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Introduction  

 

I am delighted to introduce EAST’s Three Year Strategic Plan for the period 2023 – 2026. 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, Castle EAST School is opened in 2021. In November 2023 we 

are due to welcome Aldeburgh, Easton, Leiston, Saxmundham and Wickham Market Primary Schools 

currently partnered as Avocet Academy Trust. Avocet is an established and successful primary multi 

academy trust with a rich history of success and innovative school improvement. Our merger represents 

the next phase of development for both Trusts. After a significant period of working together and planning, 

we are confident and excited about our reformation as an ‘all-phase trust’ which offers educational quality 

across all key stages. 

 

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. 

 

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, providing 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 pupils / 

students. Whether directly or indirectly, it is clear throughout our strategic planning that our core purpose 

of providing an excellent educational experience for our pupils / 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 future. 

 

Angelo Goduti 

Chief Executive Officer  
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Philosophy and Values 

 

It is important to appreciate schools made the active decision to create our multi academy trust for reasons 

that we passionately felt would enhance the educational experience for all pupils / students in our 

communities.  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, Local Advisory Boards, EAST’s Trust Board and excellent school Leadership Teams, 

combined with the views of staff, students and parents 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 shared practice, combined with the desire to 

maintain schools’ individual uniqueness. 

 

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

 

• All pupils / students and staff are entitled to equality of opportunity and to be treated with respect 

• School should be an orderly, safe (both emotionally and physically) and healthy environment where 

pupils / students are able to enjoy and achieve 

• Intelligent curriculum development is essential for each pupil / student to make progress in both 

their programmes of study and personal development 

• Pupils / Students should be supported to identify, work towards and achieve personal aspirations 

• Pupils / Students are entitled to experience real life opportunities within a safe environment which 

will help them become responsible citizens 

• Families have a shared role in supporting pupils’ / students’ learning, achievement and personal 

development 

• Every pupil / student is unique and we will never limit our expectation of what they can achieve
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EAST Vision    

Our vision has been created collectively and represents our shared aims. It is summarised in a simple yet powerful 

statement, ‘…where everyone can achieve…’ reflecting our ambitious approach to education.  

We measure our success as individuals and collectively through a combination of three underpinning goals:  

Performance 

Growth 

Happiness  

 

Our Vision:        Where everyone can achieve  

Our cornerstones are the foundations of our vision; they underpin all that we do and shape the way we work with 

everyone in our Trust and our extended educational community; from parents & carers to partners, suppliers and local 

government. 

 

#3 Opportunity 

We exist to enable everyone in our schools to realise 

their true potential through an academic or 

professional experience within our schools that 

achieves the outcomes they seek. We do not believe 

there is a one-size-fits-all for success and 

achievement and will always do our best to support 

the aims and ambition of the individual. 

#1 Learning 

We will continually strive to deliver the best possible 

experience for quality learning and personal 

development for everyone at EAST through our 

curriculum, engaging teaching, the resources & 

support we have available and the quality of the 

physical environment in which we work. 

#2 Inclusivity 

We believe a great quality education, opportunities for 

personal development and participation should be 

available to everyone regardless of their personal 

circumstances. That’s why our schools today already 

cater for many specialist needs and our Trust is 

committed to developing the teachers of the future. 

#4 Community 

We are a significant contributor to our local 

communities, we understand the role we play and 

will always seek to enable everyone at EAST to be 

considered, active, positive citizens of the world 

around them. Our sense of community begins in our 

schools and we nurture a respectful, supportive 

culture. 
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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 the impact of this underpins our strategic aims, consistently guiding our focus on 

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

 

The Central Leadership Team has the responsibility of leading and overseeing the efficient, effective and 

compliant management of the trust and its academies. At EAST, this team provides the strong strategic 

leadership of the trust’s vision 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 Academies Trust Handbook. The CFO and 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 and the Trust Central Team to account for these responsibilities. It is 

important to recognise, however, that effective organisations distribute responsibilities efficiently so that a 

shared vision is authentic, and expertise is ‘pooled’ using excellent staff. The balance of autonomy and 

control is carefully organised so that our leaders can lead and create excellent schools. EAST’s 

Headteachers / Executive Headteachers / Heads of School 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 Executive Leadership 

Team (ELT) consists of our Headteachers, our Deputy CEO and the CEO, meeting frequently to drive 

policy, procedure and inform spending across EAST. This ‘sits’ alongside the 1:1 Link meetings between 

the CEO / Deputy CEO and Heads to further explore school performance and strategies. 

 

EAST’s Central Team aims to provide a strong ‘Trust Hub’ for our schools to benefit from. With strong 

financial expertise, the Chief Financial Officer (CFO) and the Central Team, provides a clear framework 

for reporting and monitoring, alongside the expertise from our school based business teams. This is further 

supported by the Business Network which meets regularly to ensure that there is consistency, 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. 

EAST’s expertise in these areas, applying for specific grants and building projects, 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 - LGBs) and a Trust Board working across the MAT. The collective knowledge, skills, experience 

and insight of all these individuals ensures that governance in EAST both challenges and supports each 

school to ensure the best outcome for our learners. Our Trust 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. A detailed overview of the governance roles can be found in the Scheme of 

Delegation and the Terms of Reference on the EAST website. 

 

EAST’s Members hold the Trust Board to account for academy performance. As part of this, they approve 

the auditors and the audit report, and 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, holding the 

Headteacher to account and working closely with the leadership of each school to create and approve 

local policies.  
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Accountability and Autonomy 

The diagram outlines how accountability works at EAST: 
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Accountability Structure 

 

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

• 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. 

• The CEO/Deputy CEO holds the Heads to account for the performance of each school and line 

manages them. 

• 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. This is clearly organised into the Terms of Reference for 

each governance group. 

 

Monitoring 

 

In order for accountability to be authentic and purposeful, the diagram on page 8 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 

report to 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 include: 

 

• EAST’s Strategic Plan 

• Financial Reporting  

• CEO’s Report to Trustees 

• Risk Register 

• Committee Reports  

• Specific School Updates 

• Data Reporting 

  



 

 
10  Strategic Development Plan (SDP) 2023-26  

School Improvement System 

 

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 our school improvement 

and monitoring systems. EAST operates on a philosophy of ensuring that its systems are consistently 

reviewed, refined and do not duplicate work or information. 

 

Data Cycle 

 

The Improvement Cycle is underpinned by a clear and calendared reporting cycle and calendar which 

details the information that is provided to the Trust from schools at key points throughout the year. This 

is organised by our Trust Data Team. Effective data systems are used to collect school performance 

data for Trust monitoring.  

 

Data is collected using a systematic approach, with a clear rationale, calendar and approach which 

follows each ‘data drop’. This provides a transparent and effective process with the Data Team, Heads 

are and the CEO working together to scrutinise data and resulting interventions. 

 

Performance data (outcomes and attendance) is used to report to the Education Committee 6 times a 

year to provide a clear, strategic overview of ongoing trends. When mapped alongside the ongoing 

scrutiny between the Data Team, Headteachers, Senior Leaders, Deputy CEO and the CEO, this 

ensures that the appropriate matching of actions / interventions is monitored, challenged and supported. 

Reporting data at Committee level is often set alongside school based actions and activities, as reported 

to the CEO/Deputy CEO by Headteachers in link meetings. 

 

Alongside the analysis of attendance and performance data produced and organised by the EAST Data 

Team, data is also produced by school based systems for fortnightly link meetings between the 

Headteacher and CEO. 

 

Quality Assurance School Improvement (QASI) Planner 

 

Link (1:1) meetings between the Headteacher and the CEO serve a number of purposes: 

 

- To provide support  

- To analyse data together 

- To monitor and challenge 

- To explore interventions 

- To review impact of strategies and plans 

 

In order to ensure that these take place in an effective manner, Headteachers and the CEO follow a 

clear and transparent approach using a QASI Planner. The QASI Planner ensures that accountability 

and support underpins working together, and that a transparent approach to this occurs. Overleaf is a 

picture, illustrating the key items organised throughout the year for Link Meetings. Heads can set the 

‘timing’ of these so they correspond with internal review planning. 
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Please find an example of a ‘live’ QASI Planner below. This provides the items discussed in Link 

meetings between the Headteacher and CEO in an annual monitoring cycle: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Heads and Senior Leaders produce reports throughout the year in preparation for Link meetings with the 

CEO/Deputy CEO. These include: 

 

- End of year results (presented to Education Committee) 

- Pupil Premium Review 

- Behaviour Review 

- Attitudes to learning and self 

- Extra-curricular participation 

- Quality of teaching 

- CPD offer 

- Staffing maps 
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Annual Data Collection Cycle 

 

The Annual Data Collection Cycle details precisely how and when data is provided by EAST’s schools. 

1:1 meetings between Headteachers and the CEO means a ‘live’ and relevant ‘picture’ is generated for 

discussion at Committee meetings. It 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. Finance & HR Committee – meets six times per year. 
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Location 

 

EAST’s schools are located in Suffolk, all within a relatively close proximity to each other. 

 

Figure 1: Location of the EAST nationally 

 

 

 

 

 

 

 

 

Figure 2: Locations of our  

schools in Suffolk 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

EAST SCITT is based at Kesgrave High School and works across a partnership of over 50 schools.  
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Growth 

 

EAST’s future growth is an area of ongoing, careful consideration. There are many benefits of Trust 

growth and it is crucial that it enhances the quality of support for schools. 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: 

 

Geography  Growth which maintains sensible geographical proximity between schools means that 

school to school support, effective collaboration and personalised interaction with the 

Central Team 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 extend the scope of EAST’s growth. 

 

Relationship Maintaining a ‘personal’ relationship between school leaders, LGBs, the Central Team 

and the Trust Board ensures that schools are able to work closely 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. 

 

Capacity  The capacity for EAST to fully support joining schools from the outset is essential. As the 

Central Team grows and the ‘pool’ of expertise develops with new schools joining, 

ensuring that support and challenge within a safe and trusting environment is provided is 

a crucial factor in our development. 

 

Expertise As EAST grows, the diverse and varied expertise to support the development of schools 

will be essential. The development of an all-phase trust will require high levels of 

educational and business expertise within the central team and schools to ensure equity 

of experience and support for all schools within EAST. Equally, as more funds become 

available to our trust, the development of expertise in areas such as capital development 

across schools, to maximise value for money for schools, will continue to be essential. 

 

EAST’s Growth Strategy will continue to be developed and refined as we develop.  
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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. 
 

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. 
 

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. 
 

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. 

 

Central Team 
EAST is committed to developing a 

central team which is designed to 

support our schools, their infrastructure, 

collaboration, expertise and future 

success. 

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. 

Career Development  
Career opportunities that enable the 

retention of good staff is a great 
organisational benefit that comes from a 
larger Trust. It provides opportunities for 

people to grow within the EAST 
ecosystem. 
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2023-24 Strategic Development Plan  

Full Strategic Development Plan 

(Separate Booklet) 
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2022-23 Progress Summary of Strategic Development Plan 

EAST’s Strategic Development Plan in 2022-23 was reviewed and assured by the Trust Board throughout the year. A summary of this can be found below: 

1. School Improvement 2. Growth 3. Operations 4. Governance 

 

Launch and monitor initial EAST CPD 

offer to support ‘development journeys’ 

and classroom practice. 

 

Explore, consider and develop further 

CPD opportunities to support targeted 

areas. 

 

Consolidate people and recruitment 

strategy to ensure best practice. 

 

Develop and monitor school Recovery 

Strategies to support disadvantaged and 

underachieving students. 

 

Embed and develop monitoring and 

accountability measures for school 

improvement. 

 

 

Establish EAST as an ‘all-phase’ Trust 

through a voluntary merger with Avocet 

Academy Trust. 

 

Develop a model for working effectively 

across school pyramids to facilitate 

support, understanding and 

improvement 

 

Develop secondary school growth to 

support facilitate positive impact for all 

involved. 

 

Continue to explore opportunities for 

appropriate growth for EAST. 

 

 

Develop an effective approach to 

monitoring and mitigating risk across 

EAST. 

 

Revise the Central Team model and 

appoint in line with growth strategy 

requirements. 

 

Enhancement of financial management 

and procurement. 

 

Business infrastructure strategy to be 

devised with incoming Chief Operating 

Officer (i.e. Estates, H&S, Risk 

Management, IT, GDPR). 

 

 

 

 

Develop Annual Cycle of Business for all 

EAST governance groups. 

 

Develop the role of governance in 

organisation improvement. 

 

Continue to develop and enhance the 

role of Members and LGBs in the 

governance of EAST. 

 

 

 

 

An in-depth Monitoring and Commentary document which has been reviewed by the Strategy Review Group underpins this shorter summary for 2022-23. 

This is available and can be requested for reading. 
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Vision      
This strategic plan aims to set a vision for 2023 and beyond, sharing our ambition, but also how we will realise this. We aim for EAST to remain on a trajectory to 

greater success, to provide the best educational practice in Suffolk and England.  

 

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

 

• All pupils / students and staff are entitled to equality of opportunity and to be treated with respect 

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

• Intelligent curriculum development is essential for each student to make progress in both their programmes of study and personal development 

• Pupils / Students should be supported to identify, work towards and achieve personal aspirations 

• Pupils / Students are entitled to experience real life opportunities within a safe environment which will help them become responsible citizens 

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

• Every pupil / student is unique and we will never limit our expectation of what they can achieve 
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Strategic Overview 

 

Our Strategic Plan is underpinned by 5 key strands: 

 

1. Vision, Culture & 

Ethos 

2. People 3. High Quality Education 4. Quality Assurance & 

Accountability 

5&6. Business, Finance,    

Estates & Governance 

Overview of Aims: 

A. Clarity of purpose 

B. Quality self-evaluation 

C. Leading a culture of 

continuous improvement 

 

Overview of Aims: 

A. Building capacity for 

improvement 

B. Building resilience-

recruiting, developing and 

retaining talent 

Overview of Aims: 

A. Engaging T&L   

B. Evidence- based CPD 

C. Curriculum development 

D. Effective assessment 

E. Ambitious leadership 

Overview of Aims: 

A. Monitoring processes 

B. School performance 

C. Challenge and support 

Overview of Aims: 

A. Effective financial planning 

B. Effective Governance 

C. Central services and 

infrastructure 

D. Excellent Estates & 

Learning Environment 

 

 

What does high quality strategy look like at EAST? 

• Takes little or no explanation 

• People “get it” right away 

• Clear and compelling 

• Unifying focal point of effort 

• Often creates immense team spirit 

• Clear finish line 

• Engages people 

• Tangible 

• Energising 

• Highly focused 

(Ideas and picture of BHAG from Jim Collins, Good to Great, 2021)  
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Strategic Rationale 

 

Design – The 3-year strategic plan reflects the shared aims of our school communities. It aims to take the significant strategic areas to ensure that EAST’s 

progress is balanced and carefully thought through. Through shared development and planning sessions, we have explored what we feel is ambitious for EAST 

to ensure that young people benefit from schools working in formal partnership. 

 

Monitoring – The Strategy Review Group are individuals from our schools that support the strategic journey. Meeting to review progress with the development 

plan, the group challenge and support key strands. In doing this, they provide the opportunity and varied perspective to encourage agility and continued ambition 

as we track our progress. The Trust Board monitor the strategic plan, assessing progress and evaluating impact sensibly with the support of the CEO’s Report 

which provides frequent updates. 

 

Communication – The Strategy Review Group play crucial part in communicating progress back to Local Governing Bodies (LGBs). Equally, at key points 

during the year, termly and annual reports provide a commentary on the progress in key areas. We are focusing on how we ensure that the vision and strategic 

plan are communicated effectively to staff to ensure that there is a clear understanding throughout EAST. 

 

Impact – It is important that we review the strategic plan intermittently even though it aims to achieve over a 3-year period. We are very keen to ensure that we 

review impact through the outcomes that we articulate in our vision: performance, growth and happiness. This is an approach that we will be exploring and 

committing to so that we can ensure our plans and vision are genuinely meaningful. 
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Strand 1: Vision, Culture & Ethos 
 

Clear and Compelling Aims: 

• Shared ethos is evident in all of EAST’s schools. 

• School and Trust communities are invested in the vision. 

• Stakeholders understand the value of being part of the Trust. 

 

Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

Devise an effective 
approach to Trust-wide 
feedback and 
communication. 

 

AG/CS 

 

 

 

 

 

AG/CS 

KK/JPH 

 

 

 

AG/CS 

Chairs 

LT 

 

 

AG/CS/EP 

Growth 

Happiness 

 

Strategic 
Plan 
published 
and 
understood 

 

Feedback 
recorded and 
acted upon 

 

EGR Action 
Plan 
Monitoring 

 

Review with 
schools and 
Trust 

Shared Ownership of Strategic Plan 

(a) Co-creation of strategy and objectives. 
(b) Creating investment in the vision. 
(c) Development of a Strategic Plan Group. 
(d) Communication of strategic journey to stakeholders. 

 

Trust-wide Feedback & Communication 

(a) Establish stakeholder survey cycle. 
(b) School ‘Drop In’ & ‘Presence’ plan. 
(c) Annual reporting of Trust impact. 

 

LGB Communication 

(a) Understand quality of communication. 
(b) LGB & Trustee Co-attendance Plan to Committees. 
(c) Development of LGB -Trust feedback Loop. 
(d) Development of Chairs and Strategy Review Group. 

 

Marketing & Branding  

(a) Develop vision and aims ‘baseline’ visuals with schools. 
(b) Review school based marketing and communication. 
(c) Articulate the value of the Trust.  

 

Develop a comprehensive 
Equality strategy. 

TBD Equality 
Cycle & 
Monitoring 

(a) Develop monitoring of equality in recruitment system. 
(b) Create equality reporting & action calendar. 
(c) Develop use of Equality Impact Assessments 
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Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

Enhance the EAST 
SharePoint platform. 

EP Wider 
usership 
across Trust 

 

Increased 
efficiencies 
with 
examples of 
processes 
implemented 
across 
schools and 
Trust 

Infrastructure 

(a) Explore single domain for all school and Trust users. 
(b) Categorise users by role to ensure greater consistency. 

 

Efficiencies for Schools through Technical Functions 
(a) Business Interests 
(b) Electronic Forms & Authorisations 
(c) Expansion of SharePoint  
(d) Electronic Recruitment (including governance roles) 
(e) Gain a greater understanding of all roles within the trust 

to help innovate, design, and expand on time saving 
systems. 

 
Expansion of SharePoint 
Development of key areas to enhance efficiencies and 
system control to include exploration of: 
(a) Automatic Notifications. 
(b) Online Booking Systems. 
(c) Development of Action Trackers. 
(d) Development of document sharing and co-working. 
(e) Development of CPD area for wider usage in schools. 
(f) Creation of Additional Resources site for schools. 
 

Area for exploration as we 
progress. Important that this 
is based on strategic 
planning and feedback from 
‘users’. 
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Strand 2: People 
 

Clear and Compelling Aims: 

• Staff are highly skilled, qualified and have specific, professional expertise. 

• Staff are able to reflect, aspire and grow. 

• EAST is ‘the employer of choice’. 

 

Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

Fully support the 
professional development of 
individuals and teams 
across EAST. 

 

Ensure that succession 
planning supports Trust-
wide progression, 
leadership and continuity. 

AG/CS 

KK/JPH 

Refer to 
Strand 3 

(a) Develop and promote an innovative professional 
development ‘journey’ plan for staff. 

(b) Create leadership courses at different levels. 
(c) Explore and embed a Trust-wide coaching model. 

 

To be read in conjunction with Strand 3. 

Refer to Strand 3 

Develop the offer of EAST 
as an employer 

AG/CS Performance 

Growth 

Happiness 

 

Schools & 
EAST 
Benefits 

 

Wellbeing 
Charter – 
staff 
feedback 

 

Recruitment 
strategy 
monitoring  

(a) Define what EAST’s schools offer locally to staff. 
(b) Work with schools to explore what the Trust can do 

further to provide an excellent service and value. 
(c) Develop a Wellbeing Charter across Trust schools. 
(d) Develop a marketing strategy that celebrates the 

benefits of being an EAST employee. 

Sharing best practice across 
schools. 

 

Embedding of recruitment 
‘best practice’ documents 
developing by working party. 
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Strand 3: High Quality Education 
 

Clear and Compelling Aims: 

• Students/Pupils achieve highly.  

• Schools adopt broad curriculums. 

• Teaching and learning is effective and engaging. 

• Students/Pupils are prepared for transition for the next experience. 

• Collaboration enhances opportunities to engage and grow in schools. 

 

Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

Develop the ‘main thing’ to 
ensure that staff training 
supports quality learning in 
schools. 

AG/CS 

KK/JPH 

Performance 

Growth 

 

Opportunity 
Plan / Offer 

 

Staff 
engagement 
numbers 

 

Feedback 
from 
attendees 
and 
facilitators 

 

Affiliation 
from partners 

Development of the 3-year strategy which includes: 

(a) Communication of the ‘main’ vision to stakeholders. 
(b) Identification and launch of early opportunities for 

successful collaboration with staff. 
(c) Marketing to ensure strategy is communicated. 
(d) Offer to include: 

Learning Networks 
Senior Leaders Networks  
Supporting development of Year 3-5 teachers 
Leadership development programmes  
Specific support staff courses 
Examiners’ Directory 
Conferences 
The Journey / Career & Development ‘Ladders’ 
Shadowing  
Coaching and Mentoring Development Strategy 
Governance programme 
Trust-wide CPD programme 
Technical Training (e.g. finance and estates) 

(e) Explore ELT and primary/secondary effective 
networking  

(f) Affiliate other schools and like-minded professionals 
from other schools. 

Consider the leadership and 
strategic journey for this 
strand. 

 

Collaborative planning with 
school leadership. 
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Strand 4: Quality Assurance & Accountability 
 

Clear and Compelling Aims: 

• Leaders are restless to constantly improve, embrace change and challenge the status quo. 

• Trustees and Governors know that schools provide an effective education to all our pupils. 

• Sufficient, timely and reliable data monitors and evidences performance. 

• Effective systems drive high expectations. 

• Professional challenge is supportive and ‘safe’. 

 

Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

Ensure efficiency of 
reporting and removal of 
duplication across the Trust. 

AG/CS/HTs 

EP 

Reporting 
calendar 

Collective 
use of reports 

(a) Explore duplication and efficiency of reporting. 
(b) Collaborate across schools on shared approaches to 

reporting to governance. 
(c) Consider calendared and streamlined approach to 

reporting using SharePoint as appropriate. 

Governance and ‘Link’ 
meeting reports to ‘dovetail’ 
to minimise duplication. 

Ensure policies are fit for 
purpose and impactful. 

CS Cycle of 
assurance 

(a) Define and identify key HR policies across EAST. 
(b) Devise an approach to evaluation impact. 
(c) Create a cycle of policy quality assurance and review. 

 

Embed Trust ‘high level’ 
approach to reporting and 
using data effectively. 

Data Team 

CS/JR 

Clear 
reporting 
cycles at 
Education 
committee 

 

Monitoring 
and action 
cycles at 
Trust level 

(a) Updates and training for Trustees on how to effectively 
evaluate educational performance.  

(b) Ensure collective understanding of school contexts and 
educational outcomes. 

(c) Embed KS4 & 5 Data Cycle so that data across 
educational phases is effectively evaluated by the Trust 
Team and assured and challenged by Trustees. 

(d) Create and embed KS3 and Primary Data Cycles to 
ensure that pupil progress and performance is 
monitored, actioned and reported to Trustees. 

(e) Review, redesign and embed Attendance Cycle to 
ensure it leads to effective action. 

(f) Monitor the impact of Data Team strategies over time. 

KS3 – Star Assessment 
Launch 2024. 

 

Primary development of 
reporting at Trust level. 

 

Ensure that there is a clear, 
strategic approach over the 
annual cycle, monitored at 
Education Committee. 

Embed Trust approach to 
review, development and 
assurance of safeguarding. 

LG Consistent 
reporting 
across 
schools – 

(a) Create a scalable approach across a larger Trust 
underpinned by a clear framework for assuring the 
quality of safeguarding. 

Refer to EAST Safeguarding 
Booklet / Guide. 
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Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

data to be 
shared at 
Trust level 
and 
monitored via 
LG 

 

Network 
notes 

(b) Develop a Trust Safeguarding Leadership Executive 
across all phases. 

(c) Embed supportive practice across the Trust to include: 
Monitoring and support with training 
Safeguarding Network 
Peer Review 
External Review 
Sharing of effective practice 

(d) Develop reporting of safeguarding at Trust Board level. 
(e) Monitor impact of safeguarding strategies over time. 

Develop an approach to 
worthwhile peer review and 
development across 
schools. 

AG/CS/HTs Performance 

 

QA records 
of existing 
approaches. 

 

Review of 
peer 
approach. 

(a) Work with senior leaders to understand how this could 
add value to school accountability and review. 

(b) Design an approach based upon best practice using 
feedback from schools leaders underpinned by the aim 
of school improvement. 

(c) Evaluate the use of peer review across the Trust. 

Consider how QA of schools 
existing approaches can be 
managed sensibly.  

 

Collective QA or approach 
to be explored. 

Develop school 
improvement planning 
across schools. 

AG/CS/HTs Performance  

 

SDP 

SEF 

 

(a) Develop a consistent approach to school development 
planning and monitoring across all schools. 

(b) Develop an effective approach to assuring schools 
development plan progress at all governance levels. 

(c) Consider how the Trust effectively and accurately 
develops ‘Ofsted judgement gauging’ with schools. 

SDP and SEF – consistency 
across schools’ approaches 
leading to improved 
correlation and peer review.  
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Strand 5: Business, Finance, Estates & HR 
 

Clear and Compelling Aims: 

• Financial security provides stability, predictability and drives success for young people. 

• Financial systems and structures are effective driving efficiency across the Trust. 

• Central services drive school improvement and provide expertise. 

• School sites are safe and inspiring environments for all to learn and work in. 

 

Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring  

Create an effective and 
efficient EAST model for 
finance and business across 
the Trust. 

JPH 

CS 

Financial map 
of activities. 

 

Clearly 
communicated 
processes. 

(a) Develop knowledge of EAST operational practice and 
the organisation of finance and business across 
schools.  

(b) Ensure quality of expertise, strong financial controls 
and sharing good practice underpins planning. 

(c) Design the ‘EAST approach to centralisation’ to 
enhance quality, efficiency and effectiveness in 
financial / business practice and processes across the 
MAT. 

(d) Develop an effective HR model across EAST. 

 

Maximise the value of 
central services to support 
school improvement beyond 
teaching and learning. 

AG/CS/JPH Value review  

Feedback 
from school 
leaders 

 

(a) Review of efficiencies and services to evaluate the 
impact and value provided. 

(b) Review how central services can best support schools, 
ensuring there is a clear understanding of aims. 

(c) Continued development of services which provide 
value for schools across the trust.  

Ongoing work to achieve 
VfM across Trust. 

Develop a strong and 
coherent Risk Management 
process across EAST 

KK 

 

Annual RM 
reporting 

 

Risk 
Management 
coordinated at 
all levels via 
SharePoint 
system  

(a) Working Party planning sessions to ascertain need 
across schools. 

(b) Design an efficient system which is manageable and 
impactful, underpinned by strong communication at 
executive and governance levels. 

(c) Ensure training across the Trust leads to increased 
confidence in the process. 

(d) Evaluation of how the revised register works in 
practice from stakeholders across the trust. 

Launching in Autumn 2024 
– developed in collaboration 
with SW (KHS) and MT 
(FHS). 
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Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring  

Explore integrated 
curriculum financial planning 
(ICFP) to maximise 
resources and align this with 
the trust’s strategic aims. 

CS/JPH/HTs Review of 
effectiveness 
and utility 

(a) Develop understanding of how ICFP can be used 
effectively to support educational outcomes.  

(b) Training on monitoring and evaluating the ICPF. 

In line with ATH 
recommendations. 

Design and implement an 
efficient system to manage 
Schools’ Condition 
Allocation (SCA) funding 
across the trust.  

KK Research of 
potential 
external 
surveyors to 
produce 
reporting of 
priorities 

 

Working 
Committee 
with criteria 
based 
approach 

(a) Research appropriate building surveyors to carry out       
costed condition surveys of the estate, research to 
include example reports, spreadsheets and references.  

(b) Appoint the surveyor and instruct the condition 
surveys. 

(c) Collate data and develop a three – five-year lifecycle 
plan to be issued to the premises and finance leads for 
each property.  

(d) Confirm lifecycle plans once SCA funding has been 
assigned. 

Appointment to take place 
end of 2023 with the 
intention that surveys are 
carried out in February half 
term 

Development of a Net Zero 
Strategy, in line with the 
government aim of 2050.   

KK EAST policy 
and protocol, 
leading to 
action. 

 

Effective 
reporting 

(a) Explore net zero and efficiency guidance and training. 
(b) Design a net zero strategy for the Trust 
(c) Identify where the net zero targets can be supported 

with the use of available funding. 
(d) Consider communication with the stakeholders to 

ensure maximum impact and engagement. 

In line with government 
expectations.  

Compliance with the Health 
and Safety at Work Act 
1974, GEMS and sector 
relevant ACOPS.  

KK H&S report 

 

Compliance 
monitoring 
system 

 

Monitoring 
and action 
recorded 

 

(a) Review the compliance portals that are being trailed by 
schools and decide the most effective way to monitor.  

(b) Develop an auditing approach, working with external 
professionals to ensure information is systematically 
recorded and sets clear targets for the schools as and 
where required.  

(c) Review audit data and support schools action points.  
(d) Report Health and Safety data to the trustees in the 

form of an regular monitoring and an Annual report.  
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Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring  

Develop and implement a 
Health and Safety Policy for 
the trust 

KK H&S Policy 

Action Plans 

(a) Develop an effective H&S Policy. 
(b) Work with external professionals to ensure the policy 

meets the requirements of the Health and Safety at 
Work Act 1974. 

(c) Develop the ‘working’ policy for schools. 
(d) Develop Action Plans for premises demonstrating how 

each school will meet the requirements set out in the 
Trust H&S Policy. 

Working with schools to 
develop. 
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Strand 6: Governance 
 

Clear and Compelling Aims: 

• Governance is principled, supportive and impactful. 

• Individuals in governance understand their role and different ‘levels’ work together effectively. 

 

Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

Review and development 
the structure of governance 
across EAST.  

AG 

Trustees 

Review of 
Committee 
effectiveness 

 

Consistency in 
approach 
across local 
governance 

(a) Review, plan and develop a new governance 
committee structure at Trust level.  

(b) Ensure committee membership is underpinned by a 
strong link between education, premises and finance. 

(c) Review the local school governance arrangements to 
ensure coherence and consistency across EAST. 

(d) Review the level and type of local governance 
documentation required by Trust Board and develop 
efficient approaches to this. 

(e) Develop and embed processes across new schools to 
ensure consistency across all local meetings. 

(f) Review the effectiveness and scalability of the model 
for future growth. 

External Governance 
Review to provide 
perspective. 

Develop clarity around the  
Trust Board’s decision-
making process as stated in 
the SoD and how it is 
understood by governors 
and SLT to reflect the 
context at local level. 

AG 

Trustees 

Local 
Governance 

Clear 
understanding 

– feedback 
following ERG 

(a) With Trustees and local governance members, working 
group to discuss how decisions are arrived at and how 
are these are aligned to context. 

(b) Clear communication to local governance and review 
of terms as appropriate. 

Possible re-review of this 
areas. 

Explore approaches to 
governance self review and 
how this could support 
effective strategic planning 
in governance. 

AG 

Trustees 

Completion of 
ERG Action 
Plan 

 

SE rationale 
understood 
and useful 

(a) Map our existing and planned / possible approaches to 
self evaluation to ensure that the Trust Board can 
effectively gauge effectiveness and level of further SE 
need. 

(b) Self evaluation planning calendar / approaches 
decided. 
 

We had considered a Trust 
governance SEF but the 
ERG does this effectively. 
An area for Trustees to 
consider further. 
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Actions Who 
Outcome 
Measures 

Milestones Notes & Monitoring 

Develop Stakeholder 
networking and training to 
support development of 
knowledge and expertise 
across EAST. 

CS/AG Programme 
launched 

Attendance 

Based on 
feedback/need 

(a) Develop the EAST Governance Training Programme. 
(b) Enhance the EAST Governance Annual Conference. 
(c) Utilise opportunities for collaboration via LGB and 

Trustee workshops to share good practice and develop 
effective systems across EAST. 

 

Develop clarity and 
understanding of the role of 
Trustees at a local level. 

AG/CS 

SM 

‘JD’ for 
Trustees using 
NGA 
expectations 

 

Link Trustees 
in place 
effectively 
contributing. 

(a) Develop the role of Link Trustees (linked to LGBs) to 
ensure a two-way understanding of context for an ‘all-
through trust’.  

(b) Ensure clarity is underpinned by a Link Trustee ‘job 
description’, co-designed by Trustees and Governors. 

(c) Create a programme to support newly appointed chairs 
of LGBs through supportive mentoring. 

Explore local governance 
linked with Trustees for 
sound communication. 

Ensure effective succession 
planning within governance 
to ensure long term ‘critical 
friends’. 

AG 

Trustees 

Succession 
plan document 

Membership 
planning using 
skills audit 

(a) Continue effective annual self-evaluation of skills. 
(b) Annual review of succession plan. 
(c) Embed cycle of committee membership across Trust 

meetings. 

 

Develop and clarify the role 
of Trustees during Ofsted 
Inspections. 

AG/CS Training 
sessions 

 

Working Party 
with local 
governors 

 

FAQs 

 

(a) Communicate to all stakeholders the role of Trustees 
during local inspections.  

(b) Prepare Trustees for a MAT inspection and what is 
expected during this inspection of Trust-wide 
accountability.  

(c) Define and agree what information and knowledge is 
required to be able to evidence that Trustees hold to 
account the LGBs for school performance aligned to 
the school’s context.  

(d) Define who will be expected to attend Ofsted interviews 
and how this will work in practice and what the 
LGBs/Trustees role will be. 

Action from the EGR. 
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Aspirations 

Key Areas  Aspirations 

 
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 all feel valued and happy. EAST continues to have high expectations of its 
staff 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. Students from disadvantaged 
backgrounds achieve. 

 

 
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 at all levels works collaboratively ‘acting as one’ to strategically shape the future of EAST. 
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Appendix 1: Acronyms  

 

Acronym: Meaning:  

CEO Chief Executive Officer 

CFO Chief Financial Officer 

Chair Chairperson of the Committee or Board 

COO Chief Operating Officer 

CPD Continuing Professional Development 

DCEO Deputy Chief Executive Officer 

DfE Department for Education  

EA Executive Assistant 

ESFA Education and Skills Funding Agency  

GP Governance Professional  

HR Human Resources 

EYFS Commonly known as Early Years Foundation Stage. Typically include, reception Year 1 / 2 

KS2 Key Stage 2 typically include Year 3 / 4 / 5 / 6 

KS3 Key Stage 3 typically include Year 7 / 8 / 9 

KS4 Key Stage 4 typically includes Year 10 and 11 completing GCSE qualifications 

KS5 Key Stage 5 typically includes Year 12 and 13 completing A Levels or equivalents  

LAB Local Advisory Board 

LGB Local Governing Body 

MAT Multi Academy Trust  

MIS Management Information System  

T&L Teaching & Learning 

 

 


