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St Francis and St Joseph’s Catholic Primary Schools’ 

St Francis and St Joseph’s 

Proposed Federation Consultation 
 

This paper sets out some of the most commonly asked questions about school-

to-school federation. It is intended to support the consultation process that 

both Governing Bodies are jointly carrying out as we seek your support for our 

recommendation that our schools federate.  

 

We will add to this list as we receive further questions during the consultation 

period. A paper copy will be available for inspection from each school office. 
 

 

 

Key Dates 
 

Monday 

18th September 2017 

Consultation starts 

Tuesday 

17th October 2017 

Drop in session at St Francis Primary School  

3.30-6.30 pm – all welcome 
Thursday 

19th October 2017 

Drop in session at St Joseph’s Primary School 

3.30-6.30 pm – all welcome 
Monday  

6th November 2017 

Consultation ends - deadline for responses 

7th November - 30st 

November 2017 

Both Governing Bodies meet to consider all responses 

and vote on whether or not federation will proceed. 
Friday 

1st December 2017 

Inform parents, staff and other stakeholders of the 

decision. 
Monday 

1st January 2018 

Start date if both Governing Bodies decide to federate 
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Frequently Asked Questions 
1 What is a Federation? 

A Federation is an arrangement where two or more maintained schools share a 

single Governing Body. Schools federate under section 24 of the Education 

Act 2002. Schools in federation continue to be individual schools, keeping 

their existing category, character and legal identity, but have their 

governance provided by the same board. Both schools remain under Local 

Authority control and do not become Academies or Free schools as a result of 

federation.  

 

2 Why are you investigating the possibility of a Federation? 

The driving idea behind this federation is to ensure the best possible 

outcomes for all pupils at both schools. There is a lot of duplication of work 

for the Senior Leadership teams and across both Governing bodies, and only 

limited costs can be shared. A formal federation would allow much more 

sharing of costs, knowledge and expertise, and would significantly cut the 

workload for the Executive Headteacher and Senior Leadership teams, 

allowing them more time to focus on the pupils’ teaching and learning. It would 

enable us to make the best use of staff and resources within and across both 

schools, to the benefit of all children. 

 

3 Why are you proposing this now? 

The current informal partnership agreement cannot continue indefinitely and 

in the ever-changing education climate, we have a unique opportunity to bring 

our schools closer together in an equal partnership. We have spent a long time 

debating the way forward and believe this is the best way to ensure a secure 

and stable future for our schools. Although the current government have 

dropped plans to force all maintained schools to convert to academies by 

2022, the Diocese (the school Trustee’s) favour the Multi-Academy Trust 

(MAT) structure and are looking at forming Deanery MATs. By forming a 

federation at this stage we believe that we will have the opportunity to “test 

the water” before entering into the formal arrangements of a MAT and 

believe as a Federation we will be in a stronger position if, and when, we do 

join a MAT. 
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4. What is the difference between the current informal partnership and a 

formal ‘hard’ Federation? 

A ‘hard’ Governance Federation is a legal agreement between schools, where 

they share a Governing Body and where the Governing Body and committees 

with delegated powers take decisions on behalf of both schools, even though 

each school retains its own budget share. In the current informal partnership 

agreement each school has retained its own Governing Body and each decision 

is made separately. 

 

5. What does a ‘consultation’ mean? Is the decision already made? 

No decision has been made in relation to the federation of St Francis and St 

Joseph’s. At the moment this is just a proposal, and can be progressed, 

amended or withdrawn. This consultation is just the first stage in the 

democratic and statutory process, and all opinions will be carefully considered 

at each stage before a decision is taken to progress to the next stage. 

 

6. What are the next stages in the process? 

Following the consultation period of six weeks, both Governing Bodies will 

review all opinions and information gathered during this process, and will use 

this as a basis to make a decision whether to: 

i) as published considers appropriate or 

ii) not to proceed with the proposal to federate. 

 

7. What are the benefits of federation? 

The benefits are outlined in the main consultation document. They include: 

i) Improved outcomes for pupils due to collaboration and shared expertise 

ii) Improved staffing due to increased opportunities working across both 

schools 

iii) More consistency in teaching and learning and stronger staff / pupil 

relationships due to improved staff retention 

iv) Financial benefits due to economies of scale and cost sharing 

opportunities. 

 

8 What other models of partnership working have been considered? 

Collaboration, federation and multi-academy trusts – a summary of their 

advantages and disadvantages is shown in Appendix 1. 
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9 If the Federation is approved, what changes will I see in my child’s 

school? 

The main change would be the new governance and leadership arrangements – 

there would be one joint Governing Body for both schools and a new 

leadership structure from January 2018.  

 

The new leadership arrangements would ensure day to day continuity for 

children, parents and staff by having a Head of School based in each school 

who would be responsible for the day to day leadership of that school, with a 

strong focus on teaching and learning. 

 

The Heads of School would be supported by an Executive Headteacher who 

would have overall responsibility for both schools and with a strong focus on 

improving standards and strategic matters. The Executive Headteacher would 

spend time in both schools. There would be opportunities for each Head of 

School to work with the Executive Headteacher and each other. Within this 

arrangement we can share and develop leadership across the federation by 

using skills and experience flexibly across both schools, so that each school 

could benefit from a wider pool of talent and expertise. 

 

The individual identity and character of the schools would stay the same 

including: school uniform; school identity (logos and mottos); parent 

organisations; and sports teams etc. The aim is not to create one school. 

Both schools pride themselves on their caring small school approach where 

children are known and valued as individuals - this is fundamental to our ideals 

and would continue if the Federation were to go ahead. Over time we expect 

that both schools can learn from each other, sharing the best from each and 

working together to improve teaching and learning. 

 

Federations can create opportunities for children to work with children from 

the other school in the Federation – we hope that this would be the case over 

time as it could also aid transition to secondary school because the children 

would have a wider circle of known individuals and experience of working with 

different groups of children. 
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10 What would be the impact on staff, including those who provide support 

services to the school? (caretakers, cleaning, catering etc)? 

Other than leadership roles, there are no immediate plans to change the 

staffing structure or services in either school but over time we may seek to 

share staff as roles become vacant or new ones are created. We believe the 

proposed federation would continue to provide staff with excellent 

opportunities to share good practice and expertise.  

 

11 Will staff work across both schools in the Federation? 

There may be opportunities for staff to work across both schools, and we 

believe this may open up opportunities for professional development. As two 

federated schools we will be able to offer teachers the chance to work 

across the age range, and all teachers will be better placed to share good 

practice, which will have a positive impact on student outcomes. Existing 

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

originally employed. 

 

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

No. Staff will continue to be employed on the same conditions of service as 

defined by their current contracts with either St Francis or St Joseph’s 

Primary School. These contracts will not be changed. New contracts, with the 

Federation, will be issued for new employees and those current staff who 

change role or hours. 

 

13 Beyond being asked to work at the other school can staff request to 

work there? 

Yes, the Executive Headteacher and Governing Board will consider the 

request of an individual member of staff. The staffing structure will be 

decided based on the needs of the children and the operational requirements 

of both schools. 

 

14 If asked to work at the other school, can a member of staff say no? 

Staff can request not to work at the partner school and the Executive 

Headteacher and Governing Board will consider that request. The staffing 

structure will be decided based on the needs of the children and the 

operational requirements of both schools. 
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15 On which site would my child go to school? 

Pupils would continue to go to school on their present respective sites. 

 

16 Would parents with children already at the schools have to apply for a 

place at the federated schools? 

No. Both schools would retain their own identity and pupils currently 

attending either school will retain their places. Likewise, pupils due to start 

and those who are yet to apply would still be considered for each school 

applied for, and the admissions process for each school would remain 

separate. 

 

17 Will one school take the lead over the other? 

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

partners. 

 

18 Will there be enough capacity in the new Governing Body to properly 

govern both schools? 

The Governing Bodies of both schools have members with many years of 

experience in governance at St Francis, St Joseph’s and other schools. The 

current Governing Bodies will use the Governor Competency Framework to 

ensure the new Board has the skills needed and will ensure that the 

knowledge and experience of the individual governors is not lost. The initial 

structure of the new Governing Board will be set when / if the Federation 

goes ahead and if gaps of capability or capacity become apparent then it is 

the responsibility of that Board to fill those gaps. 

 

19 How much disruption would there be for children? 

There would be no disruption for children. As both schools currently have an 

informal partnership agreement, the children would notice no difference if 

this were to change to a formal Federation. 

 

20 What difference would parents see in terms of the operation of the 

school?  

Children will have access to specialist staff working across both schools. 

Parents will not see any change in the day to day operations of the schools. 
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21 Is there an aspiration that teaching methods in the two schools will 

become the same? 

Governors, together with the Executive Headteacher and both Senior 

Leadership Teams, expect all children to be achieving at expected levels and 

making good progress consistently across both schools. The approach used in 

the classroom is down to the professional judgement of the teacher. 

Governors understand that what works well in one school may not be the same 

in the other due to different staff, children and circumstances; the 

Governors value those differences and will support good teaching. The 

Executive Headteacher and Senior Leadership Teams will ensure all staff 

receive the best Continued Professional Development and opportunities to 

work together. 

 

22 Will the schools pool their school finances and how will you ensure that 

one school doesn’t benefit more than the other? 

Each school in a Federation keeps its own budget, the budgets are not 

merged. All financial decisions will be made based on what is best for the 

children in the school at the time and is monitored by the Governing Body. 

Due to economies of scale and the potential to share costs, there should be a 

financial benefit to both schools. 

 

23 Is this just a money saving exercise? 

No - the recommendation to federate has been reached jointly by the 

Governing Bodies of both schools; no external influence has been applied. The 

proposal is driven foremost by the desire to improve standards by sharing 

expertise and best practice across both schools.  

The funding of schools is primarily based on pupil numbers and as these 

numbers would not be affected by federating, the school budgets would 

remain the same. 

However, it is true that economic factors have been an important element in 

prompting both Governing Bodies to consider new ways of working in the light 

of trends in the funding of schools; a federation would allow for shared cost 

savings and economies of scale. 
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24 How successful are Federations and what is the evidence? 

There are an increasing number of Federated school arrangements, both 

locally and nationally. With regard to the curriculum, within each school a 

federated approach to learning will allow us to share the physical resources, 

specialist teaching and leadership aptitudes across the Federation. 

Ofsted published their findings from a review of federations, which found 

that schools working in partnership are generally of a higher standard than 

those working alone. You can read this at: 

http://www.ofsted.gov.uk/resources/leadership-of-more-oneschool 

In addition, there was a relevant BBC news article published, “Pupils more 

confident in federated schools”. This can be found at: 

http://www.bbc.co.uk/news/education-15004918 

Education Guardian article “Inside federated schools: joining forces to raise 

standards” 

http://www.theguardian.com/teacher-network/teacherblog/ 

2013/apr/10/federated-schools-standards-leadershipmanagement 

 

25 How would the schools be inspected by Ofsted? 

Both schools would continue to be inspected separately and listed separately 

in league tables. It would normally be appropriate to ask Ofsted to inspect 

the schools in the Federation at the same time so that a rounded picture of 

the work of the Federations can be formed. Ofsted is increasingly aware of 

and interested in the role that federations and collaborations play in 

improving standards. Inspection providers have been asked by Ofsted to use 

the same team when inspecting schools in a Federation.  

 

26 What happens if one school gets into difficulty? What happens if one 

school fails an Ofsted inspection? 

One of the advantages of federation is that it can prevent schools getting 

into difficulty through greater scrutiny, challenge and support. The strong 

leadership and teaching excellence that can be shared would enable both 

schools to continue to improve on their already good performance. 

 

27 Can a school leave a Federation? 

If at any time the schools wished to break up the federation, there is a 

standard process they should follow. They must:  
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i) Make a written request signed by either two or more Governors, one fifth 

of parents of registered pupils, two fifths of staff, or the Local 

Authority 

ii) The Governing Body of the Federation must give notice of this request 

(within one week of the request having been received) to all relevant 

authorities; the Executive Headteacher of the Federation and the Head 

of each school within the Federation; all staff at the relevant school, 

every parent at that school and anyone else that the Federation 

considers should know; 

iii) The Governing Body must consider the request not less than 14 days 

after it was made and decide whether or not the school should be allowed 

to leave and, if they can, when or should the Federation be dissolved and, 

if so, when;  

iv) They then tell everyone concerned within a week what they have decided. 

 

28 Can a school in a Federation apply for academy status? 

Yes it is possible for a school within a Federation to apply for academy status 

without having to seek agreement of the other schools within the Federation. 

This is covered in Part 9 of the 2012 Federation Regulations. 

 

29 Can a Federation be time-limited? 

Federations are seen as long term commitments and a strong model, which is 

able to operate as a single legal entity. Federations are more resilient to 

changes that can happen, in relation to staff or governance. However, it is 

possible for schools to withdraw from the Federation but it is rare, and the 

amount of work involved in such withdrawals can vary depending upon how 

centralised the running of the Federation has become. Collaborations are 

often used as a short term measure to bring schools together to develop 

more long term structures for collaborative working. Collaborations are easy 

to set up but also easy to leave. For this reason they are seen as a weaker 

model, often leading to more permanent outcomes. 

 

30 What would happen if the schools did not federate? 

Each school would revert to being individual schools and would run as before 

the collaboration, being led by an individual Headteacher. However, St Francis 

has had difficulty in finding a new Headteacher (despite advertising for the 
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last three years). Without a Headteacher we could be forced into another 

collaboration or pressured into joining an existing MAT. 

31 What happens if parents say no during consultation? 

The consultation is aimed at gathering opinions and information, and is not a 

vote. The Governing Bodies will consider all responses carefully, including any 

objections, and these will be taken into account when a decision is made at 

the end of the consultation process. 
 

32 Are there examples of other Federations within the County? 

There are hundreds of Federated Schools throughout the country and the 

number is growing. Within Essex some examples include: 

i) The Federation of Canewdon C of E and St Nicholas C of E Primary Schools 

http://www.canewdonstnicholasfederation.co.uk/ 

ii) Farnham and Rickling C of E Primary Schools 

http://www.farnham.essex.sch.uk/ 

iii) St Giles’, Great Maplestead and Bulmer St Andrew’s C of E Primary 

Schools (proposed). 

http://www.bulmerschool.co.uk/ 

 

33 Who do I speak to if I have questions about this proposal? 

If you wish to send your formal comments please write to Chair of Governors 

via the school office. Drop in sessions where Governors can answer questions 

are planned in both schools on set days – see Key Dates at the beginning of 

this document. 
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Appendix 1 – Types of Partnership 

 Collaboration Federation Multi Academy Trust 

(MATs) 

W
h
a
t 

is
 i
t?

 

Informal commitment 

to share amongst 2 or 

more schools – schools 

have separate 

governing bodies 

Formal agreement to 

share across 2 or more 

schools – shared 

governing body 

Formal agreement 

between academy 

schools to operate as 

a ‘chain’ with an 

overarching governing 

body 

 

A
d
va

nt
a
ge

s 

Efficiency savings 

 May support good 

practice 

 Flexible 

Each school 

maintains own identity 

and can choose 

leadership 

arrangements 

Efficiency savings 

Supports good 

practice 

Each school maintains 

own identity and can 

choose leadership 

arrangements 

Can ‘de-federate’ 

 

Efficiency savings 

Supports good 

practice 

 Consistency across 

the ‘chain’ 

D
is
-
a
d
va

nt
a
ge

s 

× Lack of commitment 

makes it harder to 

plan – different 

governing bodies can 

change direction and 

arrangement could be 

undermined 

× Efficiencies likely to 

be far more limited 

due to uncertainty 

× Need to ensure that 

there is a positive 

partnership from the 

outset so that there is 

shared vision and 

commitment to children 

and families across 

both/all schools and 

that resources are 

shared fairly 

× Can’t easily get out 

of arrangement – 

minimum 7 year 

commitment 

× Potential loss of 

individual school 

identity 

× Small schools 

cannot become 

standalone academies 

– they would be taken 

over by an existing 

larger academy and 

have no say in what 

happens to the school 

 


