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Executive summary 
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ii. Preparing information for the ROI by model by identifying and prioritising potential long-term 

outcomes from personal guidance and calculating the subsequent breakeven levels;  

iii. Modelling the likely impact of personal guidance on the selected long-term outcomes, using 

published longitudinal dataset research and meta-analyses of comparison group trials; 

iv. Integrating costs and benefits into an ROI estimate, considering an Exchequer perspective and 

a societal perspective, with uncertainty modelled via Monte Carlo
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ii. Example long-term outcomes and breakeven analysis 

 International support for career guidance provision 

Empirical evidence and theoretical frameworks developed by sector experts help to identify a range 

of possible long-term outcomes from caree/F6 8 re
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 Breakeven analysis results 

The midpoint estimates of the long-term net present value of these outcomes (see Table i) can be 

used to identify the breakeven point for personal guidance. In this hypothetical exercise, the 

breakeven point for each outcome is identified just for that individual outcome of interest assuming 

no benefits from the other outcomes.  

For example, if the full cost of personal guidance were to be recouped to the Exchequer purely 

through reduced NEET outcomes, we would require one in around 500 recipients to be prevented 

from becoming NEET up to the age of 19. If the full cost were to be recouped via individuals gaining a 

7.5% wage premium up to age 35, we would require around one in 250 recipients to gain such a 

benefit. Similarly, one in around 1,800 would need to be prevented from dropping out of Higher 

Education.  

These requirements are modest, particularly considering that the three long-term outcomes are 

partly ad
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control variables, McCulloch identifies a statistically significant ~40% reduction in the odds of drop-

out for students who had a high level of satisfaction with their prior career guidance as opposed to a 

low level, and a ~3% reduction in odds for each extra source of advice and guidance drawn on in their 

decision making. This improvement might apply only for a subset of students with limited prior 

support and might only be accessible for a subset of those whom personal guidance is able to 

support. The net result of these factors is a modest but valuable reduction in drop-out rate of 

0.3%pts. 

The government supported British Cohort Study, following a large cohort of young people born in 

1970, is particularly valuable as it allows us to trace home life and educational experiences from birth 

to age 16 through to later life outcomes, including NEET outcomes prior to the age of 19 and wage 

outcomes aged 34.  Studies on this dataset have revealed that young people with high career 

ambitions but low educational ambitions (“misaligned young people”) are 2-3x more likely to be NEET 

(Yates et al, 2011; Schoon and Polek, 2011), with similar disadvantages for young people who were 

. Wage outcomes at age 34 have 

also been related to these factors: identified as 11%-17% lower for young men and women who were 

either misaligned or uncertain about their job choices at age 16 (Sabates et al, 2011). 

The proportion of young people who were misaligned or uncertain at the age of 16 was just under 

50% at the time of the British Cohort Study (during the 1980s). A more recent survey of 15 year olds 

in England and Wales, the 2018 OECD PISA survey, identified around a quarter of young people being 

hi

education/occupation ambitions3.  

 Bridging assumptions between meta-analysis and longitudinal dataset evidence  

Connecting the meta-analysis insight on progress on features like self-reported career decision-

making efficacy to the questions captured in the longitudinal dataseti  is managed via bridging 

assumptions, supported by the similar topic of focus (career decision-making) and OECD evidence 

from the 2018 PISA study that identifies a cross-sectional correlation between students who report 

guidance interviews at school and reduced levels of career uncertainty.4  

Given uncertainty in this area, a wide possible range for this bridging assumption is modelled and the 

midpoint estimates are conservative, such as requiring 1.5 standard deviations progress for someone 

to shift from having misaligned education/occupational ambitions to being aligned. This is 

approximately the equivalent of a student moving from the 7th percentile to the median, a larger 

shift than implied by the British Cohort Study dataset (for more details see Section 5).  

iv. Estimated ROI 

 Subgroups of young people with respect to need for personal guidance 

It is likely that different young people will respond differently to personal guidance, given different 

starting points in their decision-

to them. Research has sho8(w)n that uncertain or misaligned expectations have more severe 

 

3 OECD PISA 2018 survey data covering the UK (excl. Scotland). Details shared in correspondence with Dr 
Anthony Mann, senior policy analyst at the OECD. For detail on the underlying data, see Mann et al (2020).  
4 Ibid 
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consequences for some groups than others (Gutman et al, 2014). In order to model these differences 

in the ROI estimate, the overall cohort of young people is categorised into example archetypal groups. 

Survey evidence points towards possible relevant groupings based on how uncertain young people 

are about their pathway choices, whether there is misalignment between their edBT

/F1 18y7et al, 2014
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Table ii: Short-term impact and ROI by impact strand 

Impact strand Applicable 
subgroup1  

Short-term impact 
within subgroup 
(details in Sections 5 & 6) 

Partial 
Exchequer 
ROI2 

Partial social 
ROI2  

Higher priority: 
   NEET reduction 
 

25% 
(i.e. the full higher 
priority group) 
 

Around one in 125 
prevented from NEET 

1.0x 1.8x 

Higher priority: 
  Increased wages 
 

25% 
(i.e. the full higher 
priority group) 
 

Average wage uplift of 
0.8% 

2.5x 6.6x 

Medium priority:  
   Reduced higher    
   education drop-out 
 

~18%  
(i.e. 40% who go to HE 
out of the 45% in 
medium priority overall) 
 

Around one in 325 
prevented from 
dropping out 

1.0x 0.7x 

Medium priority: 
   Higher wages for       
   those in work post-18 

~21% 
(i.e. 46% who go to 
work out of the 45% in 
medium priority overall) 

Around one in 80 not 
churning in first year of 
work and securing a 
10% wage uplift 
 

0.3x 0.8x 
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Sense-check using direct measures on longitudinal datasets 

Both the LSYPE longitudinal dataset (tracking a sample born in 1990) and the British Cohort Study 

include high-level questions concerning whether young people accessed personal guidance and 

permit analyses using an extensive set of control variables for the young person’s personal 

circumstances, background and academic attainment. While the samples are too small to precisely 

identify the very small effect sizes hypothesised above, reviewing the point estimates and confidence 

intervals can support a sense-check.  

On LSYPE analyses for the DfE, the link between NEET status and having had careers advice or IAG 

from the personal guidance Connexions service is weakly positive, translating into 0.08 or 0.17 fewer 

months spent NEET on average, but fails to be statistically significant at the 10% level (Nicoletti and 

Berthoud, 2010). The effect size is significantly higher than the midpoint estimate of 0.2% in this ROI, 

as analysed across the full sample of recipients of personal guidance. Analysis on the British Cohort 

Study similarly identifies a positive (but not statistically significant) relationship between 

conversations with what were called “careers teachers” at the time of sampling in 1986 and future 

wages, where the point estimate is higher than the 0.2% assumed in the ROI as applying across all 

recipients of personal guidance (Percy and Kashefpakdel, 2018). 

Sense-check considering integrated career guidance programmes 

The Quality in Careers Standard award and its predecessors include a range of expectations for 

careers provision, including the support of personal guidance activities (QiCC, 2019; Careers England, 

2011). Analysis on this overall standard can provide an indication of the potential value of its 

constituent activities. 

The difference between secondary education providers in England that hold the Quality in Careers 

Standard (QiCS) award and those that do not was analysed by Hooley, Matheson and Watts (2014) for 

the Sutton Trust. Descriptive comparisons within school type suggest that education providers that 

held QiCS typically had a lower post-education NEET rate than those that did not, ranging from 0.3%pt 

(general FE colleges) to 2.3%pts (academies). Controlling for a range of background variables, 

including neighbourhood deprivation, school type, pupil-teacher ratio, intake demographics and total 

number of students, the analysis identifies a statistically significant 0.5%pt lower NEET rate.  

It is not possible to quantitatively relate personal guidance to QiCS, as the quality mark represents an 

integrated programme of which personal guidance is only one element. As a heuristic, we might 

consider personal guidance to be 1/8th of the importance of the Gatsby benchmarks as a whole and 

draw on the recent evidence that schools and colleges holding QiCS self-reported achieving an 

average of 2.9 benchmarks out of 8 (The Careers & Enterprise Company, 2018a). Using these two 

adjustments, the 0.5%pt lower NEET rate is equivalent to a 0.17% lower NEET rate, which lines up 

closely to the 0.2% lower NEET rate implied by the midpoint estimate in this ROI.  

Limitations  
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Conclusions and further considerations 

This report has found that providing young people with two one-to-one personal guidance sessions by 

the age of 18, at a typical cost of £80 per young person, is highly likely to be a net positive investment 

for the Exchequer. Drawing on valuations commissioned by the government, breakeven is achieved if 

one in 500 secondary school students were prevented from becoming NEET by the age of 19 or one in 

1800 were prevented from dropping out of Higher Education.  

An examination of the research base, drawing mainly on meta-analyses of comparison group trials 

and three large-scale longitudinal datasets, suggests that these breakeven requirements are highly 

likely to be exceeded. Drawing mainly on potential wage premia and reduced drop-out rates for 

around two thirds of young people most likely to benefit from personal guidance, i.e. only a partial 

picture of the possible benefits and adopting conservative assumptions, the midpoint ROI for the 

Exchequer is 4.4x with an 80% probability range of 3x-5x. In other words, for each £1 the government 

invests in personal guidance, they should be confident of recouping at least £3 and most likely much 

more. 

According to the latest self-reports of 3,351 schools and colleges in England as of 2018/19, 57% of 

education providers fully achieve Gatsby Benchmark 8 (The Careers & Enterprise Company, 2019). 

OECD PISA survey data from 2018 suggests 66% of 15 year olds had spoken to a careers adviser while 





https://www.thecdi.net/CDI-Academy---QCF-Level-6-Diploma-Diploma
/schools-colleges/gatsby-benchmarks/gatsby-benchmark-8
https://compass.careersandenterprise.co.uk/info
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Scope 

In order to estimate a typical cost for the ROI, we have to specify a typical activity that corresponds to 

Benchmark 8.  

The minimum such activity is interpreted here as follows: providing one-to-one career guidance 

interviews with an appropriately trained career adviser, with one taking place by the age of 16 and 

another by the age of 18.  

These guidance interviews typically follow a high-level structure and often result in an action plan for 

the young person to follow, perhaps to further research their choices, prepare for applications, gain 

additional experience, or seek referral to other services.  

Such interventions have been a regular part of the English careers landscape for decades, even as 

uptake, delivery model and quality varied over time and over geography (Watts and Kidd, 2010; 

Hughes, 2017; The Careers & Enterprise Company, 2019). 

Other aspects of Gatsby’s “good career guidance”, such as employer visits, work experience and 

labour market information, and other approaches to guidance, such as group guidance or computer-

aided guidance, are out of scope for this ROI calculation. Nonetheless, it is important to emphasise 

that both the Gatsby Foundation (2014) and other good practice standards (e.g. QiCC, 2019) consider 

personal guidance activities to be part of an overall programme of career guidance. 
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Section 8 assesses the reliability of the evidence base from the perspective of policy decisions, 

considering signalling, deadweight, attribution and displacement as factors that potentially limit the 

ability to infer causality from the research literature.  

Section 9 explores these limitations further, reflecting on the applicability of this research given the 

recessionary risks that accompany the COVID19 pandemic.  

Section 10 sets out further considerations, including avenues for future research and suggestions for 

additional data capture by career guidance practitioners.  

The Conclusion summarises the main ROI findings and considers the potential for increased provision 

of personal guidance given current levels of activity in England. 

The ROI approach and calculations have been peer reviewed by Frontier Economics, see Appendix 4 

for their report.  
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2. Cost estimation 

Methodology and data sources 

The cost estimates draw on three primary sources and were subject to review by the project Working 

Group (see Appendix 3 for membership): 

¶ 10 careers leaders in England from a range of different schools and colleges were interviewed 

to understand their different approaches to organising personal guidance interviews and the 

time/cost involved (see Appendix 1 for interviewee profile) 

¶ The typical fully loaded day rates for career advisers from external providers have been 

identified through The Careers & Enterprise Company market data. 

¶ The annual salaries of in-house careers advisers are based on publicly available data from a 

range of websites accessed in mid-2020, noting that salaries vary over time and that some 

stakeholders have reported that qualified and experienced careers advisers can be hard to 

hire and retain at current salary levels.10  

Midpoint estimate 

The costs of organising and conducting a one-to-one interview with a trained professional in England 

in 2020 is estimated at the equivalent of £40 per interview, resulting in a total investment per young 

person during secondary education of £80.  

This estimate is based on the following assumptions: 

¶ A fully-loaded day-rate of £200  

¶ 6 interviews per day which last 45 minutes plus 20 minutes for preparation and follow-up plus 

10 minutes for coordination time  

¶ 6 hours per year to set up and manage the overall interview programme, allocated over 200 

interviews 

This is an average cost estimate, where the actual costs might vary depending on, inter alia, the level 

of experience and qualifications of the careers adviser, the size of the cohort being interviewed, area 

of the country and approach to delivery. A low estimate is modelled as £19 per interview and a high 

estimate at £80 per interview, with the underlying assumptions detailed in Appendix 2. The intention 

is for low and high scenarios to represent plausible extremes and the medium scenario to represent 

the default best estimation we can calculate at this stage. As such, both low cost and high cost 

scenarios are expected to be rare in practice and can be treated as bookends for Monte Carlo 

analysis. 

Other activities that support personal guidance, such as one-on-one conversations and pastoral care 

more generally in education or the provision of office space for the interview, or indirect 

organisational overheads are not explicitly costed for this ROI, being typically incorporated into the 

usual running costs of a school or college.  

 

10 https://www.prospects.ac.uk/job-profiles/careers-adviser, https://www.glassdoor.co.uk/Salaries/career-
advisor-salary-SRCH_KO0,14.htm, https://www.payscale.com/research/UK/Job=Career_Advisor/Salary, 
https://www.indeed.co.uk/salaries/career-advisor-Salaries, accessed July 2020. 

https://www.prospects.ac.uk/job-profiles/careers-adviser
https://www.glassdoor.co.uk/Salaries/career-advisor-salary-SRCH_KO0,14.htm
https://www.glassdoor.co.uk/Salaries/career-advisor-salary-SRCH_KO0,14.htm
https://www.payscale.com/research/UK/Job=Career_Advisor/Salary
https://www.indeed.co.uk/salaries/career-advisor-Salaries
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Variation by delivery model 

Within the Gatsby guidance there is flexibility in terms of delivery model, corresponding to the diverse 

ways personal guidance is delivered in English secondary education, particularly between schools and 

colleges, and reflecting the marketised English system of career guidance delivery.  

Interviews conducted in May 2020 with ten careers leaders in England suggested five key structural 

differences with possible implications for costs per interview: 

1. In-house vs out-sourced: A typical day-rate range in 2020 for outsourced mainstream personal 

guidance interview provision is £180 to £300. The CDI (2014) and Careers England (2019) 

provide good practice guidance on commissioning external providers. For schools and 

colleges that have the economies of scale and operational set-up to hire, manage, support 

and fully occupy full-time careers advisers in-house, a typical day-rate equivalent range is 

£150 to £200.11  

 

2. Degree of distribution of provision: The outcomes of personal guidance, such as making good 

education and career pathway decisions, are often seen as the responsibility and result of 

many conversations and activities during education. Formally-scheduled one-on-one personal 

guidance discussions are only a part of the system for promoting such outcomes.  

            In some settings, particularly large FE colleges, one-on-one personal guidance support 

is formally distributed across a specialised tutor or mentor workforce, who might meet one-

on-one with students three to four times a year to discuss progress and progression options 

(among other topics), professional careers advisers who support a subset of referred or self-

referred students (e.g. 10%-30% of 16-19 year olds each year), and an extensive offer of 

resources and careers activities.  

           In other settings, particularly Key Stage 4 provision in mainstream schools, formal 

responsibility for personal guidance is less distributed. Most students access a single 

professionally-delivered personal guidance session, similar to the Benchmark 8 description, 
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to the student and tutor’s discretion, e
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3. Overview of potential benefits of personal guidance 
 

The purpose of this section is to illustrate in a range of different ways some of the benefits of personal 

guidance 
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https://www.theguardian.com/commentisfree/2013/dec/19/careers-advisers-fish-farmers-michael-gove
https://www.centralcareershub.co.uk/2018/10/09/bbc-careers-adviser-gets-it-all-so-wonderfully-wrong/
https://www.centralcareershub.co.uk/2018/10/09/bbc-careers-adviser-gets-it-all-so-wonderfully-wrong/
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https://www.youtube.com/watch?v=pUinT7VgGPI
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4. Costed long-term outcomes and breakeven analysis 

Framework for prioritising long-term outcomes 

The international overviews, the vision set out by Dr Michelle Stewart, the evidence from the US and 

the case experience in England set out in Section 3 point towards an expansive set of possible long-

term outcomes, all of which have potential financial benefits for the individual, for society and/or the 

state.  

Several theoretical frameworks for measuring the impact of career guidance have been created and 

debated. David Mayston from the University of York developed such a framework, emphasising the 

importance of the quality of the career guidance interview in supporting human capital accumulation, 

quality of life improvements and broader social benefits that flow from improved individual choices 

(Mayston, 2002). 

https://warwick.ac.uk/fac/soc/ier/ngrf/effectiveguidance/impact/assessing/outcomes/herr


https://www.bankofengland.co.uk/monetary-policy/inflation/inflation-calculator
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Breakeven analysis 

The midpoint cost estimates of £80 per student and the midpoint value estimates of the three 

outcomes listed above translate in a straightforward fashion into breakeven thresholds (see Table 1), 

that is the success rate needed per student receiving the intervention for the Exchequer to recoup 

the money invested (in net present value terms). A value is also provided reflecting a breakeven 

threshold partly representing a partial picture of social benefits, to the extent captured in the 

outcome estimates as described above.  

In this hypothetical exercise, the breakeven point for each outcome is identified individually assuming 

no benefits from the other outcomes.  

 

Table 1: Long-term outcomes and breakeven analysis  

Long-term outcome Midpoint estimate value to the 
Exchequer [to Society, as a 
partial view] 
 

Required personal guidance 
success rate to break even 

One student prevented from 
becoming NEET prior to age 19 

£42k  
[£78k] 
 

0.2%  
[0.1%] 

One student prevented from 
dropping out of Higher Education 
 

£145k  
[£105k] 
 

0.1%  
[0.1%] 

One student receiving a wage 
premium of 7.5% up to age 35, 
based on probable time in full-
time employment only 
 

£7k  
[£19k] 
 

1.1%  
[0.4%] 

 

 

For example, if the full cost of personal guidance were to be recouped to the Exchequer purely 

through reduced NEET outcomes, we would require one in around 500 recipients of personal 

guidance in secondary education to be prevented from becoming NEET prior to the age of 19. If the 

full cost were to be recouped via individuals gaining a 7.5% wage premium up to age 35, we would 

require around one in 250 recipients to gain such a benefit. Similarly, one in around 1,800 would need 

to be prevented from dropping out of Higher Education. 
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5. Estimated impact of personal guidance 
 

Personal guidance, as described in the scope of this ROI, is a low-cost intervention and the 

requirements for breakeven impact are modest. An investigation of the research literature suggests it 

is highly likely that these requirements are exceeded. 

This section first sets out the meta-analysis evidence that guidance sessions shift key careers-related 

factors, such as attitudes, preparedness and decision-making self-efficacy. Longitudinal datasets are 

then used to relate the same general factors to NEET outcomes, future wages and HE dropout. 

Analysis of career pathways using CV data is then used to relate early labour market churn to future 

wages. Finally, it sets out the bridging assumptions required to relate personal guidance effects to the 

high-level questions captured in the longitudinal datasets.  

It is also important to consider what proportion of young people are in scope for potential benefits. A 

young person with no intention of attending to Higher Education cannot be in scope for any benefits 

associated with a reduced chance of dropping out of Higher Education. Section 6 breaks down the 

overall population of secondary education students into different categories and constructs the ROI 

based on potential impact within different groups. 

i. Meta-analysis evidence that guidance sessions shift attitudes/preparedness 

Multiple meta-analyses have been conducted on career interventions which cover short-term 

outcomes, primarily self-reported improvements in aspects like career decidedness and career 

decision-making self-efficacy compared to a no-treatment control group (Whiston et al., 2017; Oliver 
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aspects collectively, it is likely that the effect sizes of personal guidance are slightly below the overall 

average of career counselling as reported in the meta-analyses. 

Regarding the in-education setting for 13-19 year olds, a 2017 meta-analysis (Whiston et al., 2017)  

identified 57 studies from 55 articles (total participants 7,364) published between 1996 and 2015, 

with 70% from the US and 18% from Europe. 80% of the studies covered the education setting: 30% 

in school below the age of 18/19 and 50% in Higher Education settings, mostly aged 18-22. This 

suggests that the average effect size of 0.35 standard deviations broadly applies to education settings, 

but it does not explicitly differentiate provision for under-19s. An earlier meta-analysis (Oliver and 

Spokane, 1988) found that effect sizes in junior high school (7 studies; aged 12-15) and high school 

(15 studies; aged 14-18) were 75% and 66% of the effect size for those in college (29 studies).  

Regarding the number of sessions, Whiston et al (2017) and Brown & Ryan Krane (2000) both find 

most benefits at around five sessions. Nonetheless, Whiston et al (2017) identify that effect sizes for 

one or two sessions remained highly positive at about two thirds the equivalent of five sessions. 







34 | P a g e  
 

Overall respondents were fairly evenly split between low, medium and high career guidance 

satisfaction (ibid, Table 1). Descriptive analysis (
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The default bridging assumption for the purposes of modelling is to require an average of 1, 1.5 or 2 

standard deviations (for low, medium and high scenarios respectively).  
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¶ The lower priority group 



https://www.gov.uk/government/statistics/participation-rates-in-higher-education-2006-to-2018
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Figure 1: Illustrative theory of change pathways vs ROI scope (darker shading = fuller coverage) 

Higher priority 
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ROI across different possible impact strands 

This return on investment exercise draws on good practice in the public sector to describe the 

multiple of return (i.e. from the Exchequer’s perspective: increased taxation or reduced public sector 

spend) over investment (i.e. initial spend on the intervention).22 Net present values are used so that 

benefits in the future can be appropriately compared to investments in the present. A value of 1 

suggests the activity breaks even. Anything higher than 1 is a net positive investment, anything below 

1 is a net loss. 

Overall this analysis results in four strands of impact for the ROI, with partial overlap between two of 

them which is adjusted for separately (see Table 2).  

Table 2: Short-term impact and ROI by impact strand 

Impact strand Applicable 
subgroup1  

Short-term impact 
within subgroup 

Partial 
Exchequer 
ROI2 

Partial social 
ROI2  

Higher priority: 
   NEET reduction 
 

25% 
(i.e. the full higher 
priority group) 

Around one in 125 
prevented from NEET 

1.0x 1.8x 

Higher priority: 
  Increased wages 
 

25% 
(i.e. the full higher 
priority group) 

Average wage uplift of 
0.8% 

2.5x 6.6x 

 

https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-governent
https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-governent
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The overall midpoint partial ROI is 4.4x for the Exchequer and 9.1x for society/individuals.  

The Exchequer ROI largely focuses just on the immediate taxation benefits of higher wages, measured 

directly in terms of wage gains or indirectly in terms of increased earnings following the completion of 

Higher Education.  

The social ROI is highly limited in focusing largely on private income gains. Only the NEET reduction 

impact strand considers a broader set of benefits, such as reduced healthcare costs, reduced benefits, 

or reduced interactions with the criminal justice system.  

Both ROI estimates are partial in the sense that they exclude any economy multiplier effects or (apart 

from the NEET strand) any benefits outside of wage gains for a subset of young people. 

Monte Carlo simulation 

Key parameters in the ROI have a low, medium and high value identified (see Appendix 2 for details). 

Each Monte Carlo simulation identifies a value at random between those values, sampled according 

to a triangular probability distribution, and calculates the ROI accordingly. 100,000 such simulations 

are run to generate a range of possible results, plotted in Figures 2 and 3 as probability distributions. 

 

Figure 2: Monte Carlo probability distribution for partial Exchequer ROI 
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7. Impact sense-check 
 

The calculation chain above draws on the more precise quantitative estimates of different steps in the 

ROI logic chain. The result can be triangulated against less precise measures, such as attempts to 

directly measure the long-term impact of personal guidance using underpowered datasets and 

considering the measured long-term impact of integrated programmes in which personal guidance 

plays a role, but where the significance of that role is hard to specify. 

Sense-check using direct measures on longitudinal datasets 

With small direct hypothesised effect sizes, it is very hard to identify effects directly in experimental 

or quasi-experimental data, due to the very large sample sizes that would be needed, the likely 

subsequent sensitivity of the analysis to analytical choices and background factors, and the hypothesis 

that the effect is variable over the population (rather than having a broadly consistent point estimate 

that applies to most participants). Nonetheless, it is helpful to review large-scale Government-

supported longitudinal studies to sense-check that these estimates lie within the confidence interval 

range of the results. Both the LSYPE longitudinal dataset (tracking a sample born in 1990) and the 

British Cohort Study (tracking a sample born in 1970) have enabled researchers to complete such 

analyses.  

Nicoletti and Berthoud (2010) analyse the LSYPE dataset for the DfE, exploring inter alia the link 

between NEET status and having had careers advice or IAG from the personal guidance Connexions 

service. The link is weakly positive but fails to be statistically significant at the 10% level – equivalent 

to a 0.5% to 1.6% reduced chance of being NEET at age 17-18 and a -0.9% or +0.1% effect at 16-17, 

aggregating to total reductions in months spent in NEET of 0.08 or 0.17 months (Tables 5.1 & 5.2, 

using regression and PSM techniques respectively, focusing on discussions about future studies24). 

This effect size is significantly higher than the midpoint estimate of 0.2% in this ROI (as analysed 

across the full sample of recipients of personal guidance), which falls conservatively within the 

confidence intervals of the LSYPE data. Other work on the LSYPE (Mann et al, 2017) also finds 

potential for school conversations about career options to reduce NEET outcomes: teenagers who 

had spoken to a teacher at least once either inside or outside of lessons aged 13-14 were 13% to 24% 

less likely than comparable peers to be NEET on the day the survey wave was undertaken at age 19-

20. 

Analysis on the British Cohort Study similarly concluded that the average effects of careers 

conversations, classes and meetings with internal school staff were typically very weakly positive (not 

statistically significant).  When young people at age 16 said they had, since the start of the academic 

year, had any personal contact with a “careers teacher”, this was associated with a +0.14% wage 

premium with a standard error of +/- 0.4% (Percy and Kashefpakdel, 2018; additional analysis on 

dataset). This is within the range of the midpoint estimate of +0.2% in this ROI, and compares 

favourably to it if a similar sized benefit were gained in further interactions between the ages of 16 

and 18.  

 

24 Reported discussions with Connexions about apprenticeships/training often had a net negative link to NEET, 
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10. Future considerations 
 

This analysis highlights four specific areas of uncertainty in estimating the returns on investment into 

personal guidance in English schools and colleges, in addition to more general opportunities to refine 

and validate the existing research base as drawn on in the paper and the general need for additional 

comparison group studies of standard personal guidance practice in England26:   

(i) the potential need for additional support for young people at risk of NEET;  

(ii) the potential impact of increased quality of delivery;  

(iii) the difference in impact, if any, between the personal guidance model as commonly 

delivered in General Further Education Colleges compared to the Gatsby model; 

(iv) the potential benefit of increased focus on over-served career pathways to support 

strategic sectors, national skills gaps and improved labour market matching.  

Research into these four areas might both increase the accuracy of impact estimates for personal 

guidance and also identify ways to enhance that impact.  

More generally, data-based insights could be enhanced if the sector were to develop a taxonomy27 of 

common student issues which personal guidance can support, logging each one-to-one session 

against this taxonomy - following up with students to identify whether the issue has been resolved 

and the extent to which the students credit the personal guidance in supporting that resolution. Such 

practice would not only provide quantitative insight and a framework for research that enhances ROI 

estimation, it also has the potential to improve practice by adjusting approach in response to analysis 

of common issues and what works. 

i. Additional support for young people at risk of NEET 

Several careers leader interviews highlighted the principle that a subset of young people would 

benefit from additional support than Gatsby’s description of a single interview per key stage decision.  

Such young people might typically be those facing particularly challenging circumstances, those with 

no idea what to do or where to start, or those starting to challenge a career preference imposed on 

them by family, social stereotype or long-running personal inertia. Such young people are likely to be 

at a higher risk of NEET, although not necessarily all of them. Such support complements rather than 

 

26 The evidence base is stronger for US practice than English practice, particularly for current or common 
practice as opposed to assessments of innovative practice. There remain weak areas around relating progress in 
career-related questionnaires to changes in outcome for those in full-time education (more literature exists for 
adults, e.g. Abele and Spurk 2008). International and UK evidence also exists showing the impact of guidance on 
adults, especially unemployed adults (e.g. Gloster et al, 2013; Blundell et al, 2004; Graverson and van Ours, 
2008, Page et al, 2007). 
 

27 A taxonomy could be a as simple as a tick-list based on a set of issues and support, including increasing 
alignment of education/occupational pathways, developing a firmer choice of immediate step / career direction, 
pastoral care (incl. referrals), the benefits a subset might gain in terms of reassurance or a double-check on their 
decisions, specific questions around information or a data point, or technical questions (such as around CVs, 
application approaches or interview styles). Some of these needs might be met by referrals or action plans 
following the interview, rather than done within a guidance interview, but it is still useful to log the needs and to 
understand the guidance interview as part of a system in meeting those needs. 
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For instance, some colleges draw on a cadre of specialist tutors or mentors, some of whom may have 

professional information and guidance qualifications (perhaps to Level 3 or Level 4), who meet with 

all students one-to-one three to four times every year – being 6x or 8x more than implied by Gatsby 

benchmark 8. While those conversations do not exclusively focus on career pathway planning and 

https://www.gov.uk/guidance/immigration-rules/immigration-rules-appendix-k-shortage-occupation-list


https://www.kier.co.uk/media/2999/researchreport.pdf
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Conclusion  
 

This report has found that providing young people with two one-to-
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Appendix 1: Interviewee profile 
 

10 careers leaders in England were interviewed one-to-one in May 2020 for an average of 45 minutes. 

The careers leaders had operational responsibility for the delivery of career guidance in their school 

or college. In some cases, they were also careers advisers for students in their school or college. 

The interviews focused on exploring the costs and cost drivers of providing personal guidance, as a 

complement to market data, publicly available salary benchmarks and the insights of the working 

group on provision (see Appendix 3). The interviewees volunteered to participate in response to an 

email from The Careers & Enterprise Company. 

Table 4: Careers leader interviewee profile 

# LEP Age range Type 

1 London 7-13 Academy Converter 

2 Enterprise M3 16+ Academy 16-19 converter 

3 North East 16+ Further education 

4 D2N2 
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Appendix 2: Summary of ROI model parameter estimates 
 

For details on the evidence base and references for the estimates in the below tables, please review 
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Coordination time per interview 15 10 0  

Average number of interviews per 
PG cohort member 

2.5 2 2  

 
Long-term outcome valuations 
 

Lifetime value to Government 
/society of 1x NEET prevention 

£8.1k /  
£15.0k 

£41.9k /  
£77.8k 

£75.7k / 
£140.6k 

 

Lifetime value to Government/ 
individual of 1x HE dropout 
prevention 

£72.8k /  
£52.5k 

£145.5k /  
£105.0k 

£291.0k / 
£210.0k 
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for the impact of personal guidance since the 1980s. Nonetheless, it is likely that growing 
complexity in the labour market, more competition in the youth labour market, and more 
contested school to work transitions mean personal guidance is more relevant and 
therefore potentially more impactful today than in the past (Mann and Huddleston, 2017).  
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Appendix 3: Working Group membership  
 

This report benefitted from discussion and expert review by a working group assembled by The 

Careers & Enterprise Company: 

¶ David Barton, Executive Officer, Cornwall Association of Secondary Headteachers 

¶ Sheila Clark, Director, Career Connect 

¶ Robert Cremona, Project Officer, The Gatsby Foundation 

¶ Chloe Elliot, Team Manager, Career Connect 

¶ Jan Ellis, Chief Executive of The Career Development Institute (CDI) 

¶ Kieran Gordon, incoming Executive Director, Careers England 

¶ Amy Hams, Careers Policy Lead, Department for Education 

¶ Professor Tristram Hooley, Chief Research Officer, Institute of Student Employers 

¶ Beth Jones, Programme Manager, The Gatsby Foundation 

¶ Robert Lloyd, Economic Advisor, Department for Education 

¶ Richard Simper, Deputy Director Careers and Basic Skills, Department for Education 

¶ Dr Siobhan Neary, Associate Professor and Head of iCeGS, University of Derby 

¶ Steve Stewart OBE, Executive Director, Careers England 

¶ Dr Emily Tanner, Head of Research, The Careers & Enterprise Company 

¶ Andrew Webster, Education Manager (West), The Careers & Enterprise Company 

Working group members were consulted throughout this report. Nonetheless, being listed above 

should not be taken as an indication of agreement with, or endorsement of, specific details in the 

report. 

The methodology was reviewed technically by Sarah Snelson and Danail Popov at Frontier Economics 

(see Appendix 4).  

We would also like to acknowledge feedback on an earlier draft by Dr Deirdre Hughes OBE (Director, 

DMH Associates Ltd) and Dr Anthony Mann (Senior Policy Analyst Education and Skills, OECD) and a 

targeted review of econometric analysis by Paul Atherton, founder of Fab Inc and former UK 

Government Economist. 

Any opinions or remaining errors are the responsibility of the author. 
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Appendix 4: Review by Frontier Economics 
 

Frontier Economics undertook a high-level, formative review of this ROI methodology, with the review 

lead by Sarah Snelson. 

Sarah Snelson is a Director in Frontier’s Public Policy practice, with nearly 20 years of experience as a 

professional economist. Sarah’s work has spanned all major government departments and focuses on 

the evaluation and assessment of effectiveness and value for money of government policies. Sarah 

leads much of the practice’s work on further and Higher Education, skills and labour markets. She has 

recently led two extensive studies of the Further Education market and the Further Education 

Qualifications market in England for BEIS, has worked for the Education and Training Foundation to 

analyse the impact of the Sainsbury Review recommendations on the FE workforce, as well as work 

for a London-based higher education institution to create a framework and evidence to assess their 

value for money. 

Frontier’s review covered the broad structure of the ROI model and methodology for obtaining 

quantitative estimates as well as the detailed calculations in the model. Specifically, the review 

concentrated on the following questions: 

¶ Is the ROI methodology appropriate to the context in which it is being applied? 

¶ Is the ROI model used to produce the value for money estimates (e.g. breakeven analysis, ROI 

estimates) structured appropriately? 

¶ Are the calculations in the ROI model correct? 

¶ What are the big sensitivities around the estimates? 

It is worth noting that a detailed review of the academic literature and broader evidence used to 

inform the parameters in the ROI model was beyond the scope of this review. This means that we 

have not carried out a detailed review to check whether the evidence used in the ROI is the most 

appropriate and up to date. Further, we have not carried out detailed checks as to whether the 

evidence used to support the estimates has been adapted appropriately to the context of the study 

and that the correct estimates (e.g. the monetary values of avoiding a NEET) have been used. That 

said, through our professional expertise and experience we identified several areas which could 

benefit from further sensitivity testing – our suggestions were well received by the author of the 

study and he undertook additional work to address our queries.  

In summary, we were satisfied that the methodology developed by the author was appropriate for 

addressing the research questions. The calculations of the author were found to be correct and the 

presentation of the findings, including discussions about the uncertainty and sensitivity of the 

estimates, are an adequate reflection of the strength and limitations of the evidence base.   

  



https://doi.org/10.1016/j.jvb.2008.10.005
https://www.tes.com/news/Covid-19-lord-baker-heres-how-we-fix-youth-unemployment-0
https://researchonline.lshtm.ac.uk/id/eprint/11846
https://www.careersengland.org.uk/wp-content/uploads/91�����-England-Good-Practice-Commissioner-Guide.pdf
https://www.hrreview.co.uk/hr-news/recruitment/it-pays-to-stay-workers-who-spend-2-to-3-years-in-first-job-earn-higher-salaries-over-career/110810
https://www.hrreview.co.uk/hr-news/recruitment/it-pays-to-stay-workers-who-spend-2-to-3-years-in-first-job-earn-higher-salaries-over-career/110810


65 | P a g e  
 

DfE. (2017b). User insight research into post-16 choices: A report by CFE Research with Dr Deirdre Hughes OBE (December 
2017). London: Department for Education  

 
DfE. (2018). Careers guidance and access for education and training providers. Statutory guidance for governing bodies, 

school 

https://doi.org/10.1007/s13384-015-0175-2
https://www.employment-studies.co.uk/resource/evaluation-ufilearndirect-telephone-guidance-trial
https://www.employment-studies.co.uk/resource/evaluation-ufilearndirect-telephone-guidance-trial
https://doi.org/10.1007/s13384-015-0172-5
https://doi.org/10.1093/ej/ueaa077


66 | P a g e  
 

Hughes, D., & Gration, G. (2009). Evidence and Impact: Careers and guidance-related interventions. Reading: CfBT Education 
Trust. 

 
Hughes, D., Mann, A., Barnes, S.-A., Baldauf, B., & McKeown, R. (2016). Careers education: International literature review. 

London: Education Endowment Foundation. 
 
Hughes, D. (2017). Careers work in England’s schools: politics, practices and prospects. 

http://dmhassociates.org/wp-content/uploads/2019/11/National-Survey-of-school-leaders-and-careers-professionals.pdf
http://dmhassociates.org/wp-content/uploads/2019/11/National-Survey-of-school-leaders-and-careers-professionals.pdf
https://doi.org/10.1002/j.1556-6676.2014.00159.x
https://doi.org/10.1002/j.1556-6676.2014.00159.x
https://www.oecd.org/education/dream-jobs-teenagers-career-aspirations-and-the-future-of-work.htm
https://www.oecd.org/education/dream-jobs-teenagers-career-aspirations-and-the-future-of-work.htm
https://doi.org/10.1177/0038040712456559


67 | P a g e  
 

Mortimer, J. T., Rolando, D. J., Zierman, C. (2017). Understanding youth resilience by leveraging the Youth Development Study 
archive. 47, (1), 10-17. University of Minnesota. Retrieved from the University of Minnesota Digital Conservancy, 
http://hdl.handle.net/11299/188229. 

 
Musset, P., & Kureková, L. (2018). Working it out: Career guidance and employer engagement. Paris: OECD 
 
Nathan, D. (2005). Capabilities and Aspirations. Economic and Political Weekly, 40(1), 36-40. Retrieved July 21, 2020, from 

www.jstor.org/stable/4416008 
 

http://hdl.handle.net/11299/188229
http://www.jstor.org/stable/4416008
/news/developing-career-centric-strategy-fe-delivery
https://www.employment-studies.co.uk/resource/evaluation-ufilearndirect-telephone-guidance-trial
https://doi.org/10.1007/BF00992155


68 | P a g e  
 

https://doi.org/10.1177/0004944118776463
https://www.educationandemployers.org/youth-voice-for-the-future-of-work/


69 | P a g e  
 

Abbreviations 
 

Abbreviation Definition 


