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YES Trust – Scheme of Delegation 2025/26 

Part 1 – Introduction, Principles, and Governance Overview 

1.1 Purpose 

The Scheme of Delegation (SoD) sets out how governance operates across the 

YES Trust. It defines where decisions are made, who holds accountability, and 

how assurance flows between the Board of Trustees, the Executive Leadership 

Team (ELT), and Local School Boards (LSBs)/Education Review Groups (ERGs). 

This version updates the previous SoD (2023) to reflect the Trust’s growth to eight 

schools and its evolution into a medium-sized MAT. It provides clarity, 

consistency, and flexibility to ensure governance remains strategic and 

proportionate to scale. 

1.2 Governance Ethos 

The YES Trust believes that effective governance:  

✓ Promotes ethical leadership and transparency at every level.  

✓ Focuses on strategic direction, assurance, and impact, not operational 

detail.  

✓ Builds trust and accountability through clear delegation.  

✓ Operates efficiently, modelling the same discipline and professionalism 

expected in our schools. 

1.3 Principles of Delegation 

All delegation within the YES Trust follows these principles:  

✓ Accountability rests with the Trust Board. The Board delegates authority 

but not accountability.  

✓ Delegation is explicit, not assumed. Authority must be clearly stated in this 

document or subsequent board decisions.  

✓ Empowerment within boundaries. The CEO and ELT are empowered to 

make operational decisions within approved budgets, policies, and 

strategy.  

✓ Assurance through evidence. Committees and executive leads provide 

regular, evidence-based reports to the Board.  

✓ Proportionality. The level of oversight and detail is appropriate to risk, 

scale, and performance. 
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1.4 Governance Structure 
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Members 

Provide the overarching constitutional oversight and appoint trustees. They 

ensure the Trust’s charitable objectives are met and hold the Board of Trustees 

to account for governance quality. 

Board of Trustees 

Holds ultimate accountability for the performance, financial integrity, and 

strategic direction of the Trust. The Board delegates specific functions to 

committees and the CEO but retains collective responsibility. 

Committees of the Board 

Support the Board through focused assurance and decision-making in key 

areas. Current committees include:  

• Finance, HR & Premises Committee* – oversight of finance, audit, people, 

estates, and risk. Ensures effective financial stewardship, compliance with 

statutory and health & safety obligations, and that premises and capital 

investments are well-planned and sustainable.  

Members 

Chris Hindley (Chair),  Martin Pearson, Dr Amy Wood, 
Professor Simon Hayward, Connor Diskin 

                          Trust Board 

                          Maureen Brettell (Chair), Tim Haselwood (Vice-Chair), Nic Brindle (CEO),  
                         Helen Davies, Mark Heywood, Charles Whittle, Ian Carden, Rob Halsall,  

Kerry Inscker, Dr Philip Sheldon 

Education Standards Committee 
 

Ian Carden (Chair),   
Mark Heywood  (Vice-Chair), 

Nic Brindle (CEO), Helen Phillips,   
Maureen Brettell, Kerry Inscker,  

Dr Philip Sheldon 

Finance, HR and Premises Audit Committee 

 
Tim Haselwood (Chair),  

Helen Davies (Vice-Chair) 
Nic Brindle(CEO), Rob Halsall, 
Helen Davies, Charles Whittle, 

Chris Heptinstall, Leanne Takaki 

Pay Committee 

 
Helen Davies (Chair), Tim 
Haselwood(Vice-Chair), 

Nic Brindle (CEO),  Mark Heywood, 
Kerry Inscker 

Executive Leadership Team 
Director of Business – Chris Heptinstall 
Director of Education – Helen Phillips 

Director of People – Leanne Takaki 

CEO & Accounting Officer 
Nic Brindle 
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• Educational Standards Committee – oversight of education quality, 

outcomes, and inclusion.  

• Pay Committee – oversight of senior pay, performance, and appraisal. 

*The Finance, HR & Premises Committee also fulfils the statutory functions of an 

Audit & Risk Committee for the Trust. This includes oversight of internal and 

external audit arrangements, review of financial controls, and monitoring of the 

Trust’s risk register. The Board recognises that as the Trust continues to grow, a 

separate Audit & Risk Committee may be established in future, and will review 

this annually as part of the Scheme of Delegation cycle. 

Committee chairs are responsible for ensuring meetings remain strategic and 

concise, supported by 20–30-minute Strategic Chair Link-ins with relevant 

executive leads ahead of each meeting. 

Executive Leadership Team (ELT) 

Led by the CEO, the ELT provides professional leadership, implements strategy, 

manages day-to-day operations, and ensures compliance with statutory and 

Trust-wide policies. 

ELT members typically include: 

- CEO (Chief Executive Officer) 

- Director of Business (CFO) (Chief Financial Officer) 

- Director of Education 

- Director of People 

- Additional executive roles as determined by the CEO and approved by the 

Board 

Local School Boards (LSBs) and Education Review Groups (ERGs) 

The Trust operates a mixed model of local governance: most academies have a 

Local School Board (LSB), while others operate an Education Review Groups 

(ERG). Both fulfil the same assurance function at local level. 

The role of each LSB/ERG is to: 

Provide local monitoring of standards, safeguarding, and wellbeing in line with 

Trust priorities. 

Review performance data, attendance, and behaviour trends. 

Offer community and stakeholder insight. 

Uphold the Trust’s vision and values. 

Reporting and assurance: 

Each LSB/ERG submits a termly summary report to the Education Standards 

Committee, using a standardised template that aligns with Trust strategic areas.  

These reports are compiled into a single Local Governance Overview for 



Page | 4  
 

Trustees, ensuring Board-level oversight without requiring duplication of 

operational detail. 

Chairs of LSBs/ERGs may be invited to attend the Curriculum & Standards 

Committee annually to share local highlights or challenges. 

Priority Education Review Boards (PERBs) 

If an academy in the trust receives a significant negative Ofsted, is in steady 

decline or has been sponsored following a directive Academy order (DAO) or 

similar. The local monitoring solution is a priority education review board (PERB) 

which meets half termly. These meetings cover the same areas as LSBs and ERG 

but meet more regularly and with sharper focus on improving standards.  

Trustee attendance: 

Trustees are not required to attend LSB or ERG meetings as part of their role.  

Trustees may choose to attend by invitation or in a link capacity where it adds 

value, but this is optional and not a formal expectation. 

Where a trustee also serves on an LSB/ERG, they must observe the relevant code 

of conduct and declare the dual role as an interest. 

This approach ensures that local governance provides assurance upward, not 

parallel discussion, and that Trust Board meetings remain focused on strategy 

rather than school-level operational detail 

1.5 Delegation in Practice 

Governance Level Core Function Primary Role 

Board of Trustees Strategy, assurance, 

and statutory 

accountability 

Approves Trust vision, 

values, strategic 

priorities, and budget. 

Holds CEO to account. 

Committees Deep-dive assurance 

and specialist scrutiny 

Undertake detailed 

review of finance, HR, 

education, and 

performance. Report 

summary assurance to 

Board. 

CEO Executive leadership 

and operational 

delivery 

Implements the 

Board’s strategy, 

manages all Trust staff 

and resources, ensures 

compliance, and leads 

improvement. 
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Governance Level Core Function Primary Role 

ELT Strategic and 

operational leadership 

Advises the CEO, leads 

Trust-wide initiatives, 

and ensures school 

support and 

performance. 

LSB/ERGs Local monitoring and 

stakeholder insight 

Provide feedback on 

culture, safeguarding, 

inclusion, and 

community 

engagement. 

1.6 Recruitment and Staffing Delegation 

Member Role 

• The appointment or removal of the Trust’s CEO 

Trustee Role 

• Trustees approve structure of the Executive Leadership Team (CEO, CFO, 

Director of Education, and Director of People). 

• Trustees hold the CEO accountable for ensuring that recruitment 

processes are fair, compliant, and within budget. 

CEO Role 

• The CEO is responsible for the recruitment and appointment of all staff 

below executive level, including administrative, HR, finance, and 

operational roles, provided these appointments are within the approved 

staffing structure and budget.  The CEO will consult the trust board in 

relation to executive appointments. 

• The CEO may delegate aspects of recruitment to ELT members as 

appropriate. 

Board Oversight 

• The CEO will report to the Board on staffing structures, new appointments, 

and central capacity within termly HR updates. 

• The Board’s role is to seek assurance, not approve individual 

appointments below executive level. 

1.7 Review and Variation 

This Scheme of Delegation will be reviewed annually by the Board of Trustees, or 

sooner if there are material changes to the Trust’s size, risk profile, or governance 
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structure. Proposed amendments will be led by the Chair and CEO jointly and 

brought to the Board for approval. 

 

Part 2 – Delegation Matrix (Key Functions Overview) 

Key to Delegation Matrix 

Term Definition Typical Application 

Accountable 

(A) 

The individual or 

group that owns the 

outcome and ensures 

the function is carried 

out effectively. They 

may delegate 

responsibility but 

cannot delegate 

accountability. 

Usually the Trust Board for statutory 

functions; sometimes a committee for 

specialist oversight (e.g. Finance 

Committee). 

Responsible 

(R) 

The person or group 

that executes or 

manages the work. 

They ensure actions 

are completed in line 

with policy, budget, 

and Board direction. 

Typically, the CEO, relevant ELT 

member, or committee. 

Informed (I) Those who receive 

updates or assurance 

but are not directly 

accountable or 

responsible for 

delivery. They use the 

information to 

maintain oversight or 

contribute context. 

 

 

 

 

 

 

 

Often the Trust Board when a 

committee/CEO leads delivery; 

LSBs/ERGs where appropriate. 
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Delegation Matrix  

The following matrix is to be used in conjunction with the Terms of Reference.  

Functional 

Area Trust Board Committee CEO ELT LSB / ERG 

Strategic 

Leadership & 

Governance 

A/I – 

Approves 

Trust vision, 

values, 

strategy, and 

policies; 

ensures 

compliance 

with 

charitable 

and 

company 

law. 

R – Pay 

Committee 

reviews 

performance, 

appraisal 

outcomes, 

and 

governance 

effectiveness. 

R – Implements 

strategy and 

ensures 

delivery of 

Board-

approved 

priorities. 

R/I – Advises 

CEO, provides 

evidence and 

reports. 

I – Contributes 

local insight to 

strategy 

discussions. 

People & 

Culture 

(including 

Wellbeing & 

Professional 

Development) 

A/R – 

Appoints the 

CEO and 

approves 

executive-

level 

structures 

(e.g. CFO, 

Director of 

Education, 

Director of 

People). 

Accountable 

for workforce 

strategy, 

succession 

planning, 

and culture 

across the 

Trust; ensures 

effective 

people 

policies are in 

place. 

R – Finance, HR 

& Premises 

Committee 

monitors HR 

metrics, 

workforce 

planning, pay, 

and wellbeing. 

Receives 

assurance on 

recruitment 

processes and 

succession 

planning. 

R – Leads 

recruitment for 

all roles 

appraisal, and 

professional 

development; 

ensures 

compliance 

with safer 

recruitment. 

R/I – Oversees 

staff 

development, 

wellbeing, and 

succession 

planning. 

I – Monitors 

culture and 

wellbeing within 

their setting and 

feeds back 

themes. 

Finance, HR & 

Premises 

(including 

Audit & Risk) 

A/I – 

Approves 

annual 

budget, 

reserves, and 

financial 

R – Finance, HR 

& Premises 

Committee 

oversees 

financial 

performance, 

R – Manages 

budgets, 

financial 

control, 

procurement, 

and risk; 

R/I – Supports 

operational 

management of 

finance, HR, 

and estates; 

I – Informed on 

local budget 

allocation and 

premises 

priorities. 
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Functional 

Area Trust Board Committee CEO ELT LSB / ERG 

strategy; 

holds overall 

accountabilit

y for 

resources 

and risk. 

estates, 

capital works, 

and acts as 

the Trust’s 

Audit & Risk 

Committee, 

separate from 

executive 

influence. To 

monitor Fraud, 

irregularity, 

and 

whistleblowing 

reporting. 

 

reports to 

Committee 

and Board. To 

be the 

accounting 

officer of the 

Trust.  

maintains risk 

registers. 

Education & 

Standards 

(including 

SEND & 

Inclusion) 

A/I – 

Accountable 

for 

educational 

outcomes 

across the 

Trust and 

overall 

inclusion. 

R – Curriculum 

& Standards 

Committee 

monitors 

progress, 

attainment, 

inclusion, and 

SEND; reviews 

school 

improvement 

data. 

R – Ensures 

improvement 

plans are 

implemented, 

supports 

headteachers, 

and drives 

inclusion 

strategy. 

R/I – Leads on 

curriculum, 

pedagogy, and 

SEND support; 

quality assures 

provision. 

I – Monitors 

quality of 

education, 

behaviour, 

attendance, 

and inclusion; 

provides local 

insight. 

Safeguarding 

& Compliance 

A/I – 

Accountable 

for 

safeguarding 

culture, 

statutory 

compliance, 

and equality 

duties across 

the Trust. 

R – Curriculum 

& Standards 

Committee 

receives termly 

safeguarding 

assurance 

reports. 

R – Designated 

Safeguarding 

Lead at Trust 

level ensures 

compliance, 

reports 

incidents, and 

maintains 

policies. 

R/I – Supports 

implementation 

and training; 

monitors safer 

recruitment and 

Prevent 

compliance. 

I – Monitors 

safeguarding 

implementation 

and reports 

concerns 

through agreed 

escalation 

routes. 

Health & 

Safety 

A/I – 

Accountable 

for ensuring 

the Trust 

meets 

statutory H&S 

duties. 

R – Finance, HR 

& Premises 

Committee 

monitors H&S 

policy 

implementatio

n and estates 

compliance. 

R –ensures H&S 

audits, risk 

assessments, 

and 

compliance 

actions are 

completed. 

R/I – Oversees 

site 

management, 

fire safety, and 

risk mitigation. 

I – Monitors day-

to-day H&S and 

reports issues. 

 



Page | 9  
 

 

Members responsibilities –  

In line with this Scheme of Delegation the Members have the following 

responsibilities:  

• To provide the overarching constitutional oversight and appoint trustees. 

They ensure the Trust’s charitable objectives are met and hold the Board 

of Trustees to account for governance quality. 

• To appoint the auditors, appoint/remove Trustees including the chair of 

Trust board. Material changes to governance or structure. 

• The appointment or removal of the Trust’s CEO 

 

Cross-Committee Assurance: 

Safeguarding and Health & Safety assurance are jointly reviewed through the 

Trust’s Risk Register and termly Safeguarding Summaries to ensure no 

duplication or gaps in oversight. 

 

Part 3 – Operational Annex: How We Work 

3.1 Purpose and Scope 

This Operational Annex forms part of the YES Trust Scheme of Delegation and 

should be read alongside Parts 1 and 2. It translates the governance principles 

and delegation structure into practical ways of working for trustees, committees, 

and executive leaders. 

The annex is formally approved and reviewed on the same annual cycle as the 

Scheme of Delegation to ensure alignment with Trust growth and best practice. 

It provides a consistent reference for all governance participants and supports 

the Trust’s commitment to clear, efficient, and professional working practices. 

3.2 Meeting Rhythms and Calendar 

Meeting Type Frequency Focus / Core Content 

Board of Trustees Minimum three 

times per 

academic year 

(typically once 

per term) 

Strategic direction, overall 

performance, risk and assurance, 

statutory compliance, and CEO 

reporting. 

Finance, HR & 

Premises Committee 

Termly Finance, estates, HR, audit and 

risk, and health & safety. 
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Meeting Type Frequency Focus / Core Content 

Education Standards 

Committee 

Termly Quality of education, outcomes, 

inclusion, safeguarding, and 

SEND. 

Pay & Performance 

Committee 

At least annually Senior pay, performance 

management, and CEO 

appraisal. 

Local School Boards / 

Education Review 

Groups 

Termly Local monitoring of standards, 

safeguarding, attendance, and 

stakeholder insight. 

All meetings are conducted via Microsoft Teams or in-person where 

appropriate, following the YES Trust calendar agreed each summer term. 

 

3.3 Agenda and Paper Management 

• Paper deadlines: Final board and committee papers are circulated one 

week before each meeting. 

• Question submission: Trustees should submit questions or clarification 

requests 48 hours before meetings where possible to enable efficient 

discussion. 

• Format: Papers use Trust templates and must include a clear purpose 

statement (“for decision,” “for discussion,” or “for information”). 

• Board pack structure: 

1. Chair’s welcome and apologies 

 

2. Strategic focus or spotlight item 

 

3. Standing assurance items (committee reports, safeguarding, 

finance, risk) 

 

4. Decisions and policy approvals 

 

5. Forward planning and reflections 

 

3.4 Decision-Making Protocols 

• Member Approval:   Appoint the auditors, appoint/remove Trustees 

including the chair of Trust board. Material changes to governance or 

structure. 

 

• Board Approval: Required for strategic development and policies, 

budgets, CEO appointment. 
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• Committee Recommendation: Committees review, challenge, and 

recommend actions within their delegated authority; significant matters 

are escalated to the Board. 

 

• CEO Implementation: The CEO and ELT are responsible for enacting Board 

and committee decisions within agreed budgets and policies. 

 

• Written Resolutions / Decisions by Correspondence: Where timing prevents 

discussion at a meeting, the Chair may circulate a proposal electronically 

to all trustees. A decision is valid once a majority (or unanimous, where 

required) response is received and recorded by the Clerk. The decision is 

then noted at the next formal meeting. 

 

3.5 Information Flow and Reporting 

• Cross-committee issues, particularly around risk, safeguarding, or 

compliance, are aligned through the Trust Risk Register. 

• Committees report to the Board through concise verbal updates from their 

Chair, summarising key themes, decisions, and actions. 

These updates are recorded in the Board minutes by the Clerk. 

Full committee minutes are circulated in the Board pack for trustees to 

review detailed discussions ahead of board meetings and submit pertinent 

questions in advance as outlined in 3.3. 

• Local School Boards (LSBs) and Education Review Groups (ERGs) submit 

their approved minutes to the CEO and Clerk, who ensure any matters 

requiring escalation are directed to the relevant committee or to the 

Board. The CEO and Executive Leadership Team (ELT) reference pertinent 

themes, risks, or successes from LSB/ERG discussions within their termly 

reports, ensuring trustees remain sighted on local governance outcomes 

without duplicating discussions or documentation. 

3.6 Strategic Chair Link-ins 

• Each committee chair meets virtually with the relevant executive lead 

approximately 2–4 days before their committee meeting via Microsoft 

Teams. 

 

• The conversation focuses on: 

1. Clarifying which items are for decision, discussion, or information. 

 

2. Identifying any emerging issues or successes to highlight during the 

verbal update to the board  
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• These are not formal governance meetings and are not minuted but form 

part of the Trust’s assurance culture. 

 

3.7 Committee Agenda-Setting Protocol 

• Chairs and executive leads jointly develop each committee agenda, 

supported by the Clerk, who maintains an ongoing forward plan and 

ensures statutory items are scheduled. 

 

• Agreed agendas are circulated by the Clerk as part of the meeting pack 

one week before the meeting.  

 

• Final agendas are shared with the CEO and Chair of the Board for 

information. 

 

• The Chair of the Board and Clerk follow the same process for full Board and 

AGM meetings. 

 

3.8 Annual Governance Review Cycle 

• The Scheme of Delegation and this Operational Annex are reviewed 

annually each autumn term. 

 

• Each committee undertakes a light-touch self-evaluation against its terms 

of reference, identifying strengths and development priorities. 

 

• A short governance development plan is prepared annually to address 

any training or process needs. 

 

3.9 Governance Conduct and Communication Protocols 

• Trustees and senior leaders model the Trust’s values in all interactions. 

 

• All governance correspondence is conducted through YES Trust Microsoft 

accounts. 

 

• Confidentiality and collective responsibility apply to all discussions and 

decisions. 

 

• Constructive challenge and curiosity are expected; all communication 

should remain respectful and solution-focused. 
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3.10 Meeting Duration and Inclusivity 

 

• All Board and Committee meetings are expected to last no longer than 

two hours, unless an extension is agreed in advance by the Chair. 

 

• This time discipline reflects the Trust’s commitment to: 

o Respecting trustees’ volunteer contribution and ensuring meetings 

are purposeful and focused. 

 

o Supporting inclusion and accessibility, recognising that long 

meetings and unstructured discussions can create barriers for those 

who are neurodiverse or experience sensory fatigue. 

 

o Using the Executive Leadership Team’s time efficiently, 

acknowledging that senior leaders’ presence in meetings is a 

significant organisational investment. 

 

• The Chair is responsible for managing agenda pacing and ensuring 

decisions are reached without unnecessary repetition. 

 

• Where a topic requires deeper exploration, the Chair may schedule a 

separate workshop or working-group session outside of the formal meeting 

structure. 

 

3.11 Communication and Collaboration Outside Formal Meetings 

• Trustees are encouraged to use electronic communication between 

meetings to share relevant information, ask clarification questions, and 

maintain momentum between cycles. 

 

• The Governance Virtual Office (GVO) is the primary platform for 

governance dialogue between meetings. The Trust Discussion Zone should 

be used for information sharing, seeking approval or comment, and 

recording collective responses using its built-in tools.   

 

• The YES Trust email may be used for quick communication or to draw 

attention to items uploaded to GVO, but the Governance Virtual Office 

remains the central and auditable record of governance communication 

outside formal meetings.  

 

• Where decisions are needed between meetings, the written resolution 

process (see section 3.4) will be followed to ensure proper documentation 
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and transparency. 

 

• Trustees may use the Trust’s WhatsApp group for brief administrative 

reminders (e.g., training deadlines or notification of document uploads) 

but not for governance discussion or decision-making. 

 

• The culture of the Board is one of continuous, light-touch collaboration — 

maintaining connection and oversight without overstepping operational 

boundaries or duplicating work completed by committees or the 

executive team. 
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Appendix 1 – YES Trust Board and Committee Policy Approval Cycle 

 

TRUST BOARD POLICIES 

 

MONTH FOR 

REVIEW POLICY  REVIEW FREQUENCY 

NEXT 

APPROVE 

BY DATE 

SEPTEMBER Disciplinary Policy Annually 31/12/26 

OCTOBER Appraisal & Capability Policy Annually 31/12/26 

NOVEMBER Grievance Policy Annually 31/12/26 

  Pay & Performance Policy Annually 31/12/26 

DECEMBER Critical Incident Policy  Annually 31/12/26 

Menopause Policy  Every 2 yrs 
     

31/12/26 

Probationary Policy  Every 2 yrs  31/12/26 

JANUARY Data Protection Policy Annually 31/03/27 

Data Retention Policy Annually 31/03/27 

Parental and Family Leave Policy  Every 2 yrs 31/03/28 

FEBRUARY Finance Policy & Manual Annually 31/03/27 

MARCH Health & Safety Policy Annually 31/03/27 

  Risk Assessment Policy Annually 31/03/27 

APRIL CCTV Policy  Every 2 yrs 31/03/28 

MAY Trustee and Governor Expenses Policy  Every 2 yrs  31/07/26 

JUNE Whistleblowing Policy Annually 31/07/26 

JULY Discretionary Staff Bonus Pay Policy Annually 31/07/26 

Anti-Fraud Policy  Every 3 yrs  31/07/26 

AUGUST 

Allegations Against Staff & Low Level 

Concerns 
Annually 

30/09/26 

  Safeguarding Statement Annually 01/09/26 

     

        

 

 

 

 

 

   



Page | 16  
 

YES TRUST COMMITTEE POLICIES 

    

MONTH FOR 

REVIEW 

POLICY  REVIEW FREQUENCY  NEXT 

APPROVE 

BY DATE 

DECEMBER       

Finance, HR & Premises 

  Flexible Working Policy  Every 2 yrs   31/12/26 

  Mental Health & Wellbeing Policy Every 2 yrs 31/12/26 

MARCH       

Finance, HR & Premises 

  Recruitment and Vetting Policy Annually 31/03/27 

  Sexual Harassment Policy and Procedure Every 2 yrs 31/03/27 

  Gifts and Hospitality Policy Every 2 yrs 31/03/28 

  Credit Card Policy  Every 2 yrs 31/03/28 

  Employee Expenses Policy  Every 2 yrs  31/03/28 

Educational Standards 

  Online Safety Policy  Annually 31/03/27 

  Social Media Policy  Annually 31/03/27 

JULY       

Finance, HR & Premises 

  Attendance Management Policy Every 2 yrs   31/07/26 

Harassment, Bullying & Dignity at Work 

Policy 
Every 2 yrs 

31/07/26 

Leave of Absence & Time Off Policy  Every 2 yrs  31/07/26 

Educational Standards 

  Equality and Diversity Policy Annually 31/07/26 

  Complaints Policy Annually 31/07/26 

  

End of Scheme of Delegation 2025/26  

 


