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PREFACE

Pupil rolls in Scotland’s primary and secondary schools have fallen by more than
25% in the last 20 years. Further reductions are forecast as a result of birth rate
projections.

This trend presents education authorities with formidable challenges in t2rms both of
edication provision and resource management.

The mismatch betwesn pupil rolls and available places in schools means that surplus
capacity exisis. But to what extent can that surplus capacity really be considensd
capable of disposal? What factors have 1o be tken mio consideration in amving at
that view? And have local education authorities taken, or are they now Laking,
effective action 1o address significant surplus capacity in individual schools?

With growing pressures on local authority education budgets and capital programmes
insufficient investment fias been available for upgrading school buildings and, indesd,
there is evidence of deteriorating school fabric through lack of regular maintenance.
This will be the inheritance of Scotland’s new unitary councils, and it seems unlikely
that these pressures will lessen.

It was against this background and to answer these and other questions that the
Commission underook its study. Qualitative and quantitative data was obtained from
all mainland educiation slhornes., Information was obtnined on authonbes’
responses 1o, and experience in, managing change in the use of school building
resources. More than 30 case studies were examined 10 ascenain authonties’
experiences in pursuing schools rationalisation - both successful and unsuccessful
initiatives. [ala was gathered (o assess locally and in aggregate terms the potential
disposable surplus capacity across Scottish mainland education authorities.

The Commission would like to thank all education authorities who participated in the
ficldwork, Thanks are also due o the Association of Directors of Education whaose
advisory panel gremly assisted the Commission 1o focus its study and to gather its
fieldwork dota. The Commission does, however, retain sole responsibility for the
findings and recommendations in this reporn,
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1. SUMMARY

Pupil rolls in Scotland's primary and secondary schools have fallen by more than
25% in the lnst 20 years, Further reductions are forecast o a result of hirth rate

projections.

The response by mainland education authorities has led 10 a net reduction of 145
primary and 32 secondary schools in the period 1981 1o 1993, Despite this action
there remains & mismuich betwesn available school places and pupils, Surplus
capacity exists and the consequence can be that education authorities find themselves
heating. cleaning and maintaining buildings which are significantly under-utilised
thereby diverting increasingly scarce resources from key elements of education
provision, Declining school rolls can affect the quality of education expenence for
secondary pupils.

The Commission found that in simple anthmete terms there are about 300,000
surplus places in Scottish primary and secondary schools. But this headline figure
must be treated with caution. Many viable schools have surplus capacity, Indeed, no
authority wide system can be expected to run at 100% in any circumstances, Some
elbow-room is always needed, Perhaps linle over 80% can realistically be achieved.

The Commission was concemed 1o dentify the extent and incidence of disposable
surplus capacity where feasible options exist for local rationalisation of schools
provision. Using authorities” own definitions of capacity, the Commission
concentrated on those schools where less than 60% of places are occupied. Over one
third of primary schools and one quanter of secondary schools fall into this category.

Proposals to remove surplus capacity must address the individual circumstances of
ihe local aren. There musi be feasible options for the physical reloscation of pupils.
In mulvoraties with a tradition of supporting provision of non-denominanonal and
Roman Catholic schooling, the potential for removing surplus places fs constrained
by the requirement to maintain separaie systems.

In assessing realistic opportunities for potential rationalisation, the Commission
acknowledged the physical, denominmional and other restrictions bul was able (o
idemtify 13 secondary schools, three secondary departments in combined primary and
secondary provision and over 100 primary schools where there is sufficient
altermative provision in the local area. These schools are in addition to those at the
time of the study which were subject to consultation as part of authority proposals for
closure or amalgamation,

The Commission believes that action to rationalise the schools which it has identified
would produce net engoing annual revenue savings of aboat £25M in addition 1o the
one-off avoidance of £20M of building maintenance expenditore. The average
maintenance requirement in identified primary schools is £150,000 and for secondary
schools it is £3500000. There would also be oppormunilies for councils 1o rcalise
eapital receipts by disposing of land and boildings which are no longer required.
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But the rationalisation of schools provision is a sensitive and complex issus,
Experience shows that the process is likely o provoke sustained local opposition,
That there has remained significant potential for further rationnlisation canmot be
attribated 1o signal weaknesses in planning for education provision or from failure of
authorities 1o identify the opporunities for improved management. Rather it reflects
the difficulties inherent in a process set firmly in the local political context. Put
stmply, parents and the wider local community do not wish 1o see the loss of a
community resource, Elected local councillors, individually and corporately, may see
the educational and financial benefits of muonalisaton, bul they are also acutely
pwire that their suppor for such proposals can aruse considerable opposition.

Where the necessary political will exists, authorities seeking 1o restruciure provision
are obliged by statute to underniake wide consuliation, and in specific circumstances,
obiain the final approval of the Secretary of State for Scotland. The Commission’s
study showed how this process can be particularly protracted in the face of sustained
opposition, wilth parents and communily groupings exercising the provisions of the
Self-Governing Schools ete, (Scotland) Act 1989 o delay rationalisation proposals.
Before recent changes o that Act its provisions were used on one occasion through
the courts ultimately to frustrate a set of mtionalisation proposals,

These challenges will need 1o be faced by Scotland’s new unitary councils. They will
know that pressures on both capital and revense budgets are likely to continue.
Indeed they may be greaiest in the urban areas were significant disposable surplus
capacity exisis in the secomndary sector,

It should be recopnised that strsciural reform and oiher provisions of the Local
CGovernment ele, (Scotlond) Act 1994 may affect the ability of education authorities
to match provision to pupil numbers in local areas. The creation of an increased
miember of smaller authorities will have the effect, in (e conurbations, of dividing
local areas. The rationalisation of surplus places in those areas may possibly have
been addressed more readily in the context of larger, single authorines. Also, the
1994 Act reduces elected members” term of office from four to three years, This will
provide an even narrower window of opportunaty for planning, consulting upon and
implementing rationalisation between elections. Conversely, the new councils will
offer scope for strengthening the corporate approach to the management of school
buildings. There could be enhanced opportunities for services such as libraries and
letsure and recreation 1o make use of school buildings. Consideration will need 1o be
given to the recently announced pre-five initiative and councils will wish o explore
any opporfunities that may be presented by the Private Finance Initiative.

The challenges facing new unitary councils - particulardy those in the urban areas - is
clear. Bul central government has a role to play too. Education is not only a viial
sarvice but it is also the largest of the services provided by councils. 11 consumes the
greatest proportion of locally raised council tax and also atiracts the largest
proportion, by far, of the national taxpayers” general conribution to the cost of local
government services, Given the level of revenue support provided by the Secretary
of S1ate, the Commission believes that there should be a shared concern berween
local and national government 1o ensure thal resources made available 1o the
education service are used in o way which will enhance the quality of education
provision and value for money. I can make no economic sense to meel from limited
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resources the maintenance requirements of grossly under-occupied school buildings.
A closer local/central partnership is needed and mechanisms should be developed

which will facilitate the local restrocturing of education provision in identified areas
and circumstances,

The savings in the short to medium term identified in this report are based on what
can realistically be schieved within the present prrangements, The Commission
beligves that this 15 4 minimum position. If, as the Commisston advocates, a mone
effective partnership can be forged then there should be opportunities for targeting
resourees 1o enable bocal restructuring on a scale greater than could be identified hy
the Commission's study.

Thiere already exists within The Scottish Office Education Department an
acknowledgement of the ‘spend to save' approach 1o the management of public
resources.  There is in the Commission’s view scope to develop this approach, and
value in extending the quanium of resources available for schools rationalisation
proposals which are identified within an agreed local/central framework. Benefits
would melude improved facilities and resources; a broader curriculum and wider
extra curmicular opportunities in secondary schools; the targeting of available limited
respurces o maintaining and upgrading buildings which meet modem curricular
meeds; and better value for money for both Iocal and national taxpayers,

Significant changes in the management of the education service are now in train, The
Commission has taken this opportunity o produce a companion Management Guide
1o this report, The new councils have a stotutory duty to secure value for money in
their use of resources. The Commission belicves that its Guide will assist new
managers of the education service to address even more effectively the sensitive and
complex issue of schools rationalisation.
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2. INTRODUCTION

1. BACKGROUND TO THE STUDY

1. School rells have fallen dramatically over the last 20 years, presenting education
authorities with the problem of surplus school places. Schools have been
amalgamated and closed, bot there remains in aggregate lerms substantial excess
capacity. In schools with declining rolls, property costs per pupil have risen, with
growing pressure on the resources available for staff development, supplies and
services and the proper maintenance of suitable buildings.

2. These problems will be inherited in April 1996 by the 29 new mainland councils
created under the recrganisation of local government. Although there is uncertainty
over the financial regime under which the new councils will operate, it is very likely
that the pressure on education budgets will continue.

3. The Commission therefore decided 1o underiake a study which would assist and
encourage both councils and The Scoutish Office 1o address the issue of surplus
capacity in local authority schools in Scotland, The study had five objectives.

#+ To quantify aggregaie surplus capacity.

# To identify the extent and incidence of disposable surplus capacity,
# To identify good practice in managing the school building resource.
# To examine the constraints on effective action.

& Todemify opportunities to redirect resources,

4,  New councils can leamn from the experience of the disappearing education
authorities, The Commission looked at more than 30 case studies across the mainland
of Scotland where education awhorities have considered or implemented school
rationalisation, Information gahered during the Commission’s fieldwork has
provided the basis for o companion Management Guide 1o this report. This sets out
the legal framework and will assist the new councils 1o plan and implement a sirategy
for restructuring school provision in line with pupil numbers,

8. The rest of this Chapter profiles the local education authority system in Scotland
and summarises the wends in school rolls. Chapter 3 looks at the approaches used by
education authorities in recent years o manage the building resource, in relation o
how bulldings are used and also how the problem of empty buildings has been
addressed, In Chapter 4 there is an analysis of the extent of surplus capacity. After
considering the case for miionalisation in Chapter 5, Chapier 6 looks ai the problems
faced by education authorities in reducing the surplus. The final Chapter suggesis
gome steps which could be taken by councils and The Scottish Office 1o meet the
challenge.
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2. LOCAL EDUCATION AUTHORITIES IN SCOTLAND

6. Managing local suthority education provision is currently the responsibility of
ninve miinland regional councils and thres slands councils. Their stattory dary
under the Education (Scotland) Ace 1980 is o secure for theer areas “sdegquate and
efficient provision of school education’, In Apnl 1996 the regional councils will be
replaced by 29 single-tier councils on the mainland which, together with the three
islands councils, will comprise 32 education awthorntics.

7. In 19934 local education authorities” badgets exceeded £2.5bn of which
£1.Tbn was spent on primary and secondary education. About 750,000 pupils
attended 2,347 primary and 412 secondary schools. A further 55,000 children
received nursery or special education services, This stedy draws upon the expenence
of the nine mainland regional councils which contral 97% of tal schoals
expenditure and which manage 23% of primary schools and 92% of secondary
schools {Exhabats 1, 2 and 3).

Exhibit 1. Net Education Expenditure 199394
Primary and secondary education cost £1.7bn a year,

1 4]

Kry n Aggrepaie Eiperdstuse on Prisary and Secondary Schockt
I Sudff Cosns - Tenching 4. Supplies and Services

1 Preperty Coats 5. Administration

). Stafl Costs - Otbes

ROOM FOR LEARNING 7




Exhibit 2. Authority Net Education Expenditure 1993/94
Expenditure varies substantially,
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Exhibit 3. Mumbers of Primary and Secondary Schools
School building portfalios vary significantly,
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3. NEW CHALLENGES

8. Inthe years since the 1980 Act came into force, education authorities have faced
g series of challenges arising mainly from the policy of the Government to extend
choice and accountability ncross public services. These have included the
introduction of the right 1o placing requests which allows parents to apply for the
enrcdment of their child in a school of their choice ouside the designated local
catchment area; the replacement of schools councils by school boards; the
opportunity for school boards to apply for self-goveming stotus; and the imtroduction
of devolved school management.

9, There have been major developments in the curriculum, notably the introduction
of the 5-14 development programme and the standard grade of the Scottish Certificate
of Education. Also in the secondary sector, the service has recently been managed in
ithe context of the Higher Stll Initiative which heralds change for 5th and 6th year
pupils, In the primary sector, the Government has introduced a policy on the national
testing of pupils.

10. The Government has very recently announced its intention to pilot a system of
vouchers in the pre-school sector and 1o promote the Privite Finance Initiative in
local government, but the detailed implications of these proposals have yet to be fully
considened.

11. Bue as this change agenda is being addressed, authorities have had 1o respond
also 1o the challenge posed by demographic change over the lnst 20 years,

4. BIRTH RATES AND PUPIL NUMBERS

12. A declining birth rate caused primary school rolls to fall cach year between
1976 and 1987, There was a small recovery after 1988, but the peak of this recovery
in eight years time will remain 28% lower than the total in 1976. Following this
peak, further reductions are forecast as a result of binth rate projections (Exhibit 4).

13. Since primary chiliren move on to secondary education, the same trends are
evident a few years Iater. A recovery in secondary school rolls is predicted untl
2009, but the figure projected for that year remains 21% below the figure in 1978,
Again, further decline is projected beyond this peak.

14, Secondary school projections allow for annual increases in the numbers of 16
and 17 year old pupils remaining ol school, Alhough tere are recent indications that
these fipures may have been usder-estimated, the shortfall does not alter the general
projections.

15, Inevery authority the number of children under the minimum school leaving

age has reduced since 1979, although some authorities have experienced growth in
their ial population. The reduction in the numbers of children ranges from 4% in
Grampian Begion w0 23% in Strathclyde (Exhibit 5).
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Exhibit 4. Numbers of Primary School Pupils 1976 — 2013
Projections indicate further reductions in primary puptl numbers.
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Exhibit 5. Population Changes 1979 - 1992
All authorities have been faced with falling demand for pupil places.
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16. Population movement has magnified the problem in the main Scottish cities. In
Glasgow, Edinburgh and Dundee, the reduction in primary and secondary rolls
exceeds 20%, and in Aberdeen the reduction is around 15% {(Exhibit 6,

Exhibit 6. City Population Changes 1979 - 1992
The greatest impact has been felt in the cities,
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17. In addition 1o these demographic changes, parents have exercised their statulory
rights to make placing requests for their child in a school of their choice oulwith the
designated catchment area. Total placing requests - for both primary and secomdary
schonls - have risen from just under 20,600 in 1983754 to just under 29,200 in
199394 - 3 42% increase over the period. Secomdary school placing requests were
fairly satic between 198354 and 1990/ at around 8,300 10 9,000 before increasing
te over 10,000 in 199394,

18. The proportion of placing requests granted remains high al 39%. As a resull of
meeting placing requests, however, education authoritics have found on occasion that
they have been unable to admit all pupils from the caichment area of the school
during a school year, or o accede to subsequent placing requeests, Conversely, the
impact of the legislation has added to the decline in pupil numbers in other schools,

19, The Commission's study therefore examined the management of school butlding
resources against a background of differing local levels of declining pupil numbers,
and in some cases population dispersion, but one in which some schools, as a result
of demand from the catchment area and often the impact of placing requests, cannot
meel demand.
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3. MANAGING THE BUILDING RESOURCE

1. MEASURING CAPACITY

20, Regulations prescribe the minimum floor area per pupil in primary and
secondary schools, and they also require education authorities o maintain a record of
the capacity of each room. However, the calculation of the capacity of a school 15
more complex than a simple aggregation of the capacities of individual rooms.

Primary School Capacity

Z1. In determining the primary school capacity the following factors must be taken
LN ACoOUNL

# The number of rooms/spaces available as class bases;

#* The number of rooms/spaces allocated to general purposes and specialist use,
including library and resource areas;

& Authority roll-related staffing standardsfieaching complements;

# Nanonal Join Couneil (NJC) Scheme of Conditions of Service for Teaching
Staff, which establishes limits for maximum class sizes;

# The existence of local agreements on maximum class sizes,

22, Once the numbser of class bases and their occupancy limits hove been
established, recommended teacher/staff levels are the major determinant of capacity.
It is not, however, possible to determing & maximum capacity Nigere which will apply
in all circumstances, since the numbsrs of single and composite classes may vary
from vear 1o year depending upon the structure of the school roll. There are
differences in maximum class sizes for single and composite classes which therefore
can affect school capacity.

23, One authority has defined a “notional capacity” figure for cach primary school.
This figure is compared with projected roll for planning purposes, but it is modified
1o reflect the number of composite classes in the school. Another authority uses the
term “planning capacity’ for the total number of individual 12aching spaces which is
then adjusied to reflect the changing organisational needs of the school, The adjusied
figure is called the *working capacity”.

Secondary School Capacity

24, In the secondary sector, the capacity calculation stars by identifying the
educational spaces and the uses to which these spaces will be put. However, the
application of teachers” conditions of service to a particular use make the capacity
caleulation a comples exercise. The numbers of pupils and the selection of
curriculum choice can make planning space allocations difficult within a school, with
the inevitable consequence that not all of available weaching spaces can be used all of
the time.

12 ROOM FOR LEARNING




25, Authorities therefore determine usable spaces by applying formuloe or &
percentage la the maximum total pupal places, 1o provide a “planning capacily” figure
for each secondary school,

26. The planning capacity is important for determining the maximum pupil intake in
the first year of a session. It allows authoritics to identify the number of pupils for
whom an approprigte curmiculum can be provided at each year stage, This
calculation, in twm, provides maximum numbers below which placing requesis may
be scoommodated.

27, Although there are differences between education authorities in the application
of formulae or percentages, the Commission found that the outcomes were broadly
simillar across most authorities.

2. PROJECTING PUPIL NUMBERS

28, All suthorities produce annual projections for individual schools and classes, in
MaEl Cases using computer models.

29, Primary school entry 15 projected by reference to birth rates, migration statistics,
lecal housing and economic development plans, and trends in placing requesis,
Sometimes health board data is wsed relating 1o pre-schoal children by year of birth
for each catchment area,

0, Projections for subsequent primary stages and for secondary schoals are
compiled on an annual rolling basis. From primary 1 through to primary 7 the rolling
projection is accurate. Since not all primary pupils transfer o the local secondary
schood, (reflecting parental choice in the form of a placing request 1o another school
of a move 10 the private sector), there can be difficulties in projecting accurately pupil
numbers in the first year of 4 secondary school. Secondary school projections ane
also affected by the numbers of pupils choosing to remain at school beyond the
statutory minimum school leaving age, with the general trend being that more pupils
choose 1o retum for the 55 and 56 year groups.

il. Projections at school level are totalled for wider areas, including the area of ihe
education authority. It is generally considered that prajections both a1 the local and
the authority-wide level are reliable,

3. MANAGING SURPLUS CAPACITY IN OCCUPIED SCHOOLS

32. Local amangements for monitoning surplus capacity reflect differences in the
scale of the problem and the extent o which madividual councils see surplis capacity
&% an imporant issue,

33, The Commission suppons the approach of those councils which monitor surplus
capacity a5 part of the strategic management of the building resource.

ROOM FOR LEARNING
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34. In responding to the impact of dechimng rolls, authorities have adopled a range
of measures to improve the use of school buildings. These have included:

locating nursery and special education provision in mainstream schools;
re-zoning school catchment areas;

withdrawing from annexes;

removing temparary accommaodation;

ratonalising sccommaxdation within individual schools;

making nliernative use of surplus capacity in schools;

restructunng provision, invalving the amalgamation and closure of schools.

L B

35.  All councils see the removal of lemporary accommodation as a priorty. In
some cases, removal from one site may invelve relocation elsewhere, especially in
authoritics which have smaller primary schoeols in rural settings, In practice,
however, progress in removing temporary sccommodation and withdrawing from
annexes was found (o be variable, For example, Grampian planned 10 spend £1m
between 199394 and 1994/95 on oblaining additional temporary accommiodation,
Lothian, in contrast, has removed almost 6,000 temporary places and 3,000 places
located in annexes since 1985, But Lothian still depends on temporary
sccommodatton inoa number of its secondary schools. Generally speaking, removing
temporary accommodation is only possible when funding can be made available to
provide permianent teaching spaces.

36. Al councils have promoted the alternative use of surplus capacity, Box |
provides examples of such use during school hours.

Box 1: Alternative Use of Surplus Capacity

Use of surplus capacity during school hours has included:

e units for pupils with hearing impairments, language disorders, and
emotiofnil and behavioural difficulties;

& units for teaching ‘English as a sccond language’, and providing a multi-
cultural resource base;

@ nursery, community and adult education provision;

® use by specialist education resources such as careers service and
pasvchological services;

& use by other departments in the anhority such as social work, personne] and
architecture and related services:

» pre-five facilities such as criches, mother and toddler groups and playgroups;

s use by community groups.
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37. Strathclyde, for example, has introduced a scheme allowing minor capiral
expendiure to achieve revenue savings. Minor alterations 1o school buildmgs may be
funded out of capital to permit the relocation of ‘non statutory services” such as
community education, psychology services and careers offices. The assessment
criteria include a required payback period of less than five years,

4. MANAGING EMPTY BUILDINGS

38. Following the closure of a school, councils have different arrangements for
managing emply buildings, They can:

# remain on the education depariment’s account;

# be iransferred 1o the property or estates department, but with the education
department retaining responsibility for paying for maintenance and security
{these costs are repaid in the event of a capital receipt following disposal); or

& be transferred 1o the account of the property or estates department.

39, In Strathclyde, where the estates department 1s responsible for managing empiy
schoal buildings, there 15 an I'T database on surplus properties. The authority has also
established “surplus property profection” and *surplus property demolition” budget
heads. The former funds the cost of securing, protecting and maintaining properties
which have been declared surplus to requirements. The latter funds the demaolition
costs of any properties which are not economical (o retain, and is resourced Trom
capital receipts generated by the disposal of properties,

40, In most councils, a school building declared surplus to the requirements of the
education department is assessed against the property requirements of the authority.

If there is no demand from other departments, and the building is not sold or leased 10
other public sector agencies it may, following council approval, be placed on the open
market for sale.

41. Following the closure of & school there have been occasions when structurally
sound facilities have been ‘'mothballed” but, generally, in the absence of demancd from
other departments of the authority and the wider public sector, empty school buildings
are made available for sale. However, the process is often far from strnightforeward,
and the marker values of sites and buildings can be influenced adversely by factors
such as title restrictions and the difficulties of prospective purchasers in obtaining
planning permission,

42, The period between school buildings being declored surplus to requirements and
& sale can be variable, and indeed may extend over several vears. Unnecessary delays
in disposing of properties should be avorded, since they deprive the authorty of
capital receipts and may adversely affect the price which is obtained.

43. Occosionally, however, there can be local factors which the eouncil canmol
readily control. In one unusual instance, for example, the continuing activities of a
group formed to oppose the closure of a secondary school affected the size of the
capital receipt 1o the authoraty. The authority planned 1o amalgamate two secondary
schools and o sell the cleared site of one school. Following the decision o close the
school, the action group submitted a petition to reverse the decision io demolish the
building and proposed options for allenative use. Box 2 presents a brief overview of
subsequent developments.
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Box 2: One Authority’s Experience in Disposing of a Schoaol

December 1491

After consuliation, education commitiee approves directon’s recommensdation (o
amalgamate secondary schools A and B on school site B.

School A is declared surplus 10 education department requirements two months
laler.

Within another monith, demolition 1= approved and the Director of Estates is
authorised to market the cleared site.

May 1992

Farmer pupils af school A form an action commintee and suboil a petition fo
the anthority seeking reversal of the decision to demolish the school, and
proposing various alternatives,

In view of the alternative uses proposed, all regional council departments, the
local district eouncil, the local development agency, and the property services
agency are conlacied 1o establish if there is any interest in the property.

June 1942

School A closes. ¥

Action corunitiee calls for a detailed feasibility study to determine alternative
wses for buildings,

Authority agrees (o jointly fund an independent feasibility study with the
district council and the local development agency.

Action commitree apply to Historic Scotland to hive the main school building
Tigted",

August 1992

Consultant’s report that the buildings have no feasible altenative use at an
economic cost. Authority resolves to retain the main building with a view to
disposing of it to a local further education college, dve to become independent
in April 1993,

Anmexe and huts around the main building are demaolished,

Main school building is Caregory B listed by Historic Scotland.

December 1991

Further education college is granted an extension Gll March 1993 to confirm
their interest in the property. This was confirmed in February 1993 but, after a
further exiension, interest is withdmwn n May,

August 1993
Property is marketed - 35 seis of particulars issued.

MNovember 1993
Four offers ane received and clarification sought regarding an offer from the
aclion commiliee,

December 1993

Action commiiftes do not respond 1o the deadline stipulimted and the authority
approves the conditional sale of the property to a national housebuilder, As a
result of the inability 1o clear the market site, the value of the capital receipt 1o
the authority was reduced 1o approximately half a million pounds.
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44. The capital receipts generated by selling surplus school properties varics greatly
according 1o the size and location of the site, the condition of buildings, property
market conditions, and matters relating to land titles and altemative uses. In the
course of this study, the Commission identified receipts ranging from £13,000 for a
small primary school in an isolated setting, to over £2.5M for a large cleared site in o
city location.

45,  In most authorities, capital receipts from education property are used to enhance

the overall capital programme of the awhority, but in two councils, the education
department retaing 50% of receipts to augment the educational capital programme.
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4. SURPLUS CAPACITY

46, The Commission obtained figures on capacity and papil numbers for both
primary and secondary schools which relate 10 the beginning of the 1993/94 school
year. Thess capacity figures are the figures provided by each education authonty.
The general findings are that there are almost 190,000 surplus places in primary
schools and approximately 100,000 surplus places in secondary schools in mainland

education avthorities (Box 3).

Box 3:
Aggregate Capacity and Roll - Scottish Mainland Education Authorities
Mumber of | Aggregabe | Aggregate Surplus
Secor | Gohools | Capacity | Roll Places | DeCUpancy
{"D00s) (") {"000s) &
Primary 2237 619.7 4322 187.5 70
Secondary 376 40,9 3073 102.6 EE]
Todal 2613 10296 739.5 200.1 72

47, This headline figure of net aggregate surplus capacity of the order of 300,000
places must be placed in conext, Given year to year intake variations in individual
schools, no authority wide sysiem can be expected to run at 1005 in any
circumstances, Some elbow-room is needed. The Commission found that the
consensus view was that little over 8B0% can realistically be achieved.

48, It follows therefore that many viable schools contain surplus capacity. In both
the primary and secondary sectors, 45% of the net total number of surplus places is in
schools where the occupancy rate is greater than 60%. A quarter of total surplus
places iz in schools with more than 70% occupancy (Exhibit 7).

49,  On the other hand, over one third of primary schools and one quarter of
secondary schools are less than 60% occupied. The largest authorities have the most
surplus places, and this pattern is repeated in the secondary sector (Box 4). The
Regions of Strathclyde, Lothian and Tayside account for 88% of all surplus places in
secondary schools where less than 60F% of places are occupied.

Box 4:
Authorities having the Greatest Surplus Capacity - Secondary Sector
Mumbser of Percentage of ar e
Authority | Secondary | Agpregate Capacity Percentage of Aggregate Surplus
Plaiéis.  |heroes Anthorities Capacity Across Authorities
{"000s) & All Surplus Places Dceapancy < 60%
Strahclyde 2126 52 6% T6%
Lothian 46.0 11 8% T T®
Tayside 3 7 5% 5%
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Exhibit 7. Distribution of Secondary School Surplus Places
Almost half is in schools more than 60% occupied.
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S0,  After discussions with the study advisory panel, the Commission selected those

schools with less than 604% of places occupied as being a realistic focus on the
podential for meionilisation, This selection acknowledged the initial physical
limitation on authorities” scope o reduce surplus capacity in a local area context.

51. Examination of local authority case studies identified o clear pattern in the

arguments which support or oppose the case for local rationalisation of school
provision. The identified criteria are set out in Exhibit 8.

52. Funbher, the separation berween non-denominational and Roman Catholic
schooling in parts of Scotland constrains the opportunity for removing surplus
capacity, This feature 15 particularly evident in the urban belt of Scotland. Box 3
presents examples of four localities in Strathclyde where the provision of separate
education makes it difficult for the authority to redirect resources,
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Exhibit 8. Arguments For and Against Rationalisation
Authorities’ experience highlights the key issues.
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Box 5: Distribution of Surplus Capacity in One Local Area
Surplus | Dcoupancy
Localii School Ca Rall

¥ pacily Capacity %

Ares | ND School 1 1157 648 09 56
RC School 1 1087 507 580 47

Area 2 ND School 2 1747 1202 545 69
RC School 2 1040 464 516 45

Area 3 MDD School 3 061 433 528 45
RC School 3 617 AE3 254 60

Arca 4 ND School 4 1491 1006 485 68
ML School 4b 1581 i3l 950 440

RC School 4 13592 612 TED 4

RC School 4b 1224 1007 217 k2

Todal 12217 HEGT 5424 56

53. Using the criteria in Exhibit B, and having regard 1o the available acceptable
options, the Commission was able 1o compile an analysis of initial surplus capacity
and to reduce this, for the reasons identified in Exhibit 9, to potential disposable

Capacity.
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Exhibit 9. Aggregate Surplus Places in Schools
Focusing the scope for rationalisation.
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54, For all mainkand education authosities, the Commission was able 10 explore the
patential for removing the identified 271,000 surplus ploces in both primary and
seconedary schools. (Grampian was not able to provide detals conceming the
potential to reduce its 19,000 surplus primary places). About 124,000 of these were
to be found in schools where ocoupancy was greater than 60% and a further major
factor constraining rationalisation was the insufficicncy of aliermative places in the
local area, removing 79,000 surplus places. A surplus capacity of 10,000 places
relates to isolated mwral primary schools. About 16,000 places were deducted where
amalgamation of schools is under way or is planned, or where surplus capacity is
being reduced through altering buildings and relocating other elements of education
provision, Inoa small number of cases, authorities followed a policy of retaining
primary school capacity as part of wider initiatives 1o regenerate arcns of sacial and
economic decline.

55. As a resuolt of this analysis, the Commission concluded that 22,000 places in
primary schools, and 14,000 places in secondary schools, could be considered for
rationalisation.

36, The Commission identified 106 primary schools and 13 secondary schools,
Iogether with three secondary depaniments in combined primary and secondary
provision, where there are sufficient alternative places in the local area, These
schools are in addinon 1o those at the ume of the study which were subpect 10
consultation as part of authonity propesals for closure or amalgamntion.

ROOM FOR LEARNING




5. THE CASE FOR RATIONALISATION

57, Walue for money is not only, or even mainly, aboul cutting costs, 1t is concerned
with achieving the most efficient and effective use of limited resources. The case for
rotionalisation must rest firstly upon the impact of falling school rolls on the quality
of the educational experience in schools, and secondly upon the opportunity 1o
redirect any savings 1o mose productive use,

1. FOCUSING EDUCATIONAL OPPORTUNITIES

58, Authorites must identify and “sell” 1o the local commumnity the benefits that can
Mow from local rationalization. Typically, these benefits could be

& re-invesiment of savings from rationalisation in the education service for:

— bromder, better planned cunriculum;
— improved facilities at receiving schools as a result of providing for increased
rolls e.g. new computing room, new physical education facility.

& removal of emporary andfor sub-standard accommaodation - the long 1erm aim
being to sccommaodate all pupals in adequate permanent buildmgs on smghe sites,

& demolition of scienceftechnical annexes, with intemal modification undertalen
within the main building to replicate the specialist accommodation,
# achieving better management of school buildings by making altemative nse of
surplus capacily:
— imtegration of special education needs within mainstream provision;
— cregtion/expansion of facilities for nursery education;
— provision of community education;
— playgroup accommedation;
— cOMnmuUnILY wse;
— use by other depanments of the authority - for example, libranes, and leisure
and recreational services, and
— use by authorty services compatible with a school function - Careers Offices,
Adviser Centre, Training Unit for Employment Schemes, Regional
Psychological Services,

# adapting buildings (o take sccount of demographic changes - rationalising
accommodation within individual secondary schools - for exumple, eliminating
blocks of accommodation, 1o reduce revenue costs, while at the same time
providing improved teaching environments,

# construction of a new school which meets modern cumicular needs, 1o replace
older and poorer school building siock,

# disposing of part or whole of the school building, thereby raising valuable capiial
feceipia.
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2, MINIMUM SCHOOL SIZE

Primary Schools

59, All councils seek 1o provide primary schools which are accessible to bocal
commumizes. In urban areas, councals have a preference for larger schools with all
stages berween Pl and P7 present in the school, and with either one or two (single
stream or composiled classes an each stage. In rural areas, councils are generally
committed (o maniaining small primary schools, often as part of o wider social and
cconomic development strategy.

6. The Commission found a consensus view amongst education advisers that there
are no clear educational argumenis for closing small primary schools, There are 129
primary schools on mainland Scotland where the roll is less than 20 pupils. These
include 43 schools in the most remole aneas where the roll is in single Tigures,
Schools with rolls of less than 21 must bave less than 3 pupils ai certain year group
stages and questions then arise in relation 1w the reduced opportunity for social
imteraction and peer group work for pupils in these circumstances, Al least two
authaorities have a preference for ensuring that primary schools do nol have fewer than
three class teachers. This translates into & mindmum roll of 48 pupils according (o
current Scottish Difice Education Department staffing standards.

Secondary Schools

61. Mo secondary schools are located in or close 1o population centres. There i3
general agresment amongst professional advisers that secondary schools with rolls of
less than 300 can offer only a restnicted curiculum provision in comparison with
larger schools. The Commission found a general preference for & maximum rofl
Iving between 1,000 and 1,250 pupils, but there are examples of schools with larger
rolls. In ope authority, nine out of 19 secondary schools have a capacity in excess of
1,500 pupils. Policies must cleardy reflect local circumstances and preferences, but
where possible, o reasonnble target would be secondary schools with continuing 51
intakes of no less than 150 pupils leading to total rolls of around 800 or more, thereby
offering opporiunities for breadth and choice in the cormiculum.

Dther MNeeds

62,  Authorities have a duty 1w provide for children with special educational needs,
Since the Wamock Report in 1978, the general policy of all councils has been o
integrade these pupils into main stream primary and secondary schools, There remain,
however, instances where the needs of certain pupils are catered For in special
schiools.

63. Edvcation amhorities do not have a statutory responsibility for providing
nursery education. There is a mixiure of provision in separate schools and integrated
faciliies within primary schools. Three authorities have an objective 10 provide pre-
school experience for all children, and a further four authosities have saed their
desire 16 expand the provision of nursery education, The voluntary sector, and
increasingly the private sector, are major providers in the pre-school sector, The
intention of the Government (o move lowards a voucher system for pre-school
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peovwision 15 likely o affect all providers, including local authonties, Simce a
constraint on expanding provision is often the difficultics experienced in finding
scoommodation, the Government's intention may have implications for managing the
building resource, but the position remains unclear.

3. REDIRECTING RESOURCES

4. In Chopter 4, it was suggested that 106 primary schools and 13 secondary
schools might be amalgamated or closed because there was sufficient alternative
provision in local areas.

5. Occupancy has a direct impact on unit costs - the unavoidable arithmetic being
that, for similar schools, papil unit costs increase as occupancy raies decrease.
Exhibit 10 shows the dramatic impact of lower occupancy rates on pupdl unit costs.

Exhibit 10. Occupancy Rates and Pupil Unit Costs = Secondary Schools
(capacity 1100 - 1400)
Lower occupancy levels lead to increased pupal unit costs.
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66,  The total annual revenue cost of schools which the Commission belicves might
be closed is about £55M. The cost of school buildings accounts for almost a quaner
of this total {Exhibdit 11).
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Exhibit 11. Aggregate Net Expenditure for Identified Schools
Total net expendimure of schools with disposable capacity is £55m a year.

67, Within the figure of £55M, there would be an immediate saving of £12M in
propeny related costs, although the saving 1o the education depariment from the rates
element does nol represent a saving 1o the suthority, The estimated saving in
propeny costs does not include the substantial savings in owstanding propeny
maintenance. For those schools identified for possible amalgamation or closure, the
average outstanding mainienance requirement for a primary school is £1 50,000 and
for a secondary school £350,000. The avoidance of such costs would produce a one-
off saving totalling some £20M.

68, Teaching s1aff cosis account for almost £35M (63%) of toial expenditure in these
schools. The amount of financial savings which could be schieved, and the period over
which these savings could be realised, would differ depending on local circumstances.
Additional weachers would be needed in schools receiving pupils displaced from their
cument accommadation. It is also common practice 1o provide a lemporary enhancement
of staffing in schools affected by reorganisation. Experience in Strathclyde has shown
that the net savings in teaching staff cosis estimated in consultation documents are
achieved within two or three years after the closure of schools.

6%, There would be some additional revenue costs in supporting the closure of
schools, Thess mvolve increased travelling costs for certain pupils, and 1he possible
need for extra non-leaching staff in receiving schools, It is also likely that there
wiould be one-off costs associated with closures, such as securing and maintaining the
empiy buildings. Conversely, there would be opporiunities for authorities to realise
capital receipts as described in Chapter 3.
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70.  An indication of the likely savings wdentified by the Commission can, however,
be given. There is a consensus among educational advisers that the closure of an
under-occupied medium sized school in the primary sector releases ultimate full year
savings of aroand £100,000 a year, on a permanent basts. In the secondary sector, the
comparable school closure saving is around £750,000 o year. This suggests an
aggregate saving of around £25M plus the avoidance of one-off maimntenance

upgrades.

71, In identifying an amount of £25M which might be availoble for re-investment in
the quality of education provision, the Commission considers that it is presenting a
Minimum posigion.

4. PRESSURES ON COUNCIL BUDGETS

72, Major expenditure on upgrading existing schools or building new
accommodation is met from the capital programmes of education authorities, The
size of an authority's capital programme is mainly determined by the capital consent
allocation provided by the Government. In the early 1980s, capital consents fell in
real terms by about 40%. This was the period when roles were falling most
dramatically, Capital consents in recent years have generally remained around that
lower level (Exhibit 12).

Exhibit 12. Education Service Capital Consents - The Trend
Government allocations remain lower than the early 1980,
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73, Routine maintenance of buildings is mainly funded from revemse budgets, The
management of school building maintenance requitements was nol the principal focues
of the Commission’s study. Accordingly, the Commission did not look in detail an
maintenance requirements or how this activity is managed. An overview was gained
and this iz reflected in the companion Manogement Gaide.

T4, However, there i evidence from Scottish education authorities, and the Auadit
Commission for England and Wales, that a significant school building maintenance
backlog exisis. Ina repon produced in 1988, the Audit Commission refermed 1o the
maintenance requirements of buildings erected between 1950 and the early 19705 as a
‘time bomb tcking away’. There was a waming that maintenance bills would rize in
future years, This concem is echoed in imemal repons prepared by councils in
Scotland (Box 6).

Box 6: Maintenance Requirements Reported by Authorities

*In addition to what is programmed there is also a need for further investment
of £25 million to meet other primary school building needs, particularly from
those built during or in the immediate post war period...."

from authority's Financial Plan Cverview,

*The Audit Commission for England and Wales has recommended thal, to kesp
their buildings in a good state of repair, suthorities should be spending about
1.8% of insured value per year, The value of schools and other buildings in the
Committes"s ownership is now about £360 million and the repairs funding
target will be, on the Auwdit Commassion recommensdation, approximately £6.5
million. The education maintenance budget is just under £4 million or only a
little over 60% of the recommended target. It is not surprising, therefore, that
maintenance is inadegquate and a source of dissatisfaction and complaint.”

}cpm by Director of Architectiral Services.

“The Depanment of Architectural and Relaied Services........ has carried oot &
detailed survey of the major maintenance requirements of educational
buildings. .......there has been identified o number of basic needs maintenance
projects which are such that if work is no started within the coming financial
year, continwed operational use of the premises which inchede 57 primary and
23 secondary schools cannot be guaranteed beyond 12 months.”

repent by Director of Educarion,

75, Also, the condition of school buildings and the budgetary impact of the costs
associated with their relention are central 1o any consideration of the oplimum use of
school building stock in times of increasing financial pressures and declining school
rofls. This equation was succinctly expressed by one anhority, as follows:

Falling school rolls = Why we must review our

+ deteriorating buildings current school provision,
+ caxh crisis
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6. SECURING ACTION

76, The response of councils to the problem of surplus capacity, by amalgamation
and closure of schools, has been highly variable, Restruciuring may have occurred as
pant of an overall strategy for managing surplus capacity or as a response 1o local
siluations involving mdividual schools, Some authonties have undefaken penodic
reviews and the results have been used 1o guide the restructuring of provision.

77. Between 1981 and 1993, there was a net reduction of 143 primary and 32
secondary schools in mainland Scotlond. Couoncils have also found aliemative uses
for surplus capacity, as described in Chapier 3.

T8, But although councils have made significant progress, more remains 1o be done.
Thee appendix to s report outlings an action plan, There are, however, a number of
imporiant ssues which must be effectively nddressed.

1. SCHOOLS AS A COMMUNITY RESOURCE

79, The process of rationalising schools must be set in the Jocal political context,
Not only do parents generally prefer their children to remain in local schools, but
communities value highly their local schools in safeguarding the quality and vitaliny
of local commumity life, Cunte simply, neither parents nor the wider community wish
to see the loss of o community resource, Local councillors may apprecisie the
educational and linancial benefits of rationalisation, but they are also aware of the
community role of schools and that suppon for proposals often arouses considerable

Opposition.

B0, I proposals for rationalisation are 1o receive support, then councillors and Iocal
communities must be convinced of the advantages. The educational as well as the
financial benefits must be clearly and convincingly presented, especially in
consultation documents, The consultation process must be well planned and carmied

through.

81. In Serathelyde, the strategy for managing suiplus eapacity has remforeed the
commitment to improved facilities in receiving schools by spending on average
£0.5M on adaptations in receiving secondary schools.

82, The Management Guide which accompandies this report sets oul in detail the
planning process which might be followed.
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2. COMMUNITY AND PARENTAL RIGHTS

B3, Aneducation authority must consult on any proposal o close or change the site
of a school in conformity with regulations. The statutory basis for consultation 15
prescribed. Successful implementation, however, will only be achieved if the key
features of effective consuliation are observed (Box T

Box 7: Key Features of an Effective Consultation Process

o Streamline the administration and consultation procedures.
o Produce well presented, comprehensive but concise, consuliation documents.

o Where aliemative restructuring proposals ane possible, provide a number of
detailed options in the consultation documents,

o Establizh a sound and accurate basis for cach progeosal,

& Emphasise the cducational and social advantages of the rationalisation
proposals.

@ Preseni the Nnancial arguments for rationalization in ferms of securing best
value for money from limited overall resources,

o Emphasise that savings will be avatlable for re-investment in the education
sysiem.

o Adop o genuine willingness o respond (o issues as they emerge in
consulintion,

84, Consultation generally procecds on the basis of a consultation document
approved by the education committee. The Commission identified examples of well
prepared, detailed and comprehensive consultation documents, alihough there 15 some
variation across authorities in the scope and content of such documents. The
Commission recommends the breadih of information exemplified in Box 8.

30 ROOM FOR LEARNING




Box 8: Conspltation Doecuments = Commended Scope and Content

The Scope for Restroctured Education Provision

o Exact location of schools and a brief description of the area under
consideration, including maps showing the delineated areas of affected
schools (before and after consuliation}.

o Details of all the schools in the area likely 1o be affected by any closure,
including:— age, occupancy, capacity, and condition of these schools.

o Factors affecting future accommodation needs: new housing, demaolitions,
numbers of pre-school children, and nature and extent of usage.

o Roll projections - where the effect of placing requests on a school is
significant, projections should be given with and without the effect of placing
TeUesls.

Policies and Objectives relating to Rationalisation Proposal

o A stitement of the educational objectives of the closure and its relationship
to the council’s policy on the reorganisation of educational provision, along
with otler reasons for closure.

e Council's deprivation strategy.

o Other relevant council policies, for example, the removal of hutied
accommklation,

The Restructuring Proposals

@ The options available and timescale of proposals.

o Redeployment issues for ieaching and non-teaching staff,

& Travel distances (including approximate time involved) - current and
proposed.

e Potential traffic hazards for resclution and consultation with police,

& Secondary school transfer arrangements,
o Alternative ammangements for groups using the school in the event of closure.

@ Future use of the property. State intention 1o declare surplus 10 requirements.

The Financial Implications

Patential Savings from Restructuring Provision

o The ultimate level of revenue savings, per annum, provided that the authority
does not retain the building. Identify areas of polential savings covering:
— raies and property cosis;
— feaching and non-teaching staff cosis;
— charges by direct service departments ¢.g. cleaning, cafering, ground

mainlenance.

o The amount of capital expenditure avoided on the major planned
MAMENANCE Programme.

o Estimaled capitul receipts assuming that there are no tithe restrictions
prevailing.

Costs Invelved in Restructuring Provision

e Costs for boarding uplone-aff), andfor security purals{per week), andfor
demoliticn{one-off).

w Capital eosts in adapting buildings a1 receiving schools,

e Ackditional transport cosis,

» Costs for the removal and transfer of equipment, furmiture and fitments,
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85.  All councils exceeded the minimom stafutony requirements for consultation, by
issuing notifications inviting written representations, and holding public mestings.
A wide range of interested panties were usually consulied including, for example,
irade unions, elected representatives o local and national level, community councils
and representatives of user groups,

86, Bul the resistance likely 10 be found by any education authority seeking o
rationalise schools provision in the local aren should not be underestimated, Exhibit
13 presents an outling of a consultation exercise in which the education authoriy
published four options for removing surplus places in secondary schools in the local
area, The natare of the responses provided during consuliation reflect the almaost
universal opposition which meets attempts by authorities to amalgamate or close
schoals. In addition fo written submissions, the authonty received four petitions, with
an aggregate of 2,500 signatures, seeking the retention of all schools included in the
consultation exercise. From around 150 written submissaons, none of the four options
proposed by the authomity received one vole of support, Independent of other
objections, at lznst one third of the responses sought the retention of the status guo.

87. Education nuthoritics must alse obtain the approval of the Secretary of Stale to
close a school where primary pupils will have to atiend a school five or more miles
away, or in the case of secondary pupils, a school ten or more miles away. Under the
Education {Scotland) Act 1981, authorities are also required to seek the Secretary of
State's consent 1o any proposals relating to a denominational school which would
mean that denominational education was no longer available fo its pupils. A further
obstacle in practice, has occasionally been the Self-Governing Schools etc, (Scotland)
Act 1989 This Act makes provision for school boards 1o ballot parents on the issue
of whether the school shoulkd apply for self-governing status. A a first siep, the
board must submit a legally valid petition for self-governing status, and this has the
effect of precluding the education avthority from reaching a decision fo close

the school,

B8, On several occasions, schools atempting to avosd closure have applied for self-
governing status. In cases where a majority of the parents voled in favour of the
proposal, the Secretary of State did not approve the applications. However,
regardless of the ballot result, the use of this legislation by groups opposed 1o closune
has occasionally delaved reorganisation in authorities. In one case which attracted
wide publicity, a final ruling on a point of legislative detail by the Law Lords in the
Cournt of Session prevented Strathelyde Regional Council from addressing what the
authority perceived as significant educational difficulties (Box 9). This led 1o a
change in the legislagion.
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Exhibit 13. The Consultation Experience
Responses can reflect almost universal opposition 10 school closure.

Froposal:

Consultation;

AS B [ESpoRss b Over-provision in & local area wath three secondary schools, the
pablication of four oplions invalving closuie of eitler ome af two named schools

In addiion o ike individoals and bodies defined by slatuie, the aathorily senl a
covermg letter and copy ol the consuliatvon documeni to headienchers and teaching and
non-teaching staff in the schools; all Regional and District Councillors; iesching and
non-teaching tmdes unions; and a large aumber of nteresed pamies inchiding MPs, a
comimunily counci] and, alibough the schoals were non-depcminational, the Boman
Catholic Church. Public meeglings were convened in each of the three schools

Parents unanimausly agreed against all foar opticns

Regrel necessity to question existence of two
suecessful schools,

Regret that status quo was nof an ogtion

Favour maintenance of status qua.

[Dhspale school capacty and mll forecast figures.
Raoll forecasts take po account of changing faciors,
All schools will be crowded by the year D000,
Building costs of reorganisaion under-estiimated.
Proposals over-esiimate savings.

Effects of amall roll en cumiculum being overstated

Concern over increased size of classes,

Lasger classes could be detrimenial io slow leamers

Larger first and secomd yesr classes means that less
pirpdls wikl be able ws embark on higher courses

Rall of school in wider community is critical.

Mo ateempl 10 evaluare commnbution of schood 1o
COmmunity.

Closure of the school would destroy the community

Cancerned at the effects on the community of closune

Concern over iravel and the safety of pupls.

Concern ower travelling after extra-curricular activithes.
Increased journey time for pupils,

There are serivus 1oad safety implications.

Envisaged imler-community rivalry between pupdls.

Comcarn aver area rivalry,

Coancern about nivabry afier merger, and possible
bullyeng.

Inter-aren conflict a fact of life,
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Box 9: Opting Out Provisions can Present an Obstacle to Restructuring Provision

December 1991

After consultation on three options for closing a secomdary schoal (A in an
area with significant surplus capacity, education commities supports the
direcior's recommendation that o wider review 15 necessary,

Seplember 1992

Issue of second consultation document. Four options all propose closing the
original school, plus two others (B and C).

Submission of petition for self-governing stans by school board at school B
prevenis action by the authority.

The views of parents and pupils are ought in a ballor on self-governing stotns,
A very low poll on the ballor means that o second ballot (s required.

April 1993

The parents reject zelf-poverning statis.

Authority has insufficient time before the next school year to complete the
building adaptations proposed,

Issne of third consultation document, with sing'lc option proposing the closure
of school B, Two ociher secondaries (Dt and E) and 14 associated primaries
included in the scope of the review,

June 1993

After consultation, education commities approves recommendation to close
school B,

Submission of petition for self-governing status by school board ar school D.
Cowrt of Sexsion granis inferim interdict to prevent closure of scliosl B until the
result of the school D ballor is knoven (June 1993 ).

July 1993
Interim interdict recalled on application by ithe awthority.

August 1993
Interdicr velnstared,

September 1993
Intendict recalled.

Oetober 1993
The Law Lords ai Court of Session grant interint intevdict to prevent clogure of
school B until balles ar school D fs complee,

The Law Lords decision was based on the interpretation that the plan to close
school B was also a proposal “as regards” school D, The implication of this
decision is that the school boards of all schools referred 1o in the consultation
decument could make serial applications for self-goveming status *#,

After a minkmum period of two yvears, the same process could recommence,

*#An amendment to the Self-Governing Schools etc. (Scotland) Act 1559 imcloded in the Local
Government etc. {Scoiland) Act 1594 sow prevents ikds happesing.

M ROOM FOR LEARNING




3. LOCAL GOVERNMENT REORGANISATION

B2, The replacement of the nine mainland education authorities by 29 new
authorities is likely over the next year or 50 1o delay action designed o remove
surplus capacity, ¥ amalgamation and closures were 1o lake effect before the
bepinning of the 199697 school session, then education authorities would regquire 1o
take decisions in principle 1o commence consultation, before the end of 1995,
Oipportunities are likely to be missed during this pericd.

G [t remains 1o be scen whether the 29 new councils will be able to match
provision o papil numbers in local areas. In urban areas, the creation of smaller
education authoritics will divide some local areas. The rationalisation of surplus
places in those areas may have been sddressed more readily by larger education
suthorities. Since the 1994 Local Government elc. {Scotland) Act is rediecing the
term of office of councillors from four 1o three years, there will be a smaller time
period between elections for planning, consulting upon and implementing
rationolisation.

91. On the other hand, new unitary councils will have the opportunity 1o strengthen
the corporaie approach o the management of school buildings, There could be new
opportunities for libraries, leisure and recreation services to make use of school
buildings, as well as opportunities to create new joint use facilities, possibly under the
Privaie Finance Initiative,

4. FINANCIAL REGIME

92, The reorganization of local government involves very important and complex
issues concerning the financing of councils which lie beyvond the scope of this study,
buit there will be significant implications for the education service.

93, There will be pressures on the Financial Plan system which is the basis of
allocating capital consent from The Scottish Office and the planning of programmes
within councils. Where the area of a large education suthority is being divided into
several new authorities, the smaller new councils will receive propontionately smaller
allocations. Smaller councils are likely 1o have a much restricted ability to exercise
strategic choice between major projects, Tayside Regional Councal has calculated
what is likely to happen if the three new unitary sulhonties in the Begion each
receive o proponionale share of the capital consent for education (Exhibit 14). In
Dundee, for example, a capital allocation of some £2M would be insdequate (o fund
one phase of the major modemmisation of a secondary school.
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Exhibit 14. Capital Consent of a Regional Council
The new councils may have restricted capacity 1o manage their capital programmes.

94, There will also be severe pressures on the revenue budgets of the new councils,
There is concermn (hat, under the current formula for determining the Grant Aided
Expenditure for councils, some new authorities, especially the cities, could face
significant resource shorifalls. This issue is being examined by the Working Pariy on
Local Government Finance,

95. These financial pressures, both on the capital and revenue budgets, are likely 1o
be particularly evident in relation to those new councils which are facing the greatest
challenge of removing surplus capacity. In particular, they may find it difficult 1o
finance improvements in receiving schools before other schools are amalgamated,
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7. THE NEXT STEPS

96, The 29 new councils will inherit a sitwation which cannat be allowed to
continee. Value for money in school education budgets, which will be under severe
pressure, will only be achieved by reducing the cost of surplus places. Pressures on
baoth capital and revenue budgets could be greatest in the urban authorities some of
which will interit significant disposable surplus capacity in secondary schools,

97, Parents and local communities generally do not welcome changes which involve
the loss of local school provision. Experience across Scotland would suggest that
three requirements face a new council which is addressing the management of change
in schonl provision.

%8,  First, the council must be committed, both councillors and officers, to develop a
strategy which has s its main objective the provision of the highest quality of
educational opportunity and experience with the resources available.

99, Second. the council must develop good consultation procedures which
communicate clearly and persuasively the benefits of change.

100, Third, the process of change itself, must be carefully planned and adequately
resourced. [t is especially important to ensure that receiving schools can offer from
the first day a good educational environment for transferring pupils.

101. It is the Commission’s view that there is an obligation upon the Government to
support councils in this process. Mol only 15 educanion the biggest service, but both
capital expenditure {through the Financial Plan and capital allocation system) and
revenue expenditure (through the grant system and capping armangemenis) are under
the overall codiral of The Scottish Offace. [t is self-evident that there is a common
agenda, since the Secretary of State will not wish resources 10 be wasted in grossly
under-occupied and sub-standard buildings.

102, The Commission invites the Secretary of Stale to consider whether more could
be done to provide resources through the cagatal planning system which are targeted
io improve and support receiving schools, as part of agreed local strategies. Whilst
the current Financial Plan sysiem does recognize that projects linked to rationalisation
should have a priority, the planning cycle of the Financial Plan system does not sit
well with the timetable usually faced by a council which is pursuing a proposal for
rationalisation.

103, The Commission will continue its interest in this area. The Local Govemment
elc, (Scotland) Act 1994 places a duty upon new councils Lo achieve economy,
efficiency and effectiveness in their use of resources. The Commission will encournge
councillors and senior managers to develop local sirategries which will improve the
quality and effectiveness of provision, This repont, and the companion Guide, ane
imtended o help this process, and the Commission will require extemal auditors to
review progress with the management of the new councils over future years.
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ADDRESSING SURPLUS CAPACITY
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( TAKE AGREED ACTION TO DISPOSE OF SURPLUS PLACES )
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