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 Context 

The publication of the recent White Paper, “Excellence in Education Everywhere” along 

with the MOU between the Church of England Education Office and the DfE make it now 

imperative for dioceses to consider setting up (or supporting their schools in setting up) 

MATs. 

The White Paper makes it clear that government policy is for all schools to convert to academy status. 

There have been some changes to which schools (according to Ofsted category) are being compelled to 

convert and by when; but the overarching direction of travel is for schools to convert to academies. The 

MOU between the Church of England Education Office and DfE makes it clear that church schools should, 

in the vast majority of cases join MATs which have governance that appropriately reflects the pre-existing 

level of church governance.  In practice this means that most church schools will be in MATs where church 

schools are in a majority,  Dioceses will on the whole therefore choose to do one or both of supporting 

their schools in setting up MATs where church schools are in the majority or setting Diocesan MATs. 

This paper sets out key elements required to set up a MAT. It is intended to be a useful guide rather than 

a comprehensive list. It has been created using information that is publicly available on DfE and National 

College websites, as well as information from colleagues and Dioceses who are experienced in MAT set 

up. 

1.1. Establish Vision Values and Ethos  

a. Agreement on the vision, values, objectives and ethos to be made by the MAT board of directors 

working with the DBE and (where there is one) the Diocesan Umbrella Trust. Ideally there will 

be strong links between the MAT vision and the Diocesan vision. 

b. Consider what will be: 

i. Consistent across all schools. 

ii. Uniform across all schools. 

iii. Individual for each school as appropriate. 

iv. Non-negotiable from the Trust’s perspective from and to the schools. 

v. The Trust’s approach to granting schools different levels of autonomy? 

vi. The Trust’s approach to variable membership rates depending on how a school is 

classified. 

c. Establish how the message of the vision, values, ethos and objectives are lived out in all aspects of 

the Trust’s work with schools and other partners. You may want to consider how this will impact 

on aspects such as HR Policies; Schemes of Delegation for Governing Bodies etc. 
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1.2. Establishing the MAT as a Legal Entity 

a. Appoint legal team (with expertise and understanding of the educational sector), ensuring that 

the process and appointment of the legal team is in sympathy with the MAT’s values and ethos.  As 

part of this process you will need to establish with the legal team the service they will provide for 

academy conversions as schools join the MAT. 

b. Working with the appointed legal advisers, decide on governance structures and personnel.  

c. Instruct legal advisers to prepare draft the Trust’s Memorandum and Articles of Association 

using the relevant DfE Church of England Multi-Academy model. 

 

1.3. Governance Structures, Key People and Key Stakeholders 

  

a. Decide who the Members and Directors of the MAT will be. Any overlap of personnel should 

be kept to a minimum in order to avoid conflicts of interest. Consideration of the range of skills 

required (which should include educational, finance, and legal expertise ideally as a minimum) 

will assist the decision-making process. 

b. Appoint  Directors in line with the requirements of the Articles of Association. Recruit and 

appoint a Chief Executive Officer (who will act as the Trust’s Accounting officer). 

c. Establish who will support the CEO as part of the Executive Team working for the Trust, and 

how they will be recruited and appointed (as a minimum, Trusts should look to cover the areas 

of finance, HR and governance/compliance to support the CEO, although they need not all be 

directly employed by the Trust). 

d. Draft the Scheme of Delegation for the schools in the MAT (taking into account 1.1.b and 1.1.c). 

A scheme of delegation defines where the responsibility for each area lies e.g. it will set out 

responsibilities regarding appointment of key staff. If individual academies within the DMAT are 

to have local governing bodies then it will define the responsibility delegated to them. 

e. Agree Terms of Reference for committees (which will include any local governing bodies) / key 

individuals, at Trust level. 

f. Agree responsibility for working with key stakeholders including: 
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i. Regional Schools Commissioner. 

ii. [Any Diocesan MAT], DBE and DBF (as relevant). 

g. Consider training for Trust Board and Local Governing Bodies that will enable roles and 

responsibilities to be clearly defined and supported by clear guidance and documentation. 

1.4. Business and Growth Plan 

a. Write and obtain approval for a Business plan (consider section 1.7.). 

b. Agree on the management fee percentage that will come from the  individual school budgets – 

5% is reasonably standard. 

c. Include financial projections – it may be useful to complete two different levels of growth, 

including development funding (if available). 

d. Be aware that national funding opportunities are not guaranteed and are often time limited, so 

should be added as a footnote not within the projections themselves. 

e. Anticipate that the conversion grant paid by DfE for the conversion of each school will be fully 

utilised for the conversion process itself. 

f. Include the organisation structure of the MAT, identifying clear governance structures (see 

Appendix 1 - MAT Academy Trust Model). 

g. Include the school improvement strategy – an example is given in Appendix 3. 

h. Create a risk register to support the Business Plan. 

i. Publish the Business Plan. 

j. Consider what the MAT’s growth strategy is (see Appendix 2 for a MAT Maturity Process):  

i. Will you cluster schools into hubs? 

ii. What will your approach be to supporting small schools? 

iii. How will you ensure you can support all the schools in the MAT, especially those in an 

Ofsted category? 

iv. Be aware that the DfE and RSCs will be likely to require evidence before allowing  the 

Trust to grow.The Business Plan can usefully indicate the success criteria you will achieve 

before seeking to grow. 
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1.5. Director Effectiveness 

a. Agree the Accountability framework and develop and implement a plan for reviewing the MAT 

against the framework. 

b. Ensure that for financial management, the Education Funding Agency requirements are met and 

are covered by the Finance Director through MAT level checks. 

c. Consider what objective data the Directors will gather for decision making to be robust. How 

will you ensure you are not just relying on information from the Executive Team? 

d. Establish how this data will support the Directors to identify and react to underperforming 

schools? 

e. Ensure the AGM is used to maximum effect as the occasion where the Members are able to 

hold Directors to account. This should be a useful, purposeful meeting and not simply one where 

the accounts are presented and nothing else. (Establishing guidance for AGMs is a useful way to 

see that these meetings are used effectively.  However Members and DDEs must take care not 

to act in such a way that they might be deemed to be acting as shadow directors). 

1.6. Initial “Sales” and Marketing 

a. Sales materials 

i. The Offer Document, which outlines what schools can expect to get from being in the 

MAT (e.g., what is the school improvement offer, what other services are provided e.g., 

HR, Legal) and what schools will need to contribute to the MAT, their obligations (not 

just financially but collaborative working / supporting other schools etc.). 

ii. Presentation to be given from Executive Team to schools interested in joining the MAT 

which outlines key elements covered in this document. 

iii. Meetings and follow up – how will these be handled, who will attend on behalf of the 

Trust, will they visit individual Local Governing Bodies or small groups? 

iv. Manage the pipeline – keep an accurate record of which schools have expressed an 

interest in joining the MAT.   Are these schools clear how your growth strategy will 

determine which schools get selected to join next? 
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1.7. Delivery of Services 

a. Conversion process: 

i. Consider who within the MAT team will handle the process of conversion and whether 

you have the expertise within the MAT team initially or if you need to utilise the services 

of a Project Management Consultant). 

ii. Consider and take advice on how far reaching due diligence checks will be eg Education; 

Finance; HR; Site and Buildings; ICT, Governance. 

iii. Will you have a common financial system that has the ability to produce collated reports 

as the MAT grows? 

b. MAT services / teams 

The services below will need to be costed as part of the business plan. You will need to consider 

what the offer is (1.6.a.i) to the schools and therefore how to resource these functions. You 

may want to consider the benefits and pitfalls of utilising consultants versus taking on MAT 

employees for each of these services.  

i. School improvement. 

ii. Finance. 

iii. HR. 

iv. Operations (catch all for everything not listed above) e.g., buildings, health & safety, 

safeguarding, legal support, IT, governance, admissions. 

c. MAT materials 

i. The MAT website (or pages within DBE website) is a useful tool for sharing the MAT’s 

vision, values and ethos; advertising school and MAT job vacancies; sharing good news 

stories etc. 

ii. Central Policies will be required for some areas of the business e.g. elements of health 

and safety and HR, you will need to consult with individual service elements to fully 

understand which policies need to be centrally held. A process / system for consultation 

on these policies will need to be established. You may also want to consider developing 

central ‘model’ policies that schools can adopt on a range of aspects of school life or 

issue guidance within which schools can create their own policy e.g., Admissions policies 

must be compliant with the Admission Code. 

 



 
 
 
 

 

© Church of England 2016 Page 8 

ESTABLISHING A MULTI ACADEMY TRUST 

A Key Activity Guide for Dioceses 

d. Growing the infrastructure 

This will form part of your business plan, but will need to be reviewed on a regular basis as the 

MAT develops and you begin to understand what works for your MAT and what is needed. 

e. Maximising efficiencies 

Efficiencies can be maximised through developing systems and structures for dealing with 

elements of MAT operations. There will also be efficiencies of scale in terms of purchasing and 

other operational elements that can be explored.  

f. Developing collaborative working 

Collaborative working can have a substantial impact on the educational success of the MAT. 

Hargreaves’ think pieces on the SISS are a useful resource to reflect on: 

https://www.gov.uk/government/collections/david-h-hargreaves-thinkpieces-on-the-self-

improving-school-system Consider developing collaborative working across a range of elements 

of school life for example: 

 Teachers sharing practices through school visits / action research. 

 School Business Manager networks for discussion and collaboration. 

 Local Governing Body networks for discussion and developing collaborative working. 

g. Communications 

 Consider how you will communicate with the schools in your MAT. Will you meet 

regularly with Headteachers / governors? How will you communicate with teachers 

and teaching assistants within individual schools?  

 Consider how you will communicate with external stakeholders – via website, face to 

face meetings, newsletters? 

 Communications to the MAT board from the operational team may need to be 

considered if formal meetings are only 6 times per year. The MAT board needs to 

determine what level of contact will meet  the requirements for the MAT to grow 

successfully. 

1.8. Quality Assurance / Risk Management 

a. Process to identify and react to underperforming schools 

https://www.gov.uk/government/collections/david-h-hargreaves-thinkpieces-on-the-self-improving-school-system
https://www.gov.uk/government/collections/david-h-hargreaves-thinkpieces-on-the-self-improving-school-system
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Ensure a process of monitoring and reporting of school’s educational performance is established 

early on and adhered to. An annual external review can be beneficial. Consider also how you 

will monitor and report on other areas of school’s performance e.g., financial, governance. 

b. Training and development at all levels from MAT Members to school staff 

Carry out a skills audit at MAT level and draft a training plan with training records, review 

regularly as part of MAT board meetings. Monitor and review school level training as part of 

1.8.a. consider joint MAT INSET days for training as needed. 

c. Accountability framework (1.5.a) 

Ensure there is a place for reviewing the Trust against the framework. 

d. Government Policy 

Ensure that there is a key risk section that accounts for changes in government policy, especially 

in terms of MAT sustainability. 

e. MAT Audit 

As the MAT grows it will adapt and refine its activity (Appendix 2 shows a Core MAT Model 

that may be useful to consider). After the MAT has been operating for a year it can be useful to 

commission a MAT Audit; this service is currently available via the Church of England Education 

Office as well as other providers. This proves an opportunity to consider the MAT’s operations 

and governance in a structured way, enabling you to see what is going well and what will need 

to be the focus of the next stage of development.  

f. Managing reputational risk 

Develop scenarios of possible reputational risk together with mitigation strategies. 

1.9. Ongoing Marketing  

a. Applauding and broadcasting success 

Utilise the MAT’s website and local press to share school and MAT level successes. 

b. Encouraging new joiners 

Learning from the journeys of other MATs it appears that reputation and word of mouth are 

the key reasons why schools want to join MATs. It is useful for Headteachers, school business 

managers and governors to realise that they have a key role in the growth of the MAT. It is 

important that schools feel that it is their MAT.  

c. Managing bad news stories 
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Ensure communications around bad news stories are in line with the values and ethos of the 

MAT. 

 

1.10. Post Conversion – Aspects to Consider 

a. Day 1, what does the MAT want to be different for its academies, how does it want to encourage 

a sense of belonging to the MAT family - this will be need to be tailored to the diocesan view 

and perspective. This should reference back to 1.1.b. 

b. The key pressure post opening will be on the school finance and administration team – what 

practical support will you provide? Will it be  front loaded for the early days of becoming an 

academy and then reduce as the academies grow in confidence? An early meeting in the school 

is important.  

c. Consider providing schools with a welcome pack, the MAT vision, a list of key contacts and 

details, a list of the key roles e.g. school improvement, finance support; and a list of the other 

benefits the MAT provides. This will help mitigate the concerns post opening.  

d. Consider attending  local governing body meetings and talking through the scheme of delegation 

and central MAT policies to be adopted.  This can be beneficial prior to or immediately following 

conversion. 

e. Ensure the MAT is fulfilling its obligations in terms of health and safety and safeguarding. (You 

may need to seek external advice for this).  
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If you would like a conversation with the Academies Adviser to support you in ensuring your Diocese’s 

unique context is carefully considered in the formation of a Diocesan MAT or other MATs in your 

Diocese, please contact andrew.martin@churchofengland.org. 
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 Appendix 1 – Core MAT Model 
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 Appendix 2 – MAT Maturity Process 
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 Appendix 3 – Model School 

Improvement  

Extract taken from NS Academy Improvement Guide, updated September 2015, page 36-40. 

J - Framework identifying the number of days and type of support required for each Academy as 

judged by Ofsted 

Academy Improvement Support 

There is a structured approach to MAT wide Academy improvement. An educational audit of the school 

prior to conversion will highlight areas where the Academy Improvement Adviser will support the school 

post conversion. The level of support will depend on the related Ofsted category as outlined below. 

Category: Outstanding 

Ofsted will have judged the Academy’s overall effectiveness to be outstanding or good with outstanding features 

• The Academy provides a high standard of education and demonstrates areas of outstanding 

practice. The Academy’s capacity for sustained improvement; outcomes and the majority of the 

Academy’s provision is at least good and teaching is outstanding. 

• HR, finance, Health and Safety and site are all managed well. A full set of policy documentation 

and robust systems are also in place. 

Role within the MAT 

The MAT will wish to engage the Academy as a best practice exemplar within the context of the network 

and related Academy improvement functions. Staff from the Academy will be encouraged to lead 

networks, provide expert advice and provide direct support for other Academies within the MAT. 

The MAT education lead will broker the scope of activity needed by an Academy. The Academy will be 

refunded for any work it does on behalf of the MAT by the recipient Academy. 

Improvement Activity: 

• Annual review of achievement data, setting following years’ targets. 

• Performance management and review. 

• Annual conversation with the leadership team to celebrate success, discuss shareable practice and 

how the Academy can support other MAT Academies. 

The data will include the Academy’s own self-evaluation, FFT dashboard, RAISE online and the Academy 

development and improvement plans. In turn this will lead to discussion regarding the type and nature of 

the additional support and from where it could be brokered, whether “off the shelf” or bespoke 

programmes. 
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Resource 

• X days for the annual review in the Academy. 

• X days for an extended joint self-review focusing on an Academy priority. 

• X days a year to support development plan. 

• X days for headteacher’s performance management, undertaken by Academy Lead or delegated 

lead professional. 

[number] days in the Academy per year 

Category Good  

Ofsted will have judged the overall effectiveness of the Academy to be good 

• The Academy provides a good standard of education. The effectiveness of leadership and 

management is good, the Academy is able to manage and sustain its own improvement. Outcomes 

and the quality of provision are, overall, good. 

• HR, finance, Health and Safety and site are all managed well. A full set of policy documentation 

and good systems are also in place. 

Role within the MAT 

The MAT supports the Academy by the identification of support and outstanding practice in other 

Academies that will help the Academy move forward from good to outstanding. 

Improvement Adviser: 

• Annual review of achievement data, setting following year targets. 

• Performance management and review. 

• Annual conversation with the leadership team to celebrate success, discuss shareable practice and 

how the Academy can support other MAT Academies. 

• Two further conversations/visits in the year to be agreed with the Academy. 

The data will include the Academy’s own self-evaluation, FFT dashboard, RAISE online and the Academy 

development and improvement plans. In turn this will lead to discussion regarding the type and nature of 

the additional support and from where it could be brokered, whether “off the shelf” or bespoke 

programmes. 

Resource 

• X day for the annual review in the Academy. 

• X days for an extended joint self-review focusing on an Academy-determined priority. 

• X days a year to support development plan. 

• X days for headteacher’s performance management, undertaken by Academy Lead or delegated 

lead professional. 

[number] days in the Academy per year. 
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Category: Requires Improvement  

Ofsted will have judged the overall effectiveness of the school to require improvement. 

• The school provides a secure standard of education and is not a school of concern but faces 

certain circumstances, this is means it requires higher levels of support and challenge in order to 

ensure that it has the capacity for sustained improvement. 

• HR, finance, Health and Safety and site may all be managed well. A full set of policy documentation 

and good systems may also be in place. 

MAT support 

The MAT will provide both challenge and support from its own Academies and the Academy improvement 

team to enable the Academy to overcome the challenges of its specific circumstances. This will comprise 

additional Academy improvement adviser visits tailored to the specific circumstances of the Academy. 

Improvement Adviser 

They will make half termly visits to the Academy (X visits per year). The activities will be tailored to the 

Academy’s own specific circumstances and closely aligned to the development plan and may include: 

• Work with the leadership team to agree the school’s own self-evaluation of overall effectiveness. 

• Learning walks, lesson observations and feedback. 

• Coaching of the senior leadership team. 

• Evaluation of the Academy’s improvement plan and priorities for improvements. 

• Ensuring there is clear challenge being given to the school by the governing body. 

Resource 

• X day for the annual review in the Academy. 

• X days focusing on extended activities to support Academy improvement/development and the 

Academy becoming category good. 

• X days to support development planning. 

• X days for headteacher’s Performance Management, undertaken by Academy Lead or delegated 

lead professional. 

X days in the Academy per year 

Category: Inadequate  

Ofsted have judged this school to be inadequate. 

The Academy will be identified in this category where there is a combination of one or more of the 

following: 
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• A downward trend in achievement and/or other outcomes over time and/or outcomes for 

individuals and/or groups is persistently low over time. 

• Significant issues are identified about leadership and management, which are likely to prevent the 

Academy from sustaining a capacity to improve. 

• The Academy’s capacity for sustained improvement is inadequate. 

• The effectiveness with which the Academy promotes equal opportunities and tackles the 

Academy’s safeguarding procedures is inadequate. 

MAT Support 

The MAT will provide additional support and challenge to enable the Academy to secure improvement, 

including: 

• Increasing the time the Academy Improvement Adviser has to support the Academy. 

• Increasing the resource available to the Academy and providing bespoke support from the 

network and beyond as required. 

• Directing the implementation of certain programmes within the Academy to ensure that minimum 

standards of progress and attainment are delivered for all the learners. 

The Academy Improvement Adviser will: 

• Oversee the production of a detailed Academy development and improvement plan. 

• Co-ordinate additional support for the Academy and regularly review and monitor the progress 

made. 

• Review achievement data, current year and trends (gap analysis). 

• Visit the Academy regularly as part of the individual package tailored to the needs of the Academy, 

delivering training and complementing the activities of external agencies. 

• Evaluate progress in raising achievement through review of the Academy’s analysis of in- year 

tracking and pupil progress data. 

• Undertake at least one visit on site half termly, including a meeting with governors and Academy 

leaders to ensure there is clear challenge to the leadership. 

• Undertake an end of year evaluation of progress against the Academy development and 

improvement plan with local governing body and Academy leaders. 

Resource 

• X day for the annual review in the Academy. 

• X days focusing on extended activities to support Academy improvement/development and the 

Academy becoming category good. 

• X days related to CPD needs of the staff. 

• X days planning. 

• X days for headteacher’s Performance Management, undertaken by the Academy Lead or 

delegated lead professional. 
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Where any school’s safeguarding procedures or procedures for tackling discrimination and promoting 

equal opportunities are identified as inadequate, MAT will take immediate action to ensure that 

appropriate progress is made. 

The MAT may exercise its right at any time to inspect any Academy using its own framework for Academy 

review. 

X days in the Academy per year 

 


