Improvement Plan
2019-2022

Who we are – and what has been our impact?
Trinity Academy Halifax

Cathedral Academy

Trinity Academy Halifax (TAH) is the founding
academy of the Trinity MAT. It is rated as
outstanding by Ofsted, as well as being designated
as a National Teaching School (leading the Trinity
Teaching School Alliance) and a Maths Hub of
Excellence (leading the West Yorkshire Maths Hub).

Cathedral Academy (CA) joined the Trinity MAT in
March 2017, expanding the MAT into Wakefield.

“Students’ learning and progress over time from
their different starting points are outstanding. This
reflects the emphasis the academy’s leaders place
on constantly developing teaching skills and
checking performance in the classroom.” – Ofsted

“The school has benefitted enormously from its
relationship with the Trinity Multi-Academy
Trust. This has been central to improving
teachers’ skills and improving leadership at all
levels.” – Ofsted

Since that time, CA has achieved Progress 8
outcomes of +0.54 (2017) +0.73 (2018) and +0.75
(2019).

Its Progress 8 outcomes place it consistently in the In June 2019, as a result of its transformation
top 5% of all schools nationally (+0.67 in 2017, +0.59 over recent years, CA was presented with the
in 2018 and +0.60 in 2019).
TES Secondary School of the Year Award.
Trinity Academy Sowerby Bridge

Trinity 6th Form Academy

Trinity Academy Sowerby Bridge (TASB) joined the Trinity Sixth Form Academy (TSFA) became the
Trinity MAT in October 2018.
first addition to the Trinity MAT in October 2016
(at that time known as The Maltings College).
In its first year as part of the MAT, TASB improved
its Progress 8 outcome by +0.91 (from -0.47 in 2017 From September 2019 it changed its curriculum
to +0.44 in 2018). This performance comfortably offer to L3 academic courses, as well as its
placed TASB in the top 1% of most improved schools location (into Halifax town centre, as part of a
in the country.
multi-million pound refurbishment of the
Northgate House complex).
In 2019 Progress 8 again improved to +0.57 and the
academy has become oversubscribed in Y7 for the TSFA is Calderdale’s only specialist 6th Form. Its
first time in a decade. Moreover, AY2019-20 will 2019 outcomes were exceptional (academic APS
see the introduction of a new admissions policy of 36.2 and VA of +0.15; AG APS of 40.4 and VA of
(incorporating fair banding – a MAT first), as well as +0.54), establishing it as the highest-performing
potential religious designation.
post-16 provider in the authority.
Akroydon Primary Academy

St Chad’s Primary Academy

Akroydon Primary Academy (APA) was the first St. Chad’s Primary Academy (SCPA) is the latest
primary school to join the MAT in February 2017.
institution to join the Trinity MAT. The priority
of the MAT since then has been to add significant
In its first full year in the MAT, APA improved its additional MAT capacity to both senior
headline measure (percentage of KS2 pupils leadership and governance structures.
achieving ARE in RWM), by 37% (from 25% to 62%).
Its three year headline data trend is 37% (2017),
In 2019 it further improved this headline measure 73% (2018) and 77% (2019), which represents a
to 70%. This +45% increase made it the most +40% increase in two years (the second highest
improved primary school in Calderdale (out of more increase in Calderdale).
than 100) over this two year period.
Utilising expertise at APA, the school has
This trend is replicated in other areas of the school implemented a new BfL Policy and is
also e.g. Reception and Key Stage 1 outcomes collaborating on further joint initiatives such as
increased by 17% and 10% respectively.
curriculum developments.

Introduction from the CEO
In 2010, when Trinity Academy Halifax (TAH) opened in Calderdale, its mission was to address more than a
decade of underperformance at secondary school level. It has delivered, being rated as ‘outstanding’ twice
and enabling its students to continue to achieve results that will transform their lives.
In the intervening period, TAH has also established the Trinity Teaching School Alliance, the West Yorkshire
Maths Hub and White Rose Maths. Our collaborative work through these initiatives has meant developing
partnerships with hundreds of other schools, both nationally and internationally.
More recently, the Trinity Multi-Academy Trust (MAT) was established. It currently contains six institutions,
across both the secondary and primary phases, and operates across two local authorities. This will expand
to a third local authority in the AY2021/22, when Trinity Academy Barnsley opens, as part of a successful
11-16 STEM-centred free school application.
The ethos of the MAT is simple – to make a positive difference to the lives of as many young people as
possible. Our Church of England MAT, like the admissions policy of its founding academy, is open to those
of all faiths and none.
The Improvement Plan (2019-2022) will allow us to confidently approach the next stage in our journey. It
has been created by a range of key stakeholders who work across our schools in a variety of roles. The IP
has four key themes, all based around the idea of the development of our…
-

People
Systems
Organisation
Partnerships

These identified areas will permeate through all our ideology, conversations and improvement planning
across all our schools.
Our vision
Our vision remains unchanged. As a Diocesan MAT, we are committed to working within a respectful and
compassionate environment. We exist to serve the young people in our care and have a small number of
core principles:
•

We expect all our schools to actively support each other and to share best practice for the benefit
of all;

•

We encourage each of our schools to celebrate its distinctive identity within our trust community;

•

We are committed to providing quality-assured services to keep our schools legal, financially robust
and continually improving.

Michael Gosling
CEO – Trinity MAT

Improvement Strand Number 1: Developing Our People
Context and rationale:
As a MAT we recognise that the single, most important resource we have is our people. They make
our ethos a reality through their day-to-day work. By our people, we mean every person that works
for one of our schools, irrespective of role. Whilst we believe in effective systems, we fully realise
that these systems are necessary to enable our people to flourish, excel and make the biggest
difference in the places that matter most.
With this in mind, and in an environment where teacher recruitment remains a challenge, we are
committed to enhancing the work of the Trinity Teaching School Alliance (TSA) in order to recruit
and improve our staff through a programme of high-quality, continuous professional development
(CPD).
We are also committed to achieving a high level of retention across the trust, via our CPD
programme (which maps support across an entire career of a potential Trinity employee), as well
as the numerous professional opportunities that are built into our work across a number of schools.
The trust understands that an employee who excels often has to ‘go the extra mile’ – we are
determined, wherever possible, to recognise and reward that performance, as well as ensuring that
the wellbeing of all staff is at the forefront of our thinking.
Improvement Strand Number 2: Developing Our Systems
Context and rationale:
As a MAT, one of aims is ‘we expect all our schools to actively support each other and to share best
practice for the benefit of all.’
Some may refer to this as being ‘all about systems’ or, even more negatively, removing autonomy.
To us, quite simply, it means what works exceptionally well in one school should be rolled out across
other schools to achieve the same positive impact. We take this seriously because it drives
continuous school improvement. It does not mean that all our schools are identical. Indeed,
another of our three core principles is that ‘we encourage each of our schools to celebrate its
distinctive identity within our trust community.’
Nonetheless, as a group, we decide on best practice and then consistently implement it across all
our schools. This best practice includes such things as curriculum, assessment and reporting (and
other uses of data), intervention strategies, QA processes, T&L initiatives and CPD to support them
and BfL policies. As a guiding principle we expect approximately 80% of overall practice to be
consistent, with a further 20% potentially being different and distinctive to an organisation.
The final point to make about our systems is that they are regularly reviewed, by the leadership of
each school, and amended if necessary. If something doesn’t work, we change it; if it does, we
invest in it and promote it in all our schools.

Improvement Strand Number 3: Developing Our Organisation
Context and rationale:
The organisation has grown from one school to six, in just under three years. This fulfilled our initial,
ambitious growth plan, especially as the schools that joined us were vulnerable and in need of
support. Whilst we have achieved significant success together, there is a need to develop all those
other (sometimes unseen) things that are all necessary in order to ensure continuing improvement.
These areas are numerous, varying from such things as finances and HR services, to H&S and
premises management support. There has already been a significant investment in central services
to accommodate our growth. The purpose of this is to ‘clear the desk’ of a principal in order for
him/her to concentrate on improving the outcomes of the young people in their schools.
Also included in our improvement plans for the organisation as a whole is the commitment to create
a world-class governance structure. This will incorporate high-quality training and accessible, datarich documentation to inform and support governance, at both trust and individual school level.
There is also the feeling that, whilst we were busy with the improvements we have secured so far
in our schools, we may have neglected to opportunity to ‘tell our story’ more effectively. We are,
to date, a high-impact trust that is delivering in the area that matters most – improving the life
chances of the young people that we serve. It is a priority for us to articulate that to all current and
potential partners.
Improvement Strand Number 4: Developing Our Partnerships
Context and rationale:
One of the real success stories of the MAT to date is just how many external partners we are working
with. As well as all our schools collaborating locally (and playing a full part in local improvement
forums, as well as behaviour partnerships), we have developed MAT-to-MAT working partnerships
that have improved our work in areas such as moderation, assessment and CPD practices.
We are also privileged to be the home of the Trinity TSA, the West Yorkshire Maths Hub and White
Rose Maths. Through the work of the former, we have over one hundred partners and work across
a number of local authorities. This work focusses on improving recruitment and retention rates in
education, as well as enhancing provision in all schools (within and outside of the MAT).
Our work in maths education is nationally and internationally renowned, with over a thousand
partner schools (and counting)! The WYMH serves a specific region that spans a number of local
authorities; the work of White Rose Maths is more diverse and widespread, including offering free
resources, bespoke CPD packages and targeted support for any institution in need of it.
As a result of this history, we understand the importance (and benefit) of real collaboration and as
such, promote an ‘open door’ philosophy towards supporting wider system leadership. We will
continue to explore partnerships in whatever form work for the young people within our schools
and for the benefit of those outside of our trust.

A) Developing Our People
Action(s)
What are we going to do?

Kat Cafferkey (Vice Principal: CA)
Monitoring
How do we know we are doing it?

Success criteria
What will it look like?

Who?

SEF Link

Minuted HR/Staffing meetings at
individual academies

Positive impact evidenced in the
majority of the following:

GML

Compliance checks and
consistency in website design
(see ‘DOO’ section)

-

2a (i)
2a (ii)
2b (i)
2b (ii)

To ensure Trinity MAT becomes the employer of choice
in the region, via the following:
1. Recruitment
a) Appraising and improving the applicant pack across
all institutions and roles
b) Appraising and improving current staff benefits
scheme
c) Improving the website, both the overall ‘feel’ and the
quality of vacancies page/microsite across all schools
d) Reviewing current partnerships for impact and VFM
e.g. TES subscription
e) Strengthening and formalising systems of recruitment
through TTSA across all schools within MAT
f) Exploring other partnerships/recruitment channels e.g.
sponsorship, university links, open events etc.
2. Retention
a) Developing a clear and consistent system for the
induction of new staff across the MAT.
b) Developing a professional development ‘core offer’ of
CPD across every level in the trust e.g. weekly CPD,
new starter induction, NQT/RQT and middle/senior
leadership programmes, secondment opportunities
etc.
c) Ensuring expertise of TTSA harnessed to support the
CPD needs of MAT schools
d) Focussing on wellbeing of staff within existing
CPD/appraisal systems/policies

HR updates/reports (minimum of
twice a year) to the MAT
executive
Annual HR report to the BoD (for
overall MAT picture), as well as
individual LGBs (for each school
picture)
Termly CPD overviews shared at
MAT T&L meetings
Staff surveys to obtain feedback
on CPD/wellbeing
TTSA CPD offer at each phase

-

number of outstanding
vacancies
quality of candidates
VFM recruitment initiatives
e.g. spend Vs recruitment
quality and impact of
CPD/career development
opportunities
staff wellbeing indicators e.g.
questionnaires, absence
trends etc.

Working portal for key documents
e.g. contracts, CPD support
materials etc. established and
widely used by relevant MAT
staff; positive feedback re:
accessibility and utility of the
portal.
Gender Pay Gap Report shows
improving picture with regard to
current gender differential

3. Talent management
a) Communicating a coherent MAT succession plan,
starting with the current senior leadership and moving
to middle leadership and beyond
b) Improving Performance Management processes
across the trust in order to support the above.
c) Ensure a clear career progression opportunity scheme
is in place and valued by employees, both teaching
and support.

Creation of thorough, wellcommunicated and widely utilised
talent map

B) Developing Our Systems

Nick Robinson (Principal: TAH)

July 2019 update: All five main systems – BfL, T&L, curriculum development, AR&R and literacy – to retain their place in the MAT IP. Overview statements
to be developed for each strategy, focusing on ‘introduce – embed – sustain’ (depending on the system within the relevant school e.g. BfL at SCPA would be
in the introduction stage in AY2019-20).
Furthermore, additional focus needs to be given to the following two areas:
1. Developing ICT support to enhance systems e.g. introduction of Bromcom
2. Knowing MAT schools both quantitatively and qualitatively
Action(s)
What are we going to do?

Monitoring
How do we know we are doing it?

Success Criteria
What will it look like?

Who

SEF Link

Internal termly reports (SLG
meetings)

Consistently high levels of
behaviour evidenced in all MAT
schools

TTR (ALE:
BfL)

3a (i)
4a (i)

1. Behaviour for Learning (BfL)
To ensure consistently high BfL standards across the MAT,
including:
a) A BfL overview statement for AY2019-20 that
focusses on an ‘introduce – embed – sustain’ context
in each school
b) Annual BFL reviews, inclusive of all BfL staff (utilising
a ‘peer review’ model)
c) Regular BfL meetings to evaluate and improve the
BFL systems and processes
d) Well developed, common data sharing practices
across MAT schools

Regular reports to individual
LGBs (for school context), mainly
through Principal’s Reports

Highly effective inclusion
practices in place, ensuring the
most vulnerable pupils
Minuted meetings (minimum of 3 experience a world-class learning
per year) and appropriate reviews environment that offers them
every chance of success
Updates/reports (minimum of
twice a year) to the MAT
executive

2. Teaching and learning
To ensure consistently high T&L standards across the MAT,
including:
a) A T&L overview statement for AY2019-20 that
focusses on an ‘introduce – embed – sustain’ context
in each school (to include common QA systems that
inform leaders of CPD strengths/needs)
b) Annual T&L reviews, inclusive of all T&L staff (utilising
a ‘peer review’ model)
c) Regular T&L meetings to evaluate and improve the
T&L systems and processes
d) Well developed, common data sharing practices
across MAT schools
e) Developing ‘career point’ and ‘institutional need’ CPD
packages that meet the needs of all staff and
institutions (in liaison with GML: see A 2b, 2c and 3c
above)

Annual report to the BoD (for
overall MAT picture)
External review and report(s)
produced by SIP, bespoke to
individual academies, and/or
trust-wide, where appropriate

Consistently high quality of
teaching evidenced in all MAT
schools

Feedback from CPD sessions

Highly effective CPD
programmes in place, ensuring all
staff (teaching and support)
benefit from career point and
‘institutional need’ CPD

Curriculum Policy review
completion, leading to curriculum
overview documents for each
schools (and subject area)

Share Point (or equivalent
platform) is widely used across
the trust to share best
practice/resources (term 3)

Minutes from any other relevant
curriculum meetings e.g. ALCDs

A positive curriculum experience,
both within and outside of the
classroom, is evidence via
external review/report produced
by SIP, bespoke to individual
academies, and/or trust-wide,
where appropriate

SCE (ALE:
T&L)

3. Curriculum development
To ensure a high-quality curriculum experience for all,
including:
a) A knowledge-rich, broad and balanced curriculum in
all schools, including a ‘Curriculum for Life’ offer
b) Reviewing ‘curriculum progression’ and transition
(from early years to Year 13), to ensure that the
curriculum identifies links/builds on prior knowledge
and skills development
c) Encouraging and facilitating the sharing of curriculum
resources on a MAT-wide scale.
d) Identifying and developing phase and subject
specialists across the MAT (in liaison with GML: see A
3a)
e) Regular curriculum meetings to evaluate and improve
all of the above

HTL (AP:
TAH)

4. Assessment, Recording and Reporting
To ensure the high-quality and intention use of data,
including:
a) Reviewing and developing assessments at each
phase/key stage, to ensure they build on prior learning
and act as an effective means to measure progress
b) Reviewing reporting systems to ensure parents/carers
receive timely and high-quality information
c) Developing robust tracking and intervention systems
across all phases/key stages to ensure any pupil
underperformance is identifying and effectively
addressed as early as possible
d) Supporting a clear narrative across all schools that
articulates and reinforces the intention use of data to
inform decisions at all levels

Relevant knowledge of
moderation exercises re:
common understanding of
assessments and progress

MAT-wide data packs in effective
operation across all levels

Literacy Policy review (by term 3)

Package of resources and
strategies developed and
operational for a range of literacy
strategies.

SPR (AP:
CA)

External review and report(s)
produced by SIP display a clear
narrative behind the intention and
effective use of data across the
MAT

5. Literacy
To ensure consistently high literacy standards across the
MAT, including:
a) Reviewing current strategies (and their effectiveness)
across all phases/key stages;
b) Developing a suite of effective strategies that can be
employed by institutions within the trust to raise
literacy standards.

Share Point (or equivalent
platform) is widely used across
the trust to share best
practice/resources (term 3)

6. Developing ICT support to enhance systems e.g.
introduction of Bromcom
7. Develop processes to improve knowledge of all
school, both quantitatively and qualitatively:

A MAT-wide literacy
policy/processes can be
evidenced, via external review, to
be having a significant positive
across a range of targeted areas

CMN/HDU
(tbc)

-

Data packs re: performance across all MAT schools;
Regular meetings/reviews of school performance (and
documented)
Building in parental and pupil feedback across all MAT
schools
Peer reviews of governance/facilitation of learning..?
C) Developing Our Organisation

Action(s)
What are we going to do?

Anne-Marie Holdsworth (Governance, Risk and Compliance Manager)
Monitoring
How do we know we are doing it?

Success criteria
What will it look like?

Who

GRC report (minimum of twice a
year) to the MAT executive
(inclusive of relevant feedback
dependant on focus e.g.
governance)

Centralised, effective responses
in place for all external data
requests e.g. SAR/FOIs etc.

AMH

1. Compliance
a) To develop central ‘safeguarding’ processes that lead
to improved practice (linked to regular, robust QA)
across all institutions
b) To improve the efficiency and impact of centralised
services (IT/Data, HR, finance, H&S and
communication)
c) To provide a coherent asset/estates management
plan, linked to both (a) and (b) above
d) To embed and improve recently introduced systems
across the trust e.g. GDPR
2. Governance
a) To embed effective governance structures to improve
pupil outcomes across the trust, including:
§ Clerking
§ Recruitment and optimal deployment
§ Training e.g. school data, finance, exclusions, new
framework (Ofsted) etc.
§ Meeting schedule and programme of work
3. Communication

Safeguarding QA processes at
and across MAT institutions

Staff trained in all relevant areas
of GDPR, evidenced through
feedback and daily practice
throughout the year

External review and report(s)
produced by SIP, bespoke to
individual academies, and/or
trust-wide, where appropriate

Governance portal is widely used
across the MAT and high levels
of satisfaction are being reported
by its primary users

MAT evaluation summaries

Positive feedback from primary
users (principals of academies
and other MAT leaders) for all
central services

Governor
Support
Officer

MAT self-evaluation indicates
readiness for RSC scrutiny/MAT
Health Check
Marketing
Support

SEF Link

a) To implement strategies to proactively advance the
reputation of the trust, including a range of
documentation and online opportunities
b) To specifically work on effective communication
projects for identified individual academies
c) To improve communication across the MAT, from
executive team through to all staff
4

Positive impact on pupil
recruitment evidenced across the
MAT (end of AY2019-20)

Developing Our Partnerships

Action(s)
What are we going to do?

(Black
Rock and
additional
internal
capacity)

Tony Staneff (Head of External Initiatives)
Monitoring
How do we know we are doing it?

Success criteria
What will it look like?

Who

RAG’d Action Plans, including
progress towards KPIs (for
TTSA/WYMH)

Improvements evident in all MAT
schools, with regard to T&L,
recruitment etc.

MFR

Presentation to the TAH LGB
and/or the BoD (term 4/5) for
TTSA/WYMH

Improvements evident in other
partner institutions, with regard to
T&L, recruitment etc.

1. Trinity Teaching School Alliance
a) Improve the quality of T&L in MAT (and other local)
schools through a targeted and effective CPD offering
b) Improve teacher recruitment to MAT (and other local)
schools through an attractive and well-communicated
School Direct offering
c) Build partnerships with local HEI to promote the work
of Trinity MAT e.g. invite trainees in from universities
d) Support Trinity MAT events and/or recruitment
strategies e.g. promote the schools as a place to work
via TeachMeet, Research ED events.
e) Research options with regard to new School
Improvement Hubs (tbd when more information is
available)

Increased uptake of CPD
packages and school
improvement reach/impact

2. West Yorkshire Maths Hubs
a) To clearly demonstrate wider system leadership
capacity by working effectively across three education
authorities (Leeds, Bradford and Calderdale)
b) To access relevant funding to improve pupils
outcomes across this designated area e.g.
Opportunity Area funding

Improvements evident in partner
institutions, with regard to WYMH
priorities and KPIs

MDY

3. White Rose Maths
CHN

SEF Link

a) To develop research partnerships e.g. working with
EEF to review training offer and become ‘thought
leaders’ in maths training
b) To improve the MAT’s awareness of WRM, including
provising a platform for consistent practice across
MAT schools
c) To maximise the income generation of current and
prospective commercial partnerships

Reports and presentations to the
MAT’s Commercial Interests
Group (CIG)

Improvements evident in all MAT
schools, with regard to maths
outcomes
Increased uptake of CPD
packages and other WRM
resources/packages

4. Trinity MAT
a) To collaborate with other MATs on mutually beneficial
educational projects
b) To encourage and facilitate collaboration on individual
academy level (at all institutions)
c) To continue to develop and implement a MAT growth
plan in partnership with the RSC/DfE/Diocese,
ensuring appropriate and measured growth impact on
all levels

MAT growth plan on course for
Minutes of BoD meetings/extracts delivery by end of AY2019-20
from CEO Reports
Extracts from relevant LGB
meetings and/or local cluster
minutes etc.

Glossary of Terms/Abbreviations

Institutions

ALE
AR&R
BfL
BoD
CEO
CIG
CLFP
CPD
DfE
DD
EEF
FOI
GDPR
H&S
HEI
HR

APA
CA
SCPA
TAH
TASB
TSFA

Alliance Leader of Education
Assessment, Recording and Reporting
Behaviour for Learning
Board of Directors
Chief Executive Officer
Commercial Interests Group
Curriculum-Led Financial Plan
Continuous Professional Development
Department for Education
Due Diligence
Education Endowment Fund
Freedom Of Information
General Data Protection Regulation
Health and Safety
Higher Education Institute
Human Resources

Akroydon Primary Academy
Cathedral Academy
St Chad’s CE Primary Academy
Trinity Academy Halifax
Trinity Academy Sowerby Bridge
Trinity Sixth Form Academy

People
AMH
CEC
CHN
MFR
EHN
MGG

Anne-Marie Holdsworth
Cat Cripps
Caroline Hamilton
Mark Foster
Emma Hanlon
Michael Gosling

MGG

IT
KPI
LGB
MAT
NQT
QA
RAG
RSC
RQT
SAR
SIP
SLA
SLG
T&L
TES
TTSA
VFM
WRM
WYMH

Information Technology
Key Performance Indicator
Local Governing Body
Multi-Academy Trust
Newly-Qualified Teacher
Quality Assurance
Red – Amber – Green
Regional Schools Commissioner
Recently-Qualified Teacher
Subject Access Request
School Improvement Partner
Service Level Agreement
Senior Leadership Group
Teaching and Learning
Times Educational Supplement
Trinity Teaching School Alliance
Value For Money
White Rose Maths
West Yorkshire Maths Hub

RTR
SCE
SHH
TSF
TTR

Richard Tipler
Sarah Case
Sarah Howarth
Tony Staneff
Tom Taylor

