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EXECUTIVE SUMMARY 

The Careers & Enterprise Company is the national body for careers education in England and 

supports schools, special schools and colleges to deliver high quality careers education. The Careers 

& Enterprise Company describes its mission as ͚ƚŽ help every young person find their best next ƐƚĞƉ͛͘ 

About Careers Impact System 

In 2022, The Careers & Enterprise Company developed its Careers Impact System. Through 
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Summary of main findings 

Feedback from participating institutions  

¶ Schools, special schools and colleges involved in the pilot were overwhelmingly positive about 

the Careers Impact System, with 93% saying they would get involved in it again and 95% stating 

that they would recommend it to other schools, special schools and colleges.  

¶ 94% of the participating schools, special schools and colleges said the Careers Impact System 

process was of high value to their institutions and their Careers Leaders.  

¶ Nearly all (98%) of the survey respondents across both review types agreed that their review 

meeting as a positive experience and three quarters of respondents who had expert reviews 

strongly agreed with the statement.  

Key outcomes 

¶ 83% of participating institutions said the Careers Impact System helped improve their 

understanding of best practice. Their understanding improved in practical and theoretical 

terms, in relation to the implications of the Gatsby Benchmarks, careers practice and 

school/college improvement, and strengthening outcomes for learners.  

¶ 89% of respondents highlighted the value of the Careers Impact System in helping them plan 

developments of their careers provision. Participants also said the Careers Impact System 

process helped them identify gaps in provision and the Careers Impact Maturity Model in 

particular acted as a valuable tool and an expert resource.  

¶ 84% of participants stated that the Careers Impact System helped them recognise the strengths 

of their careers provision, 79% said 

http://www.chrysalisresearch.co.uk/
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o ͚dĞĂŵ-ďƵŝůĚŝŶŐ͛ opportunity and development of a shared understanding of what

http://www.chrysalisresearch.co.uk/




http://www.chrysalisresearch.co.uk/


 

 vii 

The Careers Impact System can provide a strong mechanism for 

capturing, distilling and where relevant disseminating evidence at system 

level.  

For those conducting and facilitating Careers Impact System reviews (The Careers & Enterprise 

Company, Careers 
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Evidence for this report 

This report draws on all evidence gathered by the research team in 2022-23 as part of the pilot 

evaluation activities. Overall, one or more research activities covered engagement of 76 out of the 

82 institutions involved in the Careers Impact System during the pilot. The evidence base comprised: 

¶ 70 survey responses, submitted by colleagues from 62 institutions involved in the pilot. Of 

these: 

o 40 were peer-to

http://www.chrysalisresearch.co.uk/
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The evidence base for the pilot evaluation is extensive and robust, involving almost all schools, 

special schools and colleges taking part in the Careers Impact System. We are confident that the 

findings represent the views 

We
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2 CAREERS IMPACT SYSTEM: PROCESS  

This 
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different and fresh perspective on best
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I'm
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place. If I tick all these boxes it makes me advertise and promote that we're a good schools 

careers provision,' and not actually look at the process of why we do things and align it to the 

school improvement plan and the school delivery. So we were really up for getting involved from 

that point of view. 

Careers Hub Operational Lead and Careers Impact System peer-to-peer review facilitator 

Clarity of communications about the Careers Impact System 

Pilot participants being clear about what the Careers Impact System is and how its process is 

implemented emerged as essential in ensuring that their experience was positive and achieved the 

desired outcomes and impact. 

In terms of the specific communication mechanisms and channels that enabled the participating 

institutions to find out about the Careers Impact System, the written information provided by The 

Careers & Enterprise Company was used most consistently across both expert and peer-to-peer 

reviews. It was mentioned by around three quarters of the survey respondents, with virtually no 

differences between the two review types. For expert reviews, speaking to somebody from The 

Careers & Enterprise Company was similarly widespread (reported by around three quarters of our 

survey respondents), whilst for peer-to-peer reviews, watching the 

http://www.chrysalisresearch.co.uk/
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out the multiple steps that comprise the Careers Impact System process was passed down to other 

colleagues and finally reached that ŝŶƐƚŝƚƵƚŝŽŶ͛Ɛ Careers Leader. The Careers Leader looked at the 

information and videos that were prepared by The Careers & Enterprise Company but, on their own, 

without a chance to discuss or ask questions, they were insufficient to give that colleague complete 
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hear about a self-evaluation form you think it's going to take you forever so I was pleasantly 
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It was quite a nice reflective exercise to really have a look at, where are we on this journey? To be 

honest, when we self-assessed, we were quite high up the journey. We had a debate about that. 

Why do we think we're there, why 
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¶ Sufficiently tight and 
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examine their careers provision and helped them see new ways of tackling some of the 
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a separate summary, aimed at less specialist 
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Figure 5 How useful were different elements of the Careers Impact System in helping you clearly determine 

the state of your careers provision and identify development priorities and how to tackle them? 

Source: survey of participating institutions. Base: 70 (30 expert review and 40 peer-to-peer review participants) 

  

Whilst all key elements of the Careers Impact System process were highlighted as useful by the 

schools, special schools and colleges involved in the pilot, many of them stressed the particular 

value of their review meeting/day. They felt that it made the process and the assessment of their 

own provision more objective and offered them important insight and new perspectives.  

I always think when you self-evaluate, you have a tendency to either be too generous or too harsh 

on yourself. And I think that's where the peer-to-peer came in because then we shared everybody 

else's evaluations, we talked through why we put ourselves in that column on the grid. And 

sometimes, people say, 'Actually, we think you've been a bit too harsh there, and you should have 

been in this one.'  

Deputy headteacher and Careers Leader, Secondary school (peer-to-peer review) 

Questioning from the Careers Impact System review team or peers from other settings emerged as a 

 

   -
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result of it being central to the Careers Impact Maturity Model and because of all participating 
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Figure 7 Likelihood to take part again and to recommend Careers Impact System to others 

Source: survey of participating institutions. Base: 70 (30 expert review and 40 peer-to-peer review participants) 
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¶ Ways of strengthening focus on learner outcomes in careers provision. 

The whole [review meeting] itself was just clarity for me from the get-go. [Not only did we learn a 

http://www.chrysalisresearch.co.uk/
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Alongside that, there was expertise and passion about careers and improving learner outcomes, 

brought to the process by the people involved in it ʹ participating institutions and their peers, The 
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[We found that the Careers Impact System] allows you to keep thinking [about] what's the best 

possible way to be able to ensure that our learners are better equipped, and that continuation. 

They get really good stuff in high schools, but then we [as a college] can add to that because 

we've got the employers, we've got the guest speakers, we've got all of things that we can wrap 

around it. We can give them curriculum that directs them straight into the career pathway. So, it's 

making sure that that continuity stays with them... [We want to] oversee the learner from Year 9 

and Year 10, right the way through the recruitment processes, right the way through to their time 

in college, the pastoral support that they're given, the careers development, the destinations, the 

progression. 

Head of 14-19 and Careers Leader, 
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Figure 8 
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Across all sources of evidence we gathered, strengthening their approaches to evaluating their 

careers provision and using evidence to monitor its effectiveness and to shape up its development, 

consistently emerged 

careers
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We're looking at our parental engagement and how that goes across the student journey, and at 

what key points would be best to drop that in. Particularly when there are challenges around the 

different personas of parents.  

Vice principal, FE College (expert review) 

Raising the profile of careers through greater involvement of staff  

Increasing involvement of teaching staff in careers was another common priority identified by 

schools, special schools and colleges as a result their participation in the Careers Impact System 

pilot. Impressively, in some institutions, quick wins were secured during the review process itself 

and straight after it was completed. For example, before involvement in the Careers Impact System 

Pilot, 20% of survey respondents noted that teaching staff in their institutions gave high priority to 

careers, compared with 48% afterwards. 

Figure 9 Priority given to careers by teaching staff 
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The realisation that it's everybody's responsibility
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During the pilot, there were a number of instances where substantial positive changes were 
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Figure 10 Priority given to careers by senior leadership teams (SLT) and governors 

Source: survey of participating institutions. Base: 70 (30 expert review and 40 peer-to-peer review participants) 

 

When asked specifically about the connections between the positive changes and their involvement 

in the pilot, two thirds of the survey respondents (66%) explicitly stated that the Careers Impact 

System helped raise priority given to careers at SLT level, with one in five respondents highlighting 

that the Careers 
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System] was a good forum in order to just challenge one another. Just to say, 'Okay. Well, why are 

you 100% at that? Because this is what we do and we wouldn't necessarily make ourselves at 

100%.' And that was quite nice, a bit of movement either way. 

Multi-Academy Trust Careers Lead 

[We have done their latest Compass assessment submissions with a couple of schools from this 

specific peer-to-peer review grouping] and I think they started thinking more whole school, they 

are thinking broader.  

Peer-to-peer review facilitator, Enterprise Coordinator, Careers Hub  

Whilst important achievements in their own right, it would be incorrect to limit the impact of the 

Careers Impact System in this area to just these positive changes.  

The Careers Impact System enabled participating schools, special schools and colleges to examine 

and develop their understanding of the Gatsby Benchmarks, which are at the core of Compass tools, 

in much greater depth than they had been able to do previously.  

¶ It developed their understanding of the rationale behind

schools,
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When you do your review on Compass, it's a very overarching statement... The Careers Impact 

[System] takes you down to that little bit more granular level, because it's asking you specifics, 

about your deliverables... It’s asking you things like, 'How do you manage your learners who are 

looked after learners, what's a careers provision looking like for them?'. So when we were going 

through that, that's something we did [pick up] and we since did quite a bit of work in targeting 

those particular learners.  

Head of 14-19 and Careers Leader, FE college (peer-to-peer review) 

Finally, there was also evidence of participating institutions gaining confidence in the accuracy of 

their judgements and rigour of their approach when working on their Compass self-assessment 

submissions, where this was relevant. In many instances, pilot institutions took their Compass 

reviews very seriously, by working with internal and external stakeholders to ensure accuracy. 

Examples included Headteachers and Governors (including full governing bodies) reviewing each 

Compass submission, peer moderations of Compass submissions within multi-academy trusts, or 

trust careers leads, and Enterprise Coordinators and Enterprise Advisors as well as more senior 

colleagues in Careers Hubs providing external critique. Where participating institutions, did not have 

such strong processes in place, they could learn how high their peers have set the bar and could also 

learn about support available from their Careers Hub.  

Overall, as one Careers Leader described it, the Careers Impact System process was much broader 

and deeper than simply considering the accuracy of Compass judgements. 

It was very much about ‘Could we meet them better? Yes, definitely.’ 

Deputy principal and Careers Leader, Secondary school (peer-to-peer review) 

Learning, professional development and growth of the 

participating Careers Leaders  

Evidence gathered for the pilot evaluation purposes was highly positive about the Careers Impact 

System͛s impact in this area.  

After their involvement in the Careers Impact System Pilot, 93% of respondents rated their 

ŝŶƐƚŝƚƵƚŝŽŶ͛Ɛ Careers >ĞĂĚĞƌ͛Ɛ ability to plan and deliver careers provision as high, compared with 

79% before the pilot. Similar improvements were visible for Careers >ĞĂĚĞƌ͛Ɛ confidence to drive 

improvement of careers provision, which was rated as high by 88% of survey participants after 

completing the Careers Impact System process, compared to 67% prior to their involvement (See 

Figure 11 for detail4). 

 
4 Please note that this chart pulls together
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Figure 11 Confidence and ability of Careers Leaders to plan, deliver and drive development of careers 

provision, before and after their involvement in the Careers Impact System Pilot 

Source: survey of participating institutions, respondents who were in a position to provide feedback. Base: 61  

 

 Deepening their understanding of best practice related to careers and identifying clear and 

actionable development priorities, outlined in the earlier sections of this report, were key to 

improving 
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Half (50%) of all participants who were involved in peer-to-peer reviews said they had continued 

working with and learning from the institutions that were part of Careers Impact System review 

after its completion.  

Early evidence related to longer-term impact for 

participating institutions 

As well as asking participating schools, special schools and colleges to comment on the changes that 

have already happened in their institutions as a result of the Careers Impact System Pilot, we asked 

them to gauge the likelihood of long-term changes for their setting.  

The participating institutions were exceptionally positive about the changes they were expecting to 

see in their settings in the long term, based on the evidence they already had. They stated that it 

was likely or highly likely that taking part in the Careers Impact System would in the longer term lead 

to: 

¶ Improved careers provision in their school, special school or college ʹ highlighted by 96% of the 

survey respondents 

¶ More effective careers leadership ʹ noted by 94%  

¶ Improved student outcomes ʹ highlighted by 86% of the survey respondents.  

In addition, we asked senior school leaders from the participating institutions to comment on the 

likelihood of improvements in teacher self-efficacy, as a result of being able to make learning for 

students more relevant and showing its real-world application related to jobs and careers. Just over 

half of the relevant colleagues anticipated that the Careers Impact System would lead to those  

changes in the long term5.  

First indications of system level impact  

Whilst this was not a priority for the pilot evaluation, there was some strong early evidence of 

benefits and value of the Careers Impact System beyond the level of individual institutions taking 

part in it, most notably Careers Hubs and multi-academy trusts. 

 
5 NB: The number of responses to this question was smaller than others (N=34) as only colleagues in senior leadership 
positions were asked to provide relevant feedback. 

takingweas    
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For the participating Careers Hubs, taking part in the Careers Impact System Pilot was beneficial 

because it enabled them to strengthen relationships with existing member schools, special schools 

and colleges and attract new ones to their network.  

Careers Hubs and multi-academy trusts commented that the Careers Impact System and its Maturity 

Model in particular offered them clarity about best practice and development trajectories for 

strengthening and embedding careers, which they could use with all their 
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As trust lead [for careers], my number one aim for the next academic year is to ensure consistency 

across all schools within the Trust, in the careers provision that the students get. Obviously, there 

are
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The



 

48 www.chrysalisresearch.co.uk 

The Careers Impact System can provide a strong mechanism for 

capturing, distilling and where relevant disseminating evidence at system 

level.  

For those conducting and facilitating Careers Impact System reviews (The Careers & Enterprise 

Company, Careers Hubs and multi-academy trusts), the process enabled identification of challenges 

and provided insight and learning at system level. Even during the pilot, there were already 

instances when this insight was piped back into the system, through the Careers Impact System and 

other channels. Going forward, this can and should be used to support continuous learning and 

improvement and shine a light on best practice at system level.  
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