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Glossary 

 

Acronym/Key word Definition 

Additional Learning 

Needs (ALN) 

reform. 

The ALN transformation programme aims to transform the 

separate systems for special educational needs (SEN) in 

schools and learning difficulties and/or disabilities (LDD) in 

further education, to create a unified system for supporting 

learners from 0 to 25 with ALN. 

Care experienced 

young people / 

person (CEYP). 

The term 'care-experienced' generally refers to anyone who 

has been or is currently in care or from a looked-after 

background at any stage in their life, including adopted 

children who were previously looked after. 

Designated 

Person. 

Schools are required to appoint a Designated Person to 

coordinate support and champion pupils who are looked-

after to achieve their full educational potential. 

Individual 

Development Plan 

(IDP). 

The IDP will replace the existing Statement of Special 

Educational Needs over a phased period and be used for 

learners from the age of 0 to 25. The IDP will be a single 

plan with a common format which will be developed through 

using a person centred planning approach. 

Looked After 

Children. 

Children and young people currently looked-after under the 

Children Act 1989 and Social Services and Well-being Act 

2014. 

Looked after 

Children in 

Education (LACE). 

Each local authority has a Looked after Children in Education 

Coordinator. In discharging their duties under the Children 

Act 1989 and 2004 responsible authorities have in place a 

specialist practitioner (the LACE Coordinator) to coordinate 

the child’s education plan and address the education needs 

of looked after children and care leavers in the local authority 

area. LACE Coordinators’ exact roles are defined by 

individual local authorities and can vary throughout Wales. 

Pupil Development 

Grant (PDG). 

The PDG is made available by the Welsh Government to 

overcome the additional barriers that prevent children and 

young people from disadvantaged backgrounds achieving 
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their full potential. All looked after children, and formerly 

looked after children who have been adopted from care or 

who are subject to a special guardian or residence orders 

aged 3-15, are entitled. 

Personal 

Education Plan 

(PEP). 

The responsible local authority must ensure that every child 

looked-after by them has an effective and high quality PEP. 

The PEP is a record of the child’s education and training. It 

should document the agreed action to help them to fulfil their 

full potential, and reflect (though it does not need to 

duplicate) any existing education plans such as a statement 

of special educational needs. 

Regional 

Education 

Consortia (REC). 

The four regional education consortia in Wales work with 

schools to raise standards in literacy, numeracy and digital 

competency providing a range of support which includes 

professional development and intervention programmes. 

Each regional education consortium has a Pupil 

Development Grant for looked after children (PDG-LAC) lead 

coordinator. The PDG-looked after children lead coordinator 

is responsible for the strategic use of the grant funding to 

support looked after and formerly looked after children in 

education within their region. 

Virtual School (VS) 

/ Virtual School 

Model (VSM). 

The virtual school approach is to work with looked after 

children and, in some cases, young people in post-16 

provision, as if they were in a single school and to raise 

educational attainment, improve attendance and improve 

educational stability. Many local authorities in England and 

Scotland have chosen to appoint a virtual school 

headteacher (or someone with a similar title) to undertake 

the role. 
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1. Introduction 

1.1 The Welsh Government commissioned IFF Research, in partnership with 

OB3 Research and Clifton VSS, to conduct an independent review into 

improving the educational outcomes of looked after children in Wales. This 

research builds on the work undertaken by the Raising Attainment Advocate, 

Sir Alasdair Macdonald in 2020 and his report ‘An integrated approach to 

improving educational outcomes for looked after children in Wales.’  

1.2 Sir Alasdair’s report outlines some of the good practice that is currently 

happening in Wales, and also focusses on parts of the system where there 

are opportunities to improve. This includes variation between local 

authorities in how they support looked after children in education and the 

variation in the status of the Looked After Children Education (LACE) 

Coordinator role. The report includes five recommendations for the Welsh 

Government, including the development of proposed options for a new 

Welsh model, similar to the virtual school model used in England, Scotland 

and other countries. 

1.3 The recommendations are wide-ranging, and the Welsh Government is 

reliant on local authorities to be able to take them forward. This research 

was carried out help the Welsh Government to formulate and begin to 

implement a plan for a Welsh approach. 

  

https://gov.wales/sites/default/files/publications/2020-07/integrated-approach-improving-educational-outcomes-looked-after-children.pdf
https://gov.wales/sites/default/files/publications/2020-07/integrated-approach-improving-educational-outcomes-looked-after-children.pdf
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2. Research objectives  

2.1 The aim of this research is to assist the Welsh Government in shaping the 

future policy direction for supporting looked after children in education, to 

ensure the effective co-ordination of support, and to improve educational 

outcomes. This research will determine how a new model can build on 

existing best practice and systems in Wales, how a new Welsh model can 

be implemented, and the impact of introducing a new model.  

2.2 To achieve this aim, the research had four broad objectives: 

 develop understanding of how to improve outcomes for looked after 

children through exploring each of Sir Alasdair’s recommendations 

 to understand existing structures and practice in Wales and suggest 

options for local authorities (LAs) and Welsh Government to measure 

outcomes for looked after children 

 work with a small group of LAs to consider the benefits, disadvantages 

and funding implications of a new model (or models) 

 set out recommendations for the building blocks of a new model (or 

models) to pilot and evaluate before rolling out a national model.  
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3. Methodology 

3.1 To establish a deep understanding of current approaches to supporting 

looked after children across Wales, and subsequently the needs a new 

model should address, this research took an in-depth, qualitative approach 

between January and March 2021. The approach involved: 

 A scoping stage with stakeholder discussions and desk-based research 

covering international approaches to integrated support for looked after 

children and data on attainment and progression. A full overview of the 

documents included in the review is included in the appendix.  

 Qualitative discussions with key stakeholders involved in supporting 

looked after children in education in all 22 LAs, including LACE 

Coordinators and their line managers. Interviews explored topics such as 

how looked after children support is currently structured and delivered, 

training for staff supporting looked after children, partnership working, 

collection and monitoring of data, funding, and views on the 

recommendations from Sir Alasdair’s report. See Annex A for example 

topic guides. 

 Six in-depth LA case studies, to build a more detailed understanding of 

current approaches to supporting looked after children in those areas. The 

case studies built on discussions with LACE Coordinators and their line 

managers and included additional interviews with staff like directors of 

Education and Children’s Services and staff involved in data collection 

and monitoring.  

 Interviews with eight school leaders (five primary and three secondary 

schools) to better understand the support offered to looked after children 

in school, how schools work with LA colleagues and to gather views on 

the recommendations from Sir Alasdair’s report.  

 Two group discussions  with five care experienced young people, to better 

understand their experience of education and how they would like to see 

support for looked after children improved.  

 Four workshops with Directors of education and social services, the 

Regional Education Consortia and the Education Priorities Group to 
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explore opportunities for building on existing good practice and 

addressing challenges.  

3.2 An overview of the total achieved sample is included in Annex A.  

3.3 All qualitative discussions and workshops were facilitated with the support of 

semi-structured topic guides and techniques to elicit more detailed insight, 

for example, guided recall, exploratory questioning and projection. 

3.4 The research took place during the COVID-19 pandemic and therefore 

fieldwork was conducted remotely to maintain social distancing. Interviews 

were facilitated in the mode of the participant’s choice, and included Teams, 

Zoom and telephone. The combination of a remote approach and long 

engagement timescales supported the engagement of a wide range of 

stakeholders at a time when they were especially busy with COVID-19 

responses. 

3.5 Our analysis approach combined an iterative process with a structured 

process. The more iterative process is in recognition of the pace needed for 

insight to inform decisions to revise the focus of subsequent phases of the 

research. This process involved: 

 Weekly analysis sessions where researchers shared their experiences, 

reflections and insights, which built shared understanding ahead of 

subsequent fieldwork and group analysis sessions.  

 At the end of each stage of fieldwork, the research team gathered to 

analyse the evidence in detail. Researchers came having conducted 

targeted analysis for agreed research questions, and referred to fieldwork 

notes and recall fieldwork to identify key themes.  

3.6 The structured analysis involved: 

 Coding interviews, recording them systematically using ‘matrix mapping’ 

in Excel. This is a well-known analytical process which involves 

developing an analytical framework comprising the themes of interest, so 

that data from each group or individual can be attributed to these themes, 

and comparisons or conclusions about the prevalence of individual views 

can be made. This approach is well-suited to larger-scale qualitative 
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research projects as it allows for identifying similarities and differences 

within and between groups and across phases of the research. 

 Formal assessment of quality of primary and secondary evidence (e.g. 

appropriateness, accuracy and limits).  

 All evidence was analysed, then compared/contrasted. It is through 

triangulation that the research team could further scrutinise evidence 

quality. Where possible, we sought out further evidence, to address gaps 

or explain emerging findings.  

Report content and considerations 

3.7 Report findings are structured into four overarching themes:  

 existing good practice from LAs, to build upon in a new model 

 inconsistent practices and structures, which must be addressed in a new 

model 

 views on Virtual School Head and model 

 necessary principles and component parts for a new Welsh system, and 

recommendations. 

3.8 Discussion with local authorities took place in early 2021. It is important to 

note for context that the additional learning needs (ALN) transformation 

programme is launching in September 2021 and so was front of mind for 

many stakeholders. Although the scope of this research was not to 

investigate the ALN transformation programme, spontaneous mentions and 

implications of ALN reforms on any potential new model are discussed 

throughout the report.  

3.9 The research was conducted during the COVID-19 pandemic, which was an 

exceptionally busy time for LAs. The interviews, and subsequently this 

report, therefore, accounts for systems and practices pre-COVID-19, but 

also includes reflections on how working practices have changed as a result 

of the pandemic.  

3.10 Sir Alasdair’s report recommends a shift away from the term ‘Looked After 

Children’ in favour of ‘Care Experienced Young People’ (CEYP). ‘Care 

experienced’ refers to anyone who has been or is currently in care or from a 
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looked-after background, including adopted children who were previously 

looked-after. We have not adopted the term CEYP in this report as local 

authorities do not currently have responsibility for the educational outcomes 

of those previously looked-after. To address the issues with the term ‘looked 

after children’, as highlighted by Sir Alasdair, the research found the term 

Children Looked After (CLA) could be a suitable substitution, and that this 

term was already used in place of ‘looked after children’ in some local 

authorities in Wales. We have not pursued this further as terminology was 

deemed out of scope for this final report, given that looked after children is a 

statutory term. We use the term ‘looked after children’ throughout the report. 
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4. Building on existing structures and practice  

4.1 To identify a future model for improving educational outcomes for looked 

after children it is important to first identify existing good practice within the 

diversity that exists. Understanding the approaches and structures that are 

currently enabling looked after children to achieve means that these 

practices can be built on, rather than replaced. The following sections do not 

seek to summarise everything done to support looked after children 

education in Wales, but rather to highlight key existing good practices that 

we recommend retaining within a future model.  

Key Findings 

4.2 We identified practice perceived by research participants as good practice in 

the following areas that should continue in Wales, summarised below and 

discussed in more detail in this section. 

 capturing the voice of looked after children through less formal 

mechanisms and having the processes in place to act on what practitioners 

hear at either an individual young person or collective cohort level 

 collecting more holistic data, on wider social and emotional factors, beyond 

attainment, that are likely to impact educational progress 

 integration of Education and Children’s Services into a single department 

or line management structure to foster integrated working between Education 

and Social Services teams, and having formal induction and ongoing training 

about looked after children’s education needs across departments  

 collaborative working at all levels of seniority within the relevant departments 

– strategic and operational so practices are in place that support 

integration. For example, a cross-departmental, strategic vision for looked 

after children support, with department directors and the senior leadership 

team (SLT) meeting to plan and review looked after children provision on a 

monthly or bimonthly basis, and LACE Coordinators having a seat at the table 

for discussions involving looked after children education. 
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 Having processes that support integration, such as having a single, 

person-centred approach to reviews of Personal Education Plans (PEP), 

aligned with Individual Development Plans (IDPs). For example, a PEP 

agreed across local areas that tend to host looked after children from the 

other area 

 local authorities working with the wider community to create a place-based 

approach to improving lives (and educational outcomes), allowing 

collaboration across LAs and regions. For example, business leaders and 

owners providing apprenticeship opportunities or parks and leisure 

departments offering free leisure passes to looked after children 

 supporting schools to be more aware and prepared for the needs of any 

looked after children in their school. For example, the Child Looked After 

Friendly Schools model, and provision of trauma- and attachment- informed 

training for all practitioners 

 evidence-based practice and tailored interventions to support looked after 

children’s outcomes, such as a well-being link in schools or support with 

transitions from primary to secondary, and post-16 

4.3 We now discuss each of these themes of good practice in turn. 

Voice of the child 

4.4 Person-centred planning aims to put children and young people at the centre 

of planning and decisions that affect them. In the view of the research team, 

and LACE Coordinators, it is critical that within a future Welsh model LAs 

have a commitment to, and meaningful ways for, capturing and acting on the 

voice of the child. From the individual perspective, when children are 

meaningfully involved, this can change their attitude, behaviour and learning 

and make them active partners who work with adults to bring about change. 

At a system level, LAs have a duty to promote and facilitate participation by 

looked after children in decision-making. More importantly, being driven by 

the child or young person (rather than what structures and processes 

dictate) provides impetus for more joined-up and creative working. 
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4.5 The development and review of the Personal Education Plan (PEP) is seen 

by the profession as the main mechanism by which voice of the child is 

heard. Examples of existing good practice in taking a person-centred 

approach to PEP reviews include:  

 Tailoring the approach for each pupil, like considering where someone needs 

more regular, formal contact or where another may prefer not to be 

differentiated from their peers and, for example, called out of lessons for their 

review 

 Looked after children chairing their own PEP review 

 A consistent staff member that the looked after child knows and trusts 

attending PEP reviews; having someone that looked after child feels 

comfortable, relaxed and safe around will give them the courage to be honest 

and open in their review. Having had an ‘advocate’ act or speak on behalf of 

the pupil where needed; this ensures that those who are more timid or are 

unable to attend still have a voice in the meeting. A looked after child we 

spoke to described how much they valued having an advocate ‘speak up for 

them’ when they were younger, as they lacked confidence to do so in a formal 

setting. Holding meetings in more informal settings was also recommended 

 Consistency in the ‘other people in the room’ in PEP reviews. A looked after 

child we spoke to felt having the same individual mediate their PEP meetings 

built rapport and openness over time and made it a more positive experience 

overall 

 Using child-centred language and questions within PEP reviews. For 

example, an LA has updated the framing of PEP questions to asks things 

such as ‘I like coming to school because …’ and ‘My friends are….’. Since 

adopting their approach, this LA has seen an improvement in looked after 

child attendance at PEP meetings  

 There are indications that digital engagement methods like apps and video 

calls may help to minimise disruption for young people, boost frequency of 

engagement and maintain contact out of area – with the caveat that face to 

face is usually important to build initial relationships 
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4.6 The research also identified LA use of less formal mechanisms to capture 

looked after children’s voices, beyond formal PEP reviews, including:  

 working with independent organisations (e.g. Voices for Care, TGP Cymru) to 

give a voice to looked after children free from the influence or constraints of 

social workers, schools and foster carers 

 hosting one-off and regular engagement and consultation groups with looked 

after children 

 Corporate Parenting forums with looked after children representatives, 

offering an opportunity for young people to challenge education and services 

provided 

 creating films and videos of looked after children’s experiences to raise 

awareness and improve understanding amongst councillors/officials 

4.7 Generally, good practice in this area exists where LAs and schools are 

adopting a range of methods to capture the voice of the child, and have 

processes in place to act on what they hear at either an individual or 

collective level. 

Holistic data collection and reporting  

4.8 As set out in the 2018 Welsh Government strategy ‘Raising the ambitions 

and educational attainment of children who are looked after’, there is an 

intrinsic relationship between the social context of the child and their 

educational attainment. Sir Alasdair’s report describes how support must be 

holistic to consider looked after children’s educational needs alongside wider 

issues such as well-being, health and placement stability. This requirement 

to be holistic should be reflected in a national approach to collecting and 

reporting data on educational outcomes for looked after children.  

4.9 Issues with the current mechanisms for outcomes measurement and data 

collection have been set out in Sir Alasdair’s report and will be discussed 

further in the below section on challenges. Here we seek to highlight existing 

good practice in the collection and use of wider, contextual data linked to 

educational attainment.  

https://gov.wales/sites/default/files/publications/2018-03/strategy-raising-the-ambitions-and-educational-attainment-of-children-who-are-looked-after-in-wales.pdf
https://gov.wales/sites/default/files/publications/2018-03/strategy-raising-the-ambitions-and-educational-attainment-of-children-who-are-looked-after-in-wales.pdf
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4.10 The research has identified existing good practice in some LAs already 

collecting data on wider social and emotional factors that are likely to impact 

educational progress. For example, some are making use of the Pupil 

Attitudes to Self and School (PASS) survey to gain insight into attitudes that 

could be hindering achievement.  

4.11 The new curriculum and the ‘Whole school approach to Mental Health and 

Emotional Well-being’ guidance’ from Welsh Government are likely to drive 

measurement of well-being indicators becoming standard across Wales. 

There were some examples of this happening in a few LAs and schools, for 

example Boxall Profiles were identified by some as an effective well-being 

measure. Another tool utilised for measuring well-being related outcomes 

was PERMAH; this was felt to be effective at assessing key achievements 

outside of GCSEs, such as forming relationships with other people.  

4.12 Collecting and reporting against a wider range of educational and contextual 

data is also important in terms of how it can be expected to foster integration 

and drive a culture of collaboration, as services work together to understand 

and respond to the broad range of factors affecting looked after children 

outcomes. 

Integration within local authorities  

4.13 Integration and collaboration within and between LA services is fundamental 

to improving outcomes for looked after children. As Sir Alasdair highlighted 

in his report, increasing uniformity and promoting shared visions/ethos within 

and between LAs will lead to looked after children receiving better support 

‘wherever they live, wherever they are educated, and whenever they move’. 

In working more collaboratively, the needs of each child should take 

precedence over other local issues such as the LA structure, differential 

funding and local politics. 

  

https://www.gl-assessment.co.uk/assessments/pass/
https://www.gl-assessment.co.uk/assessments/pass/
https://gov.wales/framework-embedding-whole-school-approach-emotional-and-mental-well-being
https://gov.wales/framework-embedding-whole-school-approach-emotional-and-mental-well-being
https://new.boxallprofile.org/
https://permahsurvey.com/the-science/
https://permahsurvey.com/the-science/
An%20integrated%20approach%20to%20improving%20educational%20outcomes%20for%20looked%20after
An%20integrated%20approach%20to%20improving%20educational%20outcomes%20for%20looked%20after
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Structures that support integration 

4.14 Ensuring effective integration or, at a minimum, systematic collaboration 

between Education and Children’s Services is seen by the research team, 

based on the evidence, as fundamental for a person-centred approach. 

Currently, there are two LAs in Wales which report that these departments 

are fully integrated. Below we provide a case study of one of these LAs, 

‘spotlighting’ the perceived benefits for supporting looked after children, 

including rapid access to staff expertise and data where necessary, and 

effective early intervention. 

Figure 1 Case illustration on departmental integration 

 

4.15 Integration of Education and Children’s Services into a single department 

may not be necessary for service integration to exist, or indeed practical for 

all to achieve. It makes intuitive sense, and it may be a model that all LAs 

should consider working towards. However, there is not yet sufficient 

evidence of the impact of full departmental integration on processes and 

outcomes to make a recommendation at this point.  

4.16 Although departments remain separate in most, the research identified a 

small number of LAs which have adapted line management structures to 

foster integrated working between them. Two LAs reported the LACE 
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Coordinator or education lead spends one day per week working within the 

Social Services department. There were also examples of LACE 

Coordinators reporting into both Social Services and Education teams. For 

example, whilst the LACE Coordinator may be located in Social Services 

they are line managed by someone from the Education department and vice 

versa. 

Figure 2 Case illustration on co-location and shared line management 

 

4.17 The research found that integrated services typically benefit from cross-

departmental and multi-agency training. This might include Education and 

Children’s Social Care teams routinely contributing to each other’s induction 

programmes, providing examples of good practice and seeking opportunities 

to bring together the professionals working with looked after children. For 

example, as part of ongoing training and development the LACE team 

benefits from mandatory training for Children’s Services such as attachment 

training, collaborative communication work, trauma-informed diplomas, and 

regional consortia deliver training to schools and foster carers. The LACE 

team is also linked in with ALN training forums. 

4.18 One further, slightly more light-touch, example of structural integration is 

having a single point of contact for liaison on looked after children issues 

Spotlight on… co-location & 

shared line management 
“

”

Things change for the 

children so quickly, so being 

able to catch up with Social 

Services quickly is crucial so 

that [LACE Coordinators] can 

communicate with schools.

(Children’s Services 

Manager)

Both the LACE Coordinators and Children’s Services counterparts attend regular meetings and 

panels with other agencies, like Special Educational Needs and Independent Reviewing 

Officers. There are monthly or half-termly Senior Management Meetings to discuss looked after 

children issues and needs across the departments. Compared to the previous structure where 

LACE Coordinators were line managed by, and physically located in Education, staff found the 

current structure helps to tap into Social Services knowledge both formally and informally 

which, given how rapidly things can change for looked after children, they find invaluable.  

Education and Children’s Services are not fully integrated in this 

LA but the two LACE Coordinators are line managed from 

Children’s Services and these staff are co-located in both 

departments, alternating their location but sitting together. This 

structure was found to support regular communication and good 

links between both services. 

Having tested different structures, this LA recognises the benefits of using formal structures to 

support regular communication and create integration between Education and Children’s 

Services. From the looked after children perspective, this means LACE Coordinators can act

more swiftly and in an informed way to meet their needs.



  

 

 

18 

within the counterpart department. For instance, one authority introduced a 

single point of contact within the Education team for Social Services staff, 

following recent restructuring. In another, there is a single point of contact 

within Social Services for Education teams to liaise with around PEPs and 

new children coming into care. 

 

Practices that support integration 

4.19 In other LAs, the research found that structural integration was less 

prevalent but that there were examples of integrated or collaborative working 

practices. The best of these exhibited collaborative working at all levels of 

seniority within the relevant departments – strategic and operational.  

4.20 A strategic commitment to integrated working by senior leaders is critical. 

The research has found that integration is perceived to be most successful 

when it is rooted in a shared, top-down vision for collaboration. In some LAs, 

there exists a cross-departmental, strategic vision for looked after children 

support, with department directors and the senior leadership team (SLT) 

meeting to plan and review looked after children’s provision on a monthly or 

bimonthly basis.  

4.21 Having a seat at the right tables and a voice in strategic decision-making 

was often cited by LACE Coordinators as important for integrated practice. 

Many reported that they (or their line manager) felt it was important to be 

involved in strategic panels or forums such as complex needs panels, ALN 

panels, foster care panels, placement panels, managed moves panels, 

permanency panels, harder-to-place pupils’ panels, and safeguarding 

boards. For example, an LA (spotlighted below) holds a fortnightly multi-

agency panel to bring services together and make collective decisions on 

looked after children placements. It is this kind of strategic influence that is 

perceived to be vital for ensuring that looked after children’s educational 

needs (including ensuring access to Welsh medium education) are given 

sufficient weight in wider decision-making. Though it was acknowledged that 

attending such meetings is time-consuming and not always possible to fit 

with other responsibilities. 
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Figure 3 Case illustration on multi-agency panels 

 

4.22 Involvement in such multi-agency panels, was reported to have positive 

implications for early intervention, with LACE Coordinators becoming aware 

of children on the edge of care and working with family intervention teams in 

the period leading up to a care order being made. For example, the 

involvement of the LACE team with early intervention services was reported 

by an LA to have led to reduced school moves for looked after children and 

reduced the number of looked after children being placed in specialist 

education settings such as Pupil Referral Units (PRU).  

4.23 At the operational level, there are a wealth of examples of collaborative 

working, often driven by the passion and commitment of individuals. In some 

LAs, LACE Coordinators and/or other education leads meet with Social 

Services looked after children teams on a regular basis, ranging from 

monthly to half-termly basis. They undertake joint activity such as joint PEP 

meetings and joint visits to schools to ensure it is an appropriate setting 

before a young person is placed there. An LA observed that LACE 

Coordinators regularly attend group events arranged by Social Services for 

looked after children. 
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4.24 The research also identified examples of a ‘whole system’ approach where 

no one person or team is considered responsible for looked after children 

but rather; a true corporate parent, all services recognise their role in 

improving outcomes. Examples of what this means in practice include 

corporate parenting members from one LA (often business leaders/owners) 

providing apprenticeship opportunities within their firms, and, in another, the 

parks and leisure department offering free leisure passes to looked after 

children, to enrich their wider quality of life and well-being.  

Processes that support integration 

4.25 In the examples of integration above, a key benefit of more integrated 

working is rapid and easy access to timely and detailed information about 

the child. As will be explored in the challenges section of this chapter, 

inconsistencies within and between LAs regarding data systems and 

information capture present a key challenge for a more integrated approach.  

4.26 Currently, a key tool for capturing and reviewing information about looked 

after children education is the Personal Education Plan (PEP). Effective 

collaboration supports better quality PEPs by ensuring that all factors 

affecting a looked after child’s educational outcomes are recorded and 

monitored, and there is sound understanding of the interplay between these 

factors. Practitioners reported that, currently, there is no standard approach 

to PEP format, completion or review. Many LAs have been working to revise 

both the process and format of PEPs, with a view to improving the quality, 

relevance and accessibility. In the best cases, PEP meetings bring together 

the carer/foster parent, the LACE Coordinator, Designated Person, 

Education (often EdPsych) and Children’s Services representatives, and 

possibly CAMHS.  

4.27 More recently, LAs noted in the interviews that they have been considering 

how to align PEPs with Individual Development Plans (IDPs). Many LAs 

suggested that the need to align IDPs and PEPs provided an opportunity to 

review PEPs centrally and establish a universal (digital) format across 

Wales. IDP-PEP alignment is considered to be key to minimise burden on 

LACE teams and to ensure the most coordinated and consistent experience 
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for looked after children (roughly 60% of whom have additional learning 

needs (ALN).  In the meantime, some LAs have already progressed with 

converting paper-based PEPs to digital to improve the ease with which 

different parties can contribute. An electronic PEP can more easily be 

integrated into data management systems, and any changes to a child’s 

circumstances captured by an updated PEP quickly communicated to LACE 

teams. A digital version is also likely to be more accessible for foster carers 

and young people themselves, rather than a hard copy stored in someone’s 

desk. 

Collaboration across local authorities  

4.28 The research was also able to identify examples of integration or, at least, 

collaboration between LAs. Collaboration across boundaries is relevant 

given that many (if not most) looked after children experience multiple 

placements and multiple changes of school, frequently across LA or even 

national boundaries. When this happens, LAs need to work together quickly 

to ensure a looked after child is not out of school for a long time. Likewise, 

good coordination across boundaries also ensures looked after children 

placed outside of the caring authority’s boundaries are not at a 

disadvantage. Below we outline two examples showing that meaningful 

integration across boundaries is possible and has great potential for wider 

impact on looked after children support. 

4.29 To support both streamlined working within LAs and between LAs, two areas 

have developed an online IDP platform, and are currently exploring use of 

an online PEP form within this structure. 
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Figure 4 Case illustration on shared Individualised Development Plans platform 

 

4.30 Two local authorities began working together in 2015/2016 to develop the 

CLA-friendly schools model (using Pupil Development Grant Funding) 

which supports schools to be more aware and prepared for the needs of any 

looked after children in their school – whether or not they currently have any. 

Spotlighted below, the two authorities, with the regional education consortia, 

have developed the concept further and the programme now includes a 

Quality Mark and Handbook. The intention of the project was to promote 

good practice for CLA learners and vulnerable groups within schools across 

the region. 

  

Spotlight on…

shared IDP platform

IDP (Individual Development Plan) Online has been jointly developed by two LAs to support 

schools and colleges to implement the requirements of the Additional Learning Needs (ALN) and 

Education Tribunal (Wales) Act 2018. It supports collaboration between all those involved in 

identifying needs, and planning and providing support to children and young people with ALN. 

The online IDP can be viewed by parents, carers, teachers, support workers and other agencies. 

It provides accurate, up to date and comprehensive information on each child.

A pupil’s IDP moves with them through different placements and transition points. IDP Online 

provides dashboards, automatic notifications and built-in reports. It reduces the volume of 

paperwork and ensures that everything can be found in a single place with an audit trail, saving 

time and resources that can be spent on other tasks.

The data collected, the access rights and benefits accrued are all highly relevant to an integrated 

online approach for looked after children. Adding looked after children to the existing IDP Online 

or recreating a similar system for PEPs is entirely feasible and should be one of the first steps 

taken in improving outcomes for looked after children in Wales.
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Figure 5 Case illustration on Child Looked After friendly schools 

 

Collaboration across regions  

4.31 Each of the four Regional Education Consortia (REC) are required to 

collaborate on a strategic and operational level with local authorities to plan, 

develop and implement interventions which will improve outcomes for looked 

after children. There is considerable variation in terms of how the four 

consortia work with LAs, for example with regard to how often the consortia 

will meet with LACE Coordinators in the region and how they share 

information. However, this research suggests that the REC have played a 

consistent role in providing/facilitating access to training for LACE teams and 

Designated Persons.  

Supporting schools to be aware and prepared 

4.32 LACE Coordinators and schools consulted about Sir Alasdair’s report 

advocated strongly for Trauma and Attachment Informed training, leading to 

a recommendation that: “All staff involved in working with LAs in schools 

should receive training in Trauma and Attachment Informed practice.” 

Delivery of this training is a recommendation in the new ‘Whole School 

Approach to Mental Health and Well-being’ guidance published in March 

2021, and expected of all schools as soon as possible. In 2019, research 

Spotlight on…

CLA friendly schools

This programme supports schools to be more aware and prepared for the needs of any looked 

after children in their school – whether or not they currently have any. It involves three training 

levels: basic awareness training for all school staff, and more in-depth training levels for teachers, 

senior leaders, and other staff with looked after children responsibilities. The LAs that designed 

the programme, with the Regional Education Consortia, enhanced the programme so it now 

includes a Quality Mark and Handbook. The programme is expanding to the other areas within 

the region.

This example demonstrates the potential power of cross-boundary collaboration in effectively 

supporting looked after children. It also promotes consistency between LAs in training delivered 

to school staff, and is expected to benefit the pupil experience. 

Two LAs with a joint educational psychology service in place have demonstrated an effective 

allied approach by collaborating to develop a Children Looked After (CLA)-Friendly Schools 

Programme, now operating in a number of areas. 
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found the roll out of this approach was promising and progressing.1 By the 

time of this research, most LAs reported that this training was well underway 

in their area - much of it funded by PDG looked after children and facilitated 

by regional consortia. 

Evidence-based practice  

4.33 Many of the widely rolled-out interventions, such as trauma- and attachment-

informed practice have their basis in educational psychology and are 

evidence-based. The research found some schools and LAs are becoming 

more used to evidence-based practice, and some LAs have links with 

universities and PhD students to evaluate different approaches. The few 

examples of collecting evidence on effectiveness of interventions includes: 

 an LA is making use of the ‘Motional Assessment Tool’ used for Trauma-

Informed schools to identify if intervention is required. Where a need is 

identified, a programme of interventions is introduced by the school and 

the impact of the intervention is measured at the end; the success or 

otherwise of the intervention is then recorded 

 Education Motivators model supported by evidence of a positive effect: 

this school had seen that the gap in GCSE attainment for looked after 

children compared to other pupils has closed because of this model 

 teacher feedback to understand if a looked after child pupil has made 

progress in an area which was identified as an issue as part of the PEP 

(or follow on informal catch-up sessions). Where additional tailored 

support has been provided to the pupil e.g. 1-2-1 tutoring in a subject, 

feedback from the subject teacher will be used to consider the extent to 

which the pupil has been supported back on track to their expected target 

 an LA has a “Closer to Home” policy which keeps looked after children 

within their own communities wherever possible, and tries to maintain 

these local placements post-16, as the young people grow and leave 

social care. For example, this could mean 16+ CEYP are given 

preferential access to housing within their area. The LA is also building 

                                            
1 Evaluation of the Implementation of the Pupil Development Grant for Looked After 
Children 

https://motional.io/
https://gov.wales/sites/default/files/statistics-and-research/2019-02/evaluation-of-the-implementation-of-the-pupil-development-grant-for-looked-after-children-final-report_0.pdf
https://gov.wales/sites/default/files/statistics-and-research/2019-02/evaluation-of-the-implementation-of-the-pupil-development-grant-for-looked-after-children-final-report_0.pdf
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two “high need” children’s homes to keep complex looked after children in 

the area for continuity of care and links with families. This LA has been 

monitoring outcomes of children impacted by this policy and found it has 

had a positive outcome on NEETs.  

Tailored interventions to support looked after children’s outcomes 

4.34 It is out of the scope of this report to review or recommend specific 

interventions to support looked after children education outcomes. However, 

it is important to acknowledge the strength of feeling amongst research 

participants that a future Welsh model must retain the flexibility to be able to 

target resources and tailor interventions to individual looked after children. 

Targeted resources are key in a child-centred, approach to supporting 

looked after children outcomes, in recognition that no “one-size fits all” and 

that looked after children will have their own unique needs.  

4.35 In some regions, a proportion of funding is retained by LACE teams to be 

used for direct intervention to improve the outcomes of looked after children, 

with some common uses of this money being tuition, support for out-of-area 

placements and mentoring. In one region, PDG- LAC for a cluster of schools 

has been used to fund a Well-being Link role to support transitions, 

spotlighted below. 
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Figure 6 Case illustration on a well-being link for looked after children 

 

  

Spotlight on…

a wellbeing link 

One region has funded, through school cluster LAC PDG, a Wellbeing Link for looked after 

children. This individual identifies and supports the additional needs of looked after children, 

particularly during transitions from primary to secondary school and in out of country placements. 

Support is bespoke, both emotional and practical, and includes additional familiarisation sessions. 

The Link works with school staff and care teams to ensure the best support and outcomes for 

looked after children. One Head Teacher within the cluster reported that this role is highly valuable, 

and provides an excellent link with feeder schools, teaching staff, care providers and Local 

Authorities, including those out of country.  

An individual dedicated to the wellbeing of looked after children during transitions appears to work 

effectively in supporting schools, providing an effective link between all individuals contributing to a 

looked after child’s outcomes and, crucially, in addressing identified gaps in desired support for 

looked after children. 

Care experienced young people we spoke to found transition periods (for example, from primary to 

secondary school, secondary school to college) as particularly challenging moments in their 

educational journeys, and a greater focus on wellbeing at these points would have helped them. 

LACE Coordinators highlighted that difficulties during these transitions can increase in the context 

of out of country placements.
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5. Challenges in existing structures and practice  

5.1 The previous sections discussed examples of good practice to support and 

improve the educational outcomes of looked after children in Wales. What it 

made clear is that this good practice exists in pockets within and across local 

authorities and is not systematic or necessarily widespread. Research with 

LAs, schools and care experienced young people all highlighted significant 

variability in the approach to supporting young people across localities. 

While we recognise that local variation is sometimes necessary to address 

local and regional needs, too much puts looked after children’s education at 

risk. 

Key findings 

5.2 The primary impact of local variation is a different support offer to looked 

after children, depending on where they are living at a given time. One head 

teacher described this as ‘postcode lottery’ and that the area the looked after 

children were placed in can significantly impact their experience of education 

and their outcomes. Given that looked after children already face significant 

challenges to educational attainment, it should not be acceptable that they 

experience additional inequality in support based on their geographical 

location. Similarly, there is a high level of mobility among the population of 

looked after children (including in and out of Wales) and many will have 

direct experience of differences in structures and approaches when they 

move to new areas. Looked after children already face considerable 

uncertainty in their lives and, arguably, the structures in place to support 

their education should seek to actively avoid adding further uncertainty and 

inconsistency.  

5.3 A second, significant impact of local variation is that professionals - who 

regularly need to engage with colleagues in other LAs - have to navigate 

and, to some extent, operate in differing systems. Many LAs and schools 

reported in this research that greater consistency and, where relevant, 

standardisation, would make their jobs much easier and far more efficient.  
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5.4 Other key challenges identified include: 

 The extent to which LAs capture the voice of child differed significantly. 

Some LACE teams had very limited direct engagement with looked after 

children, hampering their ability to accurately capture the needs and wishes 

of the children.  

 Few examples of celebrating the achievements of looked after children 

at LA level. Not all looked after children want to be identified as such, 

however celebrating achievement can be a valuable way to engage young 

people and gather feedback. 

 Outcome measures were found to be too limited, focussing 

predominantly on academic attainment. Wellbeing measures were rarely 

used by by LAs and there is currently no agreement on a standardised 

approach to measuring well-being making it impossible to measure 

outcomes with any rigour. The research also identified a need for 

standardised collection of longer-term data – specifically post compulsory 

education and post-18 when looked after children leave the system. 

 Challenges with data systems including transfer of data between 

education and Children’s Services teams and difficulty for LACE teams to 

obtain data on outcomes for looked after children placed out of area  

 Considerable variation in team structures, including the role of the LACE 

Coordinators and their level of seniority and no consistent approach to 

funding for LACE teams. 

5.5 This section describes in more detail key areas of inconsistency in structures 

and practice within and across local authorities, and what this means for the 

education of looked after children.  

Voice of the child 

5.6 As discussed earlier, LAs have a duty to promote and facilitate participation 

by children and young people in decisions that might affect them. The extent 

to which LAs capture the needs and wishes of looked after children however 

differs significantly. Some of the LACE teams interviewed had very limited 
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direct engagement with looked after children and therefore felt unable to 

capture their feedback effectively. In other areas direct engagement with 

looked after children was the role of the social worker and independent 

reviewing officers, not the LACE teams.  

5.7 The schools interviewed often felt they had relatively good mechanisms for 

capturing the voice of the child and offering tailored support, but there was 

limited LA involvement in these processes. Personal Education Plans 

(PEPs) are often the primary method of involving looked after children, but 

schools did not feel the PEP process was particularly effective. Some 

schools said they would hold several more informal conversations with 

looked after children and feed the outcomes of these into the PEP, but that 

that PEP itself was not designed with the child in mind. This finding was 

supported by feedback from care experienced young people: some felt PEP 

reviews are too “process-driven”, inflexible to their personal needs and 

preferences. More broadly, schools felt that support for looked after children 

appeared to be structured not around the needs of children but rather 

around existing local authority structures and processes. A consistent 

expectation for LAs to capture the voice of looked after children would in turn 

enable LAs to shape provision around the needs of young people.  

Celebrating achievement  

5.8 The research found few examples of celebrating the achievements of looked 

after children at LA level. These include a biennial awards ceremony, and 

joint events with foster parents and schools. Celebration of achievement was 

more common at school level. Not all looked after children want to be 

identified as such, as reported by the care experienced young people we 

interviewed; they felt young people can feel public acknowledgement of their 

success emphasises their different status to other children. However, 

celebrating achievement can also be a valuable way to engage young 

people and gather their feedback. 

5.9 The young people we spoke with had positive examples of their school 

hosting events or trips to celebrate their achievements and felt these had 

motivated them. Young people and school leaders also frequently spoke of 
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the stigma attached to being in care and a perception that they will not excel 

academically or in other ways. A more joined up vision for celebrating 

achievement across Wales was felt by LACE Coordinators as possibly 

helping to combat such views and raise expectations among both young 

people, school leaders and local authority professionals. 

Tailored interventions to support looked after children’s outcomes 

5.10 LAs currently collect a range of data on outcomes and contextual indicators 

for looked after children that can be grouped into three categories: 

education, social care and well-being. The specific indicators and methods 

of collecting data on these outcomes varies widely by area, depending on 

local resources and skills and practices in individual authorities. However, 

some common themes emerge around the limitations of the current 

approach. 

5.11 At the time of research, education outcomes commonly monitored include 

attainment at key stages 2, 3 and 4 and are measured by assessing the 

reading, writing, and mathematics skills of children, and national exam 

results2. Factors which are routinely included in the analysis of attainment 

include children’s status regarding free school meals (FSM), and additional 

learning needs (ALN). Welsh language skills are also relevant as all children 

are expected to meet certain standards and have the right to attend a Welsh 

medium school if that is their preference.  

5.12 A weakness of the education outcomes that are routinely collected is that 

they present a one-dimensional view of outcomes and may not be the most 

relevant indicators of progress. The research – both primary and desk 

research, found little emphasis on consistent collection and monitoring of 

wider educational outcomes. A further weakness is that most outcomes are 

only measured up to the age of 16 or 18, depending on the LA, which 

                                            
2 The curriculum and assessment reforms for compulsory schooling in Wales involve 
changes to the way in which pupil progress is assessed. The new approach removes 
key stages and summative assessments, and introduces a new system whereby 
teachers have some autonomy to assess learner progression. Due to the pandemic, 
the requirement for schools to administer and report on end of key stage 
assessments was relaxed in 2020, earlier than the planned date of 2022. 
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misses out key transition points and long-term outcomes. The research did 

not find any automatic mechanism in LAs or schools to track looked after 

children or match data once they have left care.  

5.13 Children’s Services teams routinely measure and monitor information and 

outcomes relating to social care for young people in care: living 

arrangements, health, educational engagement and placement stability. 

Social care outcomes also include substance misuse and offending rates. 

5.14 Well-being is a broad term which refers to the physical, emotional, and 

mental state of an individual. Welsh schools take different approaches to 

measuring well-being, including: 

 Strengths and Difficulties Questionnaire (SDQ), which captures the views 

of the child and carer on a range of social, emotional and behavioural 

questions 

 Boxall Profile, which tracks the behavioural traits of children at school, 

 Warwick-Edinburgh Mental Well-being Scales, which measure mental 

well-being in the general population 

 PERMAH Survey, which measures the presence of positive emotion, 

engagement, relationships, meaning accomplishment and health, as 

indicators of well-being. 

5.15 The research found that well-being outcomes were either absent or 

variedacross Welsh LAs – they are not consistently captured by schools or 

recorded in datasets that can be accessed and aggregated. Currently, there 

is no agreement on a standardised approach to measuring well-being. 

Without a standardised approach, it is impossible to measure outcomes with 

any rigour. 

5.16 Sir Alasdair’s report makes a clear recommendation to; “broaden the metrics 

used to measure outcomes for all pupils but specifically for looked after 

children and in particular at age 16 and 18.” This research identified three 

key considerations for a broader set of outcome measures: attainment, 

progression and granularity; well-being; and post-16 transitions. 
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Attainment, progression and granularity  

5.17 Inspectors from the education and training inspectorate for Wales, Estyn, are 

encouraged to evaluate trends in a school’s general performance in relation 

to national benchmarks. Some stakeholders argued that attainment as the 

main form of evaluation is not a useful indicator for looked after children. It 

may even be detrimental, due to the gap it typically reveals with their peers 

that can lead to a sense of failure. Some research participants characterised 

this approach as an ‘obsession with GCSEs’. It also drew criticism as it was 

seen to disincentivise schools from admitting looked after children due to 

concerns around inspection results and performance indicators.  

5.18 A more developmental set of indicators of educational progress would 

therefore be desirable, as noted by Sir Alastair and by strategic and 

operational level participants in the research. In addition to standard 

attainment outcomes, the ability to measure progress achieved from the 

point of entering the care system would be a better measure of the 

effectiveness of support and offer greater scope to celebrate the 

achievement of looked after children.  

5.19 There is also appetite for more granularity in the data than is currently 

available, to truly understand the range of factors affecting attainment, e.g. 

stability of placements, age entering the system and various well-being 

indicators. The research found that the National Consortium of Examination 

Results (NCER) produce data for looked after children’s attainment in 

England at a more granular level than is available in Wales. This enables 

analysis to control for additional needs such as ALN or FSM (instead of a 

direct comparison between looked after children and the rest of the cohort) 

which narrows the attainment gap. Broadening the metrics by which looked 

after children are compared against the rest of the cohort may also provide a 

more realistic measure of engagement with education. For example, rather 

than comparing GCSE results between A*-C, and A*-E , it would capture 

looked after children who were engaged in education but fell short of the 

standard metric of success.  

https://www.estyn.gov.wales/about-us
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5.20 Greater emphasis on this developmental and granular approach to 

outcomes measurement was seen by strategic stakeholders as a significant 

step forward in current practice. As well as being a more accurate portrayal 

of educational attainment, this type of data would help LACE teams to 

evaluate the ‘value added’ effect of interventions. The data required to 

achieve this level of granularity already exists in various statutory returns. 

The task therefore is not in collecting much new data for most LAs. Rather, it 

is to collate and match existing data on looked after children across the 

different databases in which it is held, and to develop a platform which 

allows users to carry out basic analysis. 

Well-being  

5.21 This research found broad agreement regarding the high degree of 

importance of measuring well-being indicators, but no agreement as to what 

that should involve. Of utmost importance, however, is that any indicator 

used to measure well-being was felt by LACE Coordinators as needing to be  

applied to the entire pupil cohort, not just looked after children. This way, it 

becomes a standard, universal measure that would not stigmatise those in 

care. The introduction of new well-being measures for all Welsh pupils would 

fit well alongside the introduction of the new Welsh curriculum in October 

2022.  

5.22 Linked to well-being were calls for a more holistic approach to measuring 

outcomes. This is partly due to the recognition that educational outcomes 

will probably always reveal an attainment gap but also because of the belief 

that educational attainment is not the only relevant measure of success. For 

example, ‘soft’ metrics such as emotional stability and resilience, and social 

skills may be more meaningful to looked after children.  

Post-16 and long-term tracking 

5.23 Post-16 education and employment outcomes were identified as an area of 

importance with no current consistent approach to measurement and 

collection. Trends show that looked after children often return to education 

FE & HE at an older age than the general population, once their lives are 

more stable. The absence of such longer-term outcome tracking therefore 
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risks missing the progress and achievements they make at ages 18, 21 and 

beyond.  

5.24 Stakeholders desire long-term data and better tracking at key transition 

points - specifically post education and post-18 when looked after children 

leave the system. LAs would like to be better able to track destinations as 

looked after children enter adulthood. Long-term data (i.e. 5-10 years post-

18) on social outcomes such as the ability to hold down a job and maintain 

healthy relationships is seen as key in understanding the ultimate 

effectiveness of support. It was felt that evaluation of interventions and policy 

were too often based on the data that is easily and immediately available. 

Integration within local authorities  

5.25 As outlined in the previous section on good practice, some LAs have taken 

considerable steps to integrate children’s social care and education services. 

These services are not fundamentally integrated in most areas, however, 

and collaboration and effective processes are largely dependent on 

individuals building relationships with colleagues in other teams or services. 

Those interviewed spoke very positively about their relationships with 

colleagues in counterpart services, but often noted these had taken a long 

time to build and cultivate. There were also examples of strong working 

relationships at some levels of service delivery, but not at others. There is a 

need for a more consistent approach nationwide, which is more future-proof 

and less dependent on individual relationships.  

5.26 The lack of integration was felt by school leaders, who experienced 

duplication between the two services, with separate lines of communication, 

meetings and information gathering covering similar ground. They also felt 

lines of accountability were unclear. School leaders instead requested a 

system built around the needs of young people, rather than making support 

for looked after children fit into existing service structures. They felt a more 

integrated approach would be more efficient, effective and would lead to 

better provision for looked after children. Stakeholders also suggested 

training should be delivered in a more integrated and holistic way, with the 

majority of training being available to those working in Social Care and 
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Education departments, and those working in schools and, where relevant, 

to foster parents and carers. 

Looked after children placed out of area 

5.27 An LA is legally responsible for the children for whom they initiated the legal 

care proceedings, however these children may live and attend school 

outside this LA. As previously mentioned, there is a high degree of mobility 

among looked after children which poses particular challenges for LACE 

teams who must respond to the educational needs of a young child placed in 

the LA. This research found that limited communication between local 

authorities made it difficult for LACE teams to always have accurate 

information on those placed within their area by another local authority. For 

care-experienced children placed in Wales from outside authorities, 

discussions and decision-making should be easier and more effective. 

Resources should accompany the child and planning can be fully based on 

prior knowledge.  

5.28 This issue becomes increasingly challenging when a care placement is 

assigned without consultation with Education in the destination area, and 

where the looked after child requires specialist educational provision. 

Examples include a Welsh-speaking young person who was moved out of 

county and unable to access an education in Welsh because the LACE in 

the place-making local authority had not been consulted. Lace Coordinators 

felt it was not effective practice to move a child to a new ‘home’ before 

seeking an educational placement. As described in the previous section, 

strong service integration requires joint planning so that a care placement 

and education placement are secured at the same time. When emergency 

care placement is required, a primary consideration should be how to 

maintain the education placement for consistency and stability. 

5.29 A separate but related issue identified in interviews is that looked after 

children are sometimes ‘placed’ a long way from their birth family. There is 

increasing recognition amongst LAs that this is not desirable, and this 

research found an example of one LA committed to bringing as many ‘out of 

county’ looked after children back into their community as possible.  
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Data systems and performance monitoring  

5.30 Lack of integration in data systems was highlighted by local authorities as 

one of their biggest challenges related to supporting looked after children. 

Most LAs use two information management systems; one for Children’s 

Services, one for education (accessed by LACE teams and schools). Some 

have even more, for example a separate system for ALN or vulnerable 

groups information. Education and Children’s Services systems within an LA 

are rarely integrated. The ability to monitor and access data on individual 

children is often based on personal relationships with data gatekeepers or 

service providers. 

Access 

5.31 Education teams typically use Capita One or TeacherCentre (with the 

exception of one LA using Tribal), and both can be integrated with the Capita 

SIMS system typically used in schools so that data inputted by schools is 

automatically transferred through to the local authority. However, there are 

examples where this is not the case. For example, an LA had to manually 

combine school data into their LACE team system, and another LA runs a 

report from their social care system and then an IT officer manually checks 

this against their education data to get a relatively up to date report. This 

level of manual input limits LACE teams access to live attendance and to 

progress and attainment data. 

5.32 Children’s Services teams typically use Welsh Community Care Information 

System (WCCIS) or CareFirst, with examples of less common systems, like 

Paris, also mentioned in some LAs. The ease with which LACE Coordinators 

and Education team members could access social care data varied 

significantly. At best, LACE teams not based in Children’s Services have 

negotiated agreements to have read-only access, to Children’s Services 

data whenever needed. More often, LACE teams request a data output from 

Children’s Services colleagues, with some teams struggling to receive this 

information in a timely manner.  

5.33 There are also differences in definitions of data type and with formatting data 

across the different systems, resulting in time spent processing data by the 
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LA data lead or LACE Coordinator. This leads to LAs incurring additional 

time and expense for IT or administrative support to manually extract data 

from LACE team, schools, and Children’s Services systems to produce ad 

hoc spreadsheets of relevant data, typically on a monthly basis.  

5.34 Obtaining data on outcomes for looked after children placed out of county is 

a particular issue for LACE teams. Many professionals would develop their 

own spreadsheets to track the outcomes of children placed outside the local 

authority area. Data was usually gathered and recorded manually through 

conversations with counterparts in relevant LAs. 

Capacity 

5.35 LAs also reported having insufficient resource to properly analyse and plan 

strategically in response to the data they collected. While there was general 

support for broader definitions of educational attainment for looked after 

children, there was some concern about needing to have sufficient resource 

to engage with the data and plan strategically in response. 

Inconsistency across local authorities  

5.36 The research also identified issues with the current structure of support for 

looked after children education (largely resulting from variation in practice at 

LA level) and which should be addressed in a future, integrated approach for 

Wales. These are Personal Education Plans, the role of the LACE 

Coordinator roles and, linked to the latter, an accountability gap at strategic 

level. 

Personal education plans 

5.37 PEPs represent an important mechanism for tracking the progress of a 

looked after child and are currently the main mechanism for capturing the 

voice of looked after children in their own educational planning. A significant 

area of difficulty identified for research participants was the huge variation in 

approaches to PEPs across Wales. Each local authority has their own 

version of the PEP and they vary in length and format.  

5.38 The best examples of PEPs were praised for facilitating discussions with 

looked after children and for providing opportunities to celebrate 
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achievements that were set out in the PEP. However, the existence of 

multiple PEP formats creates additional workload for schools (who will often 

have to complete multiple different versions), and hinders swift transfer of 

information during placement moves. Furthermore, the purpose of the PEP 

was not always clear to schools and CEYP in this research, nor it is clear or 

consistent who is responsible for quality assurance and sign off. For some 

schools, the PEP was seen as a form filling exercise that added little value 

and which was not child—centred or focussed on capturing the voice of the 

child. 

5.39 Whilst recognising it would not improve educational outcomes among looked 

after children on its own, many research participants agreed that there was a 

need to improve PEPs. Some actions that LAs could take immediately 

include converting paper-based PEPs to digital and accompanying that 

change with refreshed training and guidance on completion and monitoring 

standards for all schools. The Welsh government should consider setting 

minimum standards on PEP completion and quality, and charging someone 

in the LA with the responsibility for quality assurance and sign off. 

5.40 Aligned with requirement for a minimum quality standard, it was suggested 

that PEP support and training should be provided to relevant School Leaders 

and Designated Teachers in the education requirements of the statutory 

Social Services laws regarding the development and adherence to the PEP. 

This would ensure that the educational section of PEPs is drawn up 

accurately and appropriately to meet the needs of looked after children, as 

Children’s Services (who usually sign them off) may not always be able to 

assess this aspect effectively 

5.41 Over the longer-term, the research identified broad agreement at regional 

and local levels that a consistent, all-Wales, child-centred approach to PEPs 

would be beneficial for integration. We understand that work has been 

undertaken in the past to try to align PEPs across LAs but that to make real 

progress this work should be driven / sponsored at national level. The 

implications of ALN reform and widely recognised need to align PEPs with 

IDPs, (for the benefit of both looked after children and practitioners) creates 
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a natural opportunity for change. As discussed in the previous section some 

LAs are working on this already. 

5.42 It was also suggested this single, integrated PEP/IDP should be a live, 

online document. With appropriate GDPR safeguards in place, such a 

system would mean that PEPs can be easily shared, updated, and 

discussed by education and social services, regardless of whether the child 

has been placed out of county or if they have had multiple school 

placements. 

Role of the LACE Coordinator  

5.43 Research has revealed significant variation in the LACE Coordinator role 

across LAs, both in terms of requirements and in roles and responsibilities. 

This leads to differences in service delivery across areas and means looked 

after children will experience a different approach to support when they 

move from one LA to another. While LACE Coordinators in some areas have 

direct contact with schools and looked after children and offer frontline 

support, others focus more on coordinating provision and have little or no 

contact with young people. Furthermore, there is variation in terms of:  

 direct involvement in PEPs, including quality assurance and sign off. 

 attendance at PEP and looked after child reviews,  

 strategic work to influence local policies and interventions to support the 

educational progress of looked after children.  

5.44 There is also variation in the training offered to LACE Coordinators, for 

example in the amount of multi-agency training available. While some have 

access to social care training programmes, such attachment training or 

collaborative communication work, others have little or no access to cross-

departmental training, which further widens the gap in understanding 

between services.  

Strategic leadership and accountability 

5.45 Ultimate responsibility for looked after children’s education sits with the LA’s 

Corporate Parenting (CP) Board / Panel. At official level, responsibility lies 

with the LACE Coordinator.  
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5.46 There is considerable variation in the level of seniority of LACE 

Coordinators. Some are seen as being equal to a head of service, others are 

seen as having little seniority with limited power in strategic decisions, such 

policies around exclusions and admissions, and the ability to challenge 

schools’ practice. Where LACE Coordinators were engaged in strategic 

decision-making, this could be in addition to more operational elements of 

their role. Many LACE Coordinators are supported by senior colleagues, 

such as Head of Inclusion, although these colleagues tend to have a wider 

remit than looked after children and can therefore lack capacity to engage in 

a timely or detailed manner. This research indicates that there is an 

‘accountability gap’, in terms of a specific, strategic focus on looked after 

children’s education, between the LACE Coordinator role and the Corporate 

Parenting Board.  

5.47 In most authorities a report on education outcomes among looked after 

children is made annually to CP Boards, in line with publication of exam 

results. The format and detail of these reports appears to vary which 

ultimately creates inconsistency across LAs in the level of scrutiny elected 

members are able to provide - and the extent to which LA’s are effectively 

held to account. There is some good practice in development, with one LA 

working across education, health and social care teams to create a CP 

dashboard. Good practice in other nations suggests that Wales would 

benefit from a more standardised approach to reporting, across a broader 

range of outcome measures (as discussed above) and ideally with details of 

interventions and anonymised case studies for context. 

Collaboration across local authorities and regions  

5.48 As discussed in an earlier section, this research found limited examples of 

collaboration across local authorities. Limited LA collaboration can make it 

difficult for LACE teams and schools to access information about a child 

being placed in their area from other LAs, which impacts on timely support. 

The research identified examples where LACE teams were unaware that a 

looked after child had been placed in their area until notified by the school.  
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5.49 There is a cross-Wales National Delivery Group for Looked After Children in 

Education, attended by most LACE teams, which meets on a termly basis. 

There is scope to build on this network more formally through an up-to-date 

contact database of strategic and operational leads for looked after children 

in every LA in Wales. This could be coordinated at regional or national level. 

5.50 Those who described working collaboratively with other LACE teams spoke 

very positively about this and felt it was a valuable opportunity for 

professional development and sharing of best practice. In both England and 

Scotland there exist networks of good practice for education leads for looked 

after children. The literature review identified benefits of being part of such a 

network, including: peer support and a collegiate approach to problem 

solving; time-saved on tasks such as producing documents from scratch; 

and sharing information on different approaches and finding evidence of 

what works. This frees up time to focus on priority tasks which impact on 

children and families. In both countries the network works with government 

which helps create a feedback loop between policy and practice. This is 

important to ensure a shared understanding for both the bridges and barriers 

to improvement. 

5.51 The extent to which collaboration and knowledge sharing is facilitated by the 

four regional education consortia also differs. Previous research found no 

formal communication mechanisms for the sharing of information between 

PDG looked after children leads and LAs LACE teams3. This research found 

that in (at least) one region the PDG looked after children lead meets 

regional LACE Coordinators on a monthly basis, which seems to be the 

most frequent. Some LACE teams and school leaders speak very positively 

about the networking that is organised by their Regional Education Consortia 

(REC), others describe feeling unsure about the role and purpose of the 

REC. 

  

                                            
3 Evaluation of the Implementation of the Pupil Development Grant for Looked After Children 

https://gov.wales/sites/default/files/statistics-and-research/2019-02/evaluation-of-the-implementation-of-the-pupil-development-grant-for-looked-after-children-final-report_0.pdf
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Funding  

5.52 There are different approaches across Wales in terms of funding for LACE 

teams and to the use of the Pupil Development Grant (PDG) for looked after 

children.  

5.53 LACE teams are mostly directly funded by the LA, from either the social care 

or education budget depending on where the LACE team is located, with a 

couple examples of them being funded jointly by the two departments. There 

were examples of some roles, like senior managers or specialist support, 

being funded from separate grants, from PDG looked after children or 

statutory LA funding. There is also variation in the extent to which LACE 

teams have access to resource funded by other parts of the LA budget, such 

as educational psychology.  

5.54 Since 2015, the regional educational consortia have had responsibility for 

managing and administering the PDG looked after children. Schools apply in 

clusters to the regional consortia for funding, a change introduced to 

encourage more strategic use of funding. There is variation across the 

regional consortia in terms of how the PDG funding is managed. For 

example, one REC sets aside 10% of the PDG which is devolved to local 

authorities for LACE Coordinators to spend on bespoke support, while 

allocating the remaining funding directly to schools. Within another, funding 

is delegated to LAs for further delegation to their clusters of schools, with 

10% retained to deliver on regional projects and priorities. One local 

authority sits outside the regional consortia and manages funding 

applications from school clusters at a local level instead.  

5.55 In some areas, the shift to PDG funding going directly to schools had 

resulted in a reduction in LA core budget and roles in some LACE 

Coordinators teams no longer being funded. Impacts tended to be felt in 

terms of reduced direct support for looked after children (e.g. reduced 

number of ‘learning mentors’). Some local authorities felt the regional 

consortia created an additional layer between the funding body and the 

schools and young people accessing the funds, and that the funding would 

be more effectively spent if awarded by the local authority.  
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5.56 There is also variation in the purposes for which schools can draw on PDG 

looked after children funding. While some areas use the funding almost 

exclusively for indirect provision, predominantly training for teaching staff 

and other professionals, others use it for a mix of indirect and direct 

provision, including pupil tuition or funding for school trips.  

5.57 Stakeholders were divided on the effectiveness of the school clusters 

funding model. While some were positive about the model and felt this 

encouraged more strategic use of the funds, others were more sceptical. For 

example, some noted that the intention of the cluster approach was good, 

but in reality they did not think strategic collaboration between schools was 

occurring. Others felt the approach worked well for large schools with higher 

numbers of looked after children, but less well for smaller schools and 

primary schools, who were more limited in terms of what they could offer 

young people in their school. Some larger schools however expressed 

frustration that the amount of funding they received was not proportional to 

the number of looked after children in their school and felt the funding should 

follow the young person. 

Evidence-based practice  

5.58 The core premise of evidence-informed education is that decisions made to 

support learning should be informed by the best available evidence on ‘what 

works’ in education rather than on ‘hunches’ or long-established practices. 

By drawing on evidence, schools practice, and in turn, students’ outcomes, 

can then be improved. Although not a core focus of the project, this research 

sought to explore with participants how they made use of existing evidence 

on ‘what works’ in improving education outcomes for looked after children 

and how they in turn evaluated their own support.  

5.59 Some LAs do report on interventions funded by the PDG looked after 

children, but this is often in terms of number of children or staff who have 

accessed the interventions, not in terms of the outcomes they contributed to. 

The examples of local and regional collaboration identified in the research 

are no doubt valuable opportunities for staff to share experiences and learn 

from each other anecdotally, but do not significantly build the evidence base 
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on the effectiveness of the interventions for looked after children specifically. 

Overall, evidence is largely anecdotal, although some schools make efforts 

to formalise this, for example by coupling GCSE data with subject teacher 

feedback on progress.  

5.60 Efforts are hampered by issues already explored in this report, including 

data systems and limitations in outcomes currently measured. Equally, in 

some LAs, the population of school aged looked after children is relatively 

small, meaning statistical analysis of outcomes is challenging. However, a 

future integrated support model should be founded in a shared evidence 

base of what works to achieve educational outcomes for looked after 

children, including the effectiveness of interventions among specific groups.  

5.61 It is important to note that any drive towards more evidence-based practice 

(including evaluating programmes and interventions against an appropriate 

set of outcomes) should be seen as a means to help achieve the best 

possible outcomes for looked after children. To be a driver for positive 

change, it should not be seen as an audit or way to compare performance 

between areas. 
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6. Views on Virtual Schools and the Virtual School Head  

6.1 The previous sections discussed good practice and challenges experienced 

by LAs in supporting educational outcomes for looked after children. Sir 

Alasdair suggested; “all Local Authorities in Wales to appoint a Virtual 

School Head and establish virtual schools”.  

6.2 This research explored views on this recommendation with LAs and 

stakeholders, specifically how this approach might be tailored and adapted 

to the context in Wales. 

Key findings 

6.3 Overall views on Sir Alasdair’s recommendation were mixed. While some 

LAs were strongly in favour of implementing a Welsh version of virtual 

schools, others questioned the benefits of the model over their current 

system to improving outcomes for looked after children. Some key views are 

highlighted below: 

 Some felt that the remit of the VSH was different to what they were 

already delivering, others felt the role was fairly similar either to the 

LACE role or that of their direct line manager. Some LAs, with 

already strong working relationships and shared processes between 

Education and Children’s Services, did not believe the virtual school 

model (VSM) would add further value. The LAs where education and 

social care departments were integrated recognised the similarities 

between their model and virtual schools and were supportive of a 

new Welsh-specific model, like VSM.  

 Some LAs felt that greater consistency with the English and 

Scottish model had potential benefits and would make collaboration 

easier with local authorities across the border. Others felt greater 

consistency in LACE Coordinator roles across Wales was 

needed regardless of whether or not a new model is implemented, to 

support collaboration, communication and information sharing.  
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 A key concern about the implementation of virtual schools for 

LAs was funding. They felt a restructuring process and a new 

model would have significant cost implications and questioned where 

this funding would come from. Several felt that it was simply not 

possible to fund an additional, senior post like the VSH through the 

current system of LA funding.  

 Another concern among local authorities was how the introduction 

of a VSH would fit with the LACE Coordinator role and whether 

it would replace that role. This was partly linked to the budget issue 

mentioned in the previous paragraph. It was felt that LACE 

Coordinators have a wealth of experience and expertise and more 

senior staff were very reluctant to lose these individuals. More 

broadly, some felt a VSH should not come at the expense of ‘on 

the ground’ staff who have regular contact with looked after 

children themselves. These concerns suggest that the seniority and 

scope of the VSH role needs further clarification. 

 Many LAs reported they would benefit from having better access to 

specialist resources for looked after children, in particular access 

to Child and Adolescent Mental Health Services (CAHMS). 

Certain roles may or may not sit within the virtual school team itself, 

but a budget would be required to commission this support for the 

purposes of looked after children. 

6.4 Views on the virtual schools model and VSH are discussed in further detail 

below, along with an analysis of current VSH job descriptions. 

Added value of virtual schools model 

6.5 Based on the primary research and literature review conducted for this 

study, it is clear that the main difference between the current model and 

virtual schools is the seniority and status of the VSH. While many LAs felt 

LACEs had a good relationship with schools, others acknowledged that a 

more senior role, with status equivalent to headteachers, would be better 

placed to have challenging conversations with individual school leaders, on 



  

 

 

47 

topics such as admissions, exclusions and lack of educational progress 

among looked after children.  

6.6 A more senior role was also recognised to have benefits within the LA. 

LACEs expressed frustration with not always being consulted by Children’s 

Services colleagues in a timely manner on matters related to looked after 

children – placement moves were the most commonly cited example. LACE 

Coordinators reported that not being consulted ahead of a move, and 

therefore not be able to ensure appropriate education provision was in place, 

could have negative implications for both the young person’s educational 

outcomes and well-being. Given the hierarchical nature of local authorities, it 

was felt that an ‘equity of roles’ would ensure they had a seat at the table 

during important discussions about looked after children and were involved 

in all key decisions. Some also noted that the increased status of the VSH 

would be recognised by the young people themselves and would signal an 

investment in their education and well-being. 

6.7 The implementation of a VSM varies at local level in both England and 

Scotland, and flexibility to local contexts is one of its features. However, the 

common set of principles and responsibilities that apply to the role of a VSH 

(on a statutory basis in England), if established in Wales, would ensure 

greater consistency across local authorities and across borders than is 

currently the case. This was recognised by many as very positive for the 

experience and outcomes of looked after children because support would be 

more collaborative, joined-up and with improved levels of oversight. This 

was noted as particularly beneficial for looked after children in out of area 

placements and in independent settings.  

6.8 Another key difference is around the capacity for strategic planning. Some 

LAs were clear that due to limitations in resourcing they did not have 

capacity to carry out strategic planning and were busy either attending 

meetings or with ‘on the ground’ engagement with schools and young 

people. Stakeholders also pointed out that a strategic approach needs to be 

underpinned by high quality data on what interventions lead to positive 
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outcomes, and for whom, and that this does not exist within the current 

system.  

6.9 The VSH equivalents in both England and Scotland are part of a network of 

good practice. The literature review identified benefits of being part of such a 

network, and identified such benefits as: peer support and a collegiate 

approach to problem solving; time-saved on tasks such as producing 

documents from scratch; and sharing information on different approaches 

and finding evidence of what works. This frees up time to focus on priority 

tasks which impact on children and families. In both countries the network 

works with the government which helps create a feedback loop between 

policy and practice. This is important to ensure a shared understanding for 

both the bridges and barriers to improvement. 

Terminology 

6.10 Sir Alasdair highlighted how the language used within the virtual schools 

model could be changed, including the term ‘virtual school’ itself. The 

research found that the use of the term Virtual School Head creates 

confusion. In some instances, professionals involved in education and social 

care may mistake the term for someone leading ‘online learning’ for children 

and young people. This is problematic and exacerbated even further by the 

Covid-19 pandemic. It is possibly of greater confusion to foster carers and 

the wider community. 

6.11 When children in the care of Welsh local authorities are placed in an English 

or Scottish local authority it will be advantageous for those in the Virtual 

School to speak directly to someone with a recognisable job title and status 

and to collectively make decisions in the best interest of the child. On 

balance there appears to be a stronger case for using the term Virtual 

School Head and Virtual School than not. If an alternative term was to be 

implemented it would still have to be ‘explained’ to professionals and the 

wider community. 
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6.12 If the term for the lead is not to be VSH it could be, as Sir Alasdair 

suggested, Head of Virtual School for Care Experienced Young People.4 A 

further alternative worthy of consideration is Principal (name of local 

authority) Children Looked After School Service. This title may be 

abbreviated to CLASS. The abbreviation does not have the negative 

associations of Looked After Children (LAC) and has a connection to an 

education cohort. 

6.13 Practitioners disagreed on what is the most appropriate term to refer to VSH 

so for ease we use VS Head equivalent in this report.  

Virtual School Head equivalent background and skillset 

6.14 Local authorities and stakeholders agreed that experience working in an 

education environment should be a requirement for the role, with several 

also suggesting qualified teacher status is necessary. There are some very 

effective current VSH in England without QTS so this need not be a barrier 

to entry. Equivalent professional experience could be an alternative 

requirement.  

6.15 Some LAs also felt experience in a senior leadership role in a school or 

education setting would be essential, to gain respect and recognition from 

other headteachers. Most VSH equivalents in Scotland have experience at 

either Head or Deputy level. While LACE Coordinators across Wales have, 

in many cases, developed good relationships with local schools, most did 

acknowledge that perceived parity of status was important. This links to 

terminology as some felt that having ‘Head’ in the job title would be helpful 

when communicating with headteachers. 

6.16 Beyond education experience, local authorities felt a VS Head equivalent 

would need a very specific skill set, including diplomacy, tenacity and 

communication skills. It was felt that a key part of the role would be 

influencing and bringing people together, as well as holding schools 

accountable, and that strong interpersonal skills are therefore essential.  

                                            
4 As noted in the introduction to this report, the term Care Experienced connotes a 
broader remit beyond children currently looked after. 
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Virtual School Head-type role and remit 

6.17 This research included analysis of a selection of current VSH job 

descriptions across various counties and countries, identifying common 

themes and comparing these to the role of the LACE Coordinator (set out in 

the Annex of Sir Alasdair’s Report).  

6.18 The most prominent aspect of the VSH role is that of leadership. This 

contrasts with that of the LACE Coordinator role which has a greater focus 

on operational duties and coordination. For example, the LACE Coordinator 

role would ‘promote’ education, where VSH job descriptions require them to 

champion, lead or establish a vision for looked after children education. The 

role of the LACE is to ‘liaise’ or ‘act as a conduit’ and to ‘disseminate’ good 

practice where the VSH would influence, develop and implement best 

practice.  

6.19 The development and implementation of strategy is at the heart of the VSH 

role, including making decisions about policy and budget. VSH have a 

budget for supporting looked after children in their area and are accountable 

for ensuring it is spent strategically and effectively, to support progress and 

attainment.  

6.20 They are accountable for the attainment and progress of looked after 

children and for ensuring there is an effective system in place to track and 

monitor this. This involves monitoring, challenging and supporting schools 

and governing bodies to ensure they can reach their full potential. Job 

descriptions also highlight that the head should bring creativity, innovation 

and imaginative solutions, in order to maximise funding, address local needs 

and support struggling schools.  

6.21 The VSH also has a role in ensuring the voices of looked after children are 

heard and considered in planning and decision making, by designing and 

overseeing systems set up to capture these voices.  

6.22 In order to show accountability, it is recommended that all VSH equivalents 

to produce an annual report on outcomes and operations, including an 

assessment of the progress made by looked after children. A further 
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discussion of the content of such a report is included in the following section 

on governance and support.  

6.23 The VS Head equivalent would line manage a team of individuals working 

directly with schools, providing a monitoring and challenge function, to 

improve educational outcomes for looked after children– as LACE 

Coordinators do now. The ability to support professional development and 

inspire a team is therefore also a key element of the role.  

6.24 In smaller areas, it may not be sustainable to fund a full-time VS Head 

equivalent. In these areas, the role could either be shared with neighbouring 

areas (as happens in some parts of England) or be a part-time role. A part-

time role may be the more preferable of these options, although not 

necessarily ideal. The VS Head equivalent would need to be sufficiently 

embedded in the local context and working closely with education and social 

care services, schools and governing bodies in more than one local authority 

would be time- and resource-intensive. There was some support among 

local authorities for the VS Head equivalent being a dedicated, full-time role 

and not one where the person has other responsibilities (often responsibility 

for other groups of vulnerable young people).  

6.25 Whether the VS Head equivalent should be standalone or could be part of a 

wider remit will be discussed later in the following section, in terms of options 

for piloting different models prior to any legislative change. See Annex C for 

a suggested job description for a VS Head equivalent 

Governance and support 

6.26 It is important for a VS Head equivalent to have oversight over both 

education and social care outcomes of looked after children and to work 

closely with colleagues in both departments. It would therefore be valuable 

for the VS Head equivalent to sit structurally across both Children’s Services 

and Education departments and report to both directors, to promote 

integrated delivery.  

6.27 The research found it could be useful for the VS Head equivalent to produce 

an annual report to directors and corporate parents showcasing their work 
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and results. Based on a review of VSH reporting requirements in England 

and discussions with local authorities in Wales , some key metrics for formal 

reporting were identifed. These include:  

 Contextual information about children in care: including metrics 

such as age, gender, ethnicity, age entering care, length of time in 

care and ALN. This section may also include attainment prior to being 

in care and metrics of mobility once in care. Contextual information 

can be used throughout the report to assess whether interventions 

delivered and outcomes achieved differ between different groups of 

children.  

 Information about looked after children on roll in the area: 

including number of children from other local authorities, type of 

school children are placed in, and potentially Estyn scores of schools. 

This section should also include information about the number of 

children from the local authority placed in other areas.  

 Educational outcomes for looked after children on roll in the 

area: including measures of progress and attainment by key stage, as 

well as measures of well-being. This should also include progression 

at 16 and 18, including higher education participation and 

achievements.  

 Overview of the activities of the VS Head equivalent: including 

details of what the team has done to monitor, support, challenge and 

intervene to improve educational outcomes for looked after children. 

This could include PEPs, (quality assurance) funding decisions and 

interventions delivered, including both training, advice and 

communication for schools and direct interventions with looked after 

children. This section should also include outcome measures to 

evaluate the impact of the team’s activities, such as improving 

attendance and reducing fixed term and permanent exclusions, as 

well as measures of the VS head equivalent’s ability to support timely 

admissions and effective transitions.  
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6.28 There already exists a network of LACE Coordinators across Wales. If a new 

Welsh model akin to virtual schools is implemented, it is recommended that 

this national collaboration is built upon, to encourage a system of VS Head 

equivalent peer review of annual reports. This could also be an opportunity 

for VS Head equivalent to share and celebrate how they have responded to 

local situations and challenges.  

Resourcing the virtual school 

6.29 When considering recommendations for a new model it is important to also 

consider the resource required to support the VSH, and the potential 

creation of a ‘virtual school team’.  

6.30 The Welsh model needs to strike a balance between consistency and 

flexibility. While there is a need for consistency in terms of roles and remits, 

the flexibility to tailor a service to local variations is valued by local 

authorities and should be built in. Therefore, the size of any potential team 

will vary greatly depending on the size and other characteristics of the 

authority, the looked after children population, and the size and structure of 

the existing LACE team. 

6.31 Findings from interviews highlighted that a Welsh model should carefully 

consider the role of the LACE Coordinator. These are valued staff members 

and the introduction of a VSH equivalent should not be at the expense of the 

LACE role. It is anticipated that the VSH equivalent would be more senior to 

the LACE Coordinator role and could line manage what is currently the 

LACE team.  

6.32 It may be that those currently in the LACE Coordinator role could be 

recruited into a VS Head equivalent role. However, in some cases the 

existing LACE Coordinator would join the VS Head equivalent’s team. A key 

area for further testing would be how responsibilities are split between the 

VS Head equivalent and the LACE Coordinator, given there could potentially 

be a large amount of overlap between these two roles should they co-exist. 

6.33 Further complexity arises from the fact that LACEs currently sit within 

different structures in Wales, as discussed earlier. Most sit within Education 
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departments, others in Children’s Services departments. Others are jointly 

located in both departments. It is recommended that LAs consider whether 

all VS team members should sit within education departments (fully or 

jointly), but this does not necessarily need to be consistent across Wales 

and decisions should be taken locally. 

6.34 Review of other VS models has identified a useful structure (in Australia and 

England) whereby the VSH is supported by core ‘Education Adviser’ roles, 

the number of which exist in a team is flexible depending on need / 

resources. These roles require an education or teaching background and 

have certain key common responsibilities such as supporting admissions, 

reducing exclusions, PEP, training & supporting designated teachers. Other 

areas of specialism are then attached to the role as is relevant to the local 

context e.g. specific age groups (early years, primary, secondary, post-16), 

certain geographies, or potentially specific needs (ALN, EAL) where this 

cannot be drawn in from other internal or external teams.  

6.35 A key theme emerging from the research is that many LAs would benefit 

from having better access to specialist resource for looked after children in 

their area – potentially at very short notice. It should be noted that, given the 

current service structure, access to different types of specialist support may 

require different routes and approaches. LACEs teams operate a child-

centred service and draw in a range of support as required – where the need 

is identified and particularly where it is affecting progress in education. Lack 

of access to specialist services such as Child and Adolescent Mental Health 

Services (CAMHS) was a key issue in some areas, with children having to 

travel out of area to access this. LAs reported a range of creative 

workarounds with existing budget they had to employ to access the 

specialist support needed for children in their care.  

6.36 Sir Alasdair’s report acknowledges that dedicated access to CAMHS and 

Educational Psychology is a significant advantage, and these are the two 

key areas identified in the primary research as forming part of the ‘ideal 

team’. Other specialist resources that LACE Coordinators feel would 

improve their ability to support looked after children education were: 
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 ALN Coordinator with knowledge of the new code 

 Transition specialist (needed to be able to support children post-16) 

 Individual caseworkers (for example, someone to deal with emergency short 

term interventions) 

6.37 Certain roles may or may not need to sit within the virtual school team itself, 

but a budget would be required to commission these specialist resources to 

support the work of LACE teams. Other options mentioned were having 

‘Looked after children Champions’ within specialist teams (who would be 

informed about the needs of looked after children and act as first point of 

contact for any issues/discussions); and pooling resources between local 

authorities - for a shared looked after children Educational Psychology team 

for example. 

6.38 Discussions with LAs and stakeholders also identified a need for team 

support in the areas of data and business management, and administration 

– to free up time from the LACE teams to do the elements that add the most 

value. 

Budget holding 

6.39 Earlier we discussed Pupil Development Grant (PDG) for looked after 

children and the different ways the grant was managed in different areas. 

Whether the regional funding of school clusters is the best approach to drive 

LACE outcomes is a bigger issue than can be covered by this research. 

Additionally, PDG allocation is only part of the role of the regional education 

consortia and also only one of the factors driving educational outcomes for 

looked after children.  

6.40 What is relevant for the purposes of this research is that, in England the 

VSH is responsible for the equivalent Pupil Premium funding for their 

authority and has autonomy over how this is spent. Mainstream schools can 

apply to the virtual school for funding but the VSH has to approve this 

funding allocation and ensure that it is being appropriately used for the 

looked after children within that virtual school. 
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6.41 We recognise that the decision to take a cluster approach to funding via the 

REC was made relatively recently and has been subject to specific 

evaluation. It would be premature to make a definitive recommendation that 

a Virtual School Headteacher would have control of the PDG budget 

specifically. It is recommended that caution should be taken not to ‘undo’ 

any progress or positive outcomes from recent reforms.  

6.42 However, it is recommended that a VSH equivalent role should have the 

power to allocate budget, in line with their strategic priorities for looked after 

children’s education. This would bring benefits such as increased flexibility 

and resourcing going to where it is needed most. 

6.43 Questions were also raised about how the VS Head equivalent role would be 

funded. Although salary expectations were not explicitly discussed, it was 

recognised that the funding for a VS Head equivalent need to be higher than 

LACE Coordinator given the seniority of the position. Therefore, it cannot be 

assumed that current ‘core budget’ would be able to cover the VS Head 

equivalent role (or additional VS team members if required).  

6.44 As a statutory post in England the Virtual Head’s salary is paid by the 

Council but other posts and resourcing are funded in a variety of ways – 

from High Needs Funding, directly from Social Services and through the 

Pupil Premium (PDG equivalent). In Scotland all VSH equivalent roles are all 

currently being funded through the PDG equivalent. 

6.45 Views were mixed around the use of PDG budgets to fund the position of VS 

Head equivalent (and potentially wider virtual school team). Some felt this 

would be the only way to make a virtual school possible given the funding 

constraints already faced by many local authorities. Others were very 

against the idea of diverting any funding away from building capacity in 

schools, although there was some recognition that some PDG funding is 

already used for this purpose at regional level. It was also pointed out that in 

some smaller authorities, with fewer looked after children, it might be 

impossible to fund a VS Head equivalent post through PDG and have 

anything left for schools. 
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7. Principles and components to underpin an integrated 

approach for Wales 

An integrated approach for Wales  

7.1 The national strategy Prosperity for All sets out the ambition to; “raise the 

educational attainment and improve the life chances of children in care, 

adopting a child centred approach, through the collaboration of education, 

social services and others.” The previous chapter discussed good practice 

and challenges experienced by local authorities (LAs) in supporting 

educational outcomes for looked after children. It also discussed the virtual 

school model and its implications for an integrated approach for Wales. 

7.2 Based on this evidence we consider it would be premature to endorse a 

national roll out of a virtual school (VS) model in Wales. Currently the level of 

support for virtual schools is mixed; there is resistance to policy transfer from 

England, there are doubts about its evidence base, and there are 

fundamental concerns around funding, resourcing and the effect on existing 

roles. Should a VS model be imposed top-down by the Welsh Government 

there is a chance it would fail, not because it is not the right solution, but 

because there is not the buy-in at local level from those who must make it 

work. We are also mindful of learning from the Scottish model, that we need 

to not only consider the shape of an integrated model but also the context 

and conditions that sit around it, to ensure that it is a success.  

7.3 With these considerations in mind, this chapter will first summarise the 

necessary conditions to achieve the strategic ambition and which form the 

context for the implementation of an integrated approach. These are based 

on identified good practice and framed as ‘principles’ which relate both to 

systemic ways of working and to individual young people and practitioners. It 

is expected that all LAs adopt these principles and that they would be 

enshrined in local strategies for looked after children. 

7.4 The chapter then goes on to describe the component parts of an integrated 

approach. Component parts have been developed from our review of the 

structures and practice that characterise an integrated approach to 
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supporting looked after children’s education in Wales, Scotland, England 

and Australia (State of Victoria), discussed in the previous chapter. LA 

should build these components into an integrated approach, with support 

from the Welsh Government, and by doing so capitalise on the successes of 

the VS model without attempting to replicate it.  

7.5 It is intended that these component parts should be present in every LA in 

Wales and some will require immediate implementation. Some require 

further work to fully articulate and put into place. Timeframes for 

implementation are outlined in the following chapter. 

7.6 Figure 7 visualises the principles and components. Principles are presented 

in the outer ring of the diagram. Dark green reflect system-level principles 

and light green reflect individual-level principles. The ‘jigsaw pieces’ 

represent the component parts of an integrated approach. Together, these 

principles and component parts ultimately achieve improved outcomes for 

looked after children, shown at the centre of the diagram.  
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Figure 7 An integrated approach to improving the educational outcomes of looked 
after children  

  

 

Principles underpinning an integrated approach  

7.7 This research identified the principles that are fundamental to achieving 

improved outcomes for looked after children. These principles build on the 

good practice and culture that is present within some LAs in Wales but that 

should be present in every LA.  

7.8 We envisage that these principles will be refined through consultation and 

agreed at national level. Each LA is different and will need to embody these 

principles in ways most appropriate for their local context. So, it would be for 

LAs to provide a strategic response articulating how their approach meets 

these principles. We would expect to see the Regional Education Consortia 
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and Corporate Parenting Boards providing scrutiny on adherence to national 

principles on an ongoing basis.  

7.9 The principles are grouped to distinguish those relating to the system and 

those relating to the individual young person or practitioner.  

System-level principles  

7.10 The system-level principles apply to the organisational practices that support 

looked after children achievement. The first system-level principle is 

strategic planning. LAs should Proactively initiate and identify best practice 

and use that to develop services that support the education of looked after 

children. They must also demonstrate a commitment to integrated working. 

An integrated approach does not necessarily mean full departmental 

integration but it does meant integrated structures and processes at all level 

of the hierarchy. These structures and processes are not dependent on 

individual passion and relationships and therefore vulnerable to personnel 

change and inconsistency. This means if a LACE Coordinator or service 

lead moves on from the service effective knowledge sharing and working is 

sustained.  

7.11 This is supported by a whole-community approach to corporate parenting, 

leveraging critical resources and opening up the widest possible 

opportunities for looked after children, extending beyond education and 

social care into other LA departments, and to all officials and elected 

members. Similarly, a broad roll out of attachment-aware approaches 

ensures not only those working directly with looked after children are 

equipped to recognise the impact of early trauma and adversity, and 

supports early intervention with those on the edge of care.  

7.12 Looked after children should be able to rely on a consistent offer of 

support for their education and wellbeing, that is not subject to changes in 

LA resourcing or dependent in which area they are based. There should be 

core, baseline expectation of resources and support across LAs, that can be 

flexed and tailored with additional options.  
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7.13 Recognising that traditional measures of educational attainment are limited, 

does not mean that we are not ambitious. A new model must continue to set 

ambitious standards and seek the best possible outcomes for looked after 

children. All children (not just those looked-after) benefit from a culture that 

celebrates progress and achievement in many forms. 

Individual-level principles  

7.14 These principles relate to how individual practitioners work with and support 

the looked after children in their care. A fundamental principle of working 

with looked after children is that support must be person-centred, driven by 

the voice and the needs of the child rather than by the structures and 

systems that surround them.  

7.15 Another fundamental expectation of individual practitioners is that they are 

committed to and expert in collaborative working. Leveraging the power of 

networks within and across LAs, will drive the most efficient use of scarce 

resources and a foster more coherent cross-boundary approach.  

7.16 Staff at all levels and across departments should hold themselves 

accountable to the looked after child. This means recognising areas of 

specialism and expertise but being willing to reach beyond remits and 

functions to achieve the best possible outcome. 

Figure 8 Principles underpinning an integrated approach to improving looked after 
children educational outcomes 
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 Strategic planning, committed to proactive and solutions-oriented support and interventions.

 Whole-community approach to supporting looked after children outcomes, including the input and support 

from businesses, leisure centres, schools and education and other community services. This approach 

reinforces the new Welsh Government framework on wellbeing.

 Consistent system, striving for equitable offers of resource and support across authorities.

 Reliable support. If a LACE Coordinator or service manager leaves, the system does not break down. 

 Attachment-aware, recognising early trauma and adversity in looked after children and appropriate support.

 Ambitious standards, by measuring and celebrating the journey all looked after children are making. 

 Person-centred, putting the needs of looked after children at the heart of all choices.

 Collaborative working, within and across regions, to make the best use of skills and resources.

 Accountable, including sufficient and timely scrutiny to ensure the local approach to supporting educational 

outcomes for looked after children is as good as possible. Corporate parenting board, and other leadership, 

knows what good look like for the progress of their cohort.
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Component parts of an integrated approach 

7.17 The principles outlined above reflect the ways of working that underpin the 

ambition to improve educational outcomes for looked after children. The 

‘jigsaw pieces’ are the component parts of an integrated approach that will 

enable LAs to put those principles into practice – and ultimately achieve that 

ambition.  

7.18 Component parts have been developed from our review of the structures 

and practice that characterise an integrated approach to supporting looked 

after children’s education in Wales, Scotland, England and Australia (State 

of Victoria). Many practitioners and services are working in some of these 

ways already, but our ambition is to raise standards across the board to 

achieve the ‘more uniform system’ described by Sir Alasdair’s report. There 

are five component parts in total and these are described below. The 

recommendations chapter specifies how these components should be 

implemented.  

Broad outcomes 

7.19 As recommended made by Sir Alasdair, the way in which educational 

achievement is defined and measured for looked after children must be 

broad. Broadening outcomes and data collection is important for three 

reasons; firstly, to address the current one-dimensional view of outcomes 

and provide more relevant indicators of progress. Secondly, regular 

monitoring and statutory reporting against these outcomes is expected to 

create an impetus for change at the LA level. Thirdly, more regular and 

detailed progress metrics can help LAs to analyse the effectiveness and 

value of programmes and interventions.  

7.20 Educational outcomes should be considered in the context of other 

indicators which help to support and explain progress, or otherwise. Even by 

expanding the range of data collected (and reported) to include contextual 

factors, these figures can only provide a partial picture of the looked after 

children and their circumstances. It will provide a general view of outcomes, 

the ability to compare subgroups and the ability to track outcomes over time. 

It would be expected that these outcomes are supplemented by child-
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centred and locally relevant outcomes and qualitative data. However, they 

provide a solid foundation on which to build a more holistic understanding of 

outcomes and the effectiveness of interventions at an overall level.  

Restorative leadership  

7.21 A key component of the virtual schools model is a senior leader who has 

oversight over both education and social care outcomes for looked after 

children and is responsible for developing and monitoring strategy to achieve 

and improve these outcomes. An ‘accountability gap’ has been identified in 

this report, which reflects the need for more consistent leadership and 

governance.  

7.22 We have called this component ‘restorative leadership’ because this term 

denotes leadership that is characterised by both high support and high 

challenge. Aligned with Sir Alasdair’s recommendation to develop a Virtual 

School model, a VS Head equivalent role could drive forward uniformity at a 

strategic level, leveraging the strong operational work of LACE Coordinators 

and acting as a bridge between Education and Social Care teams and the 

Corporate Parenting Boards. Prior to any move to statute, the Welsh 

Government would need to be able to properly articulate why this role is 

required and what the role looks like. Further work is therefore needed to 

scope the Welsh VS equivalent and to gather evidence to support its 

implementation (including funding, resourcing and the effect on existing 

roles). 

Equitable resources  

7.23 This research found agreement with Sir Alasdair’s recommendation about a 

minimum level of resourcing required to enable an integrated approach. 

Resource investment is crucial for achieving an integrated system that 

allows for more consistency and continuity in how looked after children, 

schools and others experience it. The resource implications for an integrated 

system include: 

 transformational funding – A need to resource the transformational 

change associated with an integrated approach for Wales. Requirements 
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for seed funding might include introducing new data systems, recruiting 

roles with the necessary skills and experiences, facilitating initial training 

for all involved in looked after children outcomes, and national 

mechanisms for communicating good practice. LAs vary in where they are 

on their journey to being set up and operating in an integrated way, yet 

this work will not be cost neutral for any LA. All LAs will need to receive 

some level of transformational funding to align their approaches with the 

revised standards taken forward by the Welsh Government. 

 systems funding – A need to resource strategic initiatives, to ensure the 

system best supports looked after children long-term, including whole-

system initiatives and training. For example, attachment aware training for 

all practitioners that support the education of looked after children.  

 individual funding – A need to resource interventions with looked after 

children cohorts. This could include dedicated educational psychologists 

and one-to-one tuition with individual looked after children pupils.  

Accessible support 

7.24 Looked after children should not have to work within institutional systems, 

but rather have the system work for them. Aligned with the principle of a 

person-centred approach, local authorities should consider how their 

structures and processes can be configured to best support looked after 

children. Working out how to make that happen in practice, is then the 

subsequent not primary step. Systems and processes should be subject to 

ongoing review and refinement, driven by the voice of the child. 

7.25 The report has identified two initial areas in which systems and processes 

should be reconfigured: firstly, routine information sharing between local 

authority departments and secondly, PEPs. 

7.26 Joining up management data systems will limit the manual work required to 

create a regular flow of information about looked after children between 

Education and Children’s Services. A single data system across Wales may 

be attractive but is likely to be unrealistic, given experiences in England and 

Australia and the different purposes of systems for different teams and 

services. Change will therefore be required at the LA level. 
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7.27 PEPs represent an important mechanism for tracking the progress of a 

looked after child and are currently the main mechanism for capturing the 

voice of looked after children in their own educational planning. The process 

for reviewing and updating PEPs should be meaningful (not a ‘tick box 

exercise’), driven by the looked after children and on their own terms. The 

examples of good practice in this regard should become common practice. 

Key elements of good practice include meetings at a time and place 

(including virtually, where appropriate) that suits the young person and 

attended by a consistent group of people the young person knows and 

trusts, as far as possible. It should represent a chance for the looked after 

children to speak rather than be spoken about, or for their preferred adult to 

do so on their behalf. An environment that is more comfortable, relaxed and 

safe will give looked after children the courage to be honest and open.  

7.28 PEPs are also the key mechanism to record and measure individuals’ 

educational and wider progress. A national standard format used 

consistently by all LAs will help minimise the burden on looked after children, 

and schools for engaging with this important tool for communicating key 

information to LAs. To allow for local variation, the national template could 

include an additional section to be used how areas see fit. Digitisation of 

PEPs, aligned with IDPs, would also improve data consistency and 

comparability, and improve efficiencies for all professionals using in these 

documents.  

Evidence-based support 

7.29 To address the need to build capacity at the local level for sharing evidence-

based practice, Welsh Government should support Wales-wide 

communication of good practice and evidence-based intervention. 

Leveraging existing structures would be an efficient way of achieving this, for 

example, strengthening the role of the Regional Education Consortia to join 

up knowledge and communicate across regions.  
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8. Recommendations  

8.1 The previous chapter introduced the principles and components expected to 

underpin improved outcomes for looked after children. This chapter sets out 

the framework for implementing the components of an integrated approach. 

These are also summarised in a table, indicating owners and timescales. 

Creating the conditions for change 

8.2 To be genuinely effective and sustainable, the appetite for change and the 

detail of the solution must come from LAs themselves. The two components 

designed to foster an integrated approach at local level are ‘broad outcomes’ 

and ‘restorative leadership’. In both cases, the aim is to drive increased 

scrutiny and greater accountability, strengthening the corporate parenting 

function. However, the Welsh Government must also provide the 

commitment and resources to create the conditions for change.  

Broad outcomes 

8.3 We recommend that outcomes data collection and reporting is made more 

holistic. Annex B contains our recommendation for such an approach. These 

outcomes should form the basis of the annual report to directors and 

corporate parents at local level.  

8.4 We recommend the Welsh Government:  

 uses statutory data that is already available, produce more granular 

reports on looked after children’s educational attainment which take 

account of additional needs and context, and looks at broader attainment 

metrics (i.e. progress since entering care, wider range of exam grades). It 

should consider creating an interactive platform that can be used by 

education and social services that would facilitate the distribution and use 

of this data 

 extends the CLA and CRCS Census to age 21  

 agrees an approach to measure well-being for all Welsh schoolchildren, in 

line with the new well-being curriculum. This may be SDQ, Boxall or 

another existing, standardised measure but whatever is chosen should be 

consistently applied across Wales.  
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8.5 In addition, local authorities should: 

 collect data on the type of educational provision (i.e. EOTAS, 

mainstream), NEET status and accommodation type for all care leavers, 

as part of CLA and/or CRCS Census 

 proactively maintain contact with care leavers beyond 18, up to age 21. 

Restorative leadership 

8.6 We recommend the Welsh Government commissions a pilot to test different 

approaches to restorative leadership. All models in the pilot should be based 

on a set of agreed principles underpinning an integrated approach. We know 

that some LAs are already trying out different approaches to supporting the 

educational outcomes of looked after children, as discussed in the findings 

chapter. These are informative but to provide the evidence required to make 

Wales-wide strategic decisions, pilots need to be larger, systematic and 

evaluated.  

8.7 Our recommendation to pilot reflects an effort to avoid prematurely creating 

a rigid all-Wales approach that fails to account for both local conditions and 

different rates of existing progress towards better integration. Scotland is 

trialling different models of restorative leadership, allowing LAs to test what 

works best, and we suggest Welsh LAs are afforded the same opportunity. 

8.8 The pilot would centre on testing a VSH equivalent, based on the job 

description at Annex C. LAs would be given a chance to define their own 

models/approaches to operationalising this strategic vision, in a way that 

works for their local needs. LAs are likely to want to create a dedicated role 

but other options may include a strategic-lead type role that operates across 

a number of smaller LAs or at the regional level. LAs may seek to pilot a less 

senior post delivering the leadership responsibilities, multiple leaders sharing 

these responsibilities (like a Headteacher and Assistant Director of Social 

Care), or part time posts.  

8.9 A pilot Theory of Change is set out at Annex D. Welsh Government would 

invite interested LAs to apply to pilot approaches, putting forward their 

approach to meeting this objective. The LAs then test this Theory of Change 
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in their pilot, preferably supported by either the Welsh Government or a 

commissioned evaluator. 

8.10 Welsh Government and its partners may wish to consider piloting a range of 

team structures that sit around the lead. It may also be useful to pilot an 

expanded team within the existing model, without a strategic lead, as a way 

to identify whether any change in outcomes is driven by additional strategic 

resource or simply additional resource. Annex D also sets out further 

considerations for pilot implementation.  

Equitable resources 

8.11 We recommend that the Welsh Government consider how best to make the 

three forms of resources – transformational, systems and individual funding - 

available. PDG funding impact is continuously evaluated by the Welsh 

Government, who work with the consortia to ensure interventions are 

evidence based. As part of this work, Welsh Government should reflect on 

the most effective mechanisms to ensure LAs have the funding needed to 

resource strategic initiatives and interventions with looked after children’s 

cohorts.  

Accessible support 

8.12 Local authorities should consider how their structures and processes can be 

configured to best support looked after children. This includes encouraging 

more open data sharing between education and children’s services 

departments, and enable read/write access to both systems at a minimum. 

The Welsh Government should support local authorities to establish the 

legal basis for open data between departments, and accompanying 

processes to ensure GDPR compliance 

8.13 We recommend that steps are taken to improve individual planning. To 

address poor quality PEP in the short term, the Welsh Government should 

set minimum standards on PEP completion and quality, Education services 

should have the responsibility for quality assuring it. 

8.14 The Welsh Government would be pushing on an open door if it were to 

advocate a Wales-wide PEP, integrated with the IDP. Work to integrate 
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these documents is underway in multiple areas, in different ways and plan 

are in place to commence at the earliest opportunity. The Welsh 

Government may want to choose one approach and formalise that design 

across Wales.  

8.15 There would also be value in scoping the requirement (with local authorities) 

for a digital PEP hosted online for all of Wales. This could include 

personalised education, social, and well-being measures and targets. This 

would encourage a child centred approach to identifying targets and 

measuring progress as well as producing data that will help drive 

improvements across the whole of Wales. 

Evidence-based support 

8.16 We recommend that steps are taken to increase the use of evidence to 

improve provision. To address the need to build capacity at local level for 

sharing evidence-based practice, the Welsh Government should support 

Wales-wide communication of good practice and evidence-based 

intervention. Leveraging existing structures would be an efficient way of 

achieving this, for example, strengthening the role of the Regional Education 

Consortia to join up knowledge and communicate across regions.  

8.17 Many LAs have been working towards whole-school approaches to 

emotional and mental well-being, including trauma-informed approaches. 

This has been formalised in the Welsh Government’s recent Embedding a 

whole-school approach to mental health and well-being. This could usefully 

be extended to recommend that awareness of looked after children is 

included in Initial Teacher Education (ITE) and for newly qualified teachers – 

this would include specific training on Trauma and Attachment informed 

practice (as proposed in Sir Alasdair’s report).  

8.18 LAs need the ability to capture and interrogate authority-wide intelligence to 

inform service and practice decisions, and to have the capacity, and 

commitment, for undertaking robust self-evaluation. The Welsh Government 

should support authorities to have essential performance monitoring 

infrastructure and tools, with senior management having the necessary 

oversight to identify and address any issues with performance or delivery. 

https://gov.wales/framework-embedding-whole-school-approach-emotional-and-mental-well-being
https://gov.wales/framework-embedding-whole-school-approach-emotional-and-mental-well-being
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Facilitating opportunities for authorities and schools to partner with 

universities or organisations to evaluate initiatives would also help build an 

evidence base for all practitioners to leverage their work. 

Table 1 lists these recommended actions including their timing, and ownership.  
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Table 1 Suggested actions to fulfil the recommendations 

Timescales Responsibility Actions 

Short-term 
 

Welsh 

Government 

1. Consult upon and agree the principles underpinning an integrated approach. 
2. Agree the new standard for outcomes data and reporting, including setting the outcome measures and 

operationalising these (see Annex C).  
3. Create a national standard for PEP integrated with IDP, potentially choosing one approach already underway 

in many areas and formalise that design across Wales before the academic year. Set the expectation that the 
revised PEP process should be person-centred and based on attachment-aware principles. 

4. Require all LAs to have essential performance monitoring infrastructure and tools, with senior management 
having the necessary oversight to identify and address any issues with performance or delivery. 

5. Agree models to pilot and publish an invitation to LAs to take part in pilots.  

LAs 
6. Conduct a strategic review of your service supporting looked after children in education, against these 

principles and ensure they are reflected in local strategies for looked after children.  
7. Put forward proposals for piloting a locally-determined restorative leadership model. 
8. Once announced and if not already in place, put in place infrastructure and processes, and communicate to 

staff: 
 
8.1   new standardised approach to measure well-being 
8.2 new standards for outcomes data and reporting 
8.3 new electronic PEP aligned with IDP 
8.4 essential performance monitoring 
8.5 accessing and engaging with evidence-based practice shared by Regional Education Consortia 

Medium-term 
Welsh 

Government 

9. Establish a standardised annual reporting model locally and nationally, featuring the broader outcomes.  
10. Agree a standardised approach to measure well-being for all Welsh pupils, in line with the new well-being 

curriculum. 
11. Consider how best to make the three resources – transformational, systems and individual funding – available 

to LAs to support their transformative change to better support looked after children outcomes. 
12. Use existing statutory data to produce more granular reports on looked after children’s educational attainment 

which take account of additional needs and context, and looks at broader attainment metrics (i.e. progress 
since entering care, wider range of exam grades). 

13. Agree the title of a VS Head equivalent, for use in the pilots, and beyond if evidence suggests it is an effective 
model.  

14. Require LAs to collect the type of educational provision (i.e. EOTAS, mainstream), NEET status and 
accommodation type for all care leavers as part of CLA and/or CRCS Census. 

15. Work with the Regional Education Consortia to define their responsibility for to joining up knowledge and 
communicating evidence-based practice across regions. 
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Timescales Responsibility Actions 

LAs 
16. Work with local counterparts to join up data management systems, or at least ensure key personnel with a 

need for accessing key data can do so regularly. 
17. Once changes to CLA and CRCS Census agreed, update data management systems to collect the required 

evidence. 
18. Regularly and consistently publish data on broader outcomes and activities to improve outcomes.  

Longer-term Welsh 

Government 

19. Create an interactive platform for education and social services to facilitate the distribution and use of this 
data. 

20. Digitised PEPs. 
21. Work with curriculum and awarding bodies to incorporate awareness of the needs of looked after children in 

ITE and fpr newly qualified teachers – including specific training on Trauma and Attachment informed 
practice.  

22. Extend the CLA and CRCS Census to age 21. 

LAs 
23. Ongoing review of structures, process and practices to ensure they are person-centred and capture the voice 

of the child. 
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Appendix 

Literature review sources 

Wales Making a difference: A guide for the designated person for looked after 

children in schools  

Wales Pupil Development Grant guidance (including the PDG for Looked after 

children) 

Wales Evaluation of the Implementation of the Pupil Development Grant for 

Looked After Children  

Wales Rhondda Cynon Taf and Merthyr Tydfil local authorities: Children looked 

after friendly schools 

Wales CLA friendly schools was adapted by Achievement for All into the following 

resource 

Wales An integrated approach to improving educational outcomes for looked after 

children in Wales 

Wales Taking Wales Forward 2016-2021  

Wales Raising the ambitions and educational attainment of children who are 

looked after (Strategy)  

Wales Notes from meeting between the Educational Priorities Group for looked 

after children working group in March 2019 

(Not publicly available)  

Wales Follow up document from subsequent EPG meeting in June 2019. 

(Not publicly available) 

Wales Note from workshops considering feedback from children and young people 

(Not publicly available) 

Wales Follow up documents provided by regions and local authorities prompted 

through primary fieldwork discussions 

(Not publicly available) 

England  Looked After and Learning, Evaluation of the Virtual School Head Pilot, 

David Berridge et al., University of Bristol, 2009  

England  The Virtual School Handbook  

England  The Educational Progress of Looked After Children in England: Linking 

Care and Educational Data, Sebba, J. et al, University of Bristol, University 

of Oxford, Rees Centre, 2015  

England A selection of job descriptions for Virtual School Heads  

Jersey Virtual School Head job description  

Wales Extending Corporate Parenting across public services for LAC  

Wales Education in Wales - Our national Mission 

Scotland Improving the Education of Looked After Children: A Guide for Local 

Authorities and Service Providers (2009)  

Scotland Looked after children &young people: we can and must do better (2007)  

https://gov.wales/sites/default/files/publications/2018-11/making-a-difference-a-guide-for-the-designated-person-for-looked-after-children-in-schools.pdf
https://gov.wales/sites/default/files/publications/2018-11/making-a-difference-a-guide-for-the-designated-person-for-looked-after-children-in-schools.pdf
https://gov.wales/sites/default/files/publications/2018-03/pupil-deprivation-grant-essential-guidance.pdf
https://gov.wales/sites/default/files/publications/2018-03/pupil-deprivation-grant-essential-guidance.pdf
https://gov.wales/sites/default/files/statistics-and-research/2019-02/evaluation-of-the-implementation-of-the-pupil-development-grant-for-looked-after-children-final-report_0.pdf
https://gov.wales/sites/default/files/statistics-and-research/2019-02/evaluation-of-the-implementation-of-the-pupil-development-grant-for-looked-after-children-final-report_0.pdf
https://www.rctcbc.gov.uk/EN/Council/CouncillorsCommitteesandMeetings/Meetings/CorporateParentingBoard/2017/07/03/Reports/AgendaItem4CLAFriendlySchoolsResource.pdf
https://www.rctcbc.gov.uk/EN/Council/CouncillorsCommitteesandMeetings/Meetings/CorporateParentingBoard/2017/07/03/Reports/AgendaItem4CLAFriendlySchoolsResource.pdf
https://afaeducation.org/content/cla-resources/resources-in-english-adnoddau-saesneg/about-this-resource/the-whole-school-cla-friendly-approach/
https://afaeducation.org/content/cla-resources/resources-in-english-adnoddau-saesneg/about-this-resource/the-whole-school-cla-friendly-approach/
https://gov.wales/sites/default/files/publications/2020-07/integrated-approach-improving-educational-outcomes-looked-after-children.pdf
https://gov.wales/sites/default/files/publications/2020-07/integrated-approach-improving-educational-outcomes-looked-after-children.pdf
https://gov.wales/sites/default/files/publications/2017-08/taking-wales-forward.pdf
https://gov.wales/sites/default/files/publications/2018-03/strategy-raising-the-ambitions-and-educational-attainment-of-children-who-are-looked-after-in-wales.pdf
https://gov.wales/sites/default/files/publications/2018-03/strategy-raising-the-ambitions-and-educational-attainment-of-children-who-are-looked-after-in-wales.pdf
https://dera.ioe.ac.uk/10825/1/DCSF-RR144.pdf
https://navsh.org.uk/wp-content/uploads/2018/11/NAVSH-The-Virtual-School-Handbook-2018.pdf
https://research-information.bris.ac.uk/en/publications/the-educational-progress-of-looked-after-children-in-england-link
https://research-information.bris.ac.uk/en/publications/the-educational-progress-of-looked-after-children-in-england-link
https://www.gov.uk/guidance/pupil-premium-virtual-school-heads-responsibilities
https://www9.gov.je/Freedom%20of%20Information%20library/ID%20FOI%20Virtual%20School%20Head%20Teacher%2020201217.pdf
https://gov.wales/extending-corporate-parenting-across-public-services-looked-after-children-html
https://gov.wales/sites/default/files/publications/2018-03/education-in-wales-our-national-mission.pdf
https://lx.iriss.org.uk/sites/default/files/resources/0079476.pdf
https://lx.iriss.org.uk/sites/default/files/resources/0079476.pdf
https://www.gov.scot/binaries/content/documents/govscot/publications/progress-report/2007/01/looked-children-young-people-better/documents/0044282-pdf/0044282-pdf/govscot%3Adocument/0044282.pdf?forceDownload=true
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Scotland Virtual Toolkit  

Scotland Aberdeen Virtual School Head job description 

(not publicly available). 

Australia The Early Childhood Agreement for Children in Out-Of-Home Care 

Australia Out-Of-Home Care Education Commitment  

Australia The Virtual School for Children in Out-Of-Home Care: A Strategic Approach 

to Improving Their Educational Attainment  

Australia A selection of job descriptions for staff in Look Out Centre units  

  

https://www.eis.org.uk/Content/Aberdeen/images/INF-ASC-025-19%20attachment%20-%20virtual%20toolkit%202019.pdf
https://www.education.vic.gov.au/childhood/professionals/health/outofhomecare/Pages/earlychildhoodagreement.aspx
https://www.education.vic.gov.au/Documents/school/teachers/health/PartneringAgreement.pdf
https://www.cambridge.org/core/journals/children-australia/article/abs/virtual-school-for-children-in-outofhome-care-a-strategic-approach-to-improving-their-educational-attainment/8EA51E4115F03CD6BE89D4A180E9BAEF
https://www.cambridge.org/core/journals/children-australia/article/abs/virtual-school-for-children-in-outofhome-care-a-strategic-approach-to-improving-their-educational-attainment/8EA51E4115F03CD6BE89D4A180E9BAEF
https://www.education.vic.gov.au/Documents/school/teachers/health/LOOKOUTHandbook.pdf
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Annex A - Methodology 

Achieved qualitative sample  

The table below shows an overview of the number of individuals that took part in the 

research, through one-to-one, small group and workshop discussions. Some 

individuals took part in multiple discussions but are counted once in this table.  

Category Criteria Number 

captured by the 

research 

Role Strategic e.g. Directors of education and social 

care, Regional Education Consortia, Education 

Priorities Group, National Delivery Group for LAC 

59 

Frontline worker e.g. LACE Coordinator 29 

Care Experienced Young Person 5 

Remit Schools 13 

Social Care 13 

Education 59 

Other Key Stakeholder 10 

Region GWE 19 

CSC 21 

ERW 19 

EAS 19 
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Example topic guide – Local Authority Phase 1 Topic Guide 

A Interview purpose and principles 

A1 This guide is for use with x22 one-to-one and paired depth interviews with 
strategic-level stakeholders in Welsh local authorities. Interviews will take place 
in January 2020. Discussions will help us to understand what works well/less 
well in looked after children education and opportunities for improvements, in 
relation to how that may support a new system of integrated support for looked 
after children. 

A2 This guide is intended to be used with a mix of individuals with varying 
characteristics and backgrounds. As such, it does not contain pre-set 
questions, but rather lists the key themes and sub-themes to be explored with 
participants in each interview. Words or short phrases are instead used to 
indicate the study issues and allows the researcher to determine the 
formulation of questions and how to follow up. This encourages the researcher 
to be responsive to the situation and most crucially to the terms, concepts, 
language and behaviours used by the participants. 

A3 It does not include follow-up questions like ‘why’, ‘when’, ‘how’, etc. as 
participants’ contributions will be fully explored in response to what they tell us 
throughout in order to understand how and why views and experiences have 
arisen. The order in which issues are addressed and the amount of time spent 
on different themes will vary between interviews but the key areas for 
discussion are the same.  

A4 Questioning and probing will be framed to ensure we understand participants’ 
situations as they view them. Researchers will adapt the approach, as much as 
possible, to suit the needs of each participant. The prompts provided are not 
exhaustive, but rather indicate the types of content we would expect to be 
covered – this may vary across participants with different characteristics.  

A5 The themes in this guide are intended to be covered across the stakeholders 
taking part in this stage, rather than in detail in every interview.  
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B Researcher introduction (c.3 mins) 

B1 Thanks & Introduction: Introduce yourself and IFF Research – independent 
research agency 

B2 About the client: Welsh Government, part of their programme to ensuring 
children in care enjoy same life chances as other children (Taking Wales 
Forward and Our National Mission) 

B3 About the research and purpose of the interview: To understand the current 
systems and practices in place across each Welsh LA, and how we can 
improve educational outcomes for looked after children through creating a 
Welsh model. 

B4 Anonymity and confidentiality: Local authorities and individuals will not be 
identified in the report, but Welsh Government are aware we have approached 
all local authorities to take part and may be able to infer from our reporting who 
you are as a local authority.  

B5 How their information will be used: IFF Research operates under the strict 
guidelines of the Market Research Society’s Code of Conduct. Only the core 
members of the research team will have access to any of your details. We will 
not pass any of your personal details on to the client or any other companies 
and all the information we collect will be kept in the strictest confidence and 
used for research purposes only. 

B6 Right to data: You have the right to have a copy of your data, change your 
data, or withdraw from the research at any point. You can find out more 
information about your rights under the new data protection regulations by 
going to iffresearch.com/gdpr. We can also email this to you if you’d like. 

B7 If multiple individuals involved in the discussion: Ask individuals to respect 
each other’s confidence and not to share outside this discussion what 
individuals contributed within it. 

B8 Reassurances:  

 no right or wrong answers - we are simply asking for people’s views and 
opinions;  

 you may not know or have a view on something – just let me know and we can 
move on;  

 comfort – let me know if you’d like a break at any time; 

 this is not an audit 

B9 Duration: 60 minutes  

B10 Reminder about audio recording: the discussion will be recorded so that we 
can accurately capture their views, and so researchers can listen back when 
analysing the data. The recorder is encrypted and only the research team will 
have access to the recordings. 

B11 Confirm happy to proceed on this basis of recording.  
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B12 Any questions/concerns? 

C Participant introduction (c.5 mins) 

C1 Participant roles and responsibilities  

 About their role  

 General responsibilities  

 Responsibilities related to LAC education 

 Team/service they are based in 

 Length of time in role 

 Any other current/past roles related to LAC education  

C2 Local authority introduction  

 Defining features of the LA 

 Demographics 

 Children and family support needs  

 Any key developments impact LAC education 

 Defining features of children’s services delivery in the LA 

 Number of LAC and care leavers, including any trends in their characteristics 

 Number of out of area LAC 

 Any key developments impact LAC education 

D Service structure (c. 5-10 mins) 

D1 Describe how individuals/teams responsible for LAC education are 
organised 

 Number and roles of staff, incl LACE teams.  

 Are any part time? (IF YES: what is the number of full-time equivalent staff?) 

 What is the full time equivalent? 

 Where LACE teams sit within the LA  

 Target outcomes for staff e.g. attainment, wellbeing, stability etc 

 Lines of accountability for staff 

 Involvement of LAC in policy or practice 

 Strengths of structure 

 Limitations of structure 

 Training needs of staff  

 Other staff resource needs  

 Extent to which LACE role has been impacted by recent ALN reforms 

 How are LACE teams funded?  
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 Grants  

 LA core budget 

 Are there any other resources (e.g. Educational Psychologists) commissioned 
for assessments or training? 

E Training and development (c. 5 mins) 

 Background and training of those working with LACs 

 Additional training offered that enables them to support LAC effectively 

 Training coverage 

 Whether have training in trauma- and attachment-informed practice 

 Whether a published training plan  

 Whether they offer/take part in any multi-agency training  

 If so, what’s involved and who attends / who delivers this 

 If not, why notImpact of this training 

F Working in partnership (c. 15 mins) 

F1 Briefly, explore how education and social care work together in the LA 

 Separate or joint education and social care programmes for LAC in LA? 

 Multi-agency involvement in delivery and attendance at PEP meetings? 

F2 Explore how and to what extent LACE work with colleagues in… 

 Admissions 

 ALN or SEN 

 Education psychology 

 Adult social care, .i.e learning disability  

 Early help teams 

 Children’s services 

 Leaving care team  

 IROs 

F3 Main strengths and barriers to working in an integrated way within 
services  

F4 Explore how and to what extent LACE work with partners in the LA (e.g. 
schools, health, police) 

 Schools, e.g. designated person for looked after children in schools or other 
roles 

 Pupil referral units 

 Health colleagues i.e LAC Nurses, Speech and language, CAMHS  

 Further education 
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 Higher education 

 Alternative provision providers 

 Strengths of partnership working 

 Barriers to partnership working 

F5 Main strengths and barriers to working in an integrated way across the LA 

F6 Explore how and to what extent LACE work with other LAs e.g. for out of area 
placements 

G Data collection and monitoring (c.15-20 mins) 

G1 Overview of monitoring LAC education performance (for both children in 
care of your LA and in care of other LAs) 

 Information collected. For each mentioned, check frequency it is collected.  

 Education data and outcomes 

 Schools each child is attending 

 Academic performance  

 Exclusions 

 Attainment by key stage 

 Attendance data  

 Social/emotional status e.g. SDQ 

 Destinations of care leavers, incl number of NEETS 

 Social care outcomes 

 Number of children in your care 

 Where children are living  

 Intervention strategies 

 Any other information currently/aspire to collect 

 Children’s language skills and preferences 

 Whether children are able to receive education through the 
language of their choice 

 Whether data covers birth or early years (up to age 3) and beyond age 16 

 Rationale for these outcomes 

 Who does/does not have access to this information 

 Strengths 

 Limitations 

 Approach to collecting 

 Personal Education Plan (PEP)  

 Voice of the child 

 Who is this shared with? How is it used?  
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 Approach to storing 

 Database used  

 Do LACE teams and social care have separate systems? Do they have 
access to each other’s systems  

 Strengths 

 Limitations  

 Quality assuring performance data  

 QA process, incl who is involved and key timings  

 Strengths 

 Limitations 

 Reporting performance data 

 Is there an annual report? If so, who is this for (Director, members) 

 What outcomes are reported? Are they only educational? 

 Any longitudinal trends / measures reported? 

 How LAC education performance data is used. For each, explore who is 
responsible for communicating, how, why and limits.  

 To measure progress 

 Do LACE teams provide an annual report? If so, to whom? E.g. 
Corporate Parent Board? 

 To inform practice within the service 

 To inform practice with partners  

 To link with other data, within or beyond the LA  

 To compare with other LAs 

 To celebrate achievements of LAC  

 Suggestions for improving intelligence on LAC education performance  

 For understanding the individual progress of LAC  

H1 Check familiarity with recommendations from Macdonald report – recap if 
necessary 

 Overall views 

 What recommendations stand out as particularly valuable 

 Any that they disagree with  

H2 The report recommends all LAs in Wales adopt a Virtual School Head and 
establish Virtual Schools. 

 Overall views?  

 Views on VSH role? 

 Title? 

 Seniority? Who do they report to? Who reports to them?  
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 Should QTS be a requirement?  

 Should the structure be consistent across all LAs?  

H3 The second recommendation covers the level of funding required to enable an 
integrated approach to supporting LAC and how this is structured.  

 Overall views  

 Views on funding the VSH role and team 

 Views on VSH managing PDG 

H4 The third recommendation relates to the importance of high quality, consistent, 
up to date data.  

 Overall views  

 Any challenges or risks 

H5 The fourth recommendation involves the need for training, specifically the need 
for training in Trauma and Attachment informed practice.  

 Overall views  

 Any other training deemed necessary 

H6 The final recommendation discusses a need to broaden the measures of what 
constitutes educational outcomes for LAC.  

 Overall views  

 Focus on progress vs overall results 

 Progression routes at 16 and 18 including number of NEETS 

 Measurements of wellbeing, including resilience 

 Follow up at age 21 and 25 

I Final comments and wrap-up (c. 5mins)What already works well in Wales that 
a new model should keep 

I2 Which practices are less effective and need to be addressed in a new model 

I3 Final comments 

I4 Check if anyone else we should speak to or any documents that would be 
useful to the research. Check specifically for LACE job descriptions.  

I5 Thanks, and reminder of confidentiality and anonymity and that they can get 
in touch if they think of anything else that is important for the evaluation  
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Example topic guide – Care Experienced Young People group discussions 

A Interview purpose and principles 

A1 This guide is for use with one group discussion with care experienced young 
people. The group will take place Monday, 8th March at 3pm and last one hour. 
Discussions will help us to understand young people’s perspectives of the 
education support available to children in care and their views on proposed 
elements of a Welsh model for an integrated approach to LAC education. 

A2 This guide is intended to be used with a mix of individuals with varying 
characteristics and backgrounds. As such, it does not contain pre-set 
questions, but rather lists the key themes and sub-themes to be explored with 
group participants. Words or short phrases are instead used to indicate the 
study issues and allows the researcher to determine the formulation of 
questions and how to follow up. This encourages the researcher to be 
responsive to the situation and most crucially to the terms, concepts, language 
and behaviours used by the participants. 

A3 It does not include follow-up questions like ‘why’, ‘when’, ‘how’, etc. as 
participants’ contributions will be fully explored in response to what they tell us 
throughout in order to understand how and why views and experiences have 
arisen. 

A4 Questioning and probing will be framed to ensure we understand participants’ 
situations as they view them. Researchers will adapt the approach, as much as 
possible, to suit the needs of each participant. The prompts provided are not 
exhaustive, but rather indicate the types of content we would expect to be 
covered – this may vary across participants with different characteristics.  

A5 PRE-TASK - We will encourage the young people to complete a short activity 
before the group. Young people are asked to bring an item from around their 
house, draw a picture or find a picture online that they feel represents how they 
like to celebrate success. For example, a ribbon, to represent celebrating 
success through a badge or award, a mobile phone to represent celebrating 
success with an informal phone call or text, a pizza to represent celebrating 
success over a tasty meal with friends.  
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B Researcher introduction (c. 5 mins) 

B1 Thanks & Introduction: Introduce yourself, the notetaker and IFF Research –
research company independent from the government and their local authority  

B2 About the client: Welsh Government, part of their programme to ensure 
children in care enjoy good life chances  

B3 About the research and purpose of the interview:  

- To hear how you feel about how adults in the local authority and your school 
support your education and wellbeing 

- To share some ideas for improving how young people like you are 
supported in education and hear your thoughts – positive or negative – on 
those ideas. These ideas build on the views of social workers and teachers 
we’ve spoken to as part of this research, so it is important you have the 
opportunity to contribute. 

B4 Anonymity and confidentiality: Only the people in this group will know that 
you have taken part and what you have said: we will not name anyone in any 
reports or documents. Ask individuals to respect each other’s confidence and 
not to share outside this discussion, what individuals contributed within it. 

B5 How their information will be used: IFF Research operates under the strict 
guidelines of the Market Research Society’s Code of Conduct. Only the core 
members of the research team will have access to any of your details. We will 
not pass any of your personal details on to the client or any other companies 
and all the information we collect will be kept in the strictest confidence and 
used for research purposes only. 

B6 Right to data: You have the right to have a copy of your data, change your 
data, or withdraw from the research at any point. You can find out more 
information about your rights under the new data protection regulations by 
going to iffresearch.com/gdpr. We can also email this to you if you’d like. 

B7 Reassurances:  

 no right or wrong answers - we are simply asking for people’s views and 
opinions;  

 you may not know or have a view on something – just let me know and we can 
move on;  

 comfort – let me know if you’d like a break at any time; 

 no connection to the local authority, government or school so you can be as 
honest as you like  

B8 Duration: 60 minutes  

B9 Reminder about audio recording: the discussion will be recorded so that we 
can accurately capture their views, and so researchers can listen back when 
analysing the data. The recorder is encrypted and only the research team will 
have access to the recordings. 
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B10 Confirm happy to proceed on this basis of recording.  

B11 Check everyone has their item they were asked to bring  

B12 Any questions/concerns? 

C Participant introduction (c. 5 mins) 

C1 USE ZOOM WHITEBOARD – write first name and draw favourite food 

C2 Explore how time is spent now e.g. hobbies/activities, friends/family, 
community  

D Celebrating success (c. 7-10 mins) 

D1 Introduction activity - Instruct everyone to grab their item and one by one we 
will show the item and describe how it represents how they like to celebrate 
success, starting with the facilitator presenting her item. 

Briefly summarise common themes and differences. 

D2 Explore how they feel about celebrating success  

 Excited, happy, anxious, uncomfortable, neutral  

 When does it feel good/less good to celebrate achievement  

 Who is there 

 Setting   

 Timing 

D3 Thinking about success in school, like trying something new, completing a 
course; explore how they want to celebrate  

 Who is involved – no one (one-to-one) or others e.g. friends, family, classmates, 
head teacher, teachers, social worker 

 How are you being congratulated e.g. certificate, announcement, party, event  

D4 Briefly, explore how it would feel to see others celebrated  

E Helping social services and educations teams to work together (c. 30-35 mins) 

E1 Explain the research is exploring how best to help social services and 
education teams to work together to meet needs of young people like them. 
Thinking about their own experiences in school, explore one thing they 
each want to see change in how adults support them to succeed in 
education. 

 What does that change look like 

 Who is involved 

 How are they involved 

 What does that change mean to them 
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E2 One idea to achieve this is putting in place a new role in local authorities. This 
person would be more senior than the LACE Coordinator and Designated 
Teacher, with the power to put in place more support for CEYP, and to 
encourage headteachers and other professionals supporting them to do better. 
Explore initial impressions of this senior role. 

 Likes/dislikes 

 Assumptions of what this person could do for them 

E3 Explain this person would work to help make changing schools easier, and 
explore views on this activity 

 What exactly about changing schools works well/less well 

 For those that have experience of moving schools, explore what would have 
made it easier that they’d want this senior person to help with 

E4 Explain this person would encourage teachers and social workers to focus on 
the wellbeing of young people like them, in addition to educational attainment. 
By wellbeing we mean how they feel and the connections they have to friends, 
families. Explore how they’d feel about teachers and social workers asking 
them more about their wellbeing. 

 What would be more/less comfortable to discuss about their wellbeing 

 How would they want to discuss their wellbeing e.g. who, when, in what ways 

 Who would they feel more/less comfortable talking to about wellbeing  

E5 Explore anything else they want to see change in how social services and 
education teams work together  

F Final comments and wrap-up (c. 3 mins)Final comments 

F2 Questions about the research 

F3 Thanks, and reminder of confidentiality and anonymity  
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Annex B - Outcomes measurement  

Comparative approaches to looked after children data collection  

England 

In England, an annual census of looked after children is carried out – the SSDA903.1 

It collects data on all children looked-after by local authorities as well as for those 

who have recently left care up to the age of 21. The data is collected via a web-

based submission that all local authorities must complete. The SSDA903 covers a 

broad range of social and well-being information and outcomes, including: 

 Personal and demographic information including asylum seeker status 

 Information on placements and adoptions including dates and reasons 

for ‘episodes’ of care 

 Health information including dental checks and immunisations 

 Substance misuse and convictions 

 Strengths and difficulties questionnaire (SDQ) scores 

 Destinations for care leavers 

In addition to the SSDA903, the Department of Education2 also publish statistics 

relating to the educational outcomes for looked after children. Currently this is 

released in the form of an annual report but plans to publish this via an interactive 

platform have been outlined. Within this report are educational outcomes for looked 

after children compared against ‘non-looked after children’: 

 SEN status 

 Attainment at key stages 1, 2, 3 and 4 

 Progress at key stages - measured at an aggregate level by the progress 

made between stages 

 Attendance and exclusions 

 Destinations after key stage 4 

                                            
1 Department of Education - Children looked after by local authorities in England 
Guide to the SSDA903 collection 1 April 2020 to 31 March 2021 – version 1.2, 
October 2020 
2 Department for Education - Outcomes for children looked after by local authorities 
in England, 31 March 2019, March 2020 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/922278/Children_looked_after_by_local_authorities_in_England_guide_to_the_SSDA903_collection_1_April_2020_to_31_March_2021.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/922278/Children_looked_after_by_local_authorities_in_England_guide_to_the_SSDA903_collection_1_April_2020_to_31_March_2021.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/884758/CLA_Outcomes_Main_Text_2019.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/884758/CLA_Outcomes_Main_Text_2019.pdf
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Wales 

Wales takes a similar approach to that carried out in England but is less broad in the 

range of outcomes measured. The annual ‘Children Receiving Care and Support 

Census’3 collects data from local authorities on children under the age of 18 who 

have a care and support plan covering:.  

 Personal and demographic information including category of need, 

parental factors and asylum seeker status 

 SEN and FSM status 

 Health information including dental checks and mental health status 

 Substance misuse and convictions 

 Attainment at key stages 2,3 and 4 

 Attendance and exclusions 

To identify education outcomes, the CRCS is matched to the Pupil Level Annual 

School Census (PLASC) using Pupil ID as the PLASC no longer has a looked after 

children marker. Sir Alasdair’s Report recommended revisiting the decision around 

the looked after children’s marker, removed for GDPR.4 Attainment by key stages 

can be broken down by local authority, where base sizes permit.  

Scotland 

In general, the data collected in relation to looked after children is not 

comprehensive as Wales and England. There is no census of looked after children, 

rather data has to be collated from different sources. This is a particular concern in 

                                            
3 Welsh Government – Wales Children Receiving Care and Support Census, 2019, 
March 2020 
4 Three looked after children related fields were removed from the Pupil Level 
Annual School Census (PLASC) in 2019. They were removed as they were personal 
data that were no longer used by the Welsh Government due to having been 
superseded by the Children Receiving Care and Support Census (CRCSC). As 
such, under GDPR, the Welsh Government is not legally able to collect personal 
data that we do not use and do not have a specific and justifiable need for. The 
PLASC and CRCSC both collect the Unique Pupil Number (UPN) of each individual 
so that data can be linked by the Welsh Government, and therefore collecting looked 
after children data in PLASC and CRCSC would likely cause discrepancies that may 
jeopardise the reliability and usability of the data in terms of which source would be 
the true number. Collecting the same data twice also places an unnecessary 
administrative burden upon our schools and local authorities and the Welsh 
Government regularly reviews all of its data collections to minimise such burdens. 

https://gov.wales/sites/default/files/statistics-and-research/2020-03/wales-children-receiving-care-and-support-census-2019.pdf
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relation to social care, well-being and destinations post-education as it is very 

difficult to track and data may be incomplete. The main mechanism for collecting 

data regarding educational outcomes for looked after children is by linking local 

authority data to the Scottish Candidate Number (SCN). With this mechanism, data 

can be extracted on: 

 Type of accommodation 

 Age leaving school 

 Attainment at key stages and highest level of qualification 

 Attendance and exclusions 

 Post school destinations 

The SCN is assigned to children when they begin school. However, a SCN is not 

always supplied for looked after children and local authorities’ vary in their ability to 

provide SCN data. For example, only 61% of children in Glasgow City had a SCN.5 

This means that at best, the data is a subset of looked after children in Scotland. 

  

                                            
5 https://www.gov.scot/publications/education-outcomes-looked-children-2018-
19/pages/8/ 
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Measures currently collected in relation to looked after children in Wales 

Category Outcome / 

monitoring 

variable 

Example indicators Data 

collection 

Description 

Education Attainment  Reading, writing and 

mathematics at key stages 

2,3 and 4 

 National exam results 

PLASC Unique Pupil Number (UPN) is matched to CLA 

and CRCS census 

Attendance  Days absent 

 Days of education out of 

school 

PLASC Unique Pupil Number (UPN) is matched to CLA 

and CRCS census 

Exclusions  Fixed term exclusions 

 Permanent exclusions 

PLASC Unique Pupil Number (UPN) is matched to CLA 

and CRCS census 

FSM and 

SEN status 

 FSM eligibility 

 Type of additional need 

 Category of need 

PLASC Unique Pupil Number (UPN) is matched to CLA 

and CRCS census 

Social 

care 

Demographic 

information 

 Gender 

 DOB 

 Welsh language preference 

 Asylum seeker status 

CLA 

Census 

CRCS 

Census 

Standard demographic information is recorded in 

CLA and CRCS census 

Episodes of 

care 

 Date entering the system 

 Reasons for entering the 

system / category of 

abuse/neglect 

 Type of care provided 

 Time spent out of the 

system 

CLA 

Census 

CRCS 

Census 

CLA Census gathers episode of care data, 

including the legal status of the episode and the 

category of abuse/neglect. Each child could in 

theory be tracked over time and periods out of 

care can be identified 
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CRCS census also collects data on the main 

reason a child started to receive care and 

support services 

Disability 

status 

 Type of impairment 

 Autism Spectrum Disorder 

CRCS 

Census 

CRCS census records physical and mental 

impairments and whether a child has Autism 

Spectrum Disorder 

 Care 

placement 

stability 

 Number of placements 

 Type of placement 

CLA 

Census 

Derived from ‘episodes of care’ data 

 Post care 

destinations  

 Type of accommodation at 

time of leaving care 

CLA 

Census 

Living arrangements for care leavers are recorded 

at the point they cease to be looked after 

 Interactions 

with the 

justice 

system – 

whilst looked 

after 

 Offending rates CRCS 

Census 

A child is included in the youth offending figures if 

they have a plan in place with the Youth Offending 

Team 

 Social and 

health 

outcomes – 

whilst looked 

after 

 Mental health problems 

 Substance misuse 

CRCS 

Census 

Mental health problems as diagnosed by a 

medical practitioner 

 

Substance misuse is defined as the regular 

excessive consumption of and/or dependence on 

psychoactive substances 

 

CRCS census also tracks general health 

outcomes and behaviours such as dental check-

ups and if they have had immunisations 
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Future measures which should be collected as part of a new Welsh model 
Category Outcome / 

monitoring 

variable 

Example indicators Possible data 

collection 

methods 

Rationale 

Education Progression  From point of entering system 

 Between key stages 

 Based on personalised targets 

Standardised 

online PEP for all 

looked after 

children in 

Wales 

Within the PEP it should be feasible to record personalised 

educational targets based on joint input from educational 

and social services, and to track attainment over time. 

 

These targets do not necessarily have to be related to 

national exams and could include a more holistic view of 

educational progress. 

 

The rate at which targets are ‘achieved’ would become the 

key indicator for the value-added effect of interventions. 

School 

placement 

stability 

 Number of schools 

 Type of school 

Match UPN with 

CLA and CRCS 

Census 

Multiple and unstable school placements will likely have a 

detrimental impact upon the educational attainment of 

looked after children. 

 

Theoretically it is already possible to track the number and 

type of school placements an looked after children 

experiences, by matching the UPN to looked after 

children and CRCS Census returns. However, this is not 

currently an outcome/variable that is reported on or is 

easily accessible for analysis.  

Educated 

through 

alternative 

provision 

(EOTAS) 

 Whether educated offsite and 

through which types of 

alternative provision 

Type of 

educational 

provision to be 

included in CLA 

and CRCS 

census 

There is no single national framework to track the 

outcomes of looked after children who are not captured 

in the PLASC returns. Furthermore, looked after 

children is not included as a category of analysis for the 

EOTAS data available on StatsWales. 

 

Without this data, it is impossible to track the educational 

outcomes of many looked after children and therefore 
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to understand the overall effectiveness of alternative 

provision. 

 Post-education 

destinations up 

to the age of 

21 

 NEET status 

 Duration of time NEET 

Extend CLA and 

CRCS census to 

the age of 21 and 

include NEET 

status 

 

Include looked 

after children 

/CEYP indicator 

in the Lifelong 

Learning Wales 

Record 

Longer-term outcomes for CEYP in adulthood may be a 

more accurate reflection of the relative success of any 

interventions in childhood. 

 

Up until 2016-17, the SSDA903 recorded NEET status for 

CEYP on their 19th birthday. This data stopped being 

collected when SSDA903 was replaced by the CLA Census. 

 

StatsWales produce estimates for the number of 16-24 year 

olds who are NEET. This is based on data derived from 

PLASC and Lifelong Learning Wales Record. looked after 

children /CEYP status is included as a variable in these data 

sources, it is therefore not possible to produce an estimate 

for CEYP in this age range. 

 Post-care 

destinations up 

to the age of 

21 

 Type of accommodation Extend CLA and 

CRCS census to 

the age of 21. 

Longer-term outcomes for CEYP in adulthood may be a 

more accurate reflection of the relative success of any 

interventions in childhood. 

 

Currently, the looked after children Census records the 

type of accommodation for CEYP at the point they cease to 

be looked-after. Beyond this point there is no nationally 

consistent framework for tracking this outcome for CEYP. 

 Interactions 

with the justice 

system – long-

term 

 Offending rates Extend CLA and 

CRCS census to 

the age of 21. 

 

Longer-term outcomes for CEYP in adulthood may be a 

more accurate reflection of the relative success of any 

interventions in childhood. 

 

Currently, there is no consistently collected national data on 

CEYP in relation to the justice system. 

 Social and 

health 

 Mental health problems 

 Substance misuse 

Extend CLA and 

CRCS census to 

the age of 21. 

Longer-term outcomes for CEYP in adulthood may be a 

more accurate reflection of the relative success of any 

interventions in childhood. 
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outcomes – 

long-term 

  

Currently, there is no consistently collected national data on 

CEYP in relation to mental health problems and substance 

misuse. 

 Emotional well-

being 

 SDQ scores Well-being 

indicators should 

become a 

statutory outcome 

for all 

schoolchildren in 

Wales 

Standardised 

online PEP for all 

in Wales 

The move to a more holistic view of measuring outcomes for 

looked after children and CEYP must include a focus on 

general well-being. If measuring well-being is to become 

statutory, it should be applied to the entire cohort, not just 

looked after children.  

Local authorities apply various methods to measure well-

being including Boxall Profiles and Warwick Edinburgh 

Mental Well-being Scales. 

The Strengths and Difficulties Questionnaire (SDQ) is one 

such method that is widely used in England and could also 

be used in Wales.  
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Annex C - VS Head equivalent 

This example job description was drafted based on the literature review and primary 

research with LACE Coordinators and other local authority stakeholders regarding 

the responsibilities for such a role and the requirements and skillsets the post holder 

should possess. It is also informed by analysis of job descriptions that IFF were able 

to obtain for similar roles in England, Scotland, and Australia.  

Please note, this example job description is designed to be illustrative of what the 

role could encompass and the type of person who may be appropriate for the post. 

The job title, reporting structure, remuneration, and other specific information are 

examples and not intended to be taken as a recommendation for a pilot phase or as 

standard practice going forward. The specific requirements and responsibilities will 

naturally vary by local authority depending on existing structures and the size of the 

looked after children population.  

1 Job Details 

Job Title:  VS Head equivalent 

Reports to: Director of Education 
Director of Children’s Services 

Service: Looked After Children Virtual School 

Pay scale: Parity with local salaries for Headteacher or Deputy 
Headteacher  

 

2 Job Purpose 

 
The role of the VS Head equivalent is to oversee and promote the interests of all 
looked after children within their virtual school. This will include looked after 
children placed within and outside of the local authority boundaries, and should 
ideally also include those formerly looked-after and those on the edge of care, up 
to the age of 24. They will work at a senior, strategic level and will manage and 
collaborate with relevant stakeholders to improve the overall outcomes for looked 
after children. 
 
The post holder will report to the Director of Education and the Director of 
Children’s Services jointly (or to the relevant postholder in an integrated Education 
and Children’s Services department). In regard to the decisions made about 
looked after children in schools, they will have equal weight to other headteachers.  
 
They will manage a multidisciplinary team of education and social services 
professionals. 
 
The role requires the post holder to operate on behalf of children placed outside of 
their local authority area, meaning collaboration with other councils and their local 
teams/processes is an integral part of the job. 
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The duties of the VS Head equivalent are: 

 Oversight and monitoring of all looked after children and CEYP under their 
responsibility 

 Strategic planning to improve the overall outcomes of looked after children 

 Influence and collaborate with headteachers and other education and social 
work professionals to represent the interests of looked after children 

 Manage a multidisciplinary team 

 Direct intervention in specific cases 

 

 

4 Requirements 

 
The post holder needs to be able to demonstrate the following qualifications and 
experience: 
 
Necessary 

 QTS or equivalent professional experience 

 Substantial experience working with looked after children in schools or 
other educational settings 

 Experience in a senior leadership role 

 Demonstrable knowledge of current government policy relating to looked 
after children and education 

 
Desirable 

 Experience in a senior leadership role in a school or other educational 
setting e.g. Headteacher, Deputy Headteacher, Department/Year Head etc. 

 Postgraduate qualification  

 
  

3 Outcomes 

The post holder will be expected to formally report on a regular (minimum biannual 
basis) to Corporate Parenting Board on the following outcomes: 
 

 Improve the educational progress of looked after children 

 Ensure the well-being and social needs of looked after children under their 
responsibility are being met 

 Improve the effectiveness of interventions by initiating and identifying best 
practice 

 Ensure the professionals and teams responsible for looked after children have 
the support and resources they need to carry out their job 

 Maintain oversight and operate on behalf of all looked after children, whether 
placed in or out of the local authority 

 Monitor and drive forward the long-term outcomes of looked after children 
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6 Job specific skills and behaviours  

 
Leadership 
The post holder will be expected to collaborate with and influence other school 
headteachers and senior leaders in the local authority, as well professionals 
working in education and Children’s Services. Therefore, it is vital that the post 
holder is able to effectively represent the voices of looked after children in what 
could be challenging circumstances. 
 
Strategy 
The post holder must have the ability to develop overarching strategies and 
initiate policies to ensure broad outcome measures are being met. It is expected 
the post holder will deploy an evidence based approach. This includes the 
monitoring and identification of effective implementations, as well bringing in best 
practice from across the sector.  
 
Creativity 
The needs of looked after children are complex and varied. Furthermore, the post 
holder will be working with a broad age range, from primary to secondary. What 
works for one child in one setting, may not be appropriate for another child. The 
ability to be agile, and to work collaboratively and creatively with the relevant 
stakeholders produce optimal interventions and strategies is vital. 
 
Management and supervision 
The post holder will be managing a team of LACE Coordinators and will be 
accountable for the overall performance of service or department. The ability to 
support professional development and inspire a team is therefore also a key 
element of the role. It is important that the post holder is able to manage a budget 
and spend it in the most effective way possible. 
 
Knowledgeable and conscientious 
The post requires both a child centred approach as well as a view to the broad 
outcomes of the whole looked after children community within their responsibility. 
It is therefore vital that the post holder has a strong understanding of the impact of 
childhood experiences and the specific needs of individual children as well as the 
ability to harness the resources of the community and professionals to drive 
improvements. In doing so, the post holder should be able to provide consistency, 
continuity and raise ambitions for looked after children. 

 

  



An integrated approach to improving educational outcomes for looked after children 
in Wales 

98 
 

Annex D - Pilot and evaluation guidance 

The final report discusses recommendations for LAs and Welsh Government to 

measure outcomes for looked after children, and to implement other component 

parts of an integrated system identified in the research. This annex discusses how to 

pilot and evaluate a new model prior to rolling out a national model.  

Refining the aims and mechanisms of a restorative leadership approach in 

Wales 

The Theory of Change is a visual representation of how a pilot is intended to impact 

looked after children and the organisations involved in their care. The aim of the 

Theory of Change is to provide a simplification of the relationship between the 

delivery of the pilot and the assumptions that underpin its operation, the resources 

committed and the expected results on looked after children and support 

organisations. The figure below presents an initial Theory of Change and it is 

discussed in more detail below. An evaluation of the pilot should update the model to 

ensure it reflects the pilot components and delivery, which may evolve over time.  

Context 

The context box to the left of the Theory of Change provides a short summary of the 

operating context of social care and education teams, giving a sense of scale and 

variation in how services are currently delivered. This context needs to be factored 

into the pilot and evaluation design.  

Inputs  

The inputs column on the left-hand side of the Theory of Change essentially 

expresses the resources – funding and stakeholders – that would need to be 

committed to pilot delivery, and are expected to delivery key activities necessary for 

bringing about looked after children and organisation outcomes.  

It currently captures the role of a strategic lead, to drive forward clearer leadership 

and governance in the pilot. It also includes the support that strategic lead would 

need, including governance and accountability systems, specialist support, and 

whole-community engagement. Exactly how many and which individuals providing 

specialist support and reflecting the wider community would depend on how Welsh 

LAs propose delivering their pilot. Inputs also include the financial investment to LAs 

to take part in a pilot, and to design, deliver and evaluate their pilot. Depending on 

how a pilot LA currently delivers support, some of these resources may already be in 

place. 
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Figure 9 Draft Theory of Change for a restorative leadership pilot 

 

 

Context

There are 22 local authorities in 

Wales, with the scope, structure 

and roles of services supporting 

LAC outcomes varying. 

Authorities vary in the extent to 

which they work in an integrated, 

multi-disciplinary way to support 

LAC, which influences how well 

equipped practitioners and 

individuals are to support LAC 

education issues.

LAC teams vary in how 

empowered they are to influence 

service priorities, drive high 

aspirations and expectations for 

LAC, and in how effectively they 

are held accountable.

Additional learning needs and 

curriculum reform are  underway.

Inputs Mechanisms Outcomes

Greater proportion of 

LAC feel they are 

progressing 

A senior, credible, strategic 

role with dedicated budget

Restorative approach to 

leadership – high support, 

high challenge

Improved school and 

authority confidence 

in supporting LAC

Engagement from social 

care, education, schools, 

health, elected members  

and the wider community, 

including business and 

leisure

Strong governance and 

accountability 

Specialist support, including 

education, transitions, 

CAMHS and ALN expertise 

Champion improved 

understanding of needs of 

LAC among partners/wider 

system

Regular reporting to Welsh 

Government, Directors & 

Corporate Parenting Board

Scrutinise PEP quality and 

LAC-centred processes 

Represent LAC education at 

strategic boards and panels 

Smoother LAC 

transitions, between 

years and to new 

schools

Practitioners 

empowered to deliver 

ambitious, person-

centred support  

Proactive and tailored 

LAC interventions

Monitor and communicate 

progress towards broader 

LAC outcomes

Multi-agency working with 

effective communication and 

joint training

High standard PEPs

aligned with ALN and 

with clear voice of child

Evaluate and communicate 

impact of interventions

Individuals supporting 

LAC understand their 

needs and know what 

works, for what cohorts

Organisational

Looked after children

Looked after children

Organisational

Views considered on 

strategic boards and panels 

Contribute to PEP/review 

meetings in a way that is 

appropriate to them

Supported to reflect on own 

progress

Improvements to 

education, social 

work and/or 

wellbeing measures 

Improved integrated 

working at the LA and 

regional level 

Transformational, system 

and individual LAC funding

Cost savings from a 

more consistent and 

efficient system

Greater provision 

consistency across 

LAs and borders

Feel their education and 

well-being are being 

invested in
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Mechanisms 

The mechanisms columns summarise how we expect the pilots to use the resources 

invested in the pilot, to enable the intended looked after children and organisation 

outcomes to come about. This is not an exhaustive list, but the core activities we 

think a pilot would need to have, as a minimum. The exact mechanisms may evolve, 

based on how LAs propose delivering their pilot. Depending on how a pilot LA 

currently delivers support, some of these mechanisms may already be in place.  

For example, at the top of the mechanisms column the Theory of Change captures 

two activities for the strategic lead to drive forward, to enable the conditions for 

empowering practitioners to deliver ambitious, person-centred support: a restorative 

approach to leadership and to scrutinise PEP quality and LAC-centred processes. 

The Theory of Change hypothesises that empowered practitioners and high 

standard PEPs will contribute to a greater proportion of looked after children feeling 

they are progressing, improvements to education, social work and/or wellbeing 

measures and smoother looked after children transitions. The purpose of the 

evaluation would be to monitor these activities and the outcomes identified in the 

Theory of Change, to understand whether the theory holds and the reasons for this. 

The colour coding of the input and mechanisms boxes refer to the component parts 

– jigsaw puzzles – of the model for achieving a more integrated approach to looked 

after children outcomes, included in the bottom left of the Theory of Change for 

reference. 

Outcomes 

Outcomes are the short to mid-term changes for looked after children and the 

organisations supporting them, resulting from the mechanisms. The long-term 

impact is to ultimately have clear and consistent leadership and governance for 

delivering looked after children education outcomes in all Welsh LAs. 

We expect the collective activities by organisations and looked after children – the 

mechanisms – will lead to: 

 Positive change for looked after children, including  

o Greater proportion of looked after children feel they are progressing 

o Improvements to education, social work and wellbeing measures 

o Smoother looked after children transitions, between years and to new 

schools 
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 Positive change for organisations, including 

o Improved school and LA confidence in supporting LAC 

o Improved integrated working at the LA and regional level 

o Greater provision consistency across LAs and borders 

o Cost savings from a more consistent and efficient system 

Important for the Theory of Change is the interplay between looked after children 

and organisation outcomes; the outcomes for looked after children are unlikely to 

happen if the organisational outcomes are not met. 

Pilot considerations 

Context matters, so evaluations of the pilots should factor in contextual factors for 

each pilot because an evaluation would not be evaluating like for like. For example, 

authority size and level of service integration, and number of LAC and their needs.  

As part of all pilots, Welsh Government should be explicit about the outcomes it 

would like to see progress against, require pilots to monitor those and put in place 

evaluations of all pilots. Ideally outcomes would include all broader outcomes of LAC 

Welsh Government considers taking forward across Wales (see Annex B). Longer 

term outcomes may not be feasible to identify in these timescales, especially given 

the LAC population composition in some areas, so instead, pilots should track 

direction of travel and perceptions of being on track to achieve those longer-term 

outcomes. Regardless of LAC population composition, pilots should commit to an 

educational progress measure for their LAC and also to trialling the wider reporting 

process that comes with it. For example, contextual indicators and wider outcome 

measures.  

To support learning among the pilots there should be a formal mechanism to 

network and share progress and lessons learned. For example, a knowledge sharing 

Microsoft Teams channel all pilot LAs have access to or regular pilot workshops 

facilitated by the Welsh Government or pilot evaluators, which would help tie in these 

mechanisms to the evaluation.  

The areas not involved in the pilots would become the comparison group – the areas 

continuing with business as usual and against which all pilot areas are compared. 

Including a couple of LAs doing business as usual and monitoring the same 

measures as the pilots would be good practice and would better help to understand 

whether and how pilot approaches are benefitting LAC and service delivery.  
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