more collaboratively with each other.  In many ways this builds on the strong regional networking within the FMS.  In recent discussions, colleagues have responded to the increasing financial pressures by looking at ways of reducing costs in areas where potentially similar processes or provision are required.  Some heads of services have undertaken some preliminary discussions where they have identified some of the areas where collaboration might be possible.  In the following section the viability of possible areas of collaboration is discussed.  An indication is given as to the potential steps that might be required in developing a shared approach and any potential barriers are identified.  Grades from 1 – 5, (1 being the hardest and 5 the easiest) have been used to suggest how viable each option would be, but these have only been used to reflect initial discussions and are not related to criteria.  The aspects are in no particular order.
Equipment and Instruments
All music services have stocks of equipment and instruments for use in tuition, school activities, courses and workshops and county/area ensembles.  Collectively the stock of instruments is substantial, and has increased over the last three years due to the national instrument fund which ceases next April.  Services may in some cases have access to equipment in other services, but which are not being used in their own area.  This may be of help in supporting usage rather than further purchasing, particularly once the capital funding has ended.

An inter-service loan scheme could be set up for loan of equipment.  A web structure could allow independent, secure tracking of equipment and could be adapted to provide for inter-service loan (and if desired chargeable loans to other bodies).

Additionally all services maintain their stock, often prolonging the life of instruments well beyond the normal expected length of use.  Some services employ technicians and others contract maintenance out to external companies.  There may be the potential for a shared maintenance structure supporting some or all services in the region from one or more bases.

Maintenance and technical 
3

Inter service loan

4

Music Libraries

A number of music services have sheet music libraries that are of a considerable size.  These are mainly used by ensembles in area or LA structures and by partner schools in some cases, with occasional external usage.  Stock covers a range of titles and different levels of experience and difficulty for ensembles, ranging from beginners to professional orchestral or choral level.

It may be feasible to provide an inter-service loan system but also to provide a chargeable loan and joint management of stock to maximise usage and return on investment.  Online systems are being developed at the moment in some services to enable this to occur in their own service, but could be extended easily to support others.

In a more substantial collaboration it would be feasible to have a single facility with a librarian to operate it, managing purchase, replacement parts, checking and sending out sets.

Loan system

4

Recruitment and HR
All Music services spend considerable time recruiting, vetting and interviewing candidates for positions; in some cases the same candidate might attend for interview in 2-3 services depending on their location.

Additionally services may from time to time have some staff who are ‘underused’ in terms of their contracted time – this is of course a cost to each service if that time is ‘protected’ in terms of salary.

It could be possible for a regional circular on vacancies and under-capacity to be published on a monthly basis to all services to enable them to offer to each other capacity from their own provision.

A further collaboration, with the agreement of recruitment teams, could be to co-recruit together, to agreed standards and processes, enabling candidates to be interviewed for work in one or more areas, thus saving time and costs.

Vacancy circular
5

Co-recruitment

3

Cross-border CPD
Services in most authorities provide up to 5 days of CPD training for staff in multiple venues.  It is possible to coordinate CPD planning to maximise best use of visiting speakers (reducing costs) and also to provide access to relevant training to service staff from other authorities where location or interest make it useful.  In some cases there would be opportunities also for joint training days involving more than one service.

It should also be feasible to develop some accreditation processes of training to enable recognition of training undertaken for colleagues.  The FMS would be able to facilitate this.
Joined-up CPD

5

Accreditation structure
4

Payroll, Finance, Purchasing & Invoicing Systems
Collaboration in these areas is not straightforward, since almost every service has a different combination of payroll, finance and invoicing systems.  It is not anticipated that any immediate developments are viable, although some corporate divisions in local authorities are looking to shared services in some of these areas.

However, music services could come together in order to generate substantial purchasing power, particularly at the current time with the instrument fund.  There are potential savings that might be made with joint planning with tour companies and other major purchases.  Services could explore how this might be managed.

Payroll


1

Finance


1

Invoicing

1

Purchasing

3

Friends Associations with Trust Status
Some services have a number of parent organisations that traditionally provide localised support to bands and ensembles.  In at least one case, a service is considering the option of organising its ‘out-of-school’ activities within a Charitable Trust.   This might enable them to apply for funding that would not be possible within LAs.  Some income may be generated through Gift Aid.

Such a Trust with specific financial streams for localised centre support could enable more strategic financial bids to be made; there might be potential for cross-service collaboration on larger scale bids, or even national opportunities.

Central Fundraising project
4

Data Management

Most services have a range of data collection systems; some are linked to national software (ONE, Ensemble) and others are more proprietary.  At this stage a single system is not envisaged; however where similar structures are used there would be potential for administrative management to be shared.  Additionally some services are developing web based data tracking systems that could enable more flexibility in manipulating information amongst staff and could also be shared across services.

Similar data system sharing
3

Web Services/Management

It may well be feasible for neighbouring services to have a single staff room – with access to shared resources, information, CPD dates and other potential links.  Additionally there could be the potential for linked information sites for different services; sharing web development would reduce overall costs and provide access to resources for social networking and sound/visuals.

As outlined above, links to equipment and resources management, progression and assessment and orders of services could be quickly developed on the back of existing planned web activity.

External web development
4

Contact & Communications

Many services have similarities in their administration systems – much of the operation is the manipulation of data for preparation of financial charges, tracking of provision and statistical information, and separately for the management of extra-curricular activities.  There are too many differences currently between delivery structures across the whole region to see useful collaboration in structures; however, as with data management, there is the potential for those with similar service structure to explore collaboration in development.

Joint contact centre management 
3

Management Structures

Management processes within services are dependent on the size of services, conditions of employment, LA requirements for performance management and complexity of operation.  Across different services though managers are carrying out similar operations and some potential rationalisation might be feasible if exploring a more joined-up structure in the future.  At the present time it is unlikely that services would be able to come together to share management structures.  However it may be possible to explore further some areas, such as sharing expertise, mentoring and quality assurance.  Indeed, some of these aspecs are already in progress within the self-evaluation moderation programme.
Joined up management
2

Marketing & Promotion

Some services have established marketing and promotion staff, but others are less concerned.  However the use of experienced marketers across the region, together with other developments outlined above might enable better coverage and presentation of key messages.  For example a regional contact structure for enquiries could be linked to a radio promotion or advert more cost effectively than a local provision.  The Think Again programme has been particularly useful in this respect and further details are available from the FMS office.
Marketing Strategy

3

Delivered Services

The manner, price and structure of delivered services vary considerably – some are school charged only, others directly charged to parents.  Some services provide music therapy others do not for example.  Therefore, as with data and contact management, where there are similarities in provision it may be feasible for a potentially joined up approach for service delivery.  In other cases it may be possible for one service to provide an activity for a neighbouring one in order to reduce costs, and vice versa. For example there may be some potential benefit in sharing some regional extra-curricular provision.   Shared delivery of services may be accelerated through enforced radical change.  It is therefore expedient of services to consider how they can support each other in this way – to enhance the opportunities for the pupils and create more viability through economies of scale.
9.6:  Specimen PESTLE analysis
	PESTLE Analysis on ____________________(Music Service name) SWOT 

SWOT Context        ____________________ SWOT
Date of Analysis     ____________ view 

	PESTLE Analysis factors 
	Your notes 
	Potential Impact:
	Implication and importance 

	The list below identifies some factors that may affect music services, but is by no means exhaustive.
	About your organisation. 

How might the factors listed on the left impact your business or part of the organisation?
	H - High

M - Medium

L - Low

U - Undetermined
	Time Frame:

0 - 6 months

6 - 12 months

12 - 24 months

24 + months
	Type:

Positive + 

Negative - 

Unknown
	Impact:

Increasing > 

Unchanged = 

Decreasing < 

Unknown
	Relative Importance:

Critical

Important

Un-important

Unknown

	· Political - SWOT

· Government policies
· Government Aspirations for music 

· Music education lobbying/pressure groups 

· Local Authority political issues  

· Internal issues 

· Governmental leadership 

· Government structures 

· Shareholder/ stakeholder needs/ demands 

· ___________________  

· ___________________ 

· ___________________ 

· ___________________ 

· ___________________ 
	 
	 

 

 

 

 

 

 

 

 

 

 

 
	 
	 
	 
	 

	· Economic - SWOT

· Economic trend in country situation 

· Economic trend in LA
· Funding cuts for all departments including education

· Local Authority contribution to funding

· Music Grant cuts

· Tax and VAT issues for music services
· Market and cycles e.g. in instrumental tuition 

· Customer/end-user drivers  e.g. parents, schools
· Employment costs; pay and conditions of service
· Charges for tuition
· Inflation 

· Productivity of teachers/tutors 

· Internal finance 

· Internal cash flow 

· ___________________  

· ___________________ 

· ___________________ 

· ___________________ 

· ___________________ 
	 
	 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
	 
	 
	 
	 

	· Social - SWOT

· Attitudes and opinions of schools, parents, communities, Children’s services 

· Media views 

· Law changes affecting social factors 

· Brand, company, technology image 

· Purchasing patterns from consumers 

· Major events and influences 

· Earning capacity 

· Staff attitudes 

· Management style 

· organisational culture 

· Changes to education system 

· ___________________  

· ___________________ 

· ___________________ 

· ___________________ 

· ___________________ 
	 
	 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
	 
	 
	 
	 

	· Technological - SWOT

· IT systems for administration
· Replacement technology/solutions 

· Maturity of technology 

· Information technology 

· Internet 

· E-learning 

· ___________________  

· ___________________ 

· ___________________ 

· ___________________ 

· ___________________ 


	 
	 

 

 

 

 

 

 

 
	 
	 
	
	 

	· Additional split of information if doing a PESTLE analysis rather than a PEST analysis:

	· Legal - SWOT

· Current legislation on instrumental teaching (charging)
· Pay and Conditions (DfE)

· Future legislation

· European/international legislation 

· Regulatory bodies and processes 

· Employment law 

· competitive regulations 

· ___________________  

· ___________________ 

· ___________________ 

· ___________________ 

· ___________________ 
	 
	 

 

 

 

 

 

 

 

 

 
	 
	 
	 
	 

	· Environmental - SWOT 

· Environmental issues 

· Environmental regulations e.g. health and safety 

· Customer values 

· Market values 

· Stakeholder/ investor values 

· Staff attitudes 

· Management style 

· organizational culture 

· Staff morale 

· Staff engagement 

· EU based factors 

· ___________________  

· ___________________ 

· ___________________ 

· ___________________ 
	· 
	
	· 
	· 
	· 
	· 


9.7:  Specimen budget
The task force has developed a simple model for you to study and complete. 
It is designed to capture headline financial and non-financial data and links these to outcomes. 
The purpose is to help each music service to understand its economic model and assess how it would be impacted if funding was changed. The key is to know your bottom line - the point when essential services are threatened. 
The model is a simple one and should be easy to complete. 
If you would like any advice, please contact john.witchell@federationmusic.org.uk
	Music Services Financial Review (£)
	Actual
	Budget
	Projection
	Actual v Budget

	
	
	
	
	

	Income
	 
	 
	 
	 

	Music Standards Fund
	£ 1,500,000
	£ 1,510,000
	£ 1,500,000
	0.7%

	Schools
	£ 750,000
	£ 760,000
	£ 800,000
	1.3%

	Parents
	£ 250,000
	£ 260,000
	£ 240,000
	4.0%

	Fundraising
	£ 50,000
	£ 60,000
	£ 55,000
	20.0%

	Other
	£ 2,000
	£ 12,000
	£ 2,000
	500.0%

	Income from lessons
	£ 560
	£ 3,240
	£ 1,410
	478.6%

	Price Per Music Lesson
	£ 5
	£ 20
	£ 5
	300.0%

	Total
	£ 2,552,560
	£ 2,605,240
	£ 2,598,410
	2.1%

	
	
	
	
	

	
	
	
	
	

	Variable Costs (Directly affected by services)
	 
	 
	 
	 

	Music teachers (variable contracts and/or self-employed)
	£ 158,100
	£ 237,150
	£ 426,870
	50.0%

	Ensemble director
	£ 10,455
	£ 10,455
	£ 10,455
	0.0%

	Admin 
	£ 1,071
	£ 714
	£ 1,071
	(33.3%)

	Other
	 
	 
	 
	

	Total
	£ 169,626
	£ 248,319
	£ 438,396
	46.4%

	
	
	
	
	 

	Gross Profit
	£ 2,382,934
	£ 2,356,921
	£ 2,160,014
	(1.1%)

	Gross Margin
	6.6%
	9.5%
	16.9%
	 

	
	
	
	
	

	Units, Cost & Price
	NB: Model assumes a maximum total of 292 hrs/week

	Hours music lessons per week (variable contracts/self-employed)
	100 Hours 
	150 Hours 
	270 Hours 
	50.0%

	Average teachers salary per hour (variable contracts/self-employed)
	£ 31
	£ 31
	£ 31
	0.0%

	Hours spent ensembles per week (if applicable)
	5 Hours 
	5 Hours 
	5 Hours 
	0.0%

	Director salary per hour
	£ 41
	£ 41
	£ 41
	0.0%

	Other Hours 
	7 Hours 
	7 Hours 
	7 Hours 
	0.0%

	Costs per hour
	£ 3
	£ 2
	£ 3
	(33.3%)

	
	
	
	
	 

	Total Hours
	112 Hours 
	162 Hours 
	282 Hours 
	44.6%

	
	
	
	
	

	Fixed Costs
	 
	 
	 
	 

	Teacher Salary (Fixed Contracts)
	£ 500,000
	£ 450,000
	£ 475,000
	(10.0%)

	Management & Other Salary
	£ 200,000
	£ 200,000
	£ 200,000
	0.0%

	Instrument maintenance
	£ 11,000
	£ 11,000
	£ 11,000
	0.0%

	Room rental
	£ 6,000
	£ 6,000
	£ 6,000
	0.0%

	Sundries (Back office excl. salaries)
	£ 4,000
	£ 4,000
	£ 4,000
	0.0%

	Transport
	£ 1,000
	£ 1,000
	£ 1,000
	0.0%

	Depreciation
	£ 25,000
	£ 25,000
	£ 25,000
	0.0%

	Other
	£ 100,000
	£ 100,000
	£ 100,000
	0.0%

	Total (excluding capital expenditure (Capex))
	£ 847,000
	£ 797,000
	£ 822,000
	(5.9%)

	
	 
	 
	 
	 

	Capital Costs Total
	£ 1,110,000
	£ 230,000
	£ 1,110,000
	(79.3%)

	Buildings
	£ 1,000,000
	£ 120,000
	£ 1,000,000
	(88.0%)

	Transport (Vans)
	£ 60,000
	£ 60,000
	£ 60,000
	0.0%

	Instruments
	£ 50,000
	£ 50,000
	£ 50,000
	0.0%

	
	 
	 
	 
	

	Total Costs (Fixed + Capex)
	£ 1,957,000
	£ 1,027,000
	£ 1,932,000
	(47.5%)

	
	
	
	
	

	Total Costs (Fixed + Capex +Variable)
	£ 2,126,626
	£ 1,275,319
	£ 2,370,396
	(40.0%)

	
	
	
	
	

	Net Profit
	£ 425,934
	£ 1,329,921
	£ 228,014
	212.2%

	Net Margin
	16.69%
	51.05%
	8.78%
	 

	
	
	
	
	

	Cash Reconciliation
	 
	 
	 
	 

	
	
	
	
	

	Total income
	£ 2,552,560
	£ 2,605,240
	£ 2,598,410
	2.1%

	Total revenue expenditure
	-1,016,626
	-1,045,319
	-1,260,396
	2.8%

	Depreciation
	£ 25,000
	£ 25,000
	£ 25,000
	0.0%

	Capital expenditure
	(1,110,000)
	(230,000)
	(1,110,000)
	(79.3%)

	
	 
	 
	 
	

	Total cash bf
	£ 450,934
	£ 1,354,921
	£ 253,014
	200.5%


	 
	Actual
	Budget
	Projection
	Actual v Budget

	
	
	
	
	

	Key Performance Metrics
	 
	 
	 
	 

	Income per hour
	£ 22,791
	£ 16,082
	£ 9,214
	(29.4%)

	Variable Costs per hour
	£ 1,515
	£ 1,533
	£ 1,555
	1.2%

	Total Costs Per Hour
	£ 18,988
	£ 7,872
	£ 8,406
	(58.5%)

	
	
	
	
	 

	Gross Profit
	£ 2,382,934
	£ 2,356,921
	£ 2,160,014
	(1.1%)

	Gross Margin
	6.65%
	9.53%
	16.87%
	 

	
	
	
	
	 

	Net Profit
	£ 425,934
	£ 1,329,921
	£ 228,014
	212.2%

	Net Profit Margin
	16.7%
	51.0%
	8.8%
	 

	
	
	
	
	

	Full-time staff efficiency:
	
	
	
	

	Contracted weekly hours
	37 Hours
	37 Hours
	37 Hours
	0.0%

	Average annual salary
	£ 30,000
	£ 30,000
	£ 30,000
	0.0%

	Standard rate per hour
	£ 15.90
	£ 15.90
	£ 15.90
	0.0%

	Average total hours teaching
	20 Hours
	30 Hours
	25 Hours
	50.0%

	Costs of unused time per week
	£ 270
	£ 111
	£ 191
	(58.8%)

	Teacher utilisation
	54.05%
	81.08%
	67.57%
	

	
	
	
	
	

	Variable Factors - Change Projection Data on the Chart
	 
	 

	Projection
	
	
	
	

	Variable Factors
	(%)
	Total (£)
	
	

	Fixed Costs Increase/Decrease (%)
	10.00%
	£ 2,125,200
	
	

	Variable Costs Increase/Decrease (%)
	0.00%
	£ 438,396
	
	

	Income Costs Increase/Decrease (%)
	0.00%
	£ 2,598,410
	
	

	Net Profit
	
	£ 34,814
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9.8:  Calculating and using your unit cost

To support benchmarking we should use a common approach to working out the unit costs of teaching.

Calculate the following:

W
Total costs of teaching Workforce (including on-costs; superannuation, NI, travel etc)
M
Management costs

B
Back office costs (business support staff, IT systems etc)

O
Other significant costs (e.g. recharges for premises, HR etc)

H
Number of hours of income generating contact time for all teaching staff

Total costs for teaching = W + M + B + O (or in another order WOMB
!)

Unit cost = WOMB divided by H

Notes:

1. Costs should only be included which relate to teaching.  If a service has other business areas, such as curriculum support, a separate unit cost can be worked out for that business area.  For example, if a member of staff spends some time supporting the curriculum in schools and some time supporting instrumental teaching, their costs and relative proportions of their overheads for M, B and O should be apportioned between the two business areas.

2. A service which operates a system whereby teachers are engaged directly by schools should consider including the costs of those teachers to the schools in W and their contact hours in H.

3. It will not be possible to be consistent across services in apportioning costs between W, M, B and O.  For example, a member of teaching staff who has some time for management could be included in W, a manager who does some teaching could be included in M, or both members of staff could have relative proportions of their costs apportioned in W and M.  HR processes could be part of B where carried out by a business support member of staff or part of O if carried out by a central LA team and included as a recharge.

4. To see how the subsidy from central and local grants is used, the unit cost can be compared to the service’s hourly charge for different types of teaching (e.g. for Wider Opportunities, other teaching charged to schools, group or individual tuition charged per pupil, charges for pupils on free school meals).

5. Other calculations may prove useful in financial planning.  For example, T divided by H gives an estimate of the effect on costs of a small change in turnover (increasing or decreasing hours for a sessional member of staff) and can be compared to the change in income that change in turnover will cause.

6. Identifying the different contributions to turnover from T, M, B and O will enable a service to decide how the business model may need to be adjusted or even changed completely as circumstances change.

7. Benchmarking Health Warning: when comparing your service with others there may be good reasons why the unit charge is different.  For example, you may have a particularly large LA central recharge which is covered by a LA grant.  This may result in a relatively large unit cost which does not relate to the efficiency and value for money of the service.  For some services that contract their staff for 39 weeks, but base their contact time on less, the remaining weeks could generate different levels of income, thus producing another variable that needs to be taken into consideration.

Example

Borsetshire Music Trust has an annual turnover of £480,500 including income and Music Standards Fund, employs 10 full-time instrumental teachers and pays them on average £33,000 each per annum.  But with on-costs of 20% the total is £39,600 each.  Therefore:

W

396,000

M

  31,500

B

  18,000

O

  35,000 

WOMB

480,500

The teachers deliver 1080 traded hours each.  Therefore:

H

  10,800

WOMB divided by H = 44.49

The unit cost is therefore £44.50

The service is able to compare its unit cost with the East End and Coronation music services at £39.30 and £51.20 respectively.  It concludes that its unit cost is reasonably in the middle, but that there is scope to reduce the cost by either increasing the number of hours taught, or reducing any or all elements of WOMB.

In planning the following year’s budget the service identifies a shortfall of income:

· Service charges £33 per hour for all its teaching, a shortfall of £11.50 per hour.
· Total projected income, £356,400, a shortfall of £124,100
· Service will receive grants totalling £80,000
· Net shortfall of £44,100
To cover the projected shortfall the service:

· Reduces management costs by £4,500
· Increases the charge by £4 per hour to £37 (bringing in a projected increase of £43,200)

· Net surplus of £3,600
   9.9 What is the return on the investment?

	Funding Stream
	Contribution Covers
	Return on Investment

(measured through FMS QA process)

	DfE / DCMS and 
Local Authority
	· Leadership and management, including partnership development with other providers and music service ICT to be able to provide QA measures

· Contribution to Wider Opportunities
· based on pupil population

· Subsidy for low income families and for individual tuition and ensembles for gifted and talented

· based on social deprivation

· Accommodation

· including general ICT systems

· Back Office Support

· HR, Finance etc

· Development and QA in music and arts participation for young people, in and out of school.  Depending on size of LA grant:

· could be music only or all arts

· could be school age or 0 – 19

· could include adult provision


	· Numbers and profile of pupils learning

· Progress of pupils

· Personal development of pupils (impact assessment)

· LAMP (possible development of wider area music / arts education plan)

· Contribution to LA children’s services and cultural priorities and measures

	Schools
	Schools may contribute some or all of the costs of:

· Wider Opportunities

· Other whole class tuition

· Other instrumental tuition

· Singing support

· Curriculum support


	· Contribution to school improvement measures, qualitative and quantitative

· Contribution to cultural life of school

	Parents / Carers
	With help for low income families, parents / carers could contribute to

· Instrumental / vocal tuition

· Ensembles

· Performance opportunities


	· Pupil enjoyment and development

· Family enjoyment and development



	Community
	Partnerships with cultural organisations, grants from charities and sponsorship from businesses could contribute to:

· Music and arts projects (including performance / exhibition opportunities) in and out of school


	· Enhanced music and arts opportunities for children and young people




Notes

1 FMS is considering a model for the funding of music services through an enhanced national body for music education.

2 The initial position would be that central funding would go to current music services, but services should consider how closer working with others, including other local music services, might deliver economies of scale at a time when overall funding is likely to be reduced.

3 The model FMS is considering would not give LAs the option of delegating the money to schools or of using central government funding to pay for LA central recharges to music services.  With this model a local music service could receive money directly from the central commissioner and have a relationship with the schools it serves without LA control.  Equally a LA which wishes to invest in its music service could receive a substantial return on its investment towards local priorities.

4 Services should use / create a representative body of schools and the LA to decide how a local business model should define the balance of contributions to activity between schools, central government, parents and carers and the LA.
9.10  A note on Cooperatives
John Spedan Lewis, had an ambitious vision of employee co-ownership with the happiness of Partners as the ultimate purpose.  For John Lewis, being a Partnership is about much more than sharing the profits: it defines their approach to what they do.  “With ownership comes responsibility, and the knowledge that success depends entirely on providing the best quality products and services to customers so that they come back again and again. Through a range of Partner committees and democratic debating forums, all members of John Lewis have a real say in how the business is run, and this sense of collective responsibility extends to everyone we deal with, from customers and suppliers to the communities where they work”. 
Swindon Music Cooperative has a similar vision.  “The company is a democratically run organisation and is owned and managed by its teacher-members. Policy and strategy is formulated on behalf of teacher-members by an elected Board of Directors and is professionally administered by the company’s only two employees: the Business Manager and Clerical Assistant.”

Several music cooperatives were formed in the 1990s when several LEA music services were disbanded.  The fact that they still operate today, often against very considerable financial pressures, is a testament to their tenacity and success.  The principle of sharing management and leadership is one of the most positive and forward-looking characteristics of music cooperatives.  But the other significant element is the need to have the ability to recover virtually all the costs in income.  Therefore the maxim ‘mean and lean’ applies in no uncertain way.

As a membership organisation, the teachers are usually engaged as self-employed practitioners on a project or hourly basis.  The organisation is usually owned by the members and not by trustees or shareholders.

The advantages are that the cooperative is independent of the LA and has flexibility in its employments arrangements, as well as in the activities and services that are offered.  It undertakes direct selling and contracts on behalf of its members.  Members can have part-time contracts for education services, while maintaining the flexibility of a free-lance professional career; or they may have a substantial contract with the cooperative.

However there are also some disadvantages.  Local authorities are not necessarily supportive of cooperatives and do not feel under any obligation to share elements of the Music Standards Fund (Music Grant) with them.  As such, the cooperative needs to be able to bid for funds alongside any other independent organisation.  Therefore the organisation needs to be clear about its aims and have a strong sense of business planning – knowing its business and generating income – so that their role is clear to schools, centres and purchasers.  Accreditation and quality control also need to be clearly established.  In some cases it is the LA which monitors the service and endorses the quality of its teachers.  Without this accreditation it is difficult for the cooperative to secure a firm base for its work with schools.

However, there is no doubt that ‘ownership’ principles are extremely positive in a challenging economic climate.  If the fundamental task of balancing costs with income means that some difficult choices have to be made, it is much better if those decisions are taken by all the workforce i.e. the partners.  As we envisage different models for the future, we can be certain that the only music services to succeed fully will be those that win the hearts and minds of the workforce as well as the schools and pupils which they serve.
9.11  Risk Appetite
Any appraisal of new business models must be supported by a careful and thorough assessment of risks – what risks is the service willing to take and what risks are unacceptable.  If the service does not undertake regular risk assessments it needs to introduce appropriate mechanisms as a matter of urgency.  All services should discuss and design their risk management as an integral part of their strategy design and execution – part of their financial planning and their self-evaluation.  Discussions on business risks will include a variety of topics such as liquidity, income and earnings volatility, reputation and brands, new products, customer needs, views of stakeholders and regulators.  The risk appetite should be consistent with the culture of the company and within the capacity of the organisation to manage risks inherent in the service’s business activities.  What should be avoided is purely negative discussion exclusively focused on ‘things that may go wrong’.  Rather it needs to consider what the most profitable risks are - in the range of services offered to schools and families.

Five elements of risks can be considered
:

Risk capacity: the amount and type of risk the organisation is able to support in pursuit of its business objectives.

Risk appetite: the amount and type of risk the organisation is willing to accept in pursuit of its business objectives.

Risk tolerance: the specific maximum risk than an organisation is willing to take regarding each relevant risk.

Risk target: the optimal level of risk than an organisation wants to take in pursuit of a specific business goal.

Risk limit: thresholds to monitor that actual risk exposure does not deviate too much from the risk target and stays within an organisation’s risk tolerance/risk appetite.  Exceeding risk limits will typically act as a trigger for management action.
Further guidance on risks is available on the Ernst & Young website www.ey.com 
9.12   Contact Details of the Task force
	Name
	Telephone
	Email
	Reason for Contact

	Keith Ellerington

(Wales)
	01495 228948

07831 091585
	ellerk@caerphilly.gov.uk
	· Knowledge of services in Wales

	Jim Grisdale

(Lancashire)
	07875 581669
	Jim.Grisdale@lancashire.gov.uk
	· Lots of experience leading a large service

	Philip King (Derbyshire)
	07766 442856
	philip.king@derbyshire.gov.uk
	· Checklist support

· Advice on self-employed teachers

· Key performance indicators

	Steve Halsey

(Newcastle)
	0191 278 2965
	steve.halsey@newcastle.gov.uk
	· Music Service partnerships

	Mary Heyler

(Sheffield)
	0114 250 6860
	mary.heyler@sheffield.gov.uk
	· Experience in managing change 

	Helen Mason

(Newham)
	0208 472 9895
	helen.mason@newham-music.org.uk
	· Advice on setting up Trusts

	John Witchell 
	01234 838114
	john.witchell@federation.org.uk
	· For further information on this guidance
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� The FMS provides this guidance in good faith, but cannot take responsibility for business decisions made by individual services.


� Instrumental tuition includes singing and Wider Opportunities





� It is recognised that many of these music participation activities overlap with projects and music tuition


� These are draft indicators and subject to review


� The hourly rate is calculated by dividing the annual salary by 1080


� 1080 is the standard number of hours used to calculate the hourly rate.  1089 hours shall be required as contact hours from September 2007.  


� A term refers to Borsetshire Local Authority dates published before the start of each academic year.





� The difference between 1265 hours and 1080 hours is 185, which is 15% of 1265


� We are grateful to Margaret Griffiths for sharing some observations with us.  However, these notes are for guidance only and do not constitute legal advice


� We are grateful to colleagues in Cambridgeshire and Hertfordshire for sharing these ideas with us.


� We use the acronym WOMB to be positive and reflect birth; you could simply refer to ‘teaching’ in which case it would be TOMB, but the inference then would be death!


� We are grateful to Graeme Smith for these considerations


� Risk appetite – the strategic balancing act, Ernst & Young (2010)
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