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• Our approach will be framed by big questions and is designed to be fluid to 
meet your needs, but there are emerging lessons from the sector that we will 
be exploring

• Avoid naming MATs or schools by name when exemplifying

• No seating plans 

• No role play but actively engaged!

• You know each other – we want to get to know, your experiences and respond 
to your needs

• No such thing as a naïve or daft question

• Please can we avoid emails and phones in the session – step outside if you 
need to attend to things

• Spirit of ‘appreciative enquiry’!



Session 1 Big Question: Should CEOs be the leaders of 
Teaching and Learning across their MAT?
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Session 1 Big Question: Should CEOs be the leaders of Teaching and 
Learning across their MAT?

Provocations:
• Is it for the CEO to direct principles of 

pedagogy (e.g. Retrieval Practice in every 
lesson)

• Should the CEO direct the CPDL offer for 
all staff in a MAT?

• Is the allocation of History lessons in the 
KS3 curriculum a CEO decision?

• Does the CEO direct exam board choices?

Contextual considerations:
• Are any of these areas the domain of 

governance?
• Are these decisions or set out in any scheme 

of delegation a school joining the MAT might 
see?

• Does the size of the MAT make any difference 
to your view on these provocations?



What does a CEP consider when faced with data like this?

What are the questions a CEO might legitimately ask in relation to teaching?

What are the questions a CEP might legitimately ask in relation to curriculum?



Each academy develops and 
evolves their teaching and learning 
‘standards’ frameworks to inform 
strategic development and 
evaluation of ‘Expert Teaching’…

These  frameworks  define the 
priorities and help align your CPD 
and monitoring schedule to measure 
the quality of curriculum 
implementation.



Common assessment and reporting calendar. 

Supports a cycle of academic mentoring following assessment and progress reporting.

Common trust ‘blue’ meeting slots to enable subject networks and whole-trust professional learning to be 
scheduled.

Flexibility around other meetings/events as local decisions.
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Session 2 Big Question: How does the wider political agenda shape 
the decisions we make about curriculum and schooling structures?



Trust Quality Descriptors (April 2023)

‘One of the purposes of the descriptions is 

to provide greater clarity, helping to inform 

trusts’ improvement and capacity-building 

priorities. The role of government is to 

define the outcomes we want trusts to 

achieve, but it is for the sector to identify 

and implement the most effective 

approaches to achieve them. As such, we 

have tried to avoid the descriptions stating 

how trusts should deliver outcomes.’



Considerations for the CEO?



Session 2 Big Question: How does the wider political agenda shape 
the decisions we make about curriculum and schooling structures?

• ‘all schools should be within a strong family of schools’  
Nadhim Zahawi Sept 2021

• ‘there is still a commitment to move to a fully 
academised system with all schools in Multi-Academy 
Trusts’  Barroness Barran (Dec 2021 – ASCL Trust 
Advisory Group)

• ITT Reforms – Results of Consultation published but any 
change is now delayed to September 2024

• Early Career Framework – introduced in September 
2021. Mentoring pressures – is it sustainable?

• Headteacher Boards renamed to Advisory Boards and 
new elections held for seats

• ESFA Rapid Response Hub in response to serious 
academy failures with increased government debt

• National Audit Office investigation found ‘sizeable 
minority of academy trusts are building up sizeable 
reserves, meaning they are spending less than their 
annual income on their pupils’ 

• OFSTED – Desire to increase the number of MATSE’s to 
‘gather information and evidence of strong MATs’

• Focus on digital innovation in classrooms – what is the 
exact impact?

• Reserves strategy, Energy and the impact of the cost of 
living crisis

• Continuing industrial action into 2023/24?

• What on earth do we pay our employees?

• New government – pensions, policy, direction?

• Recruitment strategy – where is it?



Session 2 Big Question: How does the wider political agenda shape 
the decisions we make about curriculum and schooling structures?



Session 2 Big Question: How does the wider political agenda shape 
the decisions we make about curriculum and schooling structures?

Political Bodies Accountability Bodies

Stakeholders ‘Friendly Others’

Who are the ‘stakeholders’ who shape the 

political considerations around curriculum 

and teaching for your MAT?



Session 2 Big Question: How does the wider political agenda shape 
the decisions we make about curriculum and schooling structures?

Definition

‘a cooperative relationship between people or groups who agree to share 
responsibility for achieving some specific goal’

Synonyms

cooperation · association · collaboration · coalition · alliance ·

union · compact · league · confederation ·

· affiliation · relationship · fellowship · connection ·

Leading through 
deliberate strategic 
partnerships

https://www.bing.com/search?q=define+cooperation&FORM=DCTRQY
https://www.bing.com/search?q=define+association&FORM=DCTRQY
https://www.bing.com/search?q=define+collaboration&FORM=DCTRQY
https://www.bing.com/search?q=define+coalition&FORM=DCTRQY
https://www.bing.com/search?q=define+alliance&FORM=DCTRQY
https://www.bing.com/search?q=define+union&FORM=DCTRQY
https://www.bing.com/search?q=define+compact&FORM=DCTRQY
https://www.bing.com/search?q=define+league&FORM=DCTRQY
https://www.bing.com/search?q=define+confederation&FORM=DCTRQY
https://www.bing.com/search?q=define+affiliation&FORM=DCTRQY
https://www.bing.com/search?q=define+relationship&FORM=DCTRQY
https://www.bing.com/search?q=define+fellowship&FORM=DCTRQY
https://www.bing.com/search?q=define+connection&FORM=DCTRQY


Session 2 Big Question: How does the wider political agenda shape 
the decisions we make about curriculum and schooling structures?

• What deliberate partnerships have you chosen to prioritise?

• What deliberate partnerships have you chosen to eschew or want to 
ditch?

• When is the time to act in a politically expedient way to achieve a wider 
objective?

• Can you think of a change you have made or might make to curriculum or 
schooling structures that is influenced more by outside forces than a 
weight of evidence or professional conviction? 

• Where are you positioning your MAT in the changing and emergent world 
of professional learning and system leadership?



Session 3 Big Question: How can we build capacity sustainably to 
deliver school improvement and MAT growth? 

SY



Session 3 Big Question: How can we build capacity sustainably to 
deliver school improvement and MAT growth? 

“Understanding which part of the 
circle each school activity falls under 

is both difficult and nuanced, but 
incredibly important. It is a 

challenge. But it is one that trusts 
must resolve.”



Curriculum excellence and expertise...
Over the last five years, we have 
steadily grown the capacity we hold to 
provide leadership in curriculum areas. 

By 2017/18, we were able to appoint 
full time Curriculum Directors for 
English and Maths.

By 2018/19, we added capacity through 
secondments for cross trust curriculum 
leadership of the performing arts and 
other core subject areas.

In 2022, this team now represents 
around 13FTE leaders across a range of 
subjects and curriculum areas. Some 
employed directly by the core trust, 
some seconded for a proportion of time 
from their home schools.



Session 3 Big Question: How can we build capacity sustainably to 
deliver school improvement and MAT growth? 

Structures….

There is a need for a coherent, planned model and 
resource allocation for school improvement across your 
MAT.

• Does every school in your MAT, and every teacher in your 
MAT have an equity of entitlement to resource? Should 
they?

• What is most desirable for successful school 
improvement:   Coherence, Consistency or Compliance?

• How and when do you know you’re ready to support 
others?

• How do you ensure that schools joining your MAT 
understand and ‘buy-in’ to your school improvement 
model?

Leading through 
capacity for 
sustainable academy 
improvement



Session 3 Big Question: How can we build capacity sustainably to 
deliver school improvement and MAT growth? 

Towards a Quality Assurance Framework…

• What proportion of QA should be ‘internal’, and what role does ‘external’ QA play?

• Are you clear what you are seeking to measure through your QA?

• How does QA inform strategic planning? When do you check that actions have been 
followed through?

• What is the difference between QA and an audit? Is there a distinction between 
compliance and quality? 

• Do the executive/trust officers undertaking the QA have the credibility? How is this 
built?

• How do we measure the success of our academy improvement offer?

‘



Spend a few moments reflecting on your views so far in this session or your 

long held beliefs and commitments. These will not be the same for us all.

• Sarah will Chair the activity and challenge participants

• Rob and Richard will trade views (which may not be their own) to get us 

started.

• When the discussion has begun please join the spare seat

• Share your view or challenge one of the other views

• Richard will leave his seat

• Someone else will fill his seat

• Rob will leave his seat

• Someone else will fill his seat

• The professional debate and dialogue  will continue

Basically, if there is a spare seat, sit in it and air your thoughts, reflections, 

opinions or professionally challenge those that have already been shared!



• Is there a QA ‘team’ or is the responsibility shared?

• How on earth do you schedule the QA and do you ‘triage’ 
by need (or OFSTED schedules!?)

• Curriculum Development. How do you ensure cross-trust 
curriculum development groups drive improvement in the 
classroom? How and where do you build the  capacity?

• What role or engagement do you have with local research 
schools, hubs or other research networks? How do you 
measure the impact?

• What is the aim of your MAT CPDL offer? Is it about 
coherence, networking, specific skills. How do you facilitate 
it? How does it balance with school-specific priorities?

• Directorate – Are you planning for and actively including 
non-teaching colleagues in  your cross-trust CPDL offer? 
When and how is best?

Session 4 Big Question: What does equity and quality of offer look 
like in a successful school improvement team?





https://app.powerbi.com/groups/me/reports/d40077b6-269d-473a-92c5-6c539e92f904/?pbi_source=PowerPoint


https://app.powerbi.com/groups/me/reports/d40077b6-269d-473a-92c5-6c539e92f904/?pbi_source=PowerPoint


Scenario

• You are the new Chief Executive Officer of a mid-size Trust with 17 academies and a total of 12,450 learners across 10 
secondary schools and 7 primary schools. The secondary schools are all average or above average in size but the 
primary schools range in size from small rural schools to large urban schools.

• In the last two years the Trust has expanded swiftly with nine of the schools joining in that time. Of those nine, three of the 
secondary schools were sponsored academies with the other six being convertors.

• There are currently no outstanding schools within the Trust, though at secondary level the Progress 8 score averages 
+0.09 however, this masks some significant underperformance in English. Interestingly the Trust primary phase progress 
in all areas is consistently positive except within reading which has recently seen a decline and is now at -0.2.

• All the schools are within a ‘travel to support’ distance of approximately one hour of the central executive team office.

• The current Executive Academy Improvement Team is led by one of the founding school Headteachers, in addition to 
them leading their own larger than average secondary school and has lacked strategic direction and impact.

• So…..what will your structure be to support sustainable school improvement across the entire Multi Academy Trust.

• As a group focus on the discussions we have had and identify 5 key priorities that you would want to see investment in to 
maximise the quality of provision and consequently improve life chances for all learners across the Trust



Session 5 Big Question: How can we frame success in terms of vision 
and the curriculum across a MAT?

• How do you ensure governance at all levels understands what success looks like?

• How do we celebrate success with stakeholders? How do we communicate the benefit 
of MAT work?

• How do you use CLFP and other strategic planning tools to establish benchmarks and 
targets?

• Are these processes built and genuinely informed by principals/headteachers?

• How do you ensure that leaders deliver on your priorities? What if they aren’t or 
won’t?

RS



• We recognise that families and staff are primarily  
invested in schools, not in multi-academy trusts.

• We have common values, and common 
systems/structures that nurture those, but they look a 
little different in different settings. Context matters.

• The speed of the transition to implement some of 
these structures varies depending on the situation the 
school is in.

• The systems we operate are proven and have a range 
of resources and experiences behind them, but they 
are added to and evolved by each school who joins 
the trust.

• These structures are not always consistent in 
application, but they are coherent in terms of their 
values and aims.

• Equality of access and a culture that is safe, nurturing 
and ambitious is expected.

• Every school that has joined us has helped to shape 
and lead the evolution of these values structures over 
the last decade.

Our Values Structures:
School Improvement



• We bring long term financial and operational stability 
and investment to our schools. This means excellent IT, 
site development, personnel/HR, compliance and 
resourcing.

• You are joining a network, both local and national, of 
colleagues invested in excellence.

• We are innovators and (calculated) risk-takers. 
Pedagogy and depth of subject expertise are priorities 
for development and training. Professional learning is 
extensive and expected.

• Curriculum, Pastoral and Senior leaders join a bigger 
team with the capacity, ideas, experience and systems 
to draw on. 

• Meridian Trust runs our own ITT provider, our own NPQ 
programmes through the Teaching School Hub, and 
has an Institute of Education upon which you can draw 
and contribute to.

• You are not alone. When the crisis comes, when the call 
comes, when the need is there – there is experience, 
expertise and kindness.

Our Values Structures:
School Improvement



The Academy on a Page Evaluation (APE)



Area of Evaluation EC GPUTC LA

Pursuit of Excellence - CEO
Overall Evaluation - 

EP / P / CoAC
Refinement Reinforcement Reinforcement

CLFP Targets Meets All Meets Some Meets Some

Reserves Clear Plan - Fixed Clear Plan - Fixed Clear Plan - Fixed

3 Year Budget Mainly Balanced Mainly Balanced Mainly Balanced

Post-16 - RSP Post-16 APE Overview Refinement Not Yet Complete Not Yet Complete

School Roll Growing Growing Growing

Context of Cohorts National Avg National Avg High Prior Attainment

Local Reputation Refinement Refinement Recovery

Pastoral / House Evaluation Refinement Refinement Reinforcement

Attendance Audit - Overall Refinement Refinement Refinement

PLEDGES Refinement Reinforcement Reinforcement

PASS Replication Refinement Refinement

KS3/4 Destinations and CEIAG Reinforcement Reinforcement Reinforcement

KS3 Progress Refinement Reinforcement Reinforcement

KS4 Progress Refinement Reinforcement Refinement

Behaviour Audit - Overall Replication Refinement Recovery

Safeguarding Audit - Overall Refinement Reinforcement Reinforcement

Curriculum Areas Evaluation Refinement Reinforcement Refinement

SENDV Audit - Overall Refinement Reinforcement Refinement

PP Charter Delivery Refinement Reinforcement Recovery

IT Equipment 3 Year roll  out All spec in place 5 Year roll  out

IT Budget 5 year plan budgeted 5 year plan budgeted 5 year plan, not budgeted

Estates No Action Plan yet Action Plan in place Action Plan in place

Recruitment / Retention Replication Refinement Reinforcement

CPD Delivery Replication Reinforcement Refinement

Staff Absence Replication Refinement Reinforcement

Quality Replication Reinforcement Reinforcement

Coherence Replication Reinforcement Reinforcement

Innovation Replication Reinforcement Reinforcement

Powerful Networks - All Meeting Engagement / Alignment Replication Refinement Reinforcement

Survey Feedback - Parents Replication Reinforcement Reinforcement

Survey Feedback - Staff Replication Refinement Refinement

Communications Strategy Replication Refinement Reinforcement

Equitable Curriculum - All
(High Quality Learning Environment)

Excellent Infrastructure - HAN
(High Quality Learning Environment)

Professional Growth - MWO

Teaching Expertise - RSP
(High Quality Learning Environment)

Clear Communications - RSP

Responsible and Safe - MCA SWI

Financial Position - HAN

Context - MWO

Every Child Known - SWI
(Valuing People) 

Confident Individuals - MCA
(Extending the Boundaries)

Succesful Learners - ADA
(Achievement for All)

Measuring what we value 
SEF through the APE is 
mapped to the ‘Values 
Structures’.

Each area is monitored 
through QA activity, audits 
or reporting.

Each judgement is made 
with reference to criteria 
that are regularly 
reviewed.

Shared with Academy 
Council and agreed 
between Principal and EP.







Final Commitment to Action

As MAT leaders we have a duty as part of our funding agreement to advance education in the public 

benefit but more than that we have an ethical purpose to lead high quality education with our 

organisation with:

(ASCL/National Governors Association Framework for Ethical Leadership)

JUSTICE-leaders are fair and work for the good of all children We seek to enable all young people to lead 

useful, happy and fulfilling lives. 

SERVICE-leaders are conscientious and dutiful We demonstrate humility and self-control, supporting the 

structures, conventions and rules which safeguard quality. Our actions protect high-quality education. 

COURAGE-leaders work courageously in the best interests of children and young people We protect their 

safety and their right to a broad, effective and creative education. We hold one another to account 

courageously. 

OPTIMISM-leaders are positive and encouraging. Despite difficulties and pressures, we are developing 

excellent education to change the world for the better
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