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Bluebell Federation Mission: 
[bookmark: Classstructure]“Every child will blossom academically and emotionally in a nurturing environment rooted in love and kindness.”
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	[image: ]Whole Federation Objectives
“Every child will blossom academically and emotionally in a nurturing environment rooted in love and kindness”.


	Intent
	Implementation
	Success Criteria
	Who
	Cost
	Time Scale

	Improve teaching and learning in maths through:

-Tightening up on the expectations around adaptive planning; marking & feedback and presentation.


-Ensure there is a clear expectation for the format of each lesson and this is monitored and followed up where not in place.



-Developing maths expertise within the federation in each key stage and ensuring this is shared through team teaching and planning; drop ins and videoing good practice to share in professional development meetings.


-Embedding the teaching of maths fluency in all classes using the ‘Mastering Number’ resources in years R-5.













- Review the teaching of multiplication tables from Year 1 onwards to ensure pupils are fluent by the Multiplication Tables Check (MTC) at the end of Year 4.
	


Review and relaunch federation expectations. Use monitoring activities, coaching and professional dialogue to ensure adaptations, feedback and presentation standards are consistently applied.

Define a consistent lesson structure, provide staff guidance and monitor implementation through learning walks, coaching and book scrutiny. Address any inconsistencies promptly.



Identify maths strengths within each key stage and use team teaching, joint planning, drop-ins and video exemplification to share effective practice across schools. Supported by Laura Morton, Maths Hub.





Implement daily ‘Mastering Number’ sessions in years R-5, supported by training, coaching and monitoring to ensure fidelity to the programme.

-Craig and Katie to meet with Laura Morton in Sept to create a plan identifying which teachers need training/support. Craig and Katie then facilitate this plan. 
-Craig and Katie to attend the new ‘Mastering number’ training for years 4 and 5 and disseminate to teachers.
-Craig and Katie ensure fluency is monitored regularly, using the HOS to support, and provide support/challenge where needed. 


-Audit current multiplication facts progression and teaching approaches from Years 1–4.
-Agree and implement a whole-school progression for multiplication facts, ensuring clear expectations for each year group.
-Develop consistent teaching strategies, representations and mathematical language across the school.
-Introduce regular, high-frequency retrieval practice and fluency sessions in all year groups.
-Ensure multiplication facts are explicitly taught alongside conceptual understanding and application.
-Use regular assessment to identify pupils requiring additional support or challenge and provide timely intervention.
-Monitor implementation through lesson visits, book looks, pupil voice and assessment analysis.
-Provide staff CPD on effective multiplication fluency teaching and preparation for the MTC.
-Share guidance with parents to support multiplication fact practice at home.


	


Books show high-quality presentation, effective feedback and evidence of learning being adapted to meet pupils’ needs across all classes.


Lessons follow the agreed structure and provide a consistent learning experience for pupils. ‘I do’, ‘We do’, ‘You do’ model gradual release model is embedded along with dual coding, which has improved the quality of teaching and learning. 

Teaching of maths is consistently strong across year groups, with increased staff confidence and greater consistency in planning and classroom practice.






Pupils demonstrate improved recall, fluency and confidence with number facts, with progress evident in lesson observations, assessments and pupil voice. Improved outcomes in the MTC.












-A clear, progressive multiplication facts curriculum is implemented consistently from Year 1 to Year 4.
-Teachers demonstrate consistent approaches to teaching multiplication fluency across the school.
-Pupils recall multiplication and division facts with increasing speed, accuracy and confidence appropriate to their year group.
-Assessment shows pupils are meeting agreed multiplication fluency milestones in each year group.
-Pupils requiring additional support make accelerated progress through targeted intervention.
-Monitoring demonstrates high-quality, consistent practice in classrooms.
-Year 4 pupils approach the MTC with confidence and attainment is at or above national averages (or improves against the previous year's outcomes).
-Staff report increased confidence in teaching multiplication fluency and parents understand how to support learning at home.




	Maths Leads
HOS
Maths experts
Teachers 
	Release time for Katie & Craig to work Laura Morton.
Release time for teachers  to observe/ work with maths leads and key stage experts.
	




September 2026 launch and then regular monitoring







Identify in September and begin development in Autumn 1 with the aim for them to be ready to share expertise in Spring 2027

Begin in September 2026
















Begin in September 2026



	Review and rewrite the Bluebell Federation mission, vision and values to ensure they reflect the new make up of the federation. 
	Consult with pupils, staff, governors and parents to review the federation's mission, vision and values.

Develop and launch revised agreed ones that reflect the identity, diversity and aspirations of all federation schools. Embed the revised mission, vision and values through policies, curriculum design, assemblies, worship, leadership decisions and communication.

	A revised mission, vision and values statement is agreed and adopted across the federation. Stakeholders can articulate and identify with the federation's vision and values. Strategic decisions, school improvement priorities and everyday practice clearly reflect the agreed vision. The federation demonstrates a strong and shared identity whilst celebrating the uniqueness of each school.

	Governors
Exec Head
	
	Begin in Sept 2026 and aim to launch by Jan 2027

	Develop consistently strong teaching and learning across the federation through high-quality professional development focused on the Bluebell Strategies.


	Identify and define the key Bluebell Strategies. Use Steplab to deliver focused professional development, instructional coaching and deliberate practice linked to these agreed pedagogical approaches. Provide opportunities for modelling, team teaching, peer observation and reflection. Monitor implementation through learning walks, book scrutiny, pupil voice and Steplab engagement.


	Bluebell Strategies are consistently implemented across classrooms. Teachers demonstrate increased confidence and expertise in applying agreed teaching approaches. Teaching is consistently good or better across the federation, with growing evidence of highly effective practice. Pupils experience a consistent approach to teaching and learning and demonstrate strong engagement and progress.


	HOS

	Release time
Steplab cost £97 per teacher annually 
	Begin in Sept 2026

	To create a consistent, high-quality writing curriculum that equips all pupils with the knowledge, vocabulary and writing techniques needed to write effectively for a range of purposes and audiences.
	Provide whole-staff training on the I Am a Clever Writer methodology and expectations.
Create a writing progression document mapping genres and skills using the I am a Clever Writer documents. 
Introduce a shared writing sequence across all classes, including explicit modelling, oral rehearsal and the use of high-quality texts.
Develop consistent lesson structures, writing displays and classroom resources to support effective implementation.
Introduce common writing language and success criteria across the school.
Monitor implementation through lesson visits, book looks and pupil voice activities.

	Establish a consistent approach to the teaching of writing from Year 1 to Year 6.
Improve pupils' confidence, engagement and enjoyment in writing.
Develop pupils' vocabulary, sentence construction and authorial choices.
Increase the quality, quantity and stamina of pupils' independent writing.
Ensure all children, including disadvantaged pupils and those with additional needs, can access and succeed in the writing curriculum.
Raise attainment and progress in writing across the school.
Writing outcomes improve from Early Years to Year 6 through secure foundations, a sequenced skills and genre progression, and consistent implementation of the Writing Framework.


	HOS 
Writing Lead
Class Teachers

	£500 support pack from Ditchling

£1150  per schoolI am a Clever Writer Materials and INSET

Release time

	Sept 2026 onwards

	Year 6 attainment and progress improve and increasingly align with national averages.



	-Use assessment information precisely across KS2 to identify gaps in knowledge, skills and application for pupils approaching Year 6.
-Sequence teaching in upper KS2 carefully to secure essential knowledge in reading, writing and mathematics, with planned opportunities to revisit and apply prior learning.
-Maintain high expectations in Year 6 and adapt teaching to strengthen pupils’ fluency, accuracy and confidence.
-Identify gaps early and address them promptly through targeted, evidence‑informed teaching and intervention.
-Support pupils to develop resilience, independence and exam readiness, alongside strong curriculum knowledge.
-Monitor teaching quality, intervention impact and assessment accuracy closely in Year 6 and adjust provision where needed.
-Provide and access high‑quality professional development, including training, team teaching and peer observation.



	-Year 6 attainment and progress in reading, writing and mathematics improve year on year.
-Outcomes increasingly align with national averages.
-Pupils demonstrate secure knowledge, confident application and improved fluency across the curriculum.
-Fewer pupils require late or intensive intervention close to statutory assessments.
-Gaps between groups reduce, particularly for disadvantaged pupils, SEND and EAL learners.
-Improvements in Year 6 outcomes are sustained across cohorts.

 

	HOS
Y6 teachers
	
	Sept 2026 onwards

	Pupil Premium and EYPP funding are used effectively, informed by EEF guidance, to prioritise high-quality teaching, language development, oracy and vocabulary acquisition, enabling disadvantaged pupils to develop strong foundations and keep up rather than catch up.


	-Produce and publish a robust Pupil Premium and EYPP strategy report.
-Implement and oversee Pupil Premium and EYPP strategies that prioritise high-quality teaching and language development, in line with EEF guidance.
-Prioritise the development of pupils’ oral language, communication and vocabulary across the curriculum, recognising language as the foundation for learning.
-Implement NELI Whole Class and targeted NELI interventions in Reception, using assessment information to identify and support pupils with emerging language needs.
-Use language screening and ongoing assessment to identify gaps in communication, language and vocabulary at the earliest opportunity.
-Plan and deliver inclusive, language-rich teaching that explicitly develops vocabulary, structured talk, listening and spoken language (refer to the ‘EEF Guide to Inclusive Teaching’ and East Sussex ‘UAP’ document)
-Prioritise disadvantaged pupils for high-quality adult interaction, purposeful conversation and opportunities to rehearse and extend language.
-Provide professional development for staff on effective language development, vocabulary instruction, oracy and evidence-informed approaches to supporting disadvantaged learners.
-Ensure curriculum planning identifies and revisits key vocabulary, language structures and opportunities for meaningful talk across subjects.
-Identify emerging learning gaps early and adapt teaching to provide additional practice and support within lessons.
-Deploy targeted interventions selectively where evidence demonstrates need, ensuring they complement classroom teaching and language development priorities.
-Monitor and evaluate implementation and impact through assessment, language screening data, pupil voice, work scrutiny and case studies.
-Address barriers to learning, including language delay, attendance, engagement and wellbeing, through coordinated support.



	-Pupil Premium and EYPP pupils benefit from consistently strong, inclusive teaching and rich language experiences.
-Disadvantaged pupils develop strong communication and language skills from their starting points.
-NELI is implemented with fidelity and demonstrates measurable impact on pupils’ oral language and vocabulary development.
-Oral language, vocabulary and communication are strengths across the federation, particularly for disadvantaged pupils and those eligible for EYPP.
-Curriculum plans consistently identify and teach ambitious vocabulary and provide opportunities for purposeful talk.
-Disadvantaged pupils make progress that is increasingly in line with national benchmarks, with attainment gaps reducing over time.
-Pupils are able to articulate their thinking confidently using increasingly sophisticated vocabulary.
-Staff demonstrate increasing confidence and expertise in developing language, vocabulary and oracy across the curriculum.
-Disadvantaged pupils keep pace with their peers and require less reliance on later catch-up interventions.
-Leaders can clearly evidence the impact of Pupil Premium and EYPP spending through language screening data, pupil outcomes and ongoing evaluation.
-Disadvantaged pupils are confident, engaged and able to access the full curriculum because of secure foundations in communication and language.

	Inclusion Lead/ SENCO
HOS
	PPG & EYPP funding
Cost of NELI whole class 
Time for NELI training
	Sept 2026 onwards

	Pupils in KS1 and KS2 read fluently and confidently, supported by a strong reading culture that enables full curriculum access.


	-Deliver reading teaching in KS1 and KS2 that progressively builds fluency, accuracy, automaticity and prosody.
-Conduct termly reading fluency assessments in KS2 and ensure pupils identified for support access daily fluency interventions.
-Introduce reading theatre across KS2 classes to develop pupils’ fluency, expression and confidence.
-Teach both reading comprehension and reading fluency explicitly, enabling pupils to understand, discuss and respond thoughtfully to a wide range of texts.
-Identify gaps in reading skills early and address them swiftly to prevent pupils from falling behind.
-Ensure pupils read widely and often, including high‑quality fiction, non‑fiction and poetry that build knowledge and vocabulary.
-Prioritise daily storytime and high‑quality read‑alouds, with explicit discussion to develop language, inference and background knowledge.
-Promote reading for pleasure actively to build positive attitudes, confidence and enjoyment.
-Schedule weekly library visits for every class.
-Develop class reading areas to promote reading for pleasure, including opportunities for pupil engagement through questions and recommendations.
-Ensure staff participate in high‑quality reading professional development, including training through Kingsnorth English Hub.
-Implement an intensive reading support programme for pupils in KS2 who are still unable to read confidently. 


	-Pupils in KS1 and KS2 read fluently with increasing accuracy, automaticity and prosody.
-Termly KS2 fluency assessments identify pupils’ needs effectively, and daily fluency interventions lead to measurable improvement.
-Reading theatre in KS2 strengthens pupils’ fluency, expression and reading confidence.
-Pupils demonstrate secure comprehension, able to discuss, explain and respond thoughtfully to a wide range of texts.
-Gaps in reading skills reduce quickly, and fewer pupils fall behind over time.
-Pupils read widely and routinely, with strong engagement in fiction, non‑fiction and poetry.
-Pupils show strong language comprehension, inference skills and background knowledge through discussion of shared texts.
-Positive attitudes to reading are evident, with pupils reading confidently, independently and for enjoyment.
-All pupils visit the school library at least weekly, using it confidently to select and share texts.
-Classroom reading areas actively promote reading for pleasure, with pupils engaging through recommendations, questions and discussion.
-Staff demonstrate strong subject knowledge and confidence in reading instruction, informed by high‑quality professional development (e.g. English Hub training).

	Reading Lead
	Fluency books

Reading area resources

Good quality texts

	Sept 2026 onwards

	All pupils develop secure early reading through a rigorous phonics programme, enabling independent reading and curriculum access.


	-Deliver daily systematic synthetic phonics with fidelity so pupils secure phonemic awareness and decoding early.
-Teach early reading explicitly and consistently, following a carefully sequenced progression from simple to complex knowledge.
-Prioritise and secure core foundational reading knowledge, including decoding, orthographic knowledge, and links between reading, spelling and handwriting.
-Match reading practice closely to pupils’ phonic knowledge so all pupils experience success and build confidence.
-Carry out regular, precise phonics assessments to identify gaps and misconceptions swiftly.
-Address gaps immediately through targeted teaching, additional practice and timely intervention.
-Provide ongoing training and support for staff to ensure strong subject knowledge and consistent delivery of phonics and early reading.
-Ensure early reading provision supports all pupils, including those with SEND and EAL, to make strong progress from their starting points.

	-Pupils rapidly secure phonemic awareness and decoding skills.
-Phonics outcomes show sustained improvement over time.
-Pupils read decodable texts accurately and with confidence.
-Early reading gaps are identified and addressed promptly.
-Secure foundational reading knowledge supports spelling and writing development.
-Pupils move confidently from learning to read to independent reading.

	Phonics Lead
Reading Lead
	Phonics books and resources 
	Sept 2026 onwards

	The federation’s new governance structure is fully embedded, with governing body and committee meetings providing strong oversight, challenge and support.

	-Define and communicate a clear federation governance model, with agreed roles and responsibilities at federation and school level.
-Hold three Full Governing Body meetings annually to provide strategic oversight and ensure coherence across the federation.
-Embed three annual school‑based committee meetings to maintain strong local knowledge and provide focused challenge and support.
-Fulfil core governance functions effectively, including setting strategic direction, holding leaders to account and overseeing the use of resources.
-Provide induction, training and ongoing support for governors to strengthen confidence, consistency and understanding of federation governance.
-Use governance structures to enable effective challenge and professional dialogue, based on accurate information and clear reporting.
-Focus meetings on impact, including pupil outcomes, inclusion, safeguarding, attendance and financial sustainability.
-Maintain clear and purposeful communication between executive leaders, school leaders and governors to support informed decision‑making.
-Review governance practice regularly to ensure structures remain effective, proportionate and fit for a growing federation.

	-The new federation governance structure is embedded and operating effectively.
-Governors clearly understand their roles at federation and school level.
-FGB and school‑based committee meetings are held consistently and function well.
-Governance provides effective strategic oversight, challenge and support.
-Governors confidently hold leaders to account using accurate performance information.
-Decision‑making is timely, well‑informed and aligned with federation priorities.
-Governance strengthens school improvement while maintaining local identity.
-Leaders and governors report confidence in the effectiveness of the governance model.

	Chair and Vice Chair of Governors
Exec Head
	
	Sept 2026 onwards

	To develop and embed a coherent, evidence-informed preventative curriculum that equips all pupils with the knowledge and skills to make safe and healthy choices; promotes emotional wellbeing, and reduces barriers to learning through a proactive approach to personal development, safeguarding and inclusion.
	-Review and map the existing preventative curriculum to identify strengths, gaps and progression across all year groups. 

-Develop a sequenced curriculum that incorporates safeguarding, RSHE, mental health, online safety, equality and diversity, healthy relationships, attendance, behaviour expectations and personal development. 
-Provide  professional development for staff to ensure consistent and confident delivery. 

-Engage pupils, parents and external agencies in shaping and enhancing curriculum content. Use resources such as My Health My School Survey 

-Monitor implementation through lesson visits, pupil voice, curriculum scrutiny and staff feedback, using findings to inform ongoing improvements.

	-Fully mapped preventative curriculum is implemented across all year groups with clear progression and assessment opportunities.

-Curriculum is adapted for each school's individual needs and allows for flexibility if issues or areas arise eg. Water safety during heatwave
-Staff demonstrate confidence and consistency in delivering the curriculum, evidenced through monitoring and professional dialogue. 

-Pupil voice shows that children can articulate key learning around safety, wellbeing, healthy relationships and making informed choices. 

-Behaviour, attendance and safeguarding data demonstrate positive trends, with a reduction in preventable incidents where appropriate. 

	HOS
DSL
Federation lead - LD
	
	Sept 2026 onwards

	The curriculum is coherently planned, carefully sequenced and consistently delivered so pupils build secure knowledge over time and access ambitious learning.

	-Review and develop each school’s curriculum, led by the federation curriculum and data lead, setting out clearly sequenced knowledge and skills with defined end points in every subject.
-Use the federated subject leadership system to drive consistent curriculum design, development and quality assurance across schools.
-Sequence teaching systematically so new learning builds securely on prior knowledge and strengthens connections over time.
-Prioritise essential knowledge and disciplinary understanding within each subject so pupils focus on what matters most.
-Design teaching to manage cognitive load, breaking learning into clear steps with well‑chosen tasks and explanations.
-Build planned opportunities for retrieval and practice into the curriculum to secure recall and long‑term retention.
-Support pupils to develop metacognitive skills, enabling them to plan, monitor and adapt their learning effectively.
-Model subject thinking and language explicitly, promoting clarity, precision and purposeful discussion.
-Check understanding systematically and adapt teaching responsively so misconceptions and gaps are addressed before moving on.
-Use assessment to refine curriculum delivery, strengthen implementation and deepen pupils’ understanding and fluency.
-Monitor curriculum implementation regularly, ensuring consistency with federation intent while allowing responsive teaching.
-Teaching staff access high quality cpd. 


	-The curriculum in each school is fully implemented and consistently followed, with clear progression and defined end points in every subject.
-Subject leadership across the federation provides effective oversight, ensuring high‑quality curriculum design and consistent implementation.
-Pupils build knowledge and skills sequentially, making strong connections between prior and new learning.
-Teaching prioritises essential knowledge and disciplinary understanding, enabling pupils to focus on what matters most.
-Pupils demonstrate secure recall and retention of key knowledge through regular retrieval and practice.
-Learning is broken into manageable steps, and pupils engage confidently with ambitious content without cognitive overload.
-Pupils articulate their thinking clearly, using accurate subject‑specific language and showing growing metacognitive awareness.
-Understanding is checked effectively, with misconceptions addressed promptly so gaps do not persist.
-Assessment and curriculum monitoring show that implementation reflects federation intent while meeting pupils’ needs.
-Leaders can evidence that curriculum systems are embedded, effective and improving outcomes over time.

	Federation Curriculum & Data Lead
Exec Head
HOS
Subject Leads
	Emma Turner CPD £5000
	Jan 2027 onwards

	Attendance in all schools improves towards national averages, with pupils attending regularly, including vulnerable groups.

	-Communicate clear, consistent expectations for attendance so pupils and families understand its importance.
-Work closely with the Attendance RISE Hub to strengthen practice, build staff confidence and refine attendance systems.
-Use DfE attendance tools to analyse attendance patterns accurately and identify concerns early.
-Analyse attendance data regularly at individual, group and whole‑school level to identify trends and pupils at risk of persistent absence.
-Create a whole school attendance responsibility culture and provide attendance related cpd.
-Implement timely, targeted and proportionate interventions to address barriers to attendance.
-Coordinate early, respectful support for pupils and families where attendance concerns emerge.
-Review the impact of attendance actions regularly, using data and case studies to drive improvement.
-Align attendance strategies with pupils’ wider needs, including SEND, safeguarding and well‑being.
-Develop ‘scripts’ for staff to use e.g. first day calling; at the gate; teachers speaking to parents about attendance etc.
See the ‘Federation Attendance Action Plan’ for more detail.

	-Attendance improves year on year and moves closer to national averages.
-Schools meet or exceed their DFE ABIE target.
-Leaders use the DFE tools confidently and effectively to improve attendance e.g. absence bandings etc 
-Persistent absence reduces, particularly for vulnerable pupils.
-Attendance concerns are identified early and addressed promptly.
-Staff use attendance data confidently to inform action.
-Pupils and families understand expectations and feel supported.
-Leaders can evidence the positive impact of attendance strategies.
-Staff feel confident using the attendance ‘scripts’ with parents.
-All staff understand that promoting and securing good attendance is everyone’s responsibility.

	HOS
Teachers
Federation lead - JO
	Cost of attendance rewards
	Sept 2026 onwards

	Behaviour in each school is calm, orderly and purposeful, enabling pupils to feel safe and learn without disruption.

	-Define, launch and embed the Bluebell Strategies for Behaviour and Culture across all schools to establish a shared understanding of expectations, routines and relationships.
-Establish and reinforce clear expectations and positive behaviour routines through each school's behaviour policy, school rules, behaviour pathway and reward systems.
-Work in partnership with the Attendance and Behaviour RISE Hub to refine behaviour approaches, strengthen consistency and develop staff expertise.
-Train and support all staff, including non-teaching staff, to apply the Bluebell Building Blocks and respond consistently to behaviour and low-level disruption.
-Review, refine and embed behaviour policies to ensure they align with the Bluebell Strategies while reflecting each school's individual context.
-Apply agreed expectations, routines and consequences consistently to ensure fairness, predictability and belonging for all pupils.
-Ensure teaching promotes positive behaviour through clear explanations, strong routines, high expectations and engaging lessons.
-Support pupils to develop self-regulation, character, resilience and pride in their work through a purposeful culture of learning.
-Monitor behaviour trends, attendance and incidents regularly and use findings to provide targeted support and intervention.
-Design and implement a progressive Character Curriculum across the federation, linked to each school's vision and values.

	-The Bluebell Strategies for Behaviour and Culture are consistently understood and applied across all schools.
-Behaviour across each school is calm, orderly and purposeful, with learning rarely disrupted.
-Expectations, routines and consequences are applied consistently and understood by pupils, staff and families.
-Low-level disruption is rare and addressed swiftly and effectively when it occurs.
-Staff respond to behaviour confidently and consistently, including non-teaching staff.
-Teaching supports positive behaviour through strong routines, clear explanations and high levels of engagement.
-Pupils demonstrate self-regulation, resilience, confidence and pride in their learning and conduct.
-Behaviour incidents reduce over time, particularly repeated or persistent behaviours.
-Leaders can demonstrate the impact of the Bluebell Building Blocks through monitoring, behaviour data, pupil voice and stakeholder feedback.
-Behaviour policies are implemented consistently because they are understood and supported by staff, pupils and families.
-The Character Curriculum is embedded and contributes positively to pupils' personal development, behaviour and attitudes.


	HOS
LT
Federation lead - DL
	Release time
Rewards e.g. jars, marbles, stickers etc
	Sept 2026 onwards

	High‑quality adult–child interactions are embedded across Early Years, accelerating pupils’ language and vocabulary development.

	-Prioritise high‑quality adult–child interactions in all Early Years settings, using everyday moments to develop communication, language and thinking.
-Offer a high level of support, CPD and networking opportunities to the new Reception teachers across the federation.
-Engage children in sustained, meaningful interactions that extend vocabulary and deepen understanding across the EYFS curriculum.
-Model rich, accurate and ambitious language, including narrating learning, introducing new vocabulary and responding thoughtfully to children’s ideas.
-Use questioning, commenting and recasting skilfully to extend speech, encourage dialogue and support sentence development (SHREC approach).
-Respond sensitively to children’s interests and play, timing interactions to build learning without interrupting engagement.
-Actively include all children in high‑quality talk, particularly quieter and disadvantaged pupils, to ensure equitable access to language‑rich interactions.
-Plan and revisit vocabulary deliberately, enabling children to hear, practise and use new words in meaningful contexts.
-Use communication and language assessment to adapt practice, providing targeted modelling, repetition and interaction where needed.
-Support staff development in interaction‑led pedagogy, ensuring consistently strong practice across the federation’s Early Years settings e.g. SHREC approach training from Kingsnorth English Hub.

	-High‑quality adult–child interactions are consistently evident across all Early Years settings.
-All adults have accessed high quality training in this area.
-Children demonstrate rapid development in communication, language and vocabulary.
-Adults model rich, accurate language and use questioning, commenting and recasting effectively (SHREC approach).
-Sustained back‑and‑forth interactions are common, extending children’s thinking and sentence structure.
-Vocabulary is secure and increasingly used independently by children across contexts.
-Quieter and disadvantaged children are fully included in language‑rich interactions.
-Assessment shows improved oral language outcomes, with targeted support leading to clear progress.
-Leaders can evidence consistent, high‑quality interaction‑led practice across the federation.

	Early Years Leads
Federation Early Years Lead - FP
	CPD
	Sept 2026 onwards

	Heads of School continue to strengthen their leadership role by leading school improvement, developing senior leaders through support and challenge, and building leadership capacity, with effective oversight from the Executive Head.

 
	-Increase the leadership responsibilities of Heads of School, enabling them to lead day‑to‑day improvement and strategic priorities with growing autonomy.
-Provide structured challenge, coaching and support from the Executive Head to Heads of School through regular professional dialogue, review and feedback.
-Ensure Heads of School support and challenge senior leaders, holding them to account for impact and developing their leadership skills and confidence.
-Use appraisal and leadership objectives to align Heads of School and senior leader development with federation priorities.
-Create opportunities for senior leaders to lead, supported by Heads of School, including curriculum, inclusion, staff development and operational leadership.
-Offer targeted professional development for Heads of School and senior leaders, including coaching, mentoring, leadership training and peer collaboration.
-Promote reflective leadership practice, using self‑evaluation, impact review and feedback to strengthen leadership effectiveness at all levels.

	-Heads of School demonstrate increased confidence, autonomy and impact in leading their schools.
-Senior leaders are effectively supported and challenged by Heads of School and show clear leadership development.
-School based senior leadership teams are more effective in driving improvement within their school.
-Leadership responsibilities are distributed effectively, reducing reliance on the Executive Head for day‑to‑day leadership.
-Professional dialogue at all leadership levels is purposeful, challenging and improvement‑focused.
-Senior leaders demonstrate readiness for increased responsibility, strengthening succession planning.
-Sustained leadership capacity and consistency are evident across the federation.

	HOS
Exec Head
Senior Leaders
	CPD
NPQH (free)
SLT Coaching sessions £3000
	Sept 2026 onwards

	Inclusive classroom practice is consistently strong, with effective adaptations that remove barriers while maintaining high expectations.

	-Use the East Sussex ‘Universally Available Provision’ document and the ‘Whole Education’ self assessment tool to audit provision in each class and identify areas of need. 
-Identify pupils’ needs and barriers promptly and make well‑judged adaptations to enable access to ambitious learning.
-Maintain high expectations by focusing adaptations on how pupils learn, not what they learn.
-Apply inclusive classroom strategies consistently, including clear explanations, scaffolding, modelling, appropriate pacing and visual or verbal supports.
-Use formative assessment to adapt teaching quickly, preventing gaps from widening.
-Deploy targeted, evidence‑informed interventions that support pupils to meet high expectations for learning, behaviour and attendance.
-Use intervention to complement classroom teaching, keeping pupils included in whole‑class learning wherever possible.
-Support staff to implement and refine adaptations and interventions, ensuring they are precise, proportionate and regularly reviewed.
-Plan adaptations with long‑term impact in mind, building pupils’ independence, confidence and resilience.
-Monitor the effectiveness of adaptations and interventions, using data, pupil voice and teaching review to refine practice.

	-Audits using the East Sussex ‘Universally Available Provision’ document demonstrate that the vast majority of this provision is embedded in all classrooms. 
-Staff adapt teaching confidently to meet diverse needs without reducing ambition.
-Pupils with additional needs access the full curriculum with appropriate support.
-Adaptations are purposeful and closely linked to identified barriers.
-Interventions are targeted, time‑limited and show clear impact.
-Pupils receiving support make sustained progress over time.
-High expectations for attendance, behaviour and learning are upheld for all pupils.
-Pupils develop increasing independence and confidence as learners.
-Leaders can evidence the impact of inclusive practice and interventions.

	Inclusion Lead/SENCO
	Cost of intervention programmes
	Sept 2026 onwards

	Develop a consistent whole-school approach to teaching through talk, ensuring that structured oracy routines are embedded across all classrooms so that every pupil actively participates in purposeful dialogue, deepens their thinking and articulates their learning confidently.
	-Develop and launch a whole-school Teaching Through Talk framework, identifying a small number of agreed non-negotiable classroom routines, such as Think–Pair–Share, Partner A/B discussions, structured talk stems, purposeful thinking time and cold calling following partner discussion.
-Through Steplab, deliver high-quality professional development focused on the principles of teaching through talk, ensuring all staff understand how purposeful classroom dialogue improves thinking, learning and participation.
-Introduce consistent classroom routines that provide every pupil with regular opportunities to rehearse, explain, justify and refine their thinking through structured partner talk before whole-class discussion.
-Develop and implement a progression of high-quality talk prompts, sentence stems and curriculum-specific questioning to support reasoning, explanation, vocabulary development and disciplinary language across all subjects.
-Embed explicit expectations for high-quality listening, turn-taking, accountable talk and respectful discussion within classroom routines and behaviour expectations.
-Ensure teachers routinely provide appropriate thinking time before discussion and use pupil talk as a formative assessment tool to identify misconceptions and adapt teaching in real time.
-Monitor implementation through lesson visits, learning walks, pupil voice, coaching conversations and work scrutiny where appropriate, using findings to celebrate strengths and provide targeted support.
-Share excellent practice through coaching, instructional coaching, peer observations and staff meetings to build a sustainable whole-school culture of teaching through talk.

	-Agreed teaching through talk routines are consistently embedded across all classrooms and observed during monitoring activities.
-Staff confidently and consistently use structured oracy strategies that actively engage every pupil in thinking and discussion.
-Pupils confidently articulate their thinking, explain their reasoning, justify their answers and build on the ideas of others using increasingly sophisticated vocabulary.
-Classroom discussions are purposeful, inclusive and characterised by high levels of participation, active listening and respectful dialogue.
-Teachers routinely use pupil talk to assess understanding, identify misconceptions and adapt teaching during lessons.
-Pupils demonstrate improved use of subject-specific vocabulary and are increasingly able to communicate their understanding across the curriculum.
-Monitoring evidence, including learning walks, pupil voice and lesson observations, demonstrates a consistent culture of high-quality teaching through talk across the school.
-Improved pupil engagement, confidence, quality of discussion and written outcomes demonstrate that teaching through talk is having a positive impact on learning in all subjects.

	HOS
Class teachers
	CPD - Steplab
	November 2026 onwards

		Develop and embed a progressive federation-wide enrichment programme that ensures all pupils have equitable access to a broad range of high-quality enrichment opportunities across the five DfE enrichment categories that link to our vision and align with our broader priorities.




	-Audit current enrichment provision across the federation against the DfE Enrichment Framework. 
-Develop a progressive federation enrichment framework and annual enrichment calendar from Reception to Year 6. 
-Ensure planned opportunities within all five enrichment categories: civic engagement; arts and culture; nature, outdoors and adventure; sport and physical activity; and wider life and future skills. 
-Embed enrichment within the curriculum and wider school life, ensuring opportunities are progressive and inclusive. 
-Monitor participation to ensure equitable access, particularly for disadvantaged and SEND pupils, and remove barriers where identified. 
-Record pupils' enrichment experiences and regularly gather pupil voice to evaluate impact.
-Celebrate pupils’ enrichment achievements and participation.
-The enrichment opportunities link to the federations priorities of improving attendance, attainment and behaviour. 

	-A federation-wide enrichment framework is implemented and embedded across all schools. 
-Every pupil accesses a broad range of enrichment opportunities across all five DfE enrichment categories during their time in the federation. 
-Enrichment opportunities are planned progressively and embedded within curriculum and wider school provision. 
-Participation data shows equitable access for all pupil groups, including disadvantaged and SEND pupils. 
-Participation of and achievement within the enrichment opportunities are regularly celebrated in school. 
-Pupil voice demonstrates increased engagement, confidence, aspirations and enjoyment of school. 
-There is measurable data that attendance, attainment and behaviour have improved since the enrichment programme was implemented.
-Governors receive regular reports demonstrating the quality, impact and inclusivity of the federation's enrichment offer.

	Curriculum and data lead
	Tbc
	Jan 2027 onwards

	Target for the federation Church schools only: 
Strengthen the development and evaluation of each school's Christian vision so that it consistently shapes decision-making, curriculum design, relationships, worship and culture, enabling all pupils and adults to flourish.

	-Review and refine each school's vision with stakeholders, ensuring it reflects the context and aspirations of the community.
-Explicitly link strategic decisions, curriculum development, policies and improvement priorities to the Christian vision.
-Develop a programme of vision monitoring involving leaders, governors, staff, pupils and clergy.
-Create opportunities for pupils and adults to articulate how the vision influences their actions, choices and relationships.
-Evaluate the impact of the vision termly and use findings to inform school improvement priorities.

	-Pupils, staff, governors and parents can clearly explain the school's Christian vision and its impact on daily school life.
-Evidence demonstrates that the vision informs curriculum development, collective worship, wellbeing provision and strategic decision-making.
-Governors use evaluative evidence to monitor the impact of the vision and support ongoing development as a Church school.
-The Christian vision is consistently evident in relationships, culture and experiences across the school, contributing to the flourishing of pupils and adults

	HOS
Governors
Leaders
	
	Sept 2026 onwards
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“A small school with big ideas growing in the love of God.”


	Intent
	OFSTED Area
	Implementation
	Intended Impact
	Responsibility
	Cost
	Time Scale

	To develop and strengthen the CPD (Continuing Professional Development) programme for new teachers and support staff, recognising and utilising their prior experiences, skills, and expertise to enhance teaching, learning, and pupil outcomes across the school.
	Curriculum and teaching
	Conduct an initial audit of new teachers' and support staff's previous experience, qualifications, strengths, and professional development needs Establish a structured induction programme that includes school systems, teaching and learning expectations, safeguarding, behaviour management, and assessment practices
Leaders to support to all new staff, providing regular opportunities for observation, feedback, and professional dialogue.
Inclusion Lead to provide training for support staff.
Create personalised CPD pathways that balance individual development needs with school improvement priorities. 
Provide opportunities for new staff to share effective practice from previous roles through staff meetings, workshops, and professional learning communities.
Facilitate peer observations and collaborative planning across the Federation to encourage the exchange of ideas and best practice. 
Monitor engagement and progress through CPD records, performance management discussions, and regular staff feedback (use of StepLab)
Evaluate the impact of CPD provision termly and adapt programmes in response to staff needs and school priorities – through appraisals and StepLab
	New teachers and support staff feel confident, valued, and well-supported in their roles.
Staff expertise from previous settings is effectively utilised to enrich teaching and learning practices across the school.
Improved consistency in teaching, learning, behaviour management, and assessment practices.
Increased staff confidence, professional competence, and career development opportunities Enhanced collaboration and knowledge sharing between colleagues.
Improved quality of teaching and support provision, leading to better pupil engagement, progress, and outcomes.
Higher levels of staff retention, wellbeing, and job satisfaction.
A strong culture of continuous professional learning that contributes to ongoing school improvement.




	HOS
Inclusion Lead
	Training TBC
	Sept 2026 onwards

	To increase the number of pupils on roll by raising the profile of the school within the local community and showcasing the school's strengths, opportunities and successes through a strategic programme of marketing, engagement and promotion
	Curriculum and teaching
EYFS
	Hold regular Open Days and school tours for prospective families.
Develop a targeted advertising campaign using local publications, community newsletters and online platforms.
Increase engagement and visibility through social media platforms (Facebook, Instagram, school website and local community pages).
Produce and distribute high-quality leaflets, brochures and posters to local businesses, nurseries, children's centres, libraries and community venues.
Work closely with local community groups, nurseries and pre-schools to strengthen partnerships and improve transition arrangements.
Promote and celebrate the school's achievements, events and successes through newsletters, press releases and digital media.
Showcase exciting educational visits, residentials, enrichment activities and extracurricular opportunities available to pupils
Highlight engaging and innovative teaching through fun, memorable and inspiring learning opportunities. 
Develop and promote the school's EYFS offer, including nurturing provision, outdoor learning opportunities, transition events and parent engagement activities.
Encourage existing families to act as ambassadors for the school through testimonials, community recommendations and attendance at promotional events.
Regularly review and update marketing materials to ensure they reflect the school's vision, values and strengths.
	Increased enquiries from prospective families.
Increased attendance at Open Days, school tours and EYFS transition events.
Greater awareness of the school within the local community. 
Improved engagement with the school's social media platforms and website.
Stronger partnerships with local nurseries, pre-schools and community organisations.
Increased applications for Reception and in-year admissions.
A measurable increase in pupil numbers on roll by the end of the academic year.
Improved financial sustainability through increased pupil funding.
Enhanced reputation of the school as a first-choice provider within the local area.


	HOS
Admin team
Teachers
	Promotional material (leaflets etc)
Educational visits TBC
	Sept 2026 onwards
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 “Together we give our children roots to grow and wings to fly.”


	Intent
	OFSTED Area
	Implementation
	Intended Impact
	Responsibility
	Cost
	Time Scale

	To establish a suitable and coherent programme of personal development, through both the curriculum and the wider opportunities and experiences provided for pupils within the Autism Facility by embedding a highly ambitious, evidence-informed curriculum that ensures consistently high-quality teaching, learning and assessment, with a particular focus on early language, communication and phonics, supporting pupils to develop the knowledge and skills they need for participation and success in later life.
	Personal development and wellbeing.
 
Curriculum and Teaching.

	Review and refine the facility curriculum to ensure clear progression across all areas of learning and year groups, with a strong emphasis on communication and language, early literacy and classroom readiness. Implement daily Little Wandle phonics sessions. 
Strengthen adult-child interactions through coaching, modelling and targeted professional development, focusing on questioning, vocabulary development and sustained shared thinking.
Enhance the outdoor learning environment to maximise opportunities for purposeful play, independence, language-rich experiences and early reading and writing. 
Establish clear transition arrangements between the facility and classrooms by implementing a more aligned whole school timetable to ensure curriculum continuity and effective sharing of assessment information.
	Curriculum is implemented consistently and demonstrates clear progression, with high expectations for all children. 
Early phonics and phonological awareness are delivered confidently and consistently, enabling children to develop strong foundations for reading. 
Monitoring shows evidence of consistently high-quality interactions that extend children's language, thinking and learning. 
Assessment data and observations demonstrate accelerated progress, particularly in Communication and Language and Literacy. 
Children are well prepared for learning when they join their classroom and peers, demonstrating increased independence, sustained engagement, strong communication skills and readiness to access the curriculum
	HOS
Facility Lead and Deputy Lead
Facility staff
	Facility leads release time

Cost of two curriculum programmes the adapted National curriculum and the sensory curriculum and aligned assessment tools from Bsquared or the Cherry Tree send assessment tools on Tapestry.
	Sept 2026 onwards
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“Every child who journeys through our school family, no matter what their starting point, will grow into loving adults who are forever inspired to learn and ready for life’s adventures.”


	Intent
	OFSTED Area
	Implementation
	Intended Impact
	Responsibility
	Cost
	Time Scale

	To strengthen the quality of education within the nursery by embedding a highly ambitious, evidence-informed curriculum that ensures consistently high-quality teaching, learning and assessment, with a particular focus on early language, communication and phonics, so that all children are exceptionally well prepared for Reception.
	EYFS
	-Review and refine the nursery curriculum to ensure clear progression across all areas of learning, with a strong emphasis on communication and language, early literacy and school readiness. Implement daily RWI phonics 
sessions. 
-Strengthen adult-child interactions through coaching, modelling and targeted professional development, focusing on questioning, vocabulary development and sustained shared thinking. 
-Enhance the learning environment to maximise opportunities for purposeful play, independence, language-rich experiences and early reading and writing. 
-Establish clear transition arrangements between nursery and Reception to ensure curriculum continuity and effective sharing of assessment information.

	-Curriculum is implemented consistently and demonstrates clear progression, with high expectations for all children. 
-Early phonics and phonological awareness are delivered confidently and consistently, enabling children to develop strong foundations for reading. 
-Monitoring evidences consistently high-quality interactions that extend children's language, thinking and learning. 
-Assessment data and observations demonstrate accelerated progress, particularly in Communication and Language and Literacy. 
-Children leave nursery well prepared for Reception, demonstrating increased independence, sustained engagement, strong communication skills and readiness to access the Reception curriculum. 

	HOS
EY Lead (SP)
Nursery Teacher (TH)
	SP release time
	September 2026 onwards
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	[image: ]Little Horsted Objectives
“Live, Love, Learn in the Light of the Lord”


	Intent
	OFSTED Area
	Implementation
	Intended Impact
	Responsibility
	Cost
	Time Scale

	To establish a high-quality, school-based nursery provision for two-year-olds that provides a safe, nurturing and stimulating environment where children can thrive and build the foundations for future success.

	EYFS
	Design and develop a high-quality indoor and outdoor learning environment that is safe, stimulating and tailored to the developmental needs of two-year-olds.
Provide ongoing professional development, coaching and opportunities to observe best practice to strengthen practitioner expertise and ensure consistency across the provision particularly around interactions.
Establish a play-based curriculum with a strong focus on communication and language, personal, social and emotional development, and physical development.
Develop strong partnerships with parents through transition visits, regular communication and opportunities to engage in their child's learning.

	A high-quality, enabling environment is established both indoors and outdoors.
Practitioners demonstrate strong knowledge of child development and deliver high-quality interactions that extend children's learning.
Children are settled, engaged and demonstrate high levels of wellbeing and involvement.
Strong partnerships exist between staff, children and families.
Children make strong progress from their starting points, particularly in communication and personal development.

	HOS 
Early Years Lead
Nursery Supervisor/practitioner
	Resources for environment - £2000

	September 2026 onwards

	To create a highly engaging, purposeful and challenging Year 1/2 learning environment, both indoors and outdoors that is underpinned by the principles of continuous provision. 

	Curriculum and Teaching

Achievement
	Audit and enhance indoor and outdoor continuous provision to ensure activities are purposeful, open-ended and appropriately challenging with sufficient resources.
Visit other schools for best practise.
Introduce planned challenges, enquiry questions and enhancement tasks that encourage children to problem-solve, think critically and apply learning independently.
Develop the outdoor environment as an extension of the classroom, providing opportunities to develop literacy, mathematics, communication and investigative skills.
Provide staff training on effective continuous provision, sustained shared thinking and questioning techniques to deepen learning.
Monitor provision through observations, learning walks and pupil voice to ensure challenge, engagement and independence are evident.

	Children demonstrate high levels of engagement, independence and resilience.
Challenge is evident across all areas of provision, both indoors and outdoors.
Pupils confidently apply and extend learning through self-directed exploration.
Staff interactions consistently deepen children's thinking and learning.
Improved outcomes in problem-solving, communication and independent learning are evident across the Year 1/2 classroom.

	HOS
Key Stage 1 Lead
	Resources – funding applied from the Lions

Cost of visits to other schools
	September 2026 onwards




	Wivelsfield Objectives

“At the heart of the community, inspiring our children to be the best they can be in an ever-changing and diverse world.”


	Intent
	OFSTED Area
	Implementation
	Intended Impact
	Responsibility
	Cost
	Time Scale

	Writing - Leaders should ensure that curriculum and teaching improvements are fully embedded and implemented consistently across subjects and phases so that all pupils, including in writing, develop secure knowledge, skills and fluency, with improved outcomes in handwriting, transcription and spellings. 
	Curriculum and teaching
Achievement
	- Provide whole-school training on the I Am a Clever Writer approach and establish clear expectations for teaching writing across the school. 
- Ensure all teachers have access to and consistently use the I Am a Clever Writer resources to support planning, modelling and assessment. 
- Implement termly English book scrutinies with specific feedback focused on progression, writing quality, transcription, spelling and curriculum implementation. 
- Conduct federation writing moderation three times per year to ensure accurate assessment and shared expectations. 
- Hold pupil progress meetings in October, January and May to identify pupils requiring additional support or challenge, including disadvantaged pupils and those with SEND who are not on individualised plans. 
- Identify and monitor focus pupils, ensuring support staff are clear about individual barriers and next steps. 
- Establish consistent expectations for handwriting progression across year groups and revisit these expectations at the start of each term. 
- Monitor handwriting, presentation and transcription skills through book looks across all curriculum subjects. 
- Allocate regular timetabled handwriting practice in all classes and provide additional support where pupils are not meeting expectations. 
- Monitor implementation through lesson visits, coaching conversations, pupil voice and assessment analysis.
	- Writing expectations are implemented consistently across all year groups and curriculum subjects. 
- Pupils demonstrate improved handwriting, spelling, presentation and transcription skills. 
- Teachers use a shared approach to writing instruction, leading to greater consistency in classroom practice. 
- Assessment and work scrutiny demonstrate stronger progression in writing knowledge and skills. 
- Vulnerable pupils and focus pupils make improved progress because barriers are identified and addressed promptly. 
- Increasing numbers of pupils achieve age-related expectations and greater depth in writing. 
- Federation moderation confirms assessment accuracy and consistency. 
- Monitoring evidence demonstrates that curriculum improvements are embedded and having a positive impact on pupil outcomes.

	HOS 
Writing Lead 
Class Teachers 
Support Staff

	I Am a Clever Writer resources and training 
Release time for moderation, monitoring and coaching

	September onwards

	To ensure that interventions are rigorously and consistently monitored and evaluated to that the vulnerable pupils progress well and barriers to success are effectively addressed. 
	Leadership and Management
Achievement
Inclusion

	- Develop a whole-school intervention monitoring system to evaluate the impact of all academic, pastoral and attendance interventions. 
- Establish clear entry and exit criteria for interventions, including baseline assessments and measurable success indicators. 
- Track the progress of disadvantaged pupils, pupils with SEND, vulnerable pupils and those at risk of underachievement through termly pupil progress meetings. 
- Ensure intervention plans identify specific barriers to learning and outline intended outcomes, strategies and review points. 
- Provide training for teachers and support staff on evidence-informed interventions and effective assessment of impact. 
- Review intervention effectiveness at least termly and adapt provision where impact is limited. 
- Strengthen communication between teachers, support staff and leaders to ensure interventions complement high-quality classroom teaching. 
- Analyse attainment, attendance, behaviour and wellbeing data to identify emerging concerns quickly and implement timely support. 
- Report intervention impact regularly to governors and federation leaders, evidencing progress and value for money. 
- Share successful intervention approaches across the federation to improve outcomes for all vulnerable groups.
	- Intervention provision is consistently monitored and evaluated across the school. 
- Leaders can clearly demonstrate the impact of interventions through assessment data, case studies and pupil outcomes. 
- Vulnerable pupils make sustained progress from their starting points. 
- Barriers to learning are identified early and addressed effectively. 
- Intervention programmes are targeted, evidence-informed and adapted promptly when necessary. 
- Gaps between vulnerable pupils and their peers reduce over time. 
- Staff demonstrate greater confidence in selecting, delivering and evaluating interventions. 
- Governors receive clear evidence that resources and interventions are improving outcomes for vulnerable pupils.

	HoS
DHoS

Inclusion Lead/SENCO 

Class Teachers 

Support Staff
Writing and Maths Lead
	Release time for monitoring and review 
Intervention resources and assessment tools 
CPD

	September 2026 onwards
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