
Joining Scholar’s Education Trust
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diligence

Updated: 16th June 2022 , 26th September 2022 
and 23rd November 2022



The governors ask me to conduct a year of 
research, investigation and exploration

“How can the Hemel Hempstead School work in

partnership with other schools to the mutual benefit of

student outcomes, quality of teaching and business

efficiency?”



And our research showed that we were very 

aligned to and could work very well with 

Scholars’ Education Trust (SET)



We believe this would bring the following five, significant, advantages:

1. Working in collaboration with other strong schools to secure better education 
opportunities and outcomes for all students.

2. Working in collaboration with other strong schools to recruit, retain, train and 
develop the very best teaching and non-teaching staff.

3. Working in collaboration with other strong schools to find efficiencies, 
economies of scale and savings in operational costs so that more money can be 
invested in children's well being and education.

4. Working in collaboration with other strong schools to provide leadership, 
security and direction during difficult times and periods of change.

5. Working in collaboration with other strong schools to ensure the highest 
levels of safeguarding of children's physical and mental health.



So who are 

Scholars’ Education Trust (SET)

Website Link

https://www.scholarseducationtrust.co.uk/


Successful MAT with proven credibility and track record.

Scales of economy to raise outcomes for all.  
The opportunity to do things bigger and better and make more of a difference.
Belonging to something really successful, and impactful.

“We are looking for a school to bring added value to that school 
improvement piece.  It would be about identifying what you could 
bring. We would be wanting to work with you as a school with strong 
outcomes which can add capacity.”

- We have to share vision and values with the schools coming into our trust
- We have to get along and be in sympathy with
- A broad and balanced curriculum, including the arts, sport and performance
- No selection
- Community schools
- Collaborative working and peer review
- Aligned finance, catering and management system



“We continue to operate as a family of schools, in a family everyone has 
the same tradition and phraseologies, but everyone is slightly different.  

We do not want to be homogenous.  We want to understand differences 
and cohorts and be flexible.  

The children should be getting the best possible range of opportunities.

There is a focus on being local, national and global citizens, an ethos of 
ecoschools, sustainability and new technology.  

We are an outward looking trust.”



● Sir John Lawes, Harpenden, secondary - their previous head Claire Robbins OBE 
NLE - led that school to outstanding and is now the CEO of the trust.

● Buntingford First, near Stevenage, primary, opening in Sep 2022 - first zero 
carbon school in Hertfordshire.

● Harpenden Academy, Harpenden, primary.

● Priory Academy, Dunstable, middle and secondary.

● Robert Barclay Academy, Hoddesdon, secondary.

● Samuel Ryder, St Albans, all-through school.

● 4500 students in total
● Including us and the other local school it would become just over 7000.



Ofsted KS2 results (SAT) GCSE results 
(P8)

A Level results 
(VA)

Sir John Lawes Outstanding Well above 
average

Above average

Samuel Ryder Good Average Above average Average

Robert Barclay RI (2019) Average Average

Priory Academy Good Average

Harpenden 
Academy

Good Well above 
average

The Hemel 
Hempstead School

Good Average Average



A formal consultation was run during May 

2022.

The report on that consultation is here, on our 

website

https://www.hhs.herts.sch.uk/wp-content/uploads/2022/06/220617-Formal-Consultation-Report-of-the-question-of-joining-Scholars-Education-Trust-named-redacted-for-public-use.pdf
https://www.hhs.herts.sch.uk/wp-content/uploads/2022/06/220617-Formal-Consultation-Report-of-the-question-of-joining-Scholars-Education-Trust-named-redacted-for-public-use.pdf


We have brought together, on the next several 

pages, all of the questions asked by parents, 

carers, staff and student throughout the 

consultation process - and answered them.



So we are definitely joining SET 
then?

No, we are entering a period of due-diligence, 
open discussion, stakeholder engagement, 
discovery and sharing.    We are looking at ‘fit and 
feel’.  We are under no commitment and any 
decision will be collective, but thus far and 
following the formal consultation support seems 
strong and the mood optimistic. 

But we are joining a MAT, right? No,  SET is the only one we are speaking to.  This 
is about exploring what might be possible with 
them, nothing more, nothing less.
We are not concerned that another trust might 
approach us; we would reject and other offers.

Do SET currently run any other 
schools in Hemel Hempstead?

No.  MATs come in many flavours - we have 
chosen one that thinks, works and cares like us.



Why not other options? My  research showed no interest other than for 
soft options that address none of the issues and 
potentially  make us more vulnerable or risk us 
being not mutually beneficial for us.
 We can still chose to do ‘softer’ options, even if in 
SET.

Are we being forced into this?
Is this because of Ofsted?

100% not, entirely our choice.
We are not being brokered, or converted, or 
anything else.
However, with a White Paper aspiration for 2030, 
who knows what nudge (at best) or forces (at 
worse) may come in the future. 

Why just us? Not just us,  totally independently, but also 
excitingly, the other school of choice in Hemel is 
also going into their own process of due-diligence 
with SET.  They have asked us not to include their 
name yet.



Will teachers be on STPCD and 
1265 (their current employment 
terms and conditions)?

Yes, full ‘burgundy book’ plus extras.
Existing contracts will stay in place.
Staff child(ren) admission rule.
No requirement to move or work in other schools, 
but opportunity to do so if you wanted to.
Finders fees for recruiting quality colleagues.
Reduced rates at Samuel Ryder nursery

Will support staff be on the Green 
Book/NJC (their current 
employment terms and 
conditions)?

Yes, full ‘green book’
They are pre 2012 (not NJC), but as we hybrid so 
sick pay is already covered.
Existing contracts will stay in place.
Finders fees for recruiting quality colleagues
Would not be restricted by the HCC grading of 
jobs, which we feel is currently limiting the pay of 
TAs, for example.



What are their red 
lines/non-negotiables?

Collaboration is the core of what they do, if we are 
not willing to collaborate, we have no place in the 
trust.
Central systems, one set of accounts, one IT 
system, one SIMS system - to save money for 
education.
Being non-selective, inclusive, coeducational and 
with a broad curriculum.

What are ours? We continue to embed The Bigger Box and The 
HHEx.
No curriculum narrowing.
No change to the name, badge or uniform of the 
school.
Remaining non-selective and inclusive.



Will staff 
get CPD 
and 
support?

Yes, more than we can offer:
Regional Apple centre of excellence
4 SLEs and a NLE
Teaching school alliance (Albans TSA)
Dedicated HR team within the trust
Buddy system for all new staff
Talent management programme
Peer review and strategy days
Safeguarding reviews and DSL working group
Termly support visits
Whole staff conferences
Use of a central system for lessons observations to design CPD
Middle Leaders work together on subject development 
Innovation days
Across trust working parties - new technologies, staff wellbeing, 
sustainability
Across trust student events, concerts and conference
Nothing the trust does will stop us accessing all the things 
we currently do and value, or our work with  UCL on the ECF



Will there be restructuring? In administration (in the first instance IT, finance, 
HR, site) support there will need to be a review of 
how our staff work with the trusts central services 
so that everything is aligned.   The due diligence 
process is fully exploring this.

Will the school have more money 
to spend?

Yes, a top slice to SET  of 5% rather than HCC 
taking money at source, and more choice and 
greater scales of economy lead to saving across 
the MAT and better financial value, leaving more 
money to spend on education. Most schools 
joining a MAT realise around 5% more spending, 
which in our case would be around £400,000 per 
annum.



Will our working hours change or 
the school day change?  Will 
holidays or INSET days change?

No.

Will we still get our rebuild of 
English, art, design, technology, 
chemistry, SEND and food?

Yes, totally unaffected, this project will continue 
regardless.

Will our curriculum change? No, not as a direct result of joining SET, but 
collaboration is essential to raise standards and 
reduce workload for everyone and  SET is very 
focused on sharing best practice and good ideas, 
so together we would all grow our curriculums 
and our offers just as we have on our own in the 
past.



Will our exam boards change? No, not as a result of joining SET.

Will my subject have to go? No, SET is committed to a broad curriculum just 
like us.

Will our logo, name or uniform 
change?

No,But we would get a nice new website, 
something we have needed for a while!

How do I know due-diligence is 
being done properly?

It will be done by us and SET together, supported 
by educational lawyers Winckworth Sherwood 
LLP, and is being shared with you at every stage.



Could collaboration include school 
trips or events?

It's not something we've explored yet. I don't see 
any reason why not. I know that SET do big scale 
concerts, for example.

Would existing contracts incur 
fees or payouts?

No, they would run their course, so no extra costs 
to the school.

How long do we join SET for? It is like a marriage and is legally binding.  It is 
possible to leave a trust,  but it is rare.  We are 
looking for a permanent relationship; a 
sustainable future.

Does SET make a profit? No. SET in a non-profit just like our school.  There 
are no shareholders;  it is still state education.



Would our admission policy 
change?

No.

Would here be more pressure to 
remove children who were 
disruptive?

No, but through collaboration more access to 
support and best practice for all students.

Would children still be able to 
access alternative provision, like 
DESC?

Yes, and thorough SET we would likely have 
access to a greater range of provisions.

Will the school have its own 
policies?

Some policies will be adopted from the trust.  
Some will continue to be written by the school.  
Exactly which policies are which is being explored 
in the due diligence process.



Will schools leaders be less present 
on site?  Will middle leaders be 
taking over?

Possibly slightly less than now because of the 
things like conferences and working groups.  
However, these are where the collaboration and 
ideas shaping takes place to they yield benefits; 
they are time well spent.
Middle leaders are the engine room of any school, 
leading on teaching and learning and what 
happens in your child's classroom.

Are the school still going to be able 
to maintain control over 
recruitment?

For most roles yes.  It is already the case that 
senior role recruitment is overseen by the 
governors, so SET would be similarly involved.

Does the school fully understand 
the sharing of services?

As part of due diligence there is a services meeting 
- to explore realities and practicalities of aligning 
services. 



Does the school fully understand 
the budget implications?

As part of the due-diligence there is a financial 
scrutiny of SET accounts and 5-year plan and 
clarity on what would be delegated and what 
centralised.

Does the school fully understand 
the implications for executive 
functions?

As part of the due-diligence process there is an 
executive meeting - to clarify operational matters 
such as finance, top slice, scheme of delegation, 
line management, performance management, 
school improvement offer, and policies.

Will staff still be paid by HCC and 
will their pensions be affected?

No, if we did join SET, we would be employed by 
and paid by them, via whatever organisation they 
chose to use, in the same way that HCC chose to 
use Serco.
However the pension and terms, for both teachers 
and non-teachers, would remain the same .



Will there be more children at the 
school?

No, as soon as each year has 217 in it, as 
previously planned, we will be full.

Would staff salaries and TLRs be 
upped to match the highest in the 
trust?

In the first instance no, as we would TUPE across 
our working conditions.  However, if as people 
then moved or took on new roles I expected that 
these would be aligned across the trust, as single 
employer. 

Do the students have to do 
anything?

No, other than what they always do: having your 
say, asking questions, and getting involved in all 
aspects of school life.  Esse Quam Videri.



What are the potential disadvantages of 
joining a MAT?

One is that there is a risk that the school could lose its 
individuality and its identity. Some compromises may 
need to be made but that's why we've got some red lines 
around uniform and things like that because we want 
the reputation in the tradition of this school to continue. 

The second risk obviously is that if SET is poorly 
managed then we would be part of that organisation. 
How do we mitigate that risk? Well, this is where the due 
diligence comes in. This is where the legal bit comes in. 
This is where it's about making sure that we would have 
a voice within the organisation and making sure that we 
are complicit in how that organisation runs. If you want 
the organisation you work for to be successful, you've got 
to be part of that, and you've got to be involved in it. So, I 
think it's, this is where it comes down to the 
commitment. And this is where, perhaps soft 
partnerships sometimes fall down because they can be 
mismanaged, or they can not be run very well and the 
people within them, don't have the leverage to be able to 
do anything about that.

The third risk I suppose it's the possibility that there's a 
change in government and therefore, a change in 
political direction. We're very used to this in education, 
educational change is very common. We're very used to 
it but I suppose that is a risk that a different party comes 
into government and tears up the academy's Act or tears 
up the education white paper.  Will schools still be 
collaborating with each other, even if there isn't the 
white paper that says they've got to be collaborating in 
each other in trust? Yes.



Will it impact how 
the school is 
governed?

Yes.  
SET has a CEO, who will is the executive (professional) line 
manager for all of the headteachers.  The CEO and headteachers 
meet fortnightly.
The trust then has a non-executive board (lay volunteers), which 
is like a governing body.  Our standards, pay and resources 
committees  would go as the trust runs them centrally 
(standards, finance, people etc)  There is a local governing body 
(LGB)  in each trust school, which includes a member of teaching 
staff, a member of support staff, and several parent governors.
Recruitment to the governing boards at SET are done on a skill 
basis only, so our existing governors could join if there is a 
vacancy and they meet the skills audit; they would not 
automatically join the  trust board.  The chairs of the LGBs and 
the CEO meet monthly.



Additional questions which have been asked 
since the completion for the formal 

consultation, which have not be answered 
before.

How would capital bids be decided 
in SET, if the school is no longer 
bidding for these to HCC

In accordance with the Capital Funding and  
Estates Management procedure on the next two 
pages





Update to the previous answers given as a 
result of full due diligence

Will there be redundancies? Previously, we suggested the answer to this was 
no.

However, thorough due-diligence has identified 
that three roles, all support staff, are at risk 
because they are already replicated  within the 
structures of the trust.
All of these colleagues are aware, are being 
supported, and there is ongoing discussion, with 
them, about the next steps.



What due diligence has been conducted and 

what was the outcome?

Key to colour coding

Our experiences of this activity support the argument to join SET

Our experiences of this activity do not support the argument to join set, or present an issue which needs to be considered in balance

Our experiences of this activity raised a serious concern which would suggest that joining SET is not right for the school



What When Finding 

Financial scrutiny of 
HHS

Completed May 2022 SET scrutinised, and were happy with the state of, HHS 
finances and budget plans

Site/premises scrutiny 
of HSS

Completed April 2022 SET scrutinised a number of regulatory documents, the 
Estate Management Portfolio (EMP), and visited the site 
on two occasions. The DfE confirmed that SET would 
need to sign a  Memorandum of Understanding (MOU) 
regarding School Rebuilding Project (SRP) 1092, but 
other than that, this project could transfer smoothly and 
would continue unaffected by joining SET.

Teaching scrutiny of 
HSS

Completed May 2022 Two senior teaching leaders from SET were involved in 
the May 2022 teaching audit and contributed to the final 
June 2022 report which concluded that “the quality of 
teaching is typically and consistently good and in some areas 
approaching excellent.” 



What When Finding 

IT scrutiny of HSS Completed May 2022 SET were honest about our IT capacity limitations and 
recognised the challenges with it and issues we already 
knew about.  Their approach was proactive and 
supportive and spoke of how things could be improved 
and developed within the trust.  It should also be noted 
that SET, without solicitation, offered support to us 
when we had our cyber attack.

Executive meeting - to 
clarify operational 
matters such as finance, 
top slice, scheme of 
delegation, line 
management, 
performance 
management, school 
improvement offer, 
policies.

Completed 12th July 2022 A constructive meeting covering all executive functions 
which demonstrated that these were either aligned, 
compatible, or that the HHS systems could be improved 
and supported better by being part of the trust.



What When Finding 

Staff/student  group 
from HSS to meet with 
staff group from SET - 
to explore the lived 
experience of being a 
SET employee/student

Summer term - to Robert 
Barclay - completed 14th 
July

Feedback from staff and students was overwhelmingly 
positive.   Students could see how the trust was investing 
in school equipment and provision, a focus on the 
environment and the development over time of being in 
the trust.  Staff spoke of evidence of sharing good 
practice, sharing information regarding SEND, the 
similarity of some core processes, the impact of 
technology, student leadership, reassurances over the 
nature of the trust and its behaviour towards staff.

Autumn Term  - to Samuel 
Ryder - completed 6th 
October

Feedback from staff and students was largely positive.  
Students spoke of what the trust was doing behind the 
scenes, and that they could see where our school will 
bring more to the trust.  They noted the technology, 
investment in buildings and study spaces.  Staff spoke of 
the novel dimensions of a through school, the way the 
trust was spending money, the range of resources, the 
quality of the facilities, the use of technology, care for 
the career management and wellbeing of staff, the 
improvement to outcomes at that school under the trust, 
and being an Apple school. 



What When Finding 

Non-executive meeting 
- to clarify vision, values 
and governance

Completed 16th June 2022 A constructive meeting covering all non-executive 
(board) functions and confirming what the role and 
makeup of the Local Governing Body would be if  HHS 
joined the trust.

Services meeting - to 
explore realities and 
practicalities of aligning 
services

Completed 6th October 
2022

A constructive meeting covering and confirming that 
most aspects of service life were compatible, and 
supportable with the exception of three functions which 
are centralised.  Their three roles are therefore at risk.

DSL conference Completed March 2022 Our DSL found this meeting useful, supportive and a 
chance to share best practice and discuss complex cases 
in a professionally supportive environment.



What When Finding 

School improvement 
offer - colleagues to join 
a working party.

Anti-bullying 
conference identified

Completed 18th November 
2022

A positive experience for all involved.  Our students came 
away with constructive ideas; equally their ideas were 
actively sought and appreciated by the others in the 
trust.  The event was easily commutable with the school 
day.  Children from across trust schools were keen to 
work with each other in an open and authentic way.

School improvement 
offer - SET to complete 
peer review of one of the 
faculties identified in 
our teaching audit

Started 16th June 2022 A thorough review was conducted: strengths identified 
and clear areas for development identified.  The areas 
identified had similarity to comments from the teaching 
audit suggesting quality of observation and accurate 
identification of need.  

Claire Robins (SET CEO) 
to visit LT meeting

Completed 6th July 2022 Claire observed a leadership team meeting and 
commented positively on the levels of collaboration, peer 
support and challenge, collective planning and the levels 
of enthusiasm so close to the end of term.



What When Finding

Financial scrutiny of SET 
accounts and 5-year 
plan and clarity on what 
would be delegated and 
what centralised

Completed 6th October.

Full written report dated 
7th November 2022.

A thorough report has been produced which concludes: 
“Both internal and external audit opinions indicate  that 
SET’s financial processes are robust and the financial and 
management accounts present an accurate assessment of the 
Trust’s financial position.  There is nothing to indicate that 
the financial position of the 6 schools within the Trust have 
worsened since joining. Indeed, bar the one year of premises 
costs for the Priory school, the financial position of all 
schools has  improved.”

Meet the team - coffee 
morning for HHS 
parents and carers

Completed 23rd September 
2022

One parent asked a question on a specific issue, which 
Claire was able to answer in writing (nd is now in the 
FAQ).  Other parents seemed to be positive about  the 
experience of being able to put a face to the name and to 
speak to me and Claire about the process of due 
diligence, so far, and find out more about the trust.  
Those parents with children new in Year Seven, who had 
not been part of the Formal Consultation, were especially 
glad of the opportunity.  A couple of staff took advantage 
of the opportunity, also.



What When Finding 

Claire Robins (SET CEO) 
to visit LT meeting

Completed 6th July 2022 Claire observed a leadership team meeting and 
commented positively on the levels of collaboration, peer 
support and challenge, collective planning and the levels 
of enthusiasm so close to the end of term.

Headteacher Innovation 
day

Completed 17th November 
2022

The day was purposeful, with well defined aims, which 
were achieved. Clear decisions were made and protocols 
agreed after evidence and robust discussion.  All 
stakeholders were involved and equally respected and 
valued.  The work of the trust felt focussed, driven by a 
strong moral compass, and rigorous. 

School improvement 
offer - Experience a SET 
school-to-school peer 
review process

Completed 18/19th October 
2022

A really interesting two  days with positive outcomes.  
The major reflections being that the peer-to-peer 
processes at SET are very robust but also jointly owned, “ 
A process led by a colleague at SRA but totally with 
colleagues from SJL, a process with them, not done to them” 
and that it showed “A school/trust  hungry for and open 
and honest feedback; consist with experiences of other 
‘outstanding’ schools”.



Likely Timeline

Autumn 2022

Experience/trying/
sharing/meeting

Decision making

DfE agreement?

Go / no go?
January 2023?

Process complete?
Spring 2022

Information:

Staff, parents, 
students, community

Summer 2020

Due-diligence:

Legal exploration 
supported by lawyers

Formal consultation

Experience/trying/
sharing/meeting



Decision meeting

The governing body will hold an Extraordinary Meeting on the 30th 
November 2022, to make the final decision about whether the school 
should join Scholar's Education Trust.

 


