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Proposal for Change Programme Implementation to Support Delivery of Tiers 1, 2 and 3 of Alternative Provision Work across Bradford


Current Challenges:

There has been a significant rise in the number of suspensions and Permanent Exclusions across Bradford. We have identified that the extent to which our response to this and approach around inclusion is ‘joined up’ can be improved, so that all schools operate within the framework of a clear and consistent Alternative Provision and Permanent Exclusions model. 

Aims:

· To be able to consistently deliver statutory 6th day provision.
· To create a model and funding arrangement, co-developed with schools, to reduce the volume of permanent exclusions (Tier 3) through Tier 1 (outreach) and Tier 2 (step out) provision.
· To eliminate the permanent exclusion of students with unidentified or undiagnosed neuro issues.
· To increase the volume and speed with which permanently excluded students return to mainstream schools either through Fair Access Protocol (FAP) or Special Educational Needs (SEND) processes, or transfer to specialist provision.

Initial actions:

· The Authority will develop a list of approved AP providers for schools to use.
· Meetings will take place to discuss ways of working to increase likelihood of placement via the FAP process.
· The Authority will meet with the Behaviour and Attendance Collaboratives (BACS) to discuss managed moves and how to utilise these to reduce permanent exclusions, whilst working in the best interests of the children and young people and schools.

Proposals Moving Forward:

a) Increase the number of AP places available for Tier 2 and Tier 3 placements:

	Provider and role
	Number
	Buildings

	Park Aspire – key stages 1, 2 and 3 all Tiers 
	90
	As per current situation

	BAPA – secondary for Tiers 1, 2 and 3
	140
	Proposal for two new sites for 32 students each and one more small site

	Other provider/s
	70
	TBC

	Total
	300
	




Proposed timeline for Tiers 2 and 3:

	Provider/ Organisation
	Time
	Action

	Local Authority/ BAPA
	Now
	Work with Exceed Academies Trust and BAPA to identify buildings that are available and fit for purpose to enable the expansion of their commissioned number.
Audit the current AP provision to map out the volume of students and length of SLAs at other providers. Once the new buildings are in place and BAPA/Park Aspire numbers total 230, in the short term the extra 70 places will be commissioned via approved independent providers. Over time, these will be reduced, with the aim that the number of AP places for Tiers 3 and 2 will reduce from 300 to 230 overall.

	BAPA 
	Term 2 2024/25
	Open the first new building. 

	BAPA
	Term 2 2025/26
	Open the second small site for Tier 3 students with high end anxiety. This site is dependent on the two new buildings being in place and will begin the term after the opening of the second new building.

	BAPA
	Term 1 2025/26
	Open the second new building. 



Given the volume of Tier 3 places currently required (following the increase in the number of permanent exclusion), the timeline below is flexible and will be influenced by the impact of the proposed plan. Independent providers would be used after 2024/25 as ‘back up’ if the demand for Tier 3 placements does not fall as quickly as estimated. However, if the plan impacts to reduce the number of permanent exclusions more quickly, we will seek to establish Tier 2 places ahead of the timeline that is set out below.

	Academic year
	Volume of AP places
	% of Tier 3 (permanent exclusion, single registered, longer term)
	% of Tier 2 (prevention, dual registered, short term)

	2023/24
	300
	100%
	0%

	2024/25
	262 - 300
	100%
	20% in Autumn term 
0% Spring and Summer

	2025/26
	230 - 262
	100%
	20%

	2026/27
	230
	80%
	20 - 30%

	2027/28
	230
	66%
	33%



The Authority will establish the following provisos for the use of Tier 2 placements:

1. No Looked After Children (LAC) will be placed in Tier 2 without the agreement of the Virtual School.
2. For a child with an EHCP, all alternatives must be explored before requesting Tier 2 provision, which must be agreed with the Authority and with the parent/s.
3. If the Authority requires the place, it will no longer be available. In these circumstances, schools will need to fund the full cost of the place themselves.

Tier 2 places will be offered on a half termly basis, with the possibility to extend it this is in the best interests of the student [endnoteRef:2] [endnoteRef:3]. Access to Tier 2 places will be subject to criteria. [2:  See for example:
headstart_evidence_briefing_3.pdf (ucl.ac.uk)  
]  [3:  see for example:
School exclusions: a literature review on the continued disproportionate exclusions of certain children (publishing.service.gov.uk)
] 



b) The Extension and Development of Tier 1 Support

Tier 1 support will be extended and developed in 3 strands, building on the work of the Specialist Teaching and Support Service (STaSS). The aim of this will be to reduce and subsequently eradicate the permanent exclusion of students with unidentified neuro needs and to support the Local Authority in reducing permanent exclusions overall, allowing capacity for Tier 2 work within the 300 AP places by 2026/27.

The 3 stands are:

1. APST Taskforce, supporting individual student referrals from mainstream schools. 
2. SAFE Taskforce, supporting mainstream schools with outreach work.
3. BAPA and Park Aspire outreach support via referral to the STaSS team.

Tier 1 Work via the APST Taskforce 

Tier 1 work via the expanded APST Taskforce is planned to begin in September 2024. This will be 2 days per week pro-rata and will initially primarily target students who are vulnerable to permanent exclusion using the following criterion:

· where they are known to CAMHS but there is still a significant amount of time until their first meeting, or 
· there is high risk of non-engagement. 

Other interventions and support can also take place, including Behind the Blade, Drugs awareness, etc. and a multi-professional approach can continue as per the APST model, working at the student’s own pace in an environment that increases the likelihood of engagement.

Schools will refer students and will provide a safe space and trusted member of staff to support the process. For students where there is a referral to CAMHS, they will then be treated as though there has been a positive diagnosis, until the results are available, with strategies and reasonable adjustments put in place.  

The APST Taskforce will be made up of specialist workers across education, social care and health. The estimated total cost is £0.592m per annum. The estimated additional cost to the High Needs Block is £0.212m. The expectation is that existing agencies will deploy staff into the APST Taskforce. The success of this element of the plan is predicated on achieving this deployment.

Tier 1 Work via the SAFE Taskforce

Tier 1 support is expected to be available to all mainstream schools across the District. The proposed plan for support is based upon interventions taking place 5 days per week pro-rata and will initially primarily target those students, or groups of students, who are demonstrating early indicators, which make them vulnerable to permanent exclusion. We estimate that the cost of the SAFE Taskforce will be £0.404m per annum. The estimated additional cost to the High Needs Block is £0.150m. The expectation is that existing agencies will deploy their staff into the SAFE Taskforce. The success of this element of the plan is predicated on achieving this deployment. These cost estimates are based on: 35 secondary schools across the Bradford District (17 secondaries form the SAFE Taskforce); capacity for 7 referrals per school at any one time; Practitioners working with a caseload of up to 17 referrals at any given time (depending upon complexity of need). This deployment of resources and finance overview is flexible and is open to change.

Specialist Teaching and Support Service (StaSS)

We currently invest from the High Needs Block (£0.50m) to retain the Authority’s mainstream SEMH / behaviour teacher support service as free at the point of access. The impact that this service has must continue to be regularly assessed.
	
AP (Permanent Exclusion) High Needs Block Financial Impact and Rationale

We currently forecast that the cost to the High Needs Block in 2024/25 of alternative provision placements relating to the exclusion of pupils will be £7.7m. The £7.7m is based on 300 places, which is an estimate of the number of places that we currently need to meet 6th day responsibilities. Spend in 2024/25 is increased significantly on 2023/24 following the increase in the number of permanent exclusions. The £7.7m is expenditure on Tier 3 provision only. It does not include the cost (£0.50m) of continuing the mainstream behaviour support service free at the point of access. This £0.50m spending would be classed as Tier 1 provision. Our High Needs Block currently does not fund any Tier 2 provision.

We presented to the Schools Forum at the last meeting the 2022/23 annual exclusions report. Our initial data from 2023/24 indicates that the number of permanent exclusions is likely to rise again. The Authority, therefore, assesses this to be an area of substantial financial pressure and risk, with the expectation that costs will continue to increase if action is not taken. In line with the direction of travel of the DfE’s SEND and AP change programme, in order to avoid cost escalation, the Authority proposes that the High Needs Block further invests in Tier 1 provision, alongside other agencies, and begins to support Tier 2 provision. This strategy needs to be viewed in the context of the future predicted High Needs Block deficit. The Authority may need to review the strategy in the light of wider deficit avoidance/recovery work. However, our modelling clearly indicates that the AP strategy as currently set out is expected to contribute to this deficit work. Under the proposed strategy: 

· Subject to the outcomes of a bid to the DfE’s Change Programme funding, the High Needs Block will begin from September 2024 to further invest in Tier 1 provision (APST and SAFE Taskforces), with the full contribution to this provision established from September 2026. On a full year basis, the estimated additional cost to the High Needs Block is £0.362m. This would be new cost. Discussions to release / secure the resources for the Tier 1 taskforce work are currently (June 2024) taking place and our strategy currently assumes that this will be successfully secured. Change Programme funding will be prioritised towards ‘making this happen’ e.g. covering any initial cost implications that agencies would identify so that these costs are negated in the short term (giving them time to respond and resolve). 
· Although the timing will be heavily influenced by the success of the strategy to reduce the number of permanent exclusions (and, therefore, the places capacity that is available) through Tier 1 work, a proportion of AP places will begin to be available for Tier 2 step out provision, with this proportion increasing over time to an anticipated maximum of a third of 230 places. The Authority’s planned strategy works on the basis that Tier 1 provision will initiate a reduction in the number of permanent exclusions on current levels, which will free up places to be used for Tier 2 provision, which will then further contribute to reducing the number of permanent exclusions over time. Although the High Needs Block will meet the cost of the place-element of Tier 2 places, when it has not done previously, where a currently funded Tier 3 place is converted into a Tier 2 place, an automatic saving to the High Needs Block is achieved from not funding the top-up element (met by the school) and a reduction in the number of permanent exclusions as a result of step out provision will further reduce the cost to the High Needs Block. The anticipated aim is that the total number of placements over time will reduce from 300 to 230. This will depend, however, on the success of the strategy.

· Using a series of estimates, even still basing the strategy on the provision of 300 places, we estimate that the total cost to the High Needs Block of AP provision (Tier 1, 2 and 3, excluding the behaviour support service) would be around £7.6m in 2028/29, compared with £7.7m in 2024/25. So, where this strategy is successful, our model indicates that this will at least result in the avoidance of cost growth. Where this strategy is more successful, in reducing the total number of places that are required, from 300 down to 230, further material savings to the High Needs Block will be realised. A reduction of 70 places in total would create saving of around £1.75m on a full year basis.

· How places are delivered will also influence costs and savings, as typically the cost of placement in an independent AP provider is more expensive than a place in a PRU or AP Academy.  Important to the financial success of this strategy will be reducing reliance on independent AP provision. However, these can be used as a safety valve if the need for Tier 3 placements is still required in the short term. 

· The main longer term financial key risk is that this strategy is not successful in preventing the growth of permanent exclusions, meaning that the cost of Tier 3 provision to the High Needs Block will continue to increase, capacity for Tier 2 places will not be realised (without further cost), and additional spending is incurred on Tier 1 provision. The impact of the strategy, therefore, requires close monitoring and adjustments may need to be made based on performance indicators. 
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Appendix A: AP provision available in Bradford
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