Curriculum and Pastoral Needs Analysis (CAPNA)
Where a secondary or area school has to reduce teaching staff due to a lowered teaching entitlement, a CAPNA needs to occur. A CAPNA is a curriculum and pastoral needs analysis used to assess the teaching needs of the school. The process should be led by the principal and includes someone from the senior leadership team with timetabling experience. 
The board is responsible for the final decision. If the school believes the staffing entitlement notice is not accurate and/or there is a sound business case or grounds in order to maintain delivery of core curriculum, there is the right of review through the Resourcing Unit of the Ministry of Education.
For help with CAPNA seek advice from NZSTA and involve the PPTA CAPNA specialists from the beginning of the process.
[image: https://education.govt.nz/assets/Images/School/Running-a-school/Provisional-staffing-entitlement-notice.png]The example below is from the Ministry of Education website and shows a reduction of 2.5 FTTE (full time teaching equivalents), 8 units and 4 MMA. 









Example of calculations

	
	2022 Staffing Entitlement
	Minus
	2023 Provisional Staffing
Entitlement
	= Reduction in  Staffing Entitlement

	Full time teacher equivalent
	102.5
	-
	100
	2.5

	Units
	93
	-
	85
	8

	Middle Management Allowances
	49
	-
	45
	4

	Senior Management Allowances
	3
	-
	3
	0




Use the template below to work out your reduction in staffing:

	
	2022 Staffing Entitlement
	Minus
	2023 Provisional Staffing 
Entitlement
	= Reduction in  Staffing Entitlement

	Full time teacher equivalent
	
	-
	
	

	Units
	
	-
	
	

	Middle Management Allowances
	
	-
	
	

	Senior Management Allowances
	
	-
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	Scoping Current status of the school’s teaching staff

	Number
	Notes

	Number of permanent teachers including part time
Record as FTTE e.g. 1.8 (including any staff on leave e.g. parental leave)

	
	

	Number of fixed term teachers
Check the fixed term is for genuine reasons


	

	

	Number of MMA allocated

	
	


	Number of SMA allocated

	
	

	Number of Units allocated

	
	

	Number of Heads of Department

	
	

	Number of beginning teachers 
Appendix H (clause 1.3) of the Secondary Teachers Collective Agreement and Appendix 5 (clause 5.3) of the Area School Teachers Collective Agreement – trained beginning teachers in their first year have absolute protection and their positions cannot be considered for disestablishment.
	
	

	Number of banked staffing positions
These cannot be transferred to the next year
	
	

	Number of foreign fee-paying students – if the numbers are large enough to mean that teachers are employed because the number of students create a class in their own right you need to decide whether to include this in your CAPNA (there must be transparency).
	
	

	Timetable structure – number of periods equivalent to a FTTE – use the PPTA excel spreadsheet to help you calculate this. Contact your CAPNA specialist


	
	

	Process
	Additional Information
	Analysis action
	Notes

	
Attrition:

Do you have a current vacancy or indication that a vacancy will occur?

	The collective agreements state that “The employer shall attempt to meet any reduction required by the use of attrition.” 

See (clause 3.2.3) of STCA or (clause 2.2.2a) of ASTCA for the definition of what is and is not a genuine fixed term position.

Part-time employees must be employed for less than 0.9 FTTE but may also have non-permanent (fixed term) hours which may be reduced.

MoE will not pay surplus if the school have fixed term positions that are not genuine.

	
	Have you received any resignations from permanent positions that will take effect before the reduction must be made? 
	
	Are there any fixed term positions due to finish?

	Are there any relievers employed in a vacancy?

	Have you sent letters to fixed term staff confirming 	when their fixed term position is due to finish?

	

	
Voluntary Options

Voluntary options will be made available to staff
	
See (clause 3.9.3 and appendix H, clause 1.2) of STCA or (clause 2.13.3 and appendix 4 clause 4) of the ASTCA.

This is non-binding on the school or staff member until the board accept the voluntary resignation.

Where employees are job-sharing both have to agree to the voluntary option.
	
	

	Supernumerary

	Retraining

	Long service payment


	





	

	Process
	Additional Information
	Analysis action
	Notes

	If attrition or voluntary options do not fully resolve the surplus staffing, you need to follow a CAPNA Process
The process needs to be completed and notice issued to staff by 27th November to ensure two months’ notice is given to staff whose position is being disestablished

	 
Consultation

If attrition will not solve the issue of surplus staffing, then staff must be consulted, including any staff on leave.

Discussions should be without prejudice

The consultation process needs to be clearly explained and must be transparent.

	
		
	Ensure staff members are not pressured into making a decision

Ensure staff do not make 	quick or uninformed decisions. i.e. Surplus staffing entitlements don’t 	apply to resignations.

Consult with other parties e.g. NZSTA Employment Advisers.

	

	
Keep Staff Informed

Ensure there is a good process for communicating the surplus staffing process and progress to staff.

Involve the union at the beginning of the process.
	
		
	How would affected 	teachers prefer to be 	informed of decisions (e.g. 	in writing or personally)?

	How would affected 	teachers prefer other staff 	and parents to be informed 	and when?

	How do you plan to discuss 	the identification process 	with affected teachers?


	

	Process
	Additional Information
	Analysis action
	Notes

	


	
		
	Board committee convened to oversee surplus staffing process and to make final decision on position(s) 	identified as surplus.

	Have you informed staff of the identification process?

	Have you advised staff of the positions available, roles, responsibilities, job 	descriptions and the 	number and type of units attached to each position?

	Closing date for 	applications.

	Requirements for 	applications – e.g. whether a written “expression of interest” or formal process of application with CV and interviews.

	Provision for reinstatement.




	

	Actions
	Additional Information
	Analysis action
	Notes

	
Review

Identify the highest priorities for your school as identified in your charter and strategic plan etc.

	
	
	School charter
	Annual Plan
	Mission statement
	School goals and plans
	Policies on surplus staffing
	Policies on units

	

	
Identify needs

Identify the future needs of the school based on student achievement
	
The Programme Maintenance allowance is for boards that have been advised of a reduction of 1.00 FTTE or more between their current confirmed staffing entitlement and their provisional staffing entitlement.

Programme maintenance allowance is designed to enable boards to manage the reduction of staffing while maintaining its curriculum for students who have already begun a particular course of study.

Allowance application form is attached.
		
What is the school’s current student roll (broken down by demographics)?

What are the school’s curriculum needs?

Does the school have any special needs?

What programmes are currently being run that need to continue?

What are the community’s expectations?

Do you have any tagged positions?

Student pastoral needs
	

	Actions
	Additional Information
	Analysis action
	Notes

	
Review organization structure

What is the schools current organizational structure and what might it look like in the future based on school needs
	
		
	What are the current 	positions? (don’t use staff names)

	What are the current units?

	What might the future 	units be?

	Review job descriptions – 	do any of this need 	changing to meet the 	future needs of the school or student achievement?

	

	
School Board 

Present a proposal of staffing to the Board
	
	
Proposal should include:

	Proposed school 	organisation structure

	Positions at risk

	Units at risk

Any proposed changes to 	job descriptions

	Surplus staffing policy

	



	

	Action
	Additional Information
	Analysis action
	Notes

	
Identification process

What is the difference between the current structure and the future organization? This should identify which area(s) of the staffing structure the surplus position(s) and/or units should come from.

	
A teacher cannot lose more units than the school has available, nor can they be transferred to other teachers
	
If there is more than one position, the remaining positions must be internally advertised.	

If both positions and units are surplus the processes must be co-ordinated.

	

	
Advise staff who have been disestablished about their options

If it has been identified that there will be surplus teaching staff there are 4 options available to them.
	
The collective agreement states ‘when disestablishing positions or units the employer shall determine and record the order of disestablishment’

If a teacher elects to be redeployed at another school, the teacher and both boards must agree to the arrangement
		
	Supernumerary

	Redeployment

	Retraining

	Severance payment

	Long service payment


	

	
Salary protection (units

	The collective agreement states ‘this is available for one year for a teacher whose status has been reduced. This is for permanent units only’.

	


	

	
Documentation

Has the Board documented the process, decisions and outcomes
	
	Have the appropriate 	letters been provided to each teacher involved?

	Has the MoE been 	informed of identified 	teacher(s) choice of 	surplus staffing option?
	

	Action
	Additional Information
	Analysis action
	Notes

	
Support for teaching staff

What support does the school have in place for teaching staff?
	











	
Has the PPTA been involved?

What internal support mechanisms does the school have in place?

What options or information is there for professional/career counselling, budget advice or personal counselling (EAP)?

What is the impact that potential or actual loss of jobs will have on staff? (i.e. grief in response to loss)

What is the impact to staff who are successful in remaining at the school ? (i.e. guilt).
	


	
The school application to MoE should include:
· Board minutes
· All correspondence between board and teacher
· For retraining include; information about the course and how the course will enhance the teacher’s skills as a teacher
· For redeployment include; written agreement to the arrangement from both boards and the teacher
· For long service include: confirmation from the payroll centre that the teacher has completed 25 years’ service







Post CAPNA process

Re-establishment of positions (STCA, Clause 3.9.3(i) and ASTCA, Appendix 5.5)

‘If as a consequence of roll change or staff changes following the issuing of notice(s) of disestablishment, one or more positions become available then, in the curriculum areas which the positions have become available, the notice(s) of disestablishment shall be withdrawn in reverse order to the record of disestablishment’.

image1.png
SUMMARY

et [
el fEEE

AP AP
AHHEIRAHHE
B e nl sl wl sTmow a =] 9
e e I ==
SroiaZamen FHEEEEEEEE
e S - R I - I
e e e || 3 o O o) 3] 8| &
e SRR R RE
s T e s e





