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Executive summary  This is the covering report for the Appreciative Inquiry, which took 

place over the summer of 2021, concluding with a consultation 

process with schools about its contents. The final version of the 

Inquiry is attached along with suggested next steps. If the 

recommendations are accepted by the Cabinet, this will allow for 

major changes in the services provided by the Council to schools 

to go ahead in principle, subject to separate business cases being 

submitted for authorisation when detailed work on relevant 

individual recommendations have been carried out.  

Recommendations  

  

It is recommended that Cabinet: 

a) Agrees in principle with the content and recommendations 

of the Appreciative Inquiry; 

b) Agrees to receive future business cases in respect of new 

capital or revenue spend arising from implementation of the 

recommendations, on the proviso these are cross-

referenced with all other Council strategies for education 

such as the SEND strategy and the Children’s Services 

Capital Programme 

Reason for 

recommendations  

The Appreciative Inquiry has revealed an ‘inclusion deficit’ in the 
education of many children and young people with complex needs 
and challenging behaviour living in BCP. Whilst this is a national 
issue, local performance needs to improve. Some but by no means 
all of these children and young people have special educational 
needs and disabilities (SEND). The Inquiry found that local 
capability needs to be strengthened to enable many children in 
these cohorts to be educated in mainstream schools. To do so will 
require a major transformation programme which can only be 
agreed at the Cabinet level.  
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Councillor Nicola Greene (Portfolio Holder for Covid Resilience, 
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Corporate Director  Elaine Redding, Director of Children’s Services 

Report Author Anthony Douglas CBE, DfE Advisor, Elaine Redding (DCS) and 

Councillor Nicola Greene 
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Classification  For recommendation 
Ti t l e:   

Background  

 

1. Following concerns that a disproportionately high number of children and young people 
are being excluded from schools in BCP and a similarly disproportionate number are not 
in education, employment or training (NEET), the DCS, the DfE Advisor and the portfolio 
holder decided that inclusion practice in BCP schools needed to be understood and, if 
necessary, transformed, so that fewer children are cast out into the educational 
wilderness with more limited life chances as a consequence. Higher numbers of 
exclusions also correlated with other adverse social consequences which were often 
damaging to the individuals in question, to wider society and to the Council’s budget as 
costs typically escalate when social problems multiply. The dataset underpinning the 
need for an Inquiry can be found on pages 32 and 33 of the Inquiry report. 

 
2. From the start, the Inquiry was a co-production with schools, parents, children and young 

people, within the limits of the available time and the methodology used. This is not a full-
blown inquiry but a snapshot of the issues. As well as analysis, we decided to profile the 
lived experience of many children, young people, their families and their schools, as 
these experiences tell the real stories behind the data. 

 
3. The Inquiry took place over the summer of 2021. The invitation letter to participate can 

be viewed on page 65 of the report at Appendix 1. The methodology is set out on pages 
7 and 8. This highlights the strength of the consultation with schools but the limitations of 
not speaking to a large number of parents, carers, children and young people. 
Nevertheless, we feel we spoke to sufficient numbers across the spectrum for our 
findings to be accurate. Most respondents in the consultation have agreed with the text 
and the 45 recommendations. Where concerns were expressed, these were minor and 
all points have been included in the final text. 

 

4. 45 recommendations are a lot yet this shows the scale of transformation needed if the 
social, educational, human and financial benefits of the Inquiry themes and proposals are 
to be realised over the next few years. Now the consultation has finished, the next step is 
to prioritise the recommendations and to decide upon a Year 1 work programme 



between now and the start of term in September 2022. In the action plan, Year 1 will 
conclude in September 2022, Year 2 in September 2023 and the same year to year 
planning will continue through until the anticipated completion of the programme in 2026. 

 

5. The new Director of Education for BCP will take on the lead role for delivery of the 
Appreciative Inquiry action plan. She has already begun to merge the recommendations 
from this Inquiry with the actions needed as a result of the recent critical inspection of 
SEND services in BCP by Ofsted and the CQC. These actions have to be set out in a 
formal Written Statement of Action (WSOA) to be sent to Ofsted and the CQC by 30th 
November. This is a joint responsibility of BCP Council and Dorset Clinical 
Commissioning Group (CCG). The integration of recommendations and action plans 
means that by early December of this year, BCP will have one clear action plan with 
clear milestones and with every action costed. 

 

6. Most of the 45 recommendations require joint working with schools and sometimes with 
other partners to be successfully delivered. Further discussions will be held with school 
leaders in October and November before the final action plan is produced.  

 

Summary of legal implications  

 

7. All proposals comply with existing legislation and Regulations. The Government, through 

the Regional Schools Commissioner, was a co-signatory to the Inquiry starting up and 

agrees with the framework proposed for the future. 

 

Summary of financial implications  

 

8. With any transformative set of proposals, there will be financial implications, hence 

asking for agreement in principle at this stage, subject to future business cases for 

specific recommendations being drawn up and approved.  

 

9. The first business case is likely to be about the overhaul of the current banding system 

by which top-up funding is allocated to schools to provide the additional support needed 

to look after children with additional needs in mainstream education or in alternative 

provision. The Inquiry showed how the current bands used to assess funding entitlement 

act as a disincentive for schools to educate many children and young people, as they 

have to subsidise the necessary spend from within their own resources. This in turn 

leads to BCP spending more on independent provision at a much higher unit cost. This 

business case will need to be submitted early in 2022 for changes to be in place during 

the summer term to inform admission decisions for the 2022/23 academic year. 
 

10. The thrust of the Inquiry conclusions and recommendations are to move towards a model 

of resource pooling within the sector so that the resources used by all providers are 

understood as a whole and so that collaborative investment and spending decisions can 

be taken. BCP is a highly academized education system so that any changes in this 

direction require separate agreements from each academy trust. It is most likely the 

resources that will be pooled are the time of existing staff and use of existing teaching 



resources and buildings. Achieving this shift would be a major boost for the 

transformation needed. 

 

Summary of human resources implications 

 

11. The Inquiry recommendations propose a restructure of the Council’s education services 

so that all roles underneath the Director of Education support the direction of travel. 

These include a Commissioner, a Workforce Development Manager and policy capacity. 

These proposals will need to be discussed with the corporate centre. For example, the 

place of an Education Commissioner vis a vis the sector and the Council’s centre of 

commissioning excellence will need to be understood properly and the exact role 

determined. Proposals for a restructure will be brought forward by the Director of 

Children’s Services following discussions with the sector about the possibility of 

collaborative arrangements going forward. 

 
Summary of environmental impact  

 

12.  All changes led by the Council in which the Council is a partner will consider the 

environmental implication of each proposal. Any new units built are almost certain to be 

confined to existing school footprints and would be designed and built to modern eco-

standards. 

 
Summary of equality implications  

 

13. Implementation of the recommendations can over time make a significant positive 

difference to individual children and young people and potentially to larger groupings 

who currently experience educational disadvantage.  
 

Summary of risk assessment   
 

14. Any transformation programme of the scale proposed will inevitably face risks. These 
might include any consensus in the school community collapsing or the funding required 
being unavailable. The action plan will be constructed to deliberately avoid or minimise 
any risks which are predictable in advance. The final action plan produced in December 
2021 will have its own bespoke risk register. 

 

Background papers  

 

15. None 

 
Appendices 

Appendix 1: The 2021 Appreciative Inquiry into Inclusion Practice in BCP Schools 

 


