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Foreword1
The case for starting careers education in primary 

school, promoted in recent literature reviews and 

backed in the Careers Strategy 2017, is based on 

evidence that children to start to understand their 

world and their place within it earlier than previously 

thought.1 ‘Identity capital’ (comprising expansive social 

QHWZRUNV��ĆQDQFLDO�VXSSRUW��VHOI�HIĆFDF\��PRWLYDWLRQ��

adaptability and resilience) forms in the primary phase 

and informs a child’s sense of what is possible.2 

The Careers & Enterprise Company commissioned 

this research to provide monitoring, evaluation and 

learning for its Primary Fund, a programme funded by 

the Department for Education which aimed to provide 

VFKRROV�DQG�SROLF\�PDNHUV�ZLWK�HYLGHQFH�DQG�H[DPSOHV�

RI�ZKDW�HIIHFWLYH�FDUHHU�UHODWHG�OHDUQLQJ��&5/��LQ�

primary education looks like.

Overall, the Primary Fund has been effective in 

its delivery and implementation; a particularly 

impressive feat in the face of the school closures 

DQG�RWKHU�GLVUXSWLRQ�UHVXOWLQJ�IURP�WKH�&RYLG����

pandemic. Despite inevitable challenges with data 

collection and intended methodologies, the Fund 

VLJQLĆFDQWO\�H[FHHGHG�WDUJHWV�IRU�VWDNHKROGHU�UHDFK�

across all groups, and school survey respondents 

and interviewees were generally positive about the 

effectiveness of programme delivery, the levels of 

stakeholder engagement and the support offered to 

participating schools. 

7KH�DELOLW\�RI�SURYLGHUV�DQG�SULPDU\�VFKRROV�DOLNH��WR�ćH[�

and adapt in the face of challenging circumstances and 

competing priorities is hugely commendable, supporting 

WKH�HYLGHQFH�WKDW�WKHUH�LV�DQ�DSSHWLWH�IRU�FDUHHU�UHODWHG�

learning at the primary level. This appetite and learnings 

from the Primary Fund give a strong foundation on 

https://primary-careers.careersandenterprise.co.uk/
https://primary-careers.careersandenterprise.co.uk/


Executive Summary2
2.1 Programme Overview 
The Careers & Enterprise Company commissioned 

this research to provide monitoring, evaluation and 

learning for its Primary Fund, a programme funded by 

the Department for Education which aimed to provide 

VFKRROV�DQG�SROLF\�PDNHUV�ZLWK�HYLGHQFH�DQG�H[DPSOHV�

RI�ZKDW�HIIHFWLYH�FDUHHU�UHODWHG�OHDUQLQJ��&5/��LQ�

primary education looks like. The Fund was established 

to (i) scale and evaluate existing programmes, (ii) 

develop and test new programmes through incubation 

and support and (iii) build a primary toolkit (Primary 

Careers Resources Platform) to facilitate sharing of 

resources and case studies.3

The Primary Fund was made up of 15 providers, with 

key interventions including: the creation of networks 

and partnerships between schools, employers and 

https://primary-careers.careersandenterprise.co.uk/




•	 Stakeholder engagement: Stakeholder engagement 

was perceived to be high across the programme. A 

significant majority of school survey participants 

reported that programme engagement levels had 

EHHQ�KLJK�ZLWK�VWXGHQWV��������VHQLRU�OHDGHUVKLS�

WHDPV��������RWKHU�WHDFKHUV�������DQG�HPSOR\HUV�

�������(QJDJHPHQW�ZLWK�SDUHQWV�DQG�FDUHUV�ZDV�

SHUFHLYHG�WR�EH�ORZHU��ZLWK�����FRQVLGHULQJ�LW�WR�EH�

KLJK�YHU\�KLJK��DQG�����RI�UHVSRQGHQWV�FRQVLGHULQJ�LW�

to be low/moderate. For programmes where parent/

carer engagement was specifically targeted as a key 

focus area, results were still mixed but engagement 

was generally felt to be lower, with just over half 

������RI�UHVSRQGHQWV�UHSRUWLQJ�ORZ�RU�PRGHUDWH�

HQJDJHPHQW�DQG�MXVW�RYHU�D�WKLUG�������UHSRUWLQJ�KLJK�

or very high engagement.

•	 Facilitators: Factors driving programme success, as 

cited by providers, included good communication with 

VFKRROV��SODQQLQJ�DQG�6/7�EX\�LQ��6FKRROVè�NH\�VXFFHVV�

factors included good communication with and 

VXSSRUW�IURP�SURYLGHUV��JRRG�UHVRXUFHV�DQG�LQ�KRXVH�

capacity for programme delivery.

•	 Barriers: Barriers to successful programme delivery 

diverged between schools and providers. The 

former reported a lack of time for delivery, complex 

WLPHWDEOLQJ�UHTXLUHPHQWV�DQG�YROXQWHHUV�QRW�

XQGHUVWDQGLQJ�VFKRROVè�VRFLR�HFRQRPLF�FRQWH[WV�

as key barriers, whilst the latter cited changes to 

VFKRRO�VWDII��ORZ�OHYHOV�RI�WHDFKHU�EX\�LQ�DQG�EXGJHW�

limitations.

Impact 
 

•	 Attitudes to learning: ����RI�VFKRRO�VXUYH\�

participants felt the programme had a positive 

impact on pupils’ general school engagement to a 

high/very high extent, while just over half of school 

survey participants felt the programme had a positive 

impact on pupils’ attainment and progress across the 

curriculum to a high/very high extent.

•	 Motivations for work: Pupils were asked to report 

what they thought were the most important reasons 

IRU�ZRUNLQJ��7KH�WRS�WKUHH�UHVSRQVHV���HDUQLQJ�PRQH\��

OHDUQLQJ�QHZ�WKLQJV��DQG�XVLQJ�WKHLU�VNLOOV���VWD\HG�

the same, though there was some movement in the 

proportion of pupils reporting against each of these 

options, potentially suggesting that programme 

participation encouraged survey participants to 

place greater importance on their own personal 

development and skills, with fewer regarding finances 

as the main motivation for working.

•	 Pupil survey: The results of the pupil survey have 

been less positive than programme data collected 

through other means, with a large amount of the 

evidence analysed inconclusive in terms of impact. 

:KLOH�WKLV�PD\�EH�SDUWLDOO\�WKH�UHVXOW�RI�SRRU�

TXDOLW\�GDWD��LPSDFWHG�E\�GDWD�FROOHFWLRQ�FKDOOHQJHV�

through lockdown and the fact findings could not be 

triangulated with additional data sources, such as focus 

groups, it may also indicate that a survey is not the best 

method of assessing impact with primary age pupils, 

SDUWLFXODUO\�LQ�WHUPV�RI�WKH�VHOI�DVVHVVPHQW�RI�VNLOOV�

Understanding the world of work�������RI�VFKRRO�

staff thought the programmes had a high impact 

on pupils’ understanding of the world of work and 

WZR�WKLUGV�WKRXJKW�WKH�VDPH�RI�HQJDJHPHQW�ZLWK�

jobs and careers learning.

Attitudes to learning: ����RI�VFKRRO�VXUYH\�

participants felt the programme had a positive 

impact on pupils’ general school engagement to a 

high/very high extent, while just over half of school 

survey participants felt the programme had a 

positive impact on pupils’ attainment and progress 

across the curriculum to a high/very high extent.
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•	 Essential skills: Over half of school survey participants 

reported that programme participation had an 

impact on pupils’ essential skills to a high/very high 

H[WHQW��ZLWK�FUHDWLYLW\�������DQG�WHDPZRUN�������



Theory of Change
The following recommendations indicate possible 

strategies to improve the relevance and robustness of 

the Theory of Change and outcomes framework for 

future iterations of the Primary Fund programme: 

•	 Alignment: While there is significant overlap between 

outcomes specified in the Theory of Change and 

FURVV�FXWWLQJ�RXWFRPHV��WKHVH�FRXOG�EH�PRUH�FORVHO\�

aligned to ensure that both the programme team and 

providers are clear about the core outcomes to be 

measured.

•	 Measurement: There is considerable scope to clarify 

the indicators and targets used to assess both 

the outcomes specified in the Theory of Change 

DQG�FURVV�FXWWLQJ�RXWFRPHV��DV�ZHOO�DV�WR�GHYHORS�

appropriate tools to enable providers to collect data 

against these indicators and/or targets. 

•	 Clarity of definitions: At present, there is a lack of 

FODULW\�DURXQG�WKH�GHILQLWLRQ�RI�WKH�ILYH�FURVV�FXWWLQJ�

outcomes, meaning that providers are developing 

and working towards their own definitions of what 

these outcomes should constitute. Clearly defined 

outcomes, accompanied by appropriate indicators and 



•	 Employers: Employer engagement is likely to be more 

effective outside of lockdown, though the evidence 

indicates that virtual delivery models increase 

accessibility for employers to engage with schools. 

As such, it is recommended that future programme 

delivery incorporates virtual models for engagement, 

offering opportunities to increase both the range and 

diversity of volunteers and/or employers who can 

interact with pupils.

•	 Covid-19: The pandemic forced providers to approach 

delivery creatively, though the majority of participants 

to comment felt that virtual opportunities could not 

UHSODFH�IDFH�WR�IDFH�HQJDJHPHQW�HQWLUHO\��)XWXUH�

programming should incorporate lessons learned from 

operating in the pandemic, including: 

	 – �Virtual models can be successfully applied to core 

programme delivery and to employer and volunteer 

engagement, improving their representation within 

the programme; and

	 å��'HYHORSLQJ�çRII�WKH�VKHOIè�UHVRXUFHV�FDQ�VLJQLĆFDQWO\�

enhance programme accessibility and reach, and can 

EH�XVHG�E\�WHDFKHUV�LQ�D�ćH[LEOH�PDQQHU�

Monitoring, Evaluation and Learning

There were several areas of the Fund and provider 

evaluations that could have been more effective. The 

RYHUDOO�DSSURDFK�WR�WKH�)XQG�OHYHO�HYDOXDWLRQ�PD\�KDYH�

yielded more insightful data had greater consideration 

been given to the differences between providers, as well 

as the capacity of participating schools to carry out data 

collection on behalf of the evaluation. The following 

UHFRPPHQGDWLRQV�DUH�VSHFLĆF�WR�WKH�)XQG�OHYHO�

evaluation of the programme. Whilst several evaluation 

FKDOOHQJHV�ZHUH�VSHFLĆF�WR�WKH�GLVUXSWLRQ�FDXVHG�

E\�&RYLG�����WKHUH�DUH�VRPH�DUHDV�RI�WKH�HYDOXDWLRQ�

approach that could be strengthened:

•	 Programme differences: The difference between 

SURYLGHUVè�PRGHOV�DQG�LQWHUSUHWDWLRQ�RI�WKH�FURVV�

FXWWLQJ�RXWFRPHV�PDGH�D�)XQG�OHYHO�HYDOXDWLRQ�

challenging. It is recommended that either providers 

are encouraged to work within a shared evaluation 

framework, or the evaluation is conducted on a 

SURYLGHU�E\�SURYLGHU�EDVLV�WR�DOORZ�IRU�LQVLJKWIXO�

assessment of best practice and lessons learned. 

•	 Evaluation guidelines: Similarly, developing clearer 

guidelines for providers for measuring impact would 

LPSURYH�XQGHUVWDQGLQJ�DQG�EX\�LQ��DV�ZHOO�DV�HQVXULQJ�

consistency across provider data sets. Including 

measures for things like the standard threshold to 

TXDQWLI\�VWDNHKROGHU�HQJDJHPHQW�ZRXOG�DOORZ�IRU�

more effective evaluation of components such as 

delivery and value for money.

•	 External evaluation: ,I�D�)XQG�OHYHO�HYDOXDWLRQ�ZDV�WR�

be delivered again, ensuring external evaluators were 

in place prior to the start of the Fund, and ensuring 

capacity to meaningfully work with providers on 

HYDOXDWLRQ��ZRXOG�IDFLOLWDWH�EX\�LQ�DQG�EHWWHU�DOLJQ�

evaluation approaches.

•	 Streamlining reporting: A review of reporting 

templates would benefit both providers and CEC. 

Improved document management would also 

be beneficial; reporting documents were often 

resubmitted with unclear amendments, and a lack of 

version control proved challenging.

10Primary Fund Evaluation Final Report, May 2021 careersandenterprise.co.uk



Introduction3
3.1 Programme Overview
With a £2 million investment from the Department 

for Education, The Careers & Enterprise Company’s 

Primary Fund (referred to interchangeably as ‘the 

Primary Fund’ or ‘the Fund’) aimed to provide schools 

DQG�SROLF\�PDNHUV�ZLWK�HYLGHQFH�DQG�H[DPSOHV�RI�ZKDW�

HIIHFWLYH�FDUHHU�UHODWHG�OHDUQLQJ��&5/��LQ�SULPDU\�

education looks like. The Fund was established to (i) 

scale and evaluate existing programmes, (ii) develop 

and test new programmes through incubation and 

support and (iii) build a primary toolkit (Primary Careers 

Resources Platform) to facilitate sharing of resources 

and case studies.7 Key interventions include networks 

and partnerships between schools, employers and 

parents; CRL interventions focusing on challenging 

stereotypes, widening aspirations and increasing 

awareness; and Continued Professional Development 

(CPD), support and resources for schools and teachers 

to deliver CRL.

Developed in line with the Careers Strategy 2017,� which 

called for more evidence on effective approaches in 

primary to facilitate schools’ learning from best practice 

along with the development of expertise,� the focus of 

the Fund was shaped by the recommendations from 

WKH�ç:KDW�:RUNV"�&DUHHU�UHODWHG�OHDUQLQJ�LQ�SULPDU\�

schools’ report.10 The What Works? report outlines 

the principles for effective practice: involving external 

RUJDQLVDWLRQV�DQG�HPSOR\HUV��HPEHGGLQJ�FDUHHU�UHODWHG�

OHDUQLQJ�ZLWKLQ�WKH�FXUULFXOXP�DV�SDUW�RI�D�ZKROH�VFKRRO�

strategy; and making opportunities open to all.

There are two key components of the Primary Fund: 

Scaling Existing Programmes (SEP) and Developing New 

and Innovative Programmes (DNIP). 

•	 Scaling Existing Programmes: SEP enabled 

organisations to bid for funding to develop and 

expand programmes already in operation. The 

nine organisations selected were Education and 

Employers; East Sussex County Council; Enabling 

Enterprise/Skills Builder;11 National Literacy Trust; 

Learn By Design; Regenda Homes; Teen Tech; 

15billionebp; and Gro Organic. 

•	 Developing New and Innovative Programmes: 
DNIP was for organisations seeking to develop and 

WHVW�LQQRYDWLYH�FDUHHU�UHODWHG�OHDUQLQJ�DFWLYLWLHV��

Six organisations were selected: North East LEP; 

White Room Consultancy/Digital Advantage;12 

LOUD/Kidspiration;13 Eden Project; Black Country 

Consortium; and Academy FM Folkestone.

This report explores the extent to which the intended 

dimensions of the Fund’s Theory of Change have 

been met, along with the effectiveness of its delivery, 

engagement and implementation, programme impact 

and learning, and recommendations for future practice.

7. Programme documentation. 
���'HSDUWPHQW�IRU�(GXFDWLRQ��������&DUHHUV�VWUDWHJ\��PDNLQJ�WKH�PRVW�RI�HYHU\RQHèV�VNLOOV�DQG�WDOHQWV� 
���SULPDU\BIXQGBSURVSHFWXVBY�BGLJLWDO�SGI 



Programmes included a range of activities tailored 

to disseminate and embed CRL in school curricula 

around the country, with the aim of achieving impact 

DJDLQVW�WKH�)XQGèV�FURVV�FXWWLQJ�RXWFRPHV��� Activities 

included practical engagement with the world of work 

through professional volunteer school visits, events 

and workplace trips; broadening horizons through the 

creative development and use of resources, including 

ĆOP�DQG�DXGLR��WHDFKHU�SURIHVVLRQDO�GHYHORSPHQW�

RSSRUWXQLWLHV��LQFOXGLQJ�WUDLQLQJ�IRU�LQ�VHUYLFH�

teachers and teachers in training; embedding CRL in 

the curriculum by incorporating it with other areas 

of focus, such as literacy, STEM and PSHE; parental 

engagement opportunities through celebration events 

and showcasing parents’ careers; and the development 

creative outputs, from interviews with professionals 

and parents to building prototypes of future cities. 

For a full summary of each provider's programme, 

please see Appendix 3.

����(GXFDWLRQDO�RXWFRPHV��DWWLWXGHV�WR�OHDUQLQJ��XQGHUVWDQGLQJ�WKH�ZRUOG�RI�ZRUN��HVVHQWLDO�VNLOOV�DQG�SDUHQWDO�HQJDJHPHQW�

3.2 Evaluation Overview
The Research Base was commissioned to carry out an 

evaluation of The Career & Enterprise Company (CEC)’s 

Primary Fund. The aim of this evaluation was to assess 

the effectiveness of a wide range of CRL in primary 

schools to create an evidence base from which to 

support future practice.

The Fund was originally intended to conclude in 

6HSWHPEHU�������EXW�WKH�FKDQJHV�WR�GHOLYHU\���ERWK�

adaptations to activities and extensions to timeframes 

��QHFHVVLWDWHG�E\�WKH�&RYLG����SDQGHPLF�PHDQW�WKDW�

some providers continued with their programmes until 

WKH�HQG�RI�0DUFK�������7KHUH�KDYH�DOVR�EHHQ�VLJQLĆFDQW�

changes to the evaluation approach as a result of this, 

ZLWK�WKH�SHULRG�IRU�GDWD�FROOHFWLRQ�H[WHQGHG�XQWLO�PLG�

April 2021 to allow for meaningful evaluation of the 

extended programmes. Some elements of the method, 

such as the focus groups, were unable to go ahead; 

VLJQLĆFDQW�OLPLWDWLRQV�ZHUH�DOVR�SODFHG�RQ�WKH�DPRXQW�RI�

data able to be collected, particularly in the case of the 

pupil and school surveys.

7KH�HYDOXDWLRQ�ĆQGLQJV��HVSHFLDOO\�WKRVH�GUDZQ�IURP�WKH�

TXDQWLWDWLYH�GDWD��VKRXOG�EH�LQWHUSUHWHG�ZLWK�FDXWLRQ��

6HFWLRQ�����DQG�WKH�PHWKRG�LQ�$SSHQGL[���RXWOLQH�WKH�

limitations relating to the project generally, as well as 

the data submitted to us as part of this evaluation; these 

DUH�H[WHQVLYH��7KH�NH\�ĆQGLQJV�DQG�UHFRPPHQGDWLRQV�

have been informed by the evidence available, and we 

have taken care to outline the extent of supporting 

evidence where appropriate. The data limitations should 

nevertheless be taken into account when reading and 

interpreting this report, particularly in the application 

RI�TXDQWLWDWLYH�ĆQGLQJV�WR�WKH�3ULPDU\�)XQG�DV�D�ZKROH��

Whilst the focus of this evaluation is the Fund overall, 

LW�LV�UHFRPPHQGHG�WKDW�IRU�JUHDWHU�GHWDLO�RQ�VSHFLĆF�

programmes’ delivery, impact and effectiveness, this 

report is read alongside providers own programme 

evaluations.

12Primary Fund Evaluation Final Report, May 2021 careersandenterprise.co.uk



3.3 Methodology
The key elements of the evaluation method are included 

EHORZ��6RPH�SODQQHG�HOHPHQWV���WKH�SXSLO�DQG�SDUHQW�

IRFXV�JURXSV���KDG�WR�EH�H[FOXGHG�DV�D�UHVXOW�RI�&RYLG����

disruption, and other components, namely the pupil and 

VFKRRO�VXUYH\V��ZHUH�VLJQLĆFDQWO\�DIIHFWHG�E\�ORFNGRZQ�

disruption. For the evaluation framework please see 

$SSHQGL[����IRU�WKH�IXOO�PHWKRG��LQFOXGLQJ�PHWKRG�

VSHFLĆF�OLPLWDWLRQV��SOHDVH�VHH�$SSHQGL[���

Pupil Surveys
Baseline and endline surveys, designed to measure 

the impact of the programmes on pupils’ attitudes, 



To ensure the report is accessible and easy to read, 

footnotes have only been included where more than 

one person mentioned a particular item of interest to 

this evaluation (in these cases, footnotes are included 

so that readers can gauge the level of support for a 

SDUWLFXODU�VWDWHPHQW�RU�LGHD���,QGLYLGXDO�TXRWHV��ZKHUH�

not clearly indicated in the surrounding text, come from 

school or provider interviews.

Data Review
Provider monitoring data, primarily in the form of 

TXDUWHUO\�UHSRUWV��FODLPV�IRUPV�DQG�ĆQDO�HYDOXDWLRQ�

reports, was reviewed in order to supplement evidence 

collected through other means. As the evaluation is 

focused on the Fund overall rather than the individual 

providers, and the providers’ programmes, evaluations, 

DQG�VHOI�FROOHFWHG�GDWD�YDULHV�VLJQLĆFDQWO\��WKLV�

evidence has provided important context for the main 



3.3.1 Data Overview
The table below includes all the primary data included 

for analysis in this report, other than the four interviews 

conducted with the CEC programme team. 

Where it has been noted that a data set has been 

excluded due to lack of data, it means the survey 

ZDV�HLWKHU�GLVFRQWLQXHG��DV�D�UHVXOW�RI�&RYLG�UHODWHG�

GLVUXSWLRQ��RU�SURYLGHUV�ZHUH�XQDEOH�WR�FROOHFW�DGHTXDWH�

data for meaningful analysis. It is important to note also 

that North East LEP’s delivery model meant that neither 

survey was relevant, as it was not working directly with 

pupils.

Provider
Pupil survey School 

Survey
School 

Interviews
Provider 

InterviewsBaseline Endline Matched

Academy FM Folkestone Excluded due to lack of data �





•	 Survey limitations:

	 – �Although some schools were involved with multiple 

providers, they were only considered as being part 

of the provider programme for which The Research 

Base had survey data. Therefore, intersecting 

programmes have not been fully considered as part 

of this analysis.

	 – �Any impacts measured by the surveys cannot be 

separated from other causative factors and, as such, 

may not be fully attributable to the programme.

	 – �Patchy survey delivery combined with a lack of 

FRPSDUDELOLW\�EHWZHHQ�VRPH�TXHVWLRQV�LQ�WKH�

SXSLO�VXUYH\�PHDQW�WKDW�WKH�GDWD�ZDV�LQVXIĆFLHQWO\�

robust to enable further segmentation beyond that 

noted in the method (for example by age group), 

weighting, or statistical testing.17 

	 – �A large number of adjustments and exclusions were 



Theory of Change4
Challenges 

Interventions 

Short-Term 
Outcomes 

Longer-Term 
Outcomes

Broader 
Goals

Assumptions •	Opportunities for parents to be involved are sufficient

•	Parents are willing and able to engage with interventions successfully

•	Young people lack awareness of the jobs and careers presented

•	Programme activities resonate with young people and get them excited about careers

•	Schools release staff when needed to deliver interventions successfully

•	Teachers are motivated, and have the time and resources necessary, to increase CRL in 

schools

•	



4.1 Primary Fund Theory of Change
A visual representation of the Theory of Change for 

WKH�3ULPDU\�)XQG�DV�D�ZKROH���SURYLGHG�RQ�WKH�SUHYLRXV�

SDJH���RXWOLQHV�WKH�FKDOOHQJHV��LQWHUYHQWLRQV��LQWHQGHG�

outcomes and assumptions for parents, young people, 

schools and employers that are common across the 

provider programmes. The framework was developed 

by the Phase 1 (incubation stage) evaluator and then 

adapted by The Research Base, informed by the 

programmes participating in the Primary Fund as a 

whole.

Key Findings: Theory of Change
•	 Primary Fund Theory of Change: All dimensions of 

the Primary Fund Theory of Change have been met 

to some extent. However, there were challenges 

assessing programme delivery and impact against the 



4.1.1 Theory of Change Review and 
Recommendations 
The following table provides a summary of available 

HYLGHQFH�GUDZQ�IURP�ERWK�TXDQWLWDWLYH�DQG�TXDOLWDWLYH�

data collected for the evaluation of the Primary Fund 

relative to the Theory of Change (ToC). 

ToC Outcome Available Evidence

Short-term outcome 1:

Parents have increased 

awareness of the importance of 

CRL for their children

•	Two providers reported increased parental awareness of the importance 

RI�&5/�IRU�WKHLU�FKLOGUHQ�LQ�TXDOLWDWLYH�LQWHUYLHZV��

•	School survey data indicates teachers considered parental engagement to 

EH�OLPLWHG��ZLWK�����FRQVLGHULQJ�WKH�H[WHQW�RI�SDUHQWDO�HQJDJHPHQW�WR�EH�

KLJK�YHU\�KLJK��ZKLOVW�����WKRXJKW�LW�ZDV�ORZ�PRGHUDWH��:KLOH����RI����

providers had parental engagement as an intended outcome, this element 

appears to have been one most affected by lockdown restrictions.

Short term outcome 2:

Young people have increased 

awareness of jobs and career 

pathways, and how learning in 

school links to the world of work

•	����RI�VFKRRO�VXUYH\�SDUWLFLSDQWV�UHSRUWHG�KLJK�YHU\�KLJK�LPSDFW�IRU�

pupils’ understanding of the world of work. 

•	����RI�VFKRRO�VXUYH\�SDUWLFLSDQWV�UHSRUWHG�KLJK�YHU\�KLJK�LPSDFW�IRU�

pupils’ engagement with jobs and careers learning.

•	����RI�VFKRRO�VXUYH\�SDUWLFLSDQWV�UHSRUWHG�KLJK�YHU\�KLJK�LPSDFW�IRU�

pupils’ ability to set goals and devise a route to achieving them. 

•	Qualitative data indicates that the majority of providers and nearly half 

of schools believed that the Primary Fund programme had a high level of 

impact on pupils’ understanding of the world of work. 

Short-term outcome 3: 

Schools have increased 

FRQĆGHQFH��FDSDFLW\�DQG�VNLOOV�WR�

deliver CRL

•	����RI�VFKRRO�VXUYH\�SDUWLFLSDQWV�IHOW�WKH�SURJUDPPH�KDG�LPSDFWHG�WKHLU�

understanding of how to prepare young people for the world of work to a 

high or very high extent. 

•	����RI�VFKRRO�VXUYH\�SDUWLFLSDQWV�UHSRUWHG�KLJK�YHU\�KLJK�OHYHOV�RI�WHDFKHU�

engagement with the programme from other teachers within their school

20Primary Fund Evaluation Final Report, May 2021 careersandenterprise.co.uk



ToC Outcome Available Evidence

Short-term outcome 4:

Increased employer confidence  
in working with schools

•	There is no available evidence specifically related to increased 

HPSOR\HU�FRQILGHQFH��KRZHYHU��VFKRRO�VXUYH\�GDWD�LQGLFDWHV�WKDW�����RI�

participating schools rated employer engagement as high/very high. 

Long-term outcome 1:

Parents actively have career 
conversations with their children

•	Pupil survey data points towards an increase in pupils’ talking to family 

PHPEHUV�DV�D�PHDQV�RI�REWDLQLQJ�FDUHHUV�LQIRUPDWLRQ�IURP�����WR�����

(baseline to endline). 

•	Qualitative evidence is highly limited; only one school interviewee referred 

to being aware of children discussing careers with their parents. 

Long-term outcome 2:

Young people have increased 
employability skills

•	Evidence from school surveys indicates a high/very high impact for pupils’ 



4.2 Cross-cutting Outcomes
,Q�DGGLWLRQ�WR�WKH�RXWFRPHV�VSHFLĆHG�LQ�WKH�7KHRU\�RI�

&KDQJH��WKH�FURVV�FXWWLQJ�RXWFRPHV�RI�WKH�3ULPDU\�

)XQG�LQFOXGH�WKH�ĆYH�NH\�IRFXV�DUHDV��DOLJQHG�ZLWK�WKH�

principles of the What Works? report: educational 

outcomes; positive attitude to learning; understanding 

the world of work; Skills Builder’s eight essential skills; 

and parental engagement. The framework and research 

WRROV�IRU�WKH�)XQG�OHYHO�HYDOXDWLRQ�ZHUH�GHYHORSHG�WR�

consider programme outcomes across each focus area. 

An overview of how each of the provider programmes 

UHODWH�WR�WKH�ĆYH�IRFXV�DUHDV�KDV�EHHQ�SURYLGHG�EHORZ��

Within each area, key outcomes shared by a number of 

the providers are as follows:�� 

Educational Outcomes
$�PDMRULW\�RI�WKH�SURYLGHUV�LGHQWLĆHG�HGXFDWLRQDO�

outcomes as an intended effect of the programme, 

although the exact outcomes varied. For four 

providers, this included improved pupil performance, 

such as improved literacy and numeracy,�� technical 

skills20  and other personal skills;21 one provider also 

mentioned greater enthusiasm about learning.22 For two 

providers,23 the educational outcomes were the same 

as the outcomes related to Skills Builder’s essential 

skills. Other educational outcomes mentioned included 

curriculum support, such as greater embedding of 

CRL,�� and development of relationships between 

schools and businesses or other organisations.25 

Positive Attitude to Learning

The change in learning attitudes was the focus area 

mentioned by the lowest number of providers. For 

three26  of the providers, this included increased 

awareness of the link between the school curriculum 

and the wider world. Another three providers27 

PHQWLRQHG�DSSURDFKHV�WR�WDFNOLQJ�JHQGHU�HTXDOLW\�RU�

other social barriers in the classroom. Four providers���

referred to outputs instead of outcomes, however, such 

as programme enjoyment and engagement.

����3URYLGHU�DQG�SURJUDPPH�GRFXPHQWDWLRQ� 

����1DWLRQDO�/LWHUDF\�7UXVW�DQG�'LJLWDO�$GYDQWDJH� 

20. Teen Tech. 

21. Eden Project. 

22. 15billionebp. 

23. Learn By Design and Academy FM Folkestone. 

����*UR�2UJDQLF��5HJHQGD�+RPHV��1RUWK�(DVW�/(3�DQG�%ODFN�&RXQWU\�&RQVRUWLXP� 

25. Teen Tech and Black Country Consortium. 

26. Education and Employers, National Literacy Trust and Teen Tech. 

27. National Literacy Trust, Teen Tech and 15billionebp. 

����/HDUQ�%\�'HVLJQ��*UR�2UJDQLF��'LJLWDO�$GYDQWDJH�DQG�$FDGHP\�)0�)RONHVWRQH�
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4.2.2 Achievement of Outcomes dKHAH[WHQWAWRAZKLFKAHDFKARIAWKHAĆYHAFURVV�FXWWLQJARXWFRPHVAKDYHAEHHQAPHWALVAH[SORUHGAPRUHAIXOO\ALQA6HFWLRQANARQA
3URJUDPPHA,PSDFWIAdKHAIROORZLQJAWDEOHASURYLGHVADAKLJK�OHYHOAVXPPDU\ARIAWKHAHYLGHQFHADYDLODEOHAWRADVVHVVALPSDFWA
慣牯獳⁴桥獥⁯畴捯浥献 

Cross-cutting 
Outcome 

Summary of Evidence䕤畣慴楯湡氠 
潵瑣潭敳

销	兵慬楴慴楶攠攀癩摥湣攠灯楮瑳⁴潷慲摳⁳灥捩晩挠灲漀癩摥牳⁤攀瘀敬潰楮朠慲敡猠潦⁢敳琠灲慣瑩捥 
楮⁲敬慴楯渠瑯⁥摵捡瑩潮慬⁯畴捯浥献⁔桥獥⁡牥慳⁯映扥獴⁰爀慣瑩捥⁡牥⁨楧桬楧桴敤⁩渠瑨攠
捡獥⁳瑵摩敳⁡捣潭灡渀祩湧⁴桥⁭慩渠牥灯牴⸠

销	周敲攠睡猠楮獵晦楣楥湴⁥癩摥湣攠愀癡楬慢汥⁴漠楮捬畤攠瑨楳⁯畴捯浥⁷楴桩渠瑨攠捵牲敮琠
攀癡汵慴楯渮倀潳楴楶攠慴瑩瑵摥⁴漠

汥慲湩湧

销	兵慬楴慴楶攠攀癩摥湣攠楮摩捡瑥猠愠湵浢敲⁯映睡祳⁩渠睨楣栠灲漀癩摥牳⁨愀瘀攠摥瘀敬潰敤⁢敳琠
灲慣瑩捥⁩渠牥污瑩潮⁴漠慴瑩瑵摥猠瑯⁬敡牮楮朮⁔桥獥⁡牥慳⁯映扥獴⁰爀慣瑩捥⁡牥⁨楧桬楧桴敤⁩渠
瑨攠捡獥⁳瑵摩敳⁡捣潭灡渀祩湧⁴桥⁭慩渠牥灯牴⸀

销	周敲攠楳⁮漠攀癩摥湣攠晲潭⁴桥⁰異楬⁳畲瘀攀礠瑯⁳畧来獴⁴桡琠瑨攠灲潧爀慭浥⁨慳⁡晦散瑥搠
灵灩汳鈠慴瑩瑵摥猠瑯⁬敡牮楮本⁷楴栠湯⁭敡湩湧晵氠捨慮来⁢整睥敮⁴桥⁢慳敬楮攠慮搠敮摬楮攠
PHDQAVFRUHVAIRUADOOATXHVWLRQVALQAWKLVADUHDI啮摥牳瑡湤楮朠瑨攠

睯牬搠潦⁷潲欀

销	周攠牥獵汴猠潦⁴桥⁰異楬⁳畲瘀攀礠楮摩捡瑥⁴桡琠瑨攠灲潧爀慭浥⁭愀礠桡瘀攠桡搠獯浥⁩浰慣琠
潮⁰異楬玒⁫湯睬敤来⁯映癡物潵猠捡牥敲猬⁩湤楣慴敤⁴桲潵杨⁡⁳汩杨琠獨楦琠楮⁴桥⁡獰楲慴楯湡氠
捡牥敲猠獥汥捴敤⁢礠灵灩汳⁡湤⁴桲潵杨⁡⁣桡湧攠楮⁴桥楲⁲数潲瑥搠浯瑩癡瑩潮猠景爠睯牫⸠
䅤摩瑩潮慬汹Ⱐ瑨敲攠睡猠愠獬楧桴⁩湣牥慳攠楮⁴桯獥⁷桯⁲数潲瑥搠晥敬楮朠瑨攀礠捯畬搠摯⁡渀礠
橯戠瑨攀礠睩獨敤⁢整睥敮⁴桥⁢慳敬楮攠慮搠敮摬楮攠獵牶攀祳Ⱐ慮搠獯浥⁥癩摥湣攠瑯⁳畧来獴 
瑨慴⁴桥⁰牯杲慭浥⁨慳⁨慤⁳潭攠業灡捴⁯渠灵灩汳鈠癩敷猠潦⁧敮摥爠獴敲敯瑹灥猠慲潵湤 
捡牥敲献⁔桩猠睡猠獵灰潲瑥搠戀礠瑨攠晩湤楮杳⁯映瑨攠獣桯潬⁳畲瘀攀礀Ⱐ楮⁷桩捨⁴敡捨敲猠睥牥 
灯獩瑩瘀攠慢潵琠瑨攠業灡捴⁯映瑨攠䘀畮搠潮⁰異楬玒⁵湤敲獴慮摩湧⁯映瑨攠睯牬搠潦⁷潲欠慮搠
瑨敩爠敮条来浥湴⁷楴栠橯扳⁡湤⁣慲敥牳⁬敡牮楮朮

销	兵慬楴慴楶攠攀癩摥湣攠楳⁭潲攠灯獩瑩瘀攬⁷楴栠慮⁵湤敲獴慮摩湧⁯映瑨攠睯牬搠潦⁷潲欠慮搠
扲潡摥湩湧⁯映桯物穯湳⁡⁲散畲物湧⁴桥浥⁩渠瑥牭猠潦⁰異楬⁩浰慣琠慣牯獳⁳捨潯氠慮搠
灲漀癩摥爠楮瑥牶楥睳⸠䬀攀礠慲敡猠潦⁢敳琠灲慣瑩捥⁨愀瘀攠扥敮⁨楧桬楧桴敤⁩渠瑨攠捡獥⁳瑵摩敳 
慣捯浰慮祩湧⁴桥⁭慩渠牥灯牴⸀

㈵
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Skills Builder’s eight 

essential skills

•	While the evidence from the pupil surveys regarding pupils’ employability/essential skills 

is inconclusive, the results from the school survey of participating teachers was positive. 

Over half of participants reported that the programme had a high or very high impact on 

the eight essential skills. 

•	7KLV�LV�IXUWKHU�VXSSRUWHG�E\�DGGLWLRQDO�TXDOLWDWLYH�HYLGHQFH��ZLWK�VFKRRO�DQG�SURYLGHU�

interviewees positive about the effect of the programme on the children involved. Key 

areas of best practice have been highlighted in the case studies accompanying the main 

report.

Parental 

engagement

•	7DUJHWV�IRU�SDUHQWDO�HQJDJHPHQW�ZHUH�H[FHHGHG�DFURVV�WKH�SURJUDPPH��ZLWK�������

SDUHQWV�HQJDJHG�DJDLQVW�D�WDUJHW�RI��������,W�LV��KRZHYHU��XQFOHDU�IURP�SURYLGHU�UHSRUWLQJ�

KRZ�WKHVH�ILJXUHV�KDYH�DFKLHYHG��ZLWK�GLIIHUHQW�PHWKRGV�IRU�TXDQWLI\LQJ�HQJDJHPHQW�

appearing to have been used. 

•	School survey participants reported mixed levels of engagement with parents and 

FDUHUV��ZLWK�����UHSRUWLQJ�ORZ�WR�PRGHUDWH�OHYHOV�RI�HQJDJHPHQW�DQG�����UHSRUWLQJ�

high to very high levels. Interestingly, for programmes where parent/carer engagement 

was specifically targeted as a key focus area, results were still mixed but engagement 

ZDV�JHQHUDOO\�IHOW�WR�EH�ORZHU��ZLWK�MXVW�RYHU�KDOI�������RI�UHVSRQGHQWV�UHSRUWLQJ�

ORZ�RU�PRGHUDWH�HQJDJHPHQW�DQG�MXVW�RYHU�D�WKLUG�������UHSRUWLQJ�KLJK�RU�YHU\�KLJK�

engagement.

•	Qualitative evidence reflects similar findings, though examples of provider capitalising on 

unplanned engagement opportunities with parents have also been captured. These, plus 

other areas of good practice, have been highlighted in the case studies accompanying the 

main report.

Cross-cutting 
Outcome 

Summary of Evidence

2YHUDOO��WKH�WDEOH�DERYH�SRLQWV�WRZDUGV�WKH�ODFN�RI�VXIĆFLHQWO\�ULJRURXV�HYLGHQFH�WR�DVVHVV�IXOO\�WKH�H[WHQW�WR�ZKLFK�

WKH�ĆYH�FURVV�FXWWLQJ�RXWFRPHV�KDYH�EHHQ�PHW��$V�PHQWLRQHG�SUHYLRXVO\��KRZHYHU��LW�VKRXOG�EH�QRWHG�WKDW�WKH�ODFN�RI�

available evidence does not necessarily indicate that these outcomes have not been successfully achieved, but rather 

WKDW�WKHUH�LV�D�Q�者瀀



Effectiveness of Delivery5



•	 Stakeholder engagement: Stakeholder engagement 

was perceived to be high across the programme. A 

significant majority of school survey participants 

reported that programme engagement levels had 

EHHQ�KLJK�ZLWK�VWXGHQWV��������VHQLRU�OHDGHUVKLS�

WHDPV��������RWKHU�WHDFKHUV�������DQG�HPSOR\HUV�

�������(QJDJHPHQW�ZLWK�SDUHQWV�DQG�FDUHUV�ZDV�

SHUFHLYHG�WR�EH�ORZHU��ZLWK�����FRQVLGHULQJ�LW�WR�EH�



Covid-19 Response 
Whilst operating in lockdown enhanced the perception 

of the Primary Fund as being adaptable and innovative, 

with providers supported to pivot in their approach to 

GHOLYHU\��FKDOOHQJHV�ZHUH�VWLOO�VLJQLĆFDQW�DQG��LQ�VRPH�

cases, led to early completion of the programmes. The 

assessment of the impact of the pandemic across the 

Fund is challenging, however, as impact varied from 

programme to programme.�� One programme team 

member said: ‘Some [providers] had almost completed 

ZKHQ�&RYLG�EHJDQ�RU�ZHUH�DEOH�WR�DGDSW�TXLWH�TXLFNO\��

so for some the impact was not as great as others.’

Challenges 
2QH�RI�WKH�FKDOOHQJHV�DW�WKH�)XQG�OHYHO�ZDV�WKH�

necessity to negotiate any amendments to the Fund 

with the Department for Education, prior to working 

with providers to adjust their models and approaches. 

One programme team member spoke of the challenges 

involved in these various steps, and the components 

RI�&(&èV�DSSURDFK�WKDW�PDGH�VXFK�VLJQLĆFDQW�

changes possible: ‘What’s been helpful is lots of close 

negotiation, having those relationships of trust and 

being able to provide an environment where innovation 

and adaptation could take place.’

The complexity and range of geographic responses 

to the pandemic was cited as a challenge by one 

programme team member: ‘I think we’ve seen a lot of 

variance across the country depending on which schools 

providers were operating in.’ Providers’ resourcing 

ZDV�DOVR�FLWHG�DV�D�FKDOOHQJH��ZLWK�WKH�GLIĆFXOWLHV�RI�

maintaining programme delivery with staff shortages 

(as a result of furlough) mentioned by one of the 

programme team.

An additional challenge raised by one programme 

WHDP�PHPEHU�ZDV�WKH�GLIĆFXOW\�RI�HQJDJLQJ�SULPDU\�

school pupils through virtual programme delivery, 

compared to older students: ‘In primary it’s just a whole 

GLIIHUHQW�NHWWOH�RI�ĆVK�WKH�ZD\�WKDW�\RXQJ�SHRSOH�DUH�

going to engage and the fact that it’s so important for 

HQJDJHPHQW�WR�EH�H[SHULHQWLDO��WKDWèV�LQFUHGLEOH�GLIĆFXOW�

for a primary phase just staring into a screen.’



Opportunities 
Whilst acknowledging the challenges, one of the 

CEC programme team commented on the positive 

outcomes of having operated throughout the pandemic, 

namely the agility, communication and relationship 

management skills providers have had to strengthen out 

of necessity. The need to think outside the box in terms 

of delivery has offered opportunities for providers to 

EH�PRUH�ćH[LEOH�DQG�DFFHVVLEOH��GHYHORSLQJ�DSSURDFKHV�

WKDW�ZLOO�KHOS�WDFNOH�SUH�H[LVWLQJ�GHOLYHU\�FKDOOHQJHV��

such as scheduling and timetabling: ‘The pandemic has 

opened up spaces for them to explore different ways to 

do that.’



5.1.2 Primary Fund Delivery 
Programme Reach 
:KLOH�GHOLYHU\�SODQV�ZHUH�UHTXLUHG�WR�FKDQJH�IRU�WKH�

majority of providers, on the whole the programmes 

were still reported by interviewees to have reached the 

anticipated target groups.�� Where delivery to the full 

FRKRUW�RI�RULJLQDO�EHQHĆFLDULHV�ZDV�QRW�SRVVLEOH��VRPH�

providers were able to open access to a wider range of 

EHQHĆFLDULHV��ç6R�ZH�JRW�PRUH�WHDFKHUVðWDNLQJ�SDUW��

ZKLFK�ZH�WKLQN�ZDV�EHQHĆFLDO�EXW�ZDVQèW�WKH�LQWHQGHG�

target group.’

$W�D�)XQG�OHYHO�WKH�SURJUDPPH�H[FHHGHG�DOO�RI�LWV�

WDUJHWV��ZLWK�WKH�ĆJXUHV�IRU�LQWHQGHG�UHDFK�DGMXVWHG�

LQ�WKH�SURFHVV�RI�UH�FRQWUDFWLQJ�XQGHU�&RYLG��� 

This is positive, particularly when considering the 

challenging circumstances in which providers have had 

to operate. However, it is crucial to note that without 

a standardised threshold for reporting engagement 

ĆJXUHV��SURYLGHUV�PD\�KDYH�XVHG�GLIIHUHQW�PHWKRGV�

WR�TXDQWLI\�WKHLU�UHDFK����$GGLWLRQDOO\��WKH�ĆJXUHV�

above include both ‘light’ and ‘intensive’ models of 

delivery, meaning that even within individual providers’ 

programmes, the level of stakeholder impact and 

HQJDJHPHQW�PD\�GLIIHU��6LPLODUO\��WKHVH�ĆJXUHV�LQFOXGH�

stakeholders who received face to face programmes, 

SUH�&RYLG��DQG�YLUWXDO�HQJDJHPHQW�RSSRUWXQLWLHV�RQFH�

operating in lockdown.

Concerns regarding reach were also reported by 

the programme team. Along with the stakeholders 

reached being over target across the Fund, the majority 

of providers also exceeded their targets.�� Even so, 

programme team members raised that, because of 

delays and challenges to the continued evaluation of 

participating cohorts, it is challenging to understand 

the real impact of the various interventions: ‘Some 

of the organisations that hit massive numbers, may 

not necessarily have reached the young people we’ve 

LGHQWLĆHG�DV�QHHGLQJ�LW�PRVW�RU�WKH�SDUHQWV�WKDW�QHHGHG�

it most.’

Programme Reach: Target vs. Actuals4242



Changes to Delivery Models  
&RYLG����KDG�D�VLJQLĆFDQW�LPSDFW�RQ�SURJUDPPH�

delivery, with almost all providers�� indicating 

that it had caused their delivery plans to change. 

Unsurprisingly, schools were less likely to have been 

DZDUH�RI�WKH�H[WHQW�WR�ZKLFK�&RYLG����KDG�DQ�LPSDFW�

on intended programme delivery, with around half 

reporting that from their perspective, the programme 

had been delivered as planned. For providers already 

experiencing some delays in timelines, the advent 

RI�&RYLG����UHVWULFWLRQV�FRPSOLFDWHG�GHOLYHU\�\HW�

further. One provider said: ‘Once handover to schools 





5.1.3 Areas of Effective Delivery  

The majority of participants in the school survey 

felt that the programme was run effectively in their 







5.1.4 Delivery Challenges  

Interviewees cited a range of challenges associated 

with delivery, including: virtual delivery not being as 

HIIHFWLYH�DV�LQ�SHUVRQ�HQJDJHPHQW��� the cancellation of 

activities;�� CEC delays impacting providers’ ability to 

pivot;60�VFKRROV�GURSSLQJ�RXW�DV�D�UHVXOW�RI�&RYLG����61  

changes to timing and/or delays in scheduled delivery;62 

the ability to secure the engagement of parents;63 and 

the evaluation of programme delivery and outcomes.�� 

Other areas of delivery that did not work as well, or 

were perceived to be challenging, included: 

•	 	Home learning: Three providers and four schools 

commented on the challenges of engaging pupils 

working from home: ‘So it was really difficult just 

to get children and parents online to even view 

messages, there are a lot of issues with families 

without devices, internet, low income, general lack of 

confidence from parents to support their children in 

their education.’

•	 Lockdown delivery: Four providers and four school 

interviewees commented on the challenges of 

transitioning to virtual models, along with the 

difficulties of integrating their programmes during the 

phase of returning to school. One school interviewee 

VDLG��ç,W�ZDV�TXLWH�FKDOOHQJLQJ�WR�EH�DEOH�WR�JR�WKURXJK�

[the revised programme] with all of the teachers, and 

for all of them to be able to put that in. I think with 

WKH�FDWFK�XS�SURJUDPPHV�WKDW�ZH�KDYH�JRW�JRLQJ�

on, where children have missed a lot of learning, the 

WHDFKHUVè�SODWHV�ZHUH�TXLWH�KHDY\�è

•	 Pupil reach and engagement: Three providers and 

six schools commented on the challenges not only 

engaging, but reaching pupils who were working 

remotely: ‘Volume is the issue, some children don’t 

have access to internet, some choose not engage, 

that’s the only problem I’d say with Covid and doing 

these [activities].’

It goes back to that point of making sure that CRL is part of a young 
person’s everyday experience in school. A one-off experience is not going to 
make a dramatic difference, in my opinion, but if every day young people 
are being taught how to link their learning to the world of work, I think 
that’s going to make the difference.

School Interview

����)RXU�VFKRROV� 

����6HYHQ�VFKRROV� 

60. Two providers. 

61. Four providers. 

����7KUHH�SURYLGHUV�DQG�ĆYH�VFKRROV� 

63. One provider and three schools. 

����6HYHQ�SURYLGHUV�DQG�WZR�VFKRROV� 
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5.2 Support and Resources   

This section considers the extent to which schools and 

providers had access to the resources they needed to 

deliver the programme effectively. 

5.2.1 Support for Providers
There were various elements of the CEC’s relationships 

with providers that were considered to be particularly 

effective by the CEC programme team. 

•	 	Support for innovation: The programmatic focus 

on innovation not only allowed for providers to be 

responsive to the findings of their own delivery, but 

meant that pivoting in response to the pandemic 

was less of a challenge than it otherwise might have 

been. This innovation was supported by hands on 

VXSSRUW�IURP�&(&��LQFOXGLQJ�UHJXODU�FKHFN�LQV�DQG�

knowledge sharing opportunities. One programme 

team member said: ‘The idea was always to enable 

providers to experiment and be a bit more flexible, 

even before the pandemic, on adjusting their offers. 

If something they were piloting wasn’t working really 

well they could revise that and adjust on the back 

of the feedback that they were getting. So from the 

VWDUW��ZH�KDG�SODQV�RI�KDYLQJ�UHJXODU�FKHFN�LQV�ZLWK�

the providers.’

•	 Incubation phase: 7KH�WZR�SKDVH�VWUXFWXUH�RI�

the Primary Fund was regarded positively by the 

programme team, both in terms of being able to 



5.2.2 Support for Schools
Both provider and school interviewees felt strongly 

that schools and teachers had received the support and 

resources needed to deliver the various programmes 

effectively. Of the providers, the majority65 felt this 

support had been of a high level: ‘I would say I am really 

FRQĆGHQW�LQ�WKH�VXSSRUW�WKDW�WKH�VFKRROV�KDG��,�GRQèW�

think any school would have gone away and thought ‘I 

could have had a bit more on x, y, z.’’

7KLV�VHQVH�WKDW�WKH�SURJUDPPHV�KDG�DGHTXDWHO\�

resourced and supported delivery was echoed in the 

UHVSRQVHV�IURP�VFKRRO�LQWHUYLHZHHV��ZLWK�D�VLJQLĆFDQW�

PDMRULW\������RI����LQWHUYLHZHHV���UHSRUWLQJ�WKDW�

those needs had been met to a high extent: ‘The 

[provider] that I have been in contact with provided 

us with everything we needed; they went above and 

beyond when asked to. They came into school and 

demonstrated the resources…. I do feel like they 

couldn’t have done more, to be honest.’

Two providers reported room for improvement, or 

challenges in the provision of resources and support. 

Of these, one provider cited schools’ challenges 

with navigating their selected approach to resource 

sharing: ‘One of the things that we learned was that 

Dropbox is not ideal for everybody. Some people don’t 

like it.’ Another raised the challenges schools faced 

in delivering over and above their current workload: 

‘I think they would have preferred it if we’d come 

and done everything, but as well as making it more 

complicated and expensive, actually there was a reason 

that I wanted the programme to move from being 

delivered by [us] to being delivered by the teachers. If 

you want to have any legs, legacy or sustainability, then 

it has to be embedded in some sort of way.’

Seven school interviewees also felt that their resourcing 

and support needs had not been met to the extent that 

they would have wished. One school spoke of how the 

SURJUDPPH�KDG�UHTXLUHG�WKHP�WR�SURYLGH�WKH�UHVRXUFHV�

themselves, although this had not impacted delivery: 

‘We are a lucky school to have a resource room. We had 

a list from [the] team with all materials that we need, 

we ordered anything that we didn’t have in school [and] 

children brought from home a lot of materials.’ Another 

UHSRUWHG�WKDW�WKH�SURJUDPPH�FRXOG�KDYH�EHQHĆWHG�

from stronger framing from the provider: ‘I would look 

at it as a teacher to say… “This is what the [provider] 

programme is about. This is its purpose, these are 

the aims, here are some examples of how it could be 

implemented, and its success criteria: this is what we are 

looking for.” That would be really helpful.’



Areas for Additional Support 
In the cases where interviewees were able to identify 

where additional support was needed, responses fell 

primarily into two categories: extra budget and support 

for teachers.

•	 Budget: One provider felt that being able to provide 

budget specifically for the delivery of the programme 

in school might incentivise teachers’ participation, 

whilst another provider and one school interviewee 

��IURP�GLIIHUHQW�SURJUDPPHV���PHQWLRQHG�WKDW�D�

greater budget for trips would be beneficial to 

programme delivery: ‘The only thing I could say could 

be improved is when they do the visits to industry, 

it’s limited numbers and makes it hard to choose, 50 

children in a year group and 25 children in a class and 

only 20 can go, how do you decide?’

•	 Teacher support: )LYH�LQWHUYLHZHHV���RQH�SURYLGHU�

DQG�IRXU�VFKRROV���UHSRUWHG�DUHDV�RI�VXSSRUW�WR�

teachers that could be beneficial. Examples included 

greater investment in helping teachers understand 

the intended outcomes of the programme66 and 

greater organisational support to help schools with 

the administrative load of programme delivery.67 



Students



result of home learning: ‘There was an element with 

children being home most of the time, parents were 

also looking for activities to do with their children. Like 

teachers were as well, any type of fun, engaging activities 

that parents could do were very welcome, so on the back 

of that we’ve seen a lot of providers putting out resources 

for parents or designing new things that parents could use 

at home with their children.’

5.4 Factors Driving Success 

5.4.1 Facilitators
When asked about key enabling factors driving 

programme success, there were a wide range of 

UHVSRQVHV�IURP�LQWHUYLHZHHV��0RVW�IUHTXHQWO\��

providers cited: good communication with schools;76 

planning;77�DQG�KDYLQJ�6/7�EX\�LQ��� One provider said: 

‘The schools I would say that really had the sort of 

power behind them were obviously those that had their 

KHDGWHDFKHU������EHKLQG�WKH�SURMHFW�è�6FKRROV�HTXDOO\�

felt that having good relationships with, and support 

from, providers was critical,�� but also noted that having 

good resources���DQG�LQ�KRXVH�FDSDFLW\�WR�GULYH�WKH�

programme�� was key.

6LPLODU�WKHPHV�ZHUH�DOVR�UHćHFWHG�LQ�WKH�SURYLGHUV�

evaluation reports. Where facilitators were included in 

reporting, key themes included:��

•	 School buy-in: Five programme evaluations 

KLJKOLJKWHG�WKH�LPSRUWDQFH�RI�VFKRRO�EX\�LQ�IRU�

HIIHFWLYH�GHOLYHU\��6/7�EX\�LQ�DQG�WHDFKHU�EX\�LQ�

and collaboration were mentioned specifically as 

IDFLOLWDWRUV��ZLWK�LQ�VFKRRO�FRRUGLQDWRUV�SURJUDPPH�

leads mentioned as a method of securing successful 

delivery. Along with delivery benefits, school 

LQYHVWPHQW�ZDV�DOVR�FRQVLGHUHG�LPSRUWDQW�IRU�ORQJ�

term sustainability.

•	 Employer investment: Three provider evaluations 

FLWHG�EX\�LQ�IURP�HPSOR\HUV�DV�D�NH\�IDFLOLWDWRU��

Businesses understanding of the importance of 

working with primary schools, along with the range 

of diverse volunteers employers provided access to, 

were cited specifically.

•	 Programme establishment: Four provider 

evaluations considered that the level of maturity 

of their programmes was a facilitating factor, with 

H[LVWLQJ��SUH�&RYLG��YLUWXDO�LQIUDVWUXFWXUH��EURDG�

geographic spread and provider reputation cited as 

key components.

•	 Context and tailoring: Four evaluations cited the 

ability or willingness to tailor programmes to context 

as a facilitating factor, including tailoring resources to 

need, with an additional beneficial component being 

a regional or contextual desire for programmes that 

raise aspirations.

•	 Virtual reach: The benefit of virtual delivery models 

in allowing greater programme reach and stakeholder 

engagement was included in six provider evaluations. 

A wider geographical spread of employers, improved 

parental engagement and broader stakeholder reach 



•	 Flexibility: Whilst a broad factor, the willingness 

to operate with flexibility was considered a key 



•	 Lockdown logistics: While the majority of barriers 

ZHUH�FRQVLGHUHG�DV�UHODWHG�LQ�VRPH�ZD\�WR�&RYLG����

GLVUXSWLRQ��VRPH�VSHFLILF�EDUULHUV�UHODWHG�WR�&RYLG����

included disrupted programme momentum; 

cancellation of events; school closures; and data 

collection difficulties.

•	 Collaboration and communication: Seven evaluations 

cited limitations to collaboration and communication 

as a barrier to successful programme delivery. Some 

key areas included general limitations to stakeholder 

FROODERUDWLRQ��OLPLWHG�RSSRUWXQLWLHV�WR�HQVXUH�EX\�

LQ��FDQFHOODWLRQ�RI�LQ�SHUVRQ�WULSV��FRPPXQLFDWLRQ�

challenges with schools; and issues securing employer 

collaboration.
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Impact6
Consideration of programme impact has been 

carried out through analysis of both school and pupil 

surveys, and interviews with schools, providers and 

the programme team. Impact has been considered in 

terms of the Fund’s outcomes framework, considering 

attitudes to learning, understanding the world of 

work, essential skills and parental engagement. Full 

consideration of educational outcomes has been 

excluded due to a lack of relevant pupil data.

Key Findings: Impact
•	 Pupil survey: The results of the pupil survey have 

been less positive than programme data collected 

through other means, with a large amount of the 

evidence analysed inconclusive in terms of impact. 





6.1.1 Attitudes to Learning
There is no evidence from the pupil survey to suggest 



Whilst this data is inconclusive, there is some evidence 

from the interviews�� that suggests the programme 

has had some impact on pupils’ understanding of why 

they need school: ‘‘I think every [resource] has helped 

children make that connection between what they are 

learning in the classroom, to what they will need when 

they grow up and go out to work.’�� 

Learning About Different Jobs and Careers

Pupil responses in relation to learning about jobs and 

careers were generally positive. In both surveys, around 

two thirds�� reported they liked learning about them a 

lot and a further third�� enjoyed learning about them 

D�OLWWOH��%HIRUH�WDNLQJ�SDUW�LQ�WKH�SURJUDPPH������RI�

pupils reported that they found out about different 

jobs and careers by talking with family members. This 

LQFUHDVHG�WR�����DIWHUZDUGV��VXJJHVWLQJ�WKDW�WKH�

programme may have had some impact in this area. 

At both time points, it was the second most popular 

method of obtaining career information.�� 

More broadly, most students reported that they found 

out about different jobs and careers at school�� or by 

looking on the internet.�� For all information sources, 

there was an increase in the proportion of pupils who 

reported accessing them between the two surveys. For 

example, there was an 11 point increase in those who 

said they found out about different jobs and careers at 

school and an eight point increase in those who said did 

so by looking on the internet. This, along with the small 

decrease�� in those who felt they didn’t know what 



6.1.2 Understanding the World of Work



Education and Employment Goals

There is little evidence that the Primary Fund 

programme has had an impact on students’ broad 

education and employment goals. When asked what 

they would most like to do before they were 30 years 

old, completing a university course was the most 

灲潧爀慭ⱳ琠



Motivations for Work

The Primary Fund programme may have had an impact on 

pupils’ motivation for working. Pupil survey participants 

were asked to report what they thought were the most 

important reasons to work. The top three responses 

remained stable between the baseline and endline 

surveys – earning money was seen to be the most 

important reason overall,��� followed by learning new 

things in second place105 and to use their skills in third.106 

However, although the overall rankings remained the 

same, there was some movement in the proportion 

of pupils selecting each of these three options. The 

proportion who felt that earning money was an 

important reason to work fell by eight percentage 

points between the two surveys, while the proportion 

who felt that learning new things and using skills 

LQFUHDVHG�E\�WKUHH�DQG�ĆYH�SHUFHQWDJH�SRLQWV�

respectively. In addition, although it was the lowest 

ranked option overall, the proportion of those who felt 

that meeting other people was an important reason to 

work increased by 11 points between the two surveys. 

7KHVH�ĆQGLQJV�PD\�LQGLFDWH�WKDW�DIWHU�WKH�SURJUDPPH��

survey participants placed greater importance on their 

own personal development and skills when considering 

MREV��ZLWK�IHZHU�UHJDUGLQJ�ĆQDQFHV�DV�WKH�PDLQ�

motivation for working. 

So I think they are seeing the relevance of some things. There was a lovely 



Pupils were also asked if they thought there were any 

other important reasons for working. Of those that 

answered, one main theme that emerged was one of 



Awareness of Gender Stereotypes

There is evidence that the programme has had some 

impact on pupils’ views of gender stereotypes around 

careers. The proportion of pupils that felt that there was 

no difference in the type of jobs that men and women 

FRXOG�GR�LQFUHDVHG�IURP�����LQ�WKH�EDVHOLQH�VXUYH\�WR�

����LQ�WKH�HQGOLQH�VXUYH\�

7KLV�ZDV�DOVR�UHćHFWHG�LQ�WKH�LQWHUYLHZV��ZLWK�WKH�

impact of the various programmes on challenging 

stereotypes mentioned by three providers and eight 

school interviewees. One school interviewee said: 

‘There’s a lot of subversion of gender norms in a lot 

of the resources, it was cool that the scientist was a 

woman… So I think that’s really good for the children 

and also for the boys that not every job they have to do 

has to be so macho.’

 

Pupil Survey: Pupils’ Belief That Men and Women Can 
Do The Same Job (%)

Baseline 

Endline

�������������������������������������������������������

���

���

There’s a lot of subversion of gender norms in a lot of the resources, it was 
cool that the scientist was a woman… So I think that’s really good for the 
children and also for the boys that not every job they have to do has to be 
so macho.

School  Interview
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6.1.3 Employability Skills
There is no evidence from the pupil surveys that the 

Primary Fund programme has had a positive effect 

on students’ employability skills, with no meaningful 

change between the baseline and endline surveys 

for all metrics in this section. As mentioned above, 

KRZHYHU��WKLV�LV�D�GLIĆFXOW�DUHD�IRU�\RXQJ�SHRSOH�WR�VHOI�

assess, and a survey is perhaps not the best method of 

measuring or observing change in this area. In general, 

SXSLOV�ZHUH�PRVW�FRQĆGHQW�LQ�WKHLU�DELOLW\�WR�ZRUN�ZLWK�

each other, with the highest mean scores reported for 

helping and encouraging others112 and working with 

others.113�3XSLOV�ZHUH�JHQHUDOO\�OHDVW�FRQĆGHQW�DERXW�

their ability to manage their emotions when things 

aren’t going their way.���
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+RZHYHU��ZKLOH�SXSLOVè�VHOI�UHSRUWHG�LPSDFW�ZDV�

inconclusive, teacher and providers’ perception of the 

programmes’ impact on employability skills was more 

positive. 

Results from the school survey were generally 

positive, with over half of participants reporting that 

the programme had a high or very high impact in the 





Teachers and Schools 

$URXQG�WZR�WKLUGV�������RI�SDUWLFLSDQWV�LQ�WKH�

school survey felt the programme had impacted their 

understanding of how to prepare young people for the 

world of work to a high or very high extent. A further 

WKLUG�������IHOW�WKHLU�XQGHUVWDQGLQJ�ZDV�LPSDFWHG�WR�D�

small or moderate extent. Similarly, when asked about 

HPEHGGLQJ�FDUHHUV�OHDUQLQJ�ZLWKLQ�WKH�FXUULFXOXP������

of school survey participants thought the programme 

impacted this to a high or very high extent, with a 

IXUWKHU�����UHSRUWLQJ�D�VPDOO�RU�PRGHUDWH�LPSDFW���� 

Programme team interviewees also spoke of the impact 

the programme had had on primary schools’ ability to 

continue to deliver and embed CRL, both in terms of 

their understanding of how to incorporate lessons into 

the curriculum as well as through the establishment 

of partnerships to support this area of learning: ‘I 

hope that the schools that have been involved in these 

programmes will continue to do something in the 

way of CRL, so perhaps they didn’t previously have a 

relationship with an employer and now they do. I hope 

they’re able to continue to do that.’

Other Impact

•	 Employers and volunteers: Four providers spoke 

directly about the impact that participation in 

their programmes had on the employer volunteers 

involved: ‘There’s a mental wellbeing element for 

businesses engaging with children in primary… The 

response we get is that they’re more engaged and 

more fulfilled with their roles and just motivated a 

little bit more because they're able to share what’s 

great about their job with some kids who are really 

interested.’

•	 Providers: Whilst not a stated beneficiary, one 

programme team interviewee spoke of the benefits 

the programme had had for the providers themselves, 

and the potential for ongoing impact this has: ‘I think 

the providers themselves have been impacted by this 

programme…by this Fund. I think we’ve seen a real 

excitement about the prospect of primary CRL and I 

know that a few of them are thinking about how they 

can make sure that they continue to deliver these 

sorts of things in schools because they’ve seen the 

difference it makes.’

•	 Broader Ecosystem: Programme team interviewees 

spoke of the impact of the various programmes in 

demonstrating the importance of introducing CRL 

early and deconstructing bias around the suitability of 

CRL at for primary age children: ‘What we’re seeing 

LV�VRPH�GHFRQVWUXFWLRQ�RI�D�ELDV�WKHUH���WKDW�\RX�

can’t really talk about careers with pupils because 

WKH\�DUH�WRR�\RXQJ���DQG�DFWXDOO\��UHIUDPLQJ�WKRVH�

conversations, not necessarily using the word careers, 

but using some type of wording around that that 

allows for those conversations to take place.’

�����6FKRRO�VXUYH\� 
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While suggestions for programme improvements have 

been articulated in response to other dimensions of the 

HYDOXDWLRQ��LQWHUYLHZHHV�ZHUH�DOVR�VSHFLĆFDOO\�DVNHG�

what could be learned from the programme to improve 

its implementation in the future.

7.1 Lessons Learned 
7.1.1 Fund Learning   

$W�WKH�)XQG�OHYHO��VHYHUDO�NH\�OHVVRQV�OHDUQHG�LQ�WKH�

process of delivery were highlighted that could improve 

future implementation.

Appetite for Primary CRL 

Two programme team interviewees commented on 

how the programme had demonstrated that there 

is an appetite for CRL at primary, which aligns with 

a growing understanding of its potential: ‘The Skills 

for Jobs White Paper has highlighted the importance 

of early intervention which I think is really helpful, I 

don’t think anyone has moved away from thinking that 

FDUHHU�UHODWHG�OHDUQLQJ�LQ�SULPDU\�LV�WKH�ULJKW�WKLQJ�WR�

do.’ The potential role of CRL in the primary transition 

was also mentioned as an area for further consideration. 

7KLV�ZDV�DOVR�UHćHFWHG�LQ�LQWHUYLHZV�ZLWK�RWKHU�

stakeholders, where a number of providers raised the 

importance of primary CRL125 One provider spoke of the 

role such programmes can play in supporting schools: 

‘The main difference between secondary and primary 

is that in secondary they have careers advisors and a 

dedicated careers programme. Whereas in primary 

that’s still developing and all the primary schools are at 

different stages… So I think that [this programme] has a 

really important role to play in supporting schools and 

being there to help teachers who want to develop an 

aspirational programme.’

Management Structures

The CEC programme team spoke of the various teams 

involved, internally, with managing the Primary Fund, 

speaking of how over the programme of delivery, the 

Education, Investment and Research teams had all 

contributed to the Fund’s management. This lack of 

structured involvement from before the start of the 

Fund was perceived to be a missed opportunity, with 

a recommendation for future iterations to include all 

relevant teams from the outset to allow for varied 



PRUH�LQćXHQFHG�E\�ZRUN�RQ�çKRZ�\RX�UHDOO\�LGHQWLI\�

disadvantaged young people, or the barriers that certain 

young people face.’

Evaluation and Data Collection  

The overall approach to the Fund evaluation was 

raised as an area for reconsideration. The programme 

team spoke of how overall fund evaluations, especially 

those with a wide variety of different activities being 

delivered, are a challenge to evaluate consistently, and 

ZKLOVW�WKH�ORJLF�RI�WKH�FXUUHQW�DSSURDFK���D�FRPPRQ�







Opportunities for Engagement 

Various suggestions were made to improve 

opportunities for engagement, including showcasing 

the work at the end of the programme,127 reintroducing 

LQ�SHUVRQ�WULSV���� considering a whole school approach 

to delivery��� and focusing on pupils visiting workplaces, 

rather than employers visiting schools.130 

A suggestion that came from three school interviewees 

working with different providers was to ensure that the 

volunteers working on the programme were prepared 

for their pupil interactions and able to target their 

presentations to the relevant age groups: ‘I think the 

only thing we found was the gentleman that came to us, 

he talked about his life experiences, he showed how it all 

worked to help him improve…I think sometimes it was 

probably a little bit too much talking…not necessarily 

much time for the children to talk…especially with the 

older ones, because often the talk is more relevant for 

them than for the younger children.’

Another suggestion related to setting up partnerships 

between schools as part of the delivery model.131 For 

one of these providers, a model utilising communities 

of practice was already having a positive effect: 

‘We’ve been doing that community of practice, so our 

teacher[s]… are starting to get together, and I think 

those communities of practice are enabling that…

VR�,�WKLQN�WKHUH�DUH�VRPH�NH\�XQLTXH�ELWV�RQ�WKDW�è�

For the other two providers, the establishment of 

these communities had been more organic, with one 

IDFLOLWDWLQJ�VFKRRO�VFKRRO�UHODWLRQVKLSV�DW�SDUWLFLSDWLQJ�

VFKRROVè�UHTXHVW��DQG�WKH�RWKHU�UHFRJQLVLQJ�WKH�

impact of geography on schools’ engagement with the 

programme: ‘We had geographies with several schools 

taking part in the programme we saw that had cluster 

HIIHFW�ZKHUH�WKH\�ZRXOG�EH��QRW�TXLWH�FRPSHWLQJ�EXW�

feeling united in working on this and this helped to gain 

momentum.’

There were four schools in [one county] who know each other very well and 
the headteachers often speak about aspirations, so they were excited to 
have a session together…that was a really creative thing that we wouldn’t 
have been able to do before. Those children were able to physically see 
each other and wave at each other and meet the volunteers together.

Provider Interview

127. School interview. 

�����2QH�SURYLGHU�DQG�RQH�VFKRRO� 

�����6FKRRO�LQWHUYLHZ� 

130. Two school interviews. 

131. Three providers. 
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Facilitating Buy-in 

)DFLOLWDWLQJ�JUHDWHU�EX\�LQ�ZDV�D�FRPPRQ�VXJJHVWLRQ�

from interviewees in response to how to improve 

programme effectiveness, as well as in terms of 

developing clear guidance for and engagement with 

schools and teachers in future programming.132 

7ZR�SURYLGHUV�VXJJHVWHG�WKDW�HQVXULQJ�6/7�EX\�LQ�

would improve programme effectiveness and delivery. 

One spoke of the method they have put in place for the 

programme going forward: ‘For the 2021 programme 

there was an application process. So for schools to 

be considered they have to submit an application 

demonstrating why they want to get involved, how they 

are going to oversee the completion of the programme, 

and who would take responsibility for that in the SLT.’

Similarly, several interviewees133 felt that greater 



Improved Planning 

Several interviewees also spoke of the impact that 

improved planning may have on the effectiveness of 

their programmes. Two providers both spoke of the 

SRWHQWLDO�EHQHĆWV�RI�LPSURYHG�VWUDWHJLF�SODQQLQJ��RQH�

in terms of identifying methods in the design of the 

programme to encourage teacher ownership whilst 

allowing for provider oversight, and the other taking 

more time in planning to ensure clarity around intent 

and intended outcomes, and alignment with these goals: 

ç:H�HYDOXDWHG�DIWHU�WKH�ĆUVW�FRXSOH�RI�WKH�HYHQWV�DQG�

we said we’ve got to go back and refocus on the key 

objectives, so I think we got there in the end. I would 

say if we were to do this again, I’d take more time in the 

planning stage.’

Other suggestions of improved planning came from 

school interviews, including allowing for tailoring of 

lesson plans,��� improved communication to schools of 

programme objectives,135 and allowing greater time for 

teachers to prepare for activities:136 ‘Ensuring that all 

needs [with regard to] resources and classroom layouts 

>DUH�VRUWHG@�EHIRUH�WKH�DFWLYLW\�RI�YLVLW�WDNHV�SODFH���MXVW�

to communicate with teachers as early as possible.’

Resources and Knowledge Sharing 

A number of interview participants commented on 





7.2 Recommendations 
Key Learning 

Drawing on evidence from across the evaluation, 

the following key areas of learning emerged at the 

SURJUDPPH�OHYHO�LQFOXGH��

•	 Appetite for primary CRL: The programme has 

demonstrated that there is an appetite for primary 

CRL, evidenced by interviews with the programme 

team, providers and schools, along with the number of 

schools that took part in the programme, even in the 

face of delivery challenges and competing priorities. 

This is a strong foundation on which to build future 

programming, and as such, continued delivery of, and 

research into, primary CRL is recommended.

•	 What Works: While the programme was conceived 

around the What Works principles, programme design 

as a whole could have been more closely aligned 

with these outcomes. It is recommended that clearer 

definitions of the principles, and how they work in 

practice, are developed to more tightly align future 

iterations of the programme with the principles for 

good practice in CRL.

•	 Suggestions for future practice: While there was 

less conclusive evidence for these, some areas of 

suggested improvement included the inclusion of 

practical activities for pupil engagement; a greater 

focus on essential skills, along with a greater focus 

on diversity of the roles represented; improved 

opportunities for engagement including showcases, 

LQ�SHUVRQ�WULSV�DQG�ZKROH�VFKRRO�GHOLYHU\��HQVXULQJ�



Theory of Change

The following recommendations indicate possible 

strategies to improve the relevance and robustness of 

the Theory of Change and outcomes framework for 

future iterations of the Primary Fund programme: 

•		Alignment: While there is significant overlap between 

outcomes specified in the Theory of Change and 

FURVV�FXWWLQJ�RXWFRPHV��WKHVH�FRXOG�EH�PRUH�FORVHO\�

aligned to ensure that both the programme team and 

providers are clear about the core outcomes to be 

measured.

•	 Measurement:  There is considerable scope to 

clarify the indicators and targets used to assess both 

the outcomes specified in the Theory of Change 

DQG�FURVV�FXWWLQJ�RXWFRPHV��DV�ZHOO�DV�WR�GHYHORS�

appropriate tools to enable providers to collect data 

against these indicators and/or targets. 

•	 Clarity of definitions: At present, there is a lack of 

FODULW\�DURXQG�WKH�GHILQLWLRQ�RI�WKH�ILYH�FURVV�FXWWLQJ�

outcomes, meaning that providers are developing 

and working towards their own definitions of what 

these outcomes should constitute. Clearly defined 

outcomes, accompanied by appropriate indicators and 

targets would enable more effective and consistent 

data collection across the Primary Fund providers.     

•	 Developing data collection tools: The Primary Fund 

programme is made up of multiple providers each 

delivering bespoke programmes using a diverse range 

of tools and approaches; however, there remains 

FRQVLGHUDEOH�VFRSH�WR�GHYHORS�D�FHQWUDOLVHG��XVHU�

friendly data collection tool that aligns with the 

FURVV�FXWWLQJ�RXWFRPHV�LQ�RUGHU�WR�VXSSRUW�DQDO\VLV�

of outcomes for both individual programmes and the 

Primary Fund programme as a whole. 

•	 Theory of Change validation: While the evidence 

collected indicates positive impact across all 

dimensions of the evaluation framework, this is not 

conclusive. As such, it is recommended that further 

research and evaluation is undertaken to generate a 

EURDGHU�HYLGHQFH�EDVH�IRU�HDFK�RI�WKH�FURVV�FXWWLQJ�

outcomes, as well as thoroughly evaluate and validate 

the Primary Fund Theory of Change.
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Engagement and Reach

Engaging with and working across a high number 

of diverse stakeholders is a key feature of Fund 

SURJUDPPHV��DQG�KDV�EHHQ�LGHQWLĆHG�DV�D�NH\�VWUHQJWK��

The following recommendations suggest ways to build 

on this in future programming:

•		Prioritising disadvantage: Interviewees reported that 

more strategically targeting the most disadvantaged 

pupils could lead to greater levels of impact.

•	 Parental engagement: Where it was achieved, 

parental engagement was considered beneficial by 

evaluation participants and, in comparison with other 

age groups, one of the key lessons learned working 

with primary age children is the relative ease with 

which schools can engage and include parents in 

learning. This presents a justification for continued 

research to test the value of parental involvement 

in primary CRL. Further research could be delivered 

into the most effective methods of involving parents 

in primary CRL, as well as into the impact of parental 

involvement on pupils and parents themselves.

•	 Schools buy-in: The evidence suggests that securing 

VFKRRO�EX\�LQ�LV�D�PHDQLQJIXO�IDFLOLWDWLQJ�IDFWRU��$�

such, it is recommended that programmes focus on 

VHFXULQJ�VFKRRO�EX\�LQ�DV�D�SULRULW\��HQJDJLQJ�ZLWK�

both SLT and class teachers to improve chances of 

effective delivery. 

•	 Employers: Employer engagement is likely to be more 

effective outside of lockdown, though the evidence 

indicates that virtual delivery models increase 

accessibility for employers to engage with schools. 

As such, it is recommended that future programme 

delivery incorporates virtual models for engagement, 

offering opportunities to increase both the range and 

diversity of volunteers and/or employers who can 

interact with pupils.

•	 Covid-19: The pandemic forced providers to approach 

delivery creatively, though the majority of participants 

to comment felt that virtual opportunities could not 

UHSODFH�IDFH�WR�IDFH�HQJDJHPHQW�HQWLUHO\��)XWXUH�

programming should incorporate lessons learned from 

operating in the pandemic, including: 

	 – �Virtual models can be successfully applied to core 

programme delivery and to employer and volunteer 

engagement, improving their representation within 

the programme; and

	 å��'HYHORSLQJ�çRII�WKH�VKHOIè�UHVRXUFHV�FDQ�VLJQLĆFDQWO\�

enhance programme accessibility and reach, and can 

EH�XVHG�E\�WHDFKHUV�LQ�D�ćH[LEOH�PDQQHU�
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Monitoring, Evaluation and Learning

There were several areas of the Fund and provider 

evaluations that could have been more effective. The 

RYHUDOO�DSSURDFK�WR�WKH�)XQG�OHYHO�HYDOXDWLRQ�PD\�KDYH�

yielded more insightful data had greater consideration 

been given to the differences between providers, as well 

as the capacity of participating schools to carry out data 

collection on behalf of the evaluation. The following 

UHFRPPHQGDWLRQV�DUH�VSHFLĆF�WR�WKH�)XQG�OHYHO�

evaluation of the programme. Whilst several evaluation 

FKDOOHQJHV�ZHUH�VSHFLĆF�WR�WKH�GLVUXSWLRQ�FDXVHG�

E\�&RYLG�����WKHUH�DUH�VRPH�DUHDV�RI�WKH�HYDOXDWLRQ�

approach that could be strengthened:

•		Programme differences: The difference between 

SURYLGHUVè�PRGHOV�DQG�LQWHUSUHWDWLRQ�RI�WKH�FURVV�

FXWWLQJ�RXWFRPHV�PDGH�D�)XQG�OHYHO�HYDOXDWLRQ�

challenging. It is recommended that either providers 

are encouraged to work within a shared evaluation 

framework, or the evaluation is conducted on a 

SURYLGHU�E\�SURYLGHU�EDVLV�WR�DOORZ�IRU�LQVLJKWIXO�

assessment of best practice and lessons learned. 

•	 Evaluation guidelines: Similarly, developing clearer 

guidelines for providers for measuring impact would 

LPSURYH�XQGHUVWDQGLQJ�DQG�EX\�LQ��DV�ZHOO�DV�HQVXULQJ�

consistency across provider data sets. Including 

measures for things like the standard threshold to 

TXDQWLI\�VWDNHKROGHU�HQJDJHPHQW�ZRXOG�DOORZ�IRU�

more effective evaluation of components such as 

delivery and value for money.

•	 External evaluation��,I�D�)XQG�OHYHO�HYDOXDWLRQ�ZDV�WR�

be delivered again, ensuring external evaluators were 

in place prior to the start of the Fund, and ensuring 

capacity to meaningfully work with providers on 

HYDOXDWLRQ��ZRXOG�IDFLOLWDWH�EX\�LQ�DQG�EHWWHU�DOLJQ�

evaluation approaches.

•	 Streamlining reporting: A review of reporting 

templates would benefit both providers and CEC. 

Improved document management would also 

be beneficial; reporting documents were often 

resubmitted with unclear amendments, and a lack of 

version control proved challenging.
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