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Purpose of Report  To agree three-year financial plan for high needs 

 To provide an update on the Joint Additional Needs and High Needs 

Strategy and the activities to reduce expenditure in line with budget. 

 To update on the key funding drivers for High Needs (EHCPs and 

Permanent Exclusion). 

 To update on the national picture regarding high needs.  

Key 
Recommendations 

Recommendation: Approval that a high needs deficit of £3.57m is set for 

2021/22. 

Recommendation: Due to the planned deficit in 2021/22 the local 

authority recommends that top-up funding remains frozen at the current 

levels. 

Recommendation: to enable the schools to deliver a new service offer, 

the local authority is recommending that the 2021/22 high needs budget 

will assume that full funding will be made available to alternative provision 

schools this year.  

Resource 
Implications 

Forecast high needs expenditure of £78.8m against an income of £75.2m, 
resulting in a planned overspend of £3.57m.   



1. High Needs – Budget for 2021/22 and 3 year Plan  

1.1. Detailed below is the proposed budget for 2021/22 and the forecast budget position for the 

following 2 years. 

1.2. In 2020/21 we set a deficit budget of £5,449,200, improving on this position by £330,000 in 

the year, resulting in a final overspend of £5,119,200.  The 2021/22 budget shows a further 

reduction in the in-year overspend of £1,546,200 resulting in a planned overspend of 

£3,573,316.  The three-year plan below shows this position continuing to improve, with the 

in-year overspend reducing to £1,794,574 in 2022/23 and a surplus of £419,563 in 2023/24. 

High Needs Block 2021/22 Budget 2022/23 Budget 2023/24 Budget

£0 £0 £0

Income

High Needs Block 74,622,481£                   80,622,481£         86,622,481£         

Schools Block: 1-40 643,032£                         643,032£               643,032£               

Total Income 75,265,513£                   81,265,513£         87,265,513£         

Expenditure

Alternative provision 5,486,679£                      5,486,679£           5,486,679£           

Glos Hospital Education 2,030,665£                      2,030,665£           2,030,665£           

EHCP Costs - College and FE 6,862,943£                      7,206,090£           7,566,394.7£       

EHCP Costs - Early Years 233,465£                         290,730£               365,615£               

EHCP Costs - Primary 7,882,310£                      8,350,017£           8,845,488£           

EHCP Costs - Secondary 4,976,011£                      5,726,011£           6,476,011£           

Excluded pupils 100,000-£                         100,000-£               100,000-£               

LA Services and staffing 3,870,886£                      3,948,304£           4,027,270£           

Independent Special Schools 17,262,711£                   18,762,711£         19,762,711£         

Restorative Practice 200,000£                         200,000£               200,000£               

Special Centres 658,624£                         658,624£               658,624£               

Special school provision  £                    27,568,165  £         28,568,165  £         29,568,165 

Support Services 1,286,070£             1,311,791£           1,338,027£           

Virtual School 620,300£                         620,300£               620,300£               

Total Expenditure 78,838,829£                   83,060,087£         86,845,950£         

Deficit/Surplus 3,573,316.00-£                1,794,574.27-£     419,563.32£          

1.3. The improved position across the three-year plan is generated by a slowing down in the use 

of higher cost specialist placements, the impact of early intervention work and the continued 

rise in funding.  

1.4. We are confident about our understanding of the trends and likely expenditure during this 

period. However, the additional income is based on the EFSA commitment to high needs 

block increases over the last 2 years.  We are confident that this level of increased funding 

will continue in 2022/23 (the final year of the current 3-year funding package).  The 



assumed increase in 2023/24 should be treated with more caution and will be dependent on 

the governments continued investment in supporting the pressures on High Needs.  

1.5. The budget for 2021/22 above also assumes that top up funding for both mainstream and 

specialist provision stays at the existing levels and that the implementation of the common 

banding system will be cost neutral. 

1.6. We have however modelled the impact of increasing top-up funding in both mainstream and 

specialist provision: 

Sector FY 21-22 1.0% 2.0% 

Mainstream & EY  
 

£127,618 £255,236 

Special   £134,121 £268,242 

Total Cost  £261,739 £523,478 

1.7. Whilst the high needs budget remains in an in-year deficit the Local Authority is unable to 

recommend an increase in top-up funding.  Current financial plans show us moving towards 

a balanced budget and surplus in the next three years, but will leave a significant accrued 

deficit.  Increasing top-up funding at this stage would put that recovery at risk. 

1.8. This is a difficult decision as we recognise the impact that freezing top-up funding has on 

school budgets, particularly for special schools, where this is a core element of funding. 

1.9. Mainstream funding has been less affected over the last few years as the changes to the 

national funding formula have been implemented.  For example, the MFG in the national 

funding formula has been set at 2% for 2021/22, which will mean all mainstream schools 

will see an increase in funding. 

1.10. This is not the case for special schools, where top up funding and base funding has 

remained static for several years, with the MFG set at 0%. 

1.11. Ahead of the meeting forum members are asked to consider the potential impact of 

increasing top-up funding alongside the three-year plan.  Costs will be cumulative, so a 

decision to increase all top-up funding by 2% would cost £523k in 2021/22, around £1m in 

2022/23 and over £1.5m in 2023/24.  This would result in a total cost over the three years of 

around £4m.   

Recommendation: Approval that a high needs deficit of £3.57m is set for 2021/22. 

Recommendation: Due to the planned deficit in 2021/22 the local authority recommends that 

top-up funding remains frozen at the current levels. 

2. Update on the JAN and High Needs Programme 

2.1. Despite the significant disruption created by the COVID-19 pandemic, delivery of the Joint 

Additional and High Needs programme is progressing well.  We remain focussed on 

developing and establishing the right foundations and conditions to support inclusion and 

early intervention.  We continue to provide regular updates through the programme page on 

the county council website, which can be found here. Members can sign up to the 

newsletter and forthcoming webinars that focus on key programme developments. Key 

activities that schools forum members should be aware of are detailed below. 

https://www.gloucestershire.gov.uk/education-and-learning/special-educational-needs-and-disability-send/the-joint-additional-needs-and-high-needs-transformation-programme-jhntp/


2.2. Development of the new 11-16 SEMH school:  Building work has commenced on the 

new SEMH school.  Timescales remain tight but we are still on track to open the new 

school in September 2022.  The key risk is the supply of materials required for the build, but 

at this stage we remain confident of opening on schedule. The scheme will be continually 

monitored by the project team to mitigate any risks and if needed have appropriate 

contingency plans in place.  The opening of this school on-time is assumed in the three-

budget plan laid out above. 

2.3. Spend Redesign Project: We are delighted that the March Cabinet approved the 

proposals to move to a common SEND banding system and to enable structured delivery of 

non-statutory funding through the graduated pathway. This approval provides us with the 

mandate to move forward into implementation.  

2.4. We are aiming to pilot the new model with a small group of schools in September 2021.  To 

achieve this timeline, we need to ensure that the descriptors are finalised, so that detailed 

provision maps can be developed.  It will be from these provision maps that we agree 

funding levels. We aim to finalise the descriptors and provision maps by the end of July 

2021, so that we can model the funding requirements ahead of the schools forum in 

September.  We recently delivered a webinar for school leaders and professionals that 

outlined these next steps and key milestones for implementation.  A recording of the 

webinar can be view here.    

2.5. This new approach to delivering SEND funding will continue to move us away from a model 

that uses teaching assistant hours as the key driver for SEND support and funding, 

providing more flexibility in how funding is used to deliver the objectives in the Education 

Health and Care plan.  

2.6. Funding proposals will be brought to the school’s forum meeting in September 2021 for 

discussion and approval for the pilot and the final funding model approved in November 

Forum, ahead of a full roll out.  

2.7. It is critical to emphasise that the changes to the funding model itself is not intended to 

provide direct and immediate savings or reduce funding for schools. The per pupil funding 

rates are protected by the Minimum Funding Guarantee (MFG), so reducing funding for the 

banding system would not reduce cost. For example, if there was a proposed reduction in 

funding for special schools through the new banding system, per pupil funding would be 

protected by the MFG and uplifted to current levels. The changes proposed are to improve 

the clarity, consistency and effectiveness of the funding system. 

2.8. We do however expect this to have a longer-term financial impact. As funding pressures 

ease, this new model will enable us to re-focus funding into early intervention, through the 

provision of well-structured and managed, non-statutory funding, enabling a reduction in 

high cost placements. 

2.9. Transitioning to the new model will take time. Once we have finalised the descriptors, 

agreed the provision maps and funding, we will pilot the new model with a small cohort of 

primary, secondary and special schools, before a full roll out across the system. Once 

approved for a full roll out across the system, all new EHCPs will operate on the new 

funding system.  We will then work with individual schools to plan the transition of existing 

plans onto the new system.  

https://glostext.gloucestershire.gov.uk/ieListDocuments.aspx?CId=117&MId=10148
https://www.gloucestershire.gov.uk/education-and-learning/special-educational-needs-and-disability-send/the-joint-additional-needs-and-high-needs-transformation-programme-jhntp/


2.10. As we make changes to the way in which the funding to support EHCPs is operating, we 

are taking the opportunity to review our operational and casework systems and processes 

to ensure they support efficient working practices that are focussed on delivering the best 

possible support for children and young people. 

2.11. As such we have had an external review of our EHCP pathway and the associated 

processes.  There were a number of key findings upon which we are now acting.  These 

are: 

 Rising levels of need have resulted in a casework team that is under significant 

workload pressure, which has resulted in a very process driven team. 

 The process is complex and has too many hand offs that doesn’t promote end to end 

casework. 

 The process is manually operated and uses outdated technology to support it. 

2.12. As a result of this review we are putting in place support for the casework team to address 

these issues.  The key aim is to have an end to end casework model that is centred on the 

child, not the process and that operates efficiently and effectively for all key stakeholders.  

To deliver this aim we are:  

 Redesigning the process to deliver ‘end to end’ casework that provides continuity, 

reduces hand-offs and is centred upon the child.  As part of this redesign we will be 

stripping out any unnecessary activities and modelling a ‘manageable’ caseload to 

ensure caseworkers are supported to deliver. 

 Investing in a digital EHCP solution that can support the administration and 

operational management of the process. This will be based around a workflow 

solution that automates and simplifies process activities and monitoring, significantly 

reducing and simplifying the administrative elements of casework.   

 The digital solution will also enable the development of the EHCP through a 

collaborative portal.  This will enable all key stakeholders, including the child and 

family to engage with the development of the plan through a portal system.  This will 

significantly reduce the need for email and paper-based solutions that are currently 

operating.  It will also enable stakeholders to have oversight of the progress of the 

plan. 

2.13. These developments will improve the effectiveness and efficiency of the EHCP process for 

all those involved, including schools.  For example, we would expect these improvements to 

reduce the administrative and operational workload for SENCOs working in schools and 

early years settings.  

2.14. Developments in Alternative Provision: Supporting the development of alternative 

provision remains a key priority. We believe successful high-quality alternative provision 

schools that are empowered and funded to support early intervention are a crucial part of 

our local education system. 

2.15. There is a significant investment of over £4.5m a year from the High Needs budget, much 

of which has only been accessible to the system through the statutory process – permanent 

exclusion.  



2.16. We have been working closely with a range of stakeholders, including headteachers and 

senior leadership of alternative provision and mainstream schools to develop a vision for 

how we can transform alternative provision: 

Our vision is to develop and fund a class leading, flexible and needs led Alternative Provision 
Schools system that is a proactive and collaborative feature of the Gloucestershire education 
system. Our integrated service will: 

 Be focussed on high quality, early intervention and cross-phase services and support for 
children and young people that are at risk of exclusion to prevent where possible the 
need for fixed term and permanent exclusion.  

 Provide, where permanent exclusion happens as a last resort, an outstanding 
educational and therapeutic support/provision to enable Children and Young People to 
aspire to and achieve the very best outcomes. 

 Be a key feature within the overarching vision for exceptional education and joined- up, 
cross phase children’s services across the county 

 

2.17. To deliver this vision we have been working with a range of stakeholders, including 

mainstream and alternative provision headteachers to identify priorities for development 

and investment. We have agreed that the initial focus will be on the improvement of: 

 Funded service offer - ensuring that we are able to use funding flexibly to deliver an 

early intervention offer. 

 Learning environments – improving the quality and appropriateness of learning 

environments, particularly ensuring they are appropriate for the different phases of 

education that they support.  

 The therapeutic offer accessible within alternative provision – how can we ensure the 

schools have access to the specialist support that they need, when they need it. 

 Improving the assessment and transition of children and young people accessing 

alternative provision 

2.18. The key area for school’s forum to consider is the funding of the service offer. Alternative 

provision is currently funded to provide 216 places for children that have been permanently 

excluded – 108 places at Gloucester and Forest, and 54 places each at the Stroud and 

Cotswolds and Cheltenham and Tewksbury schools.  This equates to a total budget of 

£4,536,000. 

2.19. The current funding model is comprised of 2 elements: £10,000 base funding, paid annually 

for all places and an £11,000 top-up paid pro-rata at the point of referral (inclusive of EHCP 

costs).   The base funding provides a committed level of income and the top-up provides a 

variable element based on occupancy levels. 

2.20. We are therefore proposing changes to the funding model that will support earlier 

intervention services including: 

 Outreach services; 

 Partnership placements; and 

 Training and professional development. 



2.21. We are aware that mainstream schools already fund some support for children and young 

people struggling to access education. We do not want to replace this, but enhance this 

existing support.  As such we wouldn’t expect alternative provision services to be fully 

funded, but joint funded by Alternative Provision and the Mainstream school. 

2.22. The intention is to provide flexibility for AP to work closely with the school system to 

develop and deliver a range of early intervention services that support continued access to 

mainstream provision and remove the perverse incentive for exclusion.  To do this we are 

proposing that any unused top-up funding be made available to the schools to support the 

development of their revised service offer. 

2.23. This is an approach we would be recommending anyway, but the impact of the global 

pandemic on children and young people over the last 18 months has made the focus on 

early intervention and support even more critical. 

Recommendation: to enable the schools to deliver a new service offer, the local authority is 

recommending that the 2021/22 high needs budget will assume that full funding will be made 

available to alternative provision schools this year.  



3. Key funding drivers for High Needs (EHCPs and Permanent Exclusion) 

3.1. The Department for Education capture SEN data through the annual SEN2 survey, for 

which data has just been released.  In the tables below, we share a comparison of the local 

picture, to both our statistical neighbours and the national picture.  

Total Number of EHC plans  

Gloucestershire:  4,332 (January 2021) 

 Number of new EHC plans 

Gloucestershire: 558 (2020 calendar year) 

Up from 3,922 (+10.5%) in January 2020  Up from 484 (+15.3%) in 2019 

National: 430,697 in January 2021 

Up from 390,100 (+10%) in January 2020 

 National: 60,097 

Up from 53,900  (+11.5%) in 2019 

Statistical neighbour average: 4,611 in January 

2021 Up from 4,161 (+10.8%) in January 2020 

 Statistical neighbour average: 662 

Up from 620 (+6.8%) in 2019 

 

Initial requests for an EHC plan  

Gloucestershire:  700 (2020 calendar year) 

Up from 613 (+14.2%) in 2019 

 Rate of EHC plans excluding exceptions issued 

within 20 weeks 

Gloucestershire: 75.7% 

National: 75,951 

Down from 82,329 (-7.7%) in 2019 

 Down from 99.8%  in 2019 

National: 58% 

Statistical neighbour average: 839 

Up from 820 (+2.3%) in 2020 

 Down from 60.4% in 2019 

Statistical neighbour average: 61.4% 

Down from 65.3% in 2019 

 
3.2. The total number of children and young people aged 0 to 25 with a statutory Education, 

Health and Care (EHC) plan continues to increase. 

 In January 2021, 4,332 children and young people had an EHCP in Gloucestershire 

compared to 3,922 in January 2020.  This is an increase of 10.5% which is 

consistent with the increase nationally (10%) and the statistical neighbour average 

increase (10.8%)  

3.3. The number of new EHC plans made in the calendar year has also increased.   

 In the county, 558 new plans were issued in 2020 compared to 484 in 2019 (a 15.8% 

increase).  The percentage increase nationally and for Gloucestershire’s statistical 

neighbour authorities was 11.5% and 6.8%, respectively.  

3.4. The number of initial requests for an EHC plan continued to increase.  

 In Gloucestershire, during the 2020 calendar year, the number of initial requests 

grew from 484 in 2019 to 558 in 2020 (an increase of 14.2%).  There was a much 

smaller percentage increase in the average number of requests received by 

Gloucestershire’s statistical neighbour authorities (2.3%), whilst nationally the 

number of requests decreased for the first time since the introduction of EHC plans (-

7.7%). 

 



3.5. In terms of overall numbers of EHCPs we are broadly in line with national and statistical 

neighbours, but the rate of new EHCP requests and approvals has been high during the 

last 12 months.  This quantitative data is useful, but needs more qualitative assessment to 

understand why we have seen a disproportionate increase in new plans and requests 

compared to our neighbours and the national picture.  

3.6. This remains a critical driver for High Needs expenditure.  We will explore this data in more 

detail both locally and with our statistical neighbours, so that we can provide a more 

detailed report in September. 

Permanent Exclusion 

3.7. Permanent exclusion data generated over the last 18 months needs to be treated with a 

degree of caution, due to the multiple lockdowns and partial school closures. Data at the 

end of May 2021 shows reductions in permanent exclusion, but for the periods that schools 

were fully open levels of permanent exclusion were in line with 2018/19.   

 

3.8. We have set out above our plans to develop a new service offer through alternative 

provision schools. As we focus the service offer less on permanent exclusion and more on 

early intervention it changes the nature in which we see permanent exclusion as a driver for 

High Needs expenditure.    

3.9. It is proposed above that any savings in the alternative provision budget that are generated 

through the reduction in permanent exclusion are invested in a new service offer that 

focuses on earlier intervention and support. This will enable us to focus on reducing the 

escalation of need and higher cost placements in specialist provision, particularly for 

children and young people with a Social Emotional Mental Health need. 

3.10. Permanent exclusion therefore remains a crucial driver for the high needs strategy, but one 

that is not focussed on cost reduction but longer term cost prevention.  

4. The National Picture 

4.1. The national picture for High Needs remains a significant issue for the DfE and local 

authorities across the country. This has certainly not reduced due to COVID-19 and there is 

concern that the legacy of the pandemic will see an increased level of need in the system. 

4.2. We also await two key activities from the DfE and ESFA.  Firstly, we are expecting to see 

the published outcome and recommendations of the SEND review that was announced in 

Sept 2019. Publication has been promised for the spring of 2021, so is imminent.  This will 



be a critical publication and one that should provide clarity over the governments approach 

to addressing the rising levels of need in the system. 

4.3. Following the publication of the review, we are also expecting a further High Needs Funding 

consultation to focus on long term funding changes.  In February the DfE launched a 

consultation to cover proposed changes for 2022/23. The local authority response is 

attached with the papers, but was shared widely with the school system ahead of 

submission. 

4.4. The key and recurring message in our response was to continue the move away from 

historic funding as the key driver for the High Needs budget and to focus on the 

development of a needs led funding model. 

4.5. Of course, identifying the right proxies to forecast the level of need is challenging.  In the 

recent consultation the DfE expressed concerns about the use of EHCPs as an indicator of 

need, as this would create a perverse incentive for the system to utilise the statutory 

process.  Our response aligned with the DfE view and focussed on population 

demographics as a key proxy for identifying need.  

4.6. Following the publication of the SEND review and ahead of the publication of the High 

needs consultation we will arrange a school’s forum working group session to: 

 Assess the implications of the SEND review and any impacts on the local funding 

models. 

 Consider the existing High Needs funding formula and identify the right proxy 

measures that could underpin the funding formula.  

https://consult.education.gov.uk/funding-policy-unit/high-needs-nff-proposed-changes/

