
Evaluation Summary

Implementation and early reported outcomes
January 2025–March 2026

A summary of the School’s Pledge programme evaluation

Programme delivery and evaluation funded by NHS Cheshire and Merseyside.

Copyright: Health Equalities Group, 2026

School’s Pledge for a 
Healthier and Active Future

September 2026



Programme context

Funded by NHS Cheshire and Merseyside’s Population Health Programme, the School’s Pledge was 
delivered by public health charity Health Equalities Group (HEG) in partnership with local authority public 
health teams across nine local authorities in Cheshire and Merseyside, with delivery to schools from 
January 2025–March 2026. During the delivery period, 70 schools from the top 20% most deprived areas of 
each locality were onboarded, with 63 remaining actively engaged and 54 formally adopting or launching 
the Pledge by March 2026. Participating schools represented a broad range of settings, including 
academies, community schools, voluntary aided schools and SEND schools. 
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The School’s Pledge for a Healthier and Active Future is a flexible whole-
school framework designed to support primary schools in improving health 
and wellbeing for pupils, staff and families.

Built around nine core commitments, the Pledge enables schools to review existing practice, identify local 
priorities and implement actions tailored to their needs. Food and drink provision is a central area of focus, 
alongside hydration, physical activity, active travel, emotional wellbeing, family engagement, leadership, 
policy development and continuous improvement.

How the School’s Pledge was delivered

Schools joined on a rolling basis and progressed at different rates. The stages below describe the typical 
delivery pathway; in practice, some stages overlapped and delivery was tailored to each school.

01
Recruitment and expression of interest
Local authority partners invited primary 
schools to participate, prioritising those 
serving communities within the 20% most 
deprived areas.

02
Introductory meeting and self-review
Schools were introduced to the 
programme and its nine commitments and 
began reviewing their existing provision.

03
Action planning
Schools reviewed their starting position, 
identified priority areas and agreed tailored 
actions aligned with the nine core 
commitments.

04
Tailored resources and support
Schools received the support pack, 
practical resources, relevant local 
signposting, monitoring tools and follow-
up support tailored to their priorities.

05
Adoption, launch and implementation
Schools adopted the Pledge and began 
delivering their actions. Some marked 
adoption through a launch event tailored to 
their school community.

06
Monitoring, review and shared learning
Schools were supported to monitor 
progress, review their actions and access 
further support and shared learning 
through the network.

Context and implementation

Evaluation
 approach

The programme’s evaluation framework was designed by researchers from the Open 
University and used a mixed-methods approach to analyse early-outcomes associated 
with the first year of the School’s Pledge delivery. It focused on programme reach, school 
engagement, implementation progress, early reported changes, barriers and enablers, 
and learning to inform future delivery. Data analysis was conducted by researchers from 
the Open University.
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Early reported changes and evidence

The evaluation identified implementation progress and early reported 
changes across the School’s Pledge themes. The clearest pattern was 
movement from broad intention towards more visible and coordinated 
practice within school settings. Key changes included:

Food, hydration and dining culture
• Schools reported early changes around packed lunches, snacks and water-only policies, 

alongside increased food education, cooking and growing activity in some schools.
• Some schools reported more children bringing water and fewer bringing juice or squash.
• Some schools reported improvements to dining environments, lunchtime routines, meal-ordering 

systems, the time available to eat and the presentation of food.

Physical activity and active travel

• Schools reported increased opportunities for pupils to be active during the school day, including 
active play, clubs, daily-mile or similar activity and enhanced PE or playground resources.

• Some schools reported positive changes in active travel; overall, progress in this area was more 
mixed.

Pupil voice, wellbeing and family engagement

• Schools reported increased pupil awareness, voice and leadership, with pupils contributing to 
health and wellbeing activity and, in some schools, taking on ambassador or peer-leadership roles.

• Family engagement was most visible where activities were practical and involved pupils directly; 
some schools reported perceived improvement in pupil wellbeing, behaviour and readiness to learn.

Whole-school culture and leadership

• Schools described early signs of a positive cultural shift, including greater awareness of health and 
wellbeing, clearer priorities and stronger involvement from pupils, families and staff.

• Feedback illustrates that the Pledge helped many schools bring existing activity together and move 
towards a more coordinated whole-school approach.

School evaluation survey | n=14 respondents
Responses were strongest for participation in physical activity and staff consistency and role 
modelling. Water-only policies showed strong progress where applicable, with seven of ten 
applicable respondents reporting significant or major change.

Findings are self-reported, reflect differing implementation periods and are based on item responses of n=13–14.
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“It brings together the work we already do and makes our expectations clear and 
consistent for the whole community.”
Headteacher, The Oaks Primary School
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The evaluation identified several factors that supported implementation 
progress, including active senior-leadership involvement, a named Pledge 
Lead, realistic priorities, tailored support and alignment with existing school 
priorities.

Implementation enablers and barriers

Factors supporting progress Factors limiting progress

Ownership

• Active senior-leadership 
involvement;

• A named Pledge Lead
• Shared staff and pupil ownership

• Leadership or staffing changes
• Reliance on one person
• Limited staff capacity

Delivery 
process

• Realistic priorities
• Tailored support
• Practical action planning
• Visible launch activity
• Responsive follow-up

• Demanding audit or review process 
• Unclear evidence expectations
• Inconsistent follow-up
• Delays and loss of momentum

School and 
local context

• Alignment with existing priorities
• HEG and local authority support
• Incentive funding
• Practical pupil and family activity

• Competing initiatives
• Financial or catering constraints
• Inconsistent family engagement
• Active-travel barriers

What the evidence tells us 

• The Pledge provided schools with a practical structure to review existing provision, identify gaps and 
select realistic priorities for action.

• Flexible, tailored support helped schools translate priorities into more visible and coordinated activity 
across health and wellbeing.

• The Pledge also helped connect schools with local authority and wider public health support, while 
creating opportunities for shared learning between schools.

The findings relate to implementation and early reported change; the evaluation was not designed to establish long-term health 
impact or causal attribution.

Key takeaway
The School’s Pledge programme added significant value in equipping schools with a practical 
framework, tailored support and local connections to turn health and wellbeing priorities into more 
visible, coordinated whole-school action.
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“The School’s Pledge has helped us analyse our approach to healthy living and identify the key 
changes we need to make. The project has supported us every step of the way with bespoke advice”
Headteacher, Westvale Primary School
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Recommendations 

Area

The following recommendations draw on the evaluation findings and set out actions for schools, local 
authorities, HEG, and commissioners and funders to sustain and strengthen the School’s Pledge.

1 Schools

• Schools should maintain a named 
Pledge Lead with active senior-
leadership and governor support.

• Implementation should focus on a 
small number of realistic priorities, 
building on existing strengths and 
involving pupils, staff and families in 
planning and review.

• Agreed actions should be embedded 
within school policies, curriculum, 
routines and pupil-voice structures, 
supported by positive and inclusive 
communication with families.

2 Local authorities

• Local authorities should continue to 
support the Pledge by aligning it with 
local public health priorities, including 
healthy weight, oral health, physical 
activity, active travel, wellbeing and 
reducing inequalities.

• Local authority involvement can help 
schools connect with local services, 
campaigns, funding opportunities and 
partner offers.

• Continued network meetings and local 
sharing of practice would support 
momentum and help schools learn from 
common challenges and practical 
solutions.

3 School’s Pledge delivery (HEG)

• HEG should retain the Pledge’s flexible 
and practical approach while 
simplifying action planning, evidence 
gathering and annual review.

• The support pack, online resource hub 
and templates should be refreshed for 
the next phase, with clearer guidance 
on family communication, pupil voice, 
SEND and inclusion.

• Scheduled, light-touch follow-up 
should support progress without 
creating unnecessary administrative 
burden.

4 Commissioners and funders

• Commissioners and funders should 
recognise that whole-school change 
requires time, coordination and 
continued implementation support 
beyond initial adoption or launch.

• Future funding should support delivery 
capacity, local authority partnership, 
school networks, resource development 
and light-touch review.

• Longer-term evaluation should use a 
small number of consistent measures to 
assess whether early changes are 
sustained and embedded into school 
routines, policies and culture.
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For further information
Karen Bone, School’s Pledge Senior Project Manager

Email: karen.bone@heg.org.uk

Health Equalities Group
www.heg.org.uk

Email: info@heg.org.uk
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