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Croydon Education Partnership Board 

Terms of Reference 

1. Purpose 
The purpose of the Strategic Board is to oversee the work of the Croydon 
Education Partnership (CEP). It will provide the overall strategic direction 
necessary to achieve the clearly defined priorities outlined in the CEP’s vision 
and mission statement. 
 

2. Local context 
The establishment of the CEP is in response to several drivers: 

a) Ensuring that the outcomes for our children and young 
people are comparable with national and London 
standards. 

b) The changing role of the Local Authority due to the academy 
expansion programme. 

c) The national emphasis on school-led improvement and 
development of systems leadership within school settings. 

d) To align with priorities set out in the Croydon Mayor’s plan 
for the education sector. 

Consultations with schools, academies and Multi Academy Trusts (MATs) 
providers have shown that there is now a strong appetite locally to develop 
new, education setting-led, collective arrangements. These arrangements 
provide a vehicle through which early years settings, schools, academies, 
MATs, colleges, teaching school hubs and wider stakeholders can pioneer 
well-rounded joint projects and programmes. These are intended to 
maximise collective resources across the borough for mutual benefit. 
 
The CEP will also maintain and build on the historic, strong relationships 
between educational settings in Croydon, the Local Authority and other key 
stakeholders. 
 

3. Terms of reference 
The Strategic Board will: 

a. Approve a three-year strategy for education in Croydon (2023-
2026) - including measurable targets for improvement as 
specified by the Strategic Board. 

b. Identify shared priorities for improvement and agree an annual 
programme of work, package of support and allocation of resources to 
achieve agreed outcomes. 

c. Receive and approve reports from the sub-committees as defined 
by the priorities set out by the Strategic Board. 

d. Use data and other evidence (qualitive and quantitative) to 
monitor impact, evaluate progress and highlight areas for 
discussion where targeted support may be required. 
 

The Strategic Board will hold no legal power over education settings who 
sign up to the CEP. Education settings that join the CEP as partners are not 
giving up any Governing Body rights or responsibilities. Equally, the Local 
Authority is not giving up any of its statutory obligations. 
All partners agree that CEP should challenge, support and take action to 
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achieve improved outcomes for all Croydon’s children and young people. 
 

4. Chair 
The Strategic Board will be led by an independent Chair, of sufficient 
experience and standing to command respect. 
 
The role of the Chair will be: 

I. To chair and steer the CEP Strategic Board. 
II. To hold a casting vote for use in the event of a tie. 
III. To help establish the partnership and the development of its role, 

remit and function. 
IV. To help develop and monitor the role and work of the sub-

committees, receiving and responding to regular reports. 
V. To oversee the preparation of a detailed Strategic Plan for the 

Partnership 
VI. To work with the full range of education settings in Croydon, key 

stakeholders and agencies to secure future support and 
contributions that will sustain the CEP and help achieve its 
objectives and outcomes. 

VII. Ensure robust evaluation of the CEP’s impact to enable the 
Partnership to continue to add value. 

 

5. Membership 
The membership of the Strategic Board is as follows: 

1. Independent Chair 
2. Corporate Director, Children Young People & Education (LA) 
3. Director of Education (LA) 
4. Director, Children’s Social Care (LA) 
5. Chair of Teaching Schools Hub 
6. An Executive Director of the CHTA 
7. Schools Forum Chair or their representative 
8. Pupil Referral Unit Representative x1 
9. Maintained Nursery Representative x1 
10. Secondary schools (North and South of the borough) x2 plus 14-

19 x1 
11. Primary schools (each geographic area) x6 
12. Special School x1 
13. PVI/Childminder x1 
14. Independent representative setting x1 
15. FE setting representative x1 
16. HE setting representative x1 
(Lead member for CYPE – observer) 
 

Each representative will have a named deputy to cover absence. 
 
The membership of the Strategic Board will be agreed annually at 
the first meeting of the Board each academic year. 
 
Where possible, any organisation/MAT may only have one representative on 
the Board. 
 

6. Ways of working, frequency of meetings and secretariat 
The Board will meet a minimum of once termly. 
 
The quorum shall be 50% of the members of the Strategic Board. 
 
The minutes of the meeting of the Strategic Board will be circulated to all 
members as soon as available and formally agreed at the next meeting of 
the Strategic Board. 
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The agenda and supporting papers will be sent out at least 5 working days in 
advance of each meeting. 
 
In the first three years of the Partnership, the Local Authority will co-
ordinate and administer the meetings, unless alternative arrangements are 
agreed by the Board. The Local Authority will also provide dedicated 
support in terms of data analysis, administrative support and senior officer 
time to facilitate and contribute to the work of the CEP. 
 
The Board will ensure compliance with appropriate GDPR regulations. 
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Appendix 1: (A) History of the Partnership (B)  Mission and  (C) Vision 
 

(A) History of the Partnership 
The Croydon Education Partnership was established in 2020 following a 
pivotal transition by Octavo, a limited company providing services to 
Croydon schools. Octavo’s members voted to integrate with the Croydon 
Council’s Education Services team, bringing with them a dedicated fund of 
approximately £350,000. This sum was ringfenced for initiatives benefiting 
local schools. To maximise its impact, the Local Authority agreed to top it up 
using surplus funds from traded services, with this additional support initially 
committed for three years. 

 
The partnership, while managed by the borough, is led by an independent 
Chair, ensuring a collaborative and balanced approach. The Local Authority 
sits on the partnership board alongside other stakeholders, participating in 
decision-making and voting equally on how the funds are allocated 

 
Together, the board identified four key priorities to address: Wellbeing, 
Literacy, Inclusion, and Teacher Recruitment and Retention. Working groups 
were established to design and implement projects that target these areas, 
using the seed funding to create impactful and meaningful initiatives. 
 

As the partnership continues to evolve, the focus has turned to ensuring its 
longevity and sustainability. While it remains committed to supporting these 
priorities and providing broader services to schools, the partnership is 
exploring strategies to maintain and expand its impact, ensuring lasting 
benefits for Croydon’s children and young people. 

 
(B) Proposed Mission: 

Our Education Partnership will bring together all education settings and the 
local authority to drive local education strategy and improve outcomes and 
opportunities for children and young people across Croydon. 
 

(C) Proposed Vision: 
The Partnership adds value to champion and drive: 

• Improved outcomes for all children and young people in Croydon so 
that they are prepared for adulthood. 

• A platform of collaborative working to meet the needs of children 
and their communities. 

• Maximise collective resources available locally and beyond for mutual 
benefit. 

• Ensure that all educational settings are seen as a place of choice for 
parents and carers. 

• Croydon is seen as a place of choice for the very best education 
professionals. 
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Appendix 2 Process for Joining the Partnership Board: 
  
Becoming a Board Member 

1. Board Position Becomes Available 
o A vacancy on the board is identified, and the position is advertised to 

relevant stakeholders. 
2. Expression of Interest 

o Interested candidates submit an expression of interest, including their 
qualifications, experience, and motivation for applying. 

3. Initial Screening 
o A selection committee of 3 board members reviews the applications 

to ensure eligibility and alignment with the board’s needs. 
4. Shortlisting 

o A shortlist of candidates is created based on the screening process. 
5. Interview Invitation 

o Shortlisted candidates are invited to an interview with a panel. 
6. Interview and Panel Review 

o Candidates undergo an interview with a panel of 3 board members, 
which may include: 

▪ A representative from the Local Authority 
▪ The Independent Chair or a board member 
▪ A stakeholder representative (e.g., a school leader, external 

expert) 
7. Evaluation and Decision 

o The panel evaluates candidates based on their qualifications, 
experience, and fit for the role, considering the board’s diversity and 
expertise needs. 

8. Appointment 
o The successful candidate is notified and officially appointed to the 

board. 
9. Induction 

o The new board member completes an induction process, including an 
orientation to the board’s roles, responsibilities, and current projects. 
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Appendix 3  Working Groups 
 
A Focus of working groups  
The working groups will meet more regularly than the CEP Board and should 
decide on: (a) their priorities and objectives, (b) actions to be taken and (c) how 
the allocated finances should be spent. Each working group will be responsible for 
developing their own Action Plan; to deliver the agreed objectives They should 
consider evidence-based approaches wherever possible to ensure the partnership 
is using the money in the most efficient and impactful manner. 
 
There should be a Chair of each group, voted in by members of the group, with a 
Vice Chair also elected to ensure meetings are action led and so that any 
presentation or proposal that goes to the board is done so in a timely manner.   
 
The Chair should be a board member. The Vice Chair may or may not be a board 
member. 
 
Part of the remit of the Chair of the working group will be to present expenditure 
proposals to the board for approval, which shall be by majority vote. The Chair 
and/or Vice Chair will also be responsible for reporting to the board on progress in 
relation to their priorities, objectives and action plan. 
 
B Composition of Working Groups 
Working groups will be composed of members of the CEP Board, with the addition 
of co-opted members who have interests, skills, knowledge and experience in the 
area of focus for the working group. Co-opted members should be drawn from the 
organisations represented on the CEP Board. There is, at present, no upper limit of 
the membership of working groups, but it is suggested that they should aim for a 
50:50 balance between board members and cop-opted members. 
 
C Structure for Presenting Proposals to the CEP Board 
When working groups present proposals for funding to the Croydon Education 
Partnership Board, the following structure (below) should be followed to ensure 
clarity, transparency, and alignment with the partnership’s priorities. Once 
approved by the Board, proposals will be sent through the Spend Control Panel at 
the council for further financial review. 
 

1. Proposal Title and Overview 
• Title of the Project/Proposal: A clear and concise title reflecting the 

focus area (e.g., "Teacher Wellbeing Support Initiative"). 
• Summary Overview: A brief description of the project, outlining its main 

objectives and expected outcomes. This section should be no longer 
than a few sentences. 

2. Alignment with Priorities 
• Connection to Key Priorities: Explain how the proposal aligns with one or 

more of the four key priorities of the partnership (Wellbeing, Literacy, 
Inclusion, Recruitment and Retention of Teachers). Provide a rationale 
for its relevance. 

3. Detailed Description of the Proposal 
• Scope and Objectives: Outline the specific goals and objectives of the 

project. What will the project achieve, and how does it address the 
identified issue? 

• Target Audience/Beneficiaries: Identify the schools, student groups, or 
staff members who will benefit from the project. 

• Project Activities: Provide a detailed list of activities or interventions 
planned. Include timelines, milestones, and expected deliverables. 

• Evidence and research led: The projects should be grounded in evidence 
led approaches that demonstrate that this is an effective use of funds. 

4. Budget and Funding Request 
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• Total Funding Requested: Specify the amount of money requested and 
provide a breakdown of how the funds will be allocated (e.g., staff costs, 
resources, training, equipment, etc.). 

• Budget Justification: Provide a clear justification for each line item in the 
budget, explaining why each cost is necessary and how it contributes to 
the success of the project. 

• Contingency/Overrun Plans: Explain how any potential overruns will be 
managed, and if applicable, identify sources of contingency funding. 

5. Expected Outcomes and Impact 
• Measurable Outcomes: Describe the key outcomes you expect to 

achieve. How will you measure success? Use clear, measurable indicators 
(e.g., improvement in student wellbeing, higher retention rates for 
teachers, etc.). 

• Impact on the Community: Discuss the longer-term impact on schools, 
students, and the community. What difference will this make for children 
and young people in Croydon? 

6. Risk Management 
• Risk Assessment: Identify potential risks to the project (e.g., delays, low 

engagement, budget overruns) and provide a plan for mitigating these 
risks. 

• Contingency Plans: Describe what measures will be taken if key risks 
materialise, ensuring the project can still be delivered successfully. 

7. Evaluation and Reporting 
• Evaluation Plan: Explain how the project’s success will be evaluated. 

What methods will be used to assess progress and outcomes? 
• Reporting Requirements: Detail how and when progress reports will be 

submitted to the Board and the council’s Spend Control Panel. Include 
any expected dates for interim reviews or final evaluations. 

8. Sustainability and Longevity 
• Long-Term Sustainability: Address how the project will be sustained 

after initial funding ends. Will it be integrated into regular school 
operations or supported through other funding sources? 

• Plans for Continuing Support: If applicable, describe how the project will 
continue to benefit schools and students beyond the initial 
implementation phase. 

9. Partnership and Collaboration 
• Collaborating Partners: List any external organisations, stakeholders, or 

other schools involved in the project. Explain the role of each partner 
and how collaboration will ensure the project’s success. 

• Council and Board Collaboration: Outline how the Local Authority and 
other Board members will be involved in supporting the project, 
providing expertise, or helping with implementation. 

10. Final Approval 
• Requested Approval: State clearly that the working group is seeking 

Board approval for the proposed funding allocation. Include any 
necessary documentation or supporting materials (e.g., additional data, 
letters of support from partners, etc.). 

• Next Steps: Briefly outline the next steps in the process, including when 
the proposal will be submitted to the council’s Spend Control Panel for 
final review. 
 
 
 
 

(D) Joining a Working Group 
1. Expression of Interest 

o Individuals express interest in joining a working group (via email, 
form, etc.). 

2. Review of Interest 
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o The partnership reviews the expression of interest to ensure 
alignment with the working group’s goals and priorities. 

3. Confirmation of Eligibility 
o Confirm whether the individual meets the criteria for the group (e.g., 

expertise, role, school type). 
4. Role and Responsibility Overview 

o Provide a brief overview of the group's roles, expectations, and 
commitment. 

5. Invitation to Join 
o The individual receives an official invitation to join the working group. 

6. Induction/Orientation 
o The new member participates in an induction or orientation session 

to understand the group’s objectives, timeline, and collaborative 
processes. 

7. Active Participation 
o The individual actively participates in working group meetings, 

planning, and project implementation. 
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Appendix 4 Relationship between Board Meetings & Working Group Meetings 
1. Purpose & Scope 

• Board Meetings: 
o Purpose: Board meetings focus on strategic oversight, governance, 

and decision-making for the Croydon Education Partnership. 
o Scope: The board reviews high-level initiatives, sets priorities, makes 

key funding decisions, and ensures the partnership aligns with its 
long-term goals. 

o Key Decisions: Approving budgets, major projects, policy directions, 
and strategic objectives. 

• Working Group Meetings 
o Purpose: Working group meetings are focused on specific 

operational tasks, project development, and execution within the 
scope of the board’s priorities. 

o Scope: These meetings handle the day-to-day planning and 
coordination of initiatives, including program development, task 
assignments, and project delivery. 

o Key Decisions: Developing detailed project plans, timelines, and 
specific activities, and making recommendations for board approval. 

2. Attendees & Membership 
• Board Meetings 

o Attendees: Board members (observers may attend, but may not 
vote) 

o Membership: Fixed, with board members being selected via a formal 
process, usually serving longer terms. 

o Role: Board members are responsible for making high-level decisions 
and ensuring the alignment of the partnership with its overall goals. 

• Working Group Meetings 
o Attendees: Smaller, task-specific groups that are composed of board 

members (approx. 50%), experts, stakeholders, or interested parties 
who are working on particular initiatives across Croydon. 

o Membership: More flexible, with co-opted members of the working 
group typically invited based on expertise, need, or interest in specific 
projects. 

o Role: Members are focused on planning, problem-solving, and 
delivering the specific outcomes of the project or initiative. 

3. Frequency & Duration 
• Board Meetings 

o Frequency: Typically scheduled quarterly but must meet at least once 
per term. 

o Duration: Longer meetings (typically 2 hours) that cover a broad 
range of issues and involve formal decision-making processes. 

• Working Group Meetings 
o Frequency: More frequently, often meeting on a monthly basis to 

ensure the progress of projects and initiatives. 
o Duration: Flexible length of meetings (e.g. 1 or 2 hours) focused on 

specific topics or tasks. 
4. Decision-Making & Outcomes 

• Board Meetings 
o Decision-Making: Board members vote and debate on significant 

decisions, such as funding allocations, strategic goals, and major 
policy changes. 

o Outcomes: Major, high-level decisions that affect the direction of the 
partnership. Board meetings have a formal structure, and decisions 
are typically documented in meeting minutes and formal resolutions. 

• Working Group Meetings 
o Decision-Making: Working group members make operational 

decisions regarding the execution of specific projects, which are then 
recommended to the Board for approval. 
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o Outcomes: Practical, actionable plans and recommendations. These 
meetings are less formal but still critical for shaping the direction of 
projects within the broader strategic framework set by the Board. 

5. Reporting 
• Board Meetings 

o Reporting: Working groups report to the board about their progress, 
challenges, and recommendations for decisions. The board ensures 
accountability and that each initiative is moving in line with the 
strategic plan. 

• Working Group Meetings 
o Reporting: Working group meetings are primarily focused on action 

and coordination. They do not make final decisions but prepare 
recommendations or reports to present to the board for approval. 

Summary of Differences: 

Aspect Board Meetings Working Group Meetings 

Purpose 
Strategic oversight and 
governance 

Operational execution and project 
development 

Attendees 
Board members, Local Authority 
representatives, Independent 
Chair, observers (non-voting). 

Board members (approx. 50%), 
experts and stakeholders focused 
on specific projects 

Frequency 
Quarterly or as needed (minimum 
termly) 

Monthly, or more frequently if 
required 

Duration 
Typically, 2 hours, formal 
discussions 

1-2 hours, task-focused 
discussions 

Decision-
Making 

High-level decisions (e.g., funding, 
policies) 

Recommendations for board 
approval 

Outcomes Strategic direction and decisions Action plans and progress reports 

Reporting 
Reports from working parties; 
formal minutes 

Reports to the Board after 
decisions and actions 

 
Appendix 5   Leadership of board 
The role of the independent Chair in the Croydon Education Partnership is to 
provide leadership, ensure good governance, and facilitate effective decision-
making within the partnership. As an independent figure, the Chair plays a key role 
in maintaining neutrality and ensuring that all voices are heard, including those of 
the Local Authority and other stakeholders.  
Key Responsibilities of the Independent Chair: 

1. Leadership and Guidance 
o Provide strategic leadership to the partnership, ensuring that it stays 

focused on its mission and objectives. 
o Guide discussions during meetings, keeping them focused on relevant 

issues and strategic priorities. 
o Ensure that the partnership’s activities align with the broader goals of 

improving education in Croydon. 
2. Ensuring Effective Governance 

o Oversee the governance of the partnership, ensuring that it operates 
in a transparent, accountable, and effective manner. 

o Ensure adherence to legal and regulatory requirements, including 
compliance with the governance structure and procedures. 

o Ensure that the board and working parties follow agreed processes 
for decision-making, including the allocation of funds and the 
evaluation of projects. 

3. Neutrality and Objectivity 
o As an independent figure, the Chair remains neutral and does not 

have a vested interest in the specific outcomes of discussions. 
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o Although the Chair may attend any working group for the purpose of 
acquainting themselves with the issues and maintaining oversight of 
projects, the Chair should not lead any of the working groups. 

o Balance the interests of all partners (e.g., the Local Authority, schools, 
and other stakeholders) to ensure fair representation of all views and 
priorities. 

o The Chair may not vote on any proposal before the board, unless the 
result of a vote is a tie, in which case the Chair will have the casting 
vote. 

4. Facilitating Collaboration 
o Promote collaboration and open communication among board 

members, working parties, and the Local Authority. 
o Encourage constructive debate and the exchange of ideas, fostering 

a culture of collaboration. 
o Ensure that all partners have a voice in discussions, facilitating 

consensus-building where possible. 
5. Ensuring Accountability 

o Hold the partnership accountable to its goals and commitments, 
ensuring that projects and initiatives are delivered on time and within 
budget. 

o Regularly monitor the progress of initiatives, ensuring they stay 
aligned with the agreed strategic priorities (e.g., wellbeing, literacy, 
inclusion, and recruitment & retention). 

o Ensure that decisions made by the board are clearly communicated 
and followed through on by working parties. 

6. Relationship Management 
o Represent the partnership externally, serving as a figurehead for the 

initiative in discussions with external stakeholders (e.g., government 
bodies, funders, and other education partners). 

o Maintain strong relationships with key stakeholders, including the 
Local Authority, school representatives, and other community groups. 

7. Conflict Resolution 
o In cases of disagreement among board members or stakeholders, the 

independent Chair plays a role in mediating and resolving conflicts, 
ensuring that discussions remain productive and that decisions are 
made in the best interest of the partnership’s goals. 

o As mentioned above, the Chair may not vote on any proposal before 
the board but has a casting vote in the event of a tie. 

8. Board Development and Support 
o Support the development of board members by providing 

mentorship and guidance on governance best practices. 
o Ensure that board members are properly oriented and equipped to 

perform their roles effectively. 
9. Reporting and Evaluation 

o Ensure that regular reports are provided to the Local Authority and 
other stakeholders regarding the progress and impact of the 
partnership’s initiatives. 

o Facilitate the evaluation of the partnership’s effectiveness, making 
recommendations for improvements where necessary. 

 
 
 
 
 
 
Appendix 6  Financial delegated authority - limits on approval of expenditure 
 



12  

1. Between CEP Board meetings, there will be times when it will be necessary to 
authorise expenditure, and when it would not be practical to wait for the next 
board meeting. The protocol and expenditure limits are as follows: 

 
1.1. Expenditure up to £1000 - can be authorised via email by Independent 

Chair and signed off by Head of Education Services 
 

1.2. Expenditure above £1000 up to £5,000. Can be authorised via an email 
vote of board members, subject to a quorum of 50% of membership (same 
as for board meetings) and signed off by Head of Education Services. 

 
2. Expenditure above £5,000 must be approved by a meeting of the full board. 

This can include an extraordinary (online) meeting, which can be called with a 
minimum of 7 days’ notice. 

 


