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Step by Step Guidance - Primary Schools  

School Resource 

Management



The integrated curriculum and financial planning (ICFP) is a 

management process that helps schools plan the best curriculum 

for their pupils with the funding they have available. 

It involves measuring your current curriculum, staffing structure 

and finances, and using data to create a 3 to 5 year plan.

What is ICFP?



Introduction 

Primary Workbook Template –

Step-by-step Guide

There is no workbook of generic *ICFP spreadsheets that will meet the 

requirement of every school. There is however a set of basic principles 

that can be applied to suit any school or school group implementing an 

ICFP approach. The basic principles are outlined in the paper ‘Basic 

Principles of ICFP’. 

*Integrated Curriculum and Financial Planning



ICFP DfE Tool – Step-by-Step Guide

There are four linked 

spreadsheets; Summary 

Data, Deployment Base 

Year, Deployment 

Planned Year & 

Deployment projected 

year and a set of notes 

on Linked sheet notes.



Stepwise Overview

The overview sheet shows 

the detail of every key 

calculation and piece of 

input data in a flow from 

the financial and 

curriculum situation in an 

academic year where the 

data is well known through 

to a planned year where 

the data and curriculum 

are being estimated. 



• The summary data sheet is designed to give an overview of the financial 

situation over a three to five year period. 

• The high level financial approach linked to teacher deployment models 

will produce a reasonable estimate for the affordable number of FTE 

teachers for three to five years, which can then be reconciled with the 

curriculum plans together with a set of KPI’s and metrics. The results can 

then be checked using whatever financial systems and timetabling system 

the school have in place. 

• Lines 14 to 18, 67 and 68 contain information linked from the deployment 

sheets. 

Summary Data Sheet



Summary Data Sheet

Pupil Roll Numbers

The pupil roll 

numbers for the 

base year and best 

estimates for future 

years is at the top of 

the Summary Data 

sheet. 

• It should be noted that the estimate of future pupil roll numbers is a highly significant variable in 

ICFP work and a small error can have major consequences for financially related decisions. 

• Users should consider running three scenarios in parallel to represent most pessimistic, most 

likely and most optimistic pupil roll values. 



Summary Data Sheet

Expenditure & Revenue Summary

Lines 21 to 48 give a summary of 

revenue funding and expenditure. The 

facility to make estimated percentage 

changes in key values for the planned 

and projected years is included in lines 

43 to 48.

Lines 21,24,26 and 28 allow the user to test out FTE values of staff in different categories to 

see the impact on the financial bottom line. 



Summary Data Sheet

Expenditure & Revenue Summary Continued

The bottom line 

shown on lines 39 

and 41 and as bar 

charts like below.



Summary Data Sheet

Staffing

In the planned and projected 
years the final staffing for any 
staff line will not be known in 
final detail so the total cost of 
each staff line needs to be 
estimated from what is known 
and what can be guessed. 
Some users may well just wish 
to use their own software and 
approach and change all the 
total staff costs on lines 22, 23, 

25 and 27 to user input values. 

The sheet uses an estimate of the average staff salary in the 

base year as a basis for calculation in the planned year. 

Similarly the expected cost in the planned year is used to 

make an estimate of the expected cost in the projected year. 



Summary Data Sheet 

FTE Teachers

Line 13 has a copy 

of the number of 

FTE teachers 

employed in the 

base year and the 

proposed number 

to be employed 

from the financial 

perspective in the 

planned and 

projected years. 

The values for 

FTE teachers 

required shown on 

line 14 are the 

outputs from the 

planning sheet 

‘Deployment 

Planned year’ and 

‘Deployment 

Projected year’.

Line 19 shows the 

FTE equivalent of 

Teacher role staff 

required on the 

curriculum plans. 

This is calculated 

as if 1FTE 

teacher role staff 

member delivers 

full cycle of 

teaching periods.

The cells highlighted in 

red are conditionally 

formatted to draw 

attention to the 

relationship with the total 

of FTE teachers from a 

financial perspective. The 

red flag in the upper right 

corner of A14 indicates a 

comment on this which 

can be read by placing 

the curser over that cell. 



• Reconciliations between finance and curriculum FTE teacher values is 

achieved by adjusting values on the finance sheets or on the deployment 

sheets or on both.

• This workbook produces a wide range of statistics and KPI’s that schools 

could measure – but schools and trusts should instead choose the metrics 

that are most pertinent to their circumstances. 

Summary Data Sheet Continued..



Summary Data Sheet

Summary Statistics

The statistical section 

summarises a list of possible 

targets, benchmarking values 

and KPI’s.



Deployment Base Year

Cell B2 is copied from the Summary data sheet. 

Cell B3 is a user input on this sheet and is copied to the 

summary data sheet. Pupil roll numbers in column B are 

copied from the summary data sheet.

In the deployment base year 

sheet the average teaching load 

and hence the teacher contact 

ratio is the result or output of 

the sheet. 



Deployment Base Year Continued..

Columns C, D & E lines 5 to 11 allow the user to 

reorganise the pupils into groups which are 

combinations of National Curriculum years, with 

names specific to the school and then into numbers 

of classes.

Some schools may 

find it more convenient 

to extend the number 

of lines on the table so 

there is only one class 

per line with the 

original number of 

National Curriculum 

year pupils distributed 

across the lines. 

Teaching time is allocated in columns F & 

G. Column F is for periods supplied by 

teachers and column G is for periods 

supplied by staff acting in a teacher role 

such as HLTA staff. 



Deployment Base Year Continued..

The average class size statistic shown 

on line 20 is the pupil to teacher ratio. 

The teacher role staff are not included in 

this calculation but any whole school 

periods supplied by teachers are 

included. This means that the average 

size of a teaching group is not the same 

as this statistic shows. This is important 

because it can be used in making a 

comparison with similar schools 

C21 gives the teacher contact ratio as 

the result of the base year deployment 

analysis. This is the second of the five 

variables in the fundamental equation 

governing ICFP. 



Deployment Planned Year

The planned curriculum outlined in 

words in column H and teacher period 

totals in column F. The teacher to 

contact ratio value in C21 converts 

the teacher period total to an FTE 

number of teachers shown on line 23. 

The section shown in yellow on lines 

25 to 27 in column B above is copied 

from the finance information on the 

summary data sheet. 



What is Contact Ratio?

This sheet gives detailed 

example of the contact 

ratio idea for users who 

are not already familiar 

with it.



What is the Modelling Contact Sheet?

This sheet allows the contact ratio value 

to be modelled for future years where 

the teaching staff structure is 

reasonably well known but the individual 

teachers are not known. It also allows 

the user to investigate the extent to 

which management time changes can 

modify the contact ratio value once all 

staff have the appropriate allocation of 

PPA time. 



What is the Average Class Size Sheet?

The sheet provides a stepwise 

explanation of average class size 

and illustrates the difference 

between that and average teaching 

group size. 



• Bonus and basic are curriculum analysis terms which are in current use in 

some schools and academy chains and by some groups of external 

consultants.

• When accurately defined they do not apply in primary schools although there 

are ways of redefining them for primary school use. 

• Because there is no standard convention for this the spreadsheet in the 

workbook is just a text box explaining the idea. 

What is the Bonus & Basic Sheet?



What is the at Cost Referencing Sheet?

This sheet shows a way of 

referencing a teacher 

deployment analysis to the 

number of teacher periods a 

school can afford in a balanced 

budget. 



What is the Metrics Sheet?

This sheet shows a range of 

metrics attached to a 

deployment analysis.



Appendix

• Period – Time in the curriculum is usually measured in a unit called the period. The length of a period is usually 

the length of a single lesson in a school where the timetable is subdivided into a number of lessons that are the 

same length for all classes.

• Cycle – The timetable cycle is the number of periods after which the timetable and hence the curriculum 

structure repeats. In primary schools this will usually be either a ten period cycle where the periods are half a day 

long or a twenty period cycle where the periods are each a quarter of a day long. 

• Teacher Period – Teacher time on the timetable is measured in teacher periods. One teacher period is one 

teacher working in a planned situation on the timetable for one period. 

• Contact time and non-contact time – The teacher periods supplied by a teacher on the timetable are contact 

time. Teachers who have two types of time on their timetables which form part of the timetable cycle can be 

classed as either contact time or non-contact time. 

• Contact Ratio – The contact ratio is the proportion of the cycle teachers spend in teaching contact taken as an 

average across all teachers. The contact ratio can be used as a comparison metric between schools as it is 

independent of the number of periods in the timetable cycle in a school. 

• Average Teaching Load – This is the number of periods of contact time teachers have as an average across all 

staff employed as teachers.

• Deployment Analysis – Also called staff deployment or staff deployment analysis for historic reasons. It is 

usually drawn up in the form of a table listing the different areas of the school such as year groups and alongside 

those listing the pupil roll and the teacher time allocated on the timetable. 



Appendix Continued

• Bonus, Basic and Relative Bonus – This can be a useful management approach but has little value for 

benchmarking unless different schools use exactly the same definitions. In recent times primary schools have adapted 

versions of the idea for primary school use. 

• Average Class Size – This is the traditional term for the pupil to teacher ratio in the timetable. The overall class size 

for a school is given by:

• The fundamental equation – If the average teacher cost is divided by the product of the per pupil revenue and the 

proportion of that revenue available for teacher cost the result is the pupil to teacher ratio in a balanced budget. 


