Full Governing Board Meeting \f
Minutes of the Meeting held on Monday 28 April 2025

at 6:00pm at the Sherwood Hill Campus and via Google Meet S’:ﬁg@“&;‘f

Fran Boto (FB) Co-opted Governor Present
Penelope Fox (PF) Parent Governor Present
Steve Cooper (SC) Co-opted Governor Present
Gemma Davies (GD) Co-opted Governor Present
Vajeha Haq (VH) Parent Governor Present
Katerina Kelesidi (KK) Co-opted Governor Present
David Murden (DM) Ex-Officio Governor / Headteacher Present
Samata Razak-Oudirangou (SRO) Foundation Governor (appointed at this meeting) Absent
Lindsay Sedola (LS} Co-opted Governor Present
Fiona Taylor (FT) Foundation Governor Absent
Jack Cutler (JC) Pupil Based Commissioning, L.B.Sutton Present
Beth Brookes (BB) Head of School Present
Anna Robinson (AR) Wellbeing; Trans-disciplinary Specialist Present
Riyaz Dayal (RD) School Business Manager Present
Rosemary Viggiani (RV) Clerk Present

Item Action

1.  Welcome; Apologies for absence and quorum (5)

GD opened the meeting at 6pm and welcomed all to the online meeting thanking Jack Cutler,
the Pupil Based Commissioning Officer from the London Borough of Sutton. It was noted that
Jack has been working very closely with the school on this proposal.

Apologies were received and accepted from SRO and FT for personal reasons.
The meeting was declared quorate. (8 /10) l

Declarations of Interest l
There were no declarations of interest regarding items on the agenda.

2. Minutes of the previous meeting held on 25% March - Part A & B

DECISION: Given that this is an extraordinary meeting to consider the opening of a third
campus, the Board deferred approval of these Minutes (Part A and B) held on 25% March 2025
to the next full Board Meeting.

'
i

Matters arising (see action list below)
The actions outstanding are noted in the table below.

3. Carew Manor Business Plan {Jack Cutler, Schools Commissioning and Capital Lead to attend)

Documents shared prior to the meeting:
— Draft 3-year Budget for Sherwood Park School (Hill and Park campus)
— Financial Report and BMR for 2024/25 end of year
— Draft Budget for the Carew Campus
— The Manor Business Proposal

Prior to the meeting the Governors had raised a number of questions regarding the proposal to
open a third campus and the questions are set out in the table at the end of these minutes.
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These questions had been raised in advance of the meeting and the school had based its
presentation on these questions with detailed answers. The presentation is available
separately and the key points are noted in the table at the end of these Minutes.

Key points arising from the presentation and accompanying discussion are summarised below.

The most fundamental question raised was with regards to the background to this proposal,
why it is being considered now and why the short timeframe for a September 2025 start?

The need had arisen following the new government’s decision to put a hold on the Free School |
programme meaning that the proposed new Angel Hill Free School would now not be ready for
September 2025 resulting in a significant shortfall in special school places for children with

SEND, particularly those with autism. Since no new schools can be opened, the only option is

to increase capacity in existing provisions or send children to private provision, often at some
distance from home. The LA had been working with the school with a proposal to open a
satellite provision at the Carew Manor site.

This building has recently been vacated by the Carew Academy who are a special school which
has moved to new premises. The Carew Academy have used the building for many years now,
accommodating 250 students with mild to moderate learning difficulties. As such the building
clearly has the capacity for 25 children — subject, of course, to the children being assessed as
having their needs met in this building in a new Sherwood provision. 1

As regards the cohort, it was noted that AR has now met all the proposed cohort and her
finding are that:

—~ Sherwood Park School (SPS) can meet their needs on the new Manor Campus;

~ The needs of the children are less complex than the current SPS cohort and can be met
through the mainstream school nursing service and similarly with therapies;

— The childrens’ needs will be met better at this school than they would be through any other
provision that could be sourced for September; many children will also have their peers
starting at the school in September;

— The children are not new to the area and are known to, and have already been seen by,
Health; Cognus have been consulted;

— Only one child is coming from out of the area — and this is due to a strong parental
preference;

— Ony one child has additional health needs that cannot be provided within the education
provision and this has been factored into the budgeting with Cognus — wherever they are
placed they would need that additional support.

— The school have a strong working relationship with Cognus and the SLA can be expanded to

encompass this cohort. |
1

The school has had weekly meetings with Jack and the timeline of the plan was shared and
discussed: the following steps have already been taken / initiated:

— 10-12/24: Proposal discussed and agreed between LA & Sherwood Heads
— 16/12/24: Proposal discussed at governors meeting

o Agreement in principle & for LA to consult following local policies & processes

o Final decision to be based on the impact on the viability of the existing campuses
— LA Consultation process from Monday 27 January 2025 to Sunday 23 March 2025

— 24/01/25 - Letter sent to parents & staff of Sherwood Park school informing them of the
consultation

— 08/01/25 - 01/04/25 - Work with the LA agreeing proposal for building works
— 10/01/25 ongoing - Work with the LA on financial planning in co-production with the LA
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— 25/02/25 - Consultation evening for interested parties held at Sherwood Hill Campus

— 24/03/25 - Closing date of consultation

— 24 & 31/03/25 - SLT information sharing and questions session for staff

—~ 18/03/25 & 25/03/25 - Planned Finance committee & FGB and meetings to provide further
information and budget (cancelled / reduced agenda)

— 13/04/25 - People’s committee Meeting - agreeing proposal

— 01/04/25 - Naming of pupils through the admissions process

— 04/04/25 - Commencing recruitment for the Manor Campus - prioritising leadership &
teaching roles

— 15/04/25 - Liaison & work with Cognus partners on communication and therapy offer

— 23/04/25 - Commencing project management plan for set up of campus including (financial

planning, recruitment, premises & estates, design of the school offer & pathways,
curriculum & timetable planning)

It was noted that the recruitment of staff has started following agreement with the Chair —on
the grounds that no appointments will have been made until the final decision is reached at this
meeting.

Leadership and teaching roles have been prioritised due to the national deadlines for
resignation and appointment for a September start. The shortlisting took place today and
interviews will be held next week.

Work has also started on matters relating to finance and premises — again with no irrevocable
decisions being made to date.

Draft 3-vear Budget for Sherwood Park School (Hill and Park campus)

Jack confirmed that the LA would not expect the GB to sign off a budget that they do not feel is
financially viable. Work is continuing to agree a level of dis-economy of scale and exceptional
funding to support a sustainable financial position whilst the school is growing.

Governors asked if the school can support the additional pupils at the Manor and still be viable?

The Head noted that this is the first year we have achieved this and we want this to continue.
In developing the budget proposals, he feels that the Manor will support us moving forwards.

The proposals recognise the disproportionate costs in the early stages and, where necessary,
efficiencies will be found. As regards the challenge of incremental drift, the Manor will help
mitigate this through the top slice model.

The LA have looked at it and believe that the financial model is viable — although there is still
work to be done on some of the details.

Jack confirmed that the Local Authority have agreed the principles, recognising that the core
staffing structure and premises related costs will not be aligned with pupil numbers and will be
disproportionately high in the early stages. Also, the nature of the building brings challenges
and costs being mostly Grade 2 listed and some Grade 1 listed areas (e.g. the Hall). These
elements are on top of the normal top up rates according to the needs of the pupils and there
is still work needed to finalise these costs.

It was emphasised that the process to date has been undertaken in partnership — it has been a !
fully transparent and co-produced process using the worst case scenarios and staffing.

The UTS funding stream is confirmed for the cohort from special schools and there is £33k
exceptional funding to account for an additional leader at the Manor that would otherwise not
be justified with just 25 pupils.

The principle is not to leave the school high and dry in the first two years with the break-even
point in Year 3. The shortfall in funding is met by the £75k dis-economies of scale funding
which is the maximum allowable.
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Governors asked if this were agreed in principle?

Jack confirmed that the budget is still being refined. Once the school is at full capacity there
should be a surplus under the arrangements proposed. There is a balance between funding the
school appropriately whilst ensuring that the mechanism is fair to all children across the
Borough. The commitment made is to maintain the rates as the provision grows leaving the
school with some surplus as it grows. This will be in the final commissioning agreement.

The school will be moderated every three years to look at the top-up funding and this will act as
a safety net if the assumptions agreed are wrong. In summary there will be the “Manor”
funding rate and the three pathways on the other sites. There is also the potential for
exceptional funding as the LA do not want the school to not meet the needs of the children
because of money.

It has been agreed to take out the central service costs in Years 1 and 2. The model used is

that staffing forms 85% of the funding on each site and the remaining costs will be met by a

15% levy to cover all other costs — around £250k.

Whilst staffing has been based on the assumption that all staff will be recruited on M6, in
reality this will not be that case and the funding is therefore expected to be sufficient.

Not all the assumptions have been agreed yet but it is believed that prudence is built in and the
school will be in surplus by Year 2. A “reasonable” level of disproportionate funding will be
agreed. The TUS additional £5k funding is yet to be agreed.

Governors asked about the underlying assumptions. For instance, has it been assumed that all
staff will progress by one grade?

The Head replied no — but that was why all staff were put at the top of the grade initially.

Jack noted that the utility costs are not known and the impact of different heating across the
building is not clear. 15% feels like a reasonable assumption for the levy but the situation is
quite unique and, within reason the LA will insure these costs.

Governors asked what reasonable might be?

Jack stated that 15% seems reasonable; 25 —30% would not be reasonable 18% would be
considered OK as the whole building has to be heated. The LA will commit to covering
reasonable costs. The LA have committed to reviewing the funding six moths after opening.
Financial oversight has never been more stringent and any costs accumulating that have not
been factored in will be picked up at an early point and not allowed to continue.

Governors asked if the costs had been benchmarked against the school already in the building?

Jack confirmed that information has been requested from the previous tenants but the pack
has not yet been received back.

The Head confirmed that it will also be informed by the schools current costs noting that the
cohort will be different.

Governors asked if the costing includes grounds costs?

The Head confirmed that it does include 1.5 premises assistants for the Manor — well above
what might normally be expected for 25 children. The disproportionate costs include the costs
of the new Head of School, Assistant Head and admin staff. That said, there are some
economies of scale e.g. the Manor will be covered by the existing contract with Action HR — at
least initially.

Governors asked about the capacity of the support team to manage and report on finances in a
timely manner.

The Head acknowledged the problems encountered with reporting over the past two years.

This is largely explained through the capacity problems in the school business team. A new

team is now in place and, with the feedback from the recent audit, the situation should now
improve. Assurances were given by RD to this effect.

EGB I 16
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Staffing, Curriculum and Risk

Governors asked about staffing?

The Head noted that there had been a recruitment freeze to allow RD to understand the
situation. There had been a lack of HR support to push this forwards but there is now an HR
Manager in post.

Some long term sickness and maternity has been allowed for and there are some vacancies in
the current schools. Recruitment is in hand with interviews being held next week.

The school has very robust relationships with the key agencies. With this year being the first
one not in deficit, the school are naturally being cautious in their recruitment.

Governors asked if there will be any sharing of staff across the three campus?

The school are not planning for this — it does not generally happen at the moment. That said, it
may change with time. Moving to another campus can be good for staff development and help
to retain and grow existing staff.

AR noted that the applications for the Head of School and Assistant Head roles had brought
some applicants who may not normally have applied. Overall she feels that there is a higher
quality of staff applying. It was also noted that some of our best staff have come through
agency roles initially.

The Head noted that the senior leadership model at the Manor is currently top heavy and they
are looking at how to make it more affordable. That said they are learning from the experience
of setting up that Hill and it is important to recognise that this will adjust over time as the
student numbers grow and it is important to set it up from the start so that it is sustainable in
the medium to long term.

it had already been noted that the leadership is stretched on the current two campus and there
is a desire to build in more capacity — and the Manor will help in that regard. Getting the
leadership right will make the whole school more viable.

The 15% levy feels right but, in the short term, the LA have agrees additional admin support to
cover the set-up phase. It was noted that some maternity cover will be needed next year and it
is right that governors question the capacity. The past few years have been really tough and
the Head noted that he would not suggest taking on the Manor if he did not feel that it was
viable and would help.

Jack noted that it is currently not possible to open a new maintained school; almost all new
schools have been Free Schools / Academies. With SPS being so fabulous, this is the best way
to grow the provision —the needs have to be met somehow.

The Head noted that this is a safe improvement model and that the school’s roll is growing,
noting that other maintained schools are reducing their roll. As such this is a unique
opportunity at a serendipitous time.

Governors asked if the school could grow even further?

AR said yes — there are so many children looking to be placed through to Post-16 and there had
been capacity issues at the Hill — this gives more options.

Jack confirmed that there will be a commissioning need moving forwards.

It was further noted that Ofsted had highlighted the need to develop a more formal curriculum
and that the school has already been working towards this. This cohort is just an extension of
the work we have been doing. The increased capacity at leadership level will allow them to
drive the curriculum development. This will be helpful for all our pupils.

AR noted that some children had had to move provision as they were too developed for that
offered by the school — so this is helpful. A couple of the existing may move to the Manor to
meet their changing needs and it allows more fluidity around the existing bottle neck at Year 7.
The Head noted that, when the Hill opened it was lifechanging for the pupils and their families
and this will be likewise.

|
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item Action
AR stated that the key focus of curriculum will be on science, maths and humanities.

Governors asked, if we take on another site, will Ofsted come back quicker?

The Head said no, not for an expanding provision. If the school federates then each school will

have its own separate inspection.

AR asked that the Governors approve the intention to change the name of the school to the

Sherwood Foundation School — to alleviate the confusion around the Park Campus and avoid

the current perception that the Park Campus is treated differently; to create the equity in both
perception and reality.

DECISION: The Governors approved the new name for the School to be The Sherwood |
Foundation School and to follow the legal procedures through to facilitate this. !
Governors asked about the comment from the school as to how the cohort now being proposed |
is different from the original proposals? |
The school explained how that had developed after meeting with the proposed cohort. As
matters have evolved and some changes have been made the school are now confident that

they can meet the needs of the children on the Manor campus.
The proposal regarding pathways within the funding model addresses the needs.

Governors thanked the school and the Local Authority noting that it is remarkable that so much
work has been done within the time available.

Jack noted the difficult position created by the Government’s position leading to the need for
more state funded provision. Jack thanked colleagues for their help.

Premises and Risk

Governors asked about the changes needed at the Manor site?

It was explained that changes are required and some areas have been identified as needing
upgrade before September. Some areas will be closed and not accessible on a daily basis as
they will not be needed immediately on opening.

The LA are project managing this (Darren) and the plans for the work have been drawn up and
will start when Carew finally vacate the premises.

Jack noted that substantial refurbishment is required to bring the rooms to be used to a higher
standard. If pupil numbers grow into the building other rooms will be refurbished. That said
the rooms have been used recently and are not in a terrible state but it is important to ensure
that the have the most appropriate environment to learn in. It is a unique opportunity; itisan
exciting building with great outdoor facilities and the potential for forest school provision that
can be shared with other schools.

The plan of the buildings was shared and it was noted that there are some Grade 1 listed
buildings but most of it is Grade 2 listed.

The challenges around the number and location of toilets was discussed but governors were
given assurances that the proposals would be acceptable in practice.

Governors asked about security?

AR noted that the buildings open into a courtyard. The transport gates will be closed providing
a secure loading and unloading area.

The front of the school is not enclosed and this cannot be changed due to the listed nature of
the building. However, the school have considered the risks and the external doors will be
fobbed where possible / necessary and the front does open onto a minor road in the park and
not onto a main road.

Governors asked when the work will start and whether it can be completed in time?

It was explained that contractors are lined up and works will start as soon as Carew are out of
the building; the works will be completed for the site to be open to pupils by the end of
September. The first week will be INSET then there will be a transition period where pupils will
be in part time giving an opportunity for the staff to meet the children.

Page Chair's E @



Iitem

It was noted that Tam, the Premises Manager been fuily involved in the modelling.

The work will be paid for through capital bids and the school are experienced in that.

Jack noted that there is a contingency of £80k in one pot and more in another pot to be called
upon if needed. The LA have no intention to commit that funding.

Jack explained the prioritisation criteria for capital funding. SEND provision takes priority; it is
possible to use other grants on specialist provision.

Jack confirmed that this capital has already been approved and anything else would also be
prioritised.

It was also noted that Carew had to leave the building in a certain position and works are
already being done to return it to an acceptable level; they have already replaced the boilers.
£millions have already been spent and Jack is confident that the building work can be done
supported by the substantial capital investment.

Governors asked who owns the property and who will maintain the grounds?

Jack stated that the Local authority will own it and the school will maintain the grounds. Costs
have been built in recognition that they are higher than might normally be expected because of
the disproportionate size of the grounds when compared to the number of children in the early l
cohorts.

Support required from the Local Authority relating to the adoption of the Carew Manor Site

The following statements were made in the presentation:

The LA would not expect the Sherwood GB to sign off on a budget they do not feel is financially
viable, and is continuing to work with Sherwood SLT to agree an appropriate level of
diseconomy of scale and exceptional funding, to support a sustainable financial position

whilst the school is growing.

The GB should take reassurance that in year 2, the school reached a financially viable position
(which when you add in additional grants such as PPG, TPECG etc, become more than
sustainable and enters a surplus position). The LA is therefore confident that the model
proposed by the school presents a viable one; the question is around appropriate diseconomy of
scale and 'exceptional funding’ across the first two years of opening, to ensure the school as a
whole can remain financially sustainable whilst the Manor campus grows in capacity.

Alternatives
Governors asked what would happen if this proposal was not approved?

Jack noted that it would be very difficult to meet the needs of this cohort in Sutton. It is likely
that they would be placed out of Borough, a long way from home at great expense. It would
not be good news for those children and their families.

The families have already had a lot of uncertainty and a long wait for a decision.

The families will be relieved that they have a school; the parents know that there is a lack of
places nationally. The school has had nearly 200 consultations and have had to turn down from
Sutton and other Boroughs. There is significant stress for families when the educational
provision is not right for the child.

Governors thanked the Local Authority for this assessment noting the extra costs from out of
Borough placements and the value the school thus provides; it is important that this is taken
into account when balanced against our costs.

The Head said that the school always look to provide a service proportionate to what we can
offer — he is not comfortable over stretching staff and other resources. This honesty and
transparency has led to the development of a truly collaborative relationship with trust being
developed between the school and the Local Authority, totally in line with the Nolan Principles.

Action



Item Action

Summary:
The school stated that, schools that are currently doing well are those that are adjusting to
changing circumstances — they are opening hubs, federating etc.

Because we will be bigger we will be better able to participate more widely across the Borough
and nationally. This is inline with our Breaking the Mould ethos — allowing us to help others.

We can do it educationally; we have thought it through.

There are risks — financial risks — but, working collaboratively with the Local Authority we
believe that we can make it happen as explained in this meeting to meet the needs of local
SEND children.

The discussion was closed and Governors given the opportunity to vote through an online link.
DECISION: Governors voted to adopt the proposal to open a third campus at Carew Manor.

Governors thanked the school and the Local Authority for their time and efforts in making this
proposal possible.

10. Correspondence to the Chair / Chair’s Actions
To note Chair’s Actions and correspondence with the Chair

There were no Chair’s actions to report.

11. Confidential items
To agree whether any items should be recorded in Part B Minutes as confidential.

There were no confidential items.

12. Any other business / dates of future meetings / close
Related Party Transactions
The nature and importance of recording related party transactions was discussed and clarified.

ACTION: RD to identify the related party transactions for 2024/25 for approval by the Board at a0
the Strategy Day on 20" May and establish procedures for identifying, managing and approving
related party transactions moving forwards.

Forthcoming Meetings:
Finance, Audit & Risk: 29 April; 24™ June 2025
FGB 20™ May (Strategy Day); 8% July 2025
Strategy Day 20" May 2025
Premises Health & Safety 15™ May 2025
Staffing & Curriculum 10% June 2025
Pay Committee 17 June 2025

i The meeting closed at 9:30pm
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