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1 Executive Summary 
 

This project concept paper has arisen from the service review of SEN & Disability 
undertaken in 2009.  It is focussed on the strategic planning for meeting increasing demand 
for specialist educational placements for children and young people with high level special 
educational needs.  It outlines an expansion strategy for local SEN provision and its 
associated financial and non-financial benefits.  It sets out a high level plan for the period 
September 2010 to August 2013.  There will continue to be a need for some out-Borough 
specialist placements and the paper also describes the measures to be put into place to 
improve the commissioning and contract management of high cost, residential SEN 
placements. 
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2 Concept Outline 
 

2.1 Background 
 

2.1.1 Service Context 

Brent maintains nearly 1500 statements of special educational needs (SEN).  This 
represents just over 2% of all children and young people aged 0-19.  A statement of SEN 
sets out the additional help a young person requires, over and above what is normally 
available in school.  For many children and young people, the statement will set out the 
additional support they require in their local mainstream school.  For others, a placement 
at a special school may be recommended.  Brent currently maintains 4 special schools 
providing 490 places for children and young people with the most high level needs.  Brent 
also maintains 91 places in additionally resourced specialist provision in 6 mainstream 
schools. 

The numbers of statutory assessments leading to statements has increased by nearly 35% 
since 2006 although this does now appear to be levelling off.  Demand for specialist 
provision, in special schools and additionally resourced mainstream provision, is rising and 
projected to rise further.  There are three main factors underlying this rise in demand. 

 

• Brent’s population of children of school age is projected to rise.  By 2020, there is 
projected to be a population increase of 12.9% which will significantly affect 
demand for SEN provision in mainstream and special schools. 

• The incidence of children and young people with autism has risen very sharply.  In 
2006, there were 149 children with statements who were identified as being on the 
autistic spectrum.  By 2010, this had risen to 273 children, accounting for over 20% 
of the total numbers of children with statements. 

• More young children with multiple and complex special educational needs are being 
identified.  This is linked to medical advances.  The number of statutory assessments 
started for children under 5 following notification from the health authority have 
risen from 45 for children requiring school placement in September 2009 to 63 for 
children requiring school placement in September 2010. 

 

The implication of this rise in demand is that there is insufficient numbers of specialist 
places in Brent schools.  Just over 250 children are placed in out-Borough special schools. 
Current planning assumptions are that we will need to increase our capacity for specialist 
placements in Brent, either in special schools or additionally resourced mainstream schools, 
by at least 30% over the next 10 year in order to meet increasing demands and reduce out-
Borough non-maintained placements and associated costs over this period. 

The total expenditure on SEN within the Dedicated School Grant is approximately £28 
million.  The SEN element of the Dedicated Schools Grant in 2008/09 was overspent by 
approximately £850,000.  In addition; expenditure of approximately £5.5 million on SEN is 
contained in central local authority budgets.  The majority of this is for SEN transport, which 
accounts for nearly £4 million. 
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Much work has already been done over the past 5 years to expand and improve in-Borough 
SEN provision and places in special schools and Pupil Referral Units have increased by 
approximately 100 over this period.  There is also commitment to provide an additional 25 
places through the creation of The Village School (formerly Hay Lane and Grove Park 
Schools) and the agreement from the Council’s Executive for a rebuild leading to much 
improved facilities. 

However, work to expand local provision needs to be accelerated.  Plans for increasing SEN 
provision and inclusion into mainstream schools were incorporated into the Building 
Schools for the Future proposals.  The recent announcement of the cessation of BSF 
funding means that there is uncertainty about the availability of the future capital funding 
that will be required.  However, it is vital to take plans forward and there is currently 
limited capacity within Children and Families to undertake to necessary strategic planning 
and project management required to support the rapid implementation of an expansion 
programme.  The interim findings of the Service Review for SEN and Children with 
Disabilities support this view. 

 
There will be a continuing need to place some children in out-Borough day or residential 
schools.  Residential school placements are often high cost.  A decision to  place  a child in a 
residential school will arise from either a child’s  educational needs or more often where 
social care have safeguarding concerns about a child remaining at home. Residential 
placements can be commissioned either through the education route as laid out in the SEN 
Code of practice or through social care commissioning. The current practice in Brent is that 
the education route is followed for children requiring a 38 week provision and where there 
needs to be a 52 week provision, social care commissioning will undertake the search and 
contracting. The Local authority uses the agreed NASS contract for residential schools 
placements.  There have been discussions between Social Care and Education and there has 
been an agreement in principle for the commissioning of residential school placements to 
be transferred to Social Care commissioning.  
 
Historically residential schools have been able to charge premium prices due to the fact 
that they offer highly specialist placements and many education departments within 
Children Services have not embraced commissioning to the same level as other services. 
This is also compounded by the SEN Code of Practice whose guidance does not easily lend 
itself to competitive commissioning.  In London this is being addressed by the London 
Councils and the West London Alliance who are providing commissioning information to 
local authorities and working towards regional planning and commissioning of residential 
school placements.  
 

2.1.2 Strategic context 

Brent strategy for SEN and Inclusion is contained within the Building Schools for the Future 
Strategy for change (June 2010) and has been the subject of consultation.  The overarching 
aims are as follows 

• to raise the achievement of all students with special educational needs and promote 
a strong culture of inclusion in every school 

• to ensure an excellent range of local SEN provision  
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• to maintain special schools for children with the most complex needs but break 
down the barriers between special schools and mainstream schools, co-locating 
where possible, and ensuring mutually beneficial curriculum and social links 

• to increase the capacity of Brent mainstream schools to meet a wide range of 
special educational needs through a planned process of expansion, specialist 
support and professional development  

 

2.1.3 Legislative context 

There is a strong national legislative context which underpins the work of local authorities 
in assessing special educational needs and determining the placement and support 
required to meet those needs.  The local authority has to take account of a SEN ‘Code of 
Practice’.  There are very limited grounds for the authority overturning parental preference 
for a school and if parents are unhappy with proposals made by the local authority, they 
have recourse to a tribunal appeal.  There is a national review of the SEN statutory 
framework which has been announced by the current government, but it is too early to 
speculate what changes may be anticipated arising from the review. 
 

2.1.4 Operational Context 

Demands on local authority services, particularly the SEN Assessment Service and 
Educational Psychology Service, are increasing as the number of children with high level 
SEN increases.  An increasing proportion of time is required to ensure statutory assessment 
and statementing procedures are carried out thoroughly and within statutory timescales.  
This restricts the capacity for more strategic aspects of work, direct support for schools in 
planning and implementing interventions and the contract management and monitoring of 
out-Borough placements. 
 

In addition, proposals for improving service efficiency are being implemented.  There is a 
planned reduction in posts in the SEN Assessment Service and Educational Psychology 
Service arising from the Staffing & Structure project Wave 1 savings exercise.  The future 
structure of local authority services for SEN will be considered under the Staffing & 
Structure project Wave 2.  A major initiative is also to be introduced from 1.9.2010 to 
reduce statutory bureaucratic demands linked with SEN assessment and statementing 
procedures. 

 

2.1.5 Action already taken 

A service review was undertaken in 2009 and an interim report was completed in 
November 2009. 

 

 Main recommendations Key actions taken 

1. Strengthening strategic 
management 

Mapping of demand and supply of SEN placements has been carried 
out. 

Trend analysis has been carried out and projections made of future 
needs 
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Place planning projections have been validated by the regional SEN 
adviser. 

2. Lack of in-Borough SEN 
provision. 

Expansion proposals developed and consulted upon as part of the 
Building Schools for the Future proposals 

Hay Lane/Grove Park redevelopment proposals approved by Executive 
and implementation on track. 

New autistic provision at Preston Manor High School to open from 
September 2010. 

3 Provision for children with 
disabilities 

Increased short break provision arising from use of the Aiming High 
for Disabled Children Grant. 

Audit of waiting lists of Children with Disabilities Team undertaken 
and remedial action taken. 

Historical underfunding of Children with Disabilities Service has been 
addressed.  

4 Commissioning of out-
Borough placements 

Brent has contributed to work of the West London Alliance Project, 
aimed at reducing costs through greater cross Borough collaboration. 

Agreement in principle to transfer functions for contract management 
and monitoring of residential out-Borough placements to Social Care. 

5 Relationship with Brent 
schools 

Detailed case discussions with individual schools as required.  

All guidance and procedures in line with SEN Code of Practice. 

6 Performance against 
national indicators 

Close monitoring and reporting to partner agencies on performance 
against statutory SEN timescales.  Action plan agreed and 
implemented. 

7. Integrated service model To be taken forward through the Structure and Staffing Review and 
the Transitions Project. 

 
2.2 Objectives 
 
The proposed project will 
 

• Increase in-Borough SEN provision for children with high level needs by 
approximately 50 places within the project period.  The long-term objective is to 
establish approximately 200 additional places by 2020. 

• Reduce expenditure on out-Borough placements and associated transport costs 

• Ensure high quality, cost effective local provision and improve on the good 
outcomes already achieved by children with SEN in Brent. 

• Increase inclusion of children with high level SEN into mainstream schools 
through expansion of specialist mainstream provision and co-location, where 
possible, of special schools and mainstream schools 
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• Improve the commissioning of all out of Borough school placements. 

2.3 Impact of change 
 

• Children and young people 

Better local facilities, less travelling time and greater opportunities for mainstream 
school experiences 

• Families 

Greater range of good local educational options 

• Social care, Children and Families department 

Joined up service between social care and education for the commissioning, 
contract management and monitoring of residential placements 

• Adult Social Care 

Improved transition arrangements with more children and young people in local 
SEN provision (link to Transitions to Adult life project) 

• Schools 

Improved professional support and expertise available through enhanced 
professional development and greater collaboration between schools  

• Health Services 

Impact on service delivery of health professionals as more children with high level 
needs are educated in mainstream school setting 

• Budgets 

Reduced spend on out-Borough placement budgets and transport budgets following 
capital investment and modest revenue expenditure using Invest to Save 
methodology 

 

2.4 Outcome 
 

• All special schools and mainstream schools with additionally resourced SEN 
provision are judged to be at least good by Ofsted  

• Expansion of local provision and reduction of number of children with 
statements of special educational needs attending out-Borough provision  

• Current low levels of tribunals (where parents are unhappy with local authority 
decisions) are maintained 

• Travelling time and transport costs are reduced 

• Children’s needs are assessed quickly and additional support, if required, is 
provided earlier 
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It aligns with: 
 
Service transformation  
Creation of high quality local SEN provision, expanding specialist provision, new models of 
professional support. 
 
Better staffing and structures 
Clarity of roles and responsibilities, improved capacity for strategic planning, joint 
arrangements with Social Care for commissioning of residential placements. 
 
Delivering One Council Proposals 
Success dependent on strong partnership arrangements with schools, parents, health 
services, Council Services and other partners. 
 

2.5 Scope 
 

• The project focuses on 

- Strategic planning and expansion of school places for specialist SEN 

- Better commissioning arrangements for SEN out-Borough residential 
placements where these are required. 

• The following teams will primarily be affected 

- SEN Assessment Service 

- Educational Psychology Service 

- School Improvement Service (SEN and behaviour/attendance teams) 

• The following will be key partners 

- Schools 

- Asset management/Core property team within the Council 

- Finance team within the Council  

- Health Services 

- Social Care commissioning team within Children and Families 

• The following is not in scope 

- Children with Disabilities team (Educational provision for children with 
disabilities who also have SEN will be in scope.  The work of the 
integrated children with disabilities teams will be subject to 
consideration under Wave 2 of the structure and staffing project and the 
transitions project). 
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- Staffing structure for local authority SEN services (this will be subject to 
consideration under Wave 2 of the staffing and structure project). 

- Hay Lane/Grove Park special school re-development (project already well 
advanced) 

 

2.6 Proposed approach 
 
A three phased approach is proposed for Strategic planning and expansion of school places 
for specialist SEN. A more detailed high level project plan is documented in Section 3.  It 
sets out the tasks to be undertaken and the key milestone.  The speed of implementation 
will be dependent on resource availability to enable a small specialist project team to be 
established (see 2.8).   
 

2.7 Benefits 
 

The project will aim to reduce expenditure on SEN Placements budget (within the 
Dedicated School Grant) and transport costs (within the General Fund) by August 2013 
despite increasing projected demand over that period.  It will achieve this by establishing 
local specialist provision, reducing expensive out-Borough placement and strengthening 
commissioning and contract management arrangements for out-Borough placements, 
where these continue to be required. 
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No. Benefit description Quantified One 
off/recurring 

Realisation 
Timing 

Impact 

B001 
Provision for secondary 
aged autistic students fully 
up and running at Preston 
Manor High School 

12 places Recurring Open September 
2010.   

Fully operational 
Sept 2013. 

Reduction in 
SEN placement 
expenditure and 
transport costs. 

B002 
Provision for primary aged 
autistic students will have 
opened at a primary school 
(to be identified) 

15 places Recurring Sept 2011 
(open)-Sept 
2013 (fully 
operational). 

As Above 

B003 
Provision for nursery aged 
autistic students will have 
opened at an early years 
setting (to be identified) 

10 places Recurring Sept 2011 
(open)- Sept 
2012 (fully 
operational). 

As Above 

B004 
Provision for students with 
complex physical medical 
needs will have been 
established as a primary 
school (to be identified).   

 

10 places Recurring Sept 2012 
(open)- Sept 
2014 (fully 
operational). 

Release places 
at The Village 
School and 
reduce SEN 
placement 
expenditure and 
transport costs. 

B005 
Secondary provision for 
students with complex 
physical/medical needs will 
have been established at a 
secondary school (to be 
identified) 

 

10 places Recurring Sept 2012 
(open)-Sept 
2014 (fully 
operational). 

As Above 

 

By September 2013, it is also anticipated that the following will have been achieved, 

• Plans will be in place for the co-location of Manor School (primary special school 
for children with severe learning difficulties and autism) with an identified 
mainstream school, with the establishment of 30 additional places at Manor 
School.  There will be no financial benefit within the timescale of this project but 
implementation will lead to financial benefits at a later date. 

• Plans will be in place for the establishment of 80 places for students with 
moderate learning difficulties and additional needs and 40 students with 
behaviour, emotional and social difficulties in Brent secondary schools (to be 
identified).  There will be no financial benefit within the timescale of this project 
but implementation will lead to financial benefits at a later date  

It is not possible to quantify the financial benefits at this stage but this will be subject to 
more detailed work during the business case stage.   It is anticipated that the £200,000 
savings target in the Improvement and Efficiency Plan will be met by savings in the 
transport budget in the project period.  There will also be savings to the Dedicated Schools 
grant on SEN placements. 



<Special Educational Needs  > 
Project Concept Paper  13 
Version: <4> 20100907 

In addition, to the financial benefits, there will be a number of non-cashable benefits which 
have been outlined in other sections of this project concept paper, including 

• Improvement to the quality of SEN provision and the educational outcomes for 
children with SEN 

• Greater inclusion of children and young people with high level special needs in 
mainstream schools, bringing social and educational benefits and promoting 
community cohesion. 

 

2.8 Financial Costs 
 
There will be capital and revenue costs associated with this project.  Capital costs will be 
met through available funding streams, currently the Schools Access Initiative and Primary 
Capital Programme.  Capital funding streams from April 2011 onwards will probably not be 
clear until at least the end of October 2010, at which time the results of the Government’s 
Comprehensive Spending Review will be known.  It is expected that there will be a 
successor scheme to the Building Schools for the Future programme, but no details have 
yet been announced. 

There will be revenue costs over the project period to provide the necessary strategic 
planning and project management capacity which will be required.  There will also be 
revenue costs associated with improved contract management and placement monitoring 
arrangements. 

 

Anticipated revenue costs are as follows:- 

COST ITEM 2010/11 2011/12 2012/13 

Project team of 1.5 fte (from 
January 2011. 

1 specialist project manager. 

0.5 data analyst/project support 
officer. 

10 days specialist consultancy to 
support development of 
business case (Oct/Nov 2010). 

£30,000 £100,000 £100,000 

0.5 contracts officer post (from 
January 2011. 

£5,000 £20,000 £20,000 

TOTAL £35,000 £120,000 £120,000 

 

3 High-Level Plan 
 

Level Milestones Planned date 
Stage 1: Concept 
L1 Project Concept paper completed 10/09/2010 
L1 Predictive Equality Impact Assessment completed - 
L0 Project concept paper approved & endorsed 15/09/2010 
Stage 2: Start Up 
L1 Business Case completed 
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L0 Business Case approved & endorsed 24/11/2010 
Stage 3: Initiate 
L1 Risk and Issue logs completed - 
L1 Draft PID completed - 
L1 Detailed project plan completed (appendix to PID) - 
L1 Dependency Log produced (appendix to PID) - 
L1 Quality Log completed (appendix to PID) - 
L1 Benefits Model completed (appendix to PID) - 
L1 Business Case updated - 
L1 Benefits Profiles completed - 
L1 Benefits Realisation Plan completed - 
L0 Initiate stage project plan approved & endorsed - 
L0 PID approved & endorsed - 
Stage 4: Delivery 
L1 Detailed stage project plan produced (Delivery) - 
L1 Business Case updated - 
L1 Implementation completed - 
L1 Service Area handover completed - 
L1 Delivery End Stage Report Completed - 
L0 Delivery Stage End Stage Report approved & endorsed - 
Stage 5:  Evaluate 
L1 Project Closure report completed - 
L1 Benefits Review Report completed - 
L1 Retrospective Equality Impact Assessment completed - 
L0 Project Closure report approved & endorsed - 
Level 2 Milestones 
PHASE 1: September 2010 – March 2011  

- 
L2  Appoint Project Team - 
L2  Amend expansion proposals, post BSF, in consultation with schools - 

L2 
 Project numbers of special school places required for each category of need for September 
2011 and September 2012, identify shortfalls and establish plans - 

L2  Undertake feasibility study and estimated costing for primary ASC provision at 
identified mainstream school 

- 

L2 Undertake feasibility of co-location of primary special school with identified 
mainstream school - 

L2 Develop firm plans for expansion of provision for children Under 5 with autism - 

L2  Undertake more detailed analysis of trends and costs of out-Borough placements - 

L2 
 Develop model of mainstream provision for complex physical/medical needs and seek initial 
expressions of interest from primary and secondary schools - 

L2 
 Review current contractual arrangements with residential providers and strengthen where 
required - 

L2 
Commence programme of annual visits to all children and young people in residential 
establishments (whether looked after or not)  

L2 Implement protocol on restriction of fee increases in partnership with London Alliance 
 

PHASE 2: April 2011 – March 2012 
 

L2 
Commence rolling programme of review of all high cost out-Borough placements to assess 
feasibility and cost of in-Borough placement and support  
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L2 
Specify any short-term contingency work required for September 2011 special school intake, 
assess financial implications and progress implementation  

L2 
Progress primary and under 5’s developments in mainstream provision for children with 
autism under robust project methodology  

L2 
Develop firm plans for additionally resourced mainstream provision for behaviour, emotional 
and social needs  

L2 
Develop firm plans for additionally resourced mainstream provision for moderate learning 
difficulties with additional needs  

L2 
Develop firm plans for additionally resourced mainstream provision for complex 
physical/medical needs  

PHASE 3: April 2012 to August 2013 
 

L2 Update of strategic plans and trend analysis 
 

L2 Project manage Phase 1 and Phase 2 projects to implementation 
 

L2 
Full implementation of strengthened contract management arrangements for residential 
placements  

L2 
Consider feasibility of establishing a joint WLA Commissioning team with West London 
Alliance  

 

4 Resources 
 

• 1 x project manager 

Responsible for co-ordinating delivery of all aspects of the project and delivering on 
time and to budget 

• 0.5 x Data analyst/project support officer 

Responsible for analysing service information, identifying trends, designing 
improvements and supporting implementation 

• 0.5 Contracts officer post 

Responsible for agreeing contracts with out-Borough providers, implementing the 
regional protocol on minimising fee increases and monitor contract arrangements 

• 10 days specialist consultancy consultancy support to develop the detailed business 
case 

• Advice and input from Council’s finance team in carrying out financial analysis and 
supporting implementation 

• Advice and input from Communication in supporting the Communications Strategy 

• Advice and input from SEN specialists in Children and Families department to design 
the proposals and support implementation 
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5 IT/Technical 
 

There are no major IT implications for this project although there may be additional 
requirements for financial monitoring and monitoring of service performance against 
agreed objectives. 

 

6 Stakeholders and Communications 
 

STAKEHOLDERS 
CONSULTATION/ENGAGEMENT 

ALREADY CARRIED OUT 
WHAT WOULD BE NEEDED 

Schools 
Expansion proposals developed 
through sub-group of Building Schools 
for the future 

Continued work through the BSF group, 
with primary headteacher representatives 
joining the group.  

Parents Through BSF communication strategy 
Communication programme about new 
SEN provision, planned and completed, to 
build parental awareness and confidence. 

Children and 
young people 

Through pupil input to BSF schemes Involvement in design and planning of new 
provision. 

Health Consultation on broad strategic plan 

Involvement in design and planning of new 
provision and implications for service 
delivery from relevant health 
professionals. 

Regional SEN 
Adviser 

Endorsement given to expansion 
proposals, from regional perspective 

Future of regional SEN adviser post 
currently unclear. 

Other local 
authorities 

Not directly, through SEN regional 
adviser 

Collation of development plans in other 
authorities and consultation on Brent 
expansion plans. 

Elected members 
Though Children and Families 
Overview and Scrutiny 
 

Through Overview and Scrutiny and 
Executive as required. 

 

7 Summary of key risks and issues 
 

No. 
Risk / 
Issue 

Risk/Issue description Planned mitigation or resolution 
Owner 

1 R 

Risk that demand for 
specialist places falls 
short or exceeds 
expectations 

Regular updating of projections. Phased 
expansion programme which can be tailored 
to respond to changes in projected demands. 

 

2 R 

Parents request out-
Borough provision in 
preference to Brent 
provision 

Low risk.  Majority of parents happy with Brent 
provision and local placement.  Ensure good 
communication with parents, schools and 
other professionals about high quality of local 
provision. 

 

3 R 
Lack of capital funding 
streams to support 
expansion proposals. 

Co-ordinated lobbying campaign regarding 
capital grant scheme to succeed BSF. 

 

4 R 

Mainstream schools not 
willing to host 
additionally resourced 
SEN provision. 

Build in engagement with schools to SEN 
expansion programme from the outset.  Good 
level of commitment already secured. 
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5 I 

Lack of capacity at local 
authority level to 
implement programme 
within required 
timescale. 

Need for dedicated project manager to drive 
the project forward. 

 

6 I 
Project sponsor and 
project manager yet to 
be identified 

For resolution following endorsement of 
project concept paper. 

 

 

8 Assumptions 
 

No. Assumption description  

1 There will be continued growth in demand for specialist placements for students with high level SEN.  

2 Sufficient capital funding will be available to enable the expansion programme to progress at required 
rate. 
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9 Appendix 
SEN Place planning – Building School for the Future. 
(Provides further detail on the basis for pupil place projections). 

 


