Pathfinder

Multi Academy Trust

PATHFINDER MULTI-ACADEMY TRUST
Minutes of the Meeting of the Board of Trustees
held on Thursday 3" April 2025 at 6.30pm
at Malton School

Present:

Ms Kathryn Blacker

Dr Andy Clarke

Mr Jake Drummond (Vice Chair)
Mr John Hattam (Chair)

In attendance:

Mr Andrew Daly — Chief Executive Officer (CEO)
Mr Glen Duxbury - Chief Finance Officer (CFO)
Mr Lee Haynes, Primary Strategic Lead

Mrs Angela Oswald, Director of School

Dr Jo Mannion

Mrs Angela Mitchell

Mrs Sheena Powley

Mr Derek Scott (Vice Chair)
Mr Rod Anson

Mr Rob Williams - Headteacher, Malton School
to 8.15pm

Mr Patrick Heaton - LGC Chair, Malton School to
8.15pm

Improvement & Strategy
Mrs Liz Wilson — Governance Advisor (Clerk)

Mr Adam Booker — Headteacher, Applefields
School to 7.50pm

Mr Adrian Fisher — Chair of Governors,
Applefields School to 7.50pm

Meeting began at 6.34pm

1. Welcome, Apologies, Consents and Declarations of interest
The Chair welcomed everyone to the meeting, including the Chairs and Headteachers of Malton
and Applefields Schools. It was explained that the Applefields representatives were in
attendance as part of their due diligence process. The Chair thanked the Chair of Malton LGC
and HT for the tour of the school and hosting the meeting. Introductions were made.

Apologies were received, with consent, from Ms Sandara Holmes, Mrs Margaret Francis, Ms Allie
Campbell and Revd Canon Michael Smith.

There were no new declarations of interest.

2. Minutes of the meeting held 6" February 2025, Action Points and Matters Arising
(previously distributed)

Agreed: The minutes from the meeting held on 6" February 2025 were agreed to be a
true and accurate record and were duly approved.

Proposed: Andy Clarke

Seconded: Rod Anson

Action Point:

Action Item Person Progress

CEO to find out why there was no 5 CEO Sixth Form admissions
Malton School Sixth Form Admissions policy exists

Policy

CEO to feedback on HT's opinions 6 CEO On agenda

around autonomy and alignment

debate at next meeting.

FARR to brl!'\g recommendgtlon to 6 D On agenda

Board regarding reserves policy
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ReV|e\_N SqD to ensure reflects reality 6 CEO / Clerk /  C/F to next meeting
and direction of travel.
POCG
Circulate three commitments to all 6 Chair Completed
Trustees
3. Correspondence (previously distributed)

Correspondence relating to the following had been previously distributed:
e Closure of ESFA with their responsibilities now lying with DfE. It was hoped this would
lead to clearer communication.

4. Committee Reports - (previously distributed)
The following draft minutes were acknowledged by Trustees:

e Standards Committee, 27t January 2025

e Finance, Audit, Risk and Resources Committee, 5" December 2024 (approved)

e People, Organisation, Culture & Governance Committee, 13 January 2025

e Christian Distinctiveness Group, 12t March 2025 - The CEO reported that the work done
by Trustees to align different responsibilities to other committees enabled the new
Christian Distinctiveness Group to concentrate on Christian Distinctiveness of the CE
Schools. Rev’'d Smith had emailed to say it had been a productive meeting.

5. AGM - draft minutes of the meeting held 20 January 2025 (previously distributed)

Trustees noted the draft minutes of the AGM which had been previously distributed
for information. The Chair reported that a positive meeting had been held.

A Trustee queried the mention of SEND provision opportunities at New Earswick
(NEP) and St Lawrence’s and asked if there had been any progress towards this. The
CEO explained that there is lots going on in SEND assisted by Applefields. Members of
the central team are looking at need and provision across the Trust for September
2025. It was noted that using NEP and St Lawrence’s as a base was dependent on the spaces
becoming available, it had been indicated that notice may be served for these spaces for
September 2025, but this had not yet been given.

6. Chair’s Report (previously distributed)

The Chair’s Report around the political landscape, OFSTED and the merger of STAR MAT and
SYMAT had been shared.

A Trustee asked how the issues around the recruitment and retention of teachers
aligns with the lack of budget from the DfE, it was agreed that it does not align. The
Chair commented that the imbalance between recruitment in certain subjects is alarming. It
was noted that the Teaching School puts PMAT in a good place with recruitment. It was
reported that interesting sessions around recruitment and retention had been held at the HT
Conference particularly around the recruitment of Gen Z. There may be a need to adjust and
adapt recruitment processes.

Alumni Report - Kathryn Blacker had agreed to write a paper around this and will bring this
to the next meeting.
Action: Kathryn Blacker to provide Alumni Report to next TB meeting.

PMAT Governance Conference - The Chair thanked those attending and reported that
around 40 people attended. Formal feedback would be provided but verbal feedback had been
positive with a number of attendees asking for it to be longer as it would be useful for them to
be able to attend all the break-out sessions.

Action: Chair to circulate formal feedback.

X - The Chair invited comments on his paper, previously circulated, recommending the
discontinuance of X across the MAT.

A Trustee asked if PMAT decided to remove itself from X whether there was a need
for any comms around this. A Trustee commented that PMAT may wish to consider
retaining a profile on X whilst not actively posting as this would enable them the
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write to reply if mentioned in any posts. The CEO explained that X had been discussed at
the HT Group and all had been in agreement to remove themselves and discussions had been
held around what could be used instead to share good news stories and communicate with
parents. It was commented that there is not one size fits all for schools, and that some schools
have already discontinued their use of X. A Trustee asked if any schools use X regularly, it
was explained that Archbishop Holgate’s still use the platform to post information,
but it was felt better ways of doing this already exist.

Trustees agreed that it was important to maintain the account and discussed whether a post to
state why they were no longer using X was necessary. Kathryn Blacker agreed to share an
example she had seen on X around this.

Action: Kathryn Blacker to share wording for X withdrawal post.

Trustees unanimously agreed to move away from using X as a Trust. The Central Team
were asked to ask schools to organise an alternative method for communication.

7. CEO'’s Report (previously distributed)
The CEO reported that this meeting would be a pivotal moment for a decision around St
Barnabas’ joining PMAT. It was agreed to move this decision to the end of the meeting when
only Trustees and the Exec team would be present.

Trustees were signposted to the schools’ sections of the CEO report, this section allows school
voice in the report.

Trust Alignment vs Autonomy - The CEO reminded Trustees that he had previously shared
the current picture at the last meeting and had shared an updated version in his report as a
result of discussions with the HT Group. As expected, HTs were in favour of moving towards
centralisation around Policies and Compliance although they wished to retain autonomy around
specific policies (e.g. behaviour), HTs wanted to maintain the balance with Curriculum and
Pedagogy and felt that the reduced time spent on compliance would enable them to do this.
Schools would continue to choose their own phonics scheme of exam boards, but it was felt
that some lessons for PSHE around gender and gender identity could be centralised.

Governance - this currently sits more towards the autonomous side and both HTs and Chairs
of LGCs want to retain this to a degree but with more scaffolding around agendas and HT
reports. A suggested cycle of business for LGCs and HT report format had been developed and
shared with HTs for feedback. These would be shared with LGCs before the end of the academic
year.

It was explained that Lee Haynes had done some research into the current HT's reports and
although statutory items were present there was little uniformity. A Trustee noted that
Safeguarding needed to be a separate agenda item rather than being part of the HT's
report to make these discussions easy to track for all, including OFSTED. Lee Haynes
had used Artificial Intelligence to generate ‘starters for 10’ in the HT report and although HTs
would not be expected to use of Al to write the full report it could be used to save some time.

A Trustee reported that AHS were trialling five strategic aims for year and may not
appreciate a defined structure to the agenda. It was agreed that there was a need to
include a space for school specifics in the agenda. 1t was felt that the cycle would be
useful for Chairs and HTs when preparing for meetings. The need to ensure all papers were
provided in adequate time in advance of the meeting was raised to allow for reading and
questions to be raised. An example of using the comments area in Decision Time to ask
questions of the reports in advance of the meeting was highlighted.

Trustees felt that two-hour LGC meetings were the ideal maximum length with a need
to avoid the overuse of presentations by staff. 1t was felt that it would be better practice
to make use of the time to challenge and support the school. Trustees felt that often paper
reports do not give a full flavour of a topic. It was suggested that a presentation
lasting 10-15 minutes should provide this flavour. It was suggested that a video from
the presenter could be shared in advance of the meeting. 1t was noted that Governor
‘Learning Walks’ had been introduced at AHS where presentations are shared with groups of
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governors, and they can then see the themes in action in classrooms. It was agreed to take
some of these ideas to LGCs for feedback. A Trustee noted that it always helpful if papers say,
‘For information’, ‘For Discussion’ ‘For Decision’ so governors and trustees know what is
expected of them.

It was reported that a presentation had been delivered at the Governance and HTs Conferences
around the opportunities and challenges of Al and that moving forward PMAT will need to
embrace this.
Action: CEO to send slide pack around recruitment and retention from HT Conference
to Trustees.

New OFSTED framework - The CEO reported that there were some positives in the new
score card which will allow schools to celebrate their strengths without worrying about the
overall judgement. He felt that the proposed changes are not a response to HT workload and
that first impressions of the toolkit were that it is overwhelming to prepare. The central team
had spent time on breaking down the toolkit looking at what the Trust can do for schools,
schools can still do individual Self Evaluation Forms (SEF). Further work is to be done around
this.

A confidential minute was placed on file.

Changes around leadership - The CEO reported that as part of the finance conversations
taking place across the school several changes had been proposed to the leadership structures
of some schools. It was confirmed that the current DHT at Poppleton Road had been
successfully appointed as successor to the current HT who retires in the summer. A
confidential minute was placed on file. Dependent upon the Trustees’ decision later in the
meeting it was anticipated that the EHT model at Rufforth and St Barnabas’ would continue. It
was announced that the HT at Welburn would also be retiring in the summer and as the school
has 47 pupils over three classes restructuring would need to be done and the school brought
under the EHT model.

A Trustee queried whether real savings are made under EHT models if additional
costs are incurred by employing an experienced Head of School (HoS) or needing to
provide additional pastoral and SEND support. The CEO gave examples of the savings
made in other schools with EHT models. 1t was indicated that there would be some
financial benefit, but this was not the sole driver for introducing the EHT models.

A Trustee asked that whether investing in a Human Resources (HR) Lead had
released the CEO’s time around managing staff, the CEO responded that there was a
need to keep this role under review. A Trustee raised concerns about the wellbeing
of EHTs in the Trust, the CEO explained that the decisions had been considered
carefully and it was felt that these were the right decisions for all.

A Trustee asked what would happen with Helen Coles central team inclusion role, the
CEO reported that Helen will continue to oversee The Burrow but that the work
around the new SEND provision would be separate, the Trust would work with
Applefields around this. The Trust will employ different ways of supporting inclusion. The
Trust is now in a strong position around leadership and are beginning to develop its middle
leaders.

Finance - Thanks had been expressed to HTs and School Business Manager’s for their
responses to budget constraints due to unforeseen circumstances. This has enabled the Trust to
respond to the circumstances quite quickly and enables the decision around St Barnabas’ to be
made using an accurate picture of finances. It was reported that announcements by the DfE
around different funding pots had been drip fed to Trusts meaning that several changes had
had to be made in a short period of time. These announcements had been around General
Annual Grant (GAG) funding National Insurance (NI) increases and Sixth Form provision. The
CEO reminded Trustees that in the past school finances had been historically autonomous and
that small deficits in a small humber of schools had been managed by the Trust, however more
schools were setting a deficit budget. Discussions have been had with the schools and subject
to Trustees’ approval the Trust would be expecting schools to set a balanced budget going
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10.

forward with those in a stronger financial position expected to save 1% of their surplus each
year up to 5%. If schools were able to do this the Trust, then would have 4-5% in reserves,
and be on a firmer footing. It was noted that in the past there had not been any consequences
if schools did not set a balanced budget but if this were to happen in future the school would
lose its autonomy over appointments until such time it was able to balance the budget.

It was noted that the requirement in the future was to set a balanced in year budget. Schools
were not being required to repay historical deficits.

A Trustee asked what the consequence would be if a maintained school set a deficit
budget, it was explained that they would have to explain why to the Local Authority
and provide a plan to overcome this. The CEO had held discussions with those schools
holding large reserves around ring fencing reserves for their school only to be used in
unforeseen circumstances. A Trustee suggested that structural changes might take
years to come through. A Trustee suggested that consideration was needed as to who
would act as arbiter if a school suggested there was extenuating circumstances. It
was suggested that there would be no reason to remove these conditions when the
Trust returned to 5% reserves. It was agreed to discuss these issues further at the FARR
Committee. It was felt that this was vital to the future security at PMAT, and that sufficient
discipline would be needed to ensure this is implemented.

It was suggested that SEND challenges may arise from schools around provision and
staffing, but PMAT has benchmarking data available to show what is adequate
staffing.

At this point Adrian Fisher and Adam Booker left the meeting (7.50pm).

Finance Report — move above 10

10.1 Period 6 Monitoring (previously distributed)

The CFO explained that for the reasons detailed above there had been a lot of change since the
P6 report was produced.

10.2 Key Budget Changes (previously distributed)
The CFO reported that the following changes had been incorporated into school budgets:
2024/25: Budget Changes (i) Pay 2.0% to 2.8%, (ii) EERs NI NET, (iii) Pupil Premium

- Total = £32k extra

2025/26: Budget Changes (i) Pay 2.0% to 2.8%, (ii) EERs NI NET, (iii) Pupil Premium (iv) GAG
Funding, (v) Energy Changes- Total = £628k extra.

Additionally, it was reported that the Institute of School Business Leadership (ISBL) had
released their "Budget assumptions - 2025-28", the key points in this were:
- GAG Assumption from 26/27: ISBL = 1.5% increase [Trust Budget/Assumption
2.0%] - Difference = £36M x 0.5% = £180k [26/27 onwards]
- Teachers Pay: 25/26/future: ISBL = 2.8%/2.0% [Trust Budget/Assumption
2.8%/2.0%] - Difference NIL
- Support Pay: 25/26/future: ISBL = 4.0%/2.0% [Trust Budget/Assumption
2.8%/2.0%] - Difference: £12M x 1.2% = £144k [Apr 25 onwards]

It was explained that in summary this indicated there would be further budget pressure (not in
budget) as follows: (i) 24/25 = £60k (ii) 25/26= £144k, (iii) 26/27 = £324k. This position had
changed further since the Post 16 funding announcement had been made.

The CFO explained that in the last few years the Trust had used a percentage increase to
budget for support staff wage increases but some lower paid staff had had lumpsum awards
made, rather than a percentage uplift on salary which makes budgeting more problematic. It
was though that the NI increases would only be funded at around 80%. With regards Pupil
Premium (PP) funding the Trust does not usually assume the funding rate will increase but it
had by 2%, the number of PP students in schools had also grown. Post 16 funding will increase
by around 0.6% but staffing costs will rise by 2.8%. It was noted that the position has
improved by around £400,000 from March to date due to the changes made by schools. If
these changes had not been made the reserves would have dwindled to less than 1% by 2026-
27.
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The CFO explained a change to the budget lines showing Malton School’s sinking fund was
separate. This money is ring fenced to replace the 3G pitch surface. A Trustee queried what
the sinking fund was. It was explained that Malton Community Sports Centre
generates income and that they had set aside £30,000 of this money each year to
enable them to replace the 3G pitch, which was a requirement of setting up. It was
explained that this fund had been separated out from Trust Reserves to ensure
transparency.

The CFO reported that compared to a few weeks ago this was a relatively good position but that
there would be challenges in some schools. Schools had been encouraged to set realistic rather
than aspirational budgets. The CFO had added figures in for Applefields and St Barnabas’ to
give an indication of what future years could look like.

A Trustee queried why there were quite big swings in-year in some schools. It was
explained that this is depends on whether a school is full, what the mix of staffing is
like and whether they rely on supply cover. 1t was noted that the current in-year variances
across the Trust is £20,000 which suggests the end of month monitoring of budget lines is
working better this year. In one school a governor has been involved in the monthly budget
monitoring meeting to gain a better understanding and strengthen the process.

A Trustee asked how confident the Trust was that the budgets set by schools for
2025-26 were achievable. The CEO explained that he had already met with some HTs and
SBMs and in those schools the budgets set are achievable. He is still to meet with the
remainder of schools to discuss the likelihood of them achieving their budget.

10.3 Reserves Policy (previously distributed)

The CFO reminded Trustees of the proposal and rationale for a change in the Reserves policy as
explained by the CEO previously. Trustees agreed that this should be direction of travel, it was
agreed that this be discussed further by the FARR Committee.

10.4 ESFA / DfE Updates (previously distributed)
Trustees noted the ESFA updates.
At this point the Malton School LGC Chair and HT left the meeting (8.15pm)

8. Safequarding Update - Link Trustee *move below
In Allie Campbell’s absence it was agreed to carry this item forward to next meeting.

9. SEND Update — Link Trustee
It was agreed to carry this item forward to the next meeting.

7. CEO Report — continued
It was noted that Trustees had been asked to give their consent to taking the first steps
towards Hensall Primary School joining the Trust. Trustees were reminded that the school
already works alongside the White Rose Federation.
Trustees agreed to move forward with the first steps with Hensall Primary. Proposed:
Rod Anson
Seconded: Andy Clarke.

The CEO reported that a decision was needed as to whether to proceed with St Barnabas’
joining the Trust. It was reported that all the legal issues had been resolved, these had been
passed through Diocese and the legal agreements sent to the PFI providers. The CEO thanked
the new Diocesan team for being proactive in this. It was noted that the agreement is almost
identical to the one suggested three years ago. As a result, the Trust will discuss repayment of
legal fees with the Diocese. The documents have been looked at by the DfE and PFI providers
so there should be no issues.

The CEO reported on the current and future financial position of the school. It was explained
that the Trust had not yet been able to get future budgets to balance and there was likely to be
an in-year deficit of around £10-20,000. It was noted that the school is in a much more
financial position stable. There had been strong leadership in the school under PMAT and in Y4
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and below the impact of this can be seen.

The CEO gave an overview of the thoughts of the Executive team around finance and
reputational risks and the moral prerogative to continue to support the school. It was
commented that with it being a PFI school there may be potential restrictions in the use of the
building and the ability to make changes. It was noted that the Trust would receive a benefit in
15 years at the end of the PFI contract and that the restrictions should not impact on the school
which is in a good condition. It was noted that the school already sub-leases to Danesgate so
use of the building for Alternative Provision (AP) should not be precluded.

A Trustee noted that the deficit would affect all children in the Trust and queried
what would happen if the Trust walked away. The CEO reported that conversations
had been held with DfE and the Local Authority and they had been unwilling to fund
or part fund the deficit despite the fact that they would inherit this should the school
not convert. Without a future in Pathfinder, the school’s future was uncertain. A
Trustee commented that it may seem unfair that the Trust is expecting its schools to
plan for a balanced budget at the same time as taking on a large deficit. The CEO
explained that historical deficits exist in other Trust schools and the Trust does not
expect these to be paid off. Moving forward the Trust would have greater oversight of St
Barnabas’ finances and all decisions would be subject to the terms of the new Reserves policy.

A Trustee asked if the Trust were sure there was a need for a school in that part of
the city. The CEO reported that YSAB had researched this and he was confident that
there was. The PAN had been reduced to 15 from September 2025, the school already had 11
first choice places and there are oversubscribed PMAT schools in the area. The playgroup
attached to the school had been judged as ‘Outstanding’” and should provide enough pupils
moving forward.

A Trustee commented on the huge amount of resource (both professional and
financial) that had been invested into the school thus far; another acknowledged this
but pointed out this was a “sunk cost” and should not influence decision making for
the future.

A discussion was held around the potential reputational risks of walking away from the school.
It was not felt that reputational risk would be a long-term issue. A Trustee asked whether
there was a future for schools in conurbations that were not full. The CEO explained
that with a PAN of 15 a full school should break even, it was noted that Ilots of schools
are reducing their PAN across the city.

A Trustee asked what the impact on the children had been of Jill Richards leadership
in a year, the CEO reported that this had been significant, and the trajectory forward
is positive. Y4 and below are already reaping the benefit of this. A Trustee
commented that there had been big changes in the finances of the Trust in the last
three years and reminded them that the Trust’s commitment is to all children in the
Trust.

Clarification was sought and given around who was responsible for monitoring the finances and
whether the cost of PMAT School Improvement support had been charged back to the LA. The
Chair summed up the debate, noting the points that had been raised on both sides of the
debate around leadership, reputation, stakeholders, finances, sustainability, stakeholder
relationships and moral duty.

Proposal: To move forward with St Barnabas’ Primary school academising and joining
PMAT.

A formal vote was taken with the following result:

In favour: 5

Against: 3

Abstentions: 1

The Chair thanked Trustees for taking part in a challenging, comprehensive and well-balanced
discussion.
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11. Policies
11.1 Scheme of Delegation (previously distributed)
It was agreed to carry this forward to the next meeting to enable suggested changes to be
taken to LGCs for comment.

11.2 Whistleblowing Policy (previously distributed)

It was noted that no changes had been made to the policy.
Trustees approved the Whistleblowing Policy.
Proposed: Derek Scott; Seconded: Andy Clarke

12. Governance
12.1 Training (previously distributed)
The clerk reported that there were only a few governors across the Trust who had not yet
completed their NGA safeguarding training, and most of these were recently inducted
governors. Clerks would follow this up with individual governors.
The CYC summer term training schedule had been shared with Trustees.

12.2 Matters for Delegation/Communication to MAT Board Committees/LGCs
St Barnabas decision.

13. Any Other Business
Angela Oswald signposted Trustees to the guidance around Multi-Factor Authentication (MFA)

on PMAT email accounts which some Trustees still needed to set up. She explained that
Trustees would be prompted to set this up on their next sign in. Trustees were asked to contact
Angela if they had issues.

14. Determination of Confidential Items
A discussion under 7 (Leadership Changes / St B’s) is recorded as a confidential minute.

15. Dates of meetings 2024/25 - all on Thursdays at 6.30pm
Thursday 22nd May 2025 - Badger Hill Primary
Thursday 10th July 2025 - Poppleton Road Primary

The meeting closed at 9.08pm.
These minutes were approved at the Trust Board meeting held on Thursday 22" May 2025

PATHFINDER MAT
ACTION PLAN FOLLOWING THE MEETING OF THE BOARD ON
THURSDAY 3™ April 2025 AT 6.30PM

Action Agenda Person Timescale
Item
Kathryn Blacker to provide Alumni d
Report to next TB meeting. 6 KB 22" May 25
Chair to circulate formal feedback .
around Governance Conference. 6 JH April 25
Kathryn Blacker to share wording for .
X withdrawal post. 6 KB April 25
CEO to send slide pack around .
recruitment and retention from HT 7 CEO April 25
Conference to Trustees.

Items for future agendas:
Alumni Report - KB

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

Items for POCG Committee agenda:

Items for the CD Group agenda:

LGC Agendas:
Scheme of Delegation - proposed changes
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