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The issue 
Across England, as each child finishes their school lessons for a day, a classroom of 35 children will have 

been told to permanently leave mainstream education. It would take less than a month for an entire 

secondary school to be permanently excluded. 

This rate of exclusion is 70% higher than it was 5 years ago and represents 6,685 children a year, who will be 

removed from mainstream education.13  

We know that of these excluded children, 78% of them have a special educational need, have previous 

experience of the care system or are eligible for free school meals2 – these are all factors which only serve to 

increase a child’s vulnerability and contribute to poorer outcomes in later life. 

School exclusion is often badged as an education issue but it is broader than that and furthermore, exclusion is 
often not the problem in and of itself, but a symptom of complex issues that a young person is facing in a 
highly fragmented system.  
 
Whilst these multiple and complex issues lead to challenging behaviour presented in a school setting, the 
school alone cannot address (and should not be solely responsible and accountable for) the support needs of 
the young person.  
 
Schools know that challenging behaviour is a pre-cursor to significant safeguarding needs. However, there is 

insufficient capacity in the current system to focus on early intervention and address the issues driving these 

behaviours. As pupils only become eligible for support at crisis point due to high thresholds, schools then have 

limited ability and capacity to address deteriorating behavior, which can result in exclusion of the child from 

school. This starts to erode one of the few remaining protective factors in that child’s life – education. 

The current system has created an environment where we know the most about a child when it is too late – 
they have already crossed the red-line from challenging behaviour to a live safeguarding issue.  
 
We are creating a model that gives schools the agency to stop chasing thresholds and create a culture of 
proactive safeguarding in schools on a universal setting.  

 

 

The proposed response 

The Team Around the School (TAS) is a multi-agency partnership model in which school can raise early 

concerns about a pupil at a regular partners forum before they reach crisis. This provides schools with the 

agency and resource to identify and support children at risk of exclusion. This is informed by data and insights 

from across education, health, social care and the police. 

Currently, decisions on support interventions are not informed by a whole-child picture or are implemented in 

an environment that the child does not engage with. The infrastructure of the TAS model ensures that all 

partner agencies have visibility of the needs of the child before they are excluded, have the control to support 

those needs of the child and are held accountable for the support that they provide.  

The effectiveness of the Team Around the School model is facilitated by:  

• Viewing the child’s welfare through a proactive safeguarding lens 

• The use of evidence from multiple agencies to target interventions for individuals 

• The TAS model will create a pooled budget from across statutory safeguarding agencies  

• The commissioning function will be devolved to the TAS for both targeted interventions and 

increasing universal protective factors 

                                                           
1 Ibid  
2 Falling through the Gaps in Education (November 2017), p.8 https://www.childrenscommissioner.gov.uk/wp-
content/uploads/2017/11/BRIEFING-Falling-through-the-gaps-in-education-CCO.pdf 
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• An embedded common-outcomes framework to measure impact, improve commissioning and the 

quality of interventions 

• Dedicated capacity and capabilities to administer, manage and monitor the TAS 

• Strategic accountability at the local children’s safeguarding board 

We recognise that there are a number of interventions available to schools. This model allows schools and 

partner agencies to identify and commission the most suitable interventions informed by intelligent data 

analysis to maximise impact on an individual, school and local-systems level. 

 

Testing the proposed model 
We have created a partnership across 2 local authorities. Over the Autumn and Spring academic terms we will 

further co-design and co-produce the TAS model with the 2 local authorities. This will enable us to test our 

assumptions and ensure that the model developed will be deliverable by partners and impactful on the lives of 

young people.  

This co-production stage will result in a model across 2 areas that will be closely monitored and evaluated, 

which will identify the critical success factors in establishing a TAS model. The model will be developed using 

an agile methodology allowing for continuous testing and iterative improvement. Through this process a clear 

audit trail documenting the rationale and decision-making of the model’s development will also be produced. 

From the Summer 2020 term, we will commence testing the model in the 2 local areas, continue to build on 

our learning and take the evaluation into the next phase to assess the effectiveness of the TAS model. The 

project will then enter full delivery in the new academic 2020/21 year as a 3-year pilot with full independent 

evaluation. 

Both our partner authorities have identified resource which will go toward supporting some local activity and 

we are looking to partner with foundations and bring in central government funding to contribute to the shape 

of the longer-term pilot. 

 

Ensuring safety and quality 

The safety and wellbeing of children must be at the centre of any work and we are fully cognisant that the 

safeguarding duties of local agencies will be the primary consideration and driver behind any local TAS model.  

We will also be establishing an advisory group that will draw in the expertise to oversee the practice of the 

TAS. We have engaged with The Difference, the Education Endowment Foundation and the National 

Association of Special Schools who have all indicated they would be interested in participating in such a forum. 

We are also keen to partner with a national organisation with safeguarding expertise who can act as an 

independent voice from beyond the education sector and ensure quality practice of safeguarding across the 

TAS model. 

 

Route to scale and sustainability 

Current momentum across the policy, regulatory and research landscape provides a strong platform to focus 

significant resource, time and expertise in developing the TAS model to address the challenges and current 

complexities of the system. The TAS model will demonstrate improvements to young people’s lives across 

education, health and social care and criminal justice.  

The current policy focus on school exclusions, as demonstrated by the recent Timpson review demonstrates 

momentum on a national scale to address this challenge. It provides a key opportunity for systemic change as 

it reviewed the use of school exclusions and the quality of Alternative Provision (AP) across the country. We 

have reviewed the Timpson review and within the 30 recommendations, several aspects would be supported 

by the TAS, notably: 

 



• Make early intervention the norm through collaborative working within each LA 

• To recommend LAs establish forums where schools and other local services can convene to plan 

support for vulnerable children at risk of leaving school - by exclusion or otherwise.   

Ofsted remain one of the most influential actors in the UK education system and the forthcoming consultation 

on the Ofsted inspection framework has an emphasis on mental health and wellbeing. The TAS model would 

allow schools to demonstrate how they are changing their practices in a manner that allows for effective and 

meaningful inspection. Additionally, the common outcomes framework which underpins the TAS model, will 

be able to demonstrate the benefit of data intelligence and the impact of the model from an individual, whole 

school and local system perspective. 

Beyond the educational sphere, this agenda is deeply linked to the crime and justice system - in 2012 63% 

prisoners were temporarily excluded from mainstream education and 42% had been permanently excluded4

 Earlier this year, the National Crime Agency stated that every child they had encountered through county-lines 

drug operations, had experienced some form of school exclusion.  

The Department for Education, Home Office and Ministry of Justice therefore all have interest in the impact of 

the TAS model. Scaling this model could result in significant improvements in outcomes across various aspects 

of a young person’s life. Scaling the TAS model could also result in significant financial savings.  

Exclusions cause significant cost to both local and national systems – our cost modelling at a local level shows 

in-school cost of behaviour management are not sustainable. Alternative provision costs are unchecked – in a 

recent study of 26 councils, overall costs increased from £17m in 2016/17 for 1037 pupils across to £23.8 

million in 2018/19 for 1925 pupils5 

The TAS model will create a pooled budget across statutory safeguarding agencies – importantly, the model 

permits this to be devolved to TAS level, creating an improved funding flow to commission interventions on 

individual and school-wide level. One of our partner authorities has set a target of 50% reduction in permanent 

exclusions, this would represent a gross annual saving of £822,535 to the high-needs funding block and a 

lifetime saving of £4.2M. 

On a wider system level, IPPR research estimates that the cost of exclusion is around £370,000 per young 

person - using the official figure of 6,685 children permanently excluded from school last year, this amounts to 

£2.1 billion for the cohort6. However, the true cost is likely to greatly exceed this figure.  

Our local pilot will include cost-benefit analysis and will we combine this with current the momentum in the 

national policy and regulatory space to make the case to Dept. for Education, Home Office and Ministry of 

Justice that TAS infrastructure should be supported by central government.  

The TAS will provide a platform for multi-agency working at a local level but importantly, will create the 

evidence base which shows a significant shift in national policy and funding is required if we are to truly 

respond to the exclusions crisis. 

                                                           
4 Ibid  
5https://schoolsweek.co.uk/investigation-number-of-pupils-in-private-alternative-provision-soars/ 
6 http://www.ippr.org/publications/making-the-difference 
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