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1. What is co-headship and why consider?
1.1
Co-headship, as the name suggests, exists where the headship of a school is shared between two (or more) people. It is a particular example of a job-share, but one which brings very special challenges and benefits.
1.2
Co-headship is one of many models of school leadership that are different from the traditional one school-one Headteacher model.

1.3
At a time when more than 50% of Headteachers are aged over 50, co-headship may be a leadership model that:
· helps retain experienced Headteachers;

· attracts more new Headteachers ;
· supports continuity of leadership;

· creates more creative and collaborative leadership;

· improves the work-life balance of Headteachers.

1.4
The decision to pursue the co-headship model is the Governing Body’s and no one else’s. This guidance explores the key points for consideration by governors and by potential co-headteachers so that informed decisions can be taken

2. Legal position
2.1
There is a legal requirement on governing bodies to advertise nationally any vacancy for a headship or deputy headship “unless the governing body has good reason” not to advertise.

2.2
This does not give carte blanche to governors. Statutory guidance defines precisely the circumstances which could be regarded as “good reason”, and filling a job share is not one of them. However, statutory guidance does not quite have the force of law. Such guidance has to be followed unless there are exceptional circumstances and the guidance has been considered.

2.3
A job-share  that arises from an existing Headteacher  stepping down from full-time  is likely to be considered  exceptional, so  a national advert would not be needed , but it would if a  school had a full-time vacancy and were prepared to consider a job-share for a co-headship.

2.4
Anyone appointed to their first headship (including part-time) from April 2009 must have NPQH. This will limit the eligibility of some deputies who might want to step-up to a co-headship: they could, however, be appointed as part-time acting Headteacher without the need for NPQH.
2.5  
A co-headship contract may include a termination clause that would apply to the remaining partner if the other should leave for any reason. In this event, the school must consider whether a suitable replacement can be found, in a reasonably short period, before invoking the termination clause.

3. Different models of co-headship
3.1
There are probably an infinite number of variations on this theme. The following are likely to be the most common.
Example 1  
Headteacher eligible for retirement with pension will extend career by x years through job-share with a partner who has been identified.
Example 2  
Headteacher who is not eligible for retirement with pension wishes to job-share indefinitely; partner might or might not have been identified.

Example 3  
Headteacher wants to remain as “full-time” Headteacher but working part-time - a senior/junior model.

Example 4  
Governing body has full-time vacancy and wants to consider job-share applicants in order to enlarge the pool of applicants.
3.2
The easy bit in all of these is likely to be in getting 2 people to agree how they will work together. The hard, and crucial, bit is in getting the confidence of governors and parents. Confidence is most likely to be gained when it is clear what will happen if the co-headship goes wrong.

3.3
In the end, it is the governing body that will decide whether a co-headship will happen, not one or both of the prospective partners.
4. Pay and Pensions
4.1
Co-headship partners need not be paid the same, but they must be paid within the same 7 point salary range, known as the Individual School Range (ISR).  The ISR attaches to the school (not an individual), so there can’t be two different ISRs.

4.2 
The  exception here is in the senior/junior model – example 3 above – where the Headteacher is the full-time  Headteacher , i.e. has full accountability, but  is present on only ,say, 3 days.  She then gets paid a fraction of full time, leaving the day-to-day responsibility and authority to a deputy, who would be paid as a deputy with perhaps a higher pay range than the range that applies currently to her deputy headship.
4.3
An increasingly attractive (and still fairly new) option is for a Headteacher to take phased retirement. This allows a Headteacher over 55 to retire from between 25% and 75% of the job and take that % of pension, and to continue to work part-time and take the rest of the pension at the end. Appendix 1 has more information on phased retirement.
4.4
Governing bodies will want to consider carefully the effect on their budget of choosing a co-headship arrangement. In most cases, the effect will be at worst cost-neutral, i.e. with no increase in costs to the school’s budget. It is  likely that there will be a temporary reduction in costs if a full-time, experienced  Headteacher at the top of her pay scale is replaced , at least in part, by a less experienced  Headteacher (or Headteachers) who is (are) lower down the pay scale. The exception here may be if the governing body chooses to make overlapping appointments, e.g. two co-headteachers for 3 days a week each, in order to improve continuity: this is likely to increase costs to the school.
5. Managing the Partnership
5.1
Essential to an effective co-headship is clarity about what happens in each circumstance. This can be framed as a check-list that will have different answers in different schools, but however satisfied the 2 prospective partners are it is the governing body that needs to be satisfied. Appendix 2 is a checklist that governors are recommended to work through.
5.2  
Establishing the work pattern is an obvious starting point.  Is it 2 days and 3 days or alternate weeks or some other pattern? Although it is not necessary for either Headteacher to be on site throughout every school day (any more than it is necessary that a single Headteacher be on site all day every day), it is essential that there is a Headteacher on duty at all times.
5.3
Liaison arrangements between Headteacher and chair of governors need to be clearly set out.  A possible model is to have weekly or fortnightly joint meetings between the chair and both co-headteachers plus half-termly one-to-one meetings between the chair and each co-headteacher.
5.4 
Liaison between the co-headteachers needs to be planned and not left to chance or goodwill.  Weekly discussions, some of which may be by telephone if agreed by both parties, between the co-headteachers is an obvious model.
5.5   
The duties and responsibilities of headship need to be very clearly set out.  There are 23 statutory duties of a Headteacher which are set out in Appendix 5. Some of these, such as reporting to the chair of governors on staff development, can be taken on by one of the partners. Others, such as the appointment of staff need to be a shared duty.
5.6  
Attendance at “big” events is likely to need a change in expectations within the school community.  Neither governors nor parents  can expect that both co-headteachers    attend  everything, but  a requirement  that both  attend all full governing body meetings  and “business”  (as opposed to cultural/social ) meetings with the parent body might be reasonable. Visibility of partnership working is likely to maintain confidence
5.7  
Dealing with individual problems – staff, parents, contractors et al.  One partner should take ownership of the problem and see through to completion. However, both partners would need to be aware through their weekly liaison meetings
5.8  
Absence of one partner. Contingency arrangements need to be in place and understood before the need arises, and they are likely to be different for short-term compared with long-term absence (including, for example, maternity leave).  There cannot be an assumption that the other partner will step in (though he/she might want to do that).In most cases, the answer to the problem: How should we deal with the long-term absence of our Headteacher on Thursday and Friday?  Will be the same as the answer to the question: How do we deal with the long-term absence of our full-time Headteacher? Answer: Our assistant Headteacher will act up and she will be back-filled by our regular supply teacher.
5.9  
How do disagreements between the partners get resolved? For example, one proposes mixed-age classes, the other disagrees. Minor disagreements should be resolved by the partners, but major disagreements may require mediation. The chair should determine who is best placed to mediate, including, where a professional judgement is required, whether to call on an external adviser.  

5.10  
On call during school closure periods, including weekends.  One of the characteristics of headship is that there are no defined working times.  A Headteacher is a Headteacher all of the time. This is an area where a co-headship has many advantages over a single headship, in that the off-duty but on-call periods can be shared and agreed in advance.  Clarity about who receives the call when the school burns down on a Saturday in August will be important.
5.11
Performance management of other staff.  This needs to be treated in the same way as that for staff  who are eligible for threshold assessment  and  who work in more than one school . In these circumstances, one Headteacher takes the lead and makes a judgement that is binding on both schools but must consider performance evidence from the other Headteacher (and school). Here, the 2 partners need to be clear about who is performance managing whom and liaise with the other partner to ensure that all of the evidence is available.
5.12  
What happens when one partner resigns?  It is a certainty that no governing body will want to be forced to try and fit an unsuitable applicant in to the gap in order to preserve the co-headship arrangement, however valued the remaining partner is. The contract of employment for both partners should (and may) be explicit about the fact that headship is a single job and that the contract for both partners will be terminated when one leaves for any reason.  This does not rule out the possibility of continuation of a co-headship arrangement if a suitable (to the governors) partner can be recruited, but the call is with the governing body not any individual employee.

6. Further guidance
The National College for School Leadership has published a useful and brief (12 pages) discussion on Co-headships.  This can be downloaded from 
http://www.ncsl.org.uk/publications-index/publications-display.htm?id=21225
The statutory duties of a Headteacher, referred to in paragraph 5.5, can be found in section 2 of the School Teachers’ Pay and Conditions Document at
http://www.teachernet.gov.uk/docbank/index.cfm?id=12833
For schools that subscribe to the CSF Comprehensive or Personnel Advice service, further information can be obtained from your school’s HR Officer/HR Manager.
Appendix 1
Note on phased retirement
The regulations that govern the Teachers’ Pension scheme allow a member to retire gradually. This  is  known as  “phased retirement” and allows a member  - which includes most people  in the teaching profession unless they have  opted out  of  the pension scheme - to step down to part-time  working whilst taking part of their  pension. The missing part of the pension is then taken when the member finally retires completely.
The  main points  are set out  below , but  anyone  who is  considering a phased retirement should study the Teachers’ Pensions fact sheet on the  subject , which can be found  at 
http://www.teacherspensions.co.uk/resources/factsheet16.htm
The main points are:
· Phased retirement is available to members of the Teachers’ Pension scheme from the age of 55.
· The part-time pension can be taken at any percentage between 25 and 75.
· Access to a part-time pension must be linked to a continuing but reduced working commitment that reduces the employee’s salary by at least 25%.
· The reduced working commitment could be at a “new” school.
· There are restrictions on the amount of salary that can be earned from a teaching post whilst drawing a part-time pension, especially in the first 12 months.
· Phased retirement is not an entitlement: employer consent and confirmation of a reduced working commitment is required.
· The reduction in salary must last for at least 12 months.
· Any pension taken before the age of 60 will be actuarially reduced. 
Appendix 2

Co-headship: Checklist for governors

What follows  here is  a list of  questions  whose answers  should  satisfy the  governing body if a co-headship  proposal is  to be  endorsed

· Why are you doing this?

· Who is accountable on each day of the week? Weekends?  Out of term-time?

· What is the work pattern?

· How are the 23 statutory duties to be split?

· How will the partners liaise with each other? Are there extra costs?

· How will the partners liaise with the Chair?

· Who attends and reports to governors’ meetings, inc committees?

· Who attends big events, such as new parents’ evenings?

· Who attends social events, such as the summer fair?

· Whom should parents contact? How do problems get followed through?

· What happens when one partner is absent?

· What happens if one partner has prolonged absence – illness, maternity etc?

· How do professional disagreements between the partners get resolved?
· How does the Heads’ performance management work?

· Who performance manages the rest of the staff?

· What happens when one partner leaves?

· What is communicated to governors and parents and when in order to ensure that all have confidence in the arrangements?
Appendix 3

Sample letter to the Headteacher of Anytown School
Janet Jones will reduce her working time from full-time to 0.6. This is the senior/junior model in example 3. Her deputy, James Brown, steps  up to take  additional  responsibilities  for 40% of the  week whilst continuing as deputy Headteacher  for the remaining 60% of the week
Dear Janet
School Leadership from 1 Sept 2010
I am writing to you to set out the terms of your employment as Headteacher of Anytown School from 1 September 2010.

I have arranged  for the County Council, on behalf of the  governing body , to prepare for you  a formal  revision to your contract of employment  which  sets out the principal terms of these arrangements , and that document is enclosed.

The arrangements are as follows:

1. From 1 September 2010, you will continue to be the Headteacher of the school.

2. You will be required to carry out your duties for 60 % of each week and you will be paid on a part-time basis for   0.6 of the full-time salary.

3. You will be required to attend school or be carrying out duties on behalf of the school on the following days of each term-time week: Monday, Tuesday and Friday
4. It will be necessary for you to carry out other duties at times that will vary from week-to-week.

5. In addition , in order to fulfil  the full range of accountabilities  of the Headship, you may be required  to  be on duty at times that are not specified  in paras 3 and 4. In short, you will be on call as would any Headteacher at all reasonable times.

6. The salary range for the post is L23 to L29, and you will be paid pro-rata at 0.6.

7. Your salary point will be L 25 from 1 September 2010, but this is subject to your annual performance review for the 2009-10 school year and may be higher as a result of that review.

8. The Deputy Headteacher, James Brown, will carry out headship duties that are delegated by you and for which you will continue to be accountable to the governing body.  The split of duties between you and Mr Brown is set out in the appendix to this letter.

9. This appointment is temporary and will cease in the event that Mr Brown either resigns from employment at the school or takes up a different post in the school.  At that point, your employment will revert to being the full-time Headteacher.

10. I know that it is your intention to access part of your pension on 1 September 2010. You should contact Ms Jan Kay, HR Officer, of HertsHR at County Hall (tel 01992 555 837).  As a point of information, it is my understanding that, during the first year of this arrangement (i.e. from 1 Sept 10 to 31 Aug 11), you cannot work additional paid days over and above the terms of this contract without an effect on your pension entitlement.  In your own interests, you need to be sure to check what effect any changes might have on your pension entitlement.

If you agree with the above terms, please write to me confirming your acceptance. You will separately need to sign a copy of the attached contract document and return it to HertsHR.

I must say that I am very pleased that it has been possible to agree a way in which you can continue to be the Headteacher of our school. I know that governors and parents will have great confidence in the future of the school.

Yours sincerely,

Chair of Governors

Appendix 4
Sample letter to the Deputy Headteacher of Anytown School
James Brown will continue as Deputy Headteacher from September 2010, but for 40% of the week he will take on headship duties that are delegated to him by Janet Jones, who continues to be accountable to the governing body for all Headteacher duties and responsibilities

Dear James,
School Leadership from 1 Sept 2010
I am writing to you to set out the terms of your employment as Deputy Headteacher of Anytown School from 1 September 2010.

I have arranged  for the County Council, on behalf of the  governing body , to prepare for you  a formal  revision to your contract of employment  which  sets out the principal terms of these arrangements , and that document is enclosed.

The arrangements are as follows:

1. From 1 September 2010, you will continue to be the Deputy Headteacher of the school.

2. You will have delegated to you a number of Headteacher duties as set out on the attached schedule.

3. You will be the Acting Headteacher, responsible for the day-to-day leadership of the school on the following days of the week:   Wednesday and Thursday
4. At all times, the Headteacher, Janet Jones, will be accountable to the governing body for the leadership of the school.

5. In addition, you will be required to carry out the duties of a Deputy Headteacher, which may include classroom teaching.

6. The salary range for this full-time post is L13 to L17.

7. Your salary point will be L 14 on 1 September 2010, but this is subject to your annual performance review for the 2009-10 school year and may be higher as a result of that review
8. This appointment is temporary and will cease in the event that Mrs Jones either resigns from employment at the school or takes up a different post in the school.  At that point, your employment will revert to being the Deputy Headteacher on the salary range of L10 to L14.

If you agree with the above terms, please write to me confirming your acceptance. You will separately need to sign a copy of the attached contract document and return it to HertsHR.

I must say that I am very pleased that it has been possible to agree a way in which you can expand your role and share the leadership duties of our school with Janet Jones.  I know that governors and parents will have great confidence in the future of the school.

Yours sincerely,

Chair of Governors

Appendix 5

Duties of a Headteacher
What follows summarises the statutory professional duties of a Headteacher.  These are set out in full in the School Teachers’ Pay and Conditions Document, which can be found at

http://www.teachernet.gov.uk/docbank/index.cfm?id=12833
1.  Formulating the school aims

2.  Participating in the appointment of staff

3.  Deploying and managing staff

4.  Liaising with staff unions and associations

5.  Determining, organising and implementing the curriculum

6.  Reviewing the work and organisation of the school

7.  Evaluating standards of teaching and learning

8.  Reviewing the performance, training and induction of staff

9.  Assessing teachers against post-threshold standards

10. Assessing teachers against AST and excellent teacher standards

11. Providing management information

12. Ensuring that pupil progress is monitored and recorded

13. Ensuring the pastoral care of pupils

14. Ensuring good order and discipline

15. Maintaining relations with parents

16. Promoting effective relations with other bodies

17. Advising and assisting the governing body

18. Liaising and co-operating with the local authority

19. Liaising with other schools and FE establishments

20. Allocating and controlling resources

21. Ensuring the security and good maintenance of the premises

22. Arranging for someone to deputise in the Headteacher’s absence

23. Participating in teaching
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