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1.0
Introduction

1.1 Purpose of this Guidance Document

The purpose of this guidance document is to describe the role, function and responsibilities of the Design Group within the two delivery structures for Academy School Buildings;

· the PfS Contractors Framework; and

· Local Education Partnerships (LEPs) 
It should be noted that this document has been produced for situations where a BSF LEP is not in existence. There are likely to be slightly different processes for delivery of the Academy buildings where a LEP has been established and these situations will require specific discussion with the DfE, PfS, the LEP, Local Authority (LA) and Academy Sponsor/Trust.

The guidance is intended for use by LAs and Academy Sponsors/Trusts.

2.0
The Design Group

2.1 The Purpose and Role of the Design Group 

The Design Group will be established soon after the Academy Project enters the feasibility phase and will be in place until the building is handed over. The purpose of the Design Group is:

· As guardian of the Sponsor’s Education Vision for the Academy;

· As the key group responsible for ensuring the design proposals are within the agreed funding envelope (with the LA accountable for delivery within budget);

· As the main stakeholder body for consultation on all design matters;

· To develop and approve the design brief for the Academy;

· To set the design quality requirements for the scheme; and

· To sign off the final designs by the Selected Panel / LEP partner.

It should be noted that where Academies are to be procured through a LEP, the timescale that the Design Group follows should fit with the BSF programme in order that they are entirely aligned through the BSF processes. This will involve the Design Group co-ordinating with the LA’s BSF project team, where necessary.

2.2
The Structure and Organisation of the Design Group

PfS Contractors Framework

The structure of the Design Group in relation to the overall project structure is shown below for Academies delivered through the PfS Contractors Framework:

Delivery of Buildings

Delivery of Governance
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Figure 1
Project Organisation for Academies delivered through the PfS Contractors Framework

We expect that the Design Group will report directly into the PSG on all design and construction matters. 

BSF

For Academies delivered through an LA BSF Programme the relationship to the LA BSF is shown overleaf:  
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Figure 2
Project Organisation for Academies delivered through a LEP

2.3
Membership of the Design Group

The initial members of the Design Group will be selected once the Academy has entered Feasibility.  The Sponsor/Trust and the LA are to agree the members of the Design Group and further members may be added as required, by agreement between the LA and Sponsor.

The members of the Design Group will typically include:

· Academy Sponsor (Chair);

· The LA Project Manager/Technical Advisor (Day to day management);

· Academy Sponsor/Trust Representatives;

· Principal Designate; 
· PfS Project Director (attendance as required);
· LA Representatives; and

· Predecessor School Representative (if appropriate).

It is recommended that, for the Design Group to be an effective body, the membership should be limited to six to seven members, where possible. The Design Group members should be parties that have a direct interest and responsibility for the design and subsequent operation of the Academy.  Members of the Design Group need to be persons who are both able to give the appropriate amount of time input into the design and construction process and also who will ideally be available for the life of the project to ensure continuity.

It will be the responsibility of the LA and the Sponsor/Trust to ensure there is sufficient representation and expertise on the Design Group for it to undertake its role and responsibilities effectively and efficiently.

Academy Sponsor/Trust Representatives

The Sponsor/Trust will need to have a representative or representatives on the Design Group that are able to articulate the Academy’s Education Vision to the Design Team(s) both at the bidding stage and during the Selected Panel Member stage. The Sponsor should have representatives that fully understand the educational ethos and vision of the Academy and if possible have experience in a design and construction environment.

The Sponsor/Trust may choose to have their Education Advisor, appointed through the DfE Academies Overall Project Manager Framework, on the Design Group and this will need to be agreed with DfE.

Principal Designate

When the Principal Designate for the Academy has been appointed, they would be expected to sit on the Design Group.

Predecessor School Representative

It should be noted that in some circumstances it may not be wholly appropriate for representatives of the Predecessor School to sit on the Design Group, this matter should be determined between the LA, Sponsor/Trust and DfE Academy Lead.  It should be noted that there is a possibility that any predecessor school representative who wishes to be a part of the Design Group may compromise their chances of being appointed as the Principal Designate of the academy, due to having access to information about the academy that other candidates would not have. 
Other Parties

The Design Group may decide that they would like other parties/consultees to input during the design development process but not be full members of the Design Group, such as specialist input on a particular design or educational issue. The Local Authority and Sponsor/Trust are encouraged to seek additional specialist input beyond that on the Design Group where possible to broaden the knowledge and experience that can be brought to the scheme. 

Such additional input outside the core Design Group members should be agreed by the members of the Design Group and their input should be organised by the Project Manager/Technical Advisor employed by the Local Authority.

2.4
Chairmanship/Management of the Design Group

The Design Group will be chaired by the Sponsor/Trust.  The day to day management of the Design Group will be the responsibility of the Project Manager/Technical Advisor appointed by the LA to manage the procurement of the PfS Contractors Framework Panel Member or the LEP.  The LA Project Manager/Technical Advisor will be responsible for organising all Design Group meetings, attendance, interfaces with the Contractor’s Design Team (both at bidder, preferred bidder and after contract award), taking minutes, ensuring agreement of decisions, chasing of actions etc.

2.5
Design Group Meetings

The frequency of meetings is to be agreed by the members of the Design Group.  Throughout the life of the building project it is recommended that the Design Group meet on a monthly basis as follows:
· Prior to the Project Steering Group (PSG) where the Academy is  procured though the PfS Contractors Framework
· Prior to the BSF Board meetings where the Academy is procured through the LEP, 

This is to ensure that up to date reporting can be fed into the PSG and BSF Board meetings.  

Consultation sessions may take place on a more frequent basis (weekly or fortnightly), dependent on the stage of design and procurement. However these meetings will not necessarily require attendance from all the Design Group members depending on the stage of design development and the issue being consulted on. It will be for the LA Project Manager/Technical Advisor to establish with the agreement of all Design Group members who should attend what meetings.

All meetings are to be organised by the LA Project Manager/Technical Advisor.

2.6
Partnering Approach and Conflict Resolution

It is expected that members of the Design Group will work in a collaborative manner throughout the life of the project.  Members of the Design Group should seek to establish and sign a partnering agreement or charter at the commencement of the operation of the Design Group that sets out the principles of collaborative working that all parties will adhere to.

If areas of potential conflict or difficulty arise, it will be the responsibility of the LA and Sponsor to work together in partnership to resolve these.

Where conflicts or difficulties cannot be resolved between the LA and Sponsor, these should be escalated to the DfE Academy Project Lead and the PfS Project Director to seek an appropriate resolution. 

If there are instances of non-performance by any member of the Design Group this is to be reported to DfE Academy Lead and the PfS Project Director for resolution via the PSG and to escalate further if necessary.

3.0
Individual Roles and Responsibilities

Academy Sponsor/Trust 

The roles and responsibilities of the Academy Sponsor/Trust include:

· Develop the Education Vision;
· Develop the Education Brief (including the curriculum model and accommodation schedule); 
· Input into the Design Brief;

· Chair the Design Group;

· Agree with the LA membership of the Design Group;

· If appropriate, assist in the selection of the Contractors Framework Panel Member or LEP;

· Participate in consultation/briefing sessions as required;

· Participate in the design development process during tender and selected panel member stages.
DfE Academy Project Lead

The roles and responsibilities of the DfE Academy Project Lead include:

· Support the Sponsor and the LA in development of the Education Vision and Education Brief for the Academy;
· Ensure that the Education Brief (including curriculum model and accommodation schedule) are reviewed and signed off by the DfE Education Advisor;
· Ensure co-ordination between the OBC and the Academy Funding Agreement;

· Aim to have approval of the Funding Agreement before or as the OBC is approved;

· Resolve any conflicts that may arise during the life of the Design Group;

· Approval of the OBC and FBC via PfS.

The Local Authority

The roles and responsibilities of the LA include:

· Commission the project through the PfS Contractors Framework or LEP;

· Ensure the appointment of a Project Manager/Technical Advisor;

· Ensure there is a coherent project structure and logical plans;

· Provide all appropriate information to the Design Group to enable them to make decisions on design matters as appropriate;
· Manage and execute the procurement of the PfS Contractors Framework Panel Member or a LEP; 
· Authorise expenditure on receipt of funding;

· Complete and submit the OBC and FBC;

· Take overall responsibility for the progress of the scheme and initiate any corrective actions where necessary;

· Take full responsibility for ensuring that the scheme is managed and delivered within the Funding Envelope. 

· Arrange for handover of the completed facility to the Academy Trust.

Partnerships for Schools

The roles and responsibilities of PfS include:

· Oversee the procurement of the Panel Member from the PfS Contractors Framework or of the LEP;

· Provide design, procurement and contracts advice;

· Confirm the Capital Funding available;

· Review and approve the OBC and FBC developed by the LA;

· Monitor the Framework Contractor’s performance through the use of Key Performance Indicators and Continuous Improvement Targets;

· Oversee all engagement with the LA.
Sponsor’s/Trust’s Education Advisor 

The roles and responsibilities of the Education Advisor include:
· Support the Sponsor/Trust in developing the Education Brief; 

· Support the Sponsor/Trust in fulfilling their responsibilities on the Design Group if required;

· Manage the interface between the ICT design carried out by the Contractor and any work undertaken by the Sponsor’s ICT Consultants, if required.

Local Authority’s Project Management and Technical Advisor Team

The roles and responsibilities of the LAs Project Manager and Technical Advisor Team include:

· Be responsible for the day to day Project Administration / Management;

· Manage the Design Group;
· Establish and manage the ICT Strategic Integration Group;
· Produce and co-ordinate the development of the Design Brief, OBC and FBC;

· If required by the PSG report to the PSG on the progress and performance of the project;

· Manage the Contractor on approval of the Selected Panel Member;

· Manage and operate change control procedures.

4.0 Local Authority Project Management Team

The LA will appoint a Project Manager/Technical Advisor to undertake the day to day running of the project on the LA’s behalf.  This appointment will be via either the PfS Programme Management and Technical Advisor Frameworks, through the LA’s own Framework if a suitable one exists or via an OJEU (or other acceptable public sector procurement process such as GCAT) competitive process.

Alternatively the LA can use it’s own internal resources to undertake the role of Project Manager/Technical Advisor if they are sufficiently qualified and experienced.

5.0 Funding 

For academy projects delivered through the PfS Contractors Framework only, the LA will be able to apply to draw down up to £300k for a single academy or up to £400k in total, for more than one academy, from its overall Academy Funding Allocation Model (capital allocation).  This funding will contribute towards the LA procurement and delivery costs for the scheme.  Any and all additional funding required for LA procurement and delivery costs above any approved project support funding must provided from the LA’s own resources.  The procurement and delivery budget should not cover any costs for the Sponsor or Academy Trust, as these costs are dealt with by the DfE through the Feasibility & Implementation budgets for the scheme.  PfS have benchmarked information on LA project management costs for both single and multiple procured Academies which should be utilised prior to submission of a costed proposal to PfS. Guidance on this issue should be sought from the appointed PfS Project Director.
It should be noted that no project support funding is available for academy schemes delivered through a BSF delivery vehicle, which adequately reflects the level of capital investment being provided to the LA area.
The LA must submit a costed proposal to PfS for undertaking the procurement and this will be reviewed and if appropriate a recommendation made to DfE to release the funding.

The Sponsor’s Overall Project Manager and Education Advisor will continue to be funded by the DfE centrally via the recurrent Feasibility and Implementation budgets and/or their General Annual Grant.

6.0 Design Development Process

The design development process is illustrated in Figure 3.
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Figure 3

PfS Contractors Framework Design Development Process

6.1
Milestones in Design Development Process

The key milestones for the design development process will be as follows:

· Approval of Education Brief by DfE;

· Approval of Outline Business Case by PfS;

· Appointment of Selected Panel Member & submission of full planning application;

· Approval of Final Business Case by PfS and Design Freeze;

· Contract Award; and

· Practical Completion.

6.2
Development of the Brief

Clear and robust Education Briefs and Design Briefs are needed for each academy to detail the key requirements for the facilities. 

The Education Brief (including the curriculum model & accommodation  schedule) will be developed by the Sponsor and their Education Advisors in consultation with the Design Group and signed off by the DfE Education Advisor. 

From this information the LA’s Project Manager/Technical Advisor will manage the development of a detailed Design Brief in consultation with the Design Group to allow the development of the OBC.

Further information on the structure and content of the Design Brief is available from PfS.

6.3
The Outline Business Case
The OBC is to be produced by the LA. The OBC will set out the options appraisal, cost estimates, affordability assessment and procurement strategy for the Academy whether via the PfS Contractors Framework or the LEP.

It is anticipated that the OBC for the Academy Project will contain a control option which has sufficient detail to allow the capital funding to be set by PfS for the Academy and proves that the scheme is deliverable, affordable and ready for the market.

The Design Group will input into the OBC via the LA’s Project Management/Technical Advisor.

The OBC will be submitted to PfS for review and approval.

Further information on the content and structure of the OBC is available from PfS.

6.4
Selection of the Private Sector Partner – PfS Contractors Framework Panel Member
The Design Group will work with the LA to select the Panel Member from the PfS Contractors Framework. For this procurement process the Design Group will first be required to work with the LA as it short lists two bidders from the framework. They will then be required to work separately with each of the two bidders during the tender stage. The duration of the tender stage will be approximately three months, during which the Design Group is likely to be required to meet each bidder at least five times.

These meetings/consultations are to allow the bidders to review the Design Brief with the key stakeholders and to source design input to help them fully understand the brief and produce their design responses.

The Design Group will work with the LA as it appoints the Selected Panel Member from the PfS Contractors Framework. The final selection of the Panel Member will be by the LA and approved by PfS.

6.5
Selection of the Private Sector Partner – BSF LEP

Under BSF the Academy can be procured in one of two ways, the choice of which will be dependent on the timing of the Academy and the BSF Programme for the relevant LA.  The two options are:

i. If the LEP is established, then the LA and Sponsor would simply work with the LEP through the Design Group to deliver the Academy building project, without having to go through a full competitive procurement process. 

ii. If the LEP is not established, then the Academy could be included as part of the procurement of the LEP. Typically three bidders will be asked to design a sample of the schools to be delivered. The Academy could be included as a sample school. If so included, it should be noted that the Design Group would need to work with all three bidders in a competitive environment to develop detailed designs. 

It should be noted that the Design Group will need to maintain the confidentiality of any discussions held with any bidders during the bidding stage. This is to ensure that a fair and proper procurement process is undertaken that does not prejudice any party.

6.6
Development of the Design with the Private Sector Partner up to FBC - Consultation Process

During the Selected Panel Member Stage the selected contractor will work with the Design Group in developing the final designs for the Academy. The LA’s Project Manager/Technical Advisor will be responsible for co-ordinating and organising consultation sessions between the Design Group and the Contractor.

It is recommended that the Design Group, LA Project Manager/Technical Advisor and Contractor agree a programme of consultations to take place during preferred bidder stage to enable the design to be finalised for the FBC. This will include consultations to finalise the layout of the building, agree room layouts and data sheets, FF&E schedules and finishes specifications.

It is likely that the Contractor’s Design Team will need to consult with the Design Group on a frequent basis (fortnightly in some instances) to enable the design to be finalised. 

6.7
Design Freeze

Design Freeze will take place at the conclusion of the FBC. This is likely to equate to completion of RIBA Stage E Design (Final Proposals) where the Selected Panel Member’s design team will have completed all the general arrangement drawings and detailed room layouts to a 1:50 scale.

Design Freeze will mean the point beyond which no changes are to be made to the layout of the Academy.

6.8
Involvement of the Design Group post Contract Award

The role of the Design Group post contract award is to act as the main body for consultation on any design or construction matters affecting the delivery of the Academy. The Design Group will also act as a monitoring body ensuring the Academy Education Vision is protected post contract.

The LA’s Project Manager/Technical Advisor will be responsible for reporting to the Design Group the progress and performance of the contractor. Any issues for resolution will be presented to the Design Group for consideration as may be required.

The Design Group will report into the PSG/Academy Trust on any issues that require approval or resolution.

6.9
Change Control

The Project Manager/Technical Advisor appointed by the LA will be responsible for contract administration post contract award and as such will be responsible for change control.

Any changes made post contract will need to be approved by the LA.

After Contract Award the LA will not be permitted to make any changes to the scheme without reasonable consultation with the Design Group.

Any changes that the Sponsor/Trust may wish to make post Contract Award will need to be approved by the LA and any such changes must be both cost and programme neutral.

7.0 Approvals Processes

7.1
Outline Business Case

The Design Group and Sponsor will provide the following inputs to the development of the OBC:

· Develop the Education Brief (including the curriculum model and accommodation schedule); and

· Work with the Project Manager/Technical Advisor Team to develop a detailed Design Brief and a control option sufficient for costing for OBC sign off and tendering to the contractor.

7.2
Final Business Case

During the Selected Panel Member stage the Design Group and Sponsor will be required to provide the following inputs to the development of the FBC:

· Assist in the selection of the Panel Member from the PfS Contractors Framework to undertake the project (if non BSF);

· Finalise the key management and operational policies/strategies for the Academy (i.e. Security, Catering, FM, Community Use Policies, ICT functional specification);

· Work with the Selected Panel Member/Preferred Bidder to help finalise the designs;

· Sign off the final designs to allow for Design Freeze for the FBC.

Appendix A

Glossary of Terms

	BB98
	Building Bulletin 98 is a DfE publication that sets out area guidelines for secondary school buildings.

	
	

	BREEAM
	British Research Establishment Environmental Assessment Method

BREEAM assesses the performance of buildings in the following areas; management; energy use; health and well-being; pollution; transport; land use; materials; and water.



	BSF
	Building Schools for the Future

BSF is the biggest single government investment in improving school buildings for over 50 years. 


	CABE
	Commission for Architecture and the Built Environment

CABE champions well designed buildings and public space, through public campaigns and the provision of expert advice.

 

	DfE
	Department for Education


	D&B
	Design and Build

The arrangements in which a single contractor will be responsible for both the design and construction of the building project.

	
	

	EOI
	Expression of Interest

The EOI outlines the proposed vision for an Academy, including information on its ethos, specialism, proposed size, age range etc.  



	FA
	Funding Agreement

The FA is a legally binding document that sets out the boundaries for the funding and operation of the Academy.  



	FAM
	Funding Allocation Model

PfS will provide the LA a funding envelope for a group of schools in a project. The envelope is calculated using the FAM.



	FBC
	Final Business Case

The FBC is prepared after a preferred bidder is selected and confirms that the project is affordable, proper management arrangements are in place, and the main contractual terms. On approval, PfS will release funds for the building project.



	KPI
	Key Performance Indicator

The KPIs will measure the ongoing performance of the framework contractors.



	LA


	Local Authority

	LEP
	Local Education Partnership

A LEP is a vehicle designed to create a partnership between an LA and a PSP to deliver new schools across an estate. 


	OBC
	Outline Business Case

The OBC is prepared before starting procurement. It sets out the options for a project, cost and affordability estimates, management arrangements and confirms support for the project. Procurement cannot start until the OBC is approved by PfS.



	OJEU
	Official Journal of the European Union

All major public procurements must be advertised in the OJEU.



	PfS
	Partnerships for Schools

PfS is a Non-Departmental Public Body (NDPB), wholly owned by the DfE


	PSP


	Private Sector Partner
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