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Introduction

| am delighted to introduce EAST’s Three Year Strategic Plan for the period 2021 — 2024. Whilst setting
out how we intend to achieve our Trust’s aspirations over a medium term timescale, the plan also sets the
foundations for the longer term; ensuring that we can be confident that our infrastructure underpins a
sustainable, strong and progressive organisation, led by successful schools.

EAST was established on 1 September 2019. At its inception, three secondary academies were formally
partnered together: Bungay, Farlingaye and Kesgrave High Schools. In 2020, we applied to establish a
Free Special School in Bungay, for children with interaction and communication needs. Demonstrating our

commitment to local, inclusive education, we are proud to announce that Castle EAST School is open.

Establishing EAST SCITT has been a core strategy for improving the flow of teachers into the local area.
Our ‘School Centred Initial Teacher Training’ is an accredited Provider offering secondary (11-16) and
primary (5-11) school-based initial teacher training awarding Qualified Teacher Status (QTS). We see
EAST SCITT as the most effective way to find and develop future teachers to work in this vibrant county.

We are delighted with the popularity and quality of EAST SCITT in only its first year.

We are very confident that EAST will create a stronger future for our schools and continue to improve
outcomes for our students. It is through a genuine and transparent commitment to working together that
we will continue to collectively and individually achieve great things, provide a first-class educational
experience in which all our students can excel. Schools in our Trust retain so much of their independence
whilst benefiting from an exciting formal partnership; things such as school names, uniforms and a strong
sense of identity are all retained whilst Local Governing Bodies (LGBs) continue to have a significant role

in managing and leading schools.

This ethos ensures that we maintain a sharp focus upon the sole reason for forming EAST — our students.
Whether directly or indirectly, it is clear throughout our strategic planning that our core purpose of providing
an excellent educational experience for our students is illuminated throughout every aim and objective.
The strength of our school communities, their Local Governing Bodies and the Trust Board means we are
confident that with our vision, skills and resources, EAST will serve the best interests of our community

and ensure that we are able to shape our own destiny.

Angelo Goduti

Chief Executive Officer
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Philosophy and Values

It is important to appreciate that Bungay, Farlingaye and Kesgrave High Schools made the active decision
to create a Multi Academy Trust for reasons that they passionately felt would enhance the educational
experience for all students in our school communities. Our schools were able to be reflective and decide
our own futures rather than having to respond to external pressures. As a result, our schools did not have
to compromise the values and principles that have allowed them to thrive and achieve highly over time.
Over an extended period of developing and planning, we were able to work together using the views of all
stakeholders. The expertise of well qualified and experienced Local Governing Bodies, EAST’s Trust
Board and excellent school Leadership Teams, combined with the views of staff, students and parents has
set the foundation for a genuinely inclusive multi academy trust. This measured approach has ensured
that our vision represents a genuine collaborative approach; one that brings together aspects of

outstanding practice, combined with the desire to maintain schools’ individual uniqueness.

Our vision for EAST is based upon the following fundamental values:

e All students and staff are entitled to equality of opportunity and to be treated with respect.

e School should be an orderly, safe (both emotionally and physically) and healthy environment where
students are able to enjoy and achieve.

o Personalisation of the curriculum is essential for each student to make progress in both their
programmes of study and personal development

e Students should be supported to identify, work towards and achieve personal aspirations.

e Students are entitled to experience real life opportunities within a safe environment which will help
them become responsible citizens.

e Families have a shared role in supporting students’ learning, achievement and personal
development

e Every student is unigue and we should never limit our expectation of what they can achieve.
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Vision

EAST’s vision can be summarised into four broad areas:

High Expectations School Exceptional Learners Community and

and Curriculum

and Standards Improvement Respect

High Expectations and Standards - Working Together so that a high performing Multi-Academy Trust
(MAT) delivers the best educational experience for students across both secondary, primary and specialist
phases. Supporting all individuals, irrespective of needs and obstacles, to achieve their potential.

School Improvement - The educational landscape continues to change at a fast pace and we want to
develop a local MAT that serves its young people brilliantly. We are striving for an exciting partnership of
schools that are able to deliver efficiency, effectiveness and economies of scale to free up resources for
teaching and school improvement. School to school support, challenge and accountability are central to
ensuring a self-improving system. Developing our own teachers through excellent CPD, and maximising
the benefits of EAST SCITT means that we are committed to ensuring outstanding professionals and

practitioners work in our schools with students.

Exceptional Learners and Curriculum - Encouraging enquiring minds and developing resilient, confident
learners who are willing to take risks and always rise to a challenge. Active and engaged learning styles
set in real-life contexts, involving problem solving and teamwork, are embedded in our broad and balanced

curriculums.

Community and Respect - Developing a strong sense of community with a wide range of enrichment
activities and high aspirations for all students across our Trust is crucial. Our ambition is to foster mental
and physical well-being for our students and staff, with respectful, trusting relationships. Students are
nurtured to be tolerant and respectful towards different cultures and to be active and principled global
citizens. Parental engagement in educational experiences and input into decision making is crucial to

ensuring that young people achieve in appropriate settings using personalised strategies.
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Leadership and Governance

Leadership

The leadership of EAST is committed to realising the benefits of trust wide collaboration for our schools.
The drive to maximise this underpins our strategic aims and consistently guides our focus and resulting

actions upon the non-negotiable question of how our work will enhance experiences for EAST’s students.

The CEO has the responsibility of leading and overseeing the efficient, effective and compliant
management of the trust and its academies. At EAST, the CEO provides strong strategic leadership
towards the trust’s vision and goals alongside being ultimately accountable for the performance of all
academies within the trust. The CEO is also the EAST’s Accounting Officer, responsible for ensuring EAST
fulfils the statutory and regulatory responsibilities set out in the Academy Trust Handbook. Equally, the
CEO ensures the responsible and appropriate use of public funds and monitors EAST’s internal and

external financial reporting.

EAST’s Trust Board holds the CEO to account for these responsibilities. It is important to recognise,
however, that effective organisations distribute responsibilities effectively so that a shared vision is
authentic, expertise is pooled and maximised from our excellent staff. The balance of autonomy and control
is carefully thought through so that our leaders can lead and create excellent schools. EAST’s
Headteachers are principled, forward thinking and experts in school leadership. They lead extremely
effective schools and together, help to drive the direction of EAST by working closely with the CEO on
educational and business based strategy. This ensures that decisions at Trust Board level reflect effective
responses to the needs of our schools. The HT-CEO Leadership Team meet frequently to drive policy,
procedure and inform spending across EAST. This is alongside the individuals meetings between the CEO

and Headteachers to further explore developments in our schools.

EAST’s Central Team is developing to provide a strong Trust Hub for our schools to benefit from. With
strong financial expertise, the Director of Finance and Operations with the Trust Finance Manager, provide
a clear framework for reporting and monitoring alongside the support from our school based business
teams. This is further supported by the Business Network which meets regularly, led by EAST’s DFO,
ensuring consistently, compliance and regularity in the work carried out across the Trust. The school
based and central teams work closely together to ensure a high level of quality in the essential work they
do. Often the work that the business teams carry out, is inextricably linked to exciting and necessary capital
building projects in our schools. Our expertise in these areas, applying for specific grants and building
projects, at both school and central level, means that our schools frequently benefit from enhanced

facilities and resources.
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Governance

Governance of EAST is strong and principled, undertaken by Governors in each school (Local Governing
Bodies - LGBSs), a Trust Board working across the MAT and an overarching Members Board. The collective
knowledge, skills, experience and insight of all these individuals ensures that Governance in our Trust
both challenges and supports each school to ensure the best outcome for our learners. Our Board ensures
that EAST complies with charity and company law requirements. In accordance with Academy
requirements, the Trust follows approved Articles of Association and delegates functions to the LGBs of

each academy through a Scheme of Delegation.

EAST’s Members hold the Trust Board to account for academy performance, approve changes to the

Scheme of Delegation and Articles of Association.

Trustees make up the Board and are responsible under the Articles of Association for controlling the
management and administration of EAST. They have responsibility for directing its affairs and for ensuring
that it is solvent, well run, and deliver EAST’s charitable outcomes for the benefit of the public. The Board

is accountable for the performance of all the schools within the MAT.

Local Governing Bodies continue to have a significant role in the governance of the school, involved fully
in activities such as approving the local strategic plans, setting measurable targets, overseeing the school
budget, holding the Headteacher to account and working closely with the leadership of each school to

create and approve local policies.

Governance m
Model C D
- ;

(]

Standards ~ Finance & Audit S
Committee Committee HR Committee

“Access to
Committees
and TB
directly or
via CEO

Primary & School Local Governing Bodies (LGBs)

Secondary ”
Development Group .

Learning
Networks

T
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Accountability and Autonomy

The diagram outlines how accountability works at EAST (highlighted in yellow):

Committee: Members
Annual Meetings: 3
Attendance: Members
Chairof TB

CEO

Monitoring:

TSDP (x3)

Financial Summary (x3)
CEOIChair's Report (x3)
Risk Summary (x6)
Informal updates

Wrkdodi

Members

Committee: Trust Board
Annual Meetings: 6
Attendance: Trustees
CEO

DFO

Observing Member (opt.)
HTs (by invite)
Monitoring:

TSDP (x6)

Financial Summary (x6)
Committee Reports (x6)
RiskRedgister

Informal updates

Holds TB to
account

~

N

Accountable
to Members

T
i

Trust Board

Committee: HR
Annual Meetings: 6
Attendance: Trustees, CEO,

DFO
Monitoring: RR, School
Updates, Staffing data

Human Resources Committee

Committee: Education
Annual Meetings: 6
Attendance: Trustees, CEO,
HTs (x1, then by request)
Monitoring: Reporting data,
RR, School updates

Accountability Structure

HT Accountable to CEO/TB

HT-CEO 1:1 Link Meetings

HT-CEO Leadership Team

Committee: F&A

Annual Meetings: 6
Attendance: Trustees, CEO,
DFO

Monitoring: RR, Financial
Reporting, Audit outcomes

Chairs of LGB / CEO Meeting

LGB Meeting
. Accountable to TB
. Holds Schools to
account

e Members hold the Trust Board to account for the overall performance of EAST

Chairs of LGBICEO Meet
Online annual Meetings: 3
Attendance: Chairs, CEOQ,
DFO (by invite)

LGB Meetings

Annual Meetings: 6
Attendance: Governors, HT
Observing Trustee (by

Monitoring: SDP, School
data, local BudgetPlan

e The Trust Board delegates the responsibility for the delivery of EAST’s vision to the CEO. The

CEO is held to account by the Trust Board for the overall performance of EAST and each individual

school.

e The CEO holds the Headteachers to account for the performance of each school and line manages

them.

e Whilst the Trust Board cannot delegate its accountability, allocation of activities to the different

governance and leadership groups (e.g. Committees, Headteachers and LGBs) occurs through

the detailed Scheme of Delegation

Monitoring

In order for accountability to be authentic and purposeful, the diagram on page 7 outlines the reports that

are used for EASTs committees and leaders to effectively hold others to account. Reporting is essential

for accountability to form an integral part of a supportive, challenging and essential process. The CEO will

W
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report to the EAST’s Trust Board on the performance of the Trust and its Schools using a variety of reports
that will also be supplemented by the Headteachers and LGBs. These are included on the diagram and

will include:

e EAST’s Strategic Plan
e Financial Reporting

e CEO/Chair’s Report

e Risk Register

o Committee Reports

e Specific School Updates
Earned Autonomy

As the Trust grows and matures, EAST will develop a refined system of Earned Autonomy. Whilst the
Trust Board will retain overall control, this model will ensure that high performing schools have a greater
level of decision making through their LGB. This model of earned autonomy will require more than one
scheme of delegation and with clear criteria. This model will mean that some LGBs will have greater

decision making powers and some may be advisory.
A decision for a school to have increased autonomy would be underpinned by:

e School outcomes

Recent Ofsted report

e Strong financial and administrative performance

e Leadership and governance capacity and capability
¢ Due diligence

e EAST’s RAG Rating
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School Improvement System

At its core, our Strategic Plan aims to consistently deliver an excellent educational experience for our
students in every one of EAST’s schools. This serves as the ‘driver’ for the development of a school

improvement system that careers us to our vision.
Intelligent Systems

EAST operates on a philosophy of ensuring that its systems are reviewed, refined and do not duplicate
work or information. The Improvement Cycle is underpinned by a clear and calendared reporting plan
(page 12) which details the information that is provided to the Trust at key points throughout the year.
ALPS Fusion is used to collect school data for Trust monitoring. This is organised into the following
categories and provides a clear level of expectation for schools so that information is shared and acted

upon as appropriate:

e Outcomes and Planning

End of year results
- Progression review
e Student Engagement - Attendance
- Behaviour
- Attitudes to learning and self
- Extra-curricular participation
e Staff - Quality of teaching
- CPD offer
- Staffing
- Wellbeing
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The Annual Improvement Cycle

Term 1

CEO-HT 1:1
SDP

MAT Data upload -
ALPS

Education Committee
Term 6 Data Review with HTs

Report to Trust Term 2
CEO-HT 1:1
SDP oy Appraisal for HTs

MAT Data upload -
ALPS

Education Committee
Report to Trust Board

MAT Data upload-
ALPS

Education Committee
Report to Trust Board

The Annual
Improvement

Term 5 Cycle
CEO-HT 1:1 Term 3
Review Appraisal HT CEO-HT 1:1

Sbp SDP

MAT Data upload - MAT Data upload-
ALPS ALPS

Education Committee Education Committee
Report to Trust Board
Term 4 Report to Trust Board

CEO-HT 1:1

MAT Data upload-
ALPS

Education Committee
Report to Trust Board

The Annual Improvement Calendar details precisely how and when data is provided by EAST’s schools.
1:1 meetings between Headteachers and the CEO means a collective picture can generated for
discussion at Committee meetings. It also provides a consistent approach to Schools-Trust Board
communication via the CEO. The Committees monitoring this information are:

1. Education Committee — meets six times per year.

2. HR Committee — meets six times per year.

v
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The Annual Improvement Cycle Calendar

To be included once updated.
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Location

Location

EAST'’s schools are located in Suffolk. Prior to forming EAST in September 2019, Bungay, Farlingaye and
Kesgrave High Schools had collaborated in formal and informal circumstances. Farlingaye and Kesgrave
High Schools established one of the first one hundred Teaching School Alliances in the country in 2012,
and this led to a great deal of local development work with other schools, ranging from designing support
packages for improvement through to annual training events. Forming EAST was a natural progression
into a formal arrangement where genuine trust through joint working had been a feature of the relationship
between our schools. EAST was therefore built on a strong, trusting and forward thinking foundation.
Working together had meant that we were comfortable with the geography and proximity of our schools to

each other:

Figure 1: Location of the EAST nationally

Worfalk
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Figure 2: Locations of our current schools in Suffolk
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In 2020, we applied to establish a Free Special School in Bungay, for children with interaction and
communication needs. Demonstrating our commitment to local, inclusive education, we are proud to

announce that Castle EAST School is open.
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Growth

EAST'’s future growth is an area of ongoing, careful consideration. There are many benefits of Trust
growth for our schools but it is crucial that it does not compromise the support our schools receive. It is
essential to make clear that as EAST grows, it is a central principle that individual schools retain their
unique characteristics and identity whilst being part of a larger, supportive ‘family’ of schools. The future

growth of the Trust will be assessed with the following features in mind:

Local — growth which maintains sensible geographical proximity between schools means that
school to school support, effective collaboration and personalised interaction with the
CEO and Trust Board can be a consistent feature of schools’ experience of EAST.
However, it must be noted that through recent experiences, we have all become more
skilled and confident in online working, an area that will further improve communication

and potentially extended the ‘reach’ for EAST.

Personal -maintaining a personal relationship between school leaders and the CEO / Trust Board
ensures that schools are able to work closely with the central EAST team when it is
required, and without delay. This provides timely and direct support for schools whilst

ensuring that decision making processes can continue to work swiftly and efficiently.
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It is important that we recognise that sensible growth will help to maximise the benefits of working

together, and ultimately benefits every school in EAST. The benefits of growth for our schools can be

summarised in the following six areas:

Economies of scale
Where appropriate and beneficial, joint
procurement in areas such as HR,
payroll, maintenance, IT, and catering
could bring about savings, value for
money and increased quality.

Leadership Development
Quality schools with excellent leadership
at all levels can work together to further
enhance skills, structures and systems
which brings about improvement and
increased motivation for individuals.

Central Team

EAST is committed to developing a
central team which is designed to
support our schools, their infrastructure,
collaboration, expertise and future
success.
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Learning expertise

Sharing excellent practice through CPD
and joint practice development can bring
about cost effective and high quality
training in an open and trusting
environment.

EAST SCITT

As EAST SCITT grows alongside the
Trust, it will provide our local schools
with high quality teachers. Being a part
of EAST as will ensure that our members
can benefit from training and recruiting.

Reputation

EAST wishes to retain and develop its
schools’ reputations for excellence,
ensuring that our commitment to
students’ wellbeing, experience and
achievement is fully recognised.




Stakeholder contributions to the Strategic Development Plan

We are strongly committed to ensuring that our Strategic Development Plan represents the collective
vision and views of our stakeholders. The following diagram illustrates the key groups who have been
consulted as part of this plan, and some of the key aspects that they felt were important to focus upon

over the next three years:

EAST’s Strategic Development

Students

Technology for Learning
Student Voice across EAST
Student EAST Council
Leadership Opportunities
EAST Events

Schools’ LGBs

Student benefits
Networking
Saving time for School
Consistency
Autonomy to be Creative
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Collaboration & Sharing
Expertise
Resourcing
Wellbeing & Ethos
Strong Communication
Clear Vision with Students at
CORE

Members & Trust Board

Establishing vision
Scheme of Delegation
Terms of Reference update
Cross school support
Compliance and assurance
Developing people




Strategic Development Plan - Framework and Summary

This Strategic Development Plan is designed to support and drive improvement across the Trust, to help build and strengthen current capacity, build resilience

and enable it to grow. The framework for development is based on 5 key strands forming EAST’s ‘foundations’:

3. High Quality Education

1. Vision, Culture & Ethos

2. People

4. Quality Assurance &

5. Business, Finance &

Governance

Spotlight Areas:
A. Clarity of purpose
B. Quality self-evaluation
C. Leading a culture of

continuous improvement

Spotlight Areas:
A. Building capacity for
improvement
B. Building resilience-
recruiting, developing

Spotlight Areas:

A. Engaging T&L

B. Evidence- based CPD
C. Curriculum development

D. Effective assessment

Accountability
Spotlight Areas:
A. Monitoring processes
B. School performance
C. Challenge and support

Spotlight Areas:
A. Effective financial
planning
B. Effective Governance
C. Central services and

School consultative groups
Vision articulation

School context training
Trust-wide policies

TSDP monitoring process
Sharing SEFs

Leaders SEF knowledge
Trust Committee Review
Share SIP approaches
Communication plan
Annual conference
Develop consistent PM
Policy Plan

School based Ofsted training

HT-CEO PM process plan
Appraisal development target
Staff wellbeing and benefits
EAST funded courses
EAST leadership roles
Central Team target model
Central Team development
Succession planning
overview

Recruit Members and
Trustees

EAST SCITT development
Embedding ECF

Consistent advertising

Disadvantaged students
Action research projects
Recently Qualified Teacher
(RQT) Development
MAT annual PD day
Peer Curriculum Review
Group

Network mapping
Subject networks
Leadership Networks
HT/SL Leadership Team

Expertise Hubs/Directory

Design accountability process
Articulate accountability ‘lines’
HT reports to Committees
The Improvement Cycle
Design central review for
schools -

Develop Education
Committee

R&R of governance

Develop CEO-HT 1:1

LGBs induction programmes

and retaining talent E. Ambitious leadership infrastructure
Objectives: Objectives: Objectives: Objectives: Objectives:
Stakeholder feedback M and TB training ‘Lost Learning’ Define information flow Financial reporting calendar

Review system administration
Maximising IRIS

TSDP link to SMRA targets
Maximising available bids
Governance Ofsted training

S of D review

Risk Assessment process
Trust research & relationships
Statutory responsibilities
Business Services
Procurement Network

Growth strategy

Primary Lead

Marketing

External Reviews: Governance
&IT




Short Term: One Year Plan, 2021-2022

Strategic Development Area 1: Vision, Culture & Ethos

Spotlight Areas: Corresponding KPlIs:

A. Clarity of purpose e Stakeholder role in strategic planning authentic
Vision, culture and ethos are evident as systemic practice acrosﬁ ° Fggdbgck processes are in place for staff to support EAST's development
e Vision is evident in tangible school practices across EAST
EAST e Trust Board understanding of individual school need improves
e Statutory policies are in place across EAST and with review process
B. Quality self-evaluation e TSDP monitored with clear accountability ‘lines’ to the TB and Members
SDPs are accurate and lead to effective school planning for e School SEFs are shared and agreed good practice used _
_ # e Leaders in schools confident and ready for Ofsted ‘Deep Dive’ requirements
improvement and excellence o Committees using consistent framework to planning, meeting and
communication
C. Leading a culture of continuous improvement e Schools share SDPs and identify good practice
School improvement strategies are clear and driving standards in e Communication plan calendared and published
e SharePoint platform in place and improves communication
across EAST’s schools e Annual Conference feedback indicates utility and value

o Adoption of EAST Appraisal policy

Objectives

Lead (+ Others

Resources /

Timescale for

M1

M2

M3

understanding of tangible needs and thus creating a direct link

between the Trust and school staff.

virtual feedback
sessions x3

involved) Budget completion
Create a systematic approach to receiving Stakeholder feedback | AG - October 2021
as part of the annual Trust Strategic Development Plan planning
process.
Establish school consultative groups to support the Trust’s AG EP to organise October 2021 (1)

January 2022 (2)
May 2022 (3)
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Use the newly established Trust — Staff communication processes | AG £200 November 2021
to articulate and refine the EAST’s Vision thus building a positive, \[/)igisolgn of EAST's
collaborative culture. electronically and
for display
Develop the Trust Board and Members understanding of our HTs - December 2021
schools differing and common needs through ‘School Spotlights’.
Continue to develop EAST’s Trust —wide policies to ensure AG - December 2021
. . . MR Appraisal
consistency in practice across our schools based upon our culture Finance
and ethos. Pay
Gender Pay Gap
July 2021:
All staff related
Health & Safety
Develop a clear process to monitor the progress made with AG - October 2021 (1)
) ; ; January 2022 (2)
EAST’s Trust Strategic Development Plan (TSDP) using a TSDP May 2022 (3)
Working Party.
Explore how schools can support each other through the review AG HT time July 2022
and development of school SEFs and set the foundation for a g;rollij)svelopment
Trust-wide approach.
Share and develop school based strategies to ensure that leaders | AG HT time December 2021

at all levels develop knowledge of self-evaluation and Ofsted

‘Deep Dives’.

HT Development
Group

Review the Trust Committee practices with regards to function
and effectiveness, specifically focusing on the identification of

agenda items and communication of outcomes to the Trust Board.

AG
MR
Trustees

October 2021
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C Share SDP school approaches to identify aspects of good AG HT time December 2021
practice across the Trust for planning and monitoring at school and g;rolasvelopment
Trust level.

C Embed EAST’s Communication plan, calendaring key events, AG £1000 for ICT February 2022
developing a SharePoint platform and communicating how the E:\D/I ?.%nfougzgganST
information flow has been refined for greater efficiency and less
duplication.

C Establish EAST’s first Annual conference combining cross- AG £1500 for location, | November 2022
Governor development work with ensuring that our priorities our 'I\EAFI? irr?;r::tshments and
understood and ‘owned’ by these key stakeholders.

C Establish the first stage of a consistent approach to AG, MR, HTs - December 2021
Performance Management through the creation of a Trust-wide NCEBASST B
policy approach.

C Identify outstanding MAT polices and devise a policy plan for AG - October 2021
completion. MR

C Ensure that school based Ofsted training is organised to support | AG via CST TBC December 2021
school leaders with the requirements of inspection.
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Strategic Development Area 2: People

Spotlight Areas:

Corresponding KPlIs:

Party

o Employment opportunties are advertised consistently across the Trust

A. Building capacity for improvement e Trustees and Members enact role with increasing confidence and accuracy
Effective training develops capacity for improvement in schools. o Appraisal ensure_s_leadershlp development is a key feature for gl_l staff
_ ) . e Leaders and aspiring leaders undertake development opportunities
Effective leadership CPD support all schools in EAST. # e Schools leaders drive development in EAST’s Trust-wide Learning Roles
Appraisal is robust and drives improvement across EAST’s
schools.
B. Building resilience-recruiting, developing and retaining talent o Staff engage in and make the most of EAST’s published benefits
Staff feel valued and happy. e Surveys indicate tha_t staff feel valued and happy to belong to EAST
_ _ _ e Plans for future staffing are tracked and underway
Excellent staff are developed, recruited and retained ensures high e Governance staffing is improving towards full, skilled and balanced capacity
quality teaching across EAST. e EAST SCITT is successfully recruiting and trainees are progressing well
o ECF first year trainees progress with the support of the EAST PT Working

Objectives Lead (+ Others Resources / Timescale for M1 M2 M3
involved) Budget completion
A Provide role based Members and Trustee training which outlines | AG - April 2022
role and responsibilities, as well as EAST mechanisms for holding SM
others to account.
A Ensure that the HT-CEO PM process is clear with mid-year AG £2000 for external | November 2021
. o : , LF Advisor Novermber 2022
reviews and clear success criteria linked to school improvement in HTs
place, underpinned by robust support for Headteachers. LGB Chairs
A Ensure that an appraisal development target is in place for all AG Time for HTs July 2022
employees in EAST to link to school improvement aims. g:’oz)svelopment
A Provide opportunities for individuals to bid into EAST funded AG £10,000 TBC Open from
courses and other external opportunities (e.g. Maths Hub Group CH;:'OEJ)svelopment HT time November 2021
MR
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Leaders, Visiting Fellows via Unity TSH) to build leadership

capacity in our schools and across the Trust.

Establish EAST leadership (Learning) roles to lead key AG £10,000 TBC Open from April
: . HT Development HT time 2022 (or
improvement areas across the Trust and support schools in
Group September)
identified areas for improvement. MR
Ensure a staff wellbeing package is in place is each school AG - Clarity from April
across the Trust for individuals to opt into (Local and Formal). g;rolasvelopment 2022
MR
Design a costed Central Team target model based upon research | AG - Ongoing but draft
MR in place by July

in other Trusts and the ongoing work towards EAST’s objectives

and vision.

HR Committee

2022

Recruit to the Current Central Team to increase leadership and AG - September 2022
: Lo . , MR
operational capacity in business and finance. TB and LGB
representative
Complement EAST’s Succession Plan with School Leadership AG - October 2021
HTs

Team Successions Grids.

HR Committee

Recruit Members and Trustees to further improve and build Members - December 2022
capacity, skills and balance in EAST’s governance.
Support EAST SCITT’s development and infrastructure through AG - July 2022

MR (ongoing)

strategic, financial, and infrastructure based support at central team

level (alongside governance).
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Commissioner’s Office / DfE to ensure that we access information
in a timely fashion which supports the capacity across the existing
and future needs of EAST.

B Through EAST’s Professional Tutor Network, develop school AG July 2022
experience of the ECF whilst working closely with Unity TSH to Lucy Co_rneII
Professional
ensure that the course is effective, supports the development of Tutors
excellent ECTs and is manageable for mentors.
B Develop a consistent advertising process that when employing MR December 2021
school and / or central Trust staff which accesses our best possible
reach and reflects the ‘EAST process’.
B Continue to develop our relationship with the Regional AG Ongoing — regular
MR contact required

24 Trust Strategic Development Plan (TSDP) 2021-24




Strategic Development Area 3: High Quality Education

Spotlight Areas:

Corresponding KPlIs:

which focus upon impactful T&L strategies to raise student

January 2022

A. Engaging T&L
Workmg.together to create |nnf)vat-|ve and impactiul approaches e Research between classroom practitioners is dissemninated
to ensuring that students learning is excellent. e Classroom practitioners write Action Research Projects available to staff
B. Evidence- based CPD # e Valuable programmes for RQTs are attended by EAST’s teachers
Empowering staff through evidence-based CPD to develop their
practice with increased competency in expertise and knowledge.
C. Curriculum development
Working together to develop curriculum models that underpin * Plans for a 2022-23 Jp'nt PD day are drafted _and the date is s_et
e Peer Curriculum Review Team meet and review / develop urriculum areas
progression and support excellent T&L. # of need
D. Effective assessment e Standardisation and moderation occurs between different schools in EAST
_ _ _ e Subject Networks are mapped and ‘emerging’
Accurate, consistent and impactful assessment drives progress.
E. Ambitious leadership
Ensu.rmg that our Ifeaders are. support-ed -|n developmg their # e Leadership Networks are created to meet school needs
practice and technical expertise, continuing to contribute to the e The HT Leadership Team develop and drive EAST’s innovative approach
design of a high quality education across EAST’s schools.
Objectives Lead (+ Others Resources / Timescale for M1 M2 | M3
involved) Budget completion
A Evaluate existing Trust-wide, school based strategies which AG TBC Ongoing
support students with recovering ‘lost learning’ as a result of the HTs Strategy
September 2022
pandemic. Ensure that the strategy focuses on our most
vulnerable and disadvantaged students.
A/B | Develop Trust-wide opportunities for Action Research Projects AG £5000 Ongoing but
HTs (£500 per project) | launched by
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achievement (class based research and communication /

dissemination to EAST staff).

B Use the existing Recently Qualified Teacher (RQT) Development | FHA (MA) TBC Lanched by
programmes in school to produce a shared offer across EAST, January 2022
providing a progression from the ECF.

C Plan EAST's first shared PD day based upon the needs of our AG Planning this year | July 2022

, HTs only
schools and future for EAST in 2022-23. AHTS (CPD)

C/D | Establish a Peer Curriculum Review Team to jointly develop and | Curriculum AHT - Launched by
share effective approaches to curriculum structure and links to January 2022
assessment.

E Produce a Network Map of current and future EAST networks, as | AG - Ongoing but

, HTs drafted by
developed by EAST’s school staff. School Staff February 2022

A- | Establish EAST'’s first Subject Networks to share good practice AG - Ongoing but

D . . . . HTs started by January
and support each other in working to deal with common issues. Subject Leads 2022

E Continue to develop EAST’s Leadership Networks to bring about | AG - Ongoing but re-

. . . . HTs started by October
shared strategic develop, sharing of good practice and trusting School Leaders 2021
relationships.

E Create a Headteacher Leadership Group which drives the AG Contribution to October 2021
direction and innovation for EAST’s schools and supports central HTs Headteacher time
team strategy. DFO
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Strategic Development Area 4: Quality Assurance and Accountability

Spotlight Areas:

Corresponding KPlIs:

A. Monitoring processes

Monitoring processes ensure that evidence gathering is accurate

where appropriate.

e Information flow is clearer and without duplication
and used to support, challenge and hold leaders to account. e Meeting attendance for HTs is rationalied and reduced
B. School performance e The Improvement Cycle is developed
_ o _ e The Improvement Cycle is calendared for Headteachers and Trustees
School performance is supported and "assessed’ in line with e Headteachers have presented at the Education Committee
appropriate accountability measures.
C. Challenge and Support e EAST uses a ‘central review’ to track progress with Ofsted criteria
Challenge is underpinned with support for our school leaders to *  Education Committee role and use of data developed
_ o _ _ # e Committees all report to Trust Board consistently
bring about effective judgements and actions for improvement e HT-CEO 1:1 Link meetings established and hold HTs to ccount as weel as

providing apprpriate level of information to the Committees and the Trust
Board

Objectives Lead (+ Others Resources / Timescale for M1 M2 | M3
involved) Budget completion
A Rationalise information flow so that EAST’s systems facilitate AG - October 2021
communication between individuals, committees and the Trust Ll'?'s
Board. Use this approach to rationalise meeting attendance and
contributions to agenda items.
A/B | Design a clear and logical accountability process which outlines | AG - April 2022
key terms and corresponding information needed to assess on a SM
Data Lead
regular and systematic basis. (The Improvement Cycle)
A/B | Articulate accountability ‘lines’ using a clear calendared AG - April 2022
- : SM
approach so that the accountability cycle is transparent and Data Lead
supportive for school leaders. (The Improvement Calendar)
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B Headteachers to present summer results and provide an overview | SM - October 20221
of actions resulting from the outcomes to the Education Committee. HTs
C Develop Education Committee so that data received in purposeful | AG - April 2022
and allows for a strategic overview/ approach to be undertaken by SM
the Trustees.
C Clarify the roles and responsibilities of key monitoring AG - April 2022
committees (TB, M, LGBs) so that information that ‘flows’ to the LF
Trustees
TB is consistent and conducive to a strategic approach.
C Establish HT-CEO 1:1 Link Meetings so that appropriate support | AG - January 2022
and challenge is based up the efficient and effective used of school HTs
based evidence that is consistent across all of EAST’s schools.
C Working with LGBs to review LGB induction and training for new AG - July 2022
MR
Governors at school level. .
Chairs
C Review recruitment and retention challenges with LGBs. AG - July 2022
MR
Chairs
C Develop LGB and Governor database with areas of expertise. AM - February 2022
MR
Chairs
EP
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Strategic Development Area 5: Business, Finance and Governance

Spotlight Areas:

Corresponding KPlIs:

A. Effective financial management and planning ¢ Financial reporting calendar published
Financial planning reflects school priorities and facilitate # * Review of financial sys_tem adm!nlstratlon leads to action
_ e SMRA targets feature in F&A minutes
Improvement. e Grants applied for as appropriate
B. Effective Governance e TB and LGBs have undergone Ofsted training
Governance is skilled, robust and underpinned by accurate e Scheme of D_elegatlon reviewed and gystem for annual review in place
# ¢ Enhanced Risk Assessment process in place
information. It Strateg":a”y Shapes the future Of EAST. ° Relationships W|th Other Trusts developed
e Statutory responsibilties mapped with strategies to review each
C. Central services and infrastructure e School Business structures are mapped
Clearly mapped central services supporting schools’ operations. o Procu’rement Network wc_)rks to establish further joint contracts
e EAST’s growth strategy is mapped
# ¢ Marketing Strategic plan and review of existing arrangements conducted
e LGB induction reviewed
o LGB recrutiment challenges reviewed
e Governor database in place centrally
Objectives Lead (+ Others Resources / Timescale for M1 M2 M3
involved) Budget completion
A Publish a financial reporting calendar providing clarity for the MR - December 2021
Trust Board, LGBs and school Finance Teams. CA
A Review the financial system administration with schools and CA - November 2021
finance leaders.
A Maximise the benefits of using IRIS with regards to financial MR - Ongoing
reporting and its efficiency for staff. CA
A Address and focus upon SMRA targets through the Finance and MR - From October
Audit Committee and agenda as standing item. CA 2021_and then
ongoing
A Maximising available bids that match EAST’s requirements and MR - Ongoing
needs AG
) HTs
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CA

B Organise Governance Ofsted training for EAST’s Trust Board AG C£600 December 2021
and LGBs.
B Set up a system to review the Scheme of Delegation and Terms | AG - February 2022
of Reference annually and ensure that LGBs and the Trust Board EAFR
fully understand their responsibilities and its implications.
B Enhance the EAST Risk Assessment process to ensure thatitis | AG TBC April 2022
efficient, provides information for timely mitigation and links to MR
school risk registers.
B Research effective practice in other Trusts and build Trust-Trust AG - Ongoing
. . . MR
relationships to enhance our own practice at governance level. CA
Trustees
B Ensuring EAST takes a continuing robust approach to statutory AG - Ongoing
responsibilities, outlining in policy terms, its approach to key MR
’ ' Trustees
areas (e.g. safeguarding, finance, HR). Trustees are linked to key CA
I EP
statutory responsibilities.
B Develop a robust approach so that the Trust Board can AG - December 2021

systematically assure compliance of health and safety measures Working Party

across the Trust.

C Map school business structures to facilitate the future planning MR - July 2022
of EAST’s ‘central’ roles following review of teams’ structure in AG
schools.
C Develop Procurement Network to identify opportunities for shared | MR - December 2021
contracts leading to best value and optimum quality. CA
C Map out EAST’s growth strategy, highlighting the vision and AG - March 2022
MR

proposed developments over the medium to long term.
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assessment of its effectiveness and to support future planning.

C Consider developing capacity through a Primary Lead to develop AG TBC April 2022
expertise. MR

C | As part of the EAST’s growth strategy, ensure that schools and AG C£5000 April 2022
EAST are taking a planned, strategic approach to marketing. MR

C Externally review EAST’s Governance to provide an independent | AG TBC April 2022
. . , MR

assessment of its structure, compliance and effectiveness.

C Externally review EAST’s IT to provide an independent Mr TBC July 2022

AG
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Medium Term: Three Year Plan, 2021 - 2024

Highlights for the next 3 years:

training for contextual understanding
Develop and implement EAST'’s appraisal
process

Staff Wellbeing strategies across schools
reviewed

Plan Trust-wide opportunities to CPD
Create EAST Leadership roles

Launch EAST SCITT and Press Release
Succession planning overview at SLT role
levels

Launch ECF training for ECTs

Trustees training

Staff Wellbeing EAST strategy developed
Embed EAST Leadership roles

Review SCITT outcomes and action
planning

Develop and enhance SCITT’s strategic
plan

Develop leaders (at all levels) succession
strategy for schools

Link EAST SCITT’s strategy to EAST’s ECF
and RQT fjourney’

Build expertise in mentoring across schools
(ECF)

Key Areas 2021-2022 2022-2023 2023-2024
1. Vision, Refine ‘vision articulation’ with staff Staff ‘evaluation and focus’ groups and Common approach to SEF across schools
Culture and Create opportunities for feedback and systems are common practice in EAST Embedded Peer Review and Development
Ethos ownership of vision for stakeholders Trust-wide policies are embedded and processes across schools
Develop Trust-wide policy plan reviewed Celebrating success internally with external
Share best practice with regard to self- Schools share a common approach to strategy
evaluation and school improvement School Development Planning (SDP) Ensure systemic vision across new joiners
planning SharePoint extended across all schools Extension of EAST’s systems across larger
Establish Trust Strategic Development Plan | Celebrating success internally scale
2. People Establish Members and Trustee ‘Spotlight’ Create programme of Members and ‘Life Cycle’ of training for Members and

Trustees

Staff Wellbeing strategy embedded across
EAST

Continue to develop

Assess SCITT’s capacity for growth and
impact

Embed school succession planning to
develop and retain our best aspiring and
current leaders / staff

Review the ‘trainee’ and ‘developing’
teacher journey at EAST

3. High Quality
Education

Establish Action Research

Explore JPD and sharing class based
strategies across networks

Coordinate RQT programmes across EAST
Create Curriculum Peer Review Group to
share good practice

Provide opportunities for standardization
and moderation via subject networks

Develop use of AR in meeting need across
schools

Create JDP network for staff to research
practice across EAST’s subjects

Develop an EAST approach to RQTs
Curriculum Peer Review Group to review
EAST’s school curriculums

Annual bursaries for EAST Research
Leaders

Work with schools beyond EAST to develop
the impact and breadth of JPD

Extend the RQT programmes beyond EAST
Curriculum Peer Review Groups take
‘driving’ role in curriculum development
across schools
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Develop initial Leadership and Subjects
Networks

Directory of Expertise created

EAST Annual Conference

HT-CEO Leadership Team Strategic
meetings

Set a framework to support subjects with
organizing opportunities for annual
moderation

Leadership and Subject Networks set
‘agenda’ for the year with a focus on sharing
and improvement

Schools actively using directory for support
Annual EAST day with networks driving
practice

HT-CEO Leadership Team drive EAST
educational developments and use of
educational central funds

Networks use standardisation and
moderation to drive assessment quality
forwards

Extend Networks offer beyond EAST
Leadership and Subject Networks report
benefits of joint working to EAST
Extended directory supporting growing MAT
Annual Conference and ‘Spotlights’
embedded

Extension and growth of HT-CEO
Leadership Team

4. Quality
Assurance
and
Accountability

Enhance role of Members and Trust Board
in accountability

Clarify and redesign ‘information flow’
across EAST

Develop a School Improvement Cycle with
HTs

Research EAST self-assessment software
Develop consistency in reporting for
Committees

Refine approach to data for EAST’s
evaluation

Establish and develop the agenda of HT-
CEO 1:1 meetings

Review LGB induction and training for new
Governors

Review recruitment and retention
challenges with LGBs.

Create LGB-Governor database

Embed information flow and meeting
attendance

Embed School improvement Cycle
Refine self-assessment software
Ofsted Inspector training within Trust
Embed EAST’s approach to data and
review

Develop a Trust-wide approach
collaboratively with LGBs to inducting and
training new Governors

Develop a R&R strategy with LGBs to
support sustainability and breadth of
expertise at local, school levels.

Review of communication and flow of
information Review School Improvement
Cycle

Assess suitability: tracking software for
growing Trust

Build a team of expert self-assessors to
support school evaluation

Review the use of data to assess school
performance at Trust Board level

Work with LGBs collaboratively to assess
structure and effectiveness.

Embed Trust-LGB R&R strategy.

5. Business and
Finance

Develop financial systems (IRIS and
ACCESS) and systems administration
Financial reporting calendar

Develop financial KPlIs

Continue appropriate bidding

Review of business and finance teams
across EAST

Embed financial systems via System
Administrators

Review financial KPlIs

Trust Estate Survey

Working towards target model structure
Primary Lead facilitates growth

Work towards Growth Strategy

Maximise benefits of financial systems
Trust Estate Strategy

Target model progress reviewed

Primary and Secondary Leads

Growth Strategy = increased improvement
capacity

Enhancing reputation nationally
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Map central team target model
Appoint Primary Lead

Map Growth Strategy

Develop Marketing strategy

Develop Teaching School Hub (TSH)
partnership

External IT review

Enhancing reputation locally

Maximise opportunities as a TSH partner
Develop Trust-wide marketing strategy
Develop a Trust-wide IT strategy

Review role as TSH and its benefits
Embed the EAST ICT strategy

6. Governance

Enhance accountability role of Members
and Trustees

System developed for Scheme of
Delegation & Terms of Reference Reviews
Review Risk Assessment process for Trust
Board Coordinate Risk assessment process
across all schools

Advertise for Trustees and ‘grow’ Trust
Board

External review of Governance

Design a Trustee Induction programme
Map succession ‘role’ plan for the Trust
Board

Annual Review of Scheme of Delegation
Embed Risk Assessment process

Trust Board numbers increase linked to
expertise required

Internal Governance Review System
Review Committee functions across EAST
Develop succession strategy at Trust Board
level

Earned Autonomy ‘open’ using Scheme of
Delegation

Trust Board at full capacity with balanced
expertise

Revisit and review External Governance
Review

Assess Committee effectiveness for
growing Trust
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Long Term Aims: 2024 and beyond...

Key Areas

Long Term Aims

1. Vision, Culture and Ethos

All stakeholders are committed to EAST’s vision, culture and ethos.

2. People

EAST invests in staff wellbeing and development so that they feel valued and happy. EAST has high expectations of its
workforce with highly skilled individuals and effective teams across the Trust.

3. High Quality Education

Students experience the very best teaching and learning. In our schools, effective curriculums, impactful assessment and
innovative approaches to learning ensure that students fulfil their potential in personal and academic development.

4. Quality Assurance and
Accountability

Accurate information underpins effective accountability, monitoring, challenge and support which brings about the highest
possible standards of education and business support in EAST’s schools.

5. Business and Finance

Agile and innovative business planning enhances and maximises schools resources to bring about excellent education
for students in a sustainable manner.

6. Governance

Skilled and robust governance strategically shapes the future of EAST.
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