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Trust Vision and Mission 
Bright Futures Educational Trust is an organisation committed to our vision: ‘The best for 
everyone, the best from everyone’. 
 
Everything that we do is underpinned by our values of leadership, integrity, passion, 
community, equality and resilience. 
 

 

 
What is the Policy for? 
This policy sets out the Trust’s overarching approach to school improvement, describing the 
underlying philosophy and principles, the improvement systems and processes and the roles 
that different individuals and agencies play. Although this policy applies to schools within the 
Trust, we also have a responsibility to the wider system. The principles described here will 
guide our work with others. 
 
The policy is intended to provide clarity to everyone working in and with the Trust. It should 
offer guidance and support to our various levels of governance as indicated in our 
Delegation Framework. The policy will also inform our strategic partners and is also intended 
to describe and give account for our work to the students, parents/carers, families, and 
communities that we serve. 
 
This policy should be read in conjunction with the Great Schools Strategy 2026–2028, 
which sets out in detail how the Trust works with individual schools to secure excellence. 
The Great Schools Strategy is the operational expression of the principles described in this 
policy. 
 
 

Who is the Policy for? 
For all current and prospective employees of Bright Futures. 
 
 

Roles and Responsibilities 
Whilst school improvement is a shared and collective responsibility, accountability for the 
oversight of delivery rests with the CEO of the Trust. To discharge this important 
accountability function, the CEO has delegated powers to the Director of Education and 
Trust Leaders. 
 
The Trust School Improvement and Accountability Structure is set out in the Great Schools 
Strategy 2026–2028 (Section D: Roles and Responsibilities). This identifies the specific 
responsibilities of the Board of Trustees, CEO, Director of Education, Local Governing 
Bodies, School Leaders, the Professional Development Institute and System Leaders. 
 
 



Introduction 
School improvement is the core business of the Trust. To fulfil our vision and values we 
implement robust approaches to ensure that we all engage in continuous improvement, 
regardless of our starting points. 
 
The approaches to school improvement at Bright Futures are nuanced and address the 
realities of each school’s stage of development and capacity to improve. By careful analysis 
and prioritisation of action, we promote effective, evidence-based practice across the Trust. 
We believe that the leadership of school improvement starts with Principals and leaders in 
schools who are empowered to drive improvement locally in the best interests of their 
students and communities. The leadership of the Trust and of individual schools needs to 
remain focused on achieving consistent high quality for all. 
 
All our leaders are driven by a shared and empowering vision to provide ‘the best for 
everyone, the best from everyone’. 
 

The Principles and Aims of School Improvement at Bright Futures 
Educational Trust 

• Continuous, sustainable improvement is an integral part of everything we do. 
• Curriculum design (or how children spend their time learning) is fundamental to 

school improvement. Our schools have a context-specific approach to curriculum 
design to ensure that the curriculum meets the needs of the communities we serve. 

• Ensuring that we fulfil our vision: ‘the best for everyone, the best from everyone’ is a 
collective responsibility and collaborative endeavour. 

• Reflective practice and curiosity about teaching, learning and assessment support 
continuous improvement. 

• Ensuring highly effective collaborative networks across Trust schools, that are based 
on sound evidence-informed practice. 

• External audit and internal school review provide a useful check on the success or 
otherwise of our improvement work. 

• Sharing of improvement strategies within each individual institution and 
across/beyond the Trust should also help others to improve. Sharing an analysis of 
successful practice (‘what works’) is expected within a climate of professional trust 
and respect. 

• Improvement activity should be systematic, evidence-based and be informed and 
evaluated by valid and reliable quantitative and qualitative data. 

• We ensure that there is an effective and timely risk assessment of each school which 
leads to a meaningful overview and informs high quality strategic planning and 
development. 

• The recruitment, development and retention of high-quality teachers and associate 
staff. 

• Good attendance at school and good attitudes to learning impact positively on 
improvement. 

• School improvement requires well-motivated, committed staff who have planned 
access to appropriate professional development and a manageable workload. 

• Direct school improvement intervention will be in inverse proportion to success based 
on ‘some for all and more for some’. 

• Collaboration sits at the heart of our approach to school improvement, enabling the 
collective skills, strengths and expertise across the Trust and wider networks to 
benefit every school. 

• Support is proportionate to need, with early action taken whenever concerns arise. 
As schools progress, they grow from capacity receivers to capacity givers, 
contributing expertise and leadership across the Trust. 

 



Schools Causing Concern 
The approach to schools causing concern is in line with the DfE guidance. The Trust uses a 
Four Tiers Model (Excelling, Embedding, Evolving and Emerging) to assess and categorise 
each school, with support calibrated accordingly. This assessment and categorisation 
process is described in full in the Great Schools Strategy 2026–2028 (Section B). 
 
On a monthly basis, the Executive Team considers a broad range of data and intelligence 
available on the Trust’s schools and their performance. Whilst student data is the main 
focus, matters such as governance, finance, marketing and communications, complaints, 
parental/carer issues, behaviour and wellbeing, staff relationships and morale, outcomes of 
monitoring activity and leadership capacity and efficacy are also considered. It is recognised 
that in some schools at certain times events can conspire to significantly reduce the capacity 
of an otherwise successful institution; some schools may become ‘stuck’. The monthly 
consideration of such issues means that swift action can be taken to prevent standards 
slipping or crises overwhelming the school. 
 
Where governance needs to be strengthened, additional governors may be appointed or the 
Local Governing Body replaced by an Interim Improvement Board. Where schools require 
significant support, regular additional meetings involving the Executive Team and at times 
external partners/Trustees are held so that risks and issues, progress and impact can be 
scrutinised and appropriate action taken in a timely manner. 
 
When a school’s capacity to sustain performance is at risk, the Schools Causing Concern 
protocol (set out in the Great Schools Strategy 2026–2028) ensures swift, decisive action is 
taken. Additional challenge and support may include: strengthening governance; deployment 
of System Leaders or Trust Leaders; implementation of a rapid action plan with close 
monitoring; termly audits; targeted CPD; and enhanced HR support. 
 
 

Finance 
Schools are expected to budget for their improvement activity as part of the annual budget 
setting process. It is recognised that for schools needing more support this could be a 
particular challenge given the amount of external support required. In these instances, 
monitoring and review at Trust level will be provided at no cost to the school and the central 
School Improvement budget may be accessed with appropriate rationale. The Director of 
Education or the Professional Development Institute will, wherever possible, seek to broker 
additional support, offsetting additional costs to the school. 
 
By working in close partnership with other MATs and Teaching School Hubs, other DfE 
designated Hubs/research schools and strategic partners, we will drive maximum value for 
money from these central funding streams, ensuring maximum impact on outcomes for 
students. 
 
 

School Improvement Cycle 
School improvement at Bright Futures is a continuous, evidence-informed process that 
prioritises early identification, targeted support, and long-term, sustainable impact; with 
effective communication at its core. 
 



 
 

School Development Plans 
Each school develops their own annual plan that is value-driven and derives from an 
analysis of need. The plan will bring together: 
 

• the main school priorities and actions to raise standards and sustain improvement 
(WHAT and WHY) 

• the resources and personnel dedicated to these (HOW) 
• the key outcomes it intends to achieve (IMPACT) 

 
All schools are expected to maintain an up-to-date Self Evaluation Framework (SEF) aligned 
to Trust priorities, and to develop a School Development Plan (SDP). Where required, 
schools will also produce a Rapid Action Plan. These documents form the basis of the 
Trust’s monitoring and accountability framework. 
 

School Categorisation 
All schools within, or joining, the Trust are assessed annually using a robust self-evaluation 
process. The Trust’s Four Tiers Model — Excelling, Embedding, Evolving and Emerging — 
provides both precision and clarity, ensuring every school receives a support offer 
proportionate to its context and stage of improvement. No tier is a fixed destination; 
movement between tiers reflects the dynamic and ongoing nature of school improvement. 
School Leaders, alongside the Director of Education, evaluate and categorise their school. 
The Executive Team moderates and agrees each categorisation, which is shared with 
governors. The full criteria and Trust support offer for each tier are set out in the Great 
Schools Strategy 2026–2028. 
 
 
 
 
 



Trust Strategy 
The Trust’s strategies comprise: School Standards, School Improvement, People, 
Professional Development, Digital, Finance & Estates, Risk, Assurance & Governance. Each 
has been cross-referenced with the DfE’s Trust Quality Descriptors. 
 
These plans set out our 5-year ambitions with strategic action plans underpinning. The Great 
Schools Strategy 2026–2028 is the Trust’s current School Improvement Strategy and should 
be read alongside this policy. 
 
 

Sources of Support and Capacity for Improvement 
In many schools the first source of improvement capacity will be from within. There will be 
strong and successful leaders, teachers, and associate staff capable of sharing good 
practice, modelling high expectations, coaching, and mentoring. Leaders will need to ensure 
that this happens in a targeted and systematic way, focusing on development priorities. 
Where capacity and expertise within a school are insufficient, or additional capacity is 
required to drive pace, the expertise of other schools within the Trust and our Professional 
Development Institute can be deployed. This can be brokered via the Director of Education 
and Director of Professional Development via the Professional Development Institute which 
includes two Teaching School Hubs, a Maths Hub, a SCITT, Bright Futures Training, SEND 
Outreach and an Early Years Hub. 
 
At all times Principals remain accountable for the success of school improvement support. 
Commissions should be precise with intended outcomes and methods of working agreed 
upfront. 
 
The Universal Support Offer, described in the Great Schools Strategy 2026–2028 (Section 
C), sets out the minimum entitlement for every school, covering collaboration at school level, 
Trust level and with external partners. This includes access to professional development, 
leadership development, Trust Reviews, school-to-school support and Trust Lead 
Collaborative Networks. 
 
 

Monitoring and Evaluation 
 
School Level 
Leaders at all levels are responsible for driving continuous improvement and 
monitoring/reporting the impact of improvement activities. Leaders will use their professional 
judgement to maintain and ‘fine tune’ projects in light of learning from the implementation 
stages. 
 
Local Governing Bodies will challenge the impact of interventions through data supplied to 
them via the Principal’s reports. 
 
Targeted school improvement activity will be monitored regularly at school level via the 
leadership teams and local governing bodies. This is looked at strategically at Executive 
Team meetings regularly too. This regular monitoring will enable the school to respond in a 
timely way. For example, there may need to be a change of pace in the improvement work in 
light of feedback ‘on the ground’ or following a trust-led school review/Ofsted inspection. 
Changes will need to be reflected in the regular RAG rating reports that go to Trustees. 
Where support is accessed via the Professional Development Institute via the Director of 
Education or the Director of Professional Development there will be a central focus on 
quality assurance and monitoring of the support and its impact. The impact of any level of 



support is monitored by the Director of Education and Director of Professional Development 
working in partnership. 
 
 

Trust Level 
The Board of Trustees is accountable for standards in the Trust. They discharge their 
accountability through the Chief Executive Officer who therefore needs to be assured that all 
schools are making appropriate progress against their planned improvements and that 
school improvement activity is impacting positively at the right pace. 
 
This assurance is achieved through termly monitoring of school development priorities and 
School Review visits. Monitoring visits will increase in frequency and type if a school is 
judged to be ‘causing concern’. 
 
In the autumn, all schools will formally review their student outcomes and create priorities, 
targets and strategies for improvement. 
 
School categories are agreed and moderated each September and reviewed every half term 
by the Central Team using Key Performance Indicators across five key areas. The Director 
of Education leads half-termly and termly school improvement reviews and is responsible for 
the final moderation of any change in categories. 
 
 

External Challenge 
We welcome constructive external challenge and engage with local authorities as well as 
commissioned providers to bring external perspectives and critique. The Trust has a regular 
‘health check’ with the DfE’s Regional Director or the Trust Relationship Manager. This 
provides a degree of challenge and support to the Trust. The data to inform the discussion 
with the Regional Director is informed by school level analysis. Inspections and monitoring 
by Ofsted could happen at any point in the cycle and the quality and robustness of on-going 
review should support any audit process. 
 
The DfE offers support for school improvement to specific schools as defined by the DfE. 
From 2025 this will include working with DfE Regional Improvement for Standards and 
Excellence (RISE) teams. 
 
 

Types and Range of Interventions/Support Available 
School Reviews 
Working with schools, a programme of commissioned reviews happens across the year. 
These may be an overall ‘health check’ of the school or thematic (e.g. reading, SEND). 
Reviews will include colleagues external to the Trust to provide a degree of additional 
challenge and objectivity. 
 
Reviews will be formally recorded with a clear, concise report to the school to validate their 
work and support next steps. 
 
School Reviews add value in multiple ways, including: understanding leadership capacity 
and Ofsted readiness; identifying the school’s point in its improvement journey; checking 
capacity to receive support; capturing stakeholder voice; reviewing the accuracy of the Self 
Evaluation Framework; and exploring the impact of the School Development Plan. Reviews 
also contribute to developing Trust Leaders as reviewers. 
 
 



Professional Development Institute 
The Professional Development Institute (PDI) is the Trust’s primary mechanism for driving 
school improvement, bringing together system-wide expertise across two Teaching School 
Hubs, a Maths Hub, SCITT, Bright Futures Training, SEND Outreach and the Early Years 
Hub to strengthen teaching, leadership and outcomes across all schools. 
 
The Universal Offer sets out the core professional entitlement for every school and is a 
fundamental component of the Trust’s improvement model. This includes a structured, 
career-stage professional development programme, access to DfE-designated Hubs, 
leadership development programmes (including NPQs), half-termly Principal engagement 
with the CEO/Director of Education, and participation in annual school reviews. This 
entitlement is tightly aligned to school improvement priorities, ensuring professional 
development is purposeful, consistent and directly drives improvement in classroom practice 
and leadership effectiveness. 
 
Full details are set out in the Great Schools Strategy 2026–2028 (Section C). 
 
 

School-to-School Support 
The Trust Leader/System Leader programme enables excellent teachers to develop 
teaching and learning in other schools through mentoring and coaching. Staff may be 
deployed to other schools across the Trust by agreement. Schools categorised as 
Embedding or Excelling may provide school-to-school support as required, brokered by the 
Director of Education. 
 
 

Risk and Assurance 
The school and Trust Board Assurance Framework identifies key risks that need to be 
monitored, mitigated and managed. The school Risk Registers are reviewed and updated 
every term by the Director of Education & Head of Business & Partnerships. Regular 
updates are provided to the Trust Board. 
 
 

School Termly Data 
Each school Principal shares a termly progress report in line management meetings with the 
Director of Education. The information consists of key headline information monitored 
against school intentions/targets. This data is used as part of the Education reports to the 
Executive Team and the Board of Trustees. 
 
 

School Improvement Meetings 
Schools not yet judged secure by Ofsted or our own internal evaluation (categorised as 
Evolving or Emerging) have regular meetings with the Director of Education and Director of 
Professional Development to review support, CPD and ensure impact and best use of trust 
resources. 
 
 

Great Schools Strategy 
The Great Schools Strategy 2026–2028 sets out the Trust’s ambition to ensure that every 
Bright Futures school is great and strong, beyond good — delivering exceptional learning, 
strengthening communities, and creating opportunities that prioritise children and foster 
belonging. 
 



The Great Schools Strategy defines what a Bright Futures ‘Great’ School looks like, 
including: a world-class curriculum; strong and effective teaching; deep community 
engagement; effective behaviour; an inclusive and safe culture; a genuine sense of 
belonging; high attendance; active student leadership; and an enrichment offer that 
complements the curriculum. 
 
Every school works towards achieving the Bright Futures Great Schools Standard, which 
exceeds national expectations for pupil outcomes. The Well School approach — developed 
in partnership with the Youth Sport Trust — places wellbeing at the centre of school 
improvement, helping schools to create cultures of belonging and embed sustainable 
practices that support both high standards and positive life outcomes for all. 
 
The Great Schools Strategy should be read alongside this policy and accessed from the 
Trust’s central resources. 
 


