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			FASNA (Freedom and Autonomy for Schools – National Association) has been in operation for 22 years. It is a ‘not for profit’ membership organisation with charitable status which seeks to promote and secure autonomy for schools and evidence its success.

			Member schools include VA schools, Foundation schools, Trust schools, Type 1 academies, ‘converter’ academies, primary, secondary and special schools

			Members include Headteachers, Governors, Clerks to Governors and School Business Managers

			FASNA is not affiliated to any political party

			Members’ services include:

			High quality professional development including effective governance, admissions, admission appeals, employment and procurement

			Support to school leaders and governors considering academy conversion 

			The opportunity to contribute to shaping emerging national policy and practice

			Access to membership discounts for professional advice and services

			Copies of Academy magazine – a FASNA/John Catt Educational publication

			For further enquiries contact admin@fasna.org.uk

			Website: www.fasna.org.uk

		

	
		
		

		
			About the Editor

			Joan Binder is a member of the FASNA Executive Board and leads the continuing expansion of FASNA professional development programmes for governors, Headteachers and senior leaders. 

			Joan has represented the interests of autonomous schools to many other organisations including NEOST (National Employers Organisation for School Teachers), National College and teaching unions and has participated in a wide range of DfE consultation and strategy groups focusing on employer and governance issues.   

			In 2007 Joan won the East of England Governor of the Year award and is currently Chair of Governors of a large 11–18 secondary converter academy in Essex and chair of governors of a local 300+ pupil community primary school consulting on academy status.

		

	
		
		

		
			Foreword

			Governors matter

			The demands being made of governors with regard to their role, responsibilities and skills are increasing. Effective Governance is written by governors and is primarily for governors. Each case study describes how governors at the frontline have responded to the accountability requirements that are now being made by government and Ofsted. Schools cannot be judged ‘outstanding’ for leadership unless there is effective governance.

			The educational landscape has changed fundamentally since May 2010 and challenges the emotional, intellectual and political antennae of all governors in ways that may not be comfortable but the fact is that greater professional capacity is required of governors at the very highest strategic level. The culture of a largely one-school perspective for most governors is becoming a need for multi-school perspectives. Welcome or otherwise, Local Authority services and support are reduced. 

			This guide can be used as a stand-alone support for governors; it can be used as part of ongoing professional development programmes for governors offered by FASNA; or it can be used for governors to develop their own bespoke training programmes perhaps with FASNA support.

			Effective Governance can only be a contribution to supporting governors but it is immensely well grounded and practical.

			I am delighted to introduce this work and to celebrate the contributions from governors from a wide range of schools and in particular to thank Joan Binder for her drive and the many, many hours spent in putting this guide together.
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			Tom Clark CBE, Chair, FASNA

		

	
		
		

		
			Introduction

			Effective governance is increasingly in the spotlight.

			We need only read the 2012 Ofsted Handbook to understand what ‘outstanding governance’ looks like:

			‘Governors… robustly hold senior leaders to account for all aspects of the school’s performance.’

			The Ofsted Handbook 2012 states that Inspectors should consider:

			The effectiveness of governance including how well governors: 

			
					Ensure clarity of vision, ethos and strategic direction 

					Contribute to the school’s self-evaluation and understand its strengths and weaknesses

					Support and strengthen school leadership 

					Provide challenge and hold the Headteacher and other senior leaders to account for improving the quality of teaching, pupils’ achievement and pupils’ behaviour and safety 

					Use performance management systems, including the performance management of the Headteacher, to improve teaching, leadership and management

					Ensure solvency and probity and that the financial resources made available to the school are managed effectively

					Operate in such a way that statutory duties are met and priorities are approved

					Engage with key stakeholders 

					Use the pupil premium and other resources to overcome barriers to learning, including reading, writing and mathematics

			

			This clearly underlines what ‘outstanding governance’ looks like by describing what governors should be doing.

			But it is less clear HOW governing bodies need to behave and act to achieve and evidence this judgement.

			Governance does not have a discrete judgement in the Ofsted framework effective from September 2012, but is included in the Leadership and Management section.

			There is an increasing emphasis on smaller, more strategic, more skills-based governing bodies which are well led, well informed and professional in operation.

			The key responsibilities of governors can be summarised as: 

			Strategically:

			
					Determining, in co-operation with the School Leadership Team, the strategic vision and ethos of the school

					Holding the school to account – challenging and monitoring performance particularly in the new focus areas for Ofsted:
	Achievement of pupils

	Quality of teaching

	Behaviour and safety

	Quality of leadership and management





					Ensuring financial probity and acting as a responsible employer

			

			Operationally:

			
					The effective performance management of the Headteacher

					The appointment of a new Headteacher when appropriate

			

			This guide seeks to support Chairs of Governors and governing bodies as they adapt to the new accountability framework and the need to evidence impact of their decisions and actions. It is not intended as a ‘checklist’ of questions but as a practical guidance resource with suggested activities and actions, as a prompt to guide discussions or as an induction/professional development tool for governors.

			Case studies of current practice across a wide variety of schools further support the focus on strategic vision and the link to raising standards. What is striking about the case studies is the demonstrable thread linking strong strategic vision, governing body decisions underpinning that vision leading to improved outcomes in school. Crucial to this process is robust monitoring of impact, evidence of follow-through and follow-up by governors and the flexibility to make changes if appropriate.

			An academy section aims to provide governors with some basic facts about academy status and identify some key questions and actions to consider during the process of conversion. Academy status brings many opportunities of autonomy including curriculum freedom, the possibility of employing staff on different terms and conditions, agreeing an admission policy which is suitable for the needs of your local circumstances and a greater freedom to make purchasing and contract decisions. 

			There are seven sections:

			
					Strategic direction and vision

					Improvement and progression, support and challenge

					Accountability – divided into a number of sub-sections

					Performance management of the Headteacher

					Appointment of a new Headteacher

					An overview of academy governance for schools considering conversion

					An overview of the role of the Chair of Governors

			

			Each section aims to describe the elements for which governors are accountable and identify key questions and actions. The responsibilities of the Chair relating to each section and relevant aspects of effective governance are also included.

			The section on the particular responsibilities of the Chair includes a list of the key skills a Chair of Governors will need in order to carry out the role effectively. It is important that all governors consider these skills when electing a Chair and seek to make an appropriate appointment to the governing body if there is no suitable candidate from the existing governors. 

			We hope that this practical guidance and the associated professional development programme will be helpful in clarifying the role of the Chair of Governors and enabling the governing body to carry out the governance role confidently and effectively.

			Note: The phrase ‘maintained school’ describes all Foundation, VA, VC, Trust and Community schools which are under the auspices of the Local Authority. Academies are state-funded schools independent of the LA.

		

	
		
		

		
			Section 1: Strategic direction and vision 
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			The Ofsted Handbook states that Inspectors should consider: 

			The effectiveness of governance including how well governors:

			
					Ensure clarity of vision, ethos and strategic direction

					Contribute to the school’s self-evaluation and understand its strengths and weaknesses

			

			1.1 Vision and values of the school

			Key questions and actions:

			
					How and by whom was the vision and strategic direction for the school determined?

					How is it obvious around the school, eg on website, pupil and staff awareness?

					How do governors ensure the strategic vision is linked to school improvement planning?

					Does the school have any partnership/collaborative arrangements with other local schools? 

					How far do the vision and values relate to the key characteristics of the school?

			

			Vision describes the sort of school you are striving for and by definition is almost out of reach.Many schools have a three or four word description – sometimes an acronym and some still have what is described as a ‘mission statement’.

			Values identify the principles which underpin the vision and the activities of the school.

			1.2 Key characteristics of the school eg intake, challenges, how the school compares with other similar schools 

			The purpose here is to have an overview of the circumstances of the school, identify the important characteristics and provide a framework of core knowledge so that governors have an understanding of the strengths and areas for development of the school. Further detail will be developed in other sections.

			These questions could form the basis of a discussion or a report.

			Key questions and actions:

			
					What are the key challenges facing the school and how far do they reflect the local community?

					In broad terms, how does pupil attainment compare with other local schools and similar schools nationally?

					In broad terms, at what level do pupils enter the school (meeting statutory targets, achieving above/below expectations) and at what level do they leave the school?

			

			More detailed discussion, particularly about progress made by pupils, will take place in governing body meetings (see Section 2 – Improvement and progression, support and challenge).

			1.3 Short and medium term priorities eg key challenges and link to school self-evaluation and development plan cycle

			Key questions and actions:

			
					What are the short-term priorities which support the strategic direction?

					Which data or information is used by the school to determine priorities/improvement strategies?

					How will governors monitor the implementation and impact of improvement strategies?

					Do all staff have access to individual pupil attainment data and how are they expected to use it?

			

			Identification of priorities using school data, external information and self-evaluation is an important activity. Getting this right is the first stage of school improvement. It is important that the data used is robust and accurate and that the analysis is detailed leading to identification of targeted strategies (see Section 2).

			1.4 Any future known issues eg changing roll, decision to expand as a popular school or impact of government policies 

			Key questions and actions:

			
					Are there any current or future opportunities/threats which could or should have an influence on the school?

					Which external government policies or initiatives might impact on the school?

			

			Governors should be aware of any potential issue or issues whether or not it could have a direct impact on the school.

			1.5 Important responsibilities and understanding of the governing body role relating to committee structure and additional freedoms

			Key questions and actions:

			
					How much experience have the Headteacher and governors in exercising freedoms such as being the admissions authority, making decisions about curriculum diversity, undertaking the employer role and being the owner of the estate and buildings? 

					When was the committee structure last reviewed by the governing body?

			

			It is particularly important that all governors have an awareness of the responsibilities of any additional freedoms as a result of a conversion to academy status for example. Ideally some training should take place before any conversion to academy status has been completed especially for community schools, or governors with little or no experience in a self-governing school (see Section 6).

			A change of Chair of Governors or a change of status for the school presents an ideal opportunity to review the committee structure and terms of reference.

			1.6 Pay and appointments process for the Headteacher

			It is important in terms of strategic planning that all governors are aware of the process by which the pay of the Headteacher has been, and will be, determined and recognise that a key role of governors is to make a new headship appointment when necessary (see Sections 4 and 5).

			1.7 The key responsibilities of the Chair of Governors relating to strategic direction and review are to ensure that:

			
					There is an appropriate process and cycle for review of the vision and values of the school which engages relevant groups of people
There are different ways of doing this. Starting from scratch takes time but at certain points in the life of the school it is necessary. The important elements are to ensure that the school community as a whole is able to have an input and will therefore have ‘ownership’. It is appropriate for regular reviews simply to identify that the strategic aims are still relevant – the actions underpinning the aims may well change year on year. More extensive strategic reviews are appropriate at key points in the life of the school – a change of Headteacher or status of the school

					The key characteristics of the school are recognised and the impact monitored and reported to the governing body regularly

					The termly Headteacher’s report to governors should focus on progress towards key priorities and targets and the evaluation of improvement strategies. The impact of key characteristics should be included eg the impact of a high percentage of pupils with English as a second language might mean that more support staff are employed to support this and extra classes are run for parents

					Governors understand their relevant responsibilities in relation to admissions, curriculum freedom, financial and budgetary discipline, being the employer and owner of premises and undertake training as appropriate

					There is an appropriate committee structure to enable governors to undertake their responsibilities effectively and contribute to the school’s self-evaluation

					Governors understand their responsibilities in relation to the performance management of the Headteacher and a process established

					When appropriate, that governors have an understanding of the appointment process for a new Headteacher

					The governing body has agreed a strategic process for the review and approval of key policies

					Governors should not spend too much time in the paragraph by paragraph scrutiny of school policies. A strategic approach would ensure the governing body spends time considering those policies which will make a real difference to the school. In one school this may be the behaviour policy, in a different school it may be the policy for the development of gifted and talented pupils 

					The Headteacher has access to high quality support and advice in key leadership and management areas eg business management, HR expertise

					Usually the responsibility for ensuring that the leadership team is appropriately qualified and experienced will be delegated to the Headteacher, possibly with some governor input when making appointments. In the current climate of school budget allocations it may become appropriate for schools and governing bodies to consider alternative ways of accessing professional advice eg through partnerships or joint appointments

			

			The Ofsted School Handbook states that Inspectors should consider:

			
					The extent to which pupils, parents and staff are committed to the vision and ambition of leaders, managers and governors

			

			Outstanding descriptors:

			
					All leaders and managers, including those responsible for governance, are highly ambitious for the pupils and lead by example. They base their actions on a deep and accurate understanding of the school’s performance, and of staff and pupils’ skills and attributes 

			

			Good descriptors:

			
					Key leaders and managers, including those responsible for governance, consistently communicate high expectations and ambition 

			

		

	
		
		

		
			Case Study: Planning for excellence

			How and by whom is the strategic direction and vision for your school determined?

			How do governors ensure the strategic direction and vision is linked to school improvement planning?

			Roy Blackwell, clerk to The United Westminster Schools Foundation, describes how one of its schools reviewed vision and strategic direction on conversion to an academy

			Westminster City School (WCS) is a church comprehensive school for boys which converted from voluntary aided to academy status in July 2012. It is part of The United Westminster Schools Foundation, a charitable trust which dates back to 1594 and incorporates both state comprehensive schools and independent schools. In its latest Ofsted report (February 2013) the school was graded ‘good’ overall with two areas designated ‘outstanding’: curriculum and governance. 

			On conversion to academy status, the governing body was reduced from 20 to 15 members and a great deal of emphasis was given to the strategic role of the governing body which, in turn, would help establish medium to long-term thinking. 

			The rationale for a reduction in number was to make the governing body more business-like and strategically focused (we never chose 20 – that was forced on us by legislation). We looked at research on the subject which clearly showed that a smaller body would be more efficient. We also had the model of our independent schools which have 15 governors. This is large enough to ensure that there are sufficient governors for standing committees etc. We kept roughly the same range of representation (but not the Local Authority appointment) and cut the number in some categories eg parents. We looked at the existing governing body skill set and appointed those from the old governing body who fitted the needs of the academy, then appointed new governors where we saw a ‘gap’.

			To start the review process, it was agreed that INSET should be provided for the governing body and the Senior Leadership Team of the school on creating a strategic plan. The governors already had a long-standing strategy committee (Chairman, Vice-Chairman, Chairs of standing committees [finance, personnel, curriculum], Head and Clerk) and this would be the body used to co-ordinate and plan the INSET sessions.

			Two sessions were envisaged. The first was a seminar/talk from one of the other schools in the Foundation about how they created a strategic plan. Given that Westminster City School wanted to move from ‘good’ to ‘outstanding’, the focus was on agreeing a strategic overview and how this would link with our aims of superior performance (‘outstanding’ Ofsted judgement), maintaining a distinctive impact appropriate to our circumstances and, importantly, ensuring a lasting strategic endurance.

			The components of strategy were identified as:

			
					Vision (deciding where you want to be) 

					Determine where you are (SWOT analysis)

					List your critical success factors

					Draw up objectives and targets (strategic objectives – not a shopping list of ‘to dos’)

					Monitor progress 

					Review (if you need to amend too often, you didn’t get it right in the first place).

					Mission

					Values 

					Something enduring – Five years

			

			The list was presented as part of the talk. It had been created by the school introducing the topic, and was based on their experience. It was also important to distinguish between strategic planning (governors) and operational planning (Head plus staff). Strategic planning, in essence, identifies what must be done to change the status quo, partly to address things that are not right and partly to address potential changes in the external environment that will make today’s successful practices obsolete. In contrast, operational planning deals with the immediate future and how to manage today’s status quo. However, there is a clear link: whatever is done today can be seen as the first step on the way to the strategic objective, or at least be consistent with it. It follows that the strategic objective must be established first in order to be sure that any operational plan fits it. 

			The strategic plan will form the basis of the school development plan after further discussion and consultation. It should, as a strategic vision, be aspirational but should also have realistic success criteria as key milestones built into an operational school development plan. Each section of the plan (pastoral, curriculum, finance, staffing etc) has to have a timeline and people identified to deliver the objectives.

			Having considered some ideas as to how to create a strategic plan, the next INSET session looked specifically at the needs of Westminster City School. This session was led by the school improvement partner as governors felt that it was important to have an objective analysis of the school and a facilitator. Again, the INSET was for governors and senior staff but there were also ‘parallel’ meetings run in the school by the improvement partner for heads of department, support staff etc. The idea was to emphasise that the whole school community needed to contribute to and ‘own’ the plan if it was going to work. 

			In essence, the second session enabled governors and senior staff to identify where the school currently stood, what it would have to achieve to be graded ‘outstanding’ by Ofsted, where the key areas of differences between the two were, and consider strategies which could be effective in bridging the ‘gap’ within two years. 

			The second session opened with the Chairman of Governors outlining the INSET and emphasising the crucial goal of reaching ‘outstanding’ within two years. This was followed by four members of the Senior Leadership Team making a 10-15 minute presentation on where they thought the school was in relation to gaining ‘outstanding’ status. The four areas of focus were leadership, behaviour, teaching and achievement, linking to the Ofsted framework. Then the external consultant (who is a lead Ofsted inspector) gave a critique of the presentations, ie was the ‘gap’ identified by the staff the same as the ‘gap’ identified by the consultant? 

			Governors and staff then split into groups to look at the four areas and come up with a plan/strategy which identified, or tried to identify, the baseline position of the school in the four areas. Each group then reported back and their findings were written down and used as part of drawing up the outline plan. This part of the session was managed by the external consultant.

			As a follow up to the INSET, teams comprising a governor, a senior member of staff and the external consultant visited the school to talk to staff, visit classrooms and generally seek out information. This data was then used to start creating the strategic plan which would form the basis of a working document for a school operational plan of improvement strategies. Most of the initial writing of the strategic plan was done by the Head and external consultant working together and then submitted to governors.

			Each committee was assigned the task of monitoring the progress of a section of the operational plan of improvement strategies. For example, monitoring the impact of strategies to bring the standard of teaching up to ‘outstanding’ was allocated to the curriculum committee. A rolling programme of reports was established so that over a period of time every department would be reviewed, the implementation and effect of the strategies assessed. A Deputy Head then presented the report to the committee when governors could ask questions to ensure the process was robust and the outcomes realistic.
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