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Please note that the above timeframes are indicative of the average duration of each phase, but may vary between projects and should not be considered definitive.  This is particularly the case where an Academy is delivered as a fast-track, accelerated project.
Overview of the sponsor’s role

Introduction

This document aims to lead you through the key phases of establishing an academy in existing school buildings, where these are available, whilst waiting for the academy’s new or refurbished buildings.  

The academy buildings will usually be delivered through the Building Schools for the Future programme (BSF), or, occasionally, via a National Framework set up by Partnerships for Schools (PfS). The Local Authority (LA) will manage the delivery of the academy buildings and the sponsor will steer the design process, as part of a Design Group which the LA will establish, to build on the academy vision and ethos set out in the expression of interest (EoI).  More information on BSF, PfS, National Framework and the sponsor’s role in these processes is given on pages 8-9.
The establishment of an academy and the opening of the new or refurbished buildings are related but distinct processes.  Whilst an improved learning environment is important to the delivery of an academy’s ethos in the long term, an early opening in existing buildings helps to deliver the benefits of the new ethos, curriculum and teaching to the students and wider community as quickly as possible. 

Much of your time, and that of the Principal’s, in the initial phases will be focused on establishing the academy’s ethos, vision, curriculum, organisation, staffing management and leadership.  The guidelines provide an overview of the key activities and outcomes for each phase of the process, as well as a short summary of your role and the individuals and stakeholders who will support you through the process. It should be noted that the Department is unable to reimburse any costs and expenses incurred by the sponsor due to their participation in this process.
For most Academies it takes between six and eighteen months from Ministers agreeing an Expression of Interest to opening.  
The length of the feasibility phase is normally determined by the statutory process of consulting to close the predecessor school.  This usually takes around 5 to 6 months.   

This Guide sets out a logical distinction between feasibility and implementation, but these can be merged where necessary to ensure the successful opening of the Academy.  The level of commitment required from the Sponsor will, of course, be relative to the individual timeline of each Academy, but could be significant if the Academy is to be delivered quickly, although they will be supported by the Project Lead and the Project Management Company.  This could be as short as 6 months for feasibility and implementation combined.
The most important process to begin early is the recruitment of a principal.  The timing of the recruitment of a principal will need to be determined on a project by project basis. Although the optimum position is to have the Principal Designate in place two terms before opening, it is actually possible to open an Academy successfully if the Principal has been in post for less time, with increased support from the PMC or the DCSF Education Adviser..  In many cases this appointment will be made before Funding Agreement; to meet this eventuality the Department has prepared an interim fixed-term contract designed to bridge the gap until the Funding Agreement is signed and a permanent contract can be issued.  The early appointment of a principal would not therefore pre-empt the decision to sign a Funding Agreement.  
The process for establishing an academy consists of five key phases:

1. Brokering Phase (3 – 6 months)
During this phase the Department works with you to develop your vision for an academy and assess whether the programme can meet your requirements.  You will be able to find out more about what it means to sponsor an academy by attending special events, talking to existing sponsors, visiting open academies and meeting with key officials.

During this phase, the Office of the Schools Commissioner (OSC), the Building Schools for the Future team (BSF) and Partnerships for Schools (PfS - the organisation responsible for procuring academy buildings) work with Local Authorities (LAs) to identify potential academies as part of their overall educational planning.  As a result, you may be presented with a range of potential academy projects in different areas, in which you can choose to register an interest.

Once a suitable project has been found, the OSC will work with you to facilitate an agreement with the Local Authority.  A due diligence process (necessary financial and propriety checks to confirm sponsor suitability) is also undertaken during this phase.  The end of this phase is reached once you and the Local Authority agree to develop a formal expression of interest to establish an academy. The Office of Schools Commissioner will issue a Statement of Intent letter to the Local Authority, copied to you, confirming this.
2. Expression of Interest (EoI) Phase (+/- 2 months)

During the EoI phase you will work with the Department’s Academies New Projects Unit and the LA to agree the details of the EoI document.  This document outlines your proposed vision for the academy, including information on the academy’s ethos, specialism, proposed size, age range etc.  The Department will appoint a consultant to help you develop your vision and complete the EoI.  This will then be signed by you, any other sponsors and the LA.   

As part of the EoI development, you will be encouraged to consider the role of the academy locally; ensuring that the needs of the local community are reflected and that the academy plans are in line with the LA-wide educational strategy.  If the EoI is approved, funds are released to begin exploring the feasibility of the project.

3. Feasibility Phase (6 - 9 months)

If Ministers agree the Expression of Interest they will release funding for a feasibility study in to the Academy proposals.  The purpose of the feasibility phase is to consult widely with key stakeholders to ensure the proposed academy meets their requirements of raising education standards and driving up wider community aspirations.  During this phase, the proposals in the EOI are also developed; particularly the sponsor vision, which is translated into an education brief which forms the foundation of the Academy’s curriculum.
The Department works with you to prepare the necessary documentation which supports your proposal to allow the Secretary of State to judge whether to enter into a legally binding Funding Agreement to establish an Academy.  

During the feasibility phase, you will work closely with a Project Lead appointed by the Department’s Delivery Unit.  The Project Lead will, in consultation with you, engage a project management company from the Department’s procurement framework to oversee the key deliverables until the Academy opens. The ten project management companies appointed to the framework have been selected on the basis of their experience, expertise and commitment to deliver a quality service.  The Framework has been established as the most straightforward means of engaging the Project Manager since all appointments to the Academy project must be compliant with government procurement regulations.
The wide range of tasks which need to be completed ahead of Funding Agreement means that a number of specialists and experts will be drawn upon.  These will include educationists, lawyers and in some cases a marketing/PR company.  The project management company is responsible for overseeing the work of these specialists and ensuring that work is completed on time and within the budget which DCSF has agreed.  

The main structure operating in the feasibility and implementation phases is the Project Steering Group (PSG).  This acts as the key decision-making body and is chaired by the sponsor, with representation from the Department.  Frequently sub-groups will take forward individual areas of work (e.g. education, staffing, consultation, etc.) and report back and make recommendations to the PSG.  

4. Implementation Phase (6 - 9 months, can run in parallel with Feasibility Phase)

Once the Funding Agreement has been signed, the remaining time ahead of the Academy opening will be spent preparing for a new school to open, including finalising management and staff appointments, agreeing the curriculum, undertaking academy marketing and collaboration activities, supporting school development plans etc.  

The Academy Trust will be able to undertake many of these activities on its own.  As a legally constituted body following Funding Agreement, the Trust will be able to offer contracts in its own right.  For example, the Trust would normally employ the principal designate and sometimes other senior members of staff, providing a small but effective resource.  The Academy Trust therefore assumes all of the responsibilities of the employer, with all related financial and HR obligations.
Working with the project team, principal designate, and Academy Trust, you will lead the strategic direction of the project to ensure the completion of all activities before the academy can open.  This will require you to attend regular Steering Group and Project Board meetings.  You will also receive information about the level of your start-up grant and revenue budget from the Department.

Where the academy is opening in an existing building, you will need to consider transitional arrangements.  At the end of the phase, the Department completes final sign off on the educational plans and approves the academy for opening as an institution. Academies that open initially in the predecessor school buildings may be entitled to a small additional capital grant to cover costs such as renewed signage and other small capital projects required to open the school as an academy. The need for this funding will be assessed on a case-by-case basis.  
5. Delivery of Academy Buildings

New Academy building projects will usually be delivered under one of two models: Building Schools for the Future (BSF) or the National Framework.  

Partnership for Schools is the Non-Departmental Public Body that is responsible for the delivery of the BSF programme.  The responsibility for procuring Academy buildings rests with them, as their expertise in procurement and building maximises the value for money that the programme can deliver. 
The BSF programme divides Local Authorities (LAs) into waves, which will receive their capital funding in turn.  Within each wave, LAs are expected to work with a Private Sector Partner (PSP) to set up a Local Education Partnership (LEP) as the delivery mechanism for the whole of the redevelopment programme in their area.  The PSP provides the construction expertise and carries the responsibility for design defects and budget overruns.
Each LA must develop a detailed business case to plan secondary provision in its area.  This business case includes proposals and designs for any Academies, and consists of three approval stages:


a) Strategy for Change document. This describes the LA’s strategic vision and investment strategy for secondary provision across its area.  At this point the Sponsor, school and specialism should ideally be identified and the funding envelope agreed.  Contributions to the design brief through the sponsor's vision will entail working within a defined funding envelope for the project.

b) Outline Business Case. This sets out the scope, cost, procurement plans and timetable across the BSF wave.  The Sponsor is consulted on the design needs of the Academy.


c) Final Business Case.  This gives detailed designs and costs for all schools in the wave.  The Sponsor gives their final input before design freeze and final costs are agreed.

The Sponsor’s involvement in the redevelopment of the Academy buildings begins with them contributing to a design brief for the Academy, based on its vision, ethos, curriculum and organisation.  The design is developed by the PSP via a series of design user group consultations. The user group includes key stakeholders, including the Sponsor and school representatives.
The construction of the Academy buildings is delivered by the LEP, consisting of the LA, PfS and the PSP.  Although Sponsors have a limited role during the Academy construction, they are informed of all progress and consulted when required and are invited to participate in the LA BSF Project Board to formally engage in the build process until opening.

Where there is a compelling reason to deliver Academy buildings earlier than they would be provided via BSF wave timings, they are procured through an alternative delivery model: the PfS National Framework.  The Framework includes six Design and Build contractors with a local presence or supply chain in four regions (North, Midlands, South West, South East).  Once the Outline Business Case has been approved, the LA invites these contractors to bid for inclusion on the Academy project, and consults the Sponsor throughout the bidding process.  The preferred bidder then completes the finalised design with the User group, before the LA submits the Final Business Case.

More information on BSF and the National Framework can be found at http://www.standards.dfes.gov.uk/academies/software/aug2008buildingguidelines.doc?version=1
6. Open Phase (ongoing)

The opening of the academy is a major milestone.  However there is still much work to be done to ensure it is successful.  During this phase you will need to provide ongoing challenge and support to the academy and its leadership team in its efforts to realise the academy’s vision and deliver sustainable improvements in educational standards. 
The Specialist Schools and Academies Trust (SSAT) is an independent, not-for-profit membership organisation.  It is the lead advisory body on the specialist schools and academies initiatives for the Department, providing advice and support for sponsors and their Academies. The SSAT works with sponsors to resolve issues of individual concern, acting as a ‘critical friend’ and trouble-shooter as necessary. It provides networking opportunities and organises events specifically for academies.  The SSAT also performs a media and communications role on behalf of individual academies and the initiative as a whole. More information can be found on the SSAT website at: http://www.specialistschools.org.uk/academysponsors/default.aspa
1. The Brokering Phase (3 – 6 months)
Objective
Identify and agree an academy project which will benefit from your sponsorship.
Key deliverables
· The Department will commence the due diligence process to ensure you meet the government’s guidelines on sponsorship

· The Department will issue a Statement of intent letter confirming you have met with a Local Authority and agreed in principle to sponsor an academy project
Sponsor’s role
· Meet with the Department and key partners to find out more about the programme and the level of sponsor commitment required;

· Consider the schools and projects on offer and work with the Department to select one that best matches your skills, background and experience;

· Assist the Department in gathering information to complete the necessary due diligence checks 
· Meet with the LA and explore each other’s expectations and plans for the academy;

· Begin to develop an ethos and vision for the proposed academy that is complementary to the wider educational vision for the area, and the needs of the local community;

· Agree to an outline timetable and proposed plan for establishing the academy; and for the Office of Schools Commissioner to issue a statement of intent letter confirming you have agreed with the Local Authority to develop a formal expression of interest to establish the academy.

Key Partners
· Office of Schools Commissioner (OSC)
· Local Authorities (LA)
· Specialist Schools and Academies Trust (SSAT)

2. The Expression of Interest (EoI) Phase (3 – 6 months)
Objective
Submit a formal Expression of Interest document outlining the proposed sponsorship to the Local Authority and Ministers for their approval of the proposed academy project
Key outcomes
· Obtain key stakeholder support for the EoI from the Local Authority, predecessor school governors and Learning Skills Council 

· Agree the final EoI with the Local Authority and DCSF
· Obtain Ministerial approval to move to the feasibility phase
Sponsor’s role
· Work with the Department and LA to agree the vision and key details for the academy including: the proposed size, location, the age-range and chosen specialism(s) etc.
· Confirm your commitment to provide the endowment fund for the academy. For first time non-education sponsors this will include a commitment to donate £500,000 at the time the Funding Agreement is signed and to pay the remainder within 5 years
· Agree the academy’s building (new and / or refurbished) will be delivered through the LA and Partnerships for Schools (PfS) and confirmation of the building delivery process (BSF-LEP or PfS Framework)
· Identify a nominated individual who will take the project forward on your behalf
Key Partners
· DCSF Academy Project Lead 

· Expression of Interest consultant

· Local Authority

3. The Feasibility Phase (6 - 9months)
The length of the feasibility phase is usually determined by the statutory school closure consultation, and will normally be no less than six months.  In many cases this may mean that the implementation activities will start ahead of Funding Agreement.  

Objectives

· Consult widely to develop plans for the organisation, management, and operation of the Academy.
· Sign a Funding Agreement between the Academy Trust and the Secretary of State, a legally binding document that sets out the boundaries for the funding and operation of the Academy.  
Key outcomes
· Appoint project management company (PMC)  to oversee the feasibility and implementation phases and to achieve the key deliverables
· Obtain local stakeholder and community support for the proposed academy
· Establish Academy Trust

· Provide detailed education brief outlining how the sponsor’s vision will be delivered
· Design brief for the academy’s new buildings developed (where appropriate)
· Closure of the predecessor school(s) consulted on and agreed by the local authority
· Agree land transfer terms

· Complete and sign Funding Agreement and Deed of Gift

Sponsor’s Role
· Agree with Project Lead the appointment of Overall Project Management company
· Chair the Project Steering Group and Design User Group to ensure the sponsor’s vision and ethos guide the project to fruition
· Put the case for the Academy in public consultation process
· Agree sponsorship investment policy, payment schedule and terms of the sponsorship donation
· Academy Trust directors approve and sign Funding Agreement
· Sponsor and Academy Trust sign Deed of Gift
· Provide initial sponsorship donation
Key partners
· DCSF Delivery Unit project lead and education adviser

· Overall Project Manager and team (including consultation and legal specialists)
· Local Authority
· Predecessor school/s

· Specialist Schools and Academies Trust

· Youth Sports Trust

· British Educational Communications and Technology Agency (BECTA)
4. Implementation Phase ( 6 – 9 months)
Objective
Transform the predecessor school (s) so it is ready to open as an Academy.

Key products
· Recruit a Principal for the academy, together with other members of the
senior leadership team
· Establish the academy’s governance
· Transfer staff from the predecessor school under TUPE regulations
· Plan the academy’s curriculum for its first and subsequent years
· Develop the academy’s statutory policies
· Progress the design and build process for the academy
Sponsor’s Role
· Academy Trust appoints the Principal and senior leaders
· Support and manage the Principal in delivering the academy’s vision and ethos
· Academy Trust forms the Academy’s governing body, which will approve the academy’s policies
· Chair the project steering and design user groups

· Agree and approve implementation budget expenditure 
· Ensure pupils, parents, and the wider community are actively involved in academy’s development
Key partners
· DCSF Delivery Unit project lead and education adviser

· Overall Project Manager and team (including consultation, HR and legal specialists);

· Principal
· Academy Trust and SSAT
· Local Authority and School Improvement Partner (SIP)
5. The Open Academy

During this phase you will need to provide ongoing challenge and support to the academy principal and leadership team in their efforts to realise the academy’s vision and help deliver real improvements in educational standards. 

Key outcomes
· Support and challenge the principal and leadership team

· Identify key transformation targets (attendance, quality of teaching…)

· Raise standards and aspirations of staff, pupils and community

· Effective management of the investment fund
· Any continued development and construction of the academy buildings.

Sponsor’s role
· Participate in the opening of the academy

· Chair regular meetings of the Academy Trust and/or Governing Body, challenging progress in all areas of the school’s operation and providing support and guidance aimed at promoting success

· Academy Trust ensures compliance with funding agreement, deed of gift, and other legislation (e.g. representation in local school admission forum)

· Develop a positive communications strategy

· Maintain an effective working relationship with the principal and leadership team

· Work with the Department to resolve any performance issues

· Ensure ongoing involvement with parents, pupils and the wider community to promote the academy and support community regeneration.

Key Partners
· Principal

· Governing body

· Academy Trust

· School Improvement Partner
· Specialist Schools and Academies Trust

· Open Academies Unit - Academy Lead
· Local Authority
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