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	Abstract

	With the significant investment by Government, private sector and local authorities in the school estate through BSF, (and other capital programmes) we are presented with a real opportunity to position local schools as hubs of their communities, providing access to opportunities and facilities to energise and revitalise local areas and making an effective contribution to sporting and cultural life.
It is, therefore, important that local authorities and schools go through a defined process to agree how best to optimise the opportunities presented and ensure that any facilities deliver on the vision identified through the Strategy for Change. 
This guidance is designed to support local authorities and schools in engaging stakeholders to identify their strategic needs, agree the outcomes required and consider the most appropriate management option; to inform discussions and decision making.
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1. The context and goals of BSF
1.1 Building Schools for the Future (BSF) is an ambitious and far-reaching long-term change programme. It offers local authorities in England a once in a generation opportunity to significantly improve educational provision, educational outcomes and life chances of children, young people and families. The capital investment is intended to act as a catalyst and enabler for change. By providing 21st century facilities for learning and teaching, the talents and skills of every young person can be unlocked, so that they can achieve their best regardless of background.

As well as raising the aspirations and attainment of young people, BSF is also about providing inspiring environments in which teachers and young people feel valued, which are appropriately resourced for a 21st century curriculum, and which are sufficiently flexible to enable variety in learning and teaching styles, and a broad innovative curriculum. It is also an opportunity to position the local school as a hub of its community and as a very valuable resource and focus of expertise, to energise and revitalise local areas.
1.2 BSF sets local authorities a significant challenge and to achieve their ambitions local authorities will have to provide strong strategic leadership to develop a coherent and compelling long-term vision for education and children’s services in its schools. To do so, they need to connect the full range of national policy agendas and local priorities, and to make sense of them as a single piece of thinking, using BSF investment as a key enabler and as an opportunity for added value. This means thinking in depth about teaching, learning and children’s services in the future, how they should be delivered, and what services the community requires.

Local authorities need to have this dialogue with a wide range of stakeholders – its schools and their governing bodies, its officers and members, parents, pupils and the community, the agencies and organisations with which it works, voluntary sector and statutory consul tees. This is a significant opportunity to construct and articulate a widely-shared long-term educational vision and strategy and to marshal support for it. This interaction is a key element of the project and good stakeholder engagement at the right time will assist the success of the project.
1.3 On the basis of this vision and consultation, the local authority will be requested to take a strategic approach to its school estate, proposing school organisation and design solutions which will facilitate the desired changes, and for which capital investment will lead to new and remodelled schools which are clearly fit for purpose. The local authority and its stakeholders (including districts in two tier authorities) should also consider alternative learning environments, as well as schools, when developing their estate strategy. It may be that statutory education could be delivered through a range of partners such as work-based learning environments, libraries, museums, arts centres, leisure/community centres, either co-located with schools or accessed centrally by learners across the authority. Part of the strategy is likely to involve consideration of how Information and Communications Technology (ICT) can break down barriers to learning and access in unprecedented ways.

As improvement of outcomes will inevitably involve radical change in provision and organisation, a key to the programme’s success will be the local authority’s strategy for change management.
Ministers want to see how far local authorities thinking and planning have been influenced by key education publications:

· The White Paper, Higher Standards, Better Schools for all, with its emphasis on the needs of each child and parent/carer

· The need for diversity of provision within their new role as commissioners and champions of pupils and parents/carers

· Every Child Matters: Change for Children sets out the national framework for local change programmes to  build services around improving outcomes for children and young people

· The Children’s Plan and its focus on multidisciplinary working, the co-location of services and the introduction of the cultural offer

· The White Paper, Further Education :Raising Skills, Improving Life Chances which gave local authorities the remit to deliver 14-19 reform

· Harnessing Technology: Transforming Learning & Children’s Services
· Creative Britain and its emphasis on ensuring that young people are supported and given the skills to deliver the creative industries of the future (Department  for Culture Media and Sport)
· The National Framework for Sustainable Schools
· Thought provoking material such as 2020Vision: Report of the Teaching and Learning in 2020 Review Group, Futurelab’s What If…? Re-Imagining Learning Spaces. The Innovation Unit’s What’s Next? 21 Ideas for 21st Century Learning by Charles Leadbeater. 
As well as community focused requirements such as:
· Strong and Prosperous Communities 2006 - The aim of this White Paper was to give local people and local communities more influence and power to improve their lives. Creating strong, prosperous communities and delivering better public services through a rebalancing of the relationship between central government, local government and local people (Department for Communities and Local Government)
· The duty to promote Community Cohesion, introduced in 2007 as part of the Education and Inspections Act 2006, focusing on development of partnerships with parents and local community groups and organisations, enabling them to play a role in the school and encouraging pupils to make a positive contribution in the area.
2. Community Engagement

2.1  Recently local authorities have been tasked to engage much more with their local customers, citizens and communities based on the belief that:

· All communities should be involved in the decisions that affect them.
· All communities deserve high quality public services, shaped around their needs.

· Local authority policies and strategies should reflect local priorities, requirements and aspirations.

2.2  Community engagement recognises the diversity of communities, the importance of community capacity building and the need to provide appropriate opportunities for customers and communities to participate at whatever level they wish to influence service delivery, capital provision decision-making and policy development.

2.3  Community engagement supports the development of strong, active and inclusive   communities, who are informed and involved in decision-making and enable local authorities to improve public services which can be defined in the following three ways:
· Strong communities, who can form and sustain their own organisations, bringing people together to deal with their common concerns,

· Active communities, where people are supported to improve quality of life in their own communities

· Inclusive communities, where all sections of the community feel they have opportunities to be involved in decision-making and influence public services
This approach supports the aspirations of BSF, to place schools at the heart of communities, and provides a focus for engagement activities, policies and processes to align with the local authority objectives – focused on empowering individuals and communities to contribute and influence services 

3. What are the drivers for community engagement? 
There are at least, eight key drivers relating to community engagement:
· To improve student performance 
Studies have demonstrated the positive impact participation in school-based after-hours programming has by promoting greater parental involvement in school, greater pupil engagement, increased commitment to homework, readiness to learn, and more positive educational outcomes for children and young people. 

· To encourage artistic and cultural expression to create vibrant communities and expand capacity for learning
Opportunities for communities to ‘come together’ in community spaces involving the arts, dance, or music increase social connectedness and nurture the development of cultural and community life. In addition, there is increasing research on the value of the arts to learning development and learning outcomes. 

· Promoting life-long learning
A wide range of pre-school, school-age, youth, and adult education, and voluntary sector provision depends upon access to affordable space such as schools. A community culture of lifelong learning creates a more educated, skilled, competitive and responsive work force and more informed and interesting citizens. (Royal Commission on Learning, Vol II, Ontario, 1994).
· The use of school space is good value for taxpayers, promotes safer neighbourhoods and crime-prevention
Provision of  after-hours access to schools maximises use of school space, giving taxpayers better returns on their school investment. Research through Crime Reduction Partnerships and Youth Initiatives, has clearly demonstrated spin-off savings from after school leisure programmes for children and young adults (e.g., lower costs for youth provision, crime reduction and health services). 

· To encourage physical activity, healthy lifestyle, and save money                    Increasing access to sport and physical activity opportunities in schools, after-school, at weekends and over the summer can have a positive impact on lowering the rates of childhood obesity and the onset of childhood diabetes.

· Increasing opportunities for immigrant and migrant populations through school-based English as a Second Language (ESL) and integration programmes to provide essential support to newcomers and helps them adapt to their new communities.   Social-recreational, employment or training opportunities in schools decreases isolation, helps to build networks among newcomers and promote faster integration. (Education, Citizenship and Social Justice, Vol I No 1, York University, 2006).)

· Promoting the value and benefits of volunteering and community participation (for all age groups) 
Volunteers are the hallmark of a healthy community. Their contribution to the UK economy is estimated at 3.5 million volunteers hours annually. This significant contribution increases the non-profit sector capacities. Freeing up access to community space creates opportunities for volunteers, social networks, skill-development and civic engagement which combine to create a healthier more engaged community. 

· Promoting community well-being
When “doors are open” during and after-school hours, on weekends and in the summer, we move forward in making our schools the active hub of their communities. School space is a vital resource for community groups and the non-profit sector to partner and address local needs of children, youth, adults and others. School buildings can host regular groups; be voting centres during elections; general meeting places for the community; support development of new activities and groups; and when required, can provide refuge during civic emergencies. The potential contribution of community use of schools to community well-being is enormous. BSF offers an opportunity to build on, or develop wide community engagement.

  4.  Community access and use – the ICT Strategy
  4.1 It is often the case that the community request improved access to school halls, pitches and other facilities - not just the physical location but ability to know what is there, when it is available and how a booking could be secured. This is particularly a problem where no central database of available space exists, so community groups are forced to contact different schools to locate space for practice sessions, games, scout group meetings or other events.

BSF through the investment into a Virtual Learning Environment (VLE) that embraces a shared linked communication system offers a chance to support the health, community and learning agendas - by ensuring all members of the community have access to recreational facilities. This will enable:
· The creation of a central booking resource
An online tool that provides updated information on every available time slot for school facilities (fitness rooms, studios, learning areas, multi-purpose rooms, theatres, music rooms, etc.), allows users to search for space based on square footage or activity, and permits users to directly reserve the space. All this could be accomplished through a fairly simple database solution, and/or off-the-shelf software tools that exist for this purpose. 
· Improved joined up community facilities
One of the challenges often made against community use and access for schools; is the fact that during the year the school has a number of commitments that impinge on regular bookings – awards days, open days, special events, shows, etc which mean regular bookings may be forced out. Whilst suggestions for alternatives may be made, facilities are often not suitable or safe. A shared booking system would mean that, with the right set up the most suitable venue could be found for the activity at all times, and a genuine shared system be operated so that no one activity or group was compromised and alternatives and changes pre-arranged.
This is a perfect example of how greater co-operation between local schools and community centres could benefit the entire community. Local authorities need to demonstrate leadership in this area by negotiating more comprehensive shared use agreements with the schools and encouraging closer working with other local facilities. The local authorities, through BSF, have an opportunity to explore jointly funding new or improved community elements of the facilities that could be shared by schools and community groups.

5
Use of an Output Specification

One suggestion worth considering in order to ensure a framework is put in place for community development is the production of an Output Specification.
5.1 Why an Output Specification?
This approach is the standard approach used in the PfS standard suite of documents and is felt to be the most applicable to achieve Value for Money (VfM) for BSF schemes as it is based on the outcomes or outputs required rather than inputs stated by the client unless an imperative.

This approach brings the following benefits:-

· The output specification approach (output or outcome focused) allows the operator / contractor to define the mechanism for achieving those outputs or outcomes and may supplement them with agreeable additional opportunities. However, where there are very specific needs these can be defined to avoid the need for the contractor to try and second guess a very particular requirement. Therefore the document may have two distinct elements:

i. the output / outcome specification where bidders will have flexibility regarding its delivery and can bring its skills or other commercial opportunities to bear; and
ii. very specific areas stating what will be delivered in a particular manner which bidders will need to respond to, adding little of their own expertise. 

This approach will ensure that the key objectives and targets identified in the Strategy for Change (SfC) document are addressed as part of the core BSF needs and not considered separately. This will in return mean an overall community and management approach will need to be considered with the desired outcomes articulated.

This should be based on a robust sports / community development programme and will need to cover who is to promote and develop the sites to deliver the schools and communities objectives. This will allow private sector bidders the opportunity to demonstrate how they can support the wider aspects of the BSF programme. It is vital that the outcomes expected are integrated into the Facilities and Services Output Specification (FSOS) and the ICT Output Specification. Copies of the Standard templates are available on the PfS website, but these should be tailored by the Authority and its advisers for its specific requirements. The documents are structured to allow area-wide objectives (strategic) to be stated in one part and the individual school need (specific) in another.
However, clarity will be required especially for Private Finance Initiative (PFI) bidders if capital works are needed to enable community services to be provided, in what is a long term agreement. As the bidder will need to articulate its solution and the associated costs in any submission tendered. Potential bidders should also be given the opportunity to clearly identify where they may be able to make positive changes / additions in order to achieve greater value which is facilitated by an output approach. This could involve private sector investment for capital development or alternative arrangements for management whilst delivering the same outputs and outcomes – in essence use their knowledge and expertise.
The local authority, head teachers and school Governors will need a clear model against which they can develop their own management structure for a collective of schools facilities and their own. 
A non-PFI approach, conventional funded project will be in the form of a more traditional agreement which could be with a Local Education Partnership (LEP) or another third party provider and could be entered into by the local authority or a school or group of schools. This can be an output or a more traditional input specification.
If contracted with the LEP on a non-PFI scheme then its responsibilities and limits of liabilities needs to be considered in detail before commencing the procurement. Guidance on Facilities Management (FM) Arrangements for non-PFI schools is available on the PfS website.
If a school / group of schools plan to manage their own facilities, all the areas of management will need to be considered.
5.2  Issues to be considered both in the Client Requirements and Contractual 
arrangements
This section provides general guidance of what should be considered for any specification and contract to inform bidders when formulating any responses. It is not intended to be an exhaustive list but to provide a framework to stimulate debate within a client’s team and any stakeholders. 
5.3 General Statement of Requirements
Strategic

What are the core and overarching objectives of the BSF proposals in terms of both the wider educational and community benefits. In contemplating this, the following should be considered at strategic level.

· Is there a co-ordinated approach to be used for all (authority wide), some (federation) or just individual school basis?
· Is there a possibility of a cross authority approach which could avoid duplication, provide economies of scale and the potential for greater specialist support?
· If more than one authority is involved how will disputes and governance between authorities be dealt with?

· Will the private sector be able to supplement these with additional uses and are there any constraints likely to be imposed. Who will take the risk on either cost of operation, income or both? 

· Is the private sector required to design, build and maintain any buildings?

· Will any private sector operator be required to manage community accessibility and the transition of services needed for the school and community use? 
· Do you require any attendant staff provided by the private sector to be qualified, to a particular level and provide any staff training?

· How are Stakeholder groups to be engaged to ensure users of the facilities have a voice through to the private sector management/operator?
 Project Level
Facility and management arrangements at a local school level should include the following considerations.

· Have the community requirements been identified for individual schools?
· Have the target groups been identified for each school and the type of activity they are likley to undertake?
· Does the school intend to provide a schedule of spaces identifying those that have a school and community function or do you expect the private sector to do this?
· Have the number of hours required for community use been identified? Will there be an overlap during normal learning day and will the community be required to support delivery of the curriculum. Are there any facilities the school will wish to operate rather than the private sector provider? 

· How will areas closed off from community use be managed and kept safe and secure?
· How will the development of new opportunities or more efficient and sustainable approaches be encouraged?
5.4
General Contractual Requirements

This is not intended to be used to form any legal contractual requirements but to assist in considering what the legal framework under which the specification will be delivered may need to contain, and any risk and reward strategy to be implemented. 
To ensure value for money (VfM) you need to consider who can best manage any risk. If a party feels it is unable to control a risk in any the contractual arrangement then it is unlikely to offer a VfM solution as a significant risk premium could be added. 

5.5 General parameters to be considered

· Is the Agreement to cover more than one authority?

· Who will be the contracting parties with the provider?

· Is the agreement to cover a single scheme or a number such as in an area wide arrangement?

· Type of agreement - is it to be a build, maintain and operate or service agreement?
· When considering maintenance who is responsible for the maintenance of facilities including unplanned building failures, staff attendance or emergency works of a Health & Safety nature? (The interface is particularly important if staff from different organisations are present at the same time on any site). 

· What types of payments are to be made? Is the intention to pay for separate elements, i.e. the capital works, the building maintenance and the ongoing community service provision? Who will pay for each element?  Or will it be similar to a PFI deal where the payment covers the capital works (and financing), facilities (building) maintenance and for community services, the on-going provision. Who will cover the operational cost and usage risk?

· What the payments cover will influence the contract length. For instance, a PFI contract is likely to be for a period of 20+ years as the payment will need to cover some capital elements. Other contractual arrangements can be for a much shorter duration. What is the need?
· Payment regimes are these to be linked to performance or usage or the delivery of a client service specification? Will the performance regime also be linked to any availability criteria? If including availability, who decides whether it’s available, e.g. teacher, user, referee, etc.

· How do you see any management fee being reviewed and agreed annually?

· In charging for usage will certain community uses be given beneficial usage rates? Who agrees these? Are fees to be paid to external organisations who support certain events and who is responsible for these?

· Is there to be a consistent approach to management and pricing? How are annual pricing and price structures to be changed? Are they to be benchmarked or market tested?

· Who is responsible for the cost of no show’s or cancellations due to weather? 

· Are there priority users who get first call on any use, e.g. a private conference or school need supersedes a local club user? 
· What happens at the end of the contract period, i.e. handover or on termination? In PFI agreements there will be a termination payment arrangement.

· If an area wide arrangement, how will poor performance be dealt with if in isolated services or schools, will this lead to partial or total termination?
· Energy and water use is not only important from a cost point of view, but a sustainability and therefore the mechanisms for managing their use (volume) and the cost (price of units) need to be set out early on so that the appropriate parties are incentivised to ensure efficient use. In a PFI project this is done via the Payment Mechanism (the contractor always has volume risk with targets set annually), but for other approaches it will need to be agreed.

· Insurance needs to be considered, not only levels, but who holds which type of insurance. 
· Catering can be a source of income for external organisations so a clear policy needs to be set out around any restrictions on the catering to be provided and who can provide it. 
5.6 Specific areas to be considered
The interfaces at a local level will need to be defined as each party will need to understand its responsibilities at a school level and the communication routes.

· Who will manage the contract on a day to day basis and is there delegated authority?
· Who will be responsible for performance management, its reporting and demonstration of compliance?

· Who identifies which areas to made available, services to be provided and when?
· How will routine maintenance of buildings and facilities be co-ordinated with community use?

· How will the use of any adjoining off site areas or facilities be integrated?
· How will special unforeseen events or disruptions for both school and community use be catered for?

· What mechanism is required to allow a school to purchase additional hours, prioritise over other users and agree cost implications?
· Identification of any minimum expectations that the facilities will be available to both the school and the community – including opening times, closing times. 
· Who identifies what equipment is required (If output, then it’s the private sector provider, if input the client), who is responsible for providing it, maintaining it and replacing it?

· Who inspects equipment or areas to say they are suitable for use or in the appropriate condition? 
· Will there be a requirement for block booking management, membership, pay as you go or online systems?
· What is the mechanism for people to book activities? Is a staffed reception anticipated? Is liaison with the school required?
· Who ensures the site is clean and secure at the start, during and end of community use?
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