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Implementation Action Plan

Dear Reader,

This document brings together the proposed roadmap, detailed actions, timeline and milestones, together with
the main delivery risks and practical mitigations. It is written to support handover to SBC and to provide a clear
basis for the next phase of transformation.

The completed project outputs and design foundations are drawn from the delivered project artefacts. The
detailed timeline, milestones, ownership suggestions, and implementation of sequencing in this document are
proposed recommendations for SBC to adopt and refine during handover planning.

We would like to take this opportunity to thank SBC for the opportunity to work alongside the team on this
important piece of work. It has been a genuine privilege for us to support the development of a system that is so
clearly focused on improving outcomes for children and young people. We have both thoroughly enjoyed working
with colleagues across education and have been consistently impressed by the level of commitment, openness
and ambition within Swindon.

This programme has been shaped through collaboration, challenge and shared learning, and we feel confident
that the foundations now in place provide a strong basis for sustainable transformation over the coming years.
We look forward to seeing how this work continues to evolve and embed across the system.

Annemari Ottridge Kate Stradling
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1. Executive Summary

SBC is now in a strong position. The completed 12-week project has established a tested banding framework, an SBC
Cost Library model, exemplar materials and operational guidance linking need, provision and funding. The next step is
implementation: moving from a completed project into a confident, agreed and sustainable local system. This plan
sets out a phased transformation approach over the next 24 months, followed by a longer-term sustainability and
reform alignment phase through to 2030. It is designed to balance clarity, pace and confidence, with enough structure
to support disciplined delivery while still allowing SBC to refine detail through governance.

Although the programme spans 24 months, meaningful implementation milestones are achieved throughout the first
year, with consultation, OAP implementation, specialist guidance, pilot activity and operational framework
development completed within the first eight months. Where consultation outcomes, stakeholder confidence and
operational readiness are stronger than anticipated, opportunities to accelerate elements of the programme may be
considered through established governance arrangements. The first six to twelve months should be viewed primarily as
a system implementation and confidence-building period rather than an outcomes evaluation phase. Early success
will be evidenced through stakeholder engagement, improved consistency of decision-making, increased clarity
around OAP and stronger moderation practice. Changes in demand patterns, EHCP activity, placement trends or
financial impact may take longer to emerge and should not be used as sole indicators of programme success.

FIRST 100 DAYS OF IMPLEMENTATION |

Building confidence, consistency and implementation readiness

B 0

FOUNDATIONS ENGAGEMENT REFINEMENT READINESS
Days 1-30 Days 31-60 Days 61-90 Days 91-100
* Consultation pack issued * School engagement ® Consultation findings * Recommendations agreed
. sessions analysed g
e OAP guidance launched ¢ Next phase priorities
® Parent and carer ® Themes and trends confirmed
® FAQ published engagement identified
» Governance approach
e Core implementation © Worked examples shared e Clarifications incorporated confirmed
messages agreed ¢ Feedback gathered o Early risks reviewed * Ready to move into
and tested operational testing
\: o/ ) AS =2 =

EARLY SIGNS OF SUCCESS

Improved Greater Increased Stronger evidence Clear priorities
understanding : consistency in stakeholder base for for the

of OAP decision making confidence implementation next phase

CREATING CONSISTENCY. Longer-term impacts on outcomes, demand and finance will emerge

BUILDING CONFIDENCE. l The first 100 days focus on understanding, confidence and readiness.
over time.

READY FOR IMPLEMENTATION.
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2. End of Project Position

Tested banding

framework aligned to
Levels 0-4 and Bands

0-10

Cosultation-ready
materials and Cabinet
framing

3. Programme Principles

Clarity first -
particularly around
Ordinary Available

Provision (OAP/Level
0).

Exemplars over theory
- practical examples
should anchor
interpretation.

SBC Cost Library
model linking

provision components

and funding logic

Need before money -
every conversation
should run need —»

provision — funding.

Moderation protects
consistency - drift is
managed through
regular quality
assurance.

Full exemplar suite
acorss needs and
phases

Project assurance and
testing completed

Pilot before scale - use
controlled testing
before wider rollout.

The digital system
should support
professional
judgement, not
replace it.
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4. What Has Been Achieved vs What Is Still To Be Done

Already completed Still requires implementation

Banding Framework testing Workforce embedding

Cost Library model developed Training and consistent application
Exemplars developed and Training and consistent application
modified

Operational guidance
Consultation materials
Re-evaluation of higher banding
values sense tested

Behavioral and culture change
System wide confidence
QA and moderation

4. Programme Timeline Overview

Primary Focus

Key Milestone

Lead Responsibility

(Suggested)

Phase 1 Months 0-4 Consultation, OAP, Month 1: Consultation | SEND Transformation
Reviewed Banding pack signed off and Board; SEND strategic
Framework and issued lead; school
Monetary Values engagement lead;
communications lead
Phase 2 Months TBC Refinement, OAP for Month 5: Refined SEND strategic lead;
Specialist Settings framework and values | special school/
and Pilot Review agreed in draft specialist settings
Practice lead; EHCP review
lead; moderation
chair; finance lead
Phase 3 Months 8-14 ISP Framework Month 9: Draft ISP SEND practice lead;
Development and framework completed | EHCP / review lead;
Consultation parent engagement
lead; school pilot
leads
Phase 4 Months 10-18 Digital Transition — Month 10: Functional | Digital lead; SEND
(overlapping with SBC Cost Library specification signed system owner; data
Phase 3) System off and governance lead;
operational user
group
Phase 5 Months 15-24 Full System Rollout Month 15: Full rollout | Programme delivery
(All Areas) plan and sequencing group; SEND
confirmed operational
managers; school
implementation
leads; quality
assurance lead
Phase 6 Month 24 onwards to Sustainability and Year 3: First annual SEND Transformation
2030 Alignment to National | reform alignment Board; inclusion lead;
Reform review completed
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sufficiency lead;
workforce lead

5. Detailed Milestones

Milestone Point Expected Position

Month 1 Consultation materials issued and OAP narrative launched
Month 4 Consultation findings completed
Month TBC Specialist settings OAP guidance completed
Month 7 KS2-KS3 review pilot launched
Month 8 Operational framework and Cabinet decision paper
completed
Month 9 Draft ISP framework completed
Month 12 Refined ISP framework agreed
Month 16 Digital system ready for go-live decision
Month 20 Full rollout complete across priority areas
Month 24 Annual review cycle and first impact report completed
7
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6.1 Phase 1 - Consultation, OAP, Reviewed Banding Framework and Monetary Values
Timing: Months 0-4

Purpose: To build shared understanding, confidence and legitimacy around a single local system before formal
adoption.

Expected Leader Questions examples (A full version of these can be found in FAQ pack Aug 2026 within
consultancy paperwork).

e |sthis afunding reduction exercise?
e Will schools lose money?
e Arethresholds changing?
e |s OAPreplacing EHCPs?

e Are we making access harder?

Consultation is intended to test understanding, implementation practicality and confidence in the framework.
Feedback will be considered carefully and may inform refinement; however, changes should be driven by evidence,

consistency and operational viability.

6.1.1 Key actions

1. Publish consultation materials that bring together OAP (Level 0), the reviewed banding framework, monetary

values by band, provision expectations and exemplars.

2. Run a structured engagement programme with headteachers, SENCOs, parents and carers, health and care

partners, and Schools’ Forum / finance leads.

3. Use worked examples and exemplars to keep the conversation anchored in need, provision and outcomes before

funding.

4. Capture consultation feedback in a way that distinguishes between issues of clarity, confidence, affordability and

implementation practicalities.

6.1.2 Suggested action plan and sequencing

Success indicator

Action

Publish consultation
materials that bring together
OAP (Level 0), the reviewed
banding framework, monetary
values by band, provision
expectations and exemplars.

Suggested timing
Month 1

Suggested owner

SEND Transformation Board;
SEND strategic lead; school
engagement lead;
communications lead

Required materials or
framework element
completed and ready for use

feedback in a way that
distinguishes between issues
of clarity, confidence,
affordability and

Run a structured engagement | Month 2 SEND Transformation Board; Stakeholder engagement /
programme with SEND strategic lead; school testing completed with
headteachers, SENCOs, engagement lead; usable feedback captured
parents and carers, health communications lead

and care partners, and

Schools’ Forum / finance

leads.

Use worked examples and Month 4 SEND Transformation Board; Operational practice tested
exemplars to keep the SEND strategic lead; school and translated into next-stage
conversation anchored in engagement lead; refinement

need, provision and communications lead

outcomes before funding.

Capture consultation Months 0-4 SEND Transformation Board; Outputs approved and ready

SEND strategic lead; school
engagement lead;
communications lead

to move into the next phase
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implementation
practicalities.

Key deliverables

Consultation pack and engagement materials
OAP Level 0 guidance for all settings
Consultation feedback report

Refined FAQ and engagement summary
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6.1.3 Milestones for this phase

Timing point \ Milestone

Month 1 Consultation pack signed off and issued
Month 2 Stakeholder engagement events completed
Month 4 Consultation findings and recommendations completed

6.1.4 Key risks and mitigation in delivery

OAP is not understood consistently

What this looks like in practice
Different interpretations of the baseline
offer, leading to inconsistent
expectations and funding discussions.

Mitigation built into the plan
Publish early, keep language simple, and
reinforce through exemplars and real
scenarios across mainstream and
specialist settings.

Discussion becomes dominated by
funding rather than provision

Stakeholders focus on values or savings
rather than on need, provision and
outcomes.

Sequence every engagement around
need > provision = funding, and present
monetary values as a reflection of
assessed need rather than an
entitlement.

Stakeholders perceive reform as a cost-
cutting exercise

Stakeholders focus on values or savings
rather than on need, provision and
outcomes.

Use a consistent narrative focused on
fairness, clarity and transparency, and
lead with practical examples of better
provision planning and decision-making.

Anecdotal concerns become accepted
as evidence

Individual cases or isolated concerns are
presented as proof that the framework is
flawed

Use implementation metrics,
moderation outcomes and consultation
themes to assess issues systematically
before changes are made

6.1.5 Early signs of success

How? Evidence of progress

Launch OAP guidance

Consistency of OAP interpretation

Publish FAQ

Number of FAQ queries resolved

Deliver first engagement events

% of schools/ leaders attendance

Provide worked examples

Collaboration and positive feedback

Produce consultation themes report

Reduction in repeat clarification
requests

Establish moderation and decision-
making tracker

Increased consistency of decisions and
audit trail

6.2 Phase 2 — Refinement, OAP for Specialist Settings and Pilot Review Practice
Timing: The timeframe for this phase will remain flexible to align with SEND Reform developments and to reflect

the outcomes of outreach and SEMH support delivered by specialist settings within mainstream schools.

Purpose: To refine the model following consultation and begin controlled operational testing, including specialist
settings and transition-point review practice.

What does success look like? Longer-Term Indicators of Success

Clearer expectations and decision
making

Reduction in Tribunals

Greater consistency across practice

Reduction in EHCP requests

Stronger moderation and quality
assurance

Improved outcomes for children and
young people

Clear and operational specialist OAP
framework

Improved alignment between funding
and identified need
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6.2.1 Key actions

5. Analyse consultation findings and refine descriptors, OAP boundaries, monetary values and provision expectations

where needed.

6. Complete detailed OAP development for specialist settings, making the distinction between core offer and top-up
boundary explicit and usable.
7. Pilot ISP/EHCP review activity for children at the KS2-KS3 transition point in selected schools to test stronger

needs articulation and transition planning.
8. Introduce an operational moderation and decision-making framework, including evidence thresholds, challenge

processes and mechanisms for distinguishing systemic issues from isolated implementation concerns.

6.2.2 Suggested action plan and sequencing

Action Suggested timing Suggested owner Success indicator
Analyse consultation findings Month TBC SEND strategic lead; special Required materials or

and refine descriptors, OAP school/ specialist settings framework element
boundaries, monetary values lead; EHCP review lead; completed and ready for use
and provision expectations moderation chair; finance

where needed. lead

Complete detailed OAP Month TBC SEND strategic lead; special Stakeholder engagement /
development for specialist school/ specialist settings testing completed with
settings, making the lead; EHCP review lead; usable feedback captured
distinction between core offer moderation chair; finance

and top-up boundary explicit lead

and usable.

Pilot ISP/EHCP review activity | Month TBC SEND strategic lead; special Operational practice tested
for children at the KS2-KS3 school/ specialist settings and translated into next-stage
transition pointin selected lead; EHCP review lead; refinement

schools to test stronger moderation chair; finance

needs articulation and lead

transition planning.

Introduce an operational Month TBC SEND strategic lead; special Outputs approved and ready

moderation and decision-
making framework, including
evidence standards and
escalation routes.

school/ specialist settings
lead; EHCP review lead;
moderation chair; finance
lead

to move into the next phase

6.2.3 Key deliverables

e Final SEND Operational Framework

e Specialist settings OAP guidance

e KS2-KS3 pilot review report

e Moderation and decision-making framework

e Cabinet decision paper

6.2.4 Milestones for this phase

TBC Refined framework and values agreed in draft

TBC Specialist settings OAP guidance completed

TBC KS2-KS3 pilot launched

TBC Cabinet decision paper and operational framework
finalised
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6.2.5 Key risks and mitigation in delivery

Specialist settings OAP remains unclear

What this looks like in practice
Different interpretations of the baseline
offer, leading to inconsistent
expectations and funding discussions.

Mitigation built into the plan

Test guidance against real cases and
ensure leaders can distinguish between
core offer, baseline staffing and genuine
top-up provision.

Transition-point pilot becomes isolated
and does not influence system change

Activity remains isolated and does not
influence the wider design or future
phases.

Set clear success criteria, evaluate
formally, and use findings to shape
Phase 3 ISP development.

Decision-making remains variable
between teams or settings

Cases are handled differently across
teams, settings or panels.

Introduce moderation early, use
exemplars as anchors, and keep
evidence requirements explicit and
proportionate.

6.3 Phase 3 — ISP Framework Development and Consultation

Timing: Months 8-14

Purpose: To develop the Individual Support Plan framework as a practical bridge between need, provision, delivery

and outcomes, and to test this with stakeholders.

Initial feedback may focus on perceived administrative burden. Evaluation should therefore prioritise whether the ISP

improves clarity of provision, accountability and review quality rather than measuring success solely through user

preference.

6.3.1 Key actions

9. Develop the ISP framework, templates and guidance, ensuring a clear relationship with EHCPs, OAP and the

reviewed banding framework.
10.
than adds complexity.
11.
consistency.
12.

Update training and support resources in readiness for wider pilot rollout.

6.3.2 Suggested action plan and sequencing

Consult with schools, families and partners on the ISP model, its practical use and how it improves clarity rather

Align the ISP with provision planning, review cycles and outcome monitoring so that it supports day-to-day

Action Suggested timing Suggested owner Success indicator
Develop the ISP framework, Month 9 SEND practice lead; EHCP / Required materials or
templates and guidance, review lead; parent framework element
ensuring a clear relationship engagement lead; school completed and ready for use
with EHCPs, OAP and the pilot leads
reviewed banding framework.
Consult with schools, Month 11 SEND practice lead; EHCP / Stakeholder engagement /
families and partners on the review lead; parent testing completed with
ISP model, its practical use engagement lead; school usable feedback captured
and how itimproves clarity pilot leads
rather than adds complexity.
Align the ISP with provision Month 12 SEND practice lead; EHCP / Operational practice tested
planning, review cycles and review lead; parent and translated into next-stage
outcome monitoring so that it engagement lead; school refinement
supports day-to-day pilot leads
consistency.
Update training and support Month 14 SEND practice lead; EHCP / Outputs approved and ready
resources in readiness for review lead; parent to move into the next phase
wider pilot rollout. engagement lead; school

pilot leads
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6.3.3 Key deliverables

e Draft ISP framework and templates
e |SP consultation report

e Refined ISP framework

e Implementation readiness plan

6.3.4 Milestones for this phase

Month 9 Draft ISP framework completed

Month 11 ISP consultation activity completed

Month 12 Refined ISP framework agreed

Month 14 Implementation readiness plan completed

6.3.5 Key risks and mitigation in delivery

bureaucracy

The ISP is seen as another layer of

What this looks like in practice

Use of the framework is seen as
burdensome rather than useful in
practice.

Mitigation built into the plan

Keep the framework practical and
concise, pilot with live cases, and be
explicit about how it improves clarity and
accountability.

The ISP is not clearly aligned with EHCPs
and review processes

The ISP is not clearly aligned with EHCPs
and review processes

Define roles and interfaces clearly and
ensure that the ISP complements, rather
than duplicates, existing statutory
arrangements.

Low engagement from schools or
families at consultation stage

Low engagement from schools or
families at consultation stage

Use co-production principles, work
through trusted networks, and iterate
quickly in response to feedback.
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6.4 Phase 4 - Digital Transition — SBC Cost Library System

Timing: Months 10-18 (overlapping with Phase 3)

Purpose: To move from spreadsheet dependency to a controlled digital system that supports consistent scoring,

banding, provision mapping, costing and moderation.

Early implementation issues should be expected and treated as part of normal digital transition activity. The presence

of defects, workarounds or refinement requests should not automatically be interpreted as evidence that the

underlying model is ineffective.

6.4.1 Key actions

13. Translate the SBC Cost Library into system rules and functional requirements, including scoring, banding,
provision packages, costs, gaps and moderation touchpoints.
14. Build or configure the digital solution, ensuring that it reflects the tested model rather than reinterpreting it.

15. Run user acceptance testing with a cross-section of operational users, including SEND officers, school users and

panel members.

16. Introduce dual running for a defined period, with strong version control and governance.

6.4.2 Suggested action plan and sequencing

Success indicator

Translate the SBC Cost
Library into system rules and
functional requirements,
including scoring, banding,
provision packages, costs,
gaps and moderation
touchpoints.

Suggested timing
Month 10

Suggested owner

Digital lead; SEND system
owner; data and governance
lead; operational user group

Required materials or
framework element
completed and ready for use

defined period, with strong
version control and
governance.

owner; data and governance
lead; operational user group

Build or configure the digital Month 13 Digital lead; SEND system Stakeholder engagement/
solution, ensuring that it owner; data and governance testing completed with
reflects the tested model lead; operational user group usable feedback captured
rather than reinterpreting it.

Run user acceptance testing Month 16 Digital lead; SEND system Operational practice tested
with a cross-section of owner; data and governance and translated into next-stage
operational users, including lead; operational user group refinement

SEND officers, school users

and panel members.

Introduce dual running for a Month 18 Digital lead; SEND system Outputs approved and ready

to move into the next phase

6.4.3 Key deliverables

e System functional specification

e Deployed digital application (phased)

e Training materials and user guides

e Data migration and governance plan

14
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6.4.4 Milestones for this phase

Month 10 Functional specification signed off

Month 13 Configuration / build complete for testing

Month 16 User acceptance testing complete and go-live agreed

Month 18 Dual running complete and governance model embedded
15
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6.4.5 Key risks and mitigation in delivery

The digital system starts to drive
decisions rather than support them

What this looks like in practice
Cases are handled differently across
teams, settings or panels.

Mitigation built into the plan
Keep moderation and professional
judgement explicit within the workflow
and training design.

Low user confidence or workarounds
emerge

Users work around the system, rely on
manual versions or lack confidence in
outputs.

Use phased rollout, strong user
involvement, structured training and
visible supportin the early period.

The digital solution does not match real
operational practice

Users work around the system, rely on
manual versions or lack confidence in

Validate directly against the tested
model and real user journeys before go-

outputs.

live.

6.5 Phase 5 — Full System Rollout (All Areas)

Timing: Months 15-24

Purpose: To embed the framework, ISP approach, decision-making model and SBC Cost Library across all relevant

areas of SEND practice.

6.5.1 Key actions

17. Roll out the full model across all schools, phases, settings and areas of need, using a staged and supported

approach.

18. Embed the framework within EHCP drafting, annual reviews, APDR cycles, panels and placement decision

processes.

19. Establish a continuous moderation and quality assurance cycle, including case sampling and thematic review.

20. Introduce an annual review cycle for costs, exemplars and guidance.

6.5.2 Suggested action plan and sequencing

Roll out the full model across
all schools, phases, settings
and areas of need, using a
staged and supported
approach.

Suggested timing
Month 15

Suggested owner
Programme delivery group;
SEND operational managers;
school implementation leads;
quality assurance lead

Success indicator
Required materials or
framework element
completed and ready for use

cycle for costs, exemplars
and guidance.

Embed the framework within Month 18 Programme delivery group; Stakeholder engagement /
EHCP drafting, annual SEND operational managers; testing completed with
reviews, APDR cycles, panels schoolimplementation leads; | usable feedback captured
and placement decision quality assurance lead

processes.

Establish a continuous Month 20 Programme delivery group; Operational practice tested
moderation and quality SEND operational managers; and translated into next-stage
assurance cycle, including school implementation leads; | refinement

case sampling and thematic quality assurance lead

review.

Introduce an annual review Month 24 Programme delivery group; Outputs approved and ready

SEND operational managers;
school implementation leads;
quality assurance lead

to move into the next phase

6.5.3 Key deliverables

Full rollout completion report

Annual refresh cycle

Embedded QA and moderation framework

Impact and outcomes report

16
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6.5.4 Milestones for this phase

Timing point Milestone

Month 15 Full rollout plan and sequencing confirmed

Month 18 All operational teams trained and using the model

Month 20 Rollout complete across priority settings and decision
points

Month 24 Annual review cycle established and first impact report
completed

6.5.5 Key risks and mitigation in delivery

Drift in application begins as rollout
widens

What this looks like in practice
Consistency reduces once rollout
broadens and initial focus moves on.

Mitigation built into the plan
Maintain strong moderation, refresh
exemplars and use case audits to
identify inconsistency early.

Workforce confidence drops after initial
launch

Workforce confidence drops after initial
launch

Provide role-specific refresher training,
coaching and clear escalation routes.

Misalignment emerges between EHCP
wording, provision and funding

Stakeholders focus on values or savings
rather than on need, provision and
outcomes.

Embed the framework into drafting and
review processes and test consistency
through audit.

6.5.6 Evidence sources during roll out

Implementation decisions

Decisions should not be

should be informed by
- moderation findings -
- auditoutcomes -
- case sampling -
- user testing results
- trend data -
- quality assurance
reviews

influenced by

isolated complaints
individual cases
untested
assumptions
anecdotal reports

6.6 Phase 6 — Sustainability and Alignment to National Reform

Timing: Month 24 onwards to 2030

Purpose: To ensure the system remains robust, adaptable and aligned to the wider national SEND reform direction

over time.

6.6.1 Key actions

21. Review the local model annually against emerging national reform expectations, particularly around inclusion,

early intervention and consistency.

22. Strengthen local provision sufficiency and maintain a focus on mainstream inclusion and timely support.

23. Embed workforce development as a continuing feature of the system, rather than a time-limited project activity.

24. Use annual reporting to track consistency, impact, confidence and sustainability.

6.6.2 Suggested action plan and sequencing

Suggested timing
Year 3

Review the local model
annually against emerging

Suggested owner
SEND Transformation Board;
inclusion lead; sufficiency

Success indicator
Required materials or
framework element

national reform expectations, lead; workforce lead completed and ready for use
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Suggested timing

Suggested owner

Success indicator

particularly around inclusion,
early intervention and
consistency.

Strengthen local provision Year 3
sufficiency and maintain a
focus on mainstream

inclusion and timely support.

SEND Transformation Board;
inclusion lead; sufficiency
lead; workforce lead

Stakeholder engagement/
testing completed with
usable feedback captured

Embed workforce
development as a continuing
feature of the system, rather
than a time-limited project
activity.

Year 4 onward

SEND Transformation Board;
inclusion lead; sufficiency
lead; workforce lead

Operational practice tested
and translated into next-stage
refinement

Use annual reporting to track
consistency, impact,
confidence and sustainability.

Month 24 onwards to 2030

SEND Transformation Board;
inclusion lead; sufficiency
lead; workforce lead

Outputs approved and ready
to move into the next phase

6.6.3 Key deliverables

e Reform alighment plan

e Inclusion and sufficiency framework

e Workforce development plan

e Long-term improvement plan to 2030

6.6.4 Milestones for this phase

Year 3

First annual reform alignment review completed

Year 3

Inclusion and sufficiency priorities refreshed

Year 4 onward

Annual improvement cycle embedded

6.6.5 Key risks and mitigation in delivery

What this looks like in practice

The system becomes outdated as
national expectations evolve

Users work around the system, rely on
manual versions or lack confidence in
outputs.

Mitigation built into the plan

Build in formal annual review and
maintain adaptability in local guidance
and systems.

Loss of momentum after the main rollout
period

The model loses relevance, energy or
organisational learning over time.

Keep governance active, publish
progress, and treat improvement as
ongoing system stewardship.

Capability is concentrated in a small
number of staff

The model loses relevance, energy or
organisational learning over time.

Embed learning into induction,
leadership development and continuing
professional development.
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7. Cross-Cutting Enablers

Transformation programmes inevitably generate uncertainty and challenge. Structured engagement, myth-busting
communications, transparent reporting and consistent decision-making should be used throughout implementation to

distinguish genuine implementation risks from anticipated resistance to change.

Enabler What this means in practice

Leadership and governance Strong SEND leadership, clear accountability and visible multi-
agency oversight through the Transformation Board and
programme delivery arrangements.
Workforce development Practical, role-specific training, coaching and ongoing
professional development focused on real scenarios and
consistent application.
Communication and engagement Clear, repeated and consistent messaging focused on fairness,
clarity, transparency and better outcomes.
Data, quality and assurance Routine audit, moderation, case sampling and use of evidence
to maintain consistency and identify drift early.
Finance and sustainability Transparent costing, regular review of assumptions and strong
alignment between need, provision and resource decisions.
Digital and systems User-friendly tools, strong data governance and digital
processes that support rather than replace professional
judgement.

8. Quick Reference — Programme-Level Risks

Programme-level risk Mitigation approach

OAP and top-up boundary remains unclear Keep OAP guidance active, refresh examples and test
boundary questions regularly through moderation.

Stakeholder confidence weakens as implementation Maintain visible engagement and continue to explain the

becomes more technical practical benefit for schools, families and children.

Operational practice becomes inconsistent over time Use a standing moderation and QA cycle with case sampling,
thematic review and annual refresh.

Technology becomes the focus rather than the enabler Keep the system aligned to the agreed practice model and
make training practical and role-specific.

Capability is not sustained after the main programme Embed learning in induction, ongoing CPD and leadership

period development.

Although challenge is healthy and can be productive, some Establish routine reporting based on agreed performance

Stakeholder challenge can obscure implementation indicators, moderation outcomes, engagement feedback and

evidence audit evidence. Communicate progress regularly and respond
to concerns using evidence rather than anecdote.
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9. Implementation approach further development strands - 14082026

IMPLEMENTATION PATHWAY

Who is impacted and how?

— Start on the new framework.
——= NEW EHCPs =b Al new EHCPa wil be lasuied under the new

funding framework from the outset.

U Move onto the new framework
ANNUAL » at the point of review.
E REVIEWS Children and young people move onto the naw

framework when their EHCP is reviewed

Move onto the new framework
TRANSITION at key transition points.
Yy
COHORTS Children and young people move onto the new

framework at key stages, .g. EYFS-Year 1,
Year 6-Year 7, Post-16.

- = -~ 1T ~ ELC ) f‘f‘%‘,l Remain on current arrangements
@ oD 4 E—x's ! ¥N%’ F—.' ’LJ?\ E.% { g“:ﬁ)‘ until review or transition.
‘. i f = NOT YET REVIEWED) N Existing EHCPs continue under current funding
arrangements until their next review or transition point

b4
e o®e ALL CHILDREN AND » Full implementation over time.
f@R Younc PeoPLE e e e

KEY MESSAGE: Implementation is phased and managed through new EHCPs, annual reviews and transition points.
This ensures a fair and gradual move to the new framework for everyone.

Implementation focus: Combination of new EHCPs, annual reviews, and transition cohorts. This allows for gradual
introduction while testing processes across different pathways.

Early priorities: Pupils at key transition points (EYFS to Year 1, Year 6 to Year 7, Post-16 transitions) mainstream schools and
new EHCP applications. The impact of this is that it provides a manageable cohort while assessing impact across a range of
needs.

Groups remaining on current arrangements: Pupils with existing funding agreements not due for review and complex cases
requiring bespoke funding arrangements.

Funding transition: Existing funding will be protected initially and reviewed through annual reviews or transition points. Funding

would move to the new framework progressively rather than through an immediate wholesale change.

Role of pilots: Test the framework, identify issues, gather feedback and refine guidance before wider rollout. Learning from
pilots will refine processes, guidance and implementation arrangements before wider rollout.

Pilot examples:

Pilot Option 1: New EHCP Pilot

What: Apply the framework to all new EHCP requests over a defined period.
How: New cases are assessed using the new band descriptors, funding model and moderation process.
Who contributes: SEND Casework Team, SENCO, Schools and leaders, Expert at Hand, Team around the child,

parents/guardians, Therapies

Pilot Option 2: Annual Review Pilot
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What: Test the framework through a sample of annual reviews.
How: Existing pupils are reviewed against the new descriptors and indicative bandings
Who contributes: SENCO, Schools, families, SEND Officers, therapy teams, Expert at Hand

Pilot Option 3: Transition Cohort Pilot

What: Focus on pupils moving between key phases (e.g. Early years, Year 6 to 7 or post-16 transition).

How: Transition reviews use the new framework to determine support and funding arrangements.

Who contributes: Current and receiving settings, families, SEND Team, parents/guardians, Expert at Hand, Therapies (EP, Salt,
oT).

Key purpose of all pilots: Test the framework in practice, identify operational issues, gather stakeholder feedback and refine
implementation before wider rollout.

What schools can expect: Ongoing engagement, opportunities for feedback, pilot activity, training, guidance and phased
introduction.

10. Concluding Position

This is not simply the next stage of a project. It is a structured approach to establishing a more consistent, transparent
and sustainable SEND system across SBC. The aim is not to move quickly for its own sake, but to implement change at
a pace that allows the model to be understood, tested, refined and embedded with confidence.

Throughout implementation, decisions should be informed by evidence, moderation findings, operational experience
and stakeholder feedback, while recognising that some challenges and concerns are a natural part of system change. If
SBC maintains a focus on clarity, consistency, moderation, exemplars and workforce confidence, the result should be
a more equitable and transparent local system, better aligned to need and better able to support improved outcomes
for children and young people over time.
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11. Appendix — Source Basis and Recommendation Note

The factual basis for the completed project position in this document is drawn from the delivered project pieces,
including the 12-week integrated project plan, the consultation / Cabinet framing, exemplars, the operational
guidance and the SBC Cost Library workbook structure. The detailed sequencing, timeline, milestones,
ownership suggestions, risk framing and mitigations above are proposed recommendations designed to support
handover and implementation planning.

e Appendix 1 - Project Outputs

e Appendix 2 - OAP Overview

e Appendix 3 - Banding Framework

e Appendix 4 - Example Journeys

e Appendix 5 - KS2-KS3 Pilot

e Appendix 6 — ISP Framework

e Appendix7-SBC Cost Library

e Appendix 8 - Moderation

o Appendix 9 - Workforce Development
e Appendix 10 - Communication
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APPENDIX 1

PROJECT OUTPUTS

What we have delivered through the 12-week programme

@ © ©

REVIEWED BANDING SBC COST LIBRARY
FRAMEWORK
« Compeehensive codt model
* Levels 0-4 and Bands 0-10 linking needs, provision and
» Clear descripices for each band funding
W p . - wering for s
o Linked 10 monetary values for areas of need
cach band * Provivon components,
o Tested for clarity, consistency staffing. vaining. therapy
and wrabil and reseurces
* Indicative costs and funding
G Wisbisty

©]

STRONG FOUNDATIONS. CLEAR DIRECTION.
READY FOR IMPLEMENTATION.

EXEMPLAR SUITE OPERATIONAL
GUIDANCE
o Full suite of Buntrated
evempiars, * Clear guidance on OAP
(Level O), banding and
* Across ol needs, phases provisicn
and bands
o Links 10 components,
- smm herapies, training
decnion maiking and o 1es0sTTes
professionsl judgement
* Boundary guidance and
use of the cost lbrary

These outputs provide SBC with:

@ A consistent language @ A tracaparent moded

TESTING & ASSURANCE

Framewers tested with
schools and settings

o Findings wsed to refine
model and gudance

* Asturance process completed
0 bulld confidence in the
system

@ A platform for better outcomes

APPENDIX 2

»

efa

OAP descrives the unwersal and
targeted provision that afl chideen
and young people should receve
s part of high-quaity inclusive
educaton

1t s funded Bvough delegated
budgets and forms the foundation
for Ml peoviion

KEY PRINCIPLES

@ Inclusive and ambitious

© High quality teaching for af
© Early iderification and suppent
@ Evidence dased appeoaches
© Propertionase and appropriate
© Access for ol

OAP (LEVEL 0) OVERVIEW

Ordinarily Available Provision — what is expected in all settings

MAINSTREAM SETTINGS SPECIALIST SETTINGS (SPECIAL SCHOOLS)
e sfla
o Hegh quality inchutive teaching * Speciak ehing and curriculy
o Diffecentiated curriculum * Therapeutic enmvironmant
* Universal strateghes and scatfolds * Communication strategles
o Targeted Support for emerging neods * Sersory / physical access
* Quality first toaching * Bohaviow support
* Access 10 in-class and small group * Pastoral care and welbeing
interventicas * Access 1o specialist interventions
* Pastoral and wellbeing support s part of the core offer
* Use of reascnabtie adjustments * Family and multi-agency
and inciusive enviconments working as core practice
THE BOUNDARY ~ EXAMPLES
USUALLY OAP ILEVEL ) ADOITIONAL (TOP-UP BEYOND OAF)

@ Offerertiston wetwn cum
© Sl group weppont
© Vil temetatien

@ Unbversal mterveresons ardd o afohs

© Pastirt sugyrnt ared weltewng

@ Speciatinn 11 swppon (sstsned)

@ Merapy rput Beyoed core offer

@ Specialint equipment / resosrces

@ 1oy speciaier vatteg

@ Hoh st/ Ngh raenuty nterventan

WHY OAP CLARITY MATTERS

Creates consitency and faimess
acres settings

e
‘an
L€
v

Heips focus adSitional funding
‘where it is moat needed

Supports transparent and
defenuble decision-making

Builch confidence with schools,
famiies and partners

OUR COMMITMENT

Clear OAP expectations ensure
every child has the right support
at the right time, with additional
provision peovided when it is
truly needed.

P is the foundation. Additional funding builds on this where needs are more complex or significant.

APPENDIX 3

eBo
e

NEED PROFILE (SUMMARY)

Mometary values reflect the typical cost of deli
sonal and

BANDING FRAMEWORK SUMMARY

Linking

Bands are determined by need and the level of provision regquired.

PROVISION EXPECTATION

need, provision and funding

INCOCATIVE MONETARY VALUE
RANGE)

0 muu'ﬂm«w Universal / core €0 @
1-2 Low adéitienal reed m‘“""" £500 - £2,000 225
Moderate addmonal Small growp |/ -
3-4 - it byt £2.000 - £6,000 :i
g addmonal need \etonive / 4
$~-7 speciafist - £6,000 ~ £15,000 -
Vecy high /
intersive and
8-10 complex needs. rdvdasined £15,000+ @
provinkon,

ensure every decision

3 that leved of pr

s fair, proportionate and transparent.

KEY FOCUS

Inclusive practice for al
High quality teaching and usiversal support.

Larty sepport %0 address barriers.

Suttalned wpport.
Specific strategies and interventons.

Intamaive Rpport acrots mutinie areas.
Specialint stalfing / interventions.

Highty individualived and complex wpport

ﬁ NEED - PROVISION - FUNDING: FAIR. PROPORTIONATE. TRANSPARENT.
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EXAMPLE JOURNEYS

How the system works in practice - three llustrative journeys

JOURNEY 1 - MODERATE NEED (MAINSTREAM)

Sy > as

Key point: Sgecialst provison matched closely 30 need and cutoomes.

JOURMEY 3 ~ COMPLEX / EXCEPTIONAL

0-2-0-0-0

L NEED 2. BAND 3. PROVISION 4. COST 5 OUTCOME
Complen profie Band 9 gt by specaaint ONDICATIVE] Stabile
- rastiple Rl & sty Gyopinary £32,.200+ ety and
wom ol need peon Complasity wapport, tenue nproved
- g terertona Me cutcomes.
Bespoke resnrces.

APPENDIX S

KS2-KS3 TRANSITION PILOT

ISP / EHCP Reviews
PURPOSE
o L el o
i P 'y s ey bt KAT- KLY cngmaneg ‘.‘
oty plareng ared cuAcom
PROT COHORT
WHAT WE WILL TEST ° COidren with SEND in Yeur &

@ Tarter Sermtrcancn of reecs anc srovson TORINNE B0 Ny

S © nchudes BNCP and

with iderified reeds.

@ Quabty and consistency of tranition review process
© Use of 5P 1o support planning and communication

° ITEACt 0N TIMMESON AEComes and wellbelng

: WHAT'S INCLUDED * SUCCESS CRITERIA
E x o
PRanning meetings Cloarer indormation transfer
* Cnis and family voice *  improved Transhion esperences
-~ g " e for chidren and families
* Draft provison snd *  Better alignment of prowision
Wpport plan from day one
* Cloar communication 10 -~
tamies 3 pos
) @ ® ° e )
Months 2-3 Months 4-5 Month 6 Month 7
Prep) € (Rep
Select schooks Condhact reviews e s phass Revew cuncomes Ehate loararg
nd cohent wnd paher E A e refe and rabe
evidence Pont spproach recomerdancra

... LEARN + REFINE - SCALE

&@RN BUILDING BETTER TRANSITIONS FOR CHILDREN.

APPENDIX &

INDIVIDUAL SUPPORT PLAN (ISP)

FRAMEWORK
A clear plan. Shared ding. Better
PURPOSE
The ISP brings tog need. and nape Pl

that supports the child and informs docisons and review.

15P STRUCTURE (KEY SECTIONS)

o (2] 4] © o
2 X Q & & C
ez \¢ “J
My Review
Strengtha & Provision OCutcomes & Next Steps
N young What m Areas of raed Provencn What we ae Morstor,
P Goos ) gt Srsteges and g weniiate and
o corrt mterseatons. Yowarts it
PRINCIPLES 9 RELATIONSMP TO EHCP
=
© Crad st farmily contred (& The SP supports day to-day plening and

© Strengths basedt

© Clew and cutcomes focused

© ASgned 10 OAP and banded provision
@ Owred and reviesad regulady

© Moportionsts and pracscsl

Provison,

*  Whare an ENCP is in place, the I5P aligns
with Secton F and suppons debvery.

o ISP indorm reviews and helps track
DIOGIeTE 302NST OVACHTRS.

HOW IT IS USED

Gasnte iorrm Swppon frderce darmm reviews
edwnry mpact and nast steps

provision communication
lareneny T farnies

ONE PLAN. CLEAR FOCUS, BETTER OUTCOMES.

APPENDIX 7

SBC COST LIBRARY

CONCEPT OVERVIEW
Unking need, provision and funding in one place.

®®O-@

L ASSESS NEED 2. CALCIRATE 3. 8Uno & CAX & REVEW
BAND PROVISION C & DECIDE
Aspess scross Weighted scoring cxAGE SBC Cont Ubwary Femcing. hop-p
W prees of seed Produces Wls Select provison 20phas W CoRts B e el
Lavels O-& 00 tend components 10 gerverate Cane gudance
g desriptors 0-10) (Mating, varing. 104l coat pphed
and evdence Tecapy rescarces.
otervertonal
KEY FEATURES THE BENEFIT
© Weighted scarng model
© Banded provison espactations A oonsinent oot et
@ ndcative moretary vatues
Jrogernent, stresghens
© Settings cost proties Consistency and belgns
© Funding gep vttty enare rerources av
© Exceptional case Nags directed 10 whave
they ae nooded most.

o c -

DATA — EVIDENCE —+ DECISION —+ IMPACT

*r- " < P O P
Propor

24

SBC Transformation Implementation Action Plan V3 August 2026



APPENDIX 8

MODERATION FRAMEWORK
Ensuring consistency, quality and faimess in decision-making

APPENDIX 9

WORKFORCE DEVELOPMENT PLAN

Buiiding capability to deliver the framework confidently

WHAT WHEN WHY IT MATTERS
ROLE-SPECIRC ONGOING COLLASORATIVE
%o esure coratent SN Officerns, Bandirn (s s, Reguiar cycles. By s it e,
spphicason of the SENCOn o pach gty | o equity, ol wenaron Targeted learming Continucus Shared learning
-~ b couts and ~—ratdy) reduces riak and e sthuties o0 Bflerent bearveng and SO NGk
ot for Ohdren o edecation, enceptonsl (an gewd) apports hgh and 2eoin. responubtditas regular updates. ard partrers.
o g people haalh and caw caen. Qualry planmng
nd Soance.
TRAINING PATHWAY
HOW IT WORKS AUDIENCE FOCUS AREAS METHOOS
* Undarstanding the framework « Warksheps
0 ) Q e e > ° > ° s::::f:’::f o Neods identification end peovision o Case-based larring
- il PRanning
Ceocison Record Qualey © “Rosmirce pack
A _‘4 - 4 o Use of e 159 and OAP
Agree band, Deciuion
Cane provanind Clarily raeds, pravision ard recorded v Sampling. it — « Agplying the basding framework o Training sessiors
N S Pugyiig and Pty bevel SBC Cont U EOTS N o e B et Ol b
AR doplcadoncd Iontcomen -ouun:' 1o drive 2 5
framemork. M a + Decaion-making procesies Mardue atiins shadirers)
* Understanding coats and funding Technical traming
* Using the SBC Cost Litwary * System Gemonsiiatons
KEY PRINCIPLES o Dedget planrineg ard sontoring o QBA sessiom
Evidence based Cormistent apphcation
0 < ° o Moderaton prnciples and process * Parel training
@ ©id and tamdy centred @ Preperticnate chalienge o Challmging snd spparting .c
° = - o e A = * Dxceptional case pathrways * Reflective practico
P 3 remain certr
MEASURING IMPACT
/.f Irgroved confderce Magher Gastry plams
.'l arnd Conmisteny and i s,

GOOD MODERATION = FAIR DECISIONS, CONFIDENCE AND BETTER OUTCOMES

FOR CHILDREN AND YOUNG PEOPLE

COMMUNICATION & ENGAGEMENT PLAN

QAP
(Level 0)

OUR KEY MESSAGES

GLOSSARY OF KEY TERMS

Oridnardy Avadabiie Pognuissn The sogueirt enpedted to be avadabde
lor ol ehidven and young poople within wrbversal hnding

A Sevel (04904 that reflects the oversll level of need and provision requised.

The becader grouping of need 10-4) om Jow 50 very Ngh / comples.

oo n, o0

@ sy Band
Faer ard comantet Focunnd on outcomes Tramparent and cloar Werkng together
A clear Berser - Open abiwt how Partnenh scross Level
St b bserment of newd. provision Beciacm ame made education, health,
nd consmtency g wpport wedng nd how hundng core. farmdes and Top-up
scroms S8C o better outcomen. - wed O CoOmeTRntion

ASITCnM pr onitn and Sunday above OAP 53 el dentlind Aeeds

OUR AUDSINCES HOW WE WILL INGAGE

e Srvethadl SuPirt Pun A DA That 4ets Gl feends. rOniaen and Gul twvees

for the i,

ﬁ Scheoks and settings W Brisfings and webinars oHeP Lducation, Heakth and Cace Plan. A statusory plan for childsen snd young
Jah  SENCOs and scheol ieaders V' Wedkshops and drop-n sessions Poepie wih oy oo comyp -
ao.
i ot wcaa Lasacd V' Face-to-face and virtual meetings Provision The suppon, susegie and ek in place 1o meec neod
b Parents and cocers
v Newslettors and updates
€D Heahh and care partners o (2 SBC The SSC yystem that caeud . conts based on
e Cost Librany requremerts ard banded eod
o Eected Members 2
V' Surveys and leedback eppertusities
-
-] ntornal SBC toams Moderation A o ess W revirw 2l snsere the consstency aed Quality of Gecsons
V"  Regular progress reports -
APDR Assos. Plan, Do, Review - the gradusted approsch cycle used n settings.
COMMUNICATION PRINCIPLES
l,.‘_ Q ooo Dxceptional Whare need is hghly compion and outuide The typecal banding evpectations.
( \ c *
O O CDE Case Cridered TUOUGh & M- EaNCy PO
Cloar Tienaly Two-way Inchanive Ceonsistont
Svple, jrgon-bee  Hight mwsage st Ustwn, reapond Accewble to 38 O vokce, sigred
re— e rigt i and adope.  Carerentes r-tiages

7. TOGETHER WE WILL BUILD UNDERSTANDING, CONFIDENCE AND

A SHARED COMMITMENT TO BETTER OUTCOMES,

OUR SHARED LANGUAGE

Using e same tarma i the same wary helps us work together mare
effectively and ensures the best for children and young people.

e
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