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Dear Owain Lloyd 

Enhanced LALI visit: June 2025 

On the 24 – 26 June 2025, Lyn West HMI and two HMI colleagues carried out an enhanced 
local authority link inspector visit which focussed on curriculum development and school 
modernisation and reorganisation. 

During our visit, we had the opportunity to: 

• meet with yourself as the Director for Education, the senior team and relevant officers
• meet with the Chief Executive Officer and leader of the cabinet
• meet with headteachers and leaders
• scrutinise documentation

We hope that you and your education services team found this visit to be helpful. Below is 
a summary of our findings. 

This letter is also available in Welsh

https://estyn.gov.wales/app/uploads/2025/12/Ymweliad-estynedig-ACALl-Cyngor-Sir-Gaerfyrddin-2025.pdf


 

Area of focus 1 

How well does the local authority support schools to develop and deliver 
effective curriculum learning opportunities,  ensuring clarity and purpose of 
learning from the early years to post 16, enabling all young learners and 
pupils to progress to their full potential? 

Strengths  

• Officers, including education support advisers (ESAs) from the school improvement 
service, offer a broad and suitable range of services that both support and 
challenge schools and settings in developing their curriculum. 

• Overall the authority has a secure understanding of the practices that are being 
adopted in schools, making effective use of a range of data and information as part 
of their evaluations. They reflect on strategies that have worked well and those 
that have been less successful in terms of their impact on pupils and learners.  

• Officers provide practical, classroom-based support for teaching, learning and 
curriculum development.. The few school leaders and staff that we met value the 
support that the local authority provides to design and deliver the curriculum. 

• The authority offers valuable opportunities for schools and settings to share 
effective curriculum development practices through networks, cluster meetings, 
dedicated events, and through a well-regarded digital platform. 

• It was interesting to hear that the authority is working with leaders to strengthen 
cross-phase collaboration and building on the helpful work within clusters. We 
agreed with the local authority that this is at an early stage of development. 

• For post-16 provision in Welsh-medium schools, there is strong and well-
established collaboration. We agree with the local authority of the need to 
strengthen collaboration between English-medium and bilingual schools with sixth 
forms. 

• A range of relevant staff professional learning is available through the 
‘Partneriaeth’ service in specific areas of the curriculum. The service has adapted 
its offer, resulting in a revised programme that more appropriately addresses 
certain subject-specific support needs. 

• The local authority has established a strong foundation for supporting the delivery 
of authentic learning experiences, exemplified by initiatives such as the climate 
action group in a minority of schools. This group provides a valuable platform for 
pupil voice, enabling learners to engage in democratic processes, participate in 
decision-making, develop problem-solving skills and influence meaningful learning 
experiences across the curriculum.  



 

Considerations 

• How do you ensure that all plans have precise success criteria and clear actions to 
enable officers to evaluate precisely the impact of their teams’ work on outcomes 
for children and young people? 

• Do all officers share a clear and consistent understanding of the ‘impact’ of 
provision? How can the identification of specific examples of impact in schools be 
strengthened? 

• How can officers strengthen the work with cluster groups to identify specific areas 
of teaching, curriculum and leadership that officers need to target to support 
school improvement? For example, have you considered focussing on a national 
priority such as reading? 

• Have you considered creating thematic reports on specific national priorities to 
provide a clear analysis of strengths and areas for improvement within schools and 
settings within the authority? 

• How are you ensuring that schools, in particular secondary schools, have a clear 
understanding of how they expect pupils to develop skills, knowledge and 
understanding across and through the curriculum? 

• How can you strengthen the practical support for improving leadership, teaching 
and learning in the secondary phase to ensure the delivery of an effective 
curriculum? 

• How will you continue to ensure that your curriculum improvements proceed at 
good pace? 

• To what extent do you share best practice within the authority and learn from 
practice in other authorities? How can you apply the learning from best practice to 
support leadership and provision?  

• How can the local authority ensure that pupils across Carmarthenshire have access 
to relevant authentic learning opportunities? 

  



 

Area of focus 2 

The 2023 inspection found that delays in decision-making, including 
following formal consultations, meant that the authority had not addressed 
its plans to re-organise and modernise education in full. In November 2024, 
the Cabinet approved its Modernising Education Programme strategy. What 
progress has been made since 2023? 

Strengths  

• Carmarthenshire local authority has a well-defined vision for its modernising 
education programme and reorganisation of its schools. The authority has a 
suitable strategic plan for modernising and re-organising schools, which is based 
on sound principles and objectives and supports a range of local, national, 
corporate and educational objectives appropriately. This approach reflects the 
authority’s aim to establishing a network of schools and settings that meet the 
needs of both current and future learners and local communities.   

• The school modernisation team provides support for other officers and elected 
members on matters relating to the strategy. They make appropriate use of 
sources of information and data to identify priorities for the school modernisation 
programme and to support future planning, as necessary. 

• The authority is acutely aware of the increasing financial pressures facing the 
education service, including the significant rise in school deficits, which is a 
growing concern. 

• The authority has also confirmed that delays in decision-making, including 
following formal consultations, has meant that it has not addressed its plans to re-
organise and modernise education to the extent needed.  



 

Considerations 

• How will you ensure that the pace of change is increased to bring about actions to 
re-organise and modernise education in full? 

• How will elected members support the local authority to take difficult decisions 
regarding school reorganisation in a timely manner? 

• How will officers collaborate with elected members to ensure that strategic re-
organisation decisions better mitigate the mounting financial pressures that 
present a significant risk to the authority? 

• How will the local authority and elected members ensure that there is a reduction 
in the number of schools with significant surplus capacity? 

• To what extent do elements of the strategy, plans, and proposals clearly 
demonstrate the intended impact of reorganisation on learner outcomes? For 
example, do phrases such as ‘Aspire to’ potentially hinder progress? 

• Do you feel that adding ‘Stage 0’ to the process hinders the pace of improvement? 
How can you mitigate against this? 

 

Many thanks for facilitating the visit and I look forward to discussing the developments of 
these two focus areas with you and your colleagues in my future link visits. 

 Yours sincerely, 
 

Lyn West  
HMI 
Estyn 
 


