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Senior Management Allowances

  Guidelines for implementing the 

SMA provisions of the 

Secondary Teachers’ Collective 

Agreement 2007-2010 

April 2008


This advice applies to secondary teachers and their employers in all secondary schools.  The advice was prepared in consultation with NZSTA and PPTA’s Senior Position Advisory Committee
Senior Management Allowances (SMAs)

Introduction and background

The new Secondary Teachers’ Collective Agreement 2007 – 2010 provides for additional allowances, each of $1,000, to be made to senior managers in secondary schools.  These allowances were agreed in the 2007 settlement for introduction from July 2008 to help address the loss of internal relativity arising from the introduction of the MMAs in 2004
 and to provide recognition to the particular role of senior managers. 

From July 2008 secondary schools will receive a number of Senior Management Allowances (SMAs) generated by formula in the Secondary Staffing Orders in Council which can be allocated to senior management teachers with designated school-wide management responsibilities and who formally deputise from time to time for one or more of the principal’s responsibilities.   Allocation is subject to an agreed set of criteria.  

After 2008 schools will receive their annual allocation of SMAs for the start of each new school year, along with their MMA and staffing entitlement allocations.

The Senior Management Allowances will be paid fortnightly at the full annual rate of $1,000.   SMAs are not divisible.

The STCA requires that the school distribute the allowances after consultation with its senior management team.  

These guidelines were developed jointly by NZPPTA, the New Zealand School Trustees’ Association.  They are to assist the implementation of this provision, which is described in clause 4.3B of the STCA
.  They are intended to help management through the consultation and allocation process of the school’s SMA entitlement in a manner that is true to the original intent of the 2007 settlement.
It is intended that the guidelines will assist the senior management team and principals in developing ‘best practice’ model(s) based on good faith principles by which to allocate SMAs, as these principles underpin good employment relationships in schools.  

NB 1
Board funded payments (Board Units/ RRR units/ RRR payments) made from the operations grant are not units and are not to be considered for the purpose of determining eligibility for SMAs.  
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PART 1

What are SMAs intended for?

In 2004 PPTA, NZSTA and the Ministry agreed that there was a particularly pressing recruitment and retention pressure on middle managers in secondary schools that required a response that would focus on those teachers in these positions.

The subsequent impact on the internal relativities with senior managers required addressing in the 2007 round and this mechanism has achieved that.

While schools increasingly use a variety of titles for traditional and/or new positions of senior management responsibility, the SMAs are intended for potentially eligible teachers who are predominantly in positions traditionally termed;

· Deputy Principal

· Assistant Principal

It is intended therefore that SMAs are for those who fulfil those traditional roles of Assistant Principals and Deputy Principals even if they do not have the same title, and who are the senior teachers with school-wide leadership, management and/or administrative responsibilities and who formally deputise from time to time for one or more of the Principal’s responsibilities.  
SMAs may be allocated to teachers who have an MMA for a clearly identified designated curriculum management responsibility in addition to their senior management role. However, they may not hold more than two management allowances of any combination.

For example, a Deputy Principal with 5 units who is also the Head of Maths could hold one MMA and an SMA or two SMAs but could not hold an MMA and 2 SMAs.

The majority of SMAs will be permanent because the management duties they provide extra remuneration for are on-going responsibilities.  Balancing this is the situation where there are more senior managers deputising for the principal’s functions than there are SMAs available to the school.  For these reasons no more than 50%
 of the school’s allocation can be offered as fixed term payments.

What are SMAs not intended for?

The SMA allowances are not for:

· Extra-curricular activities, or

· Any role that is not in senior management or

· Any senior management role that does not have school-wide leadership, management and /or administrative responsibilities, or

· A senior manger who does not formally deputise from time to time for one or more of the principal’s responsibilities, or 

· Principals

SMAs are not to be issued on the basis of the level of performance of management duties.  Where there are particular issues around individual performance of management duties then STCA clause 3.3.1 or 3.3.2 will apply. 

The SMA allocation will not depend upon people agreeing to undertake additional work if they already undertake delegated responsibilities of the principal.  

How will they be allocated?

The wording in the STCA for the allocation of the new SMAs is the same as that for the allocation of MMAs, except that the consultation process is only required to include those in senior management positions.  

Many schools will already have a well-developed consultative process and have transparency around the allocation of units.  If this is an effective process they may simply apply that consultation process to the SMAs.

The Collective Agreement requires consultation between school management and the senior management staff prior to allocation of the SMAs.

The contractual requirement for consultation is met if:

· There is sufficient time allowed for senior management staff to provide input into both the process for consultation and the actual allocation policy itself;

· There is a genuine effort to accommodate the views of those being consulted, i.e. it is a reality not a charade.

· Sufficient information (see below) is supplied to the senior managers to enable them to make reasonable representation on the process of distribution.

A full legal definition of consultation is attached as Appendix 2 to assist.

In order to provide the senior management staff with a real opportunity for input into the consultation process the school will need to provide the following information as a minimum:

· The number of SMAs to which the school has an entitlement; and

· The number of potentially eligible positions; and

· Any other school policies that may be relevant to the distribution of the SMAs.

· The school’s unit and MMA allocation policy may be applicable too.

The exact process of consultation may vary from school to school.

Initiating Consultation

There are different ways in which the consultation process may be initiated e.g.:

1. The senior managers, or the PPTA branch in consultation with senior management members, may prepare a written proposal for the allocation guidelines and present this the principal as the basis for further discussion.

2. The Principal or senior management staff may initiate a meeting to discuss how they will progress the development of the proposals for consultation. 

3. The Principal could put out a proposed model(s) of allocation (along with current distribution of units and MMAs) and arrange for feedback meetings.

However the process is initiated there should be an early agreement on the timeframe for the consultation, the process of consultation and the dates of meetings needed during that time. 

The end product

At the end of the process there should be:

1. A rational allocation of SMAs for the middle of the 2008 school year; and 

2. A written record of the allocation mechanism, which can be incorporated into the school’s timetable policy document.  This will provide future guidance and reference for staff and the employer in the reallocation of allowances.  It will also provide a record of the process for external agencies.

The consultation on allocation of allowances is required annually where there is a proposal from the senior management staff, the PPTA branch or the school management to alter the distribution of allowances or the policy behind the distribution.  A written understanding on the criteria for allocation developed in the first consultation will help to streamline the process in future years.

What do we consult on?

Schools are advised not to base the consultation process on which teachers should receive SMAs.  Rather the process should be to determine the criteria on which SMAs would be allocated to positions.

Some questions that might guide the consultation include:

1. What are the school policies on deputation of allocation of the principal’s responsibilities?

2. How are these responsibilities currently distributed?

3. Which responsibilities or combination of should be given priority in recognition?

4. How will frequency of deputation be weighed in allocating SMAs?

5. What proportion of the SMAs need to be fixed term in order to meet changing patterns of management responsibility?

6. Which senior management positions are currently experiencing recruitment and retention pressures?

How many SMAs should the school distribute?

If the school does not distribute all SMAs then some teachers will miss out on additional payment that they would otherwise receive.  

Rather than reserve allowances for unexpected changes in circumstances schools are advised to issue all SMAs and ensure that the term of the fixed term allowances are staggered to allow some flexibility to ensure that there is one that will become available from time to time for reallocation in changed circumstances.

SMAs are not divisible – you cannot split an SMA between two people.  You can give one person a full SMA for part of the year and then reissue it to some one else for the rest of the year.
How many SMAs will a school get?

The number of Senior Management Allowances that a secondary school will be entitled to allocate from July 2008 is determined by the formula:

Roundup(((Management STAFFING ENTITLEMENT FTTE – 1)*0.18)+2).

For example:  A school has a management staffing entitlement of 12 FTTE

2 + (0.18 x (the school's formula-generated management staffing allowance – 1))

2+ (0.18 x (12 – 1))

2 + (0.18 x (11))

2 + (1.98)


3.98 round to the nearest whole number

4 SMAs

It can have up to 50% fixed term

4*0.5

2, (round down to nearest whole number if the number is not a whole 


   number).

Up to 2 SMAs can be used fixed term.

Note:
The allowances cannot be issued to Principals or to teachers on the Primary Teachers Collective Agreement, or to teachers on individual employment agreements based upon the PTCA.  

Senior management teachers on IEAs based on the Secondary Teachers’ Collective Agreement may be eligible for the allocation of SMAs.

Senior managers who hold two middle management allowances cannot also be issued with an SMA even if otherwise they would be eligible for one.
Appendix 1:
Clauses from the 2007-10 STCA on SMAs

4.3B
Senior Management Allowances

4.3B.1
From 2 July 2008 an employer will be entitled, in each school year, to a number of Senior Management Allowances generated by formula in the Staffing Order. The employer, following consultation with its senior management team, shall determine the allocation of these allowances.  Up to half of the allowances may be allocated on a fixed term basis.

4.3B.2
A teacher who holds a position of either Assistant Principal or Deputy Principal shall be eligible to receive a Senior Management Allowance if they formally deputise from time to time for one or more of the Principal’s responsibilities.  (See Note 1) 

4.3B.3
An individual teacher may hold both Middle and Senior Management Allowances if they separately meet the criteria for the allocation of each, except that they may hold no more than a total of two such allowances in any combination.

4.3B.4
Each Senior Management Allowance shall generate an additional annual salary payment at the rate of $1000 per annum.

4.3B.5
Senior Management Allowances are not divisible.

4.3B.6
These allowances do not count in the determination of eligibility for removal expenses under 8.1.1(a) (Appointment on promotion).

4.3B.7
Where a teacher appointed to a position to which Senior Management Allowances are allocated loses that position, or has the position altered in status, because of the application of the surplus staffing provisions of this agreement then the salary protection arrangements of those provisions shall apply provided that where the allocation has been made on a fixed-term basis, the period of protection shall be for the lesser of the term agreed or for one year while the teacher continues to hold a position at the school.

For clarity when a senior manager, in writing, voluntarily relinquishes a Senior Management Allowance, other than provided in 4.3B.7 above, the salary protection period shall not apply.

Note 1:
The terms ‘Assistant Principal’ and ‘Deputy Principal’ are defined by role not necessarily title.  They are used in this context to indicate the role of the senior teachers who have school-wide leadership, management and/or administrative responsibilities and formally deputise from time to time for one or more of the Principal’s responsibilities.
Appendix 2: 
Meaning of Consultation

The views in Wellington International Airport [1993] 1 NZLR 671 (CA) were adopted by Goddard CJ in Communication and Energy Workers Union v Telecom NZ Ltd [1993] 2 ERNZ 429, an application for an interim injunction.  The Chief Judge restated (at pp 455-456) several propositions as a guide to employers and employees:

“(1)
The word ‘consultation’ does not require that there be agreement.

“(2)
On the other hand it clearly requires more than mere prior notification.

“(3)
If there is a proposal to make a change, and such change requires to be preceded by consultation, it must not be made until after consultation with those required to be consulted.  They ‘must know what is proposed before they can be expected to give their views’.

“(4)
This does not involve a right to demand assurances but there must be sufficiently precise information given to enable the person to be consulted to state a view together with a reasonable opportunity to do so.  This may include an opportunity to state views in writing or orally.

“(5)
The requirement for consultation is never to be treated perfunctorily or as a mere formality.  The person or body to be consulted must be given a reasonably ample and sufficient opportunity to express views or to point to problems or difficulties.

“(6)
Consultation must be allowed sufficient time.

“(7)
Genuine effort must be made to accommodate the views of those being consulted; consultation is to be a reality, not a charade.

“(8)
Consultation does not necessarily involve negotiation towards an agreement although this not uncommonly can follow as the tendency in consultation is to seek at least consensus;

“(9)
Consulting involves the statement of a proposal not yet finally decided upon, listening to what others have to say, considering their responses, and then deciding what will be done.

“(10)
The party obliged to consult, while quite entitled to have a working plan already in mind, must keep its mind open and be ready to change and even start afresh.

“(11)
There are no universal requirements as to form or as to duration of consultation.

“(12)
Consultation cannot be equated with negotiation in the sense of a process which has, as its object, arriving at agreement.”




























� MMAs were a response to recruitment and retention pressures in middle management identified by the 2003 Ministerial Taskforce


� See Appendix 1


� There is an upper limit of 50% of senior management units being fixed term.


� PPTA and NZSTA believe that the definition of consultation given here was developed under the Employment Contracts Act 1991.  The current employment legislation, the Employment Relations Act 2000, expects good faith behaviour and the development of mutual trust and confidence between the employer and the employees in their employment relationships.  This implies mutual responsibility to seek ways to make the working environment operate effectively, which will guide the staff and employer towards agreed outcomes.
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