
 

WIRRAL COUNCIL         
 

CABINET – 26 NOVEMBER 2009 

 

REPORT OF THE DIRECTOR OF CHILDREN’S SERVICES 

 

BIRKENHEAD HIGH SCHOOL ACADEMY – OUTLINE BUSINESS CASE 

 

EXECUTIVE SUMMARY 

 
This report requests Cabinet’s approval of the required Outline Business Case for 
capital works at Birkenhead High School for Girls Academy and to underwrite any 
affordability gap that may occur in the replacement and refurbishment scheme at 
Birkenhead High School Academy under the Partnerships for Schools (PfS) 
Academy programme. This commitment is a requirement of the Council’s Outline 
Business Case which must be approved by Partnerships for Schools (PfS) prior to 
the Invitation to Tender (ITT) being released to Framework Contractors.  
 

1.0 Background 
 
1.1 Cabinet was formally made aware of the proposals to establish an Academy 

at Birkenhead High School for Girls in June 2008 when Cabinet gave 
approval to the proposal in principle. Following the feasibility period, in 
January 2009 Cabinet welcomed the principle of an Independent school 
choosing to enter the Local Authority’s mainstream school provision. There 
were however, a number of concerns appertaining to falling rolls  in the area, 
gender imbalance, admissions code, SEN and inclusion and the 14-19 
strategy which are being addressed via on going dialogue between the 
Academy and the local authority. The Academy has been operating in its 
existing buildings since September 2009. Members have been informed of 
this development at previous Cabinet meetings held on; 26

th
 June 2008, 15

th
 

January 2009, 19
th
 March 2009 and 23

rd
 July 2009. 

 
1.2 One of the benefits of Academy status is the ability to attract substantial 

capital funding for building projects and ICT enhancements. Through the 
Children and Young People’s Department an indicative allocation of 
£11,700,000 has been made by PfS for Wirral to progress with the 
development of the project which will be procured through the PfS National 
Framework for Academies. The amount includes £1,450,000 for an ICT 
managed service. 

 
1.3 Production of an Outline Business Case (OBC) document is a PfS 

requirement and is intended to outline the options appraisal for the building 
development of the Academy or School, cost estimates, affordability 
assessment and the procurement strategy. This must be in sufficient detail to 
allow capital funding to be confirmed and gain approval to proceed with the 
delivery of the Academy via the PfS National Framework. This same 
methodology was followed for the One School Pathfinder at Woodchurch 
High School which is now in construction phase. 

 
1.4 The Outline Business Case has been developed over a number of months by 

the former school, the Girls Day School Trust (GDST) who are the sponsors 
of the Academy and more recently in collaboration with the local authority 



 

and the appointed technical advisers, Mott MacDonald. The Outline Business 
Case document is attached as Appendix 1. 

 
1.5 As part of the Outline Business Case, Cabinet approval is required to meet 

any affordability gap within the programme funding. In minute 82 following the 
26 June 2008 Cabinet it was resolved that: ”provisional approval be given to 
the Children and Young People’s Department leading on the procurement of 
a new Academy at Birkenhead High School, should the Secretary of State’s 
decision be that the new Academy should proceed to implementation and 
that this should be at no financial risk to the Council”.  The capital works can 
only proceed if funded via the Local Authority under the PfS Framework.  All 
parties are very clear that there is no additional capital available and that the 
project will have to be delivered solely within the PfS capital funding package.  
The design developed to date reflects this with contingencies in place and 
extensive survey work has been undertaken to further minimise construction 
risk. 

 
1.6  Once the OBC has been approved by PfS the scheme will be able to 

progress to Preliminary Invitation to Tender (PITT) and Invitation to Tender 
(ITT) stages and the production and submission of the Final Business Case 
(FBC) to PfS. 

 
 

2.0 Funding 

 
2.1 The project is being grant funded through PfS with the allocation derived 

using DCSF Building Bulletin (BB) BB98 and BB99 area guidelines and the 
proposed pupil numbers: 18 FTE nursery places, 280 primary, 500 11-16 
plus 200 post 16, as indicated in the Expression of Interest for this project. 
The resultant gross floor area is being funded as 19% new build, 55% major 
refurbishment, 16% light refurbishment and 10% will be unaffected. 

 
2.2 As outlined below, the Capital, Lifecycle and ICT elements of the project are 

currently affordable within the funding allocation identified by PfS, based on 
estimated costs. The project will be a conventional design and build project 
procured by the Authority through the PfS National Framework Contract. This 
means that the Authority will not go through an open tender, but run a 
restricted competition with six framework design and build contractors by way 
of a restricted tender exercise.  These contractors have been “pre-selected” 
by PfS.  Again, this is a repeat of the Woodchurch High procurement 
process. 
 

2.3 The Authority will ensure throughout the project that the cost of solutions 
offered by the bidders are “on market” and affordable within the capital 
allocation and will confirm this to members as part of the Final Business 
Case. 
 
The indicative proposals drawn up during the feasibility stage have been 
costed and the appointed technical advisers (Mott Macdonald) estimates are 
shown below as a comparison against the PfS formulaic allocation (FAM). 
Current costs represent best estimates at present and will be fully determined 
as the Final Business Case and the project progresses. Should a funding gap 
be subsequently identified, at any stage, that cannot be met by the 
DCSF/PfS funding allocation, the Authority must in principle confirm its 
commitment to secure additional funding to ensure the School is delivered 



 

without detriment to the educational vision. This is dependant upon Cabinet 
approval being given.  However it is intended that the scheme will be 
delivered within the capital allocation in the context set out at 1.5 above 
 
 

Category FAM LA Estimate Variance 

Construction Costs 6,802,875 6,792,167 -10,708 

External Works 635,142 833,645 198,503 

Abnormals 521,347 600,928 79,581 

Fees 1,127,425 1,030,127 -97,298 

Inflation 451,829 460,286 8,457 

FFE 558,505 436,545 -121,961 

ICT Infrastructure 224,550 224,550 0 

D&B Contract sub-total 10,321,674 10,378,248 56,574 

Project Support Funding 0 300,000 300,000 

ICT Hardware 1,447,100 1,447,100 0 

Total Original Allocation 11,768,774 12,125,348 356,574 

ICT Approved Early Draw 
down 

-260,163 -260,163 0 

Additional PFS Approved 
abnormals funding 

356,574 0 -356,574 

Total 11,865,185 11,865,185 0 

Notes: 
Base / Construction Start Date: Quarter 3, 2010 
Location Factor: 0.96 
DTI Public Sector Index at 3Q10: 190  
FAM = The Funding Allocation model used by PfS. 

 
The cost estimate makes allowance for the sum of £300,000 for Project 
Support Funding for delivery costs.  This sum is top sliced from the funding 
allocation agreed with PfS.  

 
2.4 The LA’s absolute priority is for the project to be delivered on budget for the 

amount as allocated by DCSF.  The design of the building and gross floor 
area will be developed in order to reflect the budget identified.   

 
2.5 As set out at 1.5 above, all parties ie the school, the Girls Day School Trust, 

PfS, DCSF, Mott MacDonald and the architect are all fully aware that the 
project has to be delivered within the PfS capital allocation, without further 
capital support from other council capital, both within CYPD programmes 
and other council capital.  There has been no disagreement with this position 
and the design development work is based upon the PfS funding allocation. 

 
 As with any project, particularly one of this size, there are cost risks in the 

building and delivery of new and refurbished facilities, even with appropriate 
contingencies in place, as will be the case on this project.  The Risk 
Management Group described at 2.6 below is intended to further mitigate 
risk on the project.  Clearly there will remain a theoretical financial risk to the 
council which under the national PfS funding structure, the council must 
accept in order to receive the capital allocation. 

 
2.6 Risk Management is a key element for this project due to the scale of the 

work to be undertaken and the budget involved. A Risk sub-group has been 
established and will be responsible for gathering information for the risk 



 

register, managing the risk register and reporting risk information to the 
Project Steering Group. 

 
2.7 There are several references in the Outline Business Case which link the 

procurement of this Academy capital investment with future possible 
Academies, in particular, the currently proposed Boys Academy.  Should the 
second and third Academies not proceed according to current proposals this 
will not affect the proposals set out in this report for Birkenhead Girls 
Academy. 

 

3.0 Financial Implications 

 
3.1 Section 2 of this report outlines the anticipated expenditure for the project for 

design and build and ICT elements. 
 
3.2  In addition to the £300,000 PfS allocation for Technical Adviser support, the 

council will incur some additional costs estimated at £73,000 for further 
technical advice and an estimated £30,000 for all the survey requirements on 
the site and buildings to develop the scheme and obtain all relevant 
approvals.  These costs can currently be met from the existing CYPD Capital 
Budget and a request has been made to the DCSF for these costs to be 
reimbursed to the CYPD Capital  Programme. 

 
  

4.0 Staffing Implications 

 
4.1 As reported previously Mott Macdonald will provide some of the key 

professional services, supplemented by other professionals appointed by the 
Sponsor (GDST). Work to date has been undertaken by officers employed by 
the Children and Young People’s Department (Facilities Management 
Section) for the management of the scheme. This does create an additional 
demand on the department’s staff managing the Capital Programme and 
other large schemes such as the Primary Capital Programme. 

 
4.2 The Director of Technical services in accordance with the Construction 

(Design and Management) Regulations is carrying out the role of CDM 
Coordinator. 

 

5.0 Equal Opportunities Implications 

 
5.1 There are no direct implications in this report for equal opportunities, 

including women, ethnic minorities or the elderly.  Access will be greatly 
enhanced by the proposed scheme and will provide for children and adults 
with disabilities to the majority of this building.  New build and major 
refurbished areas of this scheme will be designed with modern facilities to 
serve the needs of its users including pupils, staff, local community, visitors 
from other schools and local businesses.   

 

6.0 Community Safety Implications 
 
6.1 Rationalisation and refurbishment of schools allow the most vulnerable 

accommodation to be removed and other security improvements carried out. 
The design of this project will take account of best practice to reduce the risk 
of crime as far as possible and the local Crime Prevention Officer will be 
consulted. 



 

 
6.2 As part of the brief for the Academies and Building Schools for the Future 

programmes, consultation with community groups, residents, school staff & 
pupils, has commenced.  Part of the consultation will focus on community 
safety and crime prevention and this will also involve consultation with the 
Community Safety Team and Merseyside Police’s Architectural Liaison 
Officers to make the new building as safe as possible and reduce the fear of 
crime for all users.   

 

7.0 Local Agenda 21 Statement 

 
7.1 As a condition of the Academies and BSF projects, the scheme has to 

achieve a minimum standard of BREEAM energy rating of “Very Good”.  In 
order to achieve this, a BREEAM specialist consultant has been appointed to 
carry out the assessments and to support the design team in sustainable 
design.   

 
7.2 The design team will also consider the use of sustainable urban drainage 

systems, such as rainwater harvesting for use in WC’s and is in consultation 
with the Carbon Trust for advice and feasibility studies in these areas.  The 
design will also follow as far as possible the DETR/DfES guidelines in BB87 
for “Energy efficient design of new buildings and extensions for schools and 
colleges” and Building Schools for the Future Guidance documents BB95 
part 2 (Secondary Schools). 
 

7.3 Low energy electrical fittings, heating controls and water saving devices will 
all be used as far as possible to help reduce the consumption of natural 
resources.  IT hardware will be specified to include low power use servers 
and PCs and Wirral will be using the education consultation group BECTA to 
help find ways of providing a good IT platform which uses minimal power in 
operation. 
 

7.4 All timber will be sourced from sustainable sources regulated by the Forestry 
Stewardship Council. 
 

7.5 As part of the tender evaluation process the successful contractor will be 
required to demonstrate that the proposals will include a substantial local 
labour/training scheme to promote the employment of pupil leavers and 
residents from the community to support the local social and economic 
market. The successful contractor will also be actively encouraged to source 
materials and subcontractors locally once construction commences in order 
to support local SME’s. 

 
7.6 It is anticipated that there will be no increase in fuel revenue costs at the 

school as a result of this scheme because the new building is intended to be 
more energy efficient and built to the latest regulations. 

 

8.0 Planning Implications 

 
8.1 Planning permission will be required for this project and Building Regulations 

approval will be necessary.  
 
8.2 The site of the existing school buildings and the surrounding grounds is 

designed for Primarily Residential purposes, in the Council’s Unitary 
Development Plan adopted in February 2000.  Within this area, non 



 

residential uses such as new school buildings are subject to Policy HS15 of 
the UDP, which addresses the scale and impact of new development.  New 
development at the Academy is in principle in conformity with Policy DP4 of 
the Regional Spatial Strategy (North West of England Plan RSS to 2021)  
The proposals are also in principle in conformity with Policy L1 of RSS, which 
is part of the development plan, alongside the UDP. 

8.3 The design and siting of the building will require a process of pre-application 
discussions, some of which have already commenced, with Forward 
Planning, Development Control, Highways, Traffic Management, Road 
Safety, Building Control and Drainage.  This will enable the design team to 
develop a sustainable and efficient design which meets local site constraints 
and challenges, the Council’s developing planning guidelines on 
sustainability and increasingly rigorous and challenging Building Regulations 
standards, as well as the guidelines and regulations for New Schools 
imposed by the DCSF.    

 

9.0 Anti-poverty Implications 
 
9.1 The change of status of the former Independent Birkenhead High School for 

Girls to a non fee paying Academy will allow access to the school by families 
that it previously did not cater for, allowing the raising of aspirations and 
potentially narrowing the attainment gap for vulnerable groups. 

 

10.0 Social Inclusion Implications  
 
10.1 School reorganisation and transforming accommodation through the 

Academies and Building Schools for the Future Programmes provides 
opportunities to promote joint agency work to promote co-ordinated solutions 
for pupils and their families. There is scope for community participation in the 
design process of any new school buildings, raising the school’s profile within 
the community. 

 

11.0 Local Member Support Implications 
 
11.1 Birkenhead High School Academy for Girls is in the Oxton Ward. 
 

12.0  Background Papers 
 
12.1 The information used in the preparation of this report was obtained from 

departmental project files and documentation from the DCSF and PfS. 
Cabinet reports of the 26

th
 June 2008, 15

th
 January 2009, 19

th
 March 2009 

and 23
rd
 July 2009 have been referred to within this report. 

 
 

13.0  RECOMMENDATIONS 

 
That Cabinet approves: 
 
(i) That the Council confirms its approval for the Capital Investment at 

Birkenhead High School Academy 
(ii) Written confirmation to Partnerships for Schools that any funding gap will be 

underwritten by the Council. 
(iii) That the relevant Section 151 officer letter, as required by PfS, be drawn up 

and submitted to PfS. 
 



 

Howard Cooper 

Director of Children’s Services 


