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Who wants to change these 
arrangements?

 Governors  - Ken Lewis  and Natalie Evans

 Parents  - 84 parents/carers of 2,3, and 4 year old pupils

 Staff – 29 members of staff

 Wider stakeholders



This is where we were on entry to federation 

Next steps for the school HMI OfSted July 2018

“Leaders and those responsible for governance should ensure that they:  
continue to explore ways to share more widely the outstanding practice 
that is evident in your school.”

“Currently, you and the governors are considering a new phase of 
development for the school. The governors are adamant that the 
decisions they make must help to improve provision for local children. To 
this end, they are looking at ways to widen the reach of the excellent 

practice in their school.”



Why did we federate in 2018?

The proposed federation agreed a number of priorities for children, parents and 

staff which included:

A shared ethos and vision across all 12 schools

Increased opportunities for children and staff

An integrated family service

Governing Board expertise

A sustainable model – Greater financial sustainability

An enhanced CPD programme



Concerns raised by Local Authority about federating 12 schools

 12 maintained schools is unprecedented and provides a considerable challenge for an overarching Governing Body in 
discharging strategic functions.

 The LA is duty bound to hi-light the possible risk for one board to govern this number of schools. 

 A strategy would be to federate fewer schools as this may provide a more feasible route towards creating a 
sustainable organisation.

 Do the schools have strategic objectives for becoming a Federation and have they agreed core principles? Is there a 
protocol for any disagreements in order for a resolution to be found?

 An ‘op-out’ clause will be needed to allow schools to travel more slowly on a particular issue than the wider Federation.

 Feedback sought and received from:  Financial Services / Legal Services / Early Years Service / HR Services / ER 
Services / Education Infrastructure / School and Governor Support



WCNS Governors requests in July 2018

1. Whilst governors understand that the school budget of each individual school will be 

managed by the federated governing body we would want some terms of reference in 

place that acknowledged that it should be allocated to each individual pupil for whom 

it is intended?

2. The governors would want a clearly understood protocol concerning the current 

deficits and underspend of individual nursery schools and who is ultimately responsible 

for managing the plans to achieve a balanced financial outcome?

3. The governors would want a comprehensive and well defined federation exit 

strategy/opt out/conduct clause should any participating school require it.

4. What will be the protocol that will enable each school’s development/ improvement 

priorities to be given equal standing at federated governing body level? How will this be 

managed at local level?



5. What will be the federation quality assurance and inspection process and the role of the 

federated governing board in this? How will this be managed at local level?

6. How will the federation governing board ensure that staffing structures be relevant and    

meaningful to each individual setting and responsive to the needs of the children?

7. Will we have a protocol for a slower pace of travel, as identified by HR/ER, if this is in the 

best interests of any of the participating schools? 

8. How will the federated board and local governance system support the individuality of 

schools in terms of projects, opportunities, funding streams and local needs?



The Federations governance structure, which Weoley Castle was instrumental in designing, made 
possible that the local knowledge of schools would be a significant factor in compliance and 
constructive, informed challenge and support for schools based in clusters.  

This local committee, recently retitled the scrutiny committee, would fulfil the roles of the typical 
governing body committees in single schools – staffing and finance, buildings and premises, 
curriculum, strategy.  

This committee would have delegated to it much of the work of the board and would report to full 
board making recommendations based on in depth knowledge of the local cluster operational models 
and the drive for improvement.  On federating governors at Weoley had raised these points

What will be the protocol that will enable each school’s development/ improvement priorities to be 

given equal standing at federated governing body level? How will this be managed at local level?

How will the federation governing board ensure that staffing structures be relevant and    

meaningful to each individual setting and responsive to the needs of the children?

How will the federated board and local governance system support the individuality of schools in 
terms of projects, opportunities, funding streams and local needs?



Local scrutiny and decision making 
In theory this structure should work well, bringing informed and relevant recommendations to the 
full board that are grounded in the needs of school and cluster knowledge, BUT there has become 
a significant disconnect in this system.

In reality, in this cluster, experienced and successful local governors have found that their 
recommendations and advice are dismissed in pursuit of a standardised agenda and structure that 
is not understanding of local contexts or children’s needs.   

We are fulfilling our function, attending meetings and undertaking all aspects of local governance 
but we have no voice if our recommendations differ to what the full board wants to hear.  
This is not in the best interests of our schools, our children, our communities or even ourselves.   

The emotional well being of governors is important too!  We are volunteers who commit time, 
energy and our knowledge and experience to the pursuit of educational excellence for children. 

We know our schools and our recommendations are grounded in realistic and informed knowledge.  
We have been recognised consistently by OfSted as outstanding in previous governance.  We 
deserve to be listened to by our fellow governors on the full board otherwise our role is worthless.

We need a different style of governance if we are to undertake our roles effectively and 
efficiently, be credible in holding leaders to account and use our knowledge to achieve positive 
impact for children.



Our aim is to build and sustain a learning community for our 
children, families and staff with Weoley Castle Nursery 
School, Preschool & Early Learning Hub at its heart…………

a safe, forward thinking, welcoming and nurturing place where emotional well-
being is high priority, kindness and consideration thrive, each individual is 
included and valued for what they know and can do and encouraged to develop 
to their full potential. 
We wish for each of us a spirit of optimism, curiosity and wonder, an enquiring 
mind and respect for ourselves, others and our world, building brighter futures 
for everyone.



Our vision, values and mission statement drive the identity of this school. They are personalised to our 

learning community and are points of reference for implementation, indicators for assessing impact and 

the intentions in everything that we do.  We believe in this vision and regularly engage with it to ensure 

that it is visible in our behaviours and our interactions with others, and with the world around us.   

They provide the moral compass for our decision-making and ensure financial regulation is in the best 

interests of the school.

Our individual identity requires fairness and equality for every school in the Federation. However, 

equality for us does not mean that we all have to be the same as each other.  It means equal status, 

rights and opportunities to be acknowledged and supported and heard.  

Our identity within a collaboration requires a culture of open discussion where all views are listened to 

and respected.



We recognise every schools right to build their capacity to deliver their vision and values under 
their leadership structures.  This is what drives  outstanding outcomes for children and the 
overall effectiveness of the school

We respectfully ask for the same rights and recognition

We recognise that Weoley Castle Nursery School, Preschool & Early Learning Hub is different 
to the other federation schools in several ways, operationally and philosophically. 

We ask for that difference to be recognised, as we were promised it would be on entry to 
federation, and to support this by understanding the need for different governance for this 
school. 



HIGH SCOPE and EYFS

The validation of the educational approach that is used at our school, for    
communities like Weoley, is the most important feature for us in terms of the way 
that the school works.  (OfSted 2013)

“Key to the excellent quality of provision ………..and the commitment to the school and its 
growing sphere of influence in developing day-care and preschool provision is a model of what 
can be achieved for children and their families in vulnerable circumstances.” 

Serving the local community and the families who live here is an essential element of 
the school’s purpose.  Early Help and Early Support are embedded into the life of the 
school and we have very high numbers of families who successfully access this inbuilt 
service. 

“Leaders, staff and governors work very closely together in their shared determination to make 
children’s lives even better. Their work with other schools and agencies has ensured sustained 
and high quality teaching and learning for the whole school community.” OfSted 2013 



“The pursuit of excellence is at the heart of the nursery’s work. This is demonstrated 
by the manner in which the outstanding practice identified in the last inspection has 
not only been maintained but improved in many areas.”  (OfSted 2013)

We want to continue to have the capacity to run these services and improve the 
life chances of pupils and their achievement at school.  

We are committed to school readiness and ensuring that the school can give 
every pupil the best possible opportunities to start their formal schooling at 
age expected levels of development when they transition to primary school or 
the next stage of their learning. 

We are determined that our provision will be inclusive and offer equal 
opportunities for all children and families.

“The nursery has been particularly successful in developing links with an 
extensive range of external groups and agencies. Staff work closely with health 
and social care professionals, and other schools, the children’s centre and 
training organisations. This has had a major impact on ensuring that all aspects 
of the education and care provided for children and their families are highly 
effective.”  (OfSted 2013)



Weoley Castle Nursery School rights and research 

We use a research based approach called High Scope, developed by an educational psychologist and 
SEND area director called David Weikhart, in a similar social and educational context to Birmingham at the 
current time.

We belong to the ARC – Attachment Research Community and are a Nurture Group school

Our curriculum framework is based on longitudinal research and inbuilt into this we are a Rights Respecting 
School. The Unicef rights of the child are interwoven throughout our entire school culture.

We have a long history of leading and being involved in research based programmes and studies that improve 
our school. 

We were invited to work with the West Midlands Combined Authority to better understand Adverse 
Childhood Experiences and worked with a local GP to deepen our knowledge and awareness.

We are a trauma informed school and have trainers in house.

From our research we have designed a resilience building curriculum 

We aspired to work within the federation in a research focused way to improve teaching    
and learning with likeminded colleagues and schools.  Sadly this has not been achieved.



This is what we brought to the federation 

HMI July 2018

“You instil a sense of calm purpose, which permeates all aspects of the school’s work. 
Staff are open to new ideas and willingly share their practice with colleagues because 
of the supportive and reflective culture in the school. You and the governors have a 
keen eye for staff talent and a proven ability to get the best from people. Everyone on 
your leadership team works for the good of all with strict professionalism, ambition 
and good-humoured common sense.”

This is what we thought we would be working on as a federated group of schools

This is what we cannot afford to loose for our pupils, our staff and our community and 
for early years education.

This is why we need a different type of governance where priorities are learner 
centred, based on educational outcomes not business leadership, and used to move 
forward with ambitious targets for school improvement and the overall effectiveness 
of our school.



HMI July 2018 : 

“Adults are excellent role models for the children in their care. They are attentive to 
children’s ideas, show concern for others and aim for excellence. This is all the result of 
consistently strong leadership.”

“This school continues to be outstanding. The leadership team has maintained the 
outstanding quality of education in the school since the last inspection. In fact, the 
school has built further on its many strengths and provides children with an exceptionally 
positive early experience of education.”

“You and your team ensure that the standard of teaching and learning is top notch and 
the level of care is second to none. Consequently, children settle in quickly, make 
excellent progress and are happy and safe at school. There is no doubt that this school 
nurtures children, builds their confidence and gives them exactly what they need to help 
their learning now and in later years.”



IMPACT

Financially in the federation we are now in a less sustainable position. 

Contract procurements have saved very little money for WCNS.

Current in year predicted deficits identified are linked to Covid costs which are completely 

out of our control but the LA support mechanisms are working well and we are hopeful. 

Benefits identified in the Federation consultation have been impossible to achieve across 12 

schools largely due to the size and spread of the group.

Educational outcomes for all groups of children who are pupils of this school remain very 

positive due to the outstanding delivery of teaching and learning, care and development at 

WCNS.  Our curriculum is fundamental to our outcomes and is driven by children’s interests, 

curiosities and fascinations and informed by ongoing assessments – making the ordinary 

extraordinary every day!



Sustainability  and standing on our own

We all need to save money in schools and that is important.

The school has to use what resources it has to do the best it can do for all of the children. 

With school budgets reducing each year and costs in school increasing, we are committed 
to spending all possible money on a provision that is focused on children and their 
outcomes.   



One of the greatest resources our school has is its experienced and skilled staff, with the time to 
spend working and learning together in a calm and considerate learning community.  We have invested in 
a quality first approach to make sure the children who need it most get the very best qualified staff.    

Over time the governors and leadership team have intentionally built a multi-faceted workforce with a 
wide range of skills and expertise. In our team we have an in depth understanding of the local area and 
community. Many of our staff are local people who have lived and worked in the community for many 
years.  We also have high levels of knowledge of psychology, human behaviour, social science, health, 
inclusion and equality, business, training, trauma and resilience, safeguarding, and demographics as well 
as our universal shared expertise in early years development, childcare and education.

We are a diverse staff team in terms of age, life experience, culture, skill sets and knowledge base yet 
we are all totally united and committed to the approach that we use which is grounded in the genuine 
relationships and positive interactions of constructivist psychology.  

We need a style of governance that values this and wants to understand how we work and why?

We need a different type of governance to survive and to continue to build on and develop this school.  



Another enabling resource is the local community and the 3 buildings staff have to 
use for the school.  Each building has it’s own separate site within 10 minutes walk of 
each other.  The sites are positioned around the square at Weoley Castle.  Historically, 
as an almost  ‘virtual children’s centre’ the school made the best use it could of the 
space that the local schools shared with them to deliver services.  The multi-site model 
requires a different type of staffing structure to function as an outstanding school –
another factor recognised by HMI in July 2018.

As well as the nursery school site, we have the Early Learning Hub site and the Preschool 
site with a  new build of 3 additional classrooms completed in 2019 funded by DfE to 
support us to offer  30 hour places.  

We need a governing board who understands and acknowledges local complexities and can 
talk about them, can support the team to make plans and offer ideas and suggestions for 
new and innovative ways of working, can challenge and motivate us to be our best selves 
and strive for even better provision.  It is so important to feel valued and encouraged 
and it makes a huge difference to intrinsic motivation, staff well being, emotional 
literacy and commitment levels.



We need a different style of governance if we are to continue to support the 2 year old 
provision in this district and this city.  We need a governing board who understand this 
priority for our local families and are committed to social justice and equity.  We need 
governance that embraces 2 year olds in school, understands our role in the local area 
sufficiency numbers and knows the difference this free 15 hours of education each week 
makes to a child’s life chances and school readiness.  

We need governors who are committed to promoting early intervention and supporting 
children with SEND. We have very high numbers of children with additional needs. 

We need governors who appreciate the local area and the challenges within it for the 
families who live here.  We need governors who want to be a part of the life of this 
school, where almost 50% of nursery school pupils are eligible for free school meals and 
Early Years pupil premium – significantly higher than the national average.  



 We will make financial savings through

 A renewed and more efficient business management structure relevant to the needs of our school with 
no duplication of duties and roles

 Through the reorganisation of our business/admin/finance team and leadership team

 More streamlined financial reporting processes

 Improved financial reporting at committee level to allow rapid decision making

 More time at committee level to look at the financial reports

 Improved economies of scale through negotiation of SLAs

 Direct ownership of any recharges to our school



Business Case

Projections for the school forecast significant in-year deficit by 2023 if we adopt the 
federation business model.  

However, WCNS is responsible for only 3.4% of the current in year federation wide predicted 
deficit.  We were the only school in the federation able to set a balanced budget this year.

Costs of Weoley staying in federation  v  stand alone in business case chart clearly demonstrate 
stand alone savings.

Federation business roles are apportionments to each school and are more expensive than the 
equivalent cost of our own structure.  They also duplicate roles and tasks/responsibilities that 
have been successfully managed for several years in a structure put in place prior to federation. 

This WCNS structure was designed to support succession planning and the drive for 
sustainability.  This structure put in place by WCNS Governing Body 2017-18 (of which Natalie 
Chair and Ken finance governor were acknowledged and affirmed by HMI July 2018)



“Since the previous inspection, the number of children attending Weoley
Castle Nursery School has grown considerably. A reorganisation of local 
provision means that the school now caters for children between the ages of 
two and five years old on three separate sites. 

Understandably, as a result of these changes, your staff team has also grown 
and a new leadership structure has been put in place…….. you and the 
governors have built up the leadership skills of others on the team.  

You exercise wise judgement that inspires trust and loyalty from staff and 
parents alike. Indeed, both staff and parents express high levels of 
confidence in the school’s work and its leadership. They know that leaders’ 
decisions are made in the best interests of the children.”   HMI July 2018



Business Case contd.

GR4 Office Manager duties distributed across  other current posts which makes a significant saving 
for the school.

HT cost reduced to 2.5 – saving but sustaining current resource

Discreet use of 2.5 of WCNS substantive HT is more beneficial to Weoley Castle 
(High Scope Research Foundation and Endorsed Trainer of Trainers included.) Time will be apportioned relevant to the schools 
needs.

We believe that for this school to have outstanding leadership and governance we have to change now whilst we still have our 
capacity in place and are in a position to re-build Weoley’s governance in the best possible interests of children, parents and staff 
at the school.

Ex HT  resource per 
school in KN cluster

Ex HT  resource per 
school in other BFMNS  
clusters of 3

Head Teacher resource in 
stand alone school

Ex Head Teacher resource 
in BAMNS  school 
collaborations of 2

2.6 days per week 1.7 days per week 
due to having achieved HT 
reductions in postholders

2.5 days per week 2.5 days per week



What we aim to do

Maximise the expertise within the school to develop and extend new ideas and opportunities especially in 
relation to inclusion and early support and early help.

Focus on sustainability for our own school through researching income generation and opportunities for 
funding.

Building on partnerships within the cluster, the local area and with all early years providers and schools that 
work far better on a smaller scale and are responsive to the our specific needs. 

Reflect and develop provision in response to latest Ofsted curriculum research and other Early Years 
developments. 

Continue to implement our marketing/promotion strategies and encourage 2,3,and 4 year olds to attend school.

Lead the Early Years Network for the Northfield District and continue to engage in all relevant groups.
.
Be leaders in developing a resilience based approach as part of the Attachment Aware Schools .
Our international links with Head Start and High Scope and the Kindness Curriculum.

We want to re-energise the school and focus on our model of putting 
the children’s needs first and at the heart of what we do. 



Castle Approach 
We are piloting an Innovate to Save project that we designed with a partner 

nursery school and acquired funding for as a response to the city’s need for 

improved early localised provision for SEND  

Our aspiration to innovate and find new ways of responding to the challenges that 

we all face to improve the quality of services for children and families needs a 

different style of governance.  A dedicated and informed governance that has 

time to focus on the possibilities and the opportunities that offer themselves for 

children.  A governance that is ready and able to respond in a dynamic and swift 

moving climate. 

We need that different governance now as soon as possible.  We are running out 

of time to preserve our school’s identity and purpose.  This request would have 

been made in March 2020 however we were advised to wait by School and 

Governor support due to the pandemic.



We need a single governing board focused on one school with a commitment to the work of 
the school in its community, to sharing and collaborating with others and driving forward 
innovative and effective opportunities that make a real difference to children’s lives.

We need a governing board who can commit the time and interest to focus, in an informed 
way, on the sustainability of our whole model both financially, physically and pedagogically.

We wholeheartedly believe that it would be in the best interests of this school and the 
whole federation, if Weoley Castle withdraws and seeks a different governance structure.

The differences within the large federation group are too great and have become a barrier 
to success.  There are too many schools to focus on and an increasing financial deficit 
across the whole federation which we believe will be better addressed with discreet 
governance for the individual school.  We need to re-focus on 

Weoley Castle Nursery School, Preschool & Early Learning Hub 


