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PART 1 MINUTES
OF THE TRUSTEE BOARD
Date 11" December 2025 @ 11lam
Venue YES Trust Head Office
Present: Maureen Brettell (MB) Chair of Trustees
Rob Halsall (RH) Trustee
Mark Heywood (MH) CEO
Nic Brindle (NB) Trustee
Charles Whittle (CW) Trustee
Helen Davies (HD) Trustee
Tim Haselwood (TH) Vice Chair of Trustee
Philip Sheldon (PS) Trustee
Apologies: | Kerry Inscker (KI) Trustee
lan Carden (IC) Trustee
Absent:
In Helen Philips (HP) Director of Education
attendance: | Leanne Takaki (LT) Director of People
Chris Heptinstall (CHe) Director of Business
Suzanne Lloyd (SL) Independent Clerk to Trustees
Nicola Yucker (NT) — Teams Murray Smith
llona Adu-Gyamfi (IAG) Trust Office Manager and Governance
Officer

For all sets of minutes and backing papers it is taken that all will have been pre-read and coverage

will therefore be limited to: « accuracy ¢ action points ¢ challenge

The new Academy Trust Handbook 2024: states that trustees should focus on three descriptors

(replacing the 3 core functions):

- Strategic leadership of the academy trust — the board defines the trust vision, fosters the
trust's culture and sets its strategy, including determining what (if any) governance functions are

delegated

- Accountability and assurance — robust oversight of the trust's operations and performance
- Engagement — strategic oversight of relationships with stakeholders (parents, schools and

communities)

Quorum required: 3 Trustees

The meeting commenced at 11am.

AGENDA WELCOME AND APOLOGIES FOR ABSENCE

ITEM 1
The Chair welcomed everyone to the meeting, apologies were accepted from IC and KI. PS
was welcomed to the meeting and introductions were made.

AGENDA REVIEW OF ANNUAL REPORT AND FINANCIAL STATEMENT

ITEM 2
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NT from Murray Smith was welcomed to the meeting.

The Year End Management Accounts and Financial Statements to 31st August 2025 were on
GVO and taken as read. NT shared them again on the screen and provided an overview.

NT confirmed that the Trust would be receiving a clean audit report. There were no significant
issues of key risks to note. NT confirmed that there had been £33M consolidated income
within the year, with a surplus of £1.2M after operating costs. Expenditure had increased, due
to the increase in schools, money in bank and assets have also increased. There were no
breach or fraud to note. It was confirmed that the Regularity Insurance review had been
completed with no recommendations.

TH noted that he and CHe had worked with NT throughout the year, and that approval had
been sought at the Finance, HR and Premises Committee.

Questions were invited; however, no further questions were raised.

Decision There was unanimous approval for the Year End Management Accounts and Financial
Statements to 31st August 2024, to be approved, in line with the comments made
above.

AGENDA DECLARATIONS OF INTEREST

ITEM 3
There were no new declaration of interests to note.

AGENDA DECLARATION OF ANY OTHER BUSINESS

ITEM 4

CHe asked to discuss CIF bids as part of the finance agenda item, which was agreed by the
Trustees.

It was decided that Part 2 of the agenda be completed at this point.

AGENDA OUT OF MEETING APPROVALS
ITEM5
There was nothing new to note.
AGENDA PART ONE MINUTES OF THE LAST MEETINGS 16™ OCTOBER 2025 and REVIEW OF
ITEM 6 THE ACTION LOG

Trustees reviewed the minutes from the meeting dated 16" October 2025, the Trustees
agreed that these were a true and accurate record. Trustees reviewed the following actions:

e For the application of KI to be discussed with the Members and for an approval to be
sought for her to join the Board of Trustees — Completed

e For the new OFSTED Framework to be discussed at the Full Trust Board Meeting —
Completed — On the agenda to discuss today.

e For all Committees to review their TofR— Completed

e For the Scheme of Delegation to be updated to reflect Trustees instead of Trust—
Completed — On the agenda to discuss today.

e Forall Trustees to provide their ID code to IAG and for IAG to provide assistance if required
— Completed — Only RH’s outstanding due to issues with HMRC. IAG supporting with this.
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e For IAG to share the link for the Academies Trust Governance Code comment and
approval out of the meeting approval — Completed

e For a SWOT analysis to be completed on the current and future usage of Al within the
Trust and for further discussions to take place on Al at the next Full Board Meeting —
Ongoing — To be discussed at the next Full Board Meeting.

e Forall Trust policies to be updated to state that recording devices can’t be used within any
meetings without prior consent — Ongoing — SL to confirm with IAG on the status of this.

e Forthe Al policy to be finalised (KI to share SET’s Al policy) and shared with the Trustees
for review - Completed

e For a Recruitment Strategy Plan to be drafted and shared with the Trustees — Completed
— On the agenda to discuss today

e For the Risk Register to be updated to include Al usage and ELT succession planning —
Completed

e For the capital expenditures and reserves to be reviewed in line with the current financial
position — Completed — On the agenda to discuss today.

e For HD to complete a benchmarking review for executive pay scales, to be brought to the
Pay Committee for further discussions — Ongoing — To be discussed at the next Pay
Committee.

e For a KPI dashboard to be compiled for data to be shared with the Trustees and utilised
within the Trust — Completed — On the agenda to discuss today.

e For pupil numbers to be reviewed by the Board annually - Ongoing

e For the investments to be reviewed in the summer term and for further discussions to take

place — Completed — On the agenda to discuss today.

AGENDA
ITEM 7

MAT SELF EVALUATION, DEVELOPMENT & STRATEGY

MB noted that the SoD had been shared prior to the meeting, for comments to be made. MB
thanked the Trustees for their time and comments on this.

MB noted that the review had taken place due to the Trust increasing in capacity. The intention
of the document was to be a starting point for further review.

Q: CW asked if the Trustees had concerns with the SoD, when were they able to discuss these
concerns? A: MB confirmed that, they were able to discuss this now.

Q: CW asked if delegations were in place, would this then be approved by the Sub Committees
or the Board. A: A discussion took place, as to if the subcommittee should have the ‘power’ to
approve rather than the Full Trust Board. It was noted that the SoD encompassed both the
finance as well as the decision elements of the Trust. It was noted that it was unclear from the
SoD, what each of the Sub Committees would be responsible for. It was noted by the Trustees
that the TofR for each Committee hadn’t been amended and had to be in line with the Academy
Trust Handbook. It was agreed that it needed to be clear of what each Committee could
approve, and what required Full Board approval. MB noted that she had drafted the proposed
new SoD in line with the Academy Trust Handbook. It was noted that if a decision at a
Committee had a budget implication this had to be agreed by the Finance, HR and Premises
Committee.

It was agreed that as a Board they were collectively responsible, the SoD highlighted the
responsibilities of each level of the Trust. MB noted that previously there was a very detailed
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checklist of responsibilities, that the new draft gave more of an overview, and less prescriptive
but highlighted who was responsible and who had delegated responsibility.

NB noted that the overarching principles were in line with the current way of working. NB noted
that the TofR would also need to be reviewed, as these would be impacted from this. It was
agreed that further discussions could take place over the year and adapted as required. There
was no approval for the proposed new SoD.

NB confirmed that at the next Full Board meeting, the strategies for each of the strands would
be discussed and reviewed.

NB noted that the year 3 strategy was still in place, that these ran from January to January so
that these could encompass any September changers.

What Who When
Action Committee’s to further | Committee Chair’s At the next Committee meeting
review their TofR
AGENDA CEO REPORT
ITEM 8

The CEO report was on GVO and taken as read. NB provided a highlight.

NB noted that exclusions were higher for the time of year, however these were individual cases
and were being assessed individually. Attendance was discussed, Q: TH asked if the
attendance was a small group of students or attendance issues with the whole cohort? A: It
noted that this was a mixture. MH noted that attendance was a huge issue across the UK and
was also a safeguarding risk. All schools have increased in attendance this term, apart from
Raise, where there were some non-attenders who were being supported by the LA.

Professional Development — It was noted that there seemed to be a disproportionate view on
what was CPD, which had also been highlighted in the staff survey. The ELT were reviewing
this, as well as the narrative and communications around what CPD was and what was taking
place. It was noted that CPD also included 1:1’s and mentoring, which wasn’t always seen by
the staff.

At BCAP there were no previous appraisal process in place, the ELT have been reviewing this
and had received positive feedback.

LT noted that there was a new programme in place, with staff members assisting with research,
was taking place. This was really supporting the staff and allowing more opportunities. This
was also assisting with cross Trust working.

YES Connected — NB thanked AR for her hard work on Yes Connected. He went on to explain
that 11 students were taken on at October half term and this had now increased to 44 students.
This was currently only offered within the Trust, and worked to support students unable to
attend, and students who were excluded from the school. This was positively received from the
Head Teachers, students and parents. The LA were keen to buy into this, which was currently
being assessed and would involve additional recruitment.
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HP noted that YES Connected also supported safeguarding and was a way to protect the
students, one other element being reviewed was onsite rooms to allow students to attend site
and attend YES Connected rather than ‘normal lessons’.

Subjects Leads — NB noted that the new appointments were working well.

Al — NB noted that the policy had been drafted and they were looking at embedding this across
the Trust. A SWOT analysis hadn’t been completed yet, as they were waiting to gain a better
understanding.

Staff Survey — NB confirmed that this was included in his report and the rag rating had been
supplied. He explained that the areas where they scored lower, were still above national
average. NB discussed this further and explained that he was working with LT on this. LT
explained that she had discussed this in the Finance, HR and Premises Committee. Q: MH
asked if there was an action plan following this? A: LT confirmed that yes and that this would
be requestioned throughout the year. This was part of the Head Teachers Performance
Management to ensure that actions were followed through.

Q: HD on Kiros the uptake was really low, did this incorporate the staff were off sick? A: LT
confirmed that there was a high level of the KS4 staff team who didn’t complete this. LT noted
that leaders had to provide the time for staff to complete this to ensure the meaningful
completion.

Q: Philip asked if it was mandatory or voluntarily to complete the survey? A: LT confirmed that
this was voluntarily.

RH noted that 50% of staff didn’t complete this so this needs to be addressed in the plan, as
well as emotional wellbeing across the Trust was amber which needed to be included in the
plan.

What Who When
Action For a further discussion | NB Next Full Board
to take place for YES
Connected to be
launched out of the
Trust.
Break
AGENDA FINANCE
ITEM 9

P2 Finances — CHe explained that the in-year surplus had decreased however this included
the expenditure for BCAP, and if this had been removed this would provide an increase in
year surplus.

Reserve’s Policy — CHe noted that this currently says 1-3 months operating reserves,
however this was set up when there were only 3 schools, and that as the Trust had grown this
needed to be reviewed. CHe provided different proposals for this, to allow for different uses
as well as for a reserve policy to be spread over the Trust. CHe noted that the cashflow does
fluctuate due to the timings of income/expenditure. The lowest the bank account has been at
was £800K. MH noted that the risk register needed to be reviewed in conjunction with this.
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School Resource Management — It was noted that this was on GVO, and CHe asked for
Trustees to review this and confirm their agreeance offline.

CIF Bids — CHe noted that there were still works outstanding for BCAP and he was proposing
that CIF bids were applied for. CHe confirmed that the costs outstanding were £1.2Million, that
the Trust had to bid for these monies and that monies would also have to be contributed by
the Trust. The more the Trust contributed the higher the score would be given for the bids.
CHe noted that there were CIF loans that could be taken out which had low interest rates.
CHe proposed a 10% upfront contribution which would still allow the Trust to be in a surplus,
with a CIF loan over 5 years, which was a small monthly outlay to BCAP.

Q: RH asked for clarification on the works and the monies required. A: CHe confirmed
£2.4million was given by the DFE, the cost of this had increased due to the increased works
and costings, so these CIF bids weren’t additional to the initial scope of works.

Q: TH asked if the Trust could afford this? A: CHe confirmed that yes, £200K was included in
budget, £150K could be given and would leave the Trust in a surplus, the loan would then be
paid back in the further years. Q: RH asked what costs would be incurred by Cornerstone, as
the overall budget required reviewed to be able to approve this level of spending? A: Che felt
that this would be £40k this year, CW noted that some costs such as fencing and guttering
were currently in debate, the windows could be phased and Appollo would assist with this. Q:
HD asked how many windows were there? A: CW confirmed that these would be for the full
building, that these could be phased but all would need replacing.

It was noted that if the roof wasn’t replaced at BCAP, the problem didn’t disappear, however
would only worsen. It was noted by the Trustees that the education, and safeguarding etc
needed to be addressed as otherwise income would be reduced due to fewer student places
being secured.

Decision

There was a majority decision with regards to the CIF Bids for BCAP to be applied for.
With 10% to be paid upfront and 20% to be placed on CIF loans. A request for a 5%
contingency to be placed in the budget and for this to be reviewed by the Finance, HR
and Premises Committee.

What Who When

Action

For further discussions | TH/CHe Next Finance, HR and Premises
on the Reserve Policy to Committee Meeting.

take place at the
Finance, HR and
Premises = Committee
and if any other
Trustees have any other
comments to provide
this to CHe out of the
meeting.

Action

For the budget to be | TH/CHe Next Finance, HR and Premises
reviewed in relation to Committee Meeting.

the BCAP works and the
CIF Bids at the Finance,
HR and Premises
Committee

DRAFT Part 1 Minutes of the Trustee Board of the YES Trust
11" December 2025
©Second2None School Support Ltd. 2020 Do not reproduce without permission from Laura Nicholson

Page 6




Docusign Envelope ID: 6C9A1CEG-C47A-4B21-8084-EA1B9A1FBSFF

™) YOUTH
& ENGAGEMENT

Action

School Resource | All Trustees/CHe ASAP
Management to be
approved by the
Trustees out of the
meeting and submitted
by CHe

NB and CHe left the meeting.

AGENDA CEO PERFORMANCE
ITEM 10
This was discussed at the Pay committee, and the recommendations were shared with the
Board.
Decision There was a unanimous approval to approve the CEO performance Management
targets.
AGENDA RISK REGISTER
ITEM 11
It was noted that the Al policy had been shared with the Trustees out of the meeting, and that
the Trust wasn’t currently able to complete a SWOT as they were wanting a better
understanding on this prior to completion.
TH noted that the updated Risk Register was on GVO and taken as read. It was confirmed
that this was a working document and would be reviewed again at each Trust Board Meeting.
AGENDA REPORTS FROM COMMITTEES - Part 1 minutes
ITEM 12
The reports from the committee meetings were noted:
e Finance, HR and Premises Committee — 20" November 2025
e Education Standards Committee — 27" November 2025
e Additional BCAP Education Standards Committee — 1% December 2025
e Pay Committee — 10" November 2025
o It was noted that the Pay recommendations were recommended by the Pay
Committee and approved by the Finance Committee.
Decision There was a unanimous approval for the Pay Committee Pay recommendations to be
accepted.
AGENDA RECRUITMENT STRATEGY
ITEM 13
LT confirmed that the report was on GVO and taken as read. LT confirmed that she had been
reviewing the priority areas and would be splitting these into different priority areas for next
academic year. She has been addressing the retention concerns, and the staff wellbeing
concerns, with the ELT and HD.
Key Priority areas —
- Improving working conditions and flexibility
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- Establishing clear career pathways

- Emphasis on support staff, assisting with them to move to the teaching route where
possible

- Communication of the development offer, to become the employer of choice

Q: MB asked for clarification, as to if staff were clear of their understanding of professional
development A: LT noted that she felt that this was an understanding issue, that staff said that
they didn’t receive CPD however when this was offered there were complaints for additional
workload. LT noted that work needed to be undertaken with the staff members who didn’t want
to move to the next stage, to ensure that they still received continuous improvement. LT felt
that the Trust needed to be clearer with the transcription of professional development. HD felt
that this was being put into the schools with training delivered by staff to staff.

Q: Phillip asked if it was the terminology used, and if people used the word ‘meeting’ this put
barriers up? A: HP agreed with this and confirmed that the schools who had a clear
programme in place, received better feedback. Q: CW noted that at the HR, Finance and
Premises Committee a budget was request for LT for training and asked if she had received
this? A: LT confirmed she was working with CHe on this, as they were now levy payers’,
further discussions needed to take place. It was agreed that this needed to be added to the
budget for the next financial year. The Trustees agreed that there had to be a training budget
in place. LT confirmed that the schools had a budget in place, currently however it was a split
on this that needed to be confirmed.

What Who When
Action For a proposed budget | LT/CHe/HP The next Finance, HR and Premises
to be put in place for Committee

training, and for this to
be approved by the
Finance, HR and
Premises Committee

HD left the meeting

AGENDA SAFEGUARDING & MENTAL HEALTH

ITEM 14
RH noted that one area of KCSIE was to review concerns raised by the security software in
place picked up, it was agreed to note this at the Full Board as part of this agenda item moving
forward.

AGENDA HEALTH & SAFETY

ITEM 15
It was noted that CHe wasn’t available for this however it was discussed at HR, Finance and
Premises Committee and there were no concerns to raise.

AGENDA GDPR

ITEM 16
It was noted that CHe wasn’t available for this however it was discussed at HR, Finance and
Premises Committee and there were no concerns to raise.

IAG joined the meeting
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AGENDA WEBSITE COMPLIANCE

ITEM 17
IAG confirmed that the Trust now pays into an Al service which highlights any concerns
relating to website compliance. It was noted that all school Office Managers had access, and
it was their responsibility to review this, with IAG having an overview. It was noted that as it
was Al it still needed a human element of input/review. There had been two audits so far this
year, which had both been positive. IAG did confirm that there were some areas to work on
at BCAP. Q: MH asked if this was being used to assist schools who were nearing an OFSTED
review? A: IAG confirmed that yes. Q: MB asked what the barriers were at BCAP to complete
this work? A: IAG confirmed that the areas of concern were policy discrepancies, and also an
establishment for a certain person to review. Q: MH asked if the system produced a task list?
A: IAG confirmed that it did as well as highlighting any recommendations. IAG explained that
this system had significantly streamlined workload.
Q: RH asked what areas at BCAP had been highlighted? A: IAG confirmed that Vireo had the
lowest score. IAG noted that these were policy issues. Q: RH asked if there were time scales
in place as it was over a year ago since the policy concerns were raised? A: IAG confirmed
that timescales had been set however, deadlines had been missed. HP confirmed that these
would be in place by the end of term.
It was noted that SLT required targets and that people were held accountable should these
deadlines not be met.
HP thanked IAG for the work that she had completed on this.

What Who When

Action For IAG to provide link | IAG ASAP
Trustees with access to
the website compliance
software ‘Robin’

Action For a positive | HP/IAG 315 December 2025
improvement to be seen
for all policies and
website compliance to
be made at BCAP by
the end of term.

AGENDA NEW OFSTED FRAMEWORK

ITEM 18

To Discuss HP explained that the new Ofsted framework had commenced in November 2025. HP gave

an overview. HP went on to explain that it had been split into 5 categories, the expected
standards were the starting point. A strategy day with the Head Teachers took place last week,
HP was then ensuring that all schools then met all of the indicators to receive a secure.

The key elements were:
- Celebrate

- Validate
- Highlight
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Inclusion seemed to be the largest change; HP has therefore asked the Head Teachers to
ensure that inclusion was seen through every element. HP also noted that within the sector
they have changed ‘what is the core purpose’ HP was working with the Head Teachers on this
and the context of this. Cohorts, need to be fully understood and articulated by not just the
Head Teachers, but all staff. RH noted that one large change was that the Trustees need to
be able to share this too. RH noted that Trustees needed to be fully prepared for this, a
recommendation for this was a self-assessment review for each school that could be shared
with the Trustees. HP noted that all Head Teachers were working on the self-assessment tool.
Q: MB asked for a date of when the self-assessment tool had to be completed? A: HP
confirmed that these would be completed by February Half Term 2026.

IAG confirmed that herself and SL were looking at the Governance side of the OFSTED
requirements and agreed to put the self-assessment tool on GVO. SL noted that she had
spoken to Second2None about her role within in this, to which they had confirmed that this
would be a Trust role not one for SL to undertake, SL had however offered to support IAG and
the Trust in whatever areas she could with regards to any upcoming OFSTED Inspections. It
was noted that IAG and SL had met to discuss the Governance role in an inspection and had
a further meeting planned for January 2026.

It was noted that HP would be the nominated person at all schools within the Trust.

RH asked for contextual information be placed within the self-assessment tool

What Who When

Action

For training on the new | HP/AIl Trustees ASAP
Ofsted framework to be
completed by the
Trustees

Action

For Trustees to be | All Trustees ASAP
prepared for OFSTED,
access to the self-
assessment tool to be
shared with the
Trustees (Training on
NGA should Trustees
wish to complete this)
HP would organise
additional training in
addition.

AGENDA
ITEM 19

POLICIES

For
Approval

The following policies have been ratified:
e Disciplinary Policy

e Appraisal & Capability Policy

e Grievance Policy

e Pay & Performance Policy

The following policy was noted:
e Critical Incident Policy
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AGENDA DATE OF NEXT MEETING/S
ITEM 20

For Info To be held at The Yes Trust Head Office — commencing at 11am

e 30" April 2026
e 16™M July 2026

Provisional dates (TBC)

e 5" February 2026 — confirmed as a virtual meeting.
e 14" May 2026

The meeting closed at 15.20pm

For the purpose of the minutes:

AR — Abbie Rock — Yes Connected Manager

Signed by:

Masreen, Brodtell 23-Feb-2026

24C95584C77F449...
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