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Welcome
Our vision is for every child to flourish, 
to be introduced to the richness of 
human experience, and to understand, 
question, and contribute to the world 
around them.

Children are at the heart of all we do at DEMAT, 
and we focus on making the best decisions for 
all the young people in our care. We have a great 
responsibility for the quality of their education, and 
we cannot leave this to chance. We are guided 
by our core values of Love, Community, Respect, 
Trust, and Ambition and these are demonstrated 
throughout, sitting comfortably alongside the 
values specific to each individual academy.

Each of our academies has their own unique 
history and identity and we set out to ensure 
that we preserve these characteristics. We 
recognise that further growth of the Trust must 
both prioritise the preservation of the unique 
characteristics of new academies whilst also 
developing the alignment to the DEMAT family 
values and principles.

Adrian Ball
Chief Executive Officer

Our academies share many common features; 
as part of the DEMAT family our Headteachers 
recognise that working together can be far 
greater than working alone. We have common 
approaches to the way in which we do things 
across the Trust but also realise that academies 
need the flexibility to respond to their own 
contextual needs. 

We recognise the importance of continually 
improving the quality of education across our 
academies, and are investing in the development 
of our curriculum, teaching and wider provision to 
ensure that DEMAT academies provide the very 
best education for their children. We support our 
academies to do this through:
• A relentless focus on the quality of learning
• Clear governance structures 
• Capacity and affordability built through 

economies of scale 
• Talent management and professional 

development for all staff

Following our founding in 2012, we have seen 
our Trust grow considerably, we have experienced 
and successfully tackled many of the challenges 
that face new and growing MATs. This has given 
us clarity on what we need to do to continue in a 
successful, sustainable manner. We have created 
an operating model which allows for additional 
growth in incremental steps while still providing 
the capacity to support our academies in a multi-
faceted approach.

Thank you for your interest in our Trust, I hope the 
following pages provide a greater insight into how 
joining DEMAT will add value to your school. I look 
forward to having the opportunity to continue the 
conversation.
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Values 
Statements
Our trustees, governors and 
executive will engage with all 
academies and central team 
to ensure our values are being 
realised.

LOVE
We engender love and tolerance between 
and for our staff, pupils and others to foster 
an inspiring atmosphere of mutual support.

COMMUNITY
We are committed to ensuring our 
academies are a living part of the community 
and contribute positively to its needs.

RESPECT
We do everything possible to provide a 
caring, safe, and secure place for our staff 
and pupils to be happy and respected in 
our academies so they may achieve their 
potential.

TRUST
We acknowledge accountability and 
responsibility for our actions but ensure that 
we encourage each other to make brave 
decisions and then learn from any mistakes.

AMBITION
We are determined that our academies offer 
a place for the joy of learning, enabling those 
of all abilities to thrive and go on to lead 
rewarding lives.
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Education
So that all DEMAT pupils are afforded 
the greatest possible opportunities and 
choices in their lives, DEMAT academies 
have a resolute focus on the quality of 
education. 

Our pupils are entitled to the best possible 
academic and wider curriculum – and we strive to 
provide this.

We believe in the power of knowledge and we 
purposefully build our curriculum to ensure that 
our pupils gain and retain the kind of powerful 
knowledge that can take them beyond their 
everyday experiences.
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DEMAT develops working partnerships across 
our academies.  We utilise the talent and 
expertise from within our trust to create subject 
communities.  This ensures that our curricula are 
academic, well-sequenced, designed by subject 
specialists and are built upon prior learning from 
Reception to Year 6. The curriculum is delivered 
by highly-trained teaching staff, providing 
opportunities for teacher career development 
through various routes that do not necessarily 
have to involve academy management.

READING

We place the utmost value on the teaching 
of reading. We believe every child should be 
taught effectively, efficiently and early to read. 
We therefore invest a great deal of resources – 
teacher-training, physical resources and time – to 
ensure that all of our pupils can read as early as 
possible.

Reading well is absolutely crucial to all future 
learning in every subject. In addition to the 
fun and imagination children experience as 
they learn to read and enjoy books, reading is 
central to developing vocabulary and improving 
communication skills. Consequently, we prioritise 
curriculum time and ensure that pupils read a 
substantial amount every day. 

EXCELLENT TEACHING

We have high expectations of our pupils and 
are committed to maximising the standards and 
outcomes for our pupils through the continuous 
pursuit of excellent teaching. Our Education Team 
base their training on evidence-informed practice 
and subject-specific pedagogies which are shared 
with all academies. This means that learning is not 
only for our pupils but for each one of our teachers 
and support staff. 

EVIDENCE-INFORMED 
PROFESSIONAL LEARNING

To this end, we are also building and 
strengthening our programmes for staff 
development at each career stage with a strong 
provision for early career teachers already in place. 
This includes a high quality, centrally funded NQT 
induction programme, which is closely aligned to 
the Early Career Framework in its content. 

We have also made this training available to 
our NQT+1 teachers, further demonstrating 
our commitment to developing teachers and 
providing them with the best possible start to their 
careers. The use of this programme also ensures 
a consistency in training experiences for all NQTs 
across our Trust. Moving forward, our strategy is 
to develop our own NQT and RQT programmes 
that are informed by the current programme and 
further built around our Trust’s core education 
values and priorities.

CURRICULUM

We believe all pupils should be introduced to 
the richness of human experience, therefore we 
supplement and build on our academic curriculum 
through carefully curated experiences such as 
visits to important historical or geographical sites 
as well as exposure to high-quality performances 
and the arts. Our principles of Love, Community, 
Respect, Trust and Ambition must also be 
reflected in our academies’ curricula and within 
their extra-curricular activities to build pupils’ 
personal capital so that they may flourish as 
educated, well-rounded individuals.
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Inclusion & 
Safeguarding

DEMAT academies provide a truly 
inclusive and aspirational education for 
all learners. 

Treating all children fairly does not mean treating 
all children exactly the same; some children 
require more or different support in order to work 
at a level appropriate to their abilities and needs. 
We support pupils to recognise and develop their 
strengths and learn to overcome challenges in an 
ambitious and supportive environment.
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KNOWLEDGE AND SKILLS

A core principle of the Inclusion & Safeguarding 
Team is to develop a network of highly skilled 
professionals in academies through facilitating 
training for those responsible for inclusion and 
safeguarding. This will be alongside challenging 
academies to assist the drive for high standards. 

A comprehensive programme of continued 
professional development (CPD), forums and 
briefings support best practice in designing 
provision for pupils from all vulnerable groups. 
These include those with English as an Additional 
Language (EAL), Pupil Premium (PP) and Children 
who are Looked After (CLA). 

The Trust is developing its Inclusion Offer to 
include both an Educational Psychologist and 
Speech & Language Practitioner to support 
our strategic approach to evidence-based 
interventions and staff training. 

Additionally, in order that Trust academies 
have strong and effective leadership in all areas 
of safeguarding, the Trust provides biannual 
Leadership of Safeguarding sessions for members 
of the academies’ SLT and a member of the 
Governing Body, and subscribes to an online 
Safeguarding Training and Resources Package for 
all academies, which includes a range of eLearning 
modules and Inset resources.

MONITORING

The Inclusion & Safeguarding Team will conduct 
inclusion reviews, regular strategic visits, SEMH 
specific visits, and ongoing advice. Inclusion 
advice is designed to support academies to 
achieve highly effective provision for vulnerable 
groups.

The Trust requires a full safeguarding review 
to be undertaken before conversion during 
the due diligence process. Our academies 
undertake a safeguarding self-audit each year, 
which is reported to the governing body; this 
is supplemented by a cycle of commissioned 
external safeguarding reviews.
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Finance
DEMAT operates on the basis of 
sharing resource to create the best 
outcomes for our pupils; this includes 
how the Trust manages finance. 

We have used the scale of the Trust and expertise 
of the central finance team to ensure there is 
sufficient funding within the Trust to cover the 
resource expenditure.

We are committed to ensuring our Headteachers 
and academies’ focus is on ensuring we achieve 
the greatest impact of the resource spent.
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PRINCIPLES

• GAG pooling
• Budgets set based on number of pupils and 

staffing headcount 
• Benchmarking

We believe sharing funds across the Trust is for 
the benefit of all our pupils. As a Trust, we apply 
GAG pooling. In primary schools this entails 
pooling of the lump sum.

Lump sum pooling means we can use the funds to 
provide ‘top-up’ funding to academies within the 
Trust who would benefit from additional funds to 
achieve their educational objectives, and provide a 
specialist central team to support academies.
Budgets are set on a consistent basis, using the 
number of pupils and the relevant educational 
rationale. This approach drives whether some 
academies receive top-up and some are able to 
deliver educational outcomes based purely on 
their per-pupil funding.

In order to create common ground across all 
academies, we use benchmarking, both against 
national and trust-wide metrics. This is used 
to review, discuss and explore the resource 
allocation within each academy; typically these 
conversations would occur once a year.

OPERATIONAL

In order to allow academy-based staff to focus 
on the education of pupils and to ensure as a 
Trust we can deliver on our financial principles, 
all academies in the Trust have the following 
operational finance processes:
• Centralised invoice processing
• Hub based specialists
• A single finance system with standardised 

processes
• Standardised financial reporting
• Rolling reforecasts

WHAT HAPPENS ON CONVERSION?

Prior to
As part of the due diligence, we will undertake 
benchmarking and discuss any financial measures 
that we agree can be taken prior to conversion.

On conversion
• New finance system implemented
• Standardised ledger and reporting begins
• Invoices are processed centrally
• Business Manager/Finance Officer transition 

begins
• 6% of General Annual Grant (GAG) is 

contributed to the Trust
*Budget remains the same, pooling does not 
begin*

Next Governors’ meeting
• Standardised financial reporting presented

Next Half Term
• Reforecast to estimate a realistic financial year 

end position

Next financial year & budget
• Lump sum is pooled
• Staffing is aligned with other Trust academies; 

achieved over period prior to/since conversion
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Operations
DEMAT is committed to ensuring our 
ambition for excellence does not stop 
with education. 

Our aspiration is that all areas operate within a 
structure that enables highly skilled and qualified 
professionals to deliver an effective, efficient and 
high-quality support to Trust academies. 

In order to achieve this, our operations are 
organised into functional areas.
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HR

We have a specialist HR team at the Trust, 
providing all advisory support to Trust academies. 
The team is led by the Head of HR and split into 
a central team and hub-based advisors. Given 
our geography, we believe this is the best way to 
balance best practice and technical expertise with 
a local presence.

We have developed ways of working that include 
some standardisation across the Trust to allow for 
a consistent approach, but balance this with local 
decision-making and ethos.

Operational principles
• E-files for employees
• Single Trust pay date
• Single T&C’s for all support staff

BUILDINGS & SITE

Our approach to Buildings & Site is based on two 
key principles;
• We create a warm, safe and secure learning 

environment for pupils
• We create a warm, safe and secure working 

environment for employees

We deliver this through a Buildings & Site 
function, led by an experienced Head of Buildings 
& Site. The function has two areas of expertise;
• Buildings & capital projects 
• Health & safety (compliance & management)

The approach to Buildings & Site across the Trust 
focuses on the individual premises development 
plans (PDPs) for each site. These encompass 
all essential works, plus areas that the academy 
wishes to develop to improve the environment for 
all those that learn and work in our academies.
These are prepared based on the independent 
condition surveys, discussions with the 
Headteacher and Local Governing Body and the 
Buildings & Site team. They cover a rolling 3 year 
period, being reviewed as works are undertaken. 

PDPs are funded through a combination of capital 
and reserve spending.

DEMAT receives annual capital funding covering:
1. Academies Condition Allocation 

SCA is allocated to the Trust to fund capital 
projects across its estate – this funding 
comprises approximately £800k each year. 

At DEMAT we manage this funding centrally 
and allocate the majority of this funding on 
condition surveys. This ensures the funding 
is targeted at those sites facing the greatest 
risk in achieving a warm, safe and secure 
environment.

2. Devolved Formula Capital 
DfC is allocated to each academy in the Trust 
and is incorporated fully into local academy 
budgets. This funding is primarily used to 
address areas within the academy PDP. 

As part of the due diligence that is undertaken 
during conversion, we will commission an 
independent condition survey as well as discuss 
buildings and site priorities. Alongside the due 
diligence, a PDP will be drafted for the academy 
and we will agree on the timing and funding of 
works. This will be agreed prior to conversion.

OTHER OPERATIONS

We currently have a localised approach to the 
majority of other operational areas, such as IT and 
catering. There are a number of areas where we 
have group options, and these currently operate 
on an ‘opt-in’ basis.

• Group catering contract
• ESPO purchasing and rebate agreement
• ESPO energy contract

All other contracts/SLAs transfer across to the 
Trust at conversion, so day to day there won’t be a 
significant change.
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Governance
Being part of a Multi-Academy Trust is 
very different to that in a maintained 
setting; and it is perhaps of greatest 
difference in the governance structure.
 
Academies within the Trust are led by a 
Headteacher who is accountable to the CEO of 
the Trust and supported in their decision-making 
by a Local Governing Body (LGB). 
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The CEO is accountable to the Board for the 
activities of the whole Trust, encompassing all 
academies and the central functions. The DEMAT 
Board has delegated authority to the CEO for 
various day to day decision-making activities.

The Trust Board has delegated some of its 
authority to each LGB, and each LGB is therefore 
a sub-committee of the main Board. These 
authorities are contained within the Trust Scheme 
of Delegation, and cover decision-making across 
education, academy ethos, and challenges other 
areas of academy operation.

DEMAT understands the importance of local 
character and individuality and recognises the 
importance of representation in the community.

DEMAT also recognises the benefit of scale in 
developing expertise in specialist areas, such as 
Finance and HR. Decision-making delegations 
have been aligned to the functional areas within 
the Trust where the Board believes it is beneficial 
to have consistent, transparent and strategic 
specialist oversight.

In Summer 2020, we undertook an external 
Governance Review which has identified areas for 
us to develop in relation to local governance and 
we are keen to explore this further.

Recognising the governance review findings 
and the ongoing importance of local governance 
within the Trust, we have established a ‘Legal 
& Governance’ function to provide specific 
governance support and to continue to develop 
the relationship between LGBs and the Trust 
Executive.

LGBs

Local governance is strongly encouraged within 
the Trust; we value the input our LGBs have in our 
academies and communities. LGBs undertake a 
vital role in providing robust challenge to academy 
SLT in their decision-making around education and 
ethos.

DEMAT LGBs have a standard Terms of 
Reference, consistent with the other Board sub-
committees and authority delegated within the 
Trust Scheme of Delegation.

LGBs typically meet at least three times a year and 
may have additional sub-committees to support 
them in their monitoring. 
 
DEMAT has a suggested standardised agenda 
template, and standardised link governor roles. 
In this agenda, there is an item for matters to 
be raised to the Trust Board. The minutes of the 
full LGB meetings are reviewed by the Legal & 
Governance team to ensure these are followed up 
and responded to accordingly.

TRUST SUPPORT

• Annual governance conference
• GovernorHub provided for all LGBs
• Governor training on key topics
• CEO/Executive online workshops
• Legal & Governance support for ad hoc 

questions/queries

Our goal is to ensure we have transparent, 
robust and effective governance across the Trust. 
LGBs are part of this goal and we welcome the 
opportunity to discuss our governance approach 
with you further.
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Governance Structure
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Operational Structure
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Due 
Diligence Before conversion, we conduct due 

diligence on any academy wishing to 
join the Trust.

In order to provide transparency to any academies 
and key stakeholders thinking of joining us, 
we have summarised the key parts of our due 
diligence process and why we do it.
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WHY

We have 39 academies within the Trust family, 
and we have a responsibility to those academies 
and the pupils, their families and communities.  
This responsibility is to ensure that in growing, 
we do not jeopardise the high quality of education 
and operational support we provide.

Before we bring new schools into the Trust, we 
must be sure that they wish to align with the ways 
of working we have adopted and the values we 
share. In additional to shared ways of working 
and shared values, we want to ensure that any 
potential risks are identified and addressed prior to 
conversion.

PROCESS

We have outlined the process below; this typically 
takes 12-18 months;

1. Maintained school expresses an interest in 
joining DEMAT.
Chair of Governors, Headteacher and DEMAT 
representative have an initial conversation. 

2. All parties agree to move to the first stage 
of conversion.
Trust will conduct a desktop exercise to 
produce a report for CEO on key information. 
No significant involvement of the school is 
required at this point. 

3. CEO reviews report and recommends full 
due diligence is undertaken.
Trust, school and Governors would all engage 
in face to face meetings/observations covering 
the following:
• Education
• Safeguarding
• Finance
• HR
• Buildings & Site
• Governance

This may include review of documentation and 
information sharing between the school and 
the Trust. A report will be produced and will 
include suggested actions and timeframes.  
Depending on any potential risk concerning 
these actions, the CEO may choose to 
recommend to the Trust Board that some 
actions may be a pre-requisite of the school 
joining the Trust.

CEO will make the decision to recommend 
to Trust Board whether the school converts, 
whether further due diligence is required to 
make that decision or that the school presents 
too great a risk to recommend conversion. 

4. DEMAT Board approves the school to join 
the Trust through conversion.
This will include consideration of the whole 
due diligence report and approval of any 
actions, pre-requisites and timelines as 
outlined in the report. 

5. School Governors are provided with the 
outcome of the Trust Board decision along 
with any prerequisites of joining to decide 
whether to proceed with conversion. 

6. Formal legal conversion begins.
This will involve the Department for Education 
(DfE), Local Authority (LA) and DEMAT 
advisors to prepare the legal documents of 
transfer and involve consultations with staff 
over a transfer of their employment.  
 
As all pre-requisites have been agreed by the 
academy and Trust, this stage will be about 
finalising the documentation and agreeing a 
date for conversion.

Other points within the above include:
• Approval by the Headteacher Board for 

East of England & North East London
• Land transfer agreed between Trust, LA 

and Diocesan Board of Finance
• Commercial Transfer Agreement between 

LA and Trust agreed
• TUPE measures agreed

NEXT STEPS

Due diligence is a key part of us establishing 
an open and honest relationship early and 
moving forward with decisions together. 
DEMAT undertakes this process to gain a real 
understanding of each potential Trust academy, 
ensuring that from the outset we are all aligned 
and achieving the most for our pupils and 
communities.

If you are keen to have a conversation about 
joining, please contact:
governance@demat.org.uk



20 DEMAT Prospectus

Our Academies
Cambridgeshire
Babraham CofE Primary School 
Bury CofE Primary School
Elm CofE Primary School
Ely St Mary’s CofE Junior School 
Ermine Street Church Academy 
Farcet CofE Primary School
Guilden Morden CofE Primary Academy 
Guyhirn CofE Primary School
Holme CofE Primary School
Mepal and Witcham CofE Primary School 
Milton CofE Primary School
Oakington CofE Primary School 
Orchards CofE Primary School
St Andrew’s CofE Primary School
St John’s CofE Primary School
St Mary’s CofE Primary School
St Luke’s CofE Primary School
St Peter’s CofE Junior School
Stilton CofE Primary Academy 
Swaffham Bulbeck CofE Primary School 
Swaffham Prior CofE Primary School 
Thriplow CofE Primary School
William de Yaxley CofE Academy
Wisbech St Mary CofE Academy

Norfolk 
All Saints Academy
Anthony Curton CofE Primary School
Duchy of Lancaster CofE Primary School 
Hilgay Riverside Academy
Marshland St James Primary and Nursery School 
Runcton Holme CofE Primary School
St Martin at Shouldham CofE Primary Academy
Ten Mile Bank Riverside Academy
The Norman CofE Primary School 
Tilney All Saints Primary School 
Weeting CofE Primary School 
Wormegay CofE Primary School

Peterborough
St Botolph’s CofE Primary School 
Stanground St John’s CofE Primary School

Suffolk
St Christopher’s CofE Primary School

01353 656760
www.demat.org.uk

DEMAT Office Address:
Grace Building, 8 High Street
Ely, Cambridgeshire, CB7 4JU

The Diocese of Ely Multi-Academy Trust (DEMAT)
Company limited by guarantee Number 08464996. Registered 
in England & Wales. Registered Office: Diocesan Office, Bishop 
Woodford House, Barton Road, Ely CB7 4DX


