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National Governors’ Association 

The National Governors’ Association (NGA) is an independent charity representing and supporting 
governors, trustees and clerks in maintained schools and academies in England. The NGA’s goal is to 
improve the wellbeing of children and young people by increasing the effectiveness of governing boards 
and promoting high standards. It does this by providing information, guidance, research, advice and 
training. It also works closely with, and lobbies, UK government and educational bodies, and is the 
leading campaigning national membership organisation for school governors and trustees. 

 

T: 0121 237 3780  |  E: governorhq@nga.org.uk  |  www.nga.org.uk 

 

 

  

http://www.nga.org.uk/training
mailto:governorhq@nga.org.uk
file://///Exchange/company/Communications/1%20Projects/025%20Guidance%20docs/www.nga.org.uk
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Consultant Richard Tyndall richard.tyndall@richardtyndall.co.uk 07880 

787007 

Multi-academy Trust Bellevue Place Education Trust 

Key Contact and Email Mark Greatrex, CEO, BPET mark.greatrex@Bellevueplace.org.uk 

07821 104632 

Chair Claire Delaney, claire.delaney@place-group.com  

CEO / Executive Head  Mark Greatrex as above 

Membership Details  Group Gold membership 

 

Reason for commissioning the review  

The current Trust Board has directed affairs through its foundation and the first rapid expansion 

phase, and as part of the commitment to self-evaluation and continuous review, it has recognised 

that this should include governance arrangements, hence commissioning this external review.  

The Trust Board faces a number of challenges:  

 Standards: one of the new schools, Rutherford House, has been inspected by Ofsted (Good 

– July 2015); the other six await their first inspection 

 Construction: four of the seven schools are in temporary accommodation 

 Budget: a full range of management and support services is in place for a pupil population 

that is 20% of the projected final total 

 Governance: timing the adjustment of governance arrangements from 

foundation/expansion to prepare for the care and maintenance phase 

 Reputation: managing public attacks which allege inappropriate links with founders 

Bellevue and Place  

The MAT governance framework  

BPET was established in February 2012 as a joint venture between two organisations who are 

passionate about providing high quality education. These two organisations are Bellevue Education 

Ltd (15 independent schools in the UK and Switzerland) and Place Group (an education consultancy 

which has been advising state schools for 15 years). 

The Trust opened its first free school, Rutherford House, in 2013 and has subsequently opened six 

more in and around London. These schools are all primary free schools (i.e. new schools) growing 

their pupil numbers from year R intakes. For 2015-16 there were 500 pupils across the Trust, but 

this number will grow to over 2,700 in 2022 when the seven schools will have pupils in all year 

groups.  

There are no immediate plans for further expansion, and the Trust Board has decided to retain a 

primary focus. Opportunities to develop early years’ provision in association with existing sites will 

be considered as they arise. 

http://www.nga.org.uk/training
mailto:richard.tyndall@richardtyndall.co.uk
mailto:mark.greatrex@Bellevueplace.org.uk
mailto:claire.delaney@place-group.com
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The Trust has five members, two of whom are independent; the other three are associated with 

the sponsors and sit on the Trust Board. 

The Trust Board currently has five trustees and one vacancy and meets five times a year. 

Recruitment is in hand to fill the vacancy and appoint two further trustees. There are two 

committees: finance committee (all five trustees are also on the finance committee); and risk and 

audit committee (2 trustees). The work of the Trust Board is supported by seven local governing 

bodies, each of which includes one trustee.  

The external review process  

There was a scoping conversation with the chair and the CEO to discuss the focus of the review and 

to confirm the expected outcomes, which include clearly identified priorities and actions for 

improvement: 

 Reputation Management – what, if anything should the Board decide in response to the 
recent public attacks on BPET? 

 Growth Trajectory – is the structure that helped get BPET to this point the right structure for 
the next phase?  

 Teaching and Learning – how does BPET ensure that its preferred vision and ethos is securely 
embedded in all of its schools?  

 Board self-evaluation – are the structures fit for purpose? 

 Trustee performance – are the right people round the table? 

The methodology for the review was: 

 There was a review of the governing body’s documentation.  

 The trustees, heads, senior managers and LGB chairs completed the APPG 21-questions self-
evaluation in advance of the workshop.  

 There was a three-hour facilitated workshop session which was attended by 14 people 
including trustees, the CEO, senior managers, heads and LGB chairs. 

 Two bespoke reports: “Governance structures: compliance with and fitness for purpose with 
a particular focus on avoiding conflicts and related party transactions” and “Knowledge of 
good practice and options for LGB or equivalent”.  

 This written report with recommendations 

The workshop resource pack included the two bespoke reports, NGA model schemes of delegation, 

a set of references to source material, and the output of the APPG 21-questions report.  

Key messages  

The trust board has a clear sense of purpose, and is effectively carrying out the three core 

governance functions:   

 It has created and communicated a compelling vision for its schools and the young 

people in its care which is understood and supported by the senior staff and 

headteachers 

 The headteachers are held to account by line management and clear performance 

appraisal systems: their work is also monitored by local governing bodies 

 The trustees are aware of and adept at managing the financial affairs of the Trust   

http://www.nga.org.uk/training
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The transition from growth phase to care and maintenance phase can be awkward, as the 

strengths and talents that allow for sure and rapid growth are not the same as those required for 

consistent and diligent application of systems and procedures 

There is another potentially awkward transition from small compact team to a larger and more 

distributed effort as the governance group necessarily grows and admits new colleagues 

Both these transitions need to be managed with care for their emotional as well as 

organisational impact. 

There are many governance strengths throughout BPET as evidenced during this review, not least 

its self-awareness of the changing pressures and the value of external evaluation.  The Trust 

should proceed with confidence that there is a firm foundation on which to build for the future 

phases. 

Findings 

The results from the AAPG 21 questionnaire were a very positive self-assessment; 13 of the 21 

questions returned no negative assessments and a further 7 questions each returned only one 

negative voice. The one area where there was significant reservation was the response to question 

9 “Clerking”. On probing, it was revealed that the reservations were addressed at arrangements for 

the Local Governing Bodies: there was general agreement that clerking of the Trust Board and its 

committees is working well. 

The workshop discussion produced the following table: 

Not broken, don’t fix it Even better if 

1. Vision 3. Clarity on size of trust 

2. Scheme of Delegation 4. LGB/trust mutual understanding 
and avoidance of duplication 

15. Engagement of stakeholders 9. Clerking, clarity for LGBs 

17. Performance management data 11. Trustee performance 
management 

19. Improvement challenge 12. Succession planning 

Headteachers (no reference 
question) 

 

As the numerical scoring was consistently high and positive, further useful feedback from this 

exercise can be gleaned from a careful reading of the comments. The comments are generally 

positive and through questioning at the workshop, well supported with evidence. I have picked out 

the following comments, which are helpful and constructive in tone, but may point to a need to err 

on the side of over-communicating key messages. 

Q3 Size of the trust.  

This issue surfaced at the workshop, and the trustees present were clear that BPET was in a 

consolidation phase, but will consider further growth if the existing schools continue to flourish, 

and that a maximum size of 15 schools in the primary sector was envisaged, with possible 

expansion into early years.  

http://www.nga.org.uk/training


 

NGA ERG Report MAT 
© National Governors’ Association 2016      5 

Q4 Good two-way communications and Q5 Clear governance structure.  

“Greatest challenge remains for how the LGB and Board communicate”; “communication could be 

dramatically improved”; “more work to be done at school level to ensure everyone’s clear”; 

“greater communications within the LGBs and schools” 

These comments also help explain the apparent contradiction between the positive feedback on 

the “clarity of the scheme of delegation” and the “even better if” comment about “LGB/trust 

mutual understanding and avoidance of duplication”. The scheme of delegation is clear and well set 

out; the improvement point is the extent to which everyone involved in governance knows and 

supports the detailed provisions, especially more recent recruits to local governing bodies. 

The full feedback report with comments was supplied to colleagues at the workshop. 

Reputation Management 

The workshop heard a positive report from the CEO that over the summer and during the start of 

the new term there had been no further public attacks on BPET. Further he reported that EFA staff 

had conducted an assurance visit in September and they had specifically examined BPET’s 

procurement processes and had found that all was in order. 

The workshop moved on to the next topic. See also separate report “Governance structures: 

compliance with and fitness for purpose with a particular focus on avoiding conflicts and related 

party transactions” supplied to colleagues at the workshop. 

Governance structure for growth 

The workshop considered the separate report “Knowledge of good practice and options for LGB or 

equivalent”. Following a discussion, the workshop produced the following list of points for further 

consideration by the trust board: 

Good practice span-of-control for 7 schools; for more than 7 schools 

The timing of any change in size and/or governance arrangements 

Recruitment of skilled trustees/governors 

Academy councils may be a way to go  

Trustee/governor motivation – clarity about who is supporting whom 

Workload for trustees if there were no LGBs 

Communication “both ways” 

Trustee/governor to pupil ratio 

 

Securely embedding the BPET vision and ethos in all our schools 

The workshop considered the eight constituent elements of the BPET vision and reviewed the 

extent to which each was embedded in practice. The conclusion of the discussions was a 

resounding endorsement for the development work that had been achieved to ensure that all eight 

elements were properly embedded. 

Three “even better if” suggestions were made for further consideration by the trust: 

 Better understanding of the tension between autonomy for schools and having them all 

sign-up to the trust’s vision and ethos 

http://www.nga.org.uk/training
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 Understanding what sort of evidence would support the “building of emotional intelligence 

in pupils” 

 Revising the vision to include specific commitment to collaboration between schools 

The Snowball exercise readily produced a prioritised list of immediate actions for the trust and 

senior staff: 

Brainstorm about 
possible changes to 
governance structures 
including trustees and 
LGB chairs 

Mark Greatrex By Easter 2017 

Trust-wide school 
council to embed pupil 
voice (using virtual 
meetings?) 

Maxine Mallett By July 2017 

Embed “philosophy for 
children” across all 
schools 

Claire Delaney and 
Alison Colenso 

Inset Day 3rd Jan 2017 

Further practical 
collaboration – to 
formalise and make 
efficient existing 
efforts 

Laura Birkett Inset Day 3rd Jan 2017 

Streamline and 
consistency in work 
plans and (h/t) reports 
and templates 

Simon Ward 

Laura Birkett 

First draft by Inset Day 
3rd Jan 2017 

There is a balance that needs to be struck between these trust-wide action points and the call in the 

BPET vision to have autonomous schools. There is a creative tension between these apparently 

contradictory ambitions: care will need to be taken that trustees, staff and LGB members share and 

respect the balance that the trust seeks to promote.  

Summary recommendations  

The priorities for the trust board are: 

1) Address the issues identified in the Governance structures report and to bring forward 

proposals for revised school level arrangements  

2) To address the balance between there being a trust wide vision and ethos and autonomy 

for the schools, and  

3) Revisit the trust’s ambitions for growth and to ensure that the plan (with changes, if any) is 

accurately understood 

Detailed actions to be undertaken  

1) Address the issues identified in the Governance structures report:   

http://www.nga.org.uk/training
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a. Complete the current recruitment exercise to fill the vacancy 

b. Expand the number of trustees who are independent of the founding organisations 

c. Ensure that newly appointed trustees are given appropriate welcome and 

induction  

d. Give consideration to contacting https://www.academyambassadors.org/ 

2) Clarify school level governance arrangements  

a. To work with staff and LGB members to reach a new settlement for school-level 

governance within BPET (see NGA model schemes of delegation: 

http://www.nga.org.uk/Guidance/School-structures-and-constitution/Academies-

and-free-schools/New-Model-Schemes-of-Delegation.aspx) 

b. To build in a self-evaluation element to ensure that the issues of communication 

and understanding are kept under review 

3) Clarity of vision, ethos and strategic direction  

a. Revisit the balance between the ambition for adherence to the trust’s overall 

vision, collaboration between schools and the aim of promoting school autonomy 

ensuring that the desired balance is well communicated and understood by staff, 

trustees and LGB members. 

b. Revisit the Trust’s ambitions for growth and ensure that the plan (with changes, if 

any) is accurately understood by staff, trustees and LGB members. (see 

http://www.newschoolsnetwork.org/sites/default/files/Characteristics%20of%20S

uccessful%20MATs.pdf and http://www.nga.org.uk/getattachment/1af9e9b3-

e599-409a-8b19-e067c671b0ce/FINAL-Framework-for-Governance.pdf)  

c. Where trust wide initiatives are determined e.g. philosophy for all, trust schools’ 

council, consider how all schools will commit to these, and how this commitment 

will be reflected in performance management arrangements 

d. Consider the use of formal collaboration arrangements to improve practice and 

professional development through techniques such as joint moderation of 

judgements and peer review.   

Ongoing support  

NGA is able to provide bespoke training for trusts and schools.   Topics include: 

 Induction  

 Knowing your school   

 Question and challenge 

 Panel work (e.g. reviewing exclusion, hearing complaints)  

 Preparing for Ofsted 
NGA can also provide coaching and mentoring for individual trustees, academy committee 
members and governors. Please contact training@nga.org.uk 
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NGA sign off 27 October 2016 
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