Pathfinder

Multi Academy Trust

PATHFINDER MULTI-ACADEMY TRUST
Minutes of the Strategy Meeting of the Board of Trustees
held on Thursday 11t April 2024 at 6.30pm
at the Pathfinder meeting room, Archbishop Holgate’s School

Present:

Ms Allie Campbell [until 8.43pm] Mrs Margaret Francis

Dr Andy Clarke [from 7.04pm] Ms Sandara Holmes

Mr Jake Drummond (Vice Chair) Mrs Sheena Powley

Mr John Hattam (Chair) [from 6.58pm] Revd Canon Michael Smith
Mr Derek Scott Dr Jo Mannion

In attendance:

Mr Andrew Daly, Chief Executive Officer (CEQO)
Mr Glen Duxbury, Chief Finance Officer (CFO)

Mrs Angela Oswald, School Improvement Lead
Mrs Charlotte Law, Clerk/Governance Advisor

ACTION
*2, Standing item for trustees

It had been agreed before the meeting that Jake Drummond would Chair the meeting
up to agenda item 9.

The following points were discussed:

e There had been a unanimous and positive turn out for the MAT conference and
the feedback had been circulated.

e Trustees noted their concern over the communication on the Headteacher’s
resignation at Tang Hall primary school. A trustee stated that communication
and engagement with the board should be improved and information like this
should be circulated before entering the public domain. There was some
further discussion on this, and it was agreed that improvements could be
made.

¢ The Headteacher position at Archbishop Holgate’s school (AHS) would be
covered in the course of the meeting.

e A trustee highlighted their concern over some committee discussions which
should have remained confidential to trustees only. Further comments were
made on this, and it was agreed that a robust approach to declaring an
interest for an agenda item should be considered at the beginning of each
meeting by all those in attendance.

ACTION: The clerk would work with trust central team on sharing this as
best practice to all trustees and local governors.

*1, Welcome, Apologies, Consents and Declarations of interest
Executive leaders, joined the meeting at 6.43pm.

The Chair welcomed everyone to the meeting.

Apologies were received, with consent, from Ms Kathryn Blacker and Mrs Angela
Mitchell.
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There were no new declarations of interest.

Minutes of the meeting held 8" February 2024, Action Points and Matters
Arising (previously distributed)

Agreed: The main minutes from the meeting held on 8% February 2024 were agreed
to be a true and accurate record and were duly approved.
Proposed: Allie Campbell Seconded: Sandara Holmes

Action Points

Action Agenda @ Person(s) Timescale
Item Responsible

1. Circulate schedule for 2 Chair Complete -
parent/stakeholder meetings at see note
schools below
Revise terms of reference for TSH 3 Derek Complete -
Committee Scott/Allie see note

Campbell below

Present information on leadership 7 CEO On agenda
structure of Central Team
Check if forwarding emails from PMAT 9 Angela Complete -
accounts will not invalidate insurance Oswald see note
against cyber security attacks below

5. Circulate information re: interim 16 Chair Completed
governance support arrangements

With reference to Action Point 1, a Trustee queried the involvement of link trustees
on the schedule for parent/stakeholder meetings. The CEO spoke about the meeting
plan so far and agreed to look at the dates for the remaining schools and involve the
link trustee.

The vice-chair spoke about the link trustee paper shared by trustee, Derek Scott, and DS
it was agreed that this would be added to a future meeting for review.

With reference to Action Point 2, the CEO explained that the Teaching School Hub
(TSH) would move to one meeting a year planned into the summer term. The revised
terms of reference would be added to that meeting.

With reference to Action Point 4: Angela Oswald, the school improvement lead,
explained that after some investigation it was understood that forwarding emails from
PMAT accounts could have an impact. As such the team were acting with due
diligence and a sensible arrangement was being worked on. The team were putting
together a handbook of *how to’ and ‘best practice’ which would be brought to all
Local Governing Committee’s (LGCs) throughout the summer term; and a two-factor
authentication would be circulated with help for individuals if required. Decision Time
email accounts would be looked at in the Autumn term.

Matters arising
There were no matters arising from the minutes.
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Agreed: The confidential minutes from the meeting held on 8t February 2024 were
agreed to be a true and accurate record and were duly approved.
Proposed: Michael Smith Seconded: Sandara Holmes

Action Points from the confidential minutes

Action Agenda  Person(s) Timescale
Item Responsible
1. Provide further information on proposed 7 CEO On agenda
leadership plans for AHS

4. Correspondence (previously distributed)
A section here was recorded as a confidential minute.
John Hattam joined the meeting at 6.58pm

5. Policies
None for review.

6. Safequarding
Angela Oswald reported on her meeting with trustee, Allie Campbell, where they had

discussed the filtering and monitoring package from Smoothwall. This had coincided
with the Trust’s broadband provider changes and Angela explained the process and
the installation of the package, with technicians on hand to help schools manage the
new platform.

Angela informed the trustees that the package had the facility to put in place direct
results to the schools Designated Safeguarding Lead (DSL), it also had a set trigger
level which then linked to the safeguarding hub in York. Following a question Angela
explained that the results and communication would come via the log in on the pupils
account via any piece of technology.

Andy Clarke joined the meeting at 7.04pm.

The CEO shared an update on the DSL roles and explained that Lucy Williams, from
Malton school, would work one day a week at AHS with the DSL, Gaynor Stainsby,
and informed the trustees that succession planning was considered in these
arrangements.

Angela reported on the safeguarding checklist which would be brought to the next
board of trustee meeting.

7. Committee Reports
7.1 Standards Committee - no meeting held
Next meeting: Thursday 18™ April 2024

7.2 Finance, Audit, Risk and Resources (FARR) Committee - draft minutes of
the meeting held 7th March 2024 (previously distributed)
Trustees received the draft minutes of this meeting.

There was some discussion over the communication of confidential minutes.
Resolved: It was agreed that a verbal report would be issued at each board meeting
and the clerk would add all approved trust board and trust committee confidential

minutes to the Resources section on Decision Time, unless specifically asked not to.
This section would be permission set for the trustees, CEO and CFO.

Pathfinder MAT - Minutes of the Strategy Meeting of the Board - 11.04.2024 Page 3 of 9



7.3 Ethos, Values and Christian Distinctiveness Committee - draft minutes of
the meeting held 13th March 2024 (previously distributed)
Trustees received the draft minutes of this meeting.

7.4 People and Organisation Committee - CONFIDENTIAL verbal report of
the meeting held 4th March 2024

The Chair of the committee, Derek Scott, provided a brief report from the meeting
and discussed the MAT team structure and extra capacity for school improvement.
Derek spoke about leadership performance across the Trust and drew attention to the
senior leadership team at AHS and considered the short-term and long-term plans for
future recruitment.

Derek highlighted the need for good communication from the trust team to trustees
so that advances could be made in the planning and direct impact of the People and
Organisation committee. There was some feedback on the lack of succession planning
for the key roles in schools and Derek challenged whether the Trust should consider
and teaching and development platform to ‘grow their own’ Headteacher's.

Derek summarised that the committee meetings worked well and allowed for clear
and open discussions, which was echoed by the CEO.

7.5 Teaching School Hub Committee — no meeting held
Next meeting: Wednesday 15™ May 2024

8. Governance
The Chair and Vice Chair spoke about the planned external review of governance
(ERG) and provided a summary of what to expect in the first instance. The outcome
from the last ERG would be circulated by the Chair.

The Vice Chair handed back over to John Hattam to Chair the meeting at 7.15pm.

Before progressing with the meeting, the Chair highlighted the work and commitment
from the trustees which was evidence of the value added by the board.

9. Strateqy Discussion (previously distributed)
The Chair referred to his previously shared documentation to aid the discussion and
laid out four items for consideration by the board.

What we discussed at last year’s strategy meeting
A review of the Trusts achievements over the last year
The national context
The challenges
o Leadership - Headteacher and Trust leadership.
o Growth - Pathfinder MAT in its biggest year of growth.
o Sustainability - where do we need to inject capacity so the trust can
function effectively?

A WN -

The Chair spoke about the Trust surplus evolving to effectively aid the sustainable
approach of the Trust and directed the trustees to address the sections laid out.

1. What we discussed at last year’s strategy meeting
The Chair ran through the notes from the last meeting and highlighted the various
changes made throughout the last year with the key themes noted by the clerk.

Boundaries
The CEO spoke about the additional policies put in place after last year’s discussions
but stated there was still more progress to be made.

Trustees spoke about the ever-changing boundaries and the balance required to
adjust the Trusts outlook on this item. The Chair felt the Trust should be curter in
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setting boundaries, to avoid high costs to the Trust and any situation should be
judged on the individual.

Angela Oswald spoke about the work with Headteachers to manage complaints
effectively before they rose to Trust level; this support had been well received and
documentation for school websites had been added which could be viewed by all
stakeholders and supported the wellbeing of staff.

Consideration of geographical context of further growth
The Chair reported that this item had been successfully launched with the potential to
form a hub with some East Yorkshire schools.

More focus on stakeholders’ wellbeing

The Chair spoke about the national child mental health figures rising and the CEO
spoke about the ‘staff pulse’ which monitored staff wellbeing and the impacts seen
from regularly reviewing and considering the data.

The CEO drew attention to pupil wellbeing and stated that the level of need continued
to accelerate at a pace schools and trusts found difficult to keep up with; but
Pathfinder had put things in place to try and catch some pupils special educational,
needs, and disabilities (SEND) early.

The Chair commented on the improved structure of the committee and trustee ratios
to tackle a lot of the issues raised.

Local autonomy

The Chair spoke about the Trust making sure they had the fundamental and
essentials covered whilst leaving an element of autonomy for schools to move in their
direction. He said the LGC engagement and PMAT conference had benefited the
relationships from his perspective and asked if trustees had felt the same from their
link positions. A trustee said the Trust board should ask the Headteachers and school
staff directly and after some discussion between trustees it was agreed that this
conversation would form part of a question for the ERG. The CEO provided some
examples and stated that the answers received could be biased depending on the
focus the response was given in.

ACTION: Clerk to share this section with the ERG co-ordinator, Anne Casey.

A trustee queried whether the Trust should have a ‘top-down’ approach to managing
the schools, where they could carefully assess the ‘need’ and the ‘want’ of staff
members. The Chair spoke about the autonomy issues as shared at the MAT
conference, where worries of de-skilling and learned helplessness had been voiced.
He advised the Trust should aim to develop capable and motivated school leaders and
would air on the side of caution with over centralising schools within the Trust.

A trustee spoke about collaboration, and the MAT vision being presented in this way
allowing for staff growth, development, and opportunities, which the Chair and
trustees agreed would be a strong focus for the year ahead.

The Chair commented on the discussions and aims from last year’s strategy meeting
and stated that in varying degrees there had been notable progress towards each
point.

2. A review of the Trusts achievements over the last year
The Chair asked the CEO to highlight what they were most proud of over the last
year. In summary form the CEO noted that:
— Staff wellbeing had vastly improved.
— The TSH had been re-accredited and had received the highest score. Its
leaders were impressive and had reached out across the entire region.
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— There was positive work on building the relationships with all stakeholders, the
DfE and ESFA.

— Ofsted inspections were pleasing.

— The outcomes for pupils were strong and there had been an improved focus on
getting Year 6 pupils secondary ready.

The vice chair asked how Pathfinder pupils fared against pupils outside of the Trust
and if there was data on this. The CEO explained that each primary school had
separate transition programmes for each pupil, and the effectiveness of these was
tracked but once the pupil had moved to a secondary school (not AHS) the data was
lost. They confirmed that the data could be looked at for those children coming in
from a feeder primary which was not part of the Trust if required.

The Chair thanked the CEO for their summary.

3. The national context

The Chair highlighted some of the projected national concerns with finances and
informed trustees that the DfE focus could move away from schools and into social
care expansion. Child mental health referrals had risen three-fold, and almost 50% of
persistent absence was from free school meal (FSM) pupils. The Chair advised
trustees that they should aim to improve outcomes of the disadvantaged pupil as this
focus will improve the outcomes overall. He spoke about the teacher recruitment
crisis, which was set to continue, and how retention was a key focus for the Trust.

4. Challenges

a. Leadership

The CEO summarised the Trusts current leadership at St Barnabas, Rufforth and Tang
Hall, and drew attention to the financial spend for each school which was about
proportion to success rather than an equal spend. A trustee discussed the structure
for appointing a Headteacher at Tang Hall and the CEO shared the planned dates for
interview.

The CEO informed the trust board on the situation at AHS, and his interim role as
Headteacher; whilst enjoyable it had been at a cost to the primary schools. He shared
further details on this and stated that it was not a solution for the long term. The CEO
explained that the Trust had engaged recruiters and he detailed the recruitment
process and options that had been considered by the People and Organisation
committee on the 4% °f March 2024. He concluded that the AHS LGC would not
appoint if the candidate was not right for the school and Trust.

The Chair summarised the tensions discussed; a trustee who was involved in the
recruitment process spoke about the lessons learnt from the previous interview
processes and explained the rigorous methods that would be used at the upcoming
interviews.

The trust board discussed the Headteachers in the Trusts primary schools and a
trustee asked if the Trust was at a stage in its development to have a Leadership
Academy with the intention to provide the resources for growing its own
Headteachers. This was met with some agreement from trustees and the
conversation looked at work experience options, coaching, the delegation of
responsibilities, secondments, and a potential leadership style programme. Angela
Oswald spoke about the coaching and appraisal meetings held with Deputy Heads and
the lack of aspiration for progression to a Headteacher position. The CEO described
the role of a Head of School position and the option to look at a new leadership
model/structure which would have a Head of School at each primary and an Executive
Head over numerous schools. He explained that while there was a shortage of those
aspiring to become Headteachers, there was an interest in teachers wanting a move
to a senior teacher position.

A conversation ensued on the problems arising and how the role of Headteacher had
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changed over the years. A trustee asked if the Trust should consider a statement on
the recruitment of Deputy Heads that a criterion of the position would be promotion
to Headteacher. The trust board and CEO agreed that this could be considered, and
succession planning was addressed which the People and Organisation committee
trustees agreed to look at and report back to the trust board at a future meeting.

ACTION: P&0O committee to look at succession planning for senior leaders in
the Trust and report back to trust board on 11/07.

A trustee spoke about one of the big challenges of leadership growth and
differentiating the Trust which was around the context of the schools. She spoke
about the need to look at the character of an applicant and their personality when
recruiting, as each school required something quite different from its leader. Another
trustee also highlighted the need to abolish the view that some primary schools could
be seen as steppingstones and called for some action on this from the board.

The Chair ran through the five themes that had come out of this discussion:
e Extending the experiment of an Executive Headteacher and a Head of School.
e Being more intentional when recruiting Deputy Heads and their ceiling of

capacity/aspiration.

More work shadowing options for leadership growth.

Ideas on how to differentiate the Trust to increase applications.

A leadership academy for Headteachers.

A teaching academy.

The Chair explained that the trust could not afford to make compromises and should
be aware of the impact on the CEO’s position and the impact to school improvement.
The CEO added that the lack of capacity in his current situation of a split role had
heavily impacted the school improvement work for the primaries and would inevitably
impact those schools joining the Trust over the coming months.

A trustee asked what support could be afforded to the CEO to aid the current
situation. The CEO explained that the Trust could look at freeing up an existing
colleague’s time to share some of the school improvement work on a 0.4 or 0.6 basis.
Angela Oswald spoke about the planned changes and provisions in the Trust central
team from September 2024, and trustees considered the options to bridge the gap for
the summer term if no appointment for Headteacher at AHS was made.

Allie Campbell left the meeting at 8.43pm.

A trustee spoke about Angela Oswald’s role and asked whether there was an
opportunity to offload the operations side to provide the CEO with some interim
support. There was a brief discussion where trustees agreed that the schools were in
a strong position and there would be no consideration to appoint a replacement CEO.
The Chair stated that there were areas where the Trust needed to add emphasis, and
to do this they would need to inject some money which would impact the reserves.
The Chair continued to state that in terms of balancing risks, the Trust had to be
prepared to expose itself to financial risk rather than expose a leadership and
effectiveness risk.

b. Growth

The Chair ran through the growth plans for the year. The CEO spoke about the
difficulties with the Wolds Federation and the pressures around the buildings (built
environment infrastructure), pupils, and leadership issues. The Chair said the board
recognised the many challenges that would need to be overcome and had serious
reservations and remained reluctant to move forward without overcoming the issues
presented. The CEO added that they had genuine concerns on the wellbeing of the
Headteacher and spoke about the funding issues and the hopes for more aid from the
DfE.
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10.

11.

12.

13.

The Chair informed the trust board on the school conversion flightpaths and added
the slow process for conversion as witnessed with St Barnabas primary school which
was finally due to convert in the summer term.

c. Sustainability
When considering the sustainability of the Trust the Chair spoke about the lack of
capacity to expand further if there was no recruitment made for the Headteacher
position at AHS.

The Chair asked if colleagues felt they had enough of a directional steer on issues of
growth, finance, and leadership. There was a brief discussion on what had been
discussed throughout the meeting and a trustee added that the ERG was well timed
and would assist the navigation of the upcoming year and journey as a Trust.

The Chair confirmed that the trust board had met with the clear consensus that they
may need to mitigate some financial changes. The wellbeing of AHS was more
important that the Trust reserves and the AHS LGC must be confident to say no if the
candidates were unsuitable.

The Chair noted the collegiate collaborative meeting and thanked all those present for
their contributions.

Matters for Delegation/Communication to MAT Board Committees/LGCs

There were no matters for delegation.

Any Other Business
None was forthcoming.

Determination of Confidential Items
A discussion under Item 4 was recorded as a confidential minute.

Dates of meetings 2023/24 — all on Thursdays at 6.30pm
e 23 May 2024 - Huntington

e 11 July 2024 - St Barnabas

The meeting closed at 9.00pm.

These minutes were approved by the Chair, John Hattam, at the Trust Board meeting on

Thursday 2371 May 2024

PATHFINDER MAT
ACTION PLAN FOLLOWING THE MEETING OF THE BOARD ON
THURSDAY 11™ APRIL 2024 AT 6.30PM

Action Agenda @ Person(s) Timescale
Item Responsible
The clerk would work with trust central 2 Clerk/ PMAT summer
team on sharing this as best practice to all central team term

trustees and local governors.

Clerk to share this section with the ERG 9 Clerk

co-ordinator, Anne Casey.

P&0O committee to look at succession 9 Derek Scott/ By 11/07
planning for senior leaders in the Trust Allie Campbell

and report back to trust board on 11/07.
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Items for future agendas:
e Link Trustee Paper — Derek Scott
e Safeguarding Checklist - Angela Oswald

Items for the Finance, Audit, Risk & Resources Committee agenda:

Items for the Standards Committee agenda:

Items for the EVCD Committee agenda:

LGC Agendas:
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