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BRINE MULTI-ACADEMY TRUST 
 

Trust Directors’ Meeting 
 

Monday 28th June 2021 at 6.00 pm 
 

Meeting held via Zoom Video Conferencing 
 

MINUTES 
 

Present: Mr A Cliffe  ACE CEO & Director 
 Mr N Cliffe  NC Director 
 Mr T Cutts  TC Director 
 Mrs S Day  SD Director 
 Mrs J Furber  JF Director (Chair) 
 Mr R Middlebrook RM Interim CEO (wef September 2021) 
 Mr B Radford  BR  Director 
 Mr A Robinson  AR Director 
  
Apologies: N/A 
  
In Attendance: Mrs E Fletcher (Clerk)  
 
Typing in orange/brown typing shows Trustee questions and challenge. 
 

1. Chair of this Meeting, Welcome & Apologies 

 
The Chair welcomed Richard Middlebrook, CEO from September, to the meeting in an observing 
capacity and also welcomed Nigel Cliffe and Tom Cutts to their first meeting as newly appointed 
Directors. 
 
There were no apologies for this meeting.   
 

 

2. Declarations of Interest 

 
Nigel Cliffe shared that he had omitted one declaration from his annual declarations return, and this was 
a family member who is also on the Board of Directors and is the current CEO.  This declaration was 
accepted and will be recorded on the register.  
 
There were no other declarations of interest other than those already recorded in the annual 
declarations return. 
 

 

3. Minutes of the Previous Meeting 

 
Meeting held on Monday 29th April 2021  
 
A copy of the minutes from the Directors meeting held on Monday 29th April 2021 was provided prior to 
the meeting and it was proposed that these are accepted as a true and accurate record.   
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No comments or queries were raised and the minutes were therefore approved.  
 
Outcome: The minutes of the meeting held on Monday 29th April 2021 were approved as a true 

and accurate record.   
 
Matters Arising:- 
 
There were no matters arising that were not already covered by this meeting’s agenda.   
 
Extraordinary Meeting held on Wednesday 26th May 2021 
 
It was agreed that, as these were minutes from a joint Member and Director’s meeting, they would be 
considered and approved at the scheduled July meeting which is also a joint meeting. 
 
Outcome: The minutes of the meeting held on Wednesday 26th May 2021 will be put forward for 

approval at the Member and Directors’ meeting on 19th July 2021. 
 

 

4. Budget Review – BLS 

 
Budget Review  
 
ACE shared that he and JF have regular oversight of the monthly accounts and, over the last few 
months, have generated a number of questions for the Chief Finance Officer.   
 
ACE highlighted the following points for Director attention:- 

 The LGB Business Sub-committee approved the upgrades to the Wifi system at their recent 
meeting.   

 The finances are looking much healthier than it has been in previous reports and was expected.   

 ACE and JF have been happy with the accounts reporting which have developed over the past few 
months to include changes to budget headings and an audit trail of questions asked.   

 The school development plan has been costed and this has been shared with the LGB Business 
Committee; Directors can find this report in the BLS section of Governorhub.   

 There is no problem with the outturn. 
 
Questions from Directors were invited:- 
 

 NC noted the ‘other non-capital grants’ line on the May accounts and asked what the variance is 
against as there is not money in this budget.  
o ACE confirmed that this is the ESFA conversion grant received because Audlem St James’ 

(ASJ) will convert to an academy.  ACE shared that this has been reported in this way as it was 
received after the budget was set.  

o ACE confirmed that this income will be used on legal fees, updated articles and upgrades to the 
finance system and infrastructure changes required as a result of the expansion with ASJ. 

 

 NC also noted the line below which is labelled ‘mass testing’ and has a budget of £8k.  
o ACE confirmed that this is to cover costs linked to the mass testing in school, including the extra 

staffing costs etc. 
 

 AR noted that, in April, there was an increase in admin costs and asked whether this was due to the 
changes in structure or the MAT developments.   
o ACE confirmed that this was not the reason but it was picked up in the questioning by both him 

and JF.   
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The exact response to the question was not available but ACE confirmed that he would share 
this after the meeting via Governorhub.  Both ACE and JF confirmed that the question was 
addressed satisfactorily.  Action:  ACE to post the school’s response to his/JF’s 
questioning about admin costs via Governorhub. 

 
Outcome: The monthly summary accounts for February, March, April and May 2021 were 

received by the Directors. 
 
Changes to Investments  
 
Directors accepted the reported provided prior to the meeting without comment.   
 
Outcome: The Changes to Investment report was received by the Directors. 
 
Minutes from the Audit Committee 
 
A copy of the minutes from the meeting held on 6th May 2021 was provided prior to the meeting, and 
BR also provided a verbal update from the meeting held on 17th June 2021 as follows:- 
 

 The committee reviewed the risk register at the May meeting, and referred sections on to the 
various committee meetings for monitoring and assurance purposes, however, this hadn’t 
progressed as at the June meeting.  The Committee therefore formally requested that this is 
followed up.   
o ACE shared that he has had some follow up discussions regarding this to stress the need for 

this to be looked at by sub-committees.  As a result it will be going to the relevant sub-
committees and SLT at their next round of meetings.  ACE informed Directors that the 
school/LGB have made one or two suggestions in terms of which committee should be looking 
at items 

 

 BR noted that the outcome of the initial Internal Audit review was received and this was a positive 
report.   

 
Outcome: Directors received the feedback from the Audit Committee. 
 
Budget Forecast 
 
JF shared that this report was due to be brought to Directors for approval at this meeting, however, it 
has not been possible to present this.  ACE shared that, given the timing of the final Directors/Members 
meeting, the forecast approval could be done at the July meeting.  
 
ACE felt that Governorhub is an acceptable route to share the information and then, if there are no 
queries arising from this, it could be ratified at the July meeting.  If queries are raised then this could be 
dealt with electronically or an additional meeting could be set up.  It was agreed that the report will be 
uploaded onto Governorhub with a one week timescale for responses, and then ratified at the July 
meeting. 
 
ACE informed Directors that there should be no surprises in the report as the monthly accounts have 
been looked at in detail with no cause for concern, however, if there are questions then these will be 
addressed.   
 
Outcome: Directors agreed to share the proposed final draft of the Budget Forecast via 

Governorhub with a one week timescale for responses.  It was also agreed that the 
final draft for submission will be agreed via Governorhub, or an additional meeting if 
required, and ratified at the July meeting as required.     
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5. Executive Report from the CEO 

 
A copy of the CEO report was provided to Directors prior to the meeting and ACE highlighted the 
following:- 
 

 TAGs (Teacher Assessed Grades) – this has been a significant piece of work for all schools over 
the last two terms and ACE highlighted the need for Directors to be assured that the 
review/governance process for this is carried out via the CEO and the ARR sub-committee has also 
looked at this.  ACE confirmed that he is satisfied the process is robust.  ACE noted that the latest 
directive is around contacts being available during summer in case there are queries, which 
contradicts the principles around wellbeing.  Question were invited and none were raised.   
 

 New Build – ACE informed Directors that the modular build arrived last week and reminded 
Directors that this is a two-storey block with a crane lifting it into place.  ACE confirmed that it has 
been bolted together and, although it is habitable, there are drainage issues which will need sorting 
over the summer holidays.   
 

 Covid – ACE informed Directors that Public Health England are being far more rigorous in their 
approach regarding the delta variant and this has had an impact in schools.  ACE shared that at 
least one school in Cheshire East is closed and sadly all end of year events have had to be 
cancelled/reformatted. 

 

 Budget – ACE confirmed that reports are available via the BLS section of Governorhub and 
Directors can also see planned spending linked to the Development Plan.  ACE confirmed that the 
Budget Forecast submission date is 27th July so can be formally approved at the July Directors and 
Members’ meeting.   
 

 Standards – ACE shared that it feels like schools are flying blind as all the normal reports and 
external verifications are not there.  ACE confirmed that testing has been taking place in school and 
this is to inform staff for next year.  ACE informed Directors that reporting is being done as usual 
and more details on standards can be found in the ARR folder of the BLS Section in Governorhub.    

 

 Transition – ACE confirmed that transition events will not take place as they have in the past 
although a lot of work has been done with Year 6, overseen by Mr Mottram, and they are pleased 
with what is being put into place.  SD shared that, as a governor at a local primary, they are pleased 
with the transition and preparation for the children to make the move to secondary school.  ACE 
shared that it is worth noting that students with SEND have or will have physical visits.  ACE also 
informed Directors that there is work and information online for Year 11 into 12. 

 

 SEND Provision – ACE shared that future provision is linked to investment from LA and the school 
is still waiting for an update on this.  ACE shared that he is hopeful the funding will be approved and 
this will enable the school to give a better deal to the considerable number of SEND children in 
school. 

 
Outcome: Directors received the CEO’s Executive Report containing academy updates.   
 

 

6. Policies for Approval 

 
A copy of all policies were provided to Directors prior to the meeting and each document was 
considered separately as follows:- 
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 Accounting Policy – JF asked whether this should this go through the accountants first before 
being written up as a MAT draft and suggested that this may be required for areas such as 
depreciation.  ACE confirmed that this is a recommended model document sourced from The Key.  
AR suggested that the model needs a bit more work and would then like to see it formatted and 
updated for Brine MAT.  All Directors were happy to agree to ACE continuing to work this model up 
further, to make it relevant for Brine MAT, and then bring back for consideration.  NC suggested 
checking this through with the auditors as well as the accountants prior to approval.  It was agreed 
that ACE will work with Afford Bond and prepared this as a draft MAT policy for consideration.  
Action:  ACE to carry out further work on the Accounting Policy as per the recommendations 
from Directors. 
 

 Allowances and Expenses Policy – ACE informed Directors that this is brought to Directors for 
approval on the recommendation of the Operational Group.  One minor change was noted by AR in 
advance of the meeting and all Directors approved the policy subject to this change. 

 

 Student Wellbeing Policy – ACE informed Directors that this is being put forward for approval as a 
temporary policy on the recommendation from OG.  ACE confirmed that the proposal is that this is 
reviewed and revised after ASJ join the MAT.    No comments were raised and all approved the 
policy on the recommendation outlined by the OG.   

 

 Parental Separation Protocols – ACE confirmed that this is being forward for approval on the 
recommendation of the OG.  All Directors agreed to accept the policy.   

 
Outcome: Directors requested that ACE continues to work on the draft Accounting Policy as per 

the recommendations outlined above and in conjunction with from Afford Bond.   
 
Outcome: Directors approved the new MAT Expenses and Allowances Policy.   
 
Outcome: Directors approved the new MAT Student Wellbeing Policy with the caveat that this is 

reviewed and revised after Audlem St James’ join the MAT, as recommended by the 
MAT Operational Group.   

 
Outcome: Directors approved the updated MAT Parental Separation Protocols.     
 

 

7. Job Description for MAT CEO  

 
A copy of the proposed Job Description for the interim CEO from September was shared with Directors 
prior to the meeting and JF confirmed that this was based on RM’s original proposal and this is the final 
draft after amends following the discussion at the May meeting.   
 
ACE shared that one significant matter for inclusion on the job description was compliance with the new 
Financial Handbook which is now an 81 page document.  ACE recommended that Directors approve 
the updated job description and outlined that the key role is around ensuing that structures and 
processes are fit for purpose.  ACE shared his view that the current structures and processes are 
appropriate for a MAT with two schools in the MAT and the CEO can oversee the organic change of 
these as and when the merger processes.   
 
ACE informed Directors that the new Financial Handbook is available via Governorhub within the 
‘general documents’ section.  A summary from The Key is also available and will be uploaded alongside 
this document.  
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ACE informed Directors that changes to the CEO/Accounting Officer now need to be shared with the 
RSC and they can possibly reserve the right to have an input with them.  Although not required as the 
appointment has been done prior to this requirement, the appointment has been shared with the RSC 
this week, via Andrew Warren.  ACE confirmed that the RSC have supported the decision to appoint an 
interim CEO whilst discussions about the merger continue.   
 
Outcome: Directors approved updated Job Description for the new interim CEO. 
 
 
 

 

8. MAT Update – Structure and Growth 

 
CEO Update on MAT Expansion with ASJ 
 

 The Articles are based on an ‘off the shelf’ model, and there is very little scope to alter these.  They 
have gone through the RSC and are currently with the Charity Commission for their acceptance.   
 

 Running parallel to the legal process is securing final approval from the RSC.  ACE is happy with 
the progress to date, but the legal team have said that the Charity Commission can be slow but 
hopefully won’t delay the process. 
 

 BR noted that at the last Audit committee meeting, the committee discussed ASJ requesting a 
negotiation of the Top Slice, and asked for an update on this.   
o ACE shared that this is covered within the report, but the outcome of the discussion is that they 

will visit Weston Primary to see the benefits of a top slice in action.  TC confirmed that this visit 
took place and although they didn’t talk in detail about the top slice, they did speak about central 
services.  TC confirmed that Weston’s top slice and this is due to increase in September to 
cover an increase in centralisd services.   

o ACE confirmed that he is due to speak to ASJ this week to see what their thoughts are now.   
o BR informed the Directors that Audit’s view was that it was appropriate to go back to ASJ and 

confirm that this is the top slice subject to the potential for a slight reduction around finance 
provision.  ACE confirmed that Kate Bradshaw, Chief Finance Officer, has been in touch with 
ASJ and identify that their Bursar could carry out some of the centralised service and will 
therefore contribute to the central MAT finance team and there will be an appropriate reduction 
for ASJ to reflect this.   

 

 The TUPE process is exactly where it should be and is progressing well. 
o JF shared that one admin person is due to leave ASJ and she has suggested that they have 

discussions with the MAT about the structure in September and take advantage of natural 
wastage where possible.  

 

 ACE confirmed that details have been received relating to the land transfer and there were no 
issues with this.  The details are currently with ASJ to review.   
 

 Thanks were expressed to Members who have followed up with the new Director and members 
appointments.  ACE confirmed that there is one vacancy as a Director from September with two 
potential candidates.  Thanks were also extended to RM for sourcing some suitable candidates for 
the vacancies.   

 
Outcome: Directors noted the updated on the MAT expansion with Audlem St James’ Primary 

School.   
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CEO Update on Potential MAT Merger 

 

 ACE confirmed that HCCS have withdrawn from the process and Sandbach Boys’ are meeting to 
confirm their decision.   
 

 ACE shared that the one vacancy on the Board could be opened up to someone from Sandbach 
which would enable them to see how a Board operates with Faith representation, providing there is 
an appropriate skill set.   
o AR felt that this was a good idea and highlighted the more people understand MATs, the better 

and more informed decisions they can make.   
o SD stated that the merger is around sharing best practice and skill sets, and having 

representatives across Boards helps with this.  ACE agreed and felt that this would alleviate 
come concerns around a lack of transparency with people’s intentions regarding the merger.  

o It was agreed that this would be put forward to Members for consideration and for them to give 
approval for RM to follow this up with Sandbach.   

o NC outlined that, in a takeover situation, it is usual for someone from the merged company to 
join the Board of the other company, so this suggestion fits with this model, and it allows them to 
and shape the structures and processes.   

o RM agreed with NC and shared that, that if the merger goes ahead, he expects that the Board 
will be a mix of members and directors from across the current individual MATs’ Boards.   
Action:  RM will liaise with JF and ACE outside the meeting to progress the expansion of 
the Board.  

 

 AR highlighted that one issue of concern was around Sandbach’s building stock but felt that the 
most recent information suggests that this is less of a concern than original thought.  AR asked for 
an update on this. 
o ACE shared that after the tour he was quite reassured.  The new build looks good and a lot of 

issues that were a concern may not actually be a concern.   
o ACE shared that the RSC are desperate to grow MATs and have discussed removing barriers to 

ensure that this happens.   
 
Outcome: Directors noted the update regarding the potential MAT merger. 
 
Additional MAT Updates 
 

 Faith Directors - SD confirmed that she has completed the application to become one of the new 
Faith Directors and JF will also complete her application. Both will send them to the person 
mentioned on the application form, copied to the clerk.  Action:  SD and JF to submit their 
applications for Faith Director. 
 

 TCAF Bid – ACE informed Directors that a copy of the bid document was posted onto Governorhub 
last week.  ACE highlighted that he was not sure if it was going to be possible to meet the criteria of 
merging by Easter 2022, however, he is waiting to hear back on this.  ACE shared that this funding 
has been unsuccessfully applied for previously and, although the funds are being offered to 
encourage MAT mergers, there is an expectation that this round of funding will be focusing on 
expansion with underperforming schools.  ACE shared that, In order to be able to get in front of the 
regional HT Board in time to be considered, he would have to start work on the bid this week as it 
needs to be completed and submitted for autumn.   
o AR asked when the next bidding window will be after this one has closed.  ACE shared that he 

would expect this to be next year.   
o AR noted that the MAT needs to be operational for six months after the expansion with ASJ 

would mean the AMAT merger taking place around the middle of 21-22.  ACE confirmed that six 
months would take them to Easter, and highlighted that Baroness Berridge has confirmed that 
every application would be considered.   
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Therefore, it is possible that they will consider a merger as being different to further expansion.  
ACE also highlighted that they can always withdraw the TCAF application if this is not the case. 

o RM shared that he felt it was appropriate to submit an application then pull out if needed, and 
suggested that he and ACE commence work on this, depending on the decision expected 
imminently from Sandbach. 

o SD suggested that consideration should be given to the fact that there may be more criteria 
around the funding which means you can’t have this from two different pots.PM agreed and felt 
that, if Sandbach proceed with the merger, they will be looking to have their loans wiped off as 
part of the merger criteria; therefore it is unlikely that this would be approved as well as a TCAF 
bid.  ACE felt that the only way that two could work is a staggered merger but may not be the 
best way of doing this.  Action:  ACE and RM to commence work on a TCAF bid.   

 
Outcome: Directors noted the additional MAT updates. 
 

 

9. Director Review 
 
21 Questions Review 
 
Q17  (What mechanisms does the Trust Board use to ensure there is a strong and effective leadership 
structure and personnel in place across the Trust with the right skills, clear line management and 
reporting mechanisms?) was provided to Directors prior  to the meeting and their views and comments 
on this were welcomed:- 
 

 AR shared that he felt confident with this as there is only one school, however, he is not so sure that 
this will be the case when ASJ join as he doesn’t know their structures.  AR suggested that this 
need to be addressed and Directors should understand the other schools that are joining.   
 

 SD agreed that she would need to get to know ASJ, particularly if she was going to take on the role 
as Faith Director, in order that she is able to represent their interests.  AR agreed with this.  Action:  
JF will organise a meeting between SD and ASJ. 
 

 ACE informed that Chris Penn will be joining the Board as a Member, and felt that he will want to 
give a steer to the Faith Directors regarding their role, but agreed that it was important to get to 
know ASJ as a member school.   
 

 SD felt that it was also important for ASJ to know the Trust Board are interested in their school and 
that they are part of the MAT community and suggested that access to their governance 
documentation will assist with this.   
 

 TC highlighted the risk that a MAT duplicates the work done at another level, so it was appropriate 
that appropriate processes for reporting are followed to avoid duplication.  TC shared that Weston 
are still working towards achieving this balance.   
 

 ACE highlighted that on maintained school governor agendas, there is a standard question about 
impact of their decisions and suggested that this MAT could have a standard question around how 
well it knows the schools that are in the MAT.  NC agreed and suggested that there could be a best 
practice framework for this from very established MATs across the country. For example, they could 
provide guidance around tipping points in terms of MAT sizes which mean you need to set up 
people working in specific areas across the MAT to address this.   RM agreed and felt in this case, 
you could end up with an Executive Leader of Learning at both primary and secondary level, 
focusing on standards across the relevant schools in the MAT, however, when just two schools  

 



Minutes of Brine MAT Directors’ Meeting ~ Monday 28th June 2021 

 

 
Page 9 of 10 

 
 

Minutes Approved:  J Furber  (Chair of Directors)     Date:  11th October 2021 (meeting held virtually) 

 

 
there is not the capacity or need for this and the LGBs are entrusted to ensure that they are 
monitoring things.  RM informed Directors that the larger the MAT becomes, a more regional 
approach is needed and all Trust Boards will need to decide is how to approach this based on the 
make- up of their MAT, whether it is a single or mixed phase MAT etc.   
 

 ACE shared that he has looked at models which could be adapted to suit and shared that this was 
considered when reviewing the CFO and HR roles.  ACE highlighted that the size of the MAT meant 
that there was not sufficient work for these to be carried out by part time employed staff and 
therefore postholders do this with the bulk of their employment being for BLS.  ACE shared that, 
with this, there is a danger that tensions can arise due to people having two employers and the 
Scheme of Delegation becomes very important.  ACE agreed that there is a strong and effective 
leadership in place currently, but felt that this needs to be revisited after ASJ join to strengthen this 
and ensure that there is no apparent lead school. 

 
Outcome: Directors agreed that structures and processes for a single academy MAT are strong 

and robust, but will need reviewing on expansion. 
 
Outcome: Directors agreed that it was important for them to learn and understand Audlem St 

James in order to successfully expand the MAT and so that Faith Directors can 
adequately represent their interests. 

 
Competency Framework 
 
Directors were provided with section 2e (staffing and performance management) prior to the meeting 
and comments/views were invited:- 
 

 ACE felt that these competencies should be addressed as part of the induction of new Directors and 
Members.   
 

 AR agreed and suggested that, when the MAT expands, there is an opportunity for people on the 
Board to specialise in specific areas as Directors can’t be adept in all areas for a number of schools 
and, although they may need to have an overview, when a depth of knowledge is needed they will 
require someone that specialises in specific areas.  ACE agreed with this view and felt it would be 
sensible to share areas of responsibility across a Board of nine people.   

 
Outcome: Directors agreed that they should consider specialising in specific areas once the MAT 

begins to expand.   
 
 

 

10. Director Membership Update 
 
JF confirmed that the Board has addressed the vacancy issue and has nearly addressed the further 
vacancies that will be created with the Brine Springs Expansion.  Currently, there is one vacancy as a 
Director from September.   
 
Outcome: Directors noted the Director membership update.     
 
 

11. LGB Membership Update 
 
JF confirmed that the position in terms of vacancies on the LGB for Brine Leas is the same as 
previously reported and JF shared that any suggestions from Directors would be welcomed.   
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Outcome: Directors noted the LGB membership and will forward on any suggestions regarding 

how the current vacancies could be addressed.   
 
 

 

12. Training for Directors 
 

 JF confirmed that the main training programme for Directors was deferred until a more suitable time 
(due to Covid).  It was suggested that a start on this could be made when they have reached full 
Board membership.  ACE agreed with this and highlighted that it was essential that training is given 
the new Board members.   
 

 ACE and JF have attended a number of online training sessions. 
 

 NC asked whether there was any training available via Governorhub or similar.  JF confirmed that 
this is possible through The Key and the NGA.  SD asked whether the Board had access to Modern 
Governor as training is available through them.  JF confirmed that this option wasn’t taken up due it 
being an additional cost.  SD suggested that this could be reconsidered now the Board is full and 
with the MAT expansion, as this training can be useful.  Action:  JF to share links to training with 
Directors.   

 
Outcome: Directors to carry out appropriate online training as directed by the Chair, and will pick 

up the planned programme of training when it is felt appropriate to hold sessions 
again.  

 
 

 

13. Date of Next Meeting 
 
Monday 19th July 2021 at 6.00 pm (Directors and Members) 
 
 

 
 

End of Meeting  


