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Introduction
The £1bn Shortfall – What It 
Means for Trusts

Context: Schools in England face a 

£1bn funding shortfall due to nearly 

1 million fewer pupils by 2032.

Impact: Underutilised spaces, 

financial strain, and the urgent need 

for estate optimisation.

Objective: How smart, data-driven 

solutions can help trusts adapt, 

optimise, and future-proof their 

estates.



What Principles Do I Need to Prepare for Falling Rolls?
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"The right data isn’t just useful – it’s essential for making informed decisions on how to adapt and optimise 

school estates."

Space utilisation metrics Room occupancy rates vs. 

timetable data

Energy and operational 

costs

Future demographic 

trends

Minimum Viable Datasets for Strategic Planning:

Tracking how spaces are 

used helps identify 

underutilised areas and 

opportunities for 

optimisation.

Comparing scheduled vs. 

actual room use highlights 

inefficiencies and informs 

smarter space planning.

Understanding energy use 

and running costs supports 

cost-saving and 

sustainability efforts.

Forecasting pupil numbers 

ensures estates are right-

sized to meet future 

demand.



1. How Do I Prepare For Falling Rolls? 
Start by Knowing Your Estate:

Comprehensive asset 

registers.
Accurate and up-to-date 

floor plans.
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"To be an effective estates manager, I need to know what I've got and how it's being used."

Capacity Analysis & 

accessibility reports.

Financial and operational 

datasets.



• Intelligent floor plans.
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Intelligent Floor Plans: The Foundation of Estate Insight

Clear, precise, structured, and up-to-date floor plans provide an 
essential baseline for understanding how your estate is used. They 
enable:

• BB103 benchmarking – understand how you school compares 
to the Department for Education design guidelines

• Accurate space allocation – knowing exactly what each room 
is used for and how it supports the curriculum

• Effective estate planning – identifying underutilised and 
surplus areas, and informing future adjustments

• Data consistency – creating a shared, reliable reference 
across teams and systems

Knowing My Estate:



• Verified and located asset registers.
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Verified and Located Asset Registers: Clarity Across the Estate

A detailed asset register ensures every building, room, and facility 
is accounted for, enabling us to:

• Prioritise maintenance – plan repairs and upgrades based on 
accurate records

• Make informed financial decisions – align budgets with 
actual estate needs and usage

• Support strategic planning – build a clear picture of estate-
wide capacity and condition

Knowing My Estate:



• School Capacity Planning & Accessibility
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School Capacity & Accessibility Reports: Ensuring Compliance 
and Equity

Comprehensive school capacity and accessibility reporting 
enabled us to:

• Understand our schools as operational units - through 
curriculum modelling and timetable analysis

• Evaluate accessibility – ensure all facilities meet the needs of 
all users, including those with disabilities

• Support compliance – align estate planning with statutory 
guidelines and funding requirements

• Guide strategic decisions – make informed choices about 
admissions, space planning, and future investment

Knowing My Estate:



• Financial & Operational Datasets
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Financial and Operational Datasets: Driving Informed, 
Sustainable Decisions

Robust financial and operational data allows us to:

• Track real running costs – understand expenditure across 
energy, maintenance, and staffing

• Identify inefficiencies – pinpoint areas where costs can be 
reduced without impacting outcomes

• Support sustainability goals – align spending with energy 
efficiency and Net Zero targets

• Inform strategic investment – prioritise spend based on data, 
not assumptions

Knowing My Estate:



2. How Do I Prepare For Falling Rolls?
Start by Improving the ExistingOperational Efficiency: 
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Technical reports and 

assessments

Digital dashboards for 

data visualisation and 

interpretation

These reports clarify usable teaching space, identify access 
limitations, and inform strategic decisions on right-sizing and 
inclusive provision.

Interactive dashboards turn complex estate data into actionable 

insights, helping trusts monitor utilisation and plan strategically.

Centralised datasets for 

trust-wide strategic 

decision-making

A unified data system ensures consistency, enabling trusts to 
make informed, estate-wide strategic decisions.



Improving Operational Efficiency:
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"Small inefficiencies add up—granular data on space, energy, and operations is key to maximising efficiency 

and reducing costs."

The reality of underused space.

Up to 60%
of a school’s energy is 

consumed when the school is 

closed.

Up to 90%
of a school building is unused 

at any one time during a 

timetabled day.
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Operational Costs: Visibility for Smarter Spending

A clear view of operational costs—including energy, maintenance, 
and staffing—allows us to:

• Identify inefficiencies – uncover wasteful energy use or 
overspending

• Implement cost-saving strategies – reallocate resources 
where they deliver the most value

• Support sustainability goals – align financial planning with 
environmental targets

• Monitor trends over time – track improvements and make 
informed adjustments

Improving Operational Efficiency: Operational Costs



P l y m o u t h  C A S T   |   A p r i l  2 0 2 5

Space Utilisation: Data-Driven Optimisation

Using occupancy data, timetable analysis, and capacity 
forecasting enables Trusts to:

• Optimise room usage – match space supply with curriculum 
demand in real time

• Avoid inefficiencies – reduce empty or underused spaces 
during the school day

• Plan for changing pupil numbers – respond proactively to 
rising or falling rolls

• Inform strategic decisions – support evidence-based 
adjustments across the estate

Improving Operational Efficiency: Space Utilisation



P l y m o u t h  C A S T   |   A p r i l  2 0 2 5



P l y m o u t h  C A S T   |   A p r i l  2 0 2 5



3.  How Do I Prepare For Falling Rolls? 
Look at Pupil Numbers and Pupil Projections and ‘Rightsize’ Your School
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"Good estate management isn’t just about growth – it’s about optimising what we have."

The Shift from Expansion to Efficiency: 

Historically, pupil capacity data justified growth 

– now, it’s essential for sustainability.

Strategic Estate Adjustments: Rightsizing school 

estates to match demand.



Key Data Points for Rightsizing Your School:
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Net Cap, BB103/104, and 

curriculum modelling with 

timetable analysis

Future demographic 

projections

Pupil placement strategies

Helps optimise space, secure funding, and 

maintain long-term viability.

Analysing pupil trends enables proactive estate 

planning, preventing both overinvestment and 

unnecessary closures.

Aligning admissions with capacity ensures 

efficient space use while maintaining accessibility 

and education quality.



FOR ILLUSTRATIVE PURPOSES ONLY
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4. How Do I Prepare For Falling Rolls? 
Managing SEN / Inclusion
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5. How Do I Prepare For Falling Rolls? 
Nursery Expansion
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How are you building spaces?

Expansion of existing or 

creation of new nursery 

provision?



Paul Stewart
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Trusts and Facilities Manager, Plymouth Cast

paul.stewart@plymouthcast.org.uk

Jeremy Pilgrim
Founder and Managing Director,

Building Spatial Intelligence

jeremy@bspatial.co.uk
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