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OVERVIEW 
 

A. Introduction 

This toolkit has been put together based on the experience of two Catholic primary schools transforming into a federation along 

with local authority advice and industry best practice. It details the steps taken, the legal requirements, the time commitment and 

with the benefit of hindsight, provides helpful hints and tips to make the process smoother. This paper documents the journey from 

January 2017 until the incorporation date of January 2018 (roughly one-year). 

This toolkit can also be used as a project management guide if going through the academy conversion process, though legal advice 

must be sought from the outset. Further information can be found in the appendix (Appendix 15: Converting to an academy) and 

from the following DfE webpage https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools. In addition, there 

are two case studies (Appendix 14: NGA MAT Case Study) uploaded to the schools’ website that give an overview of the lessons 

learned by two multi academy trusts; this has been produced by the NGA.  

The schools used as an example throughout this document are Corpus Christi (Weston Super Mare) and St Joseph’s (Burnham on 

Sea) primary schools, now part of the Holy Trinity Catholic Federation (Appendix 1: School Background).  

The section below sets out the challenge that these schools faced that compelled them to investigate federation as a possible 

solution. 

B. The Challenge  

Since April 2014, one or both schools had been without a substantive head teacher though both had advertised numerous times; in 

the case of Corpus Christi they had advertised three times. The resignation of St Joseph’s substantive head created an immediate 

issue. In each school it led to various interim leadership models being implemented by governors to secure continuity in the short 

term. This interim situation was not sustainable nor was it conducive to creating a stable work place for staff or a solid learning 

environment for the children.  

Following dialogue with the diocese, both schools concluded that they should consider other options in line with the longer term 

educational agenda. To safeguard both Catholic schools it was recognised that a permanent solution had to be found and be in place 

by September 2018, that met three criteria: 
 

Strengthen Pupil Outcomes Enhance the Catholic Mission Encourage Leadership Development (Inc. Governance) 
 

Given the tight timeline and that at the time of writing Clifton Diocese schools are unable to convert to a Multi-Academy Trust, both 

governing bodies felt it was worth exploring the federation route. However, it was agreed that the solution: 

 

C. High-Level Timeline/Schedule 

On average, the governors of both schools came together as a joint working party at least once per month from January 2017 

through to December 2017 (excluding August); further meetings were held in between by a small Operational Committee (OpC) 

consisting of the Chair of the Joint Governors Working Party (JGWP), the interim Executive Head Teacher (EHT) and the Project 

Manager (PM) from Clifton Diocese. A sizeable portion of the work was undertaken by the Interim EHT, with delegation to relevant 

staff members, i.e. school business managers and interim Heads of School (HoS). The table below highlights the three distinct phases 

of the project, these being: 

1. Phase 1: Fact Finding; lasting approx. 6 months; 

2. Phase 2: Informing Stakeholders; lasting approx. 4 months; 

3. Phase 3: Decision Time; lasting approx. 2 months. 

Must meet the 3-criteria laid 
out above 

Must not be based around specific 
individuals 

Must have the ability to change and grow over the longer 
term 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools
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Table 1: Summary of Activities 

Phase Month Reason Proposed Actions 
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Jan-17 
Willingness to 

Federate 

Separate meetings with both governing 
bodies to confirm their commitment to 
explore federation & to take nominations for 
the Joint Governors Working Party (JGWP) 

• Inform LA & Diocese of intention to discuss federation 

• Nominate 2 governors for the working party 

• Ask for a Diocesan Representative to sit on working party 

• Appoint a project manager 

• Distribute pre-read for federation / academisation 
information    

Feb-17 
Establishing 

Understanding 

1st meeting of Joint Governors Working Party 
(JGWP) to agree expected outcomes of 
project, timelines and project planning, 
including Terms of Reference 

• Nominate / elect chair of working party 

• Develop 1st draft terms of reference 

• Agree communication & confidentiality 

• Confirm degree of delegated authority 

• Form operational committee 

• Appoint a clerk     

Mar-17 
Starting Work 

1st & 2nd meeting of Operational committee 
(OpC) to execute actions agreed at 1st JGWP 

2nd JGWP to ratify ToR & delegated 
authority. To review the Due Diligence (DD) 
template 

• Agree nominal federation date to develop a timeline with 
stage-gates; allow for 2-3 drafts of the due diligence 
document 

• Agree all meeting dates for duration of project 

• Agree who will collate info, what will be shared & deadlines 

Apr-17 
Due Diligence 

3rd JGWP to review draft DD outputs & 
opportunity to clarify the differences & 
similarities between schools 

• OpC to prepare presentation to guide working party 
through due-diligence docs 

• PM / Chair to lead questioning of due-diligence outputs 

• Chair to use email to collate further question & answers 

• Ensure “federation” is a standing item for each FGB   

May-17 
Finalising 

Documentation 

3rd OpC meeting to make amendments to DD 
based on feedback from 3rd JGWP, and to 
track changes in excel 

4th JGWP to sign-off the DD docs & to make 
recommendations for leadership 

• Arrange update meeting with LA 

• Agree leadership & governance structures, inc. number of 
governors & committees 

• Consult with HR provider if proposing significant changes to 
incumbent leadership 

• Formally sign-off DD docs & recommendations (this must 
be recorded in the minutes)   

Jun-17 
Reviewing Due 

Diligence 

4th OpC meeting to work on the presentation 
for governors’ meetings based on feedback 
from 4th JGWP 

Governor meetings to receive & review DD 
docs, and to vote on moving forward (or not) 
to consultation 

• Organise separate FGB to review DD outputs & working 
party recommendations 

• Each FGB to vote to move into next phase (this must be 
recorded in the minutes)  

P
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 Jun-17 
Preparing 

Consultation 

5th JGWP to prepare information for 
inclusion in the consultation document and 
to identify stakeholders 

• Agree contents of consultation docs, including mandatory 
elements 

• Formulate stakeholder list 

• Agree how consultation will be managed 

Jul-17 
Finalising 

Consultation 

1st Joint Governors meeting to review & sign-
off the consultation pack, to vote Yes or No 
to stakeholder Consultation 

• Organise joint full governor meeting to vote 

• Circulate consultation pack 1-week before meeting 

• Minute outcome of vote  

Sep-17 
The 

Consultation 

Start of the 6-week consultation process to 
include stakeholder drop-in sessions 

• Include LA, Diocese & DfE in consultation -send to this 
address schoolorganisation.notifications@education.gov.uk 

• Agree drop-in date & time 

• Arrange update meeting with staff before consultation 

• Use template to record all feedback   

Oct-17 
Reviewing 
Responses 

6th JGWP to collate and review stakeholder 
responses to make recommendations to 
governing body 

• Use excel template to disseminate consultation feedback 

• Prepare summary overview for use at FGB 

• Agree recommendations to move into phase 3 (or not) 

mailto:schoolorganisation.notifications@education.gov.uk
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Phase Month Reason Proposed Actions 
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Nov-17 
Preparing to 

Vote 

2nd Joint Governors meeting to review 
feedback, clarify any outstanding items and 
to vote on Federation. 

If Yes implement legal resolution and review 
timelines to achieve deadlines 

• Organise joint full governor meeting to vote 

• Send pre-read to inc. consultation feedback, working party 
minutes & recommendations 

• Minute outcome of vote 

• If yes – implement actions: 

• Inform stakeholders inc. secretary of state 
schoolorganisation.notifications@education.gov.uk & 
ministers@education.gov.uk 

• Organise vote for new federation name 

• Prepare the new Instrument of Government 

Dec-17 
Transition to 
Federation 

Conduct governor recruitment, 
appointments and elections 

Plan federation meetings and processes 

Conclude JGWP   

• Begin recruitment process for governors 

• Arrange meeting to formally dissolve the working party 

• Arrange informal meeting of the new board to discuss 
agenda for 1st federation board meeting 

• Arrange governor development training  

 

 

D. Implementation Plan 

The implementation plan details the steps needed to move from thinking about federating to making the decision to federate, in the 

case of the Holy Trinity Catholic Federation it took about one-year. However, having gone through the process and with tight control 

this could be achieved in around 6-months; it would be difficult to achieve it in less than 6-months. 

The implementation plan outlined below will provide a roadmap for any other schools considering federation or even academisation 

as a way forward. It details month by month what a governing body would need to think about (and do) to progress through each 

stage; it also provides examples of how Corpus Christi and St Joseph’s approached the project.  

In many cases this roadmap can be used to plan for academisation as the essence of the meetings will be the same as for federation. 

The due diligence documents used throughout the federation process have been taken from “the Key” advice on converting to a 

Multi Academy Trust (MAT). In most instances, where the word federation is used, the reader could substitute this for academy / 

academisation, though remembering there are some key differences. Aside from the legal differences between a federation and 

academy, the main differences in the conversion process are that schools must first seek approval from the DfE to convert to an 

academy (for federation, the DfE is informed only) and it is very strongly recommended that schools employ legal advice at their 

earliest opportunity.    

Whilst the steps and meetings outputs are detailed, the following report does not go into the minutiae of detail carried out by the 

Operational Committee (OpC)* in preparing documents for review at the JGWP or governing body meetings. It does however 

contain templates in the appendices that governors can adapt to meet their individual circumstances.  

*In the case of the Holy Trinity Catholic Federation, the OpC met at least once per month coupled with weekly update emails and 

phone calls. 

 

 

 

 

 

mailto:schoolorganisation.notifications@education.gov.uk
mailto:ministers@education.gov.uk
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Pictured below (diagram 1) is a simplified decision-making process flow chart starting at the initial conversations, ending with a 

decision to federate (academise) or not. If the governing bodies decide “yes” then there are further legal processes that must be 

followed. 

 

Diagram 1: Process Flow Chart  
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PHASE ONE – FACT FINDING  

 

1. Willingness to Federate (Pre-January 2017)  

The director for schools and colleges, along with the schools’ organisation officer should meet with interested governing bodies 

separately and in a group forum to begin discussions on whether federation could be a viable route to explore. At these first 

meetings, the Local Authority (LA) should be invited to provide their legal viewpoint, their opinion and reassurance to the governing 

bodies that there will be collective support during the process.  

Any school interested in exploring federation should attend the initial meetings and conversations, they can opt out if the governors 

feel it is not the right time for their school. To move forward, at least two schools need to agree to move into formal exploration. 

 

As soon as agreement is reached on which schools will investigate federation, each governing body needs to nominate two 

governors to be part of a joint governors working party (JGWP) – this number may vary depending on the number of schools 

involved in the exploration; having more than one representative per school is ideal:    

 

1. to ensure transparency for governing bodies throughout the process; 

2. to enable governing bodies to continue to focus on governing their schools whilst this process moves along; 

3. to spread the workload. 

As a condition of moving forward with the project, the joint governors working party must include a diocesan representative, this 

ensures objectivity is maintained and keeps the diocese informed of progress. The governing bodies should also agree to appoint a 

project manager to ensure the process stays on track; this could be the diocesan representative or someone else on the JGWP.  

In the case of the Holy Trinity Federation, the JGWP consisted of three governors nominated from each governing body to conduct 

due diligence and to make recommendations to its own governing body on whether to move forward with federation at each stage of 

the process. The governors were also happy for the diocese to appoint a project manager. 

 

The Project Manager (PM) sends pre-read documents to the nominated governors giving them overview information about 

federations, the DfE regulations and benefits (and challenges) of federating (see under “Federation” on the Diocesan schools’ 

website for documents)    

 

  

Don’t forget to inform the LA and the Diocese of your intention to explore federation. 

Don’t forget to inform your partnership of your intention to explore federation 

Either school can withdraw from the process at any time; investigating federation is not an agreement to federate 

Don’t forget to nominate c.2 governors per school to be part of the JGWP. 

Don’t forget to request a diocesan representative to sit on the JGWP. 

Agree who will project manage the process – this can be the diocesan rep or someone else on the JGWP    
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2. Establishing Understanding – (February 2017)  

At the first meeting, the project manager covers a lot of information to ascertain attendees understanding of why they are there and 

their expectations. At this first meeting it is important to establish the following: 

• The reasons for the meeting and the role of the project manager (PM) – it is important at this early stage for the working party 

to understand that the PM manages the process but is not the decision maker; 

• Start with introductions from everyone around the table, e.g. which school they represent, the role they have on the governing 

body and how long they have been a governor, this is important to build rapport and trust amongst the group; 

• The PM takes the JGWP members through expected outputs, a list is given below but could be amended as appropriate: 

o to plan and manage the due diligence and consultation process (including the timelines & stage gates);  

o to present a report to their governors on their proposals to federate (or not) and why;  

o to design a governance and leadership structure;  

o to prepare options for the name (and vision) for the federation.  

• These expectations feed into the Terms of Reference (ToR); 

• The PM introduces a communications & confidentiality protocol, it is important to lay out expectations of how the JGWP will 

communicate with each other, with their governing body and with their partnership; whilst confidentiality is implied it is 

important to be explicit (this encourages trust in the group); 

• The PM presents draft terms of reference for the group to review (see Appendix 2: Terms of Reference for JGWP), with the 

expectation that subject to amends the ToR can be agreed at the next meeting; 

• Ascertain the level of delegated power the representatives of each governing body have - this is important as it will have a 

knock-on effect on timings if one has decision making rights, yet the other must seek permission from its governing body for 

every decision. 

 

• Elect a chair for the group (JGWP) to act as a conduit for action and a focal point of contact – if this is not possible at this first 

meeting then agree to resolve this at the next meeting; 

o The role of chair can be time consuming but it is supported by the PM; 

   

• In line with the communication protocol, agree how much information (and when) to give to staff and to parents - this ensures a 

level of transparency for key stakeholders and minimises any rumour or uneasiness amongst staff or parents.  

 

• Remember that whilst no formal agreement has been made to federate, for the purposes of the exploration process it is 

necessary to agree a preferred date for federation. This enables a timeline with stage gates to be devised; 

• The Operational Committee (OpC) are tasked with amending the Terms of Reference (ToR), developing the timeline and stage 

gates, and to confirm the delegated powers of the schools’ representatives – all of which are presented at the next JGWP.  

 

  

It is helpful if governing bodies give delegated decision making to their JGWP representatives for a more efficient process. 

It is helpful to form an Operational Committee (OpC) comprising of the current Head Teacher, Chair of JGWP and PM to 

drive actions / outputs from the Joint Governors meetings. The bulk of the work will sit with this small group.   

Don’t forget to appoint a clerk! 
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3. Starting the Work – (March 2017)  

The second meeting is about agreeing the outputs from the first meeting, such as ratifying the terms of reference, finalising the 

decision-making rights and agreeing what is in and out of project-scope to enable action to commence. It is imperative at this point 

to agree timelines and stage gates to ensure the project moves forward with pace. 

 

• The JGWP should ratify their Terms of Reference and clarify expectations for decision making and outputs;  

• The JGWP need to document their areas of responsibility, for example, recommending governance and leadership structures for 

the federation, developing the items to go into the consultation document and/or providing recommendations to its governing 

board on whether to proceed into each stage of the process; 
 

In the case of the Holy Trinity Catholic Federation, the JGWP agreed to be responsible for all the above points 
 

• The JGWP need to agree the draft timeline as presented by the PM or OpC based on the ideal “go-live” date. This includes stage-

gates for decision making, suggested meeting dates and highlights when the JGWP should be ready to move onto the next 

process. 

. 

• The timeline must adhere to legal requirements, for example, the consultation process must last a minimum of six-weeks; 

decisions to move to next part of the process must be properly documented and the correct terminology used in any minutes,  

o The timeline is created based on the assumption that both governing bodies will vote to consult and to move to 

federation, though governors are free to stop the process at any time;  

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

• The due diligence template is presented by the PM for review; whilst there is no set template for a federation, it is ideal to use 

the template for a Multi Academy Trust (MAT). This ensures that the due diligence is both in-depth and encourages 

transparency of strengths and weaknesses for each school; 

 

o Areas covered in the due diligence document are finance, school profile, school performance, governor effectiveness, 

land and buildings, plus any legalities to be aware of (see Appendix 3: Due Diligence Questions); 

o Any due diligence document should encourage transparency, be sufficiently in depth to allow the JGWP to test the 

strategic rationale for moving to a federation, to inform next steps and to layout future foundations, i.e. governance / 

leadership structures, etc. 

It is helpful if the draft timeline builds in a considerable proportion of time on due-diligence. 

This allows governors to evaluate the information, ask relevant questions and reflect on the answers.  

Building the extra time in at this stage makes it easier to produce a consultation document. 

Diagram 2: Timeline to Federation 
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• The JGWP should clarify who will collate the information and by when; agree how much detail needs to be shared at the JGWP 

meetings and subsequently at the governing body meetings. It is recommended that for efficiency the OpC prepares the first 

draft due diligence documentation for review by the JGWP (pre-read to be sent one-week before the meeting); 

 

 

In the case of the Holy Trinity Catholic Federation, a “detailed” summary of the information (see Appendix 4: Detailed Summary 

Template) and the ability to access the extensive documentation was agreed to be provided to the JGWP by the OpC; 

 

 

• The JGWP must agree the level of information that will be shared with their governing bodies; it needs to provide enough 

information to reassure governors that extensive due diligence is taking place but in a summarised format to enable the 

governing bodies to challenge and ask questions.  

 

  

Remember that there will be some highly confidential information shared at JGWP that may not be relevant to share with 

the wider governing body at the exploration stage i.e. staff disciplinaries, etc. 
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4. Due Diligence Outputs – (April 2017)  

This is the first opportunity for each school to see the others’ information. Whilst the data presented is a (detailed) summary, it can 

still seem overwhelming. Therefore, the role of the project manager during this meeting is to ensure the JGWP understands the 

information, to encourage discussion and to invite questions such that there is complete clarity. 

 

• In addition to the pre-read, share the first draft due diligence results in the form of a PowerPoint presentation (see Appendix 5: 

Draft Due Diligence in PowerPoint) to highlight the most pertinent points, to guide the discussion, to encourage further 

questions or requests for clarification and to ensure all governors contribute;  

 

• Suggested questions that could be asked to start the debate:  

o Based on the due diligence, how might the differences and similarities across the schools’ benefit pupil outcomes? 

o How healthy is each schools’ financial plan, if in deficit, is there a recovery plan in place?  

o Will establishing a federation generate savings and economies of scale? If so, by when? 

o How will each school be able to support the other/s, is there capacity for school improvement? 

o Will pupils benefit from a wide range of curricular / extra-curricular activities? 

o How will staff develop professionally? 

 

• After the discussion has taken place and everyone is satisfied with the information shared, the JGWP should: 

o Agree which areas require further clarification or amendments to the due diligence document; 

o Agree the format of the due diligence document to be presented to the governing bodies; 

o Agree the date to share the second draft DD document with JGWP. 

 

• The OpC agrees the action points based on feedback of the DD document; the chair of the JGWP acts as the focal point for 

questions from the rest of the JGWP, these can be recorded in a spreadsheet so that questions and answers can be accurately 

tracked (see Appendix 6: Due Diligence Governor Question Template);  
 

• Regularly assess the timeline to ensure the JGWP remains on track to meet deadlines, or if it needs to be amended. If an 

amendment to the deadline is needed, inform governors if this will impact on the preferred federation date.   

 

 

 

 

It is helpful to send the first draft due diligence documents to the JGWP one-week before the meeting 

It is helpful to use email to ask and answer questions arising from the DD document 

this negates the need for adding another face to face meeting  

Remember at this point, the JGWP does not need to share the draft DD documents with their full governing body. Though 

monthly updates should be shared as a standing item on the agenda, only the final document is shared with FGB 
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5. Finalising Documents – (May 2017)  

This JGWP meeting should be spent answering any outstanding questions, clarifying the governance and senior leadership structures 

and signing-off the due diligence document to share with each governing body; this final document should also include a 

recommendation from the JGWP on whether to go forward (or not) to the consultation phase. 

 

• The OpC present the final Due Diligence document for review, this should be sent as a pre-read before the meeting. All 

questions raised at the meeting or via email before the meeting should be recorded as either being answered to the satisfaction 

of the JGWP or requiring further clarification; 

• The range of proposed leadership structures should be discussed and the preferred one agreed. There are a range of options 

available, for example, an Executive HT with Head of School in each school or it could be two Head Teachers without an 

Executive.  

In the case of the Holy Trinity Catholic Federation, the JGWP opted for an Executive HT and two heads of school. 
  

• Along with this, the Senior Leadership structure can be included depending on how far the governing bodies wish to go, for 

example, admin / school business manager, head of RE, etc; 

In the case of the Holy Trinity Catholic Federation, the JGWP opted not to review the senior leadership in each school now, 

but would review it as the federation became more established. 

 

• A federation requires one governance structure across all schools. It is therefore important to propose a structure to be 

included in the consultation document. Whilst there is no set number of governors, there should be a minimum of 12. For every 

increase in governor type, you must ensure that foundation governors are in the majority by two;  

 

 Foundation governors are appointed by the Bishop using an application form, skills 

audit and interview to ensure the right mix of skills across the board; 

 There can only ever be a maximum 2 elected parents irrespective of the number of 

schools in the federation. The governing body cannot stipulate one from each 

school; 

 There can only ever be a maximum 1 elected staff member irrespective of the 

number of schools in the federation; 

 The LA governor is nominated by the Local Authority, but the governing body 

appoints (through a vote at the FGB); 

 

In the case of the federation, co-opted governor was added to the board, meaning that 

the number of foundation governors had to increase; 

Whilst not explicit in the Instrument of Government, in the Holy Trinity Catholic 

Federation, the co-opted governor was recommended to be a staff member to ensure 

that both schools felt they had representation on the board (this is not a legal requirement).  

 

• The robust appointment process for foundation governors for Holy Trinity Catholic Federation and for any other future diocesan 

federation or academy is managed by the diocese; it takes the form of an up to date skills audit, a Diocesan application form and 

an interview with the Director of Schools and the Governance officer to assess their suitability; 

Remember that if you have an established senior leadership team and you wish to make management changes, then you 

must consult with your HR provider for their expert advice 

Diagram 3: Governance Structure 
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• The JGWP should assess different committee structures to provide a recommendation to the governing bodies. The 

recommended structure should enable the board to remain strategic, allow oversight across all schools and evenly distribute 

the workload. 

 

In the case of the Holy Trinity Catholic Federation, the following committees were formed – Quality & Standards, Mission & Ethos, 

Resources, and a management committee.   

 

• The JGWP must formally sign-off the due diligence document, ensuring they include clear recommendations to the full 

governing body covering: 

 

The leadership structure The governance structure Whether to move to the consultation phase 

 

 

• If the JGWP recommends moving forward to consultation, a review of the timeline and stage gates is necessary; this ensures 

that adequate time has been built in to allow governing bodies to review the recommendations. If the deadline is under threat, 

then further extra-ordinary meetings may need to be added.  

 

• Once the DD document and recommendations have been agreed, the JGWP move onto preparing the presentation to be shared 

at individual governing body meetings.  

 

• The DD document should provide enough information to enable the governing body to make a judgement on whether to move 

forward to consultation; it should contain the following information, but not limited to:  

o Brief history of why schools began federation discussions; 

o Summary of the scale of work undertaken in the due diligence phase, this provides reassurance to the governing body 

that the work has been extensive; 

o Summary of skills audit, this provides a view of potential skills gaps / strengths should the new federated body propose 

to the diocese to appoint governors from the existing boards; 

o Present the different leadership and governance structures available, along with a recommendation for the preferred 

structure and the reasons why; 

o Present the proposed committee structure, the reasons why this structure is preferred and highlight skills 

requirements for each; 

o Include information on whether the clerk will be used for board and all committee meetings? 

o Be clear on what is in and not in scope, i.e. TUPE or middle leadership structures, etc; 

o Build in time to take feedback and questions.  

 

  

 

 

 

 

The JGWP must formally agree the contents of the due diligence document including their recommendations for leadership 

and governance structures and on whether to move to consultation (or not). The decisions must be minuted  

Remember to inform your Local Authority of progress to date (OpC or PM can do this), this is a two-way process in that it 

provides the LA with reassurance of how the proposed federation is progressing and gives the JGWP opportunity to check 

that all legal protocols are being followed and that nothing has been omitted   
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6. Reviewing Due Diligence – (June 2017)  

 

Each governing body has a separate FGB to review the due-diligence documentation and assess recommendations produced by the 

JGWP. The DD documents should be sent as a pre-read at least one-week before the planned meeting. A member of the JGWP 

should deliver a presentation to the FGB that guides governors through the due-diligence work completed and provide the 

opportunity for the governing body to request clarification or further work. The presentation should contain: 

 

I. Summary of the due diligence work 

II. JGWP recommendations for the leadership and governance structures 

III. JGWP recommendation on whether to move forward to consultation.  

 

After having read the full due-diligence document and having gone through the presentation, the following activities should occur: 

 

• Individual governing bodies should vote on whether to move forward to consultation and minute whether the to accept JGWP 

recommendations (see appendices 5&6 DD Presentation & Question Template); 

o If both governing bodies agree to move forward, the process moves into stage two; 

o If one governing body does not vote to move forward, then the process is either completely stopped or key elements 

are revisited to gain further clarification.   
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PHASE TWO – INFORMING STAKEHOLDERS 

 

7. Preparing for consultation – (June 2017)  

To move into this stage, each governing body must have voted “Yes” to moving into the consultation phase at the previous meeting; 

this signals that each governing body is satisfied with the outcomes from the due diligence exercise.   

 

Phase two is shorter than phase one as all the preparatory work will have been done; this phase is about picking out the key points 

from the due-diligence phase to include in the consultation document.  

This meeting is focused on preparing for consultation by agreeing the contents and defining who is responsible for pulling the 

document together.  Consultation is a legal process and must adhere to certain deadlines, therefore it is important that the JGWP 

identify any impact on timeline and stage gates in fulfilling the regulatory requirements (see page 6 for process flow chart).  

In order that deadlines are met, the JGWP must agree with the governing bodies when the first draft document will be ready for 

their review and the when feedback is expected by.  

• The consultation document is used to give all stakeholders information about the proposed federation and the opportunity to 

feedback their thoughts and concerns; it must be simple and easy to understand by anyone, therefore jargon (where possible) 

should be avoided; 

• The consultation document must be accessible to whomever requests a copy, therefore you may need to translate the 

document if requested to do so; 

• The JGWP should compile a list of all stakeholders affected by the decision to federate, these could be but not limited to; 

Parents & Carers Staff Children Parishes Other Schools 

Local Authority Councillors & MPs Clifton Diocese Unions Dept. For Education (DfE) 

schoolorganisation.notifications@education.gov.uk 
 

• In addition, to paper copies, the document should be made available on the schools’ websites, in the parish newsletter, and face 

to face as a drop-in session; 

o The drop-in session should be held at all schools proposing to join the federation; 

o It should be held at several times during the day to provide the opportunity for as many stakeholders as possible to 

attend; 

o The LA and Diocese should be represented, along with members of the JGWP and senior leadership (if appropriate) 
  

• The feedback from the consultation document should be used to inform governors decision-making but should not be the only 

reason for voting Yes /No on federation; 

• There are a few things that need to be included in the document from a legal stand-point (see Appendix 7: Final Consultation 

Document), these are; 

 

• Based on feedback from governors, a second draft document may need to be produced, though this should not be too onerous. 

Reason for Federation Proposed date of Federation Governance Structure Leadership Structure 

Advantages & Disadvantages How to mitigate disadvantages Next Steps  

Remember that voting to move into consultation phase is not agreement to federate; either school can still withdraw 

from the process    

It is helpful if one person from the JGWP is the focal point for collating and managing feedback / questions from the 

governing bodies; to avoid another meeting this can be done over email. Questions should be collated on one sheet with 

the corresponding answers given (excel is good for this) – this enables efficient tracking & transparency  
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8. Finalising Consultation – (July 2017)  

This will be the first time each full governing body will officially come together at one meeting. This joint meeting of the governing 

bodies is to agree the contents of the consultation document, to clarify any outstanding questions and to vote Yes or No to formally 

move into consultation with all stakeholders.  

 

The process of voting to move into consultation must be recorded in the minutes and each governing body must meet separately to 

record their decision. 

 

• Ensure the full consultation pack is circulated at least one-week before the meeting, the pack should contain (see Appendices 

7&8: Final Consultation Document & Consultation Pack): 

o an explanation / introductory letter 

o the consultation document; 

o a Frequently Asked Questions (FAQ) document 

o reply slip  

  

• Use this meeting to clarify any areas in the documentation that are still unclear, propose amendments and to satisfy all 

governors that the due diligence has been in-depth and effective. This will enable each governor to make an informed decision 

when voting;     

• As soon as all governors are comfortable that all questions have been answered and agreements made on any changes to the 

proposed consultation document, both governing bodies move into separate rooms to vote (Yes/No) to move to formal 

consultation; 

 

o If either governing body votes “No” to move to formal consultation, then the process stops. At this point the governing 

body needs to clarify why it voted no, to ascertain next steps to be taken, i.e. is it a definitive No or a No until certain 

conditions are satisfied; 

 

o If both governing bodies vote Yes to move to formal consultation, then next steps are discussed and agreed; the 

timelines are set by regulation and cannot be changed, therefore it is important to clarify the timelines, including 

 

▪ the date of the drop-in sessions; 

▪ who will be responsible for collating feedback and how this will be communicated with all governors; 

▪ when the next joint Governors meeting will be held to vote Yes or No for federation.    

 

 

       

 

  

Remember that voting to go to consultation with stakeholders is not agreement to federate; either school can still 

withdraw from the process    
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9. The Consultation – (September 2017)  

The official consultation process lasts a minimum of six weeks; this time-period refers to term time only and therefore excludes any 

term / half-term breaks. The process can start at any time after sign-off by both governing bodies 
 

For the Holy Trinity Catholic Federation, the governing bodies decided to start the consultation at the start of the new academic year 

to enable new parents to comment and to ensure there was continuity with no break in the six-weeks; this was factored into the 

original timeline.  

 

• Ensure all identified stakeholders are sent / given a full copy of the consultation pack, this includes the LA, the Diocese (Bishop 

and Trustees and the DfE (schoolorganisation.notifications@education.gov.uk); 

• During the six-week period, all responses are collated by the OpC on one spreadsheet to keep track of who has responded and 

what their comments are; this document will be used by governing bodies to assess overall opinion of stakeholders (see 

Appendix 9: Consultation Responses Template); 

• Record any face to face feedback from the drop-in sessions and ensure staff are aware they too can feed into the consultation 

process; 

 

• The drop-in sessions should be held around week three of the consultation period to allow stakeholders time to digest the 

information and think of questions to ask: 

 

o Run the drop-in over one-day at each school across two different time slots, for example at 2:30 to 4:30 and again from 

6:30 – 8:30, this enables parents to attend at school pick-up time and for working parents and/or other stakeholders to 

engage later in the day; 

o The format should be relaxed without an agenda so that stakeholders can ask questions and then leave; there is no 

requirement to conduct a full presentation (unless that is your preference); 

o Ensure that members of the JGWP, the school leadership, the LA and a Diocesan rep are available at the drop-in to take 

questions and reassure any concerns that stakeholders may have; 

o Ensure the communications director at the diocese is informed about the proposed federation and date of consultation 

period (including drop-in) in case any queries go directly to the diocese.   

 

  

Remember to inform the LA, Clifton Diocese, (Bishop & Trustees) and the DfE about the consultation 

It is helpful to keep reminding stakeholders of the dates and times of the drop-in session to ensure the maximum 

number of people can attend   
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10. Reviewing Responses – (October 2017)  

The JGWP meet as soon after the consultation closing date as possible to review the collated responses of all stakeholders, to make 

amendments to the consultation document if necessary and to provide a Yes or No recommendation to move to federation for their 

governing bodies. 
 

• The responses are collated in an excel spreadsheet (see Appendix 9: Consultation Responses) to get a percentage overview of 

positive and negative responses; these detailed responses are discussed along with the comments from the drop-in sessions to 

ascertain if amendments need to be made to the consultation;  

• Record if any changes are being made to the document and if any response has materially changed the reasons for / against 

federating;  

 

• The JGWP prepares a response to the governing body to include an executive summary for the consultation feedback, any 

amendments that have been made (and why) and their Yes or No recommendation; 

In the case of the Holy Trinity Catholic Federation, the recommendation from the JGWP was for both governing bodies to vote 

Yes to Federation; 

 

 

• As this is potentially one of the last meetings of the JGWP, it is good practice to review the Terms of Reference originally set at 

the beginning to ensure that objectives have been met, to record where they have not been achieved and to record if these will 

be carried forward to the governing body or the federated board (if ’yes’ vote). 

 

 

 

 

  

Remember that the feedback from the consultation can be used to inform governors decision-making but should not be 

the only reason for voting Yes or No for Federation    

It is helpful to share the JGWP minutes to allow governors to get a sense of the discussions taking place 
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PHASE THREE – DECISION TIME 
 

11. Preparing to Vote – (November 2017)  

This will be the second time each full governing body will officially come together at one meeting. At this meeting each governing 

body can clarify any outstanding points in an open forum before voting on federation as separate governing bodies. If the due 

diligence has been thoroughly carried out, and questions answered along the way, this meeting does not need to be too long. 

Pre-read from the JGWP meeting in October comprising of the amended consultation document, stakeholder responses and JGWP 

recommendations should be provided at least one-week in advance to all governors. This meeting can be broken into two parts: 
 

Part one: Feedback 

• The chair of JGWP should recap on the process that has been followed over the past year and why the governing bodies felt it 

was right to explore federation;  

• The chair of the JGWP should take the group through the pre-read documents and invite all governors to comment or to clarify 

any areas of concern; 

In the case of the Holy Trinity Catholic Federation, areas of clarification were around operational aspects, for example, how the 

governing body would be made up, how they would be chosen, what would happen if not enough volunteers stood as governors, 

the changes to the Instrument of Government 

• Remember that whilst feedback from stakeholders during the consultation should be considered it should not be the only 

reason for voting Yes or No for federation.  

 

Part Two: Outcome of Vote  

• If any governing body votes “No” to move to federation then the process stops. At this point the governing body needs to clarify 

why it voted no, to ascertain next steps to be taken, i.e. is it a definitive No or a No until certain conditions are satisfied; 

• If all governing bodies vote Yes to move to federation, the project manager should go through the next steps and dates to meet 

the federation deadline, at this point it is key to be very precise with the dates as actions must happen sequentially. If 

something doesn’t go to plan, it can affect the entire process (see page 5); 

o Each governing body must pass a resolution at their governing body meetings to federate, after which stakeholders can 

be informed (see Appendix 10: Letter to Parents);  

o The name of the federation needs to be decided (see below for process) as the Instrument of Government cannot be 

agreed until the federation name has been agreed; 

 

• The minutes from this meeting should be recorded as confidential until such time that all stakeholders have been informed of 

the consultation outcome; 

• To ensure the project remains on track, the JGWP needs to stay in operation until the new governing body has been appointed. 

It is helpful to reflect on the process over the past year and to remind yourselves of the original reason for exploring 

federation as a solution to your schools’ challenges 

It is helpful to go through each point in a methodical way to ensure all governors are clear before making any decisions 

Process for deciding the Federation Name 

All governors vote for their three preferred names (from a curated list of 20 possibilities, organised by the JGWP); the top three 

names are published to parents, carers, staff, children and the parish to vote for their favourite. The name with the most votes is the winner 

and becomes the Federation name; thereby, gaining buy-in from the community at an early stage 
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Legal Actions required to convert to a Federation 

As soon as each governing board has passed a resolution to federate, several actions must be taken within a set timeframe to ensure 

the federation is legally recognised; please use the diagram below to aid your process.  

 

See appendix 15 for DfE advice on converting to an academy 

FGB pass 
resolution to 

federate

• Must be minuted in 
each FGB meeting

Confidentally 
Inform Staff

• Place an embargo on discussion 
until official announcement to 
parents is made

Inform parents
• Send letter (see Appendix 10) with next 
steps (if any)

Inform Diocese
• Work with Governance officer to organise 
Instrument of Government (IoG)

• Agree Federation name - see page 13

Inform Local 
Authority

• Email to education lead in LA

• Arrange for sign-off of 
Instrument of Government

Inform 
Secretary of 

State

• schoolorganisation.notificati
ons@education.gov.uk

• ministers@education.gov.uk

• Update the GIAS

Inform all other 
stakeholders, 

inc. Parish

Start governor 
recruitment 

processInform Sec of State during consultation 

period & again after decision made. The 

Sec State must be informed within 2-

weeks of the decision 

Each school must update “Get 

Information About School” GIAS 

Speak with Governor Support 

in LA to get contact name in 

Education to inform of decision  

IoG must contain new 

Federation name, 

incorporation date & 

governance structure 

Inform staff of each 

school at the same 

the night before 

announcement 

 

Diagram 4: Legal expectations after resolution  
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12. Transition to Federation – (December 2017)  

Although the decision has been made to move to federation, the new governing body is not yet in place. Therefore, the next step is 

to begin the governor recruitment process (this starts directly after the vote for federation has occurred), to plan for the first official 

federation governors meeting (at an informal pre-meeting) and to officially disband the JGWP.  

Part one: Recruitment 

• The diocese is responsible for the appointment of foundation governors; to encourage as many applications as possible, an 

advert should be placed in the parish newsletter, on the schools’ websites and the Diocesan website. Anyone eligible to be a 

foundation governor can apply, irrespective of whether they have been a previous governor for the schools or have ever been a 

foundation governor before; 

• The appointment process will take the form of a completed skills audit and application form, along with an interview with the 

Director of Schools & Colleges and the Governance officer (see Appendix 11: Governor Recruitment Pack); 

• The clerk will be responsible for the election process of parent and staff governors; relevant paperwork can be obtained from 

your Local Authority; 

• The Local Authority will nominate a LA governor who (if accepted) must be ratified by the federated governing body at the first 

meeting; 
 

In the case of the Holy Trinity Catholic Federation, the role of co-opted governor was added to the federated board; this role was 

appointed by the governors at the first full governor meeting; 

 

Part two: Planning 

• Depending on the length of time between agreeing to federate and the date of federation (incorporation), each governing body 

will continue to meet to ensure the smooth running of their individual schools. At their very last meeting, the governing body 

must formally minute that it is the last meeting, that they are moving into federation and agree that the newly federated board 

will sign off their minutes; 

• The JGWP remains in place to ensure the process continues until the federation date, with the OpC responsible for carrying out 

any agreed actions (to minimise workload on other members of JGWP); 
 

• As soon as governors have been appointed and if time allows, a pre-meeting is beneficial to officially end the JGWP’s remit and 

to plan how the governing body will be managed, for example;  
 

o Communication & Confidentiality protocols - where data will be stored & how it will be shared;  

o Define draft ToRs for the proposed committees (see Appendix 12: Draft Federation Committee ToRs & CES Code of 

Conduct); 

o Define committee membership based on the skills audit and governor preference;  

o Plan the meeting calendar for the year (build in extra meetings at the outset); 

o Develop draft Job descriptions for the new senior leadership structure (see Appendix 13: Exec HT & HoS Job 

Descriptions); 
 

It is also beneficial to arrange governor development training delivered by your Local Authority to assist with the transition to 

governing more than one school.  

 

13. A New Federation is Born! - January 2018  

Remember as soon as the decision to federate has been made, there will be a period of limbo in which the new 

governing body is not yet in place. However, the governing body of each school is still responsible for their school until the 

date of incorporation    
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KEY LEARNINGS 

The implementation plan details the steps taken to move from thinking about federating to making the decision to federate, in total 

it took about one-year.  Listed below are some thoughts and learnings shared by the JGWP, governors and PM.   
  

 

i. Gaining Perspective 

• Be transparent with each other as early as possible, work hard to build trust; 

• Think structures before people – ask yourself, if you could start again with a blank canvas what would be the best structure to 

improve outcomes for children in the future; 

• Don’t think in the now, think about the education landscape in three to five years’ time; 

• The role of the governors is to make strategic decisions, try not to get side tracked with operational issues; 

• Trust that the joint working party are making the right choices and to allow them to move forward without having to double 

check every decision with the governing body; 

• Don’t let the day job get in the way; having a joint working party allows governors to continue to governor their school without 

the federation process taking over everything; 

• The JGWP should not have a staff governor as a permanent member as it can compromise decision making (conflict of interest); 

the head teacher is fine. 

 

ii. Stakeholder Reassurance 

• Remember that a decision to explore federation is not a decision to federate, schools can withdraw at any time; 

• Inform staff about discussions so that rumours don’t start, take on board their concerns but be mindful not to be swayed by 

them; 

• Involve the LA and Diocese at the earliest moment as they can provide support and assistance; 

• Tell parents about your intentions but only when you have something concrete to tell them; 

o Parents aren’t overly concerned so long as their children continue to receive a good education and there is minor 

impact on their day to day routine; 

 

• This is a change programme so this needs to be considered when managing the project; 

o Recognise that other governors will be at various stages of the change process – some will be willing to move at pace, 

others may need more time to understand “why” the governors are contemplating this. Each stage is valid, though it is 

good to get peoples (candid) thoughts as soon as possible; 

o Governors will want clarity on next steps, what it means for them and whether they will still be governors at the end; 

to move forward, most governors need to be on board – the “why” or what’s in it for me (WIIFM) needs to be clearly 

articulated; 

o Staff need more reassurance – what does it mean for their jobs, will they be expected to work across all schools and 

will workloads increase. Whilst you can’t give lots of information, the HT can give informal updates at staff meetings;  

o A joint get-together for all staff is good practice and is likely to be received positively, this should be done early in the 

change process; 
 

• Don’t assume that everyone knows what you know; ask questions and challenge in the open forum, not behind closed doors;  

• Governors should visit each other’s schools to get an idea of what the school is like, it helps put into context the due diligence 

and begins to build relationships.  
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iii. Maintaining Momentum 

• Give delegated powers of decision making to the JGWP to ensure the process moves swiftly; 

• Ensure the topic of federation is a standing item on your governors’ agenda each month to reassure all that due diligence is 

taking place; 

• Be meticulous in your timings, build in slack to the timeline as unexpected items always crop up; 

• Once the federation date is agreed, arrange all meetings for the entire process; assume that you are going forward with 

federation (plan for it), even though you may choose not to. It’s easier to cancel a meeting than to find a mutually convenient 

date at short notice; 

• Ensure someone project manages the process so that actions are followed up and nothing is forgotten, this could be someone 

on the governing body or from the diocese. However, be mindful that the project management role is time-consuming so may 

be too much for a volunteer; 

o It helps to have a PM external to each school for impartiality – the role of PM needs to be made clear, i.e. will help with 

process and next steps, etc but will not be the decision maker (this sits with the governing bodies);  

o Do not use a staff member to project manage (conflict of interest and time away from work); 

 

• The HT along with an operational committee should be responsible for gathering the information but may delegate to staff as 

necessary to collate relevant data at the right time; 

• Ensure you have a clerk to minute all meetings; 

 

• Vision setting and naming of the federation proved quite difficult at the beginning, in an ideal world you would start with this, 

however, in the case of the Holy Trinity Federation this didn’t work. The JGWP were so focussed on the process, developing the 

structures, collating information and understanding the due diligence that there was no head space to think vision; 

o The vision is not needed to complete the consultation document nor is the name of the proposed federation, but; 

o The name of the federation is needed to ratify the Instrument of Government, therefore; 

o Agree a list of three names to take forward to stakeholders to vote on after the consultation process – this is an 

inclusive way to get people on board once the decision to federate has been formally made;   

 

• Provide pre-reading on DfE guidelines and what a federation / academy is to give some insight into what is required. That said 

people will have the pre-read but may not have time to read it, therefore it is important to spend time at the meetings going 

through some of the legal aspects and regulations;  

• The chair of the JGWP should not be a chair from either governing body but this person needs to be able to keep the meetings 

on track, to give everyone a voice and to ensure strong characters do not dominate the meetings;  

• When completing the due diligence template, it is useful to agree the answering protocol, for example the level of detail 

required and in what format, etc. This helped when comparing the schools for differences / similarities; 

• When dealing with lots of information during a meeting, it is easier to direct the conversation by using PowerPoint as it enables 

people to stay on track and encourages discussion. 
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APPENDICES 
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APPENDIX ONE: SCHOOLS BACKGROUND 

Three schools were involved in the initial conversation but it soon became clear that one school was not ready to engage in 

federation discussions. The decision was therefore taken to move forward with two schools – Corpus Christi (WsM) & St Joseph’s 

(BoS).    

Since April 2014, one or both schools have been without a substantive head teacher though both had advertised numerous times; in 

the case of Corpus Christi they had advertised three times. The resignation of St Joseph’s substantive head created an immediate 

issue. In each school it led to various interim leadership models being implemented by governors to secure continuity in the short 

term. Eventually both schools concluded following dialogue with the diocese that they had to consider other options in line with the 

longer term educational agenda. it was therefore agreed by both governing bodies that they should explore federation. This resulted 

in the most recent interim structure of an executive head teacher across both schools with two heads of school (one for each 

school).   

Whilst the schools are in two different local authorities (LA) they are just 11 miles apart which is about a 20-minute drive between 

schools. The different LAs means that per pupil funding varies, Corpus Christi in North Somerset averages £4,505 per pupil whilst St 

Joseph’s in Somerset is awarded less at £3,851. Staffing costs account for about 83% of total school budget in both schools. Both 

schools are single form entry with a similar percentage of boys and girls, absence rates are around 4%.   

The percentage of pupils with Free School Meals across both schools’ ranges between 11% and 12%, so similar in profile. There are 

currently a similar number of Catholic staff at each school (CC 4 staff & StJ 6 staff).  However, there is a stark difference in the 

number of pupils with English as an Additional Language (EAL) – Corpus Christi at 39% vs. St Joseph’s at 6%, this marked difference is 

also true when comparing percentage of Catholic pupils (CC at 74% vs. StJ at 20%).  

That said results in 2016 for both schools were good and neither school was deemed to be a coasting school. According to Ofsted St 

Joseph’s is rated outstanding with Corpus Christi recently judged to be Requires Improvement (during the initial exploration its 

rating was good). 

Both governing bodies have a mix of experienced longstanding members and following a skills audit during the summer of 2017 it 

showed that there was a relatively broad spread of skills registered across both. Both governing bodies have over the past 18 

months also conducted an external review of governance (ERG) so were able identify their strengths and weaknesses. 
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APPENDIX TWO: TERMS OF REFERENCE FOR JOINT GOVERNORS WORKING PARTY (JGWP) 

Corpus Christi, Weston Super Mare and St Joseph’s, Burnham on Sea 

 

Rationale 

The purpose of this committee is to plan and manage the formal consultation process, ensuring all parties are informed about the 

progress. 

 

Membership 

The Joint Governance working party will consist of 6 members.  

1. Each school has three governors 

2. The temporary Heads of Schools and the temporary Executive Head will be associate members and will not attend where 

there is a conflict of interest 

3. Other members or advisors may be co-opted as necessary by the committee 

The committee will appoint a chair person who will remain in place until the strategic board is formed and the federation has been 

achieved. 

 

Quorum: Quorum will be at least 2 governors from each school 

 

Minutes 

The main meetings will be minuted by a clerk who will be paid for equally by both schools. The minutes will be distributed to the 

working group within 1 week. The agenda for the meeting will be distributed, with any associated paperwork, to the working group 

one week before the meeting. 

 

Powers 

The Governors from Corpus Christi have delegated powers. The Governors of St Joseph’s do not have delegated powers but will 

ensure that they consult with their GB within the time limits set by this group to ensure that there is not a delay in proceedings. 

 

Reporting: The Joint Governance Group will report to the local Governing Bodies, the Local Authority and the Diocese of Clifton  

 

Responsibilities 

• To set a vision and a long-term strategy for the Federation 

• To design a new governance structure for the Federation 

• To decide (in consultation with stakeholders) a name for the Federation. 

• To draw up a leadership structure for the federation that identifies the key roles and responsibilities and gives careful thought 

to all the implications of the changes. To draw up job descriptions for any new leadership roles. 

• To set up and manage the application process for any new leadership roles 

• To engage in discussions with the LA and Diocese to identify any issues emerging from the work of the Joint Committee and 

seeking appropriate advice and guidance to resolve these issues. 

• To examine the financial implications of federating – while each school will hold their own budget, the federation will have to 

consider the extent to which funds will be pooled. 

• To plan a strategy and a timeline for conducting the formal consultation 

 

 

 

 

  



 

  Lisa Paniccia-Brown: Department for Schools & Colleges 27 

APPENDIX THREE: DUE DILIGENCE QUESTIONS 
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APPENDIX THREE: DUE DILIGENCE QUESTIONS (CONTINUED) 
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APPENDIX FOUR: DUE DILIGENCE DETAILED SUMMARY 

School Profile Questions Evidence 
What is the school’s vision? 

Learning and working together with Jesus. 

 

Website 
Displayed around 
the school 

What are the school values? 
 

 

Are stakeholders, including pupils, parents and staff, happy with the school’s provision? 
 

• Latest questionnaire September-16 states: 0.07% of parents said their child was not happy at school 
and 0.09% were not happy with their child’s progress at school. 

• Dunstan partnership well-being questionnaire shows that staff are generally happy about many 
aspects of school life apart from; total numbers of hours worked, ability to cope with demands 
especially that arising from planning and assessment and the feeling of control over their work. Just 
fewer than 50% felt that they had faced work related stress in the last 6 months but they also felt they 
could raise any concerns with their line manager. 

Questionnaire 
Parent view 

 

How has the number of pupils on roll changed over the past 5 years? 

• Last year we lost a small cohort of 22 children All other classes are and have been stable. 

Registers 

Is the numbers on roll likely to change over the next 5 years? NO  

Does the school have an issue with its reputation? NO  

Does the school have a suite of up to date policies and procedures in place and how do they work in 
practice? 

• All statutory policies and procedures are in place |Many non-statutory policies are also in place. 

• The finance policies are working documents and are referred to everyday 

• Curriculum policies are used by staff and evidence of key policies such as behaviour, marking and 
assessment are evident throughout the school 

Policy review 
schedule 
Website 

Do you have a school organisation chart and details of employment dates, age bracket and catholicity? 
 

 SLT Teachers  Office Support 

Number 3 9 5 

Permanent/Temporary 2 temp 
1 permanent 

9 permanent 5 permanent 

Catholic 2 2 1 

Age bracket 20+/30+/40+/50+/60+ 2 – 40+ 
1 – 50+ 

1 – 20+ 
7 – 30+ | 1 – 40+ 

2 – 30+ | 1 – 40+ 
1 – 50+ | 1 – 60+ 

Length of 
service 

Less than a year 2 1  

Less than 5 years  3  

Less than 10 years 1 3 5 

10 years +  1  

 

 
SIMS data 
Personnel files 

Are there any consultants or self-employed contractors employed by the school? No  

What are staff turnover figures? 
2012/13 2013/14 2014/15 2015/16 2016/17 
2 FT teachers 
1 Full time HLTA 

2 PT teachers 
1 FT teacher (SLT) 

1 FT teacher (SLT) 
1 FT teacher 

2 PT teachers 
1 FT teacher 
1 FT teacher (SLT) 

1 FT teacher (SLT) 
reduced hours 

 

 

Re there any pending disciplinary or grievance investigations? Have any staff been dismissed or left 
recently? 

 
xxx left on capability in 20xx/xx and 20xx/xx | xx staff currently on a support plan 

 

 
Details of sickness records, employees on maternity or secondment 
Staff absence: 

Staff 2014/15 2015/16 2016/17 Reasons  
Teachers 171 days 78 days 17 days 14/15 & 15/16 

Capability procedures 

Support staff 243 Days 130 Days 97 days 4/15 – long term sick 
 

 

What is the pupil profile? 

 
Group FSM PP EAL SEN SEN - EHCP Catholic 

Percentage 4 9 44 7 0 74 
 

SIMs data 

Is the website compliant? YES  Website checklist 
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APPENDIX FOUR: DUE DILIGENCE DETAILED SUMMARY (continued)  

Organisational Questions Evidence 
Can the school show evidence of strong governance? 

• The Governing body can show evidence of strong governance. The governors responded effectively to 
the leadership issues in 2015. They put in place a temporary leadership team in for a year supported by 
a consultant head. After not being able to appoint a substantive leader they made the strategic 
decision to explore federation. They appointed an external HoS on a secondment and have been 
working with an executive head. 

• They have acted on the development points identified in the Governance Health Check carried out in 
November 2016. The principal areas identified were governor’s involvement in monitoring the school, 
being more involved with the SDP, monitoring the financial position of the school and holding the head 
teacher to account. The GB is proactive in the strategic planning of the school in relation to 
sustainability of leadership and management. 

• They are actively involved in training, strategic planning and policy review.  

• The GB is a developing group and there is compelling evidence of them beginning to challenge the 
Senior Leadership Team(SLT) 

• The SLT feels supported by the GB 

• The governors are actively involved in school life and some support the school in events weekly. There 
is good attendance at weekly assemblies and school events. 

Governance Health 
Care check 18.11.16 
GB minutes 

How do the governors support the Senior Leadership Team? 

• There is regular contact with the school | Governors are visible in the school 

• Governors are involved in appointments of staff, regular monitoring visits especially with health and 
safety. 

• Governors have spent time with subject leaders and supported and challenged them in their work and 
action plans 

• Governors are on hand to support the school at all levels | The governors support the SLT in 
monitoring the SDP. 

Governor visit 
forms 
Staff wellbeing 
questionnaire 
Conversations with 
the teachers 

How do the Governors challenge the SLT? 

• The governors read and respond to reports and data that is sent out by the school and ask questions to 
further develop their understanding and the impact of the actions of the SLT. 

• The Governors are in a stronger position to challenge the SLT as the information provided by the 
school enables them to question from a position of knowledge. 

This is further enhanced with a more secure leadership team. 

Governors minutes 
Governor visit 
forms 

How are the governors involved in the strategic direction of the school? 

• This year governors are involved in monitoring and evaluating the impact of the SDP. 

• They are able to make strategic decisions based on research and by being outward thinking – 
restructuring of the leadership team. 

regular meetings with key staff enable the governors to be fully involved in the strategic leadership 

Governors minutes 

Does the school have strong leadership? 

• Governors are new but they are strong because of the proactive approach to training. 

• They share a vision of what they want for the school in relation to stability for the school staff and 
raising achievement. 

• There is an experienced SLT & the middles leaders are all engaged in quality Continual Professional 
Development which has a positive impact on the standards in their area. 

• The school has identified the gaps in middle leadership and have addressed this need in the 17/18 
budget by increasing the SLT with new members. 

Governors are committed to their own professional development and are committed to supporting the 
federation and the Dunstan partnership. 

Resources minutes 
GB minutes 
Staffing structure 
Job Descriptions for 
the 2 new Teaching 
and Learning 
Responsibility 
points 

Does the school have strong financial management? YES 

• Next steps are to monitor the day to day financial management 

• Previous leadership capacity has impacted previous financial planning. 
Experienced and efficient Finance Officer 

 

Are there effective and robust safeguarding processes and  procedures in place? YES 

• There are clear roles and responsibilities 

• DSL and staff training are all up to date. More deputy safeguarding leads are being trained in the 
Summer term. 

• Single Central Register is checked by the Executive Head. This is a clear and up to date document. All 
checks are carried out and recorded accurately and properly. 

• Whole school GB training to be offered in June 17 

 

Is there a pecuniary interest register up to date and is it clear and transparent in all its dealings? 

• Yes – details by request from the school 

• Governors are asked to declare any declaration of interest at every meeting 
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APPENDIX FOUR: DUE DILIGENCE DETAILED SUMMARY (continued) 

 

 

Performance  Questions Evidence 
Are the floor standards met for each Key Stage? 

• We have been above floor standards for the last three years and we are not considered a coasting 
school. 

 
Key Stage 2 progress 
 

Maths 
Cohort All Dis 
 20 3 

Score  1.82 3.63 

 
 
Key Stage 2 Reading/Writing and Maths 

 Expected Higher 

 All Disadv All  Disadv 

Cohort 20 3 20 3 

School 62% 33% 5% 0% 

National 53% 60% 5% 7% 

 
Key Stage 1 (National in brackets) 

 Expected  High  

 All Disadv All Disadv 

Cohort 28 0 28 0 

Reading 79% (74%) - (78%) 25% (24%) - (27%) 

Writing 75% (65%) - (70%) 29% (13%) - (15%) 

Maths 71% (73%) - (77%) 18% (18%) - (20%) 

Science 79% (82%) - (85%)   

 
Phonics: 

 Year 1  Year 2  

Cohort All- 30  Disadv – 0 All – 28 Disadv – 0 

School 81% - 96% - 

National 81% 70% 91% 86% 

 

Early Years Foundation Stage Percentage of pupils achieving a good level of development 

 Cohort Sch Nat 

All Pupils 31 77 69 

Gender  

 

15 

 

  

Male 15 

 

73 62 

Female 16 81 77 

Free School Meals  

0 

 

  

FSM 0 - 55 

Non FSM 31 77 72 

 

Reading 
Cohort All Dis 
  20 3 

Score  1.49 2.28 

Writing 
Cohort All Dis 
 20 3 

Score  -1.11 -0.24 

Inspector 
dashboard – 
validated 
Raise online 
validated report 
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APPENDIX FOUR: DUE DILIGENCE DETAILED SUMMARY (continued) 

 

 

Performance  Questions Evidence 
Do children make good progress through each Key Stage? 

• Progress in KS2 is good, reading and maths for all pupils especially in pupils with previous low 
attainment in reading. 

• KS 2 Progress of disadvantaged pupils is better in all subjects 

• KS 1 attainment is good for girls in reading, writing and maths at the expected standard and in greater 
depth (GD) for reading and writing. There is a gap in girl’s attainment at GD in maths. Boy’s attainment 
is in line or slightly above in all areas. 

• KS1 – pupils with English as an additional language (EAL) is above national in all areas 

• Attainment at the end of EYFS is good – pupils’ attainment on entry shows that boys start at a lower 
point in most areas; No girls had high starting point for maths. Attainment is above national in all areas 
except speaking, shape, space and measure.  

• EYFS Entry data: Phonics – attainment is good for all children 

Raise online 

How is attainment and progress rated for all pupils? 

• Attainment and progress at KS2 is good apart from writing 

• Attainment and progress at KS1 is broadly in line or above national. Girl’s attainment at maths 
expected and greater depth. 

• Phonics attainment is good | EYFS attainment is good 

• In house assessments show: 

• In KS1 EAL pupils are not making as much progress in RWM as non EAL; there are no PP in KS1 

• In Year 3, 5 and 6 EAL progress in RWM is in-line with non EAL;  

• In Year 4 EAL progress is above non-EAL in RWM 

• In Year 3, PP progress is slower than non-PP; Girls are making more progress than boys in RW 

• In Year 4 girls are making more progress than boys in W: PP are in-line with  

• In Year 6 PP are not making as much progress as others in writing  

Raise online  
16/17 targets 
Monitoring reports 
Data feedback to 
governors. 
SEP feedback report 

What are the school’s absence & attendance figures for the year? 

• Attendance 95.2 % | Authorised absence – 4% 

• Unauthorised absence – 0.9% | Lates – 0.8% 

 

How has the school attendance figures changed over the past 5 years? 

• Percentage of sessions missed due to absence has increased over the last 3 years. Persistent absence 
has improved significantly between 2014 and 15 and the percentage is well below national. In 2016 the 
% absence for 10% or more sessions is higher and closer to national 7.6% (National 8.8%) 

Raise online  
In house records 
from Sep-16 
HT report to 
governors Spring17 

How is learning rated for SEN/EAL/LAC children? 

• KS2 we had no SEN children. 8 SEN pupils on the school register 

• KS2 - EAL children - Reading data shows progress at -0.31 with 80% achieved the expected with a 
scaled score of 102.5 which is above national. Maths progress of 2.36 with 90% achieving the expected 
standard and 30% the higher standard with a scaled score of 106.1 which is above national. Writing 
progress is lower at -2.87 with 70% at expected standard which is slightly below national in attainment 

• KS1 – SEN did not achieve the expected standard in reading, writing or maths. 

• KS1 – EAL this group’s attainment was better than national in reading and writing at the expected 
standard and at GD in writing. Their attainment was below national in reading GD, and maths at both 
expected and GD 

• Phonics SEN achieved the expected standard and EAL (15 children) 87% achieved the expected 
standard which is above national 

Raise online 
In house data folder 
Curriculum 
committee minutes 
FGB head teachers 
report 

Are any groups falling behind or making inadequate progress? 

• External data shows a concern with girls’ attainment at GD in maths in KS1 

• EYFS speaking, shape, space and measure. The groups are below national are girls in reading. Boys in 
understanding, health and self-care, self-confidence and self-awareness and making relationships. 

• Progress in writing at KS2 

• Our Autumn term data shows KS1 progress for pupils with EAL is slower than Non EAL but they do 

catch up over KS2.  

• In Lower KS2 girls are making more progress in R and W than boys 

Raise online 
Raise online 
analysis and case 
studies. 

Are interventions in place to address such groups? 

• Autumn term data shows that the interventions in place have been effective as the clear majority of 
groups and children have made good progress. 

In house data file 
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APPENDIX FOUR: DUE DILIGENCE DETAILED SUMMARY (continued) 

 

 

  

What is the quality of teaching and how is it rated? 

• The quality of teaching and learning is xx with elements of xx. 

• Monitoring of teaching & learning is carried out through formal & informal lesson observations, book 
scrutiny, and conferencing with pupils. 

• There has been a focus on ensuring monitoring & pupil progress is robust and holds teachers to 
account. 

• Where teaching & learning is not judged as good then support plans are in place to address the issues 
identified. If these targets are not met then capability proceedings are started.  

• Evaluation of the school since September 2016 has identified the key areas for development and a 

Raising Attainment Plan is now in place to address the issues.  

 
Monitoring reports 
SIP visit notes and 
reports 
Head teacher 
reports 
RAP 
 

 

Legal Questions Evidence 
Are there any complaints or appeals against the school currently pending from staff/Parents/Neighbours 

• There is a Parental complaint at stage 5 and an internal audit being conducted by the County via a 
complaint to OFSTED complaint 

 

Are there any land registry issues that may affect the school?  

Does the school have any current partnerships? 

• YES - Dunstan 

 

Does the school have any other associations with another school or MAT? 

• No 

 

What current contracts does the school have with services and suppliers? When are these up for renewal? 

• See excel spreadsheet 
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APPENDIX FOUR: DUE DILIGENCE DETAILED SUMMARY (continued) 

 

 

 

 

 

 

 

Financial Questions Evidence 
What are the school’s budget projections for this financial year and for the next 5 years? 

• 2017/18 budget carry forward is £xxxx 

• Projected budgets for 2018/19 is £xxx and 2019/20 is £xxx 

• The school has xx reserves. 

• Numbers on roll are stable 

• Staffing costs in this budget is xx% this includes increasing the capacity of the Senior Leadership Team. 

Budget Plan for 
17/18 
Projected spend 
18/19 & 19/20  
LCVAP bid – reorg 
of the teaching 
space 
Quotes for internal 
redecoration / site 
security 

Has the school had to set a deficit budget over the past 5 years? : No Budget plans for the 
last 5 Yrs 

Has the school had to make staff reductions over the past 5 years to balance the budget? 

•  Not to balance the budget although staffing was reviewed in 2014/15 with a focus on quality first 
teaching resulting xxx. 

• In this budget the appointment of a Higher-Level Teaching Assistant has been used to reduce the costs 
allocated to supply budgets. 

Finance minutes in 
the Spring term 

Does the school have additional income streams which affect the budget? 

• There is a small income from carrying out photocopying for a local club 

• School is actively looking to increase funding streams  
o  a questionnaire about breakfast club has gone out to all parents. 

• There will be more capacity to offer the school for lettings. 

Finance and 
Resources minutes 
which show the 
balances of each 
area 

What are the financial controls and checks? 

• This is laid out in our Finance Policy. This is monitored monthly by County  

Finance policy 
 

Are there any LCVAP applications pending? YES 
Two bids 

• Security fencing for the school site  

• Security of the field 

 

What is the school’s procurement and tendering process, how is this monitored? 

• See finance policy, purchasing and Best Value policies. 

• These are monitored termly by County 

Finance Policy 
Resources/Finance 
committee minutes 

Do you have a private finance initiative (PFI) agreement on the buildings or assets of the school? 

• No 
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APPENDIX FIVE: DRAFT DUE DILIGENCE IN POWERPOINT (continued)  
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APPENDIX FIVE: DRAFT DUE DILIGENCE IN POWERPOINT (continued)  
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APPENDIX FIVE: DRAFT DUE DILIGENCE IN POWERPOINT (continued) 
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APPENDIX FIVE: DRAFT DUE DILIGENCE IN POWERPOINT (continued) 

 

 

 

 

 

 

 

 

 

 

 

 

APPENDIX SIX: DUE DILIGENCE & CONSULTATION GOVERNOR QUESTIONS 

 

Name of 
Contributor 

Date of 
Query 

Document Type & 
Version Number 

Page 
Ref 

Item 
Number 

Detail – Question - 
Query 

Amend 
Document? 

Y / N 

Project Manager 
Response 
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APPENDIX SEVEN: FINAL CONSULTATION DOCUMENT 

 

 

 

 

 

 

 

 

PROPOSAL TO FEDERATE 

 

Corpus Christi Catholic Primary School 

St Joseph’s Catholic Primary School & Nursery 

 

 

Consultation Document 
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APPENDIX SEVEN: FINAL CONSULTATION DOCUMENT 

 

Contents 

1. Introduction Page 3 

2. The proposal to federate. Page 4 

3. What is Federation? Page 4 

4. Why are we making this proposal to federate? Page 4 

5. What will Federation mean for: 

• Pupils 

• Parents 

• Staff 

• Governors & the school 

Page 5 

6. Proposed composition of governance and leadership Page 6 

7. The process and timescales Page 6 

8. How to respond to the Consultation Page 7 
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APPENDIX SEVEN: FINAL CONSULTATION DOCUMENT: Page 3 - Introduction 

Consultation Document on the Proposed Federation of  

Corpus Christi Catholic Primary School  

and 

St Joseph’s Catholic Primary School & Nursery 

 

The purpose of this document is to start the Consultation process to establish the formal 
Federation of these schools. 

Since 2014, our schools have been sharing expertise and coordinating their work as members of 
the Somerset Catholic Primary School cluster now known as the Dunstan Partnership. More 
recently, under the leadership of Executive Head Teacher, Mrs Helen Taylor, we have developed 
a much closer relationship.   We all share a similarity of vision and ethos.  Our governing bodies 
and members of staff have begun working together to create a forward-looking idea of what 
our schools would achieve by working together formally, while retaining the special individuality 
of each school - which is so important to us and our communities.  

This Consultation document explains what a Federation is and the benefits it offers to our 
schools.  It also provides you with a form to complete so that you can put forward your views. 
Your feedback will inform the governing bodies’ final decision on whether to proceed with a 
formal Federation.   

 

The Consultation runs from the 5th September 2017 to 17th October 2017 

 

In addition to this Consultation document, drop-in sessions have been organised at both schools 
so that you can come in and ask any other questions that you might have: 

 

Tuesday 26th September: Corpus Christi School:  2:30pm - 4pm and 6pm - 7:30pm 

 

Thursday 28th September: St Joseph’s School & Nursery: 2:30pm - 4pm and 6pm - 7:30pm 

 

We would really appreciate your contribution to the Consultation. Do please complete the form 
at the back of this pack and send us your views on our proposal to enter a formal Federation - 
by midday on Tuesday 17th October 2017.  
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APPENDIX SEVEN: FINAL CONSULTATION DOCUMENT: Page 4 – What is Federation? 

1. The proposal 

To establish a Federation between Corpus Christi Catholic Primary School and St Joseph’s Catholic Primary 

School & Nursery from 8th January 2018, under the Federation of Maintained Schools Regulations 2014 

and the Education Act 2002. 

 

2. What is a Federation? 

Federation is a legal agreement by which schools work together in formal partnership under a single 

governing body. It does not mean that the schools would merge or amalgamate. 

 

3. Why are we making this proposal to federate? 

• Federation would be the formalisation of working structures that are already in place. By federating we 

would be demonstrating a commitment to our schools working together in the future. 

• Small schools are proven to be stronger and more successful when working together.  

• Federation would enable us to reduce duplication of tasks, for example - preparation of governing 

body documentation, procurement and in structured staff development. This would increase efficiency 

for our schools, reduce workloads for key members of staff and ensure our future security, 

sustainability and the continuity of Catholic education.  

 

4. What are the benefits of Federation for our schools? 

According to the National Governors’ Association (NGA), there is evidence that Federation confers 

significant benefits (The Road to Federation – Summary Report, 2013). This summary report cites Ofsted’s 

2011 study, Leadership of More Than One School, which made clear the advantages to pupils’ attainment, 

cost efficiency and governance. In addition to the NGA report, we believe that both schools would benefit 

from Federation in the following ways: 

 

• Sharing good practice between both schools to develop effective teaching and learning strategies - 

helping us to improve educational standards and outcomes for pupils. 

• Opportunities for the children to learn from one another through shared learning activities and 

Chaplaincy events. 

• Increased capacity to offer a broad and balanced curriculum to children across both schools.  

• Increased opportunities to attract and retain high quality staff and to develop leadership through 

improved career development. 

• Shared resources which could achieve financial economies of scale and provide improved value for 

money. 

• Shared expertise and efficient working of a joint Governing Body across both schools - working for the 

benefit of all pupils 

• Improved links between our communities and a closer relationship developed between our 

neighbouring Catholic Parishes. 
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APPENDIX SEVEN: FINAL CONSULTATION DOCUMENT: Page 5 – What will Federation mean? 

5. What would Federation mean for pupils, parents, staff, governors and the schools? 

a. Pupils: 

• On a day to day basis there would be no change in routine or provision for either school. 

• The increased opportunities to share expertise across the schools would improve the quality of education 

for all the children. 

• There would be opportunities for the children to learn from one another through shared learning activities 

and Chaplaincy events 

• Each school would retain its own name, uniform, vision and sense of family. 

 

b. Parents: 

• Federation would not change the day-to-day contact arrangements between the school and parents/carers. 

• Both schools would continue to seek more ways to encourage parental involvement. 

• Parents and carers would continue to receive the same high-quality provision from staff and governors. 

• Excellent communication would continue to be our priority and we would continue to seek ways of 

improving this. 

 

c. Staff: 

• There would be no changes to contracts of existing staff working in either school. 

• The Federation could not require existing staff to work across both schools, although this may be an 

opportunity that some would be interested in exploring. 

• In the future, new staff could be appointed to work across both schools. Any new employees would know 

their contractual position and job role when they applied for the post. 

• The day-to-day management of staff would remain unchanged. However, by developing closer working 

relationships between staff, the Federation would enable them to share expertise, undertake joint 

professional development and provide support for colleagues in similar areas. 

• Federation would be a positive aid in the recruitment and retention of high quality staff. 

 

d. School & Governors 

• Each school would keep its individual identity, name, character, uniform and staff. 

• Each school would maintain its own Delegated Budget but would explore the advantages of sharing 

resources. 

• Each school would have its own OFSTED and Catholic Denomination Inspections 

• The current Admissions Policy for each school would continue to apply. 

• It is proposed that a single Executive Head Teacher would be appointed to lead the Federation with a Head 

of School in place on each site who would be responsible for Teaching & Learning in the school and day-to-

day management. 

• Existing governing bodies would be dissolved and replaced.   There would be a single governing body which 

would have strategic oversight for both schools and be responsible for their work, standards and outcomes. 
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APPENDIX SEVEN: FINAL CONSULTATION DOCUMENT: Page 6 – Proposed Composition  

 

6. Proposed Composition of the Governing Body and Leadership 

 

a. Governing Body Constitution:     b. Leadership Structure: 

 

 

 

 

7. The process and timescales 

The circulation of this document marks the start of a six-week Consultation period on the proposal to 

Federate.  In addition to receiving this Consultation document, drop in sessions have been organised at 

both schools. At these you will have the opportunity to speak to the Executive Head, the Head of 

School, Governors from your school and representatives from the Clifton Diocese.    

 

At the end of the Consultation period, the governors of each school will consider all the comments 

received and then each governing body will decide whether to proceed or not. 

 

If the decision is taken to proceed then a new unified governing body will come into operation and the 

schools will inform the Local Authority and Secretary of State they wish to federate 

 

If the decision is taken not to proceed then it would be the intention of the governing bodies for each 

school to continue as previously.  

 

Proposed timetable: 

5th September 2017 to 
17th October 2017 

Consultation period 

26th September 2017 
Drop in sessions at Corpus Christi from: 
2:30pm – 4pm and 6pm – 7:30pm 

28th September 2017  
Drop in sessions at St Joseph’s from: 
2:30pm – 4pm and 6pm – 7:30pm 

By 27th October 2017 Final analysis of the Consultation feedback 

By 3rd November 2017 Governing bodies meet to make their decision 

By 10th November 2017 Results published to all stakeholders across both schools 

8th January 2018 
If the decision to federate is taken, the two schools begin to 
operate as a Federation with one Governing Body 

 

Governor 
Category 

Proposed numbers 

Parent 2 –elected across both school 

Staff 1 – one elected across both schools 
1 – one appointed (co-opted) 

Head teacher 1 - Executive Head Teacher 

Local Authority  1 - from Somerset Local Authority 

Foundation  8 - appointed by the Bishop  

Executive

Headteacher

Head of School 
Corpus Christi

Head of School  
St Joseph's
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APPENDIX SEVEN: FINAL CONSULTATION DOCUMENT: Page 7 – How to respond 

 

 

8. How to respond to the Consultation 

The Governing Bodies of Corpus Christi and St Joseph’s would really like to hear your views. 

 

• All information is available on each school's website. 

• A Frequently Asked Questions (FAQs) leaflet is included with this information pack. 

• Drop in sessions have been arranged to provide parents/carers, staff and other interested parties with 

an opportunity to speak with the Executive Head Teacher, Heads of School, Governors and 

representatives of the Clifton Diocese. 

 

Please complete the attached response form and return it to your school office by 12pm on Tuesday 17th 

October 2017. Envelopes should be marked For the Attention of the Chair of Governors - re. Federation. 

Alternatively, you could email it to the school office with the subject line ‘Federation’  

 

Corpus Christi – corpuschristi.pri@n-somerset.gov.uk  

St Joseph’s – StJosephsBOS@educ.somerset.gov.uk 

 

 

We really appreciate all your thoughts and comments on this proposal. 

 

Thank-you 

 

 

 

 

 

 

 

 

 

 

 

 

mailto:corpuschristi.pri@n-somerset.gov.uk
mailto:StJosephsBOS@educ.somerset.gov.uk
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APPENDIX EIGHT: FINAL CONSULTATION PACK – Letter to Stakeholders 

 

From the Governing Bodies of  

Corpus Christi Catholic Primary School, Weston Super Mare  

and  

St Joseph’s Catholic Primary School & Nursery, Burnham On Sea 

A proposal to Federate 

Consultation 
Formal Consultation Period: 5th September 2017 to the 17th October 2017 

 

Dear Interested Party, 
 
The Governing Bodies of Corpus Christi Catholic Primary School and St Joseph's Catholic Primary School & Nursery have 
voted in favour of proceeding to public consultation on a resolution to establish a Federation of the two schools with effect 
from 8th January 2018.   
 
Since 2014, the schools have been sharing expertise and coordinating their work as members of the Somerset-based Dunstan 
Partnership. More recently, under the leadership of Executive Head Teacher, Mrs Helen Taylor, they have developed a much 
closer relationship.   With the support of the Diocesan Department for Schools and Colleges, the Governing Bodies of our 
schools have been working together to explore the benefits of bringing this cooperative association into a formal arrangement 
for the schools. Before deciding if to move forward, it is the duty of the Governing Bodies to consult widely with stakeholders 
and interested parties. 
 
You can find out more by reading the attached consultation and FAQs documents (which can also be found on the school 
websites). If you need assistance in understanding any of this documentation, please contact the school office. 
 

Corpus Christi Catholic Primary School: 01934 621919.  
St Joseph's Catholic Primary School & Nursery: 01278 784641. 

 
The period of consultation lasts six weeks. During this time the responses to the consultation will be collected and collated 
for consideration by the two Governing Bodies, after which the Governing Bodies will vote on whether to proceed with 
Federation. 
 
You can make your views known by completing a response form. The response form for the proposal to establish a 
Federation is attached to this document.   
 
The consultation will close at midday on Tuesday 17th October 2017. 
 
On behalf of the two governing bodies: 
 

             

 
Julian Mobsby      Allan Paver 
Chair of Corpus Christi Catholic Primary School              Chair of St Joseph's Catholic Primary School & Nursery 
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APPENDIX EIGHT: FINAL CONSULTATION PACK – FREQUENTLY ASKED QUESTIONS (FAQs) 
 

1. What is a federation? 

A federation is a maintained school structure where a few schools come together under one governing body. 

The schools’ individual governing bodies are disbanded and a new single over-arching governing body is 

formed which is the accountable body for all the schools and sets the strategic direction for the group of 

schools.  

 

2. What are the benefits of setting up or joining a federation?  

There is a reasonable body of evidence to show that working in a federation with another school has 

advantages for all parties and, most importantly, for the pupils. Federations can provide a better offer to 

pupils, a broader curriculum and extra-curricular activities. They can also provide improved teaching and 

learning, in some cases through more specialised staff but also because of strong leadership and staff CPD 

(continuing professional development) across the federation.  

In September 2011, Ofsted produced a report on federations and found several benefits gained by schools 

federating. It was found that achievement and behaviour had improved in all the federations visited.  

Furthermore, federation was seen to aid staff retention and development, providing more opportunities for 

staff to gain experience in diverse types of school, and/or more progression opportunities. Research 

commissioned by the National College of Teaching and Leadership supports these findings, and found that 

federation can have a positive effect on pupil outcomes.  

NGA’s research into federations found that improvement in staff retention was also true in relation to 

headteachers, many of whom said that they would have moved on had the federation not materialised as it 

provided extra challenge. Although based on a small sample, two thirds of the schools involved in this research 

had received higher Ofsted grades following federation, with the remaining third receiving the same grade as 

prior to federating.  

A federation may mean that the schools are able to provide a wider curriculum offer to all the pupils in the 

federation, particularly in the case of small schools who might otherwise not have the resources for such a 

provision. Any cost savings that are made in the administrative and business development provision across the 

schools can also be reinvested in the teaching provision. 

 

In summary, benefits are: 

• Sharing good practice opportunities between schools to develop effective teaching and learning strategies 

to improve pupil outcomes 

• Opportunities for children to learn from one another through shared learning activities  

• Opportunities for schools to provide a better offer to pupils i.e. a broader curriculum 

• Sharing resources will provide improved value for money  

• Retaining and developing quality leadership through improved CPD opportunities  
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3. How will the governing body change if we become a federation?  

The existing governing body will cease to exist when the federation comes into effect. Federations only have 

one governing body for all the schools; the types of governors required are determined by the types of school 

that are federating.  

A governing body of a Catholic Federation must have a minimum of the following types of governors: 

• Two elected parent governors from across the schools in the federation;  

• The headteacher of each school in the federation unless they stand down in accordance with regulation 

19 of the School Governance (Constitution) Regulations 2012 OR the executive headteacher where 

applicable  

• One elected staff governor;   

• One local authority governor; and  

• Seven Foundation governors, appointed by the Bishop. Must outnumber all other governors by at least 2. 

The federated governing body may also co-opt as many governors to the board as they see fit, although the 

number of governors who are employed at the schools must not constitute more than a third of the governing 

body.    

 

4. How will governors be appointed to the governing body?  

It is important that those governors comprising the new federation governing body remember that they are 

responsible for all schools within the federation and not just the school they were formerly a governor at.  

The governors that go on to compose the federation governing board will be chosen based upon the skills that 

they can contribute to the board’s functions. 

 

5. What is an executive head and do we need one?  

An executive headteacher operates across more than one school and usually all the schools in the federation. 

Often each school will have a head of school, who is responsible for teaching and learning and day to day 

management. An executive headteacher is usually better placed to drive forward the aims of the federation, 

providing coherency and direction.  

 

6. Why can’t we continue as we are now? 

Many of you will already know about the growing national problem of recruiting quality leaders for UK 

schools. This is an even greater challenge for Catholic Schools and Clifton Diocese is actively looking for long-

term solutions. A federation of schools will attract a good field of high-calibre candidates - experienced 

Catholic Primary Headteachers who are looking for fresh challenges in the strategic leadership role of 

Executive Headteacher. In addition, the role of Head of School - responsible for teaching and learning plus the 

day to day management of one of the member schools will be an attractive development for aspirational 

Catholic Deputy Headteachers.   By adding an extra stage to the career path of our teachers, the federation 

will encourage the best teachers to join and stay longer at our schools 
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7. What will happen if the decision is taken not to federate? 

If the decision is taken not to proceed then it would be the intention of the governing bodies for each school 

to continue as previously.  
 

8. Will the schools share a single budget?  

No. Each school will continue to receive its own funding, manage separate budgets and keep separate records 

of its accounts. The single governing body would be responsible for ensuring that the budget for each school 

would balance. However, there may be occasions when the schools share costs or combine purchasing if this 

means that they will be able to get better value for their money  
 

9. Will the name of the schools’ change?  

No, each school will keep its own name.  
 

10. Will school uniforms change?  

No, each school will keep its current uniform.  

 

11. Will there be any change to admission arrangements?  

No, the current admission policy will continue to apply for each school.  

 

12. Will the schools have the same inset / training days?  

Yes, wherever possible. Each school will be able to choose when to hold these days, as they do now; it is likely 

that they would take the opportunity to have the same Inset/training days.  

 

13. Will school start and finish times change?  

No, start and finish times will stay as they are now in each of the schools.  

 

14. Will pupils be registered to the federation or a single school?  

Pupils will be on roll at a single school within the federation; the schools will belong to the federation.  

 

15. Would the federated schools combine their pupil results?  

No, results will continue to be attributed to the individual schools.  

 

16. Can a Federation move pupils from one school to another?  

No. There are no special arrangements for moving pupils within a Federation. An individual school may only 

move a pupil via managed move or transfer if he or she is experiencing significant behavioural difficulties. This 

is the same for non-federated schools.  

 

17. Will Ofsted inspect the Federation?  

No. Each school will have separate Ofsted inspections and be graded separately, as they are now. However, 

Ofsted are trying to align inspections of Federated Schools, but the inspections will remain separate.  
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18. Will children from all the schools have the opportunity to work together?  

Yes. Federation means that there will be more opportunities for children from both schools to work together.   

 

19. Who employs the staff of a Federation?  

Staff will continue to be employed by each of the schools, but managed by the single governing body of the 

Federation.  
 

20. Will there be any changes in the conditions of service for staff?  

No. There will be no changes and staff will continue to be employed on the same conditions of service as 

defined by current contracts. This means that, for example, all employment rights and pension arrangements 

will stay as they are now. 
  

21. Will staff work across more than one school in the Federation?  

Existing members of staff cannot be directed to work in a school where they were not originally contracted to 

be employed. However, staff may want to develop their skillset by sharing expertise to improve pupil 

outcomes. In the future, vacancies could be advertised as working across more than one school, so any new 

employees will know their contractual position and job roles when they accept the post.  
 

22. Can schools in a Federation share CPD arrangements?  

Yes, when they wish to do so. Sharing training days and sessions and leadership meetings will be a key 

advantage of belonging to a Federation  
 

23. Would one school take the lead over the other?  

No. The schools in the Federation would collaborate and work together as equal partners. The Federation 

would provide an overarching management and administrative structure. 
 

24. How long do people have to make comments or ask questions about the proposal to federate?  

Everyone has six weeks in which to have his or her say. The consultation starts on 5th September and ends at 

Midday on Tuesday 17th October 2017. 
 

25. What happens at the end of the six-week consultation?  

At the end of the consultation period, the governing bodies of each school will make a final, independent 

decision on whether to federate, with due regard to everyone’s views and comments. This decision will be 

communicated to children, parents, staff and others with an interest in the schools by 10th November 2017. 
 

26. If federation of the schools goes ahead, when would this happen?  

If a decision were made to federate, this would take effect from 8th January 2018, which is called the 

Incorporation Date.  
 

27. Can a federation be dissolved?  

Yes. The Governing Body can choose to end a Federation if it is believed that it is no longer in the best 

interests of the pupils. This is not an action that would be taken lightly or without due diligence and 

consultation.  
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APPENDIX EIGHT: FINAL CONSULTATION PACK – CONSULTATION RESPONSE FORM 

 

 

PROPOSAL TO FEDERATE 
Corpus Christi Catholic Primary School 

St Joseph’s Catholic Primary School & Nursery 

CONSULTATION RESPONSE FORM 
Please let us know your views by completing this response form and handing it to the school office or by email 

by midday on Tuesday 17th October 2017 
 

Name:   _____________________________________ 

Which of the following best describes your connection with the school? (Please tick one only, which should be 

your main interest)  

 Parent 

 Member of Teaching Staff   

Member of Support Staff   

 Member of the community 

 Other (please give details)  __________________________ 

 

I support the proposal for Federation:  

I do not support the proposal for Federation: 

I am not sure yet:  

Comments: 

…………………………………………………………………………………………………………………………………………………………………………… 

…………………………………………………………………………………………………………………………………………………………………………… 

…………………………………………………………………………………………………………………………………………………………………………… 

…………………………………………………………………………………………………………………………………………………………………………… 

…………………………………………………………………………………………………………………………………………………………………………… 

Corpus Christi – corpuschristi.pri@n-somerset.gov.uk 

St Joseph’s – StJosephsBOS@educ.somerset.gov.uk 

 

mailto:corpuschristi.pri@n-somerset.gov.uk
mailto:StJosephsBOS@educ.somerset.gov.uk
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APPENDIX NINE: CONSULTATION RESPONSES TEMPLATE  

 

 

 

 

 

 

 

 

 

 

 

Forename Surname Parent Teacher
Support 

Staff
Community Other For Against

Not sure 
Yet

1 1

1 1

1 1 1

1 1

1 1
Trade Union 

Official

1 1 1

2 2

1 1

1 1

1 1

1 1

1 1

1 1

2 1 Parent Gov.

1 1 1 Found Gov.

1 1

1 1

1 1

1 1

1 1

1 1

1 1 1

1 1

1 1

1 1

15 4 4 0 3 19 0 7

(*Other)Comments

Responder Type VotingResponder

2626
TOTALS

School Name
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APPENDIX TEN: LETTER TO PARENTS INFORMING CONSULTATION OUTCOME   

Dear Parents and Carers 
 
Thank you to all of you who took the time to respond to the consultation. The Governors were extremely grateful to you for 
your responses and have reviewed them carefully. Both Governing bodies met last week and we are pleased to announce 
that they have unanimously agreed to Federate [NAME] Catholic Primary School and [NAME] Catholic Primary School 
with effect from the [DATE]. 
 
There is now a considerable amount of planning required before [INCORPORATION DATE] and we need to establish the 
new Governing body. 
 
Each school will retain its own name with an overarching name for the Federation. The Governors of both schools have 
chosen 3 options and would like staff, parents and children to choose the final name. The three names are; 
 

• NAME ONE 

• NAME TWO 

• NAME THREE 
 
Please fill in the attached slip to indicate your preferred choice of name. We will complete the same activity with the 
children in school. We have a Full Governing Body meeting on [DATE] where the Governors will agree the name so we 
ask that all responses are received by [DATE]. 
 
Thank you for your continued support. 
 
Kind regards 
 
 
 
     
Chair of Governors [SCHOOL A]   Chair of Governors [SCHOOL B] 
 
----------------------------------------------------------------------------------------------------------------------------- ------------------------ 

Federation name response 
 

Please complete and return to the school office by [DATE] 
 

Please place a tick in the box indicating your preferred choice 

 
NAME ONE  

 
NAME TWO 
 
NAME THREE 
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APPENDIX ELEVEN: GOVERNOR RECRUITMENT PACK (Skills Audit)  

 

Understanding of Catholic Character of the school Strategic Leadership

Understanding the miss ion of a  Cathol ic school  and Cathol ic education 

genera l ly
I am committed to improving education and wel fare for a l l  pupi ls .

Understanding of cateches is  and rel igious  education
I understand current national  education pol icy and the loca l  education 

context.

Understanding of the l i turgica l  and sacramental  l i fe of the school
I have previous  experience of being a  board member in another sector or 

a  governor/trustee in another school . 

Understanding his tory of the Cathol ic Church’s  involvement in the 

provis ion of schools  in England & Wales
I have experience of chairing a  board/governing board or committee.

Eccles iology: understanding the role of the Bishop and the Trustees  and 

the governing body’s  relationship with them

I  have experience of s trategic planning and applying this  to set and 

preserve the cul ture of the organisation.

Abi l i ty to eva luate the Cathol ic l i fe of the school I  am committed to the school ’s  vis ion and ethos  of the trust.

Able to question & chal lenge, working as  part of a  team to identi fy viable 

options  through col lective decis ion making.

Accountability
I  am able to work in a  profess ional  manner, avoiding confl icts , acting with 

transparency and integri ty.

I  understand the importance of col lecting high qual i ty data  & have 

expertise us ing data  to interpret / eva luate performance & identi fy trends  

to target improvement.

I  am confident I  can identi fy when to seek independent/profess ional  

advice. 

I  have expertise in curriculum development, school  assessment and 

progress/atta inment.

Experience of s takeholder management & engagement incl . 

communicating with & taking account views  of parents  & pupi ls  

I  have experience of working with leaders  to establ ish expectations  for 

improvement and outcomes. 
I  have experience of promoting community cohes ion.

I have experience of agreeing the range and format of information and 

data  needed in order to hold leaders  to account. 
I  am proficient in priori ti s ing, assess ing and mitigating ri sk. 

I  have experience of providing chal lenge to leaders  on s trategies  for 

monitoring and improving behaviour and safety.

I  have experience of school  sector ri sk management, including managing 

confl icts  of interest/loyal ty. 

I  have an understanding of the board’s  duties  in relation to safeguarding 

including Prevent.

I  have an understanding of specia l  education needs  and disabi l i ties  

(SEND).
People

I  have financia l  management expertise, with experience of funding 

a l location/budget monitoring and contributing to financia l  sel f-

eva luation and efficiency drives .

I  am wi l l ing to devote time, enthus iasm and effort to the duties  of and 

respons ibi l i ties  of a  governor/trustee. 

Experience of bas ing funding decis ions  on organisational  priori ties  & the 

abi l i ty to interpret financia l  data  & question financia l  performance 

against s trategic priori ties . 

I  am a  s trong communicator and committed to bui lding s trong 

col laborative relationships . 

I  have experience of procurement/purchas ing.
I  am able to discuss  sens i tive i ssues  with experience of confl ict 

resolution and influencing consensus .

I  have experience of property and estate-management.
I  am able to demonstrate a  commitment to ethica l  behaviour and va lues , 

honesty, independence of thought and sound judgement. 

I  have experience of HR pol icy and processes , including employment 

legis lation, recrui tment, performance management and pay.
I  am committed to equal  opportunities  and the promotion of divers i ty.

I  have experience of school  sector HR pol icy and processes .

I  have experience of change management (overseeing a  merger or an 

organisational  restructure).
Compliance

I  have experience of preparing for and responding to external  overs ight.  
I  have experience of complying with lega l , regulatory and financia l  

frameworks  and s tatutory guidance. 

I  understand and accept the lega l  duties , respons ibi l i ties  of a  

governor/trustee.

Structures

Governing boards  are respons ible for ensuring schools  comply with a  

whole range of lega l  respons ibi l i ties . I  have experience ensuring lega l  

compl iance in this  way & a  commitment to understanding the ful l  range of 

lega l  respons ibi l i ties .  

I  am fami l iar with the s trategic nature of the board’s  functions  and how 

this  di ffers  from and works  with others  including senior leaders .   

I  understand the importance of adhering to organisation pol icies  e.g. on 

parenta l  compla ints  or s taff-discipl ine i ssues . 

I  have experience of reviewing governance s tructures . 
I  have the confidence and abi l i ty to speak up when concerned about non-

compl iance. 

Evaluation

I  am aware of my own strengths  and weaknesses  and committed to 

personal  development.

I  have experience of eva luating board decis ions  and am wi l l ing to 

contribute to board sel f-review.  

Level / Phase of Education Experience eg. Nursery / Primary / Secondary / FE / HE (please indicate) 
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APPENDIX TWELVE: CES CODE OF CONDUCT & TERMS OF REFERENCE FOR FEDERATION COMMITTEES 

Please refer to the CES Code of Conduct document on the schools’ website under the federation section. 

Quality and Standards Terms of Reference 
The purpose of this committee is to ensure that the schools within the Federation provide high quality Catholic Education. The 

principle responsibility will be to monitor, review and report on all matters concerned with raising standards, improving the quality 
of teaching and learning and challenging school / Federation performance data. 

 

Administration: 
• Membership of the committee will be no fewer than 3 governors, plus the Headteacher. 

• The quorum for each meeting shall be 3 governors to include the Headteacher. 

• The committee is to meet three times per academic year and otherwise as required, using the terms of reference as a 
guide to agenda setting. The meeting will take place at least two-weeks before the full governing body meeting.   

• The committee clerk will be responsible for arranging meetings, taking and distributing the minutes (together with 
other relevant papers) and following up agreed actions. 

• Paperwork for pre-reading will be sent to all committee members at least one week before the meeting and minutes will 
be received no later than one-week after the meeting 

• The committee is to report to each meeting of the full governing body, in the form of a written report at least one week before the 
FGB, and verbally at the FGB if required. The minutes of the committee will be a standing item on every scheduled Full Governing 
Board meeting 

• The Chair person will be elected at the first meeting and will serve for a term of 1 academic year.  In the Chair’s absence, the 
committee will agree upon an acting Chair for the meeting. 

• The committee has delegated power to make its own decisions on behalf of, and without referral to, the full governing 
body, except where the subject matter requires full governing body consideration by law or in accordance with the 
school’s established scheme of delegation. The Terms of reference will be reviewed annually in the Summer Term 

• It is the responsibility of all the committee members to attend courses relevant to their role on the committee 
 

To take the lead on: 
• monitoring & evaluating rates of progress, standards of achievement by pupils, including any underachieving groups 

• ensuring that the curriculum is balanced, broadly based, meets needs of all pupils & complies with statutory requirements 

• setting priorities for improvement, monitoring & evaluating the impact of improvement plans which relate to the 

committee’s area of operation 

• developing & reviewing policies identified within the school’s policy review program & in accordance with its delegated powers  

 

To accept full delegated responsibilities for the discharge of the following duties: 
• Monitor and evaluate: 

o the impact of quality of teaching on rates of pupil progress and standards of achievement 

o the impact of continuing professional development on improving staff performance 

o the effectiveness of provision for children with special educational needs 

o the quality of the curriculum in securing ambitious standards of achievement 

o the impact of any actions or interventions taken to address differential standards of achievement or rates of progress 

within groups of pupils (e.g. SEN, gender, free school meals, BME, EAL, LAC, PP etc.) 

• Identify and celebrate pupil achievements 

 

To provide guidance to the full governing body for the following, which cannot be delegated: 
• Setting realistic and sufficiently challenging statutory end of key stage targets 

• The school’s curriculum statement 

 

Specific link governors from this committee could be: Committee could be responsible for these policies  

EYFS & Nursery SEND / SEN Information Report 

SEN / PP / LAC /EAL Statement of procedures for dealing with allegations against staff 

Literacy EYFS 

Numeracy Homework / Handwriting  
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APPENDIX TWELVE: CES CODE OF CONDUCT & TERMS OF REFERENCE FOR FEDERATION COMMITTEES (cont’d) 

Mission and Ethos Terms of Reference 
The committee will monitor, review and report on all matters concerned with Mission and Ethos and enhancing the Catholic Life of 

all schools in the Federation. 
 

Administration: 
•  Membership of the committee will be no fewer than 3 governors, plus the Headteacher.  

• The quorum for each meeting shall be 3 governors to include the Headteacher. 

• The committee is to meet three times per academic year and otherwise as required, using the terms of reference as a 
guide to agenda setting. The meeting will take place at least two-weeks before the full governing body meeting.   

• The committee clerk will be responsible for arranging meetings, taking and distributing the minutes (together with 
other relevant papers) and following up agreed actions. 

• Paperwork for pre-reading will be sent to all committee members at least one week before the meeting and minutes will 
be received no later than one-week after the meeting 

• The committee is to report to each meeting of the full governing body, in the form of a written report at least one week before the 
FGB, and verbally at the FGB if required. The minutes of the committee will be a standing item on every scheduled Full Governing 
Board meeting 

• The Chair person will be elected at the first meeting and will serve for a term of 1 academic year.  In the Chair’s absence, the 
committee will agree upon an acting Chair for the meeting. 

• The committee has delegated power to make its own decisions on behalf of, and without referral to, the full governing 
body, except where the subject matter requires full governing body consideration by law or in accordance with the 
school’s established scheme of delegation. The Terms of reference will be reviewed annually in the Summer Term 

• It is the responsibility of all the committee members to attend courses relevant to their role on the committee 

 

To take the lead on: 
• Monitoring and evaluating the RE curriculum and quality of collective worship: 

• Promoting the distinctive Catholic nature of the Federation and to strengthen pupil chaplaincy across the Federation 

• Ensure safeguarding and child protection is up to date, to include monitoring of the single central record  

• Promoting community cohesion and inclusive practice relating to race, gender and disability equality 

• Working with senior leaders to agree a mission and ethos improvement plan to address key priorities as identified in the school 
development plan, such as (but not limited to); 

o PHSE curriculum | RE Curriculum 

o Attendance, behavior & inclusion | parental and community liaison 

o Safeguarding and single central record | Staff and pupil well-being 

• Reviewing policies identified within the school’s policy review program and in accordance with its delegated powers  
 

To accept full delegated responsibility for the discharge of the following duties: 
• To agree annual attendance targets and monitor progress towards achieving these 

• To systematically gather views of stakeholders & report on these, so that outcomes are used to inform planning;  

• To monitor and evaluate: 

o the impact of the school’s punctuality, attendance and behaviour policies 

o the quality of the school’s provision for pupils’ social, moral, spiritual and cultural development 

o the effectiveness of the RE & PHSE curriculum 

o Pupil and staff well-being | the extent to which pupils contribute to the school and wider community 

o the effectiveness with which the school promotes equal opportunity and tackles discrimination 

o the effectiveness with which the school promotes community cohesion 

o the effectiveness of safeguarding policies and procedures and ensure that the school complies with all health and safety 

and other safeguarding regulations (including child protection and safer recruitment) 

Specific link governors from this committee could be: Committee could be responsible for these policies  

Safeguarding & Single Central Record Safeguarding & Child Protection 

RE & PHSE Attendance, behavior & inclusion 

 PHSE  

 Religious Education & Collective Worship 
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APPENDIX TWELVE: CES CODE OF CONDUCT & TERMS OF REFERENCE FOR FEDERATION COMMITTEES (cont’d) 

Resources Terms of Reference 
The principle responsibility will be to monitor, review and report on all matters concerned with resources, to ensure resources are in 

line with strategic priorities and to monitor value for money that can be obtained across the Federation. 
 

Administration: 
•  Membership of the committee will be no fewer than 3 governors, plus the Headteacher.  

• The quorum for each meeting shall be 3 governors to include the Headteacher. 

• The committee is to meet three times per academic year and otherwise as required, using the terms of reference as a 
guide to agenda setting. The meeting will take place at least two-weeks before the full governing body meeting.   

• The committee clerk will be responsible for arranging meetings, taking and distributing the minutes (together with 
other relevant papers) and following up agreed actions. 

• Paperwork for pre-reading will be sent to all committee members at least one week before the meeting and minutes will 
be received no later than one-week after the meeting 

• The committee is to report to each meeting of the full governing body, in the form of a written report at least one week before the 
FGB, and verbally at the FGB if required. The minutes of the committee will be a standing item on every scheduled Full Governing 
Board meeting 

• The Chair person will be elected at the first meeting and will serve for a term of 1 academic year.  In the Chair’s absence, the 
committee will agree upon an acting Chair for the meeting. 

• The committee has delegated power to make its own decisions on behalf of, and without referral to, the full governing 
body, except where the subject matter requires full governing body consideration by law or in accordance with the 
school’s established scheme of delegation. The Terms of reference will be reviewed annually in the Summer Term 

• It is the responsibility of all the committee members to attend courses relevant to their role on the committee 
 

To take the lead on: 
• Ensure that resource spend is in line with schools’ strategic priorities 

• monitoring & evaluating budget allocated to schools to ensure value for money across the federation, including procurement 

• Proactively managing the 3-year budget forecast to ensure schools continue to focus on its priorities 

• reviewing staff pay and conditions | agreeing procedures for staff conduct and discipline 

• ensuring the health and safety of staff and pupils 

• developing & reviewing policies identified within schools’ policy review program & in accordance with its delegated powers  

 

To accept full delegated responsibilities for the discharge of the following duties: 
• Preparation and presentation of an annual budget to the full governing body for approval 

• Preparation of the SFVS for approval by FGB | Ensure that the principles of ‘best value’ are adhered to 

• Review, monitor and evaluate the annual maintenance program 

• Project manage maintenance, repairs and redecoration within the budget allocation 

• Recommend an appropriate staffing structure to the full governing body for approval 

• Recruit, select and appoint staff | Secure the effective implementation of performance management procedures 

 

To provide guidance to the full governing body for the following, which cannot be delegated: 
• Approval of the annual budget 

• Appointment of senior leadership including Executive Headteacher Head of School and RE Lead 

• Approval of the staffing structure for the school 

 

 

Specific link governors from this committee could be: Committee could be responsible for these policies  

Health & Safety Finance Policy | Charging & Remission | Teachers’ pay policy | Governor allowance 

Data Protection incl. website compliance Teacher Appraisal | Capability | Staff discipline, conduct & grievance 

 Health & Safety incl. Lone working 

 Supporting pupils with medical needs | Accessibility 

 Data protection | GDPR incl. freedom of information   
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APPENDIX THIRTEEN: EXECUTIVE HEAD TEACHER (EHT) AND HEAD OF SCHOOL (HoS) JOB DESCRIPTIONS 
 

Please refer to the job descriptions and format on the schools’ website under the federation section. 

Please note that if you wish to use the same format as the executive head teacher and / or the Head of School then please replace 

the pupil pictures with pupils from your own schools (having first obtained permission to do so) 

The job descriptions are based on an executive head teacher over two schools with a head of school in each school.  

The job descriptions were agreed by the governors, the diocese and the local authority. 

You may wish to tweak the descriptions to fit the circumstances and requirements of your leadership structure.  

 

APPENDIX FOURTEEN: MAT CASE STUDIES 

 

Please refer to the case studies on the schools’ website under the federation section. 

 

NGA – MAT – Case study: The Spring Partnership Trust 

NGA – MAT – Case study: The Evolve Trust 
  



 

  Lisa Paniccia-Brown: Department for Schools & Colleges 60 

APPENDIX FIFTEEN: STEPS TO CONVERT TO ACADEMY 

 BEFORE YOU APPLY & APPLYING TO CONVERT  

Task 

✓ when 
task is 

complete 

Fill in and submit a registration of interest form to the DfE  

Read the Academies Financial Handbook  

Discuss the different academy models with your project lead before you apply  

If your school is part of a federation, let your project lead know  

Meet as a governing body to pass a resolution to convert. Keep a record of this resolution  

Get consent from the trust (if you are joining an existing multi-academy trust) and keep a copy of this letter  

Get consent from your trust or foundation (for foundation schools and voluntary schools with a foundation) and 
keep a copy of this letter 

 

Get consent from your religious body (for church and faith schools) and keep a copy of this letter  

Discuss your school’s finances and performance and how academy governance works with your project lead  

Let staff members, parents and pupils know that your governing body is considering applying for your school to 
become an academy 

 

If your school has a separate unit that offers education for children with special educational needs (SEN) or 
alternative provision, let them know about your plans to apply to convert to an academy 

 

If your school has a children’s centre or nursery, discuss your intention to become an academy with them  

Let your local authority (LA) know about your plans to apply to become an academy when you apply  

If your school has a PFI (private finance initiative) contract, let your project lead know before you apply to become 
an academy 

 

Decide where you will go for any legal advice that you will need during the process (don’t appoint a solicitor or 
legal adviser until the DfE has approved your application and granted your academy order) 

 

Get an actuarial assessment to see how much money your academy trust will have to spend on pension 
contributions for any staff members who are part of the Local Government Pension Scheme 

 

Ask your school’s landowner to gather all land registration documents for later in the conversion process  

Compile a list of any contracts, assets, service-level agreements, licences, Sport England or Football Association 
grants that your school’s governing body and local authority hold for transfer for re-negotiation later 

 

Employer of your school’s staff to start informal discussions with all employees about your school’s conversion to 
academy status and Transfer of Undertakings (Protection of Employment) Employment) Regulations 2006 (TUPE) 
at this point 

 

 
 

APPLY TO CONVERT  

Task 

✓ when 
task is 

complete 

Complete application form  

Seek permission from the Diocese to convert to academy status (before application is submitted)  

If you have not already done so, notify your LA of your plans to convert to academy status when you apply  

Ask your LA if it has any internal processes or timescales that you will need to take into consideration during the 
conversion process 
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SET-UP OR JOIN AN ACADEMY TRUST 

Task 

✓ when 
task is 

complete 

If you have decided to hire a solicitor, formally appoint them now  

Consult formally about your school’s plans to become an academy with anyone who has an interest in your school  

Start the process of opening a bank account for your academy  

Ask your solicitor or legal adviser to complete the land and title checks  

Instruct your solicitor or legal adviser to complete and return the academy land questionnaire to your project lead  

If you are establishing a new academy trust, instruct your solicitor or legal adviser to complete and return the 
model memorandum and articles of association to your project lead, using the relevant model 

 

If your solicitor or legal adviser believes that your school should amend the model documents, make sure they 
outline their suggested amendments and the reasons for them in the schedule of changes 

 

Instruct your solicitor or legal adviser to produce a draft funding agreement, using the relevant model funding 
agreement 

 

If you have used the schedule of changes, submit it to your project lead along with your draft funding agreement  

Make any changes to your admissions policy that are required (grammar schools only)  

Ask your solicitor to complete the model document that relates to your type of school. Once the model is 
complete, return it to your project lead along with your draft funding agreement (grammar schools only) 

 

Once your project lead has confirmed that the DfE has approved a final version of your memorandum and articles 
of association, register your academy trust with Companies House (if you are establishing a new academy trust) 

 

Appoint the academy’s trustees, involving the foundation or diocese if applicable (if you are establishing a new 
academy trust) 

 

Board of trustees appoint the members of the local governing bodies of each academy if you are a multi-academy 
trust (if you are establishing a new academy trust) 

 

 

TRANSFER RESPONSIBILITIES TO THE ACDEMY TRUST 

Task 

✓ when 
task is 

complete 

Ask your solicitor or legal adviser to arrange for the school’s land to be transferred to the academy trust  

If you are a community school, ask your solicitor or legal adviser to liaise with your LA using the long-term model 

lease. If you need to transfer the freehold of your school site to the academy trust, ask your solicitor or legal 

adviser to complete the relevant model directions, based on your type of school 

 

Ask your solicitor to issue a trust modification order if your school’s land is held by a trust or foundation that is 
not a diocese 

 

If you are a church school, ask your solicitor or legal adviser to negotiate the long-term model lease to transfer 
the land from the LA to the academy trust 

 

If you are a church school, ask your solicitor or legal adviser to complete the model land supplemental agreement 
to transfer the use of school buildings from your school to your academy trust 

 

Instruct your solicitor or legal adviser to use the model commercial transfer agreement (CTA) to record the 
contracts and staff transferring from an LA maintained school to an academy 

 

Let your project lead know once your LA and the academy trust have signed the final version of the CTA  

Confirm to your project lead that the final agreement does not transfer any additional liabilities to the academy 
trust 

 

If you are the employer, begin the TUPE process. If the LA is the employer, it is responsible for this  

If you are the employer, provide written information to your school’s employee representatives about the 
transfer of staff and employee liability information to the academy trust. If the LA is the employer, it is 
responsible for this 

 

Establish arrangements for your staff’s pension registrations - email Teacher’s Pensions (TP) to register with them 
and transfer the administration of the Teachers’ Pensions Scheme (TPS) for your teaching staff 
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Get in touch with your LA so they can transfer all your non-teaching staff’s pensions from the Local Government 
Pensions Scheme (LGPS) to your academy trust 

 

Transfer any overseas teachers’ certificates of sponsorship to the academy  

If your school shares facilities, such as sports centres, with other organisations, ask your solicitor or legal adviser 
to draw up an agreement between your academy trust and these external organisations 

 

If there are ongoing building works in your school, and you expect them to be finished after your conversion to 
academy status, instruct your solicitor or legal adviser to draw up an agreement between the academy trust and 
the organisations involved in the building works 

 

Let your project lead know if your school has any loans. The DfE will have to approve the transfer of responsibility 
for the loan from your school’s governing body to your new academy trust 

 

Review any contract the school has with external providers - if you consider that these contracts are good value 
for money, discuss transferring the contracts to your academy trust via the CTA with the suppliers 

 

 

PREPARE TO OPEN AS AN ACADEMY 

Task 

✓ when 
task is 

complete 

Review the responses to your consultation and decide what action you wish to take as a result  

Get in touch with your project lead and inform them of the outcome of the consultation  

Sign two undated paper copies of the final agreed version of the funding agreement and send them to your 
project lead to be sent to the secretary of state 

 

Send your academy trust’s bank account details to the Education Funding Agency (EFA) using the academy bank 
details form and copy your project lead into the email 

 

Appoint an accounting officer, chief finance officer and external auditors  

Contact the Information Commissioners’ Office (ICO) to let them know that your academy is opening  

Appoint a member of staff as a data protection officer  

As an academy you are responsible for insurance. Either opt in to the risk protection arrangement (RPA) or use a 
commercial insurance provider 

 

Ensure members of staff, local governors and members of the trust have a current Disclosure and Barring Service 
(DBS) check before you appoint them 

 

Talk to your project lead about DBS checks for your chair of trustees. His/her DBS check must go through the DfE 
so the secretary of state can countersign it 

 

Establish a complaints procedure for your new academy  

Contact Edubase so they issue your academy’s new unique reference number (URN)  

Let the National Centre Number Register know about your change to academy status. You should also inform 
them of your new name if you changed it as part of the conversion process (secondary) 

 

 

OPEN AS AN ACADMEY 

Task 

✓ when 
task is 

complete 

Receive a welcome letter and information pack once you have finished the conversion process  

Chair of governors fill in the academy financial support grant expenditure certificate and send it to your project 
lead 

 

Publish your final funding agreement on your academy’s website  

Complete your academy’s land and buildings valuation within 6 weeks of converting  
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APPENDIX FIFTEEN (continued): STEPS TO CONVERT TO ACADEMY 

The following guidance has been taken directly from the DfE website: https://www.gov.uk/guidance/convert-to-an-academy-

information-for-schools. If you are the headteacher or chair of governors of a local-authority-maintained school converting to an 

academy, you must complete the following steps. 

 

1. Before you apply  

How to prepare for your school's application to convert to an academy. 

2. Apply to convert  

Links to the academy conversion application forms, and information about notifying your local authority. 

3. Set up or join an academy trust  

What actions to take following approval of your academy conversion application. 

4. Transfer responsibilities to the academy trust  

What responsibilities you should transfer to your academy trust as part of your school's conversion to academy status. 

5. Prepare to open as an academy  

What final preparations you should complete before your school can open as an academy. 

6. Open as an academy  

What actions you should take in the first few months after your school opens as an academy. 

 

1. Before you apply 

How to prepare for your school's application to convert to an academy. 

 

Register your interest 

Before you apply to convert to academy status, we recommend that you fill in and submit a registration of interest form to let us 

know that you are interested in becoming an academy. Once we have received your registration of interest, we will get in touch with 

you and give you the name of your Department for Education (DfE) project lead. Your project lead will work with you throughout the 

conversion process and answer any questions you may have. 

 

Read the academies financial handbook 

Before you begin the application process, we recommend you read the ‘Academies financial handbook’. Once you become an 

academy, you will need to comply with the handbook to meet the terms of your funding agreement. The handbook explains: 

• the governance structure your academy trust will need to have (read section 1 of the handbook) 

• the financial duties of an academy trust and how government holds trusts to account for their spending of public funds (S2) 

• how academy trusts should manage certain important transactions and when they will need to get the Department for 

Education’s approval (section 3) 

• academy trusts’ legal duties to produce audited accounts every year (section 4) 

 

Read the good practice guidance for academy trusts 

We also recommend that you read ‘Multi-academy trusts: good practice guidance’ before you begin the application process. 

This guide explains what regional school commissioners (RSCs) will look for when approving new academy trusts. It also gives 

guidance on developing a successful trust, including advice on: 

• school governance and leadership | helping schools improve | financial sustainability and risk management 

 

Consider the different types of academy 

There are 2 different models for running an academy. We recommend that you discuss the different academy models with your 

project lead before you apply. Your project lead will help you understand which of the 2 models is most appropriate for you. The 2 

academy models are: 

 

 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/2-apply-to-convert
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/2-apply-to-convert
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/6-reopen-as-an-academy
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/6-reopen-as-an-academy
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#project-lead
https://form.education.gov.uk/fillform.php?self=1&form_id=FitANqky23M&noLoginPrompt=1
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#read-the-academies-financial-handbook
https://www.gov.uk/government/publications/academies-financial-handbook
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#read-the-good-practice-guidance-for-academy-trusts
https://www.gov.uk/government/publications/multi-academy-trusts-establishing-and-developing-your-trust
https://www.gov.uk/government/organisations/schools-commissioners-group
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#consider-the-different-types-of-academy
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Single academy (not applicable to Clifton Diocese Schools) 

Not all schools are able to convert as single academies. To be able to convert as a single academy: 

• your latest Ofsted rating must be at least good 

• your pupils’ attainment and progress must be high 

• you will need to prove that your schools’ finances are healthy 

If you convert as a single academy, we will expect you to support at least 1 other local school. We will ask for details of the school or 

schools you will be supporting in the application form. 

 

Multi-academy trust 

All academies in a multi-academy trust are governed by a single trust and a single board of trustees. They also share staff and 

expertise, and make savings when buying goods and services. The academy trust can establish a separate governing body for each of 

its academies. These are called local governing bodies. The board of trustees can then delegate some of its functions to the local 

governing bodies. To convert as a multi-academy trust, you can either join an existing trust or you can work with other schools to set 

up a new trust. 

 

There are 2 ways to create a new multi-academy trust. You can either: 

• convert with schools you already work with 

• start a relationship with a new school 

To convert as a multi-academy trust, each school in your proposed trust needs to submit a separate application and each governing 

body must pass a resolution to convert to become an academy. As part of your application you will also need to provide evidence of 

how the stronger schools in your proposed chain will help the weaker schools to improve. If your school is part of a federation, i.e. 

where 2 or more schools are working together under 1 governing body, you must comply with the School Governance (Federations) 

(England) Regulations 2012, including the amendments that came into force on 1 September 2015. 

According to these regulations, any federated school that wishes to convert to academy status must have the support of at least 

50% of its ‘prescribed governors’ before applying. The following types of governors are ‘prescribed governors’: 

• the headteacher | parent governors | staff governors | foundation governors 

If your school is part of a federation, let your project lead know. 

 

Get consent 

Consent from your governing body (for all schools) 

Before your school can apply to become an academy, the governing body has to meet and pass a resolution to convert. You should 

keep a record of this resolution in case we ask to see it later in the process. 

 

Consent from the multi-academy trust (for schools joining an existing multi-academy trust) 

If your school is applying to join an existing multi-academy trust, the trust has to confirm that they are happy for your school to join 

them. You will need to send us a copy of the trust’s consent later in the conversion process. You should also keep a copy for your 

records. 

 

Consent from your trust or foundation (for foundation schools and voluntary schools with a foundation) 

If a trust or foundation is responsible for appointing your school’s governors, then you must get the trust or foundation’s written 

consent before you can apply to become an academy. You will need to send us a copy of their approval later in the conversion 

process. You should also keep a copy for your records. 

 

 

http://www.legislation.gov.uk/uksi/2012/1035/contents/made
http://www.legislation.gov.uk/uksi/2012/1035/contents/made
http://www.legislation.gov.uk/uksi/2015/1554/pdfs/uksi_20151554_en.pdf
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#get-consent
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Consent from your religious body (for church and faith schools) 

If your school has a religious character, you will also need to get approval from your religious body (for example, the local diocese 

for a church school) before you can apply. You will need to send us a copy of their approval later in the conversion process. You 

should also keep a copy for your records. 

 

Prepare for your application 

You should discuss your school’s finances and performance with your project lead before you apply. Your project lead will also be 

able to give you advice and answer any questions you may have as you prepare your application. We consider applications on a 

case-by-case basis. Schools that want to convert to an academy will need to demonstrate that they are in a strong enough position 

to do so. We will look at: 

• your school’s exam results from the last 3 years | the progress your pupils have been making over the last 3 years 

• your most recent Ofsted inspections | your school’s finances 

 

We will also ask for the names and experience of the people that will be part of your academy trust’s governance structure. Get in 

touch with your project lead to discuss how academy governance works before you apply. If you are unsure whether you meet the 

eligibility criteria for converting to academy status, discuss this with your project lead. 

 

Informal discussion 

We recommend that you let staff members, parents and pupils know that your governing body is considering applying for your 

school to become an academy. If you decide to apply to become an academy, you will have to run a statutory consultation on 

whether your school should convert. You can start running the statutory consultation now, or you can wait until later in the process 

when you’ve appointed a legal adviser. 

 

If your school has a separate unit that offers education for children with special educational needs (SEN) or alternative provision, you 

should let them know about your plans to apply to convert to an academy. If your school has a children’s centre or nursery, it would 

also be worth discussing your intention to become an academy with them. 

You should also let your local authority know about your plans to apply to become an academy when you apply. 

 

PFI contracts 

If your school has a PFI (private finance initiative) contract, you must let your project lead know before you apply to become an 

academy. Your project lead will then guide you through the additional steps that you, the local authority and your PFI provider will 

have to take during the conversion process. Schools with PFI contracts usually take a minimum of 6 months to convert. 

 

Seek legal advice 

You need to decide where you will go for any legal advice that you will need during the process. We strongly recommend you hire a 

solicitor and now is a good time to consider who you might use. You should consider value for money when deciding which solicitor 

to hire. It may be worth talking to other schools that have already converted to learn from their experience. 

However, you should not appoint a solicitor or legal adviser until we have approved your application and granted your academy 

order. 

 

Get an actuarial assessment 

An actuarial assessment will help you understand how much money your academy trust will have to spend on pension contributions 

for any staff members who are part of the Local Government Pension Scheme. We recommend that you get an actuarial assessment 

now because the outcome could affect your decision to apply to convert to an academy. 

There are 2 ways of getting the assessment. You can either: 

• ask your local pension scheme provider to give you the actuarial assessment 

• commission your assessment from an independent actuary - you will have to cover the costs for this 

 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#prepare-for-your-application
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#project-lead
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#informal-discussion
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#consultation
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#solicitor
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#pfi-contracts
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#seek-legal-advice
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#get-an-actuarial-assessment
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Land registration 

Ask your school’s landowner to gather all land registration documents as your solicitor or legal adviser will need these documents 

later in the conversion process. If you are a community school, your land owner will usually be your local authority. 

If you are a voluntary-controlled or voluntary-aided school, the local authority will usually own the playing fields, and the diocese or 

trust will usually own the school buildings. If a trust or foundation is responsible for appointing your school’s governors, you must  

also get them to confirm that they are happy for the school’s premises to be used as an academy. You should keep a copy of their 

approval for your records. 

 

Contracts 

You should compile a list of any: 

• contracts | assets | service-level agreements | licences |Sport England or Football Association grants 

that your school’s governing body and local authority hold. You will need to make arrangements to transfer or re-negotiate all these 

contracts and agreements later in the conversion process. 

 

Transfer of staff: discuss the TUPE process with staff 

We recommend that the employer of your school’s staff starts informal discussions with all employees about your school’s 

conversion to academy status at this point. This will help you complete the TUPE process more quickly later. Please be aware, 

however, that the formal TUPE process cannot begin until we have approved your application to convert and granted your academy 

order. The employer of the school’s staff must comply with The Transfer of Undertakings (Protection of Employment) Regulations 

2006. Employees are entitled to seek compensation from their employer if the TUPE process is not followed correctly, so we 

recommend that your governing body consults your legal adviser as early as possible. 

 

If your school is a voluntary-controlled or community school, then the employer of your school’s staff is the local authority. Ask your 

local authority to discuss the conversion with staff. If you are a foundation or a voluntary-aided school, the employer of your 

school’s staff is the governing body. It will be responsible for discussing the conversion with staff. A guide about the TUPE process is 

available. 

 

2. Apply to convert 

Links to the academy conversion application forms, and information about notifying your local authority. 

 

Complete the application form 

Your school’s headteacher or chair of governors should fill in and submit the academy conversion application form online. 

If you are a special school, your headteacher or chair of governors should use the paper application form for special schools. 

If you are a pupil referral unit (PRU), you should use the form for PRUs wishing to convert to alternative provision academies. 

Your project lead will be able to answer any questions you may have about filling in your application form. 

 

Notify your local authority 

If you have not already done so, you should notify your local authority of your plans to convert to academy status when you apply. 

Ask them if they have any internal processes or timescales that you will need to take into consideration during the conversion 

process, particularly if your school has: 

 

• a private finance initiative (PFI) contract | a deficit with a recovery plan agreed with the local authority 

• major building works financed by the local authority 

 

If you have any of these, you may have to go through elected members (or cabinet) to get your local authority’s approval to convert 

to academy status, which can be time consuming. 

 

 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#land-registration
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#contracts
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#discuss-tupe
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#tupe-process
http://www.legislation.gov.uk/uksi/2006/246/made
http://www.legislation.gov.uk/uksi/2006/246/made
https://www.gov.uk/transfers-takeovers/overview
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/2-apply-to-convert#complete-the-application-form
https://form.education.gov.uk/fillform.php?self=1&form_id=qxvrr4gQioH&1
https://www.gov.uk/government/publications/academy-conversion-application-forms
https://www.gov.uk/government/publications/alternative-provision-academy-application-process
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/2-apply-to-convert#notify-your-local-authority
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3. Set up or join an academy trust 

What actions to take following approval of your academy conversion application. 

 

Academy order 

It will take somewhere between 2 and 6 weeks for us to assess your application and grant your academy order, if you have been 

successful. Your project lead will get in touch if they need to check anything in your application. 

 

Support grant: As soon as we have granted your academy order, your project lead will arrange for you to receive a £25,000 support 

grant for you to spend on the conversion process. We will send the grant to your school’s existing bank account (the one you 

provided in your application form). You should receive this grant within 14 working days. 

 

Funding allocation letter: The Education Funding Agency (EFA) will send you your funding allocation pack once we have approved 

your academy order. This pack will include your indicative funding allocation letter, which confirms how much funding your academy 

is likely to get after conversion. If you have any queries about your funding allocation, contact EFA. 

 

Prepare to set up your academy 

Once we have granted your academy order and you have received your support grant, you can start the process of setting up your 

academy trust. 

 

Appoint a solicitor: If you have decided to hire a solicitor, you should formally appoint them now. 

 

Statutory consultation 

Your governing body must consult formally about your school’s plans to convert to an academy with anyone who they think will 

have an interest in your school changing its status. This will include staff members and parents, but you should also involve pupils 

and the wider local community. The law doesn’t specify how long the consultation should last, but it is important that you can show 

that interested groups, individuals and organisations have had a reasonable opportunity to respond. 

You must complete the formal consultation process before you sign your academy funding agreement, so we suggest you begin the 

consultation now to allow time for everyone with an interest to respond. 

 

Apply to open your academy’s bank account 

We strongly recommend that you start the process of opening a bank account for your academy at this stage. You will not be able to 

finalise your bank account application until you have finished setting up your academy trust and have registered your academy as a 

limited company. However, because this can take time, we advise that you start the process now. 

 

Complete and return the land questionnaire 

You should first ask your solicitor or legal adviser to complete the land and title checks. You can then instruct your solicitor or legal 

adviser to complete and return the academy land questionnaire to your project lead. Your project lead will let you know what the 

deadline for submitting your land questionnaire is. Before completing the questionnaire, we suggest that your solicitor or legal 

adviser reads the academy land transfer advice document. This document will help you and your project lead identify any potential 

problems with the ownership or transfer of the land. Get in touch with your project lead if you need advice. 

The deadline by which you need to complete and submit the land questionnaire is in the ‘Academy conversion: important 

dates’ document. 

 

Complete and submit your draft memorandum and articles of association 

If you are establishing a new academy trust, instruct your solicitor or legal adviser to complete and return the model memorandum 

and articles of association to your project lead. 

 

Church of England and Catholic schools should use the model memorandum and articles of association for church schools. 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#academy-order
https://form.education.gov.uk/fillform.php?self=1&form_id=HR41uA2F8Dh&type=form&ShowMsg=1&form_name=Knowledge+centre+enquiry+form&noRegister=false&ret=%2Fmodule%2Fservices&noLoginPrompt=1
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#prepare-to-set-up-your-academy
https://www.gov.uk/government/publications/academy-land-questionnaires
https://www.gov.uk/government/publications/academy-land-transfer-advice
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-model-memorandum-and-articles-of-association
https://www.gov.uk/government/publications/academy-model-memorandum-and-articles-of-association
https://www.gov.uk/government/publications/church-academies-model-documents
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Private finance initiative (PFI) schools should use the model memorandum and articles of association for PFI schools. 

We do not expect you to make any changes to the model documents except in exceptional circumstances. If your solicitor or legal 

adviser believes that your school should amend the model documents, please make sure they outline their suggested amendments 

and the reasons for them in the schedule of changes. If you have used the schedule of changes, submit it to your project lead along 

with your model memorandum and articles of association. 

 

Your project lead will check the draft documents and consider any changes you have requested. They may reject changes and ask 

you to revert to the wording of the model document. Your project lead will clear your final memorandum and articles of association. 

The deadline by which you need to complete and submit your draft memorandum and articles of association is in the ‘Academy 

conversion: important dates’ document. 

 

Complete and submit your draft funding agreement 

Instruct your solicitor or legal adviser to produce a draft funding agreement. Depending on what sort of academy you will be, you 

should use either the single model funding agreement or the multi-academy trust model funding agreements. 

 

Church of England and Catholic schools should use one of the model funding agreements for church schools. 

 

Private finance initiative (PFI) schools should use one of the model funding agreements for PFI schools. 

 

We do not expect you to vary from the model agreements, except in exceptional circumstances. If your solicitor or legal adviser 

believes that your school should amend the model documents, make sure they outline their suggested changes and the reasons for 

them in the schedule of changes. If you have used the schedule of changes, submit it to your project lead along with your draft 

funding agreement. Your project lead will check the draft funding agreement and consider any changes you have requested. They 

may reject changes and ask you to revert to the wording of the model document. Your project lead will clear your final funding 

agreement. The deadline by which you need to complete and submit your draft funding agreement is in the ‘Academy conversion: 

important dates’ document. 

 

Model documents to make changes to your admissions policy (grammar schools only) 

If you are a grammar school, you may need to make changes to your admissions policy before you can convert to an academy. 

Ask your solicitor to complete the model document that relates to your type of grammar school. Once the model is complete, return 

it to your project lead along with your draft funding agreement. Get in touch with your project lead if you need advice. 

 

Set up the academy trust (if you are establishing a new academy trust) 

Register with Companies House 

Once your project lead has confirmed that DfE has approved a final version of your memorandum and articles of association, you 

should register your academy trust with Companies House. 

 

Appoint your academy trustees 

You should now appoint the academy’s trustees. The memorandum and articles of association that DfE cleared will say: 

• how many people will make up the academy trust 

• who will be in charge of appointing your academy trustees and how 

If you’re a foundation school or a voluntary school with a foundation, the foundation should also be involved in appointing the 

trustees. If you’re a faith school, you must involve the diocese as well. Get in touch with your project lead if you need advice. 

 

Appoint your academy’s local governing body (if you’re establishing or joining a multi-academy trust) 

If you are converting as part of a multi-academy trust (MAT) or joining a MAT, you will need to consider how your school will be 

represented within the MAT. Your governing body and the trustees of the MAT should consider the advice on the governance 

structures for academies in the ‘Governance handbook’. 

https://www.gov.uk/government/publications/private-finance-initiative-pfi-academies-model-documents
https://www.gov.uk/government/publications/academy-model-documents-schedule-of-changes
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-and-free-school-funding-agreements-single-academy-trust
https://www.gov.uk/government/publications/academy-and-free-school-multi-model-master-funding-agreement
https://www.gov.uk/government/publications/church-academies-model-documents
https://www.gov.uk/government/publications/private-finance-initiative-pfi-academies-model-documents
https://www.gov.uk/government/publications/academy-model-documents-schedule-of-changes
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academies-ending-selection-at-former-grammar-schools
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#set-up-the-academy-trust-if-you-are-establishing-a-new-academy-trust
http://www.companieshouse.gov.uk/
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#appoint-your-academys-local-governing-body-if-youre-establishing-or-joining-a-multi-academy-trust
https://www.gov.uk/government/publications/governance-handbook
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If your school is going to have its own governing body as an academy, this governing body will be called a ‘local governing body’ 

(LGB). You should discuss who the members of your LGB should be with the trustees of the MAT. 

The trustees’ choice of governors must comply with the rules around the composition of academy governing bodies set out in 

section 2 of the ‘Governance handbook’. Get in touch with your project lead if you need advice. 

this page 

4. Transfer responsibilities to the academy trust 

What responsibilities you should transfer to your academy trust as part of your school's conversion to academy status. 

 

Land arrangements 

Your solicitor or legal adviser must make arrangements for the school’s land to be transferred to the academy trust. They must 

already have completed the land questionnaire and conducted the land and title searches. The land transfer advice document will 

help your solicitor understand when and how to complete the model documents that you will use to transfer your school’s land to 

the academy trust. Get in touch with your project lead if you are not sure of which model documents you need to use. The deadline 

by which you need to confirm to your project lead that all land arrangements have been finalised is in the ‘Academy conversion: 

important dates’ document. 

 

Model Lease (for community schools) 

If you are a community school, you will enter into a long-term lease with your local authority to transfer your school site the 

academy trust. Ask your solicitor or legal adviser to liaise with your local authority using the long-term model lease. 

 

Model directions 

If you need to transfer the freehold of your school site to the academy trust, ask your solicitor or legal adviser to complete 

the model directions. If a foundation or trust owns your school’s land, your solicitor should use one of the model directions to a 

foundation or trust. Use the model that relates to the type of academy you are opening. 

 

If your school’s governing body owns your school’s land, your solicitor should use one of the model directions to a governing body. 

Use the model that relates to the type of academy you are opening. 

 

Model trust modification orders (for voluntary and foundation schools) 

You may need to ask your solicitor to issue a trust modification order if your school’s land is held by a trust or foundation that is not 

a diocese. This is likely to be the case if you are any of the following: 

• a voluntary-controlled school | a voluntary-aided school | a foundation school 

 

Use the model trust modification order that relates to the type of academy you are opening. 

 

Model supplemental land agreement (for church schools) 

Church schools usually use land that is a mix of privately and publicly owned land. Most often, the local authority owns the playing 

fields and the diocese owns the school buildings. If you are a church school you will need to ask your solicitor or legal adviser to: 

1. negotiate the long-term model lease to transfer the land from the local authority to the academy trust 

2. complete the model land supplemental agreement to transfer the use of school buildings from your school to your academy 

trust 

 

Tenancy at will 

We strongly discourage this option, so get in touch with your project lead as soon as possible if you think a tenancy at will may be 

necessary. A tenancy at will allows for land to be temporarily leased to an academy trust in the instance where there isn’t enough 

time to complete negotiations on the lease before the proposed opening date of the academy. 

If you can see that you won’t be able to complete lease negotiations in time, let your project lead know. They might suggest that you 

to ask your solicitor or legal adviser to complete a tenancy at will. 

https://www.gov.uk/government/publications/governance-handbook
https://www.gov.uk/contact/govuk
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#land-arrangements
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#land-questionnaire
https://www.gov.uk/government/publications/academy-land-transfer-advice
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-long-term-lease-model
https://www.gov.uk/government/publications/academy-land-transfers-model-directions
https://www.gov.uk/government/publications/academy-trust-modification-orders
https://www.gov.uk/government/publications/academy-long-term-lease-model
https://www.gov.uk/government/publications/church-academies-model-documents
https://www.gov.uk/government/publications/academy-tenancy-at-will-model
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Commercial transfer agreement (CTA) 

The commercial transfer agreement (CTA) records the contracts and staff transferring from a local-authority maintained school to an 

academy. Before you can convert, your local authority and the academy trust must sign the final CTA. Instruct your solicitor or legal 

adviser to use the model CTA. We do not expect you to make any changes to the model CTA except in exceptional circumstances. 

Please discuss any changes you’re considering with your project lead. Let your project lead know once your local authority and the 

academy trust have signed the final version of the CTA. You should also confirm to your project lead that the final agreement does 

not transfer any additional liabilities to the academy trust. You should also confirm to your project lead that the final agreement 

does not transfer any additional liabilities to the academy trust. The deadline by which you need to confirm this to your project lead 

is in the ‘Academy conversion: important dates’ document. 

 

Staff 

TUPE process 

Once we have granted the academy order, the employer of your school’s staff (usually the local authority or governing body) must 

begin the TUPE process. This process will allow you to transfer your school staff to the academy trust. We strongly recommend that 

the employer of the school’s staff seeks legal advice when they start the TUPE process, if it has not already done so. If we approve 

your application to convert, your school’s employer will have to provide: 

• written information to your school’s employee representatives about the transfer of staff 

• employee liability information to the academy trust 

 

Your legal adviser will be able to give you guidance on how to comply with TUPE. A guide about the TUPE process is available. 

 

Pension registrations 

Your academy trust will be responsible for the pension arrangements of your school’s staff, even if your local authority is acting as 

payroll provider for your academy. You should establish arrangements for your staff’s pension registrations at this point: 

• email Teacher’s Pensions (TP) to register with them and transfer the administration of the Teachers’ Pensions Scheme (TPS) for 

your teaching staff 

• get in touch with your local authority so they can transfer all your non-teaching staff’s pensions from the Local Government 

Pensions Scheme (LGPS) to your academy trust 

 

Overseas teachers 

If your school employs teachers who need a visa to work in the UK, your school should have the certificates of 

sponsorship associated to their visas. You must transfer your overseas teachers’ certificates of sponsorship to the academy at this 

point. Get in touch with your project lead if you need any advice. 

 

Shared facilities and building works 

Shared facilities 

If your school shares facilities, such as sport centres, with other organisations, you must ask your solicitor or legal adviser to draw up 

an agreement between your academy trust and these external organisations. The agreement must include details of hire charges for 

the facilities, as well as terms of use. Get in touch with your project lead if you need any advice. 

 

Building works 

If there are ongoing building works in your school, and you expect them to be finished after your conversion to academy status, you 

must instruct your solicitor or legal adviser to draw up an agreement between the academy trust and the organisations involved in 

the building works (e.g. your local authority). The agreement must clarify who will pay for completing works and make sure that 

unfunded liabilities don’t pass to your academy trust after you convert. Get in touch with your project lead if you need any advice. 

 

 

 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#CTA
https://www.gov.uk/government/publications/academy-commercial-transfer-agreement
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#staff
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/1-before-you-apply#discuss-tupe
https://www.gov.uk/transfers-takeovers/overview
mailto:academies@teacherspensions.co.uk
https://www.gov.uk/tier-2-general/eligibility
https://www.gov.uk/tier-2-general/eligibility
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#shared-facilities-and-building-works
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Loans 

Let your project lead know if your school has any loans. DfE will have to approve the transfer of responsibility for the loan from your 

school’s governing body to your new academy trust. Depending on the size of the loan, your project lead may ask for budget 

predictions that show how the academy will finance the loan. 

 

Contracts with external providers 

You should review any contract the school has with external providers, for example: 

• catering | cleaning |security 

• ICT products and services | software licences 

If you consider that these contracts are good value for money, you and the supplier should discuss transferring the contracts to your 

academy trust via the CTA. 

 

5. Prepare to open as an academy 

What final preparations you should complete before your school can open as an academy. 

 

Finish statutory consultation 

You should have finished consulting with everyone interested in the school’s plans to convert to academy status. Your governing 

body should review the responses and decide what action they wish to take as a result. You should now get in touch with your 

project lead and inform them of the outcome of the consultation. 

 

Final funding agreement 

You should sign 2 undated paper copies of the final agreed version of the funding agreement and send them to your project lead. 

They will check the agreement one last time and ask the Secretary of State to sign, seal and date it. We will keep 1 copy of the signed 

funding agreement and return the other to you (or your solicitor). If your school is a faith school, the diocese may wish to keep a 

third copy for its own records. You will need to publish a copy of the signed funding agreement on your school’s website when you 

open as an academy. The deadline by which you need to send your project lead hard copies of your signed, undated, funding 

agreement is in the ‘Academy conversion: important dates’ document. 

 

Open your academy’s bank account 

When you have finished the process of opening the bank account for your academy trust, send your account details to the Education 

Funding Agency (EFA) using the academy bank details form. Make sure you copy your project lead into the email. 

You should send EFA your new bank account information by the middle of the month before you are planning to reopen as an 

academy. The deadline by which you need to send EFA details of your academy’s bank account is in the ‘Academy conversion: 

important dates’ document. You will need to agree a closing balance with your local authority and transfer any surplus money from 

your former school bank account to your academy trust account. You will then be able to close the old account. 

 

Appoint academy officers and auditors 

Accounting officer 

Your academy trust must have an accounting officer responsible for making sure you comply with your funding agreement when you 

spend funds. They will oversee the chief finance officer. In single-academy trusts, the accounting officer should be the headteacher. 

In multi-academy trusts, it should be the chief executive or executive headteacher. You can find more information in section 2 of the 

‘Academies financial handbook’. 

 

Chief finance officer 

The board of your academy trust must appoint a chief finance officer (CFO), who will act as the trust’s finance director or business 

manager. You can find more information in section 2 of the ‘Academies financial handbook’. The CFO should: 

• make sure the academy trust’s financial governance and risk management arrangements are sound and appropriate 

• prepare and monitor the academy trust’s budgets | make sure the academy trust produces annual accounts 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#loans
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#contracts-with-external-providers
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/4-transfer-responsibilities-to-the-academy-trust#CTA
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#finish-statutory-consultation
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#consultation
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#final-funding-agreement
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#draft-funding
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#open-your-academys-bank-account
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/3-prepare-for-conversion#bank-account
https://www.gov.uk/government/publications/academy-bank-details-form
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/government/publications/academy-conversion-important-dates
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#appoint-academy-officers-and-auditors
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#chief-finance-officer
https://www.gov.uk/government/publications/academies-financial-handbook
https://www.gov.uk/government/publications/academies-financial-handbook
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External auditors: Your academy trust must appoint an external auditor to certify your accounts. You can find more information in 

section 4 of the ‘Academies financial handbook’. 

 

Register with the Information Commissioner’s Office (ICO) 

Under the Data Protection Act 1998, your academy will be responsible for storing and processing all your pupils’ and staff members’ 

personal data. You must contact ICO to let them know that your academy is opening. ICO will add the information you give them to 

their register, which is open to the public. You’ll have to pay a fee of £35, which you can pay from your support grant. 

 

Appoint a data protection officer 

The ICO strongly recommends that you make a specific staff member responsible for: 

• raising awareness about data protection among staff members 

• making sure staff members are adhering to the academy’s data protection policies 

• making sure your academy updates its data protection policies regularly 

Visit the ICO website for more advice for schools on data protection. 

 

Insurance 

Your academy trust will be responsible for insurance. You can either: 

• opt in to the risk protection arrangement (RPA), which is an alternative to commercial insurance that protects academy trusts 

against losses due to unexpected events. 

• use a commercial insurance provider - in this case we recommend that you use one of the following, which DfE has made with 

arrangements with: 

• Crown Commercial Service (CCS) 

• Crescent Purchasing Consortium (CPC) 

 

If you wish to opt into the RPA scheme, you should let your project lead know. EFA allocates academies £25 per pupil every year for 

them to spend on RPA or insurance. 

 

PFI academy trusts 

If your academy trust is part of a private finance initiative (PFI) scheme, you may be legally required to take out commercial 

insurance as part of your PFI contract. 

These academies can join the RPA to cover any risks not included in their PFI contract. 

 

Disclosure and Barring Service (DBS) checks 

All members of staff, local governors and members of the trust must have a current Disclosure and Barring Service (DBS) check 

before you can appoint them. Talk to your project lead about DBS checks for your chair of trustees. Their DBS check must go through 

the DfE so the Secretary of State for Education can countersign it. 

 

Complaints procedure 

You must establish a complaints procedure for your new academy. Academy complaints procedures are different from those of 

maintained schools. You should make sure your new complaints procedure complies with The Education (Independent School 

Standards) Regulations 2010. 

 

Notify Edubase 

Contact Edubase so they issue your academy’s new unique reference number (URN). 

If your new URN doesn’t appear on Edubase within 1 week of you contacting them, let your project lead know. 

 

 

 

https://www.gov.uk/government/publications/academies-financial-handbook
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#register-with-the-information-commissioners-office-ico
http://www.legislation.gov.uk/ukpga/1998/29/contents
http://ico.org.uk/
http://ico.org.uk/for_organisations/sector_guides/education
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#insurance
https://www.gov.uk/academies-risk-protection-arrangement-rpa
http://ccs.cabinetoffice.gov.uk/contracts/rm958
http://www.academies.thecpc.ac.uk/news/article.php?articleID=420
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#disclosure-and-barring-service-dbs-checks
https://www.gov.uk/disclosure-barring-service-check/overview
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#complaints-procedure
https://www.gov.uk/dfe/governors-handbook
http://www.legislation.gov.uk/uksi/2010/1997/contents/made
http://www.legislation.gov.uk/uksi/2010/1997/contents/made
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#notify-edubase
http://www.education.gov.uk/edubase/home.xhtml
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Notify exam boards 

If you are a secondary academy, you can continue to use the same exam centre number, but you need to let the National Centre 

Number Register know about your change to academy status. You should also inform them of your new name if you changed it as 

part of the conversion process. The National Centre Number Register will pass this information on to all awarding bodies. 

You can contact the National Centre Number Register on 01223 553 600. 

 

6. Open as an academy 

What actions you should take in the first few months after your school opens as an academy. 

 

First payment 

EFA will send you a welcome letter and information pack once you have finished the conversion process. The pack will outline the 

steps you must complete within your first few months of opening. Your project lead will confirm the date on which EFA will send 

your academy its first payment. Contact EFA if you don’t receive your first payment on time. 

 

Submit your support grant expenditure certificate 

Your chair of governors should fill in the academy financial support grant expenditure certificate and send it to your project lead. 

This certificate confirms how much of the support grant you have spent on converting, and whether you are carrying a portion of the 

grant over into your academy’s budget. 

 

Funding agreement: You should publish your final funding agreement on your academy’s website. 

 

Financial returns 

You will need to submit several financial returns to the EFA in the weeks and months after opening. 

Read EFA’s guidance on financial returns to find out when and how to submit these returns. 

 

Land and buildings valuation 

You should complete your academy’s land and buildings valuation within 6 weeks of converting. 

Guidance on completing your land and buildings form is available. 

 

Support after conversion 

Once you have opened as an academy, EFA will be responsible for allocating your funding, answering any questions you may have. 

They’ll also be in charge of monitoring your academy’s compliance with its funding agreement and the ‘Academies financial 

handbook’. Contact EFA if you need more information or advice after you have converted. 

 

Questions about teaching schools and leaders of education 

The National College for Teaching and Leadership (NCTL) helps schools, including academies, get in touch with national and local 

leaders of education. You can contact NCTL for more information. 

 

Peer-to-peer networks 

You may also want to seek advice from peer-to-peer networks, such as: 

• Freedom and Autonomy for Schools - National Association (FASNA) 

• The Schools Network (SSAT) 

• Institute of School Business Leadership (ISBL) 

 

 

https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/5-prepare-to-reopen-as-an-academy#notify-exam-boards
mailto:ncn@ocr.org.uk
mailto:ncn@ocr.org.uk
https://www.gov.uk/guidance/convert-to-an-academy-information-for-schools/6-reopen-as-an-academy#first-payment
https://www.gov.uk/government/organisations/education-funding-agency
https://www.gov.uk/guidance/information-for-new-academies
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