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Executive Summary

Executive Summary

Holy Family Multi-Academy Trust (HFCMAT) is in its eighth year of operation, during which it has grown from a single-school multi-academy 

trust (MAT) to one in which there are five (two secondary and three primary). Initially set up with the intention that it would routinely operate as 

an ‘incubator trust’ (one which specialises in supporting schools issued with an academy order by the DfE), it now functions as a regular trust 

in which all five schools work together in tightly-knit collaboration. That said, it also functions very differently from other MATs: in order to have 

sufficient capacity to support schools, three active and successful teaching schools are members of the group. They provide support for both 

the schools in the trust and those without. In addition, one of the schools is the lead school in Cheshire and Wirral Maths Hub. As a 

consequence the MAT is well connected in the region, having an extensive network and regular collaboration with education establishments 

across all phases of education.

In July 2019, a change in the executive leadership of the trust (structure and personnel) heralded myriad changes and developments which are 

reflected in the Trust’s strategic plan. Foremost, the re-energising of the Trust’s vision, mission and values has called on all members of the 

organisation to reflect on and articulate the core values and manner in which we want the organisation to function. At the same time, we 

recognise that our core function is to provide the very best educational provision for our young people. Our industry is increasingly aware of 

the role that evidence plays in signposting what works and what doesn’t. Our School Improvement Strategy references this as a core 

ingredient and our teaching schools have ample capacity to support this.

The MAT is ambitious in its aims. Our schools are drawn together through our Catholic mission and we want them to reap the full benefits of 

collaboration and sharing of best proven practice. At the same time, we want them to be autonomous and responsive to the particular needs 

of the communities they serve. The executive team works alongside school leaders, providing support, challenge and encouraging innovation 

to effect sustainable school improvement at scale. Collaboration is at the heart of our activity as we co-construct the very best provision for 

our pupils. We will oversee the construction of efficient and effective centralised services (for example finance and human resources) which 

not only take advantage of economies of scale but also free leaders to focus on the very thing that brought them into the profession - 

teaching and learning. We will build systems which support all in becoming reflective in their roles.



Strategic Plan 2019 - 22

Trust Aims

Inspired by our Teacher, Jesus Christ, we are committed to providing all pupils, especially those who are disadvantaged with the knowledge, 

skills and qualifications they need to flourish as human beings. Our work will at all times be grounded in the Gospel values of equality, dignity 

and respect - the active ingredients of a Catholic education. All pupils must leave school with the highest possible academic credentials and a 

thorough understanding of global responsibility, ready to act as ‘agents of change’ for society and the world around them.

We are determined that a child’s start in life need not determine their future. We want all pupils, regardless of their background, to flourish in 

safe, happy and enriching environments, taught and supported by adults who are skilled, motivated and committed to our shared vision and 

values.

As a MAT, we seek to support school leaders in setting direction and creating a positive culture, knowing that this will enable the highest 

possible outcomes for our pupils. We want all staff to thrive, driven by our vision, guided by our united mission and supported by the values 

that shape our organisation. We believe that a proactive school mindset, in tandem with enhanced staff motivation and support, fosters 

sustained improvement and promotes success for all schools, including those in challenging circumstances.

We draw upon research to strengthen our commitment to enable leaders in our schools to carry out their role effectively. We understand the 

key principles of both transformational1 and instructional2 leadership, studying and distilling these principles so that they can be applied in our 

schools. We will never be satisfied with anything less than excellence.

We commit to working together, to deepen our mission and provide a place of hope for all who we encounter. To enact this, we will:

• Ensure consistently effective teaching and learning; behaviour management and attendance

• Create communities of faith which build and maintain our schools as professional learning communities

• Create a world class curriculum which is responsive to the needs of pupils and the world around them

• Extend our already established networks and partnerships to embrace new opportunities

• Centralise services so that school leaders can focus on teaching and learning whilst efficiencies are generated
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Strategic Development Areas:

1 Vision; aligning the organisation; developing staff/curriculum; involvement with the external community

2 Establishing clear educational goals; refining teaching and the curriculum; improving outcomes as a key focus

1 - Vision, values, strategy and culture

Focus areas:

- 1. Catholic mission & vision (shared values and a positive, high-trust culture)

 - SC - Vision, mission and values are evident in systemic practice across the MAT - 

- 2. Self evaluation systems (to identify need and response)

 - SC - Schools accurately self evaluate and plan effectively for improvement through development plans - 

- 3. Alignment of effective shared practices (to support improvement at scale)

 - SC - School Improvement strategy clear and driving standards across all schools

20-21 KPIs

1. Vision, mission and values underpin systems and policies across HFCMAT 

2. SEF & SDPs in place and aligned to governance framework across trust

3. Areas of alignment and autonomy clear across Trust
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2020-21 2021-22 2022-23

1

Core framework (VIsion, mission and 

values) impacts on practice at all levels.

Collaboration and innovation teams to form 

strong partnerships across all schools.

Leadership development work with 

NWCDTP / OLP

Vision and Mission drive all operations of 

the Trust & Catholic mission is evident in 

transforming society.

Trust and culture review undertaken Shared 

training across all schools. HFCMAT 

conference to reflect vision

Vision and Mission is used as an example 

of best practice across the sector.

2

Evaluation and action planning 

processes in place and understood by all 

levels of leadership.

Induction processes to have systemic 

inclusion of these.

Leaders at all levels trained in evaluation 

and development planning / 

implementation approaches.

Evaluation processes extended to new 

schools.

Evaluation and development planning used 

to drive development across the wider 

system. (Teaching Hubs etc.)

Evaluation and action planning processes 

embedded and used as best practice.

Metrics used to evidence success across 

the sector

3

Areas of practice defined for shared work. 

Assessment, SEF, SDP & governance - core 

areas.

Systems to support improvement at scale 

identified and developed accordingly.

Areas of autonomy and standardisation 

clear across Trust..

Disciplined inquiry drives development 

across the Trust.

Areas of alignment clear for all schools 

internally and externally.

SI systems ensure aligned systems are 

maximised for efficiency and impact.

Systems refined to support the wider

system / Hub footprint

Improvement areas refined to support 

schools across the system.
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2 - People, learning and capacity

Focus areas:

- 4. Effective leadership development / talent management / Capacity for school improvement

 - SC - Talent management & leadership development strategy increases capacity across Trust

 - SC - Rigorous appraisal systems drive improvement across all schools

 - SC - School Improvement capacity sufficient to support all schools within the Trust

- 5. Clear strategy around recruitment and retention

 - SC - Staff happy and energised working to improve outcomes across HFCMAT

 - SC - ITT / ECF strategy ensures recruitment and retention provides and retains the highest quality teachers within the Trust.

20-21 KPIs

1. 4 - Leaders & staff at all levels have access to leadership development programmes (NPQs, Diocesan programmes)

2. 4 - Appraisal systems defined and aligned with TDT strategy

3. 4 - Roles across schools clear and defined (SI team / LPs / SLEs )

4. 5 - Wellbeing strategy in place at all schools (To include kindness committee / mental health strategy)

5. 5 - ITT / ECF strategy refined to support R&R in all schools
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2020-21 2021-22 2022-23

4.1
Leadership 

development

NPQ cohorts defined and areas 

of focus planned based on school 

needs.

Review system leaders and 

development opportunities

Talent management matrix used to 

identify next steps for all staff - to 

include Catholic formation and 

leadership programmes.

Revised NPQs identified for eligible 

staff

Development programme becomes a 

key part of HFCMAT offer.

Opportunities available for all levels 

of leadership and staff.

Development programmes planned 

with strategic view of organisational 

need.

Revised NPQs are shaped with skills 

across behaviour / ITT / professional 

development.

External offer drives improvement 

internally and externally as part of 

HUB offer .

NPQ offer drives all routes and sup-

ports executive leadership develop-

ment across the Trust and beyond.

NPQS sustain workforce across ca-

reer routes and interests.

4.2
Appraisal

approaches

Refine systems / QA across all 

schools 

Disciplinary Inquiry built into 

appraisal targets for staff across the 

Trust.

Training for leaders across the Trust 

provided

Induction resources developed with 

appraisal at the core.

Appraisal drives evidenced

 improvement.

Disciplined Inquiry provides a rich 

evidence base for improvement 

across the Trust.

Appraisal approaches are systemic 

across 

Trust and routinely evidence

improvement in pupil outcomes.
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4.3
Capacity

building

SLEs designated from across 

schools.

Update SS register.

Develop further capacity from 

external partnerships

ELEs identified and designated to 

lead evidence based solutions.

Coaching / instructional coaching 

developed with staff across the Trust

Further capacity is built across the 

Trust.

Roles evolve based on growth 

structures.

Talent management matrices used 

in all schools to identify potential risk 

areas for recruitment.

Coaching underpins development 

and improvement strategies across 

all schools.

HFCMAT responds to capacity needs 

through growth and wider system 

needs.

5.1
Workload & 

wellbeing

Innovation teams across trust 

schools to explore workload solutions

Connect with best practice nation-

ally.

Review all leavers form Trust. On-

going review of workload and best 

practice / Consider staff voice at all 

stages.

Wellbeing strategy to include sys-

tems across all schools

Feedback from staff is positive across 

all schools.

Retention is high.

Staff are motivated to stay within the 

organisation

Workload strategies seek innovative 

solutions and are used as best prac-

tice across the sector.

5.2 ITT / ECF

ITT offer created for:

Faith / SEND / Maths / EYFS leads 

ECF offer designed through 

behaviour / Assessment / SEND / 

curriculum work. 

ITT strategy combines 3 TSAs

Recruits for

ITT offer supports Diocese across 

Wirral, CWAC, Halton

ECF offer is delivered across Trust 

and beyond.

Behaviour / SEND / Mentoring / 

Assessment content driven from 

Trust development.

ITT / ECF offer delivered at scale 

through Teaching School Hub work.
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3 - Pedagogy, Professional Learning, Curriculum & Assessment

Focus areas:

- 6.  Pedagogy & Curriculum

 - SC - Evidence-informed practice drives work at all levels

 - SC - Curriculum models deliver aims of the Trust and wider opportunities

- 7. Assessment

 - SC - Assessment practice is aligned across the Trust

 - SC - Feedback models are efficient, effective and manageable

 - SC - Intentional use of assessment drives intervention strategy and leads to improved outcomes for key groups

- 8. Leadership of learning / Professional learning models

 - SC - Evidence based practice informs all collaborative learning networks

20-21 KPIs

1. 6 - Reading strategy robust across all schools (EEF support)

2. 6 - Curriculum - coherence across all learning sequences

3. 6 - Blended learning strategy evidences engagement and learning

4. 7 - Assessment strategy defined and shared moderation across schools across all key subject areas

5. 7 - Catch up strategy underpinned by effective assessment strategy

6. 8 - Disciplined inquiry & learning networks established across all schools.
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2020-21 2021-22 2022-23

6

Pedagogy

Using EIP (EEF, Research Schools, Maths 

Hubs), leaders and teachers will continue to 

develop their understanding of assessment 

& mastery.

Reading focus across all schools

Curriculum design will also be a focus 

around subject specific & inquiry pedagogy.

Leaders across the Trust will deepen 

pedagogical understanding through Trust 

wide application and study in partnership 

with hubs and EEF / Research School.

Subject specific pedagogy / drives 

assessment strategy.

CPD offer through Teaching Hub 

exemplifies best practice through refined 

pedagogy.

Pedagogy used as best practice nationally 

through Teaching Hub networks.

6.1

Curriculum

SLEs to be designated across wider curricu-

lum areas.

Consider what expertise is needed in or-

der to develop subject leaders’ knowledge 

and expertise. Broker specialist input as 

required. 

Transition planning (KS2-3). Develop shared 

curriculum planning strategies.

Blended learning supports curriculum deliv-

ery.

Curriculum models developed in 

partnership across the Trust refined to pro-

vide quality learning and investment from 

pupils.

Trust curriculum models shared as best 

practice nationally.

Work with subject associations ensure best 

practice across all subject disciplines.

Transition work - KS2/3 refined to support 

seamless transition between partner 

primary & secondary schools.

Curriculum models developed to explore 

pupil agency.

Curriculum models used as best practice 

nationally.

Curriculum models ensure:

• High outcomes for pupils

• Deep understanding of subject

• Retention and recruitment

• Responsive to local and global need
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7.1

Assessment - formative and summative

Moderation opportunities established for all 

subject networks across Trust.

Best practice in summative and formative 

assessment explored in all schools.

Exam systems reviewed to ensure effective 

preparation for changes in 2021

Moderation secures rigorous assurance of 

outcomes at each stage.

Assessment practice aligned across 

primary and secondary schools. (Formative 

and summative)

Use of innovative technology solutions 

support assessment and feedback.

Transition arrangements support accurate 

assessment for pupils moving into Y7.

Data & assessment systems used as best 

practice nationally.

7.2

Feedback

Best practice in feedback explored - 

systems in schools refined to incorporate 

teacher workload.

Assessment lead programme accessed by 

key staff across the Trust.

Highly effective feedback strategies 

adopted across the Trust.

Teacher workload reviewed in light of 

feedback policy and effectiveness of feed-

back.

Feedback approaches used as good 

practice across the sector for primary and 

secondary.

8.1

Middle leaders

Agreed networks established for leaders 

across schools.

Networks operational across schools and 

phases

Resources / induction materials support 

middle leaders new to the role. Trust wide 

resources developed to support practice 

and provide consistency.

Leaders work across the sector to drive 

improvement.

8.2

Collaborative Learning networks

Disciplined inquiry networks set up across 

schools.

Networks established through KS2/3 

transition work for partner primary schools 

and secondary schools.

Learning sets across all departments.

Networks setup and operational across 

wider networks across local hubs

Principles of effective collaboration drive 

improvement across the wider region.

Networks across subject associations, 

research schools, Curriculum Hubs drive 

cutting edge practice across the Trust.
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4 - Quality Assurance and Accountability

Areas to consider:

- 9. Evaluation processes

 - SC - Consistent frameworks for evaluation support improvement at school and MAT level

 - SC - Parent, staff and student survey data illustrates satisfaction.

 - SC - School Improvement capacity sufficient to support all schools within the Trust

- 10. School performance

 - SC - Data and Insights strategy that allows MAT and school leaders to routinely review performance against its KPIs

 - SC - Wide range of outcomes improve in key performance areas including those for DA / SEND pupils

- 11. Challenge and support

 - SC - External quality assurance and peer review are inbuilt at school and MAT level

 - SC - Performance and progress for each school and the MAT as a whole is specifically benchmarked against schools/MATs with   

  similar characteristics regionally and nationally

20-21 KPIs

1. 9 - Senior leaders adopt MAT formats for key documentation (SEF / SDP)

2. 9 - Parental and staff surveys set up and aligned across Trust **

3. 10 - DA & SEND strategy clear across all schools in Trust

4. 11 - All schools are fully compliant with health and safety, safeguarding and other statutory requirements

5. 11 - QA built in from external / internal systems / consultants
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9

Incorporate evaluation training for leaders, 

governors and those new to the Trust. Eval-

uation cycle in place across the Trust in line 

with sub committees / LGB cycle.

Ongoing training in key areas.

National referenced tools to support review.

Parent, staff and pupil surveys used 

systematically across Trust to inform

Evaluation is accurate and consistent 

across all schools.

New schools are supported in evaluation 

processes. Resources support leaders at all 

levels.

The MAT has an accurate view of its 

performance through critical evaluation 

and peer challenge.

Evaluation procedures support ongoing 

growth and contextual changes.

Evaluation systems are refined and used 

across Hubs to further target areas of 

need.

10.1

Outcomes for DA / SEND / All pupils 

evaluated through assessment strategy.

Impact of intervention / effective planning 

clear and reported to governors / Trust.

Improvement plans created for revised 

strategy to ensure inclusion / impact.

Outcomes are high for pupils across all 

schools.

Strategies to support DA pupils are

 embedded and provide improved out-

comes across all schools.

SEND pupils achieve highly as a result of 

targeted support.

Outcomes are high across all pupil groups, 

particularly for the most vulnerable.

10.2

Use of data

support recording of outcomes and 

progress.

Assessment policy aligns use of data across 

all schools.

KS3 assessment developed to ensure 

effective catch up / embedding of mastery

Data management solutions streamlined 

across secondary and primary schools. 

Data used routinely to evaluate impact of 

teaching and target needs for individuals, 

groups and cohorts.

Parental reporting systems are clear, 

accurate and understood.

Data management strategies used as best 

practice across the sector

11

Networks in place for all leaders across the 

Trust.

Review cycle in place in line with 

departmental evaluation process.

Trust challenge partner to challenge 

effectiveness of work at both MAT and 

school level.

Peer reviews are commonplace for all 

leaders.

Wider networks support evaluation

Trust staff provide support and challenge 

for schools across the Hub and wider 

system.
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5 - Sustainable learning organisations

Focus areas:

- 12. Governance

- 13. Finance

- 14. Continuous improvement

- 15. Central services

- 16. Infrastructure

Governance KPIs 20-21

1. All schools have a full complement for their Local Governing Bodies, with an appropriate set of skills and experiences to undertake their 

defined responsibilities.

2. All governance structures provide challenge and support that lead to improvements across all key areas. (B)

Financial KPIs 20-21

1. Ensure economy, efficiency and effectiveness over the use of Trust funds (value for money).

2. Alternative sources of funding are pursued - funding secured for following year



Strategic Plan 2019 - 22

2020-21 2021-22 2022-23

12 

LGB
Governance

raining programme in place for LGBs 

Networks developed for link govs. 

Skills audit refined across all boards 

Governors working across schools

Governance networks across all 

schools.

Lead governors trained to support 

others across the organisation and 

beyond.

National accreditation sought for 

those leading practice.

Governance models drive best 

practice across Hub and wider 

system.

Governors from within HFCMAT 

support colleagues across the 

system.

12.2
MAT 

Governance

Directors across key areas of opera-

tion recruited

Evaluation tools used to consider 

impact

Networks across the Diocese and 

sector created to enhance roles 

further

Operational models refined as 

needed

Networks further developed to ensure 

breadth and consistency of skills

Strategy to support directors and 

governors across diocese.

Cross MAT working supports 

governance across multi school 

groups across diocese.

Appraisal approaches are systemic 

across 

Trust and routinely evidence

improvement in pupil outcomes.

13 Finance

ICFPT used across all schools

Finance teams across all schools to 

be confident in use to drive forward 

planning

Efficiency metrics used for LGBS and 

directors to evaluate financial health

ICFPT used as core element in 

supporting planning for schools.

HFCMAT refined model created 

based on TSA / Hub work. Adapted 

for specific operation of schools 

within the Trust.

Financial systems are of the highest 

quality and support new schools to 

the Trust.

Finance structures and systems 

respond to Trust growth.

13.2
Finance - TSA 

income

TSA operation to be brought 

centrally.

Wider offer communicated to all. 

Participation increases with clarity of 

purpose.

Central services to support efficient 

operation

TSA / Hub operation sustainable

Income supports delivery model and 

protects staffing structure.

Increased operations drive growth 

strategy for external and internal 

support.

TSH strategy supports operation in 

ITT / ECF / NPQ / CPD work.
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14 CI

Training to include lean operational 

models and system development.

Innovation teams to be planned 

across all operations of the Trust

Continuous improvement strategy 

refined.

Stakeholder voice increased across 

HFCMAT to provide increased 

feedback loops.

CI strategies embedded in induction 

processes

CI drives innovation practice across 

all areas of the Trust.

15.1
Finance - TSA 

income

Core finance operational team in 

operation.

HR function developed.

Operational management of core 

services to be built into strategy - IT / 

Estates.

Central CPD & Improvement services 

defined through.

Estates team developed to provide 

compliance, efficiency and quality 

service for all schools.

IT team provides complete offer for 

all schools across the Trust.

Alongside growth strategy, core 

services increase to meet demand.

Review of central services conducted 

in line with growth of Trust. “Heavy 

lifting’ supports all schools and 

reduces costs.

Central services reflect the growth 

strategy of the Trust.

Buildings maintained and improved 

with estates team /

Teaching and learning strategy 

driven by central IT team.

Growth strategy determines shape of 

central team. To include recruitment 

strategy for key roles.

16 Infrastructure

Develop strategy to include wider 

schools in offer. To include SI & CPD 

services.

Growth strategy developed in line 

with local / Diocesan demand.

Onboarding of schools to the Trust.

Evaluation of services to meet 

demand
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Leadership & Governance

Scheme of Delegation

The scheme of delegation is based on the CES guidance and defines the responsibilities of LGBs, executive leaders and directors. The 

document in full can be found in the Appendices at the foot of this plan.

Terms of reference

The Terms of Reference are reviewed by the Board annually, and sets out the parameters within which the executives (including the CEO) will 

operate, and how the Trust Board will discharge their responsibilities and duties, centred on moving the Trust and its academies towards its 

vision, within the framework of its values and ethos. A copy of the terms of reference can be found in the Appendices section at the end of this 

document.

Composition of the board

The structure of the Board of the Trust has been endorsed by the Department for Education upon the acquisition of MAT Articles of 

Association (June 2018). Furthermore, with each academy that joins the Trust, there is further due diligence undertaken by the Department, via 

the Office of the Regional School Commissioner (LWY) on whether the structures, systems, and personnel remain fit for purpose as the MAT 

grows.
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