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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. 
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2. End of Project Position 

 

3. Programme Principles 

 

 

 

 

 

Tested banding 
framework aligned to 
Levels 0-4 and Bands 

0-10 

SBC Cost Library 
model linking 

provision components 
and funding logic

Full exemplar suite 
acorss needs and 

phases

Cosultation-ready 
materials and Cabinet 

framing 

Project assurance and 
testing completed 

Clarity first –
particularly around 
Ordinary Available 

Provision (OAP/Level 
0).

Need before money –
every conversation 
should run need → 

provision → funding.

Pilot before scale – use 
controlled testing 

before wider rollout.

Exemplars over theory 
– practical examples 

should anchor 
interpretation.

Moderation protects 
consistency – drift is 

managed through 
regular quality 

assurance.

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 
modified  

Training and consistent application 

Operational guidance Behavioral and culture change  
Consultation materials  System wide confidence  
Re-evaluation of higher banding 
values sense tested  

QA and moderation  

 

4. Programme Timeline Overview 

Phase Timing Primary Focus Key Milestone Lead Responsibility 
(Suggested) 

Phase 1 Months 0–4 Consultation, OAP, 
Reviewed Banding 
Framework and 
Monetary Values 

Month 1: Consultation 
pack signed off and 
issued 

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

Phase 2 Months TBC Refinement, OAP for 
Specialist Settings 
and Pilot Review 
Practice 

Month 5: Refined 
framework and values 
agreed in draft 

SEND strategic lead; 
special school / 
specialist settings 
lead; EHCP review 
lead; moderation 
chair; finance lead 

Phase 3 Months 8–14 ISP Framework 
Development and 
Consultation 

Month 9: Draft ISP 
framework completed 

SEND practice lead; 
EHCP / review lead; 
parent engagement 
lead; school pilot 
leads 

Phase 4 Months 10–18 
(overlapping with 
Phase 3) 

Digital Transition – 
SBC Cost Library 
System 

Month 10: Functional 
specification signed 
off 

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

Phase 5 Months 15–24 Full System Rollout 
(All Areas) 

Month 15: Full rollout 
plan and sequencing 
confirmed 

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

Phase 6 Month 24 onwards to 
2030 

Sustainability and 
Alignment to National 
Reform 

Year 3: First annual 
reform alignment 
review completed 

SEND Transformation 
Board; inclusion lead; 
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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 
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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).  

• Is this a funding reduction exercise? 
• Will schools lose money? 
• Are thresholds changing? 
• Is OAP replacing EHCPs? 
• 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 
Action Suggested timing Suggested owner Success indicator 
Publish consultation 
materials that bring together 
OAP (Level 0), the reviewed 
banding framework, monetary 
values by band, provision 
expectations and exemplars. 

Month 1 SEND Transformation Board; 
SEND strategic lead; school 
engagement lead; 
communications lead 

Required materials or 
framework element 
completed and ready for use 

Run a structured engagement 
programme with 
headteachers, SENCOs, 
parents and carers, health 
and care partners, and 
Schools’ Forum / finance 
leads. 

Month 2 SEND Transformation Board; 
SEND strategic lead; school 
engagement lead; 
communications lead 

Stakeholder engagement / 
testing completed with 
usable feedback captured 

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

Month 4 SEND Transformation Board; 
SEND strategic lead; school 
engagement lead; 
communications lead 

Operational practice tested 
and translated into next-stage 
refinement 

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

Months 0–4 SEND Transformation Board; 
SEND strategic lead; school 
engagement lead; 
communications lead 

Outputs approved and ready 
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 
Risk What this looks like in practice Mitigation built into the plan 
OAP is not understood consistently Different interpretations of the baseline 

offer, leading to inconsistent 
expectations and funding discussions. 

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 
and refine descriptors, OAP 
boundaries, monetary values 
and provision expectations 
where needed. 

Month TBC SEND strategic lead; special 
school / specialist settings 
lead; EHCP review lead; 
moderation chair; finance 
lead 

Required materials or 
framework element 
completed and ready for use 

Complete detailed OAP 
development for specialist 
settings, making the 
distinction between core offer 
and top-up boundary explicit 
and usable. 

Month TBC  SEND strategic lead; special 
school / specialist settings 
lead; EHCP review lead; 
moderation chair; finance 
lead 

Stakeholder engagement / 
testing completed with 
usable feedback captured 

Pilot ISP/EHCP review activity 
for children at the KS2–KS3 
transition point in selected 
schools to test stronger 
needs articulation and 
transition planning. 

Month TBC SEND strategic lead; special 
school / specialist settings 
lead; EHCP review lead; 
moderation chair; finance 
lead 

Operational practice tested 
and translated into next-stage 
refinement 

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

Month TBC SEND strategic lead; special 
school / specialist settings 
lead; EHCP review lead; 
moderation chair; finance 
lead 

Outputs approved and ready 
to move into the next phase 

6.2.3 Key deliverables 
• Final SEND Operational Framework 
• Specialist settings OAP guidance 
• KS2–KS3 pilot review report 
• Moderation and decision-making framework 
• Cabinet decision paper 

6.2.4 Milestones for this phase 
Timing point Milestone 
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 



12 
SBC Transformation Implementation Action Plan V3 August 2026  

6.2.5 Key risks and mitigation in delivery 
Risk What this looks like in practice Mitigation built into the plan 
Specialist settings OAP remains unclear Different interpretations of the baseline 

offer, leading to inconsistent 
expectations and funding discussions. 

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

than adds complexity. 
11. Align the ISP with provision planning, review cycles and outcome monitoring so that it supports day-to-day 

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

6.3.2 Suggested action plan and sequencing 
Action Suggested timing Suggested owner Success indicator 
Develop the ISP framework, 
templates and guidance, 
ensuring a clear relationship 
with EHCPs, OAP and the 
reviewed banding framework. 

Month 9 SEND practice lead; EHCP / 
review lead; parent 
engagement lead; school 
pilot leads 

Required materials or 
framework element 
completed and ready for use 

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

Month 11 SEND practice lead; EHCP / 
review lead; parent 
engagement lead; school 
pilot leads 

Stakeholder engagement / 
testing completed with 
usable feedback captured 

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

Month 12 SEND practice lead; EHCP / 
review lead; parent 
engagement lead; school 
pilot leads 

Operational practice tested 
and translated into next-stage 
refinement 

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

Month 14 SEND practice lead; EHCP / 
review lead; parent 
engagement lead; school 
pilot leads 

Outputs approved and ready 
to move into the next phase 
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6.3.3 Key deliverables 
• Draft ISP framework and templates 
• ISP consultation report 
• Refined ISP framework 
• Implementation readiness plan 

6.3.4 Milestones for this phase 
Timing point Milestone 
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 
Risk What this looks like in practice Mitigation built into the plan 
The ISP is seen as another layer of 
bureaucracy 

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

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 
Action Suggested timing Suggested owner Success indicator 
Translate the SBC Cost 
Library into system rules and 
functional requirements, 
including scoring, banding, 
provision packages, costs, 
gaps and moderation 
touchpoints. 

Month 10 Digital lead; SEND system 
owner; data and governance 
lead; operational user group 

Required materials or 
framework element 
completed and ready for use 

Build or configure the digital 
solution, ensuring that it 
reflects the tested model 
rather than reinterpreting it. 

Month 13 Digital lead; SEND system 
owner; data and governance 
lead; operational user group 

Stakeholder engagement / 
testing completed with 
usable feedback captured 

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

Month 16 Digital lead; SEND system 
owner; data and governance 
lead; operational user group 

Operational practice tested 
and translated into next-stage 
refinement 

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

Month 18 Digital lead; SEND system 
owner; data and governance 
lead; operational user group 

Outputs approved and ready 
to move into the next phase 

6.4.3 Key deliverables 
• System functional specification 
• Deployed digital application (phased) 
• Training materials and user guides 
• Data migration and governance plan 
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6.4.4 Milestones for this phase 
Timing point Milestone 
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 
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6.4.5 Key risks and mitigation in delivery 
Risk What this looks like in practice Mitigation built into the plan 
The digital system starts to drive 
decisions rather than support them 

Cases are handled differently across 
teams, settings or panels. 

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 support in 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 
outputs. 

Validate directly against the tested 
model and real user journeys before go-
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 
Action Suggested timing Suggested owner Success indicator 
Roll out the full model across 
all schools, phases, settings 
and areas of need, using a 
staged and supported 
approach. 

Month 15 Programme delivery group; 
SEND operational managers; 
school implementation leads; 
quality assurance lead 

Required materials or 
framework element 
completed and ready for use 

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

Month 18 Programme delivery group; 
SEND operational managers; 
school implementation leads; 
quality assurance lead 

Stakeholder engagement / 
testing completed with 
usable feedback captured 

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

Month 20 Programme delivery group; 
SEND operational managers; 
school implementation leads; 
quality assurance lead 

Operational practice tested 
and translated into next-stage 
refinement 

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

Month 24 Programme delivery group; 
SEND operational managers; 
school implementation leads; 
quality assurance lead 

Outputs approved and ready 
to move into the next phase 

6.5.3 Key deliverables 
• Full rollout completion report 
• Embedded QA and moderation framework 
• Annual refresh cycle 
• Impact and outcomes report 
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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 
Risk What this looks like in practice Mitigation built into the plan 
Drift in application begins as rollout 
widens 

Consistency reduces once rollout 
broadens and initial focus moves on. 

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 
should be informed by 

Decisions should not be 
influenced by  

- moderation findings 
- audit outcomes 
- case sampling 
- user testing results 
- trend data   
-  quality assurance 

reviews 
 

-  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 
Action Suggested timing Suggested owner Success indicator 
Review the local model 
annually against emerging 
national reform expectations, 

Year 3 SEND Transformation Board; 
inclusion lead; sufficiency 
lead; workforce lead 

Required materials or 
framework element 
completed and ready for use 
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Action Suggested timing Suggested owner Success indicator 
particularly around inclusion, 
early intervention and 
consistency. 
Strengthen local provision 
sufficiency and maintain a 
focus on mainstream 
inclusion and timely support. 

Year 3 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 
• Reform alignment plan 
• Inclusion and sufficiency framework 
• Workforce development plan 
• Long-term improvement plan to 2030 

6.6.4 Milestones for this phase 
Timing point Milestone 
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 
Risk What this looks like in practice Mitigation built into the plan 
The system becomes outdated as 
national expectations evolve 

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

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 
becomes more technical 

Maintain visible engagement and continue to explain the 
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 
period 

Embed learning in induction, ongoing CPD and leadership 
development. 

Although challenge is healthy and can be productive, some 
Stakeholder challenge can obscure implementation 
evidence  

Establish routine reporting based on agreed performance 
indicators, moderation outcomes, engagement feedback and 
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 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. 

 

• Appendix 1 – Project Outputs  
• Appendix 2 – OAP Overview  
• Appendix 3 – Banding Framework  
• Appendix 4 – Example Journeys  
• Appendix 5 – KS2–KS3 Pilot  
• Appendix 6 – ISP Framework  
• Appendix 7 – SBC Cost Library  
• Appendix 8 – Moderation  
• Appendix 9 – Workforce Development  
• Appendix 10 – Communication 
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