
1 

 

 

Report No. 
CEF23006 

London Borough of Bromley 
 

PART ONE - PUBLIC 

 
Decision Maker: 

 
Children, Education and Families PDS Committee 

Date: 1 February 2023 
  

Decision Type: Non-Urgent Non-Executive Non-Key 

Title: TRANSFORMING SEN TRANSPORT – 6 MONTH REVIEW 

Contact Officer: Scott Bagshaw, Head of Access to Education and Inclusion 
Tel: 020 8313 4442 E-mail: scott.bagshaw@bromley.gov.uk 

Chief Officer: Jared Nehra, Director of Education 
 

Ward: All wards 
  

 

1. REASON FOR REPORT 
 

1.1 Following a review of SEN Transport operations in Bromley, officers proposed changes to 
transport policy to enable a broader offer of support for families giving greater access to 
preferred schools, improved transport options and better flexibility in the assistance offer. 

 

1.2 The proposed revisions were presented and supported by Children, Education and Families 
PDS on 15 June 2022 and then formally agreed by the Executive on 29 June 2022. 

 

1.3 The proposals formed part of a wide range of transformation initiatives designed to 
introduce greater efficiencies in the transport operations deliver improved value for money 
and help mitigate the growing pressures on the SEN Transport Budget, in light of the shift in 
market forces driving up costs in addition to the anticipated growth in pupil numbers. 

 

1.4 Members are invited to note that the new Transport Assistance Policy took effect from 
January 2023 and acknowledge the progress made by the Transport Team in developing its 
new initiatives and the contribution this is making to the financial position of the council, in 
addition to improving the transport assistance offer available to Bromley residents. 

 
 

2. RECOMMENDATION(S) 
 

The Education, Children and Families PDS is recommended to: 
 

(i) Note the progress made by officers in developing improved efficiencies in route 
optimisation and the resultant cost reductions;

mailto:scott.bagshaw@bromley.gov.uk
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(ii) Note that following formal consultation, new Transport Assistance Policies were 
adopted in January 2023. These are in their infancy but now provide access to 
Personal Transport Budgets and a revised mileage payment scheme which will 
introduce greater flexibilities for families going forward; 

 

(iii) Note the update in relation to the establishment of an in-house Independent Travel 
Training Offer and the compound financial returns that can be expected; and,  

 

(iv) Note the ongoing growth pressures and inflationary increases which continue to 
present significant challenges to the service budget in the medium term 
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Impact on Vulnerable Adults and Children 
 

1. Summary of Impact: The new Transport Policies and approaches to operations will 
significantly improve the long term prospects for Children and Young people with SEN in the 
borough whilst at the same time supporting families and driving efficiencies and flexibilities to 
the delivery of transport services. 

 

Corporate Policy. 
 

1. Policy Status: Home to School Travel Assistance Policies: Introduced from January 2023 
replacing the 2014 Transport policies offering greater flexibility in the travel offer available to 
families and aligning Bromley policy documentation with current legislative requirements and 
guidance. 

 
2. BBB Priority: Children and Young People / Supporting Independence 

 

Financial 

1. Cost of proposal: N/A 
 

2. Ongoing costs: N/A 
 

3. Budget head/performance centre: R15004 and R14304 
 

4. Total current budget for this head: £8,005k 
 

5. Source of funding:  Core and DSG funding 
 

Personnel 

1. Number of staff (current and additional): Two existing staff are currently engaged specifically 
in the preparation and delivery of the transport logistics activity and amendments to working 
practices within the team are achieving the required aims. As demand increases it may be 
necessary to recruit one administrator with financial experience to deliver the PTB work with 
the post funded out of the generated savings. 

2. An Independent Travel Trainer has been recruited from within the financial envelope for the 
previously commissioned Travel Training Services. 

3. Management of the new activity is met within existing resources 
 

Legal 

1. Legal Requirement: There is a statutory requirement to provide transport assistance to school 
in some circumstances, the Council must also maintain a Transport Policy. 

 
2. Call-in: Applicable Not Applicable: No Executive decision.  

 

Procurement 
 

1. N/A 
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Customer Impact 

 

1. The new policies implemented in January 2023 will serve to increase the flexibility of offer to 
families enabling them to work with us creatively in securing their children access to school. 
The transport assistance on offer now introduces a flexibility to arrangements that encourages 
engagement with families to find the most suitable and beneficial ways in which their children 
can access learning. 

2. Transport provision evaluated each year ahead of the new academic year, will now also 
present opportunities to access personal transport budgets which in turn may free up space on 
vehicles. Any parents accessing an existing mileage payment arrangement will retain this until 
such time as they request a re-assessment under the new policy or there is a material change 
in circumstances. 

3. Decisions made under the old policy stand until such time as there may be a significant and 
material change in circumstances. This will trigger a new assessment against the new policy 
adopted in January 2023. 

4. The introduction of Personal Transport Budgets provides an opportunity for some families to 
have the financial means and flexibility to support their child with accessing school where 
previously this may have been untenable. This not only helps families but invariably improves 
the likelihood of the child arriving at school with reduced anxiety and ready to learn. 

5. Transport can sometimes be a barrier to accessing a child’s preferred school. Where the 
council is operating vehicles that have spare capacity it is possible to offer those seats to 
families for a fixed price of contribution unless they are needed for legally entitled pupils. This 
has the potential to open up opportunities to pupils who might not otherwise be able to access 
their preferred schools. 

6. Introducing flexibility to the commissioning arrangements will allow the extension of contract 
durations, improve the consistency of suppliers and improve customer relationships. (This will 
address a key concern consistently raised by parents about the anxiety caused each year by 
the re-tendering of contracts) 

7. Independent travel training provides genuine life skills to learners giving confidence and 
independence far beyond home to school travel. It is a key element to helping young people 
grow into independent adults able to function successfully in society. 

 

 

Ward Councillor Views 

1. Have Ward Councillors been asked for comments?  N/A 

2. Summary of Ward Councillors comments: 
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3. COMMENTARY 
 

3.1 Demand Pressures 
 

3.1.1 The borough has seen a significant 29% growth in Education, Health and Care Plans 
(EHCPs) in the previous two years [SEN2 2021 January (2,879 EHCPs) to (3,722 EHCP) 
November 2022]. We have developed a forecasting model, which is predicated on a further 
19% growth between 2023 and 2027 (Chart 1). These demand forecasts inform the Council’s 
proposed Medium Term Financial Strategy (MTFS) and growth mitigation actions. 

 
3.1.2 Analysis of the 2022 calendar year EHCPs confirms that the growth of EHCPs has been 

contained at 15% in line with anticipated growth reflected in the MTFS. A range of growth 
mitigation measures were put in place to manage this pressure and further steps are being 
taken through the Council’s DSG Deficit Recovery Management Plan to achieve a further 
reduction for 2023. The Council’s 2023/24 MTFS is predicated on the 6% projected growth in 
EHCPs. 

 
Chart 1: LBB EHCP growth forecasts 2021 to 2026 

 
 

Chart 2: The age breakdown of the 2021-2026 forecast. 
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SEND Demand 5-year +5% % change   15% 15% 6% 5% 4% 4% 
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Chart 3: Transport Projections 2022 - 2027 
 

 
3.1.3  The projected growth in EHCPs will have a direct and real cost implication to SEND 

transport pressures as shown in chart 3 above. The proposed reduction in take up of 
funded transport to 30% will mitigate the anticipated growth in children and young people 
with EHCPs. 

 
3.2 Impact on SEND transport 

 
3.2.1 The baseline position for SEND transport eligibility and take up is taken from January 

2022, before PDS and Executive agreed the revisions to transport arrangements. At this 
point, 36% of children and young people with an EHCP were in receipt of funded transport 
arrangements. In order to achieve financial cost reductions and contain inflationary 
pressures, Officers proposed to achieve a reduction in the take up of funded transport 
arrangements to 30% within a three-year period. 

 
3.2.2 A further snapshot of eligibility and take up was taken in November 2022, to assess the 

progress made on reducing the proportion of children and young people supported with 
funded transport. This analysis confirmed a 3% reduction in the period January 2022 to 
November 2022, with 33% of those with an EHCP (0-25) now accessing funded transport. 
For the cohort aged 5-19, the reduction in take up was 4% (39% to 35%). These 
reductions, well ahead of schedule, have been achieved before the Personal Transport 
Budgets and revised mileage payment scheme have been introduced. Officers will 
continue to work towards the further reduction of transport take up, with the target of 30% 
which underpins the MTFS. 

 
3.2.3 Notwithstanding the progress that has been made to date, the pressures on SEND 

Transport remain considerable. Although a lower proportion of learners is now accessing 
transport, those in receipt of funded transport arrangements has increased to 1,220 in 
November 2022, from 1,100 in January 2022, a 11%% growth as a result of the increased 
number of EHCPs. Additionally, there is a transport cost implication arising from the 
shortage of specialist provision within Bromley, which results in 26% of SEND Transport 
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clients being for out of Borough educational establishments, at increased cost. 
 
3.2.4 Another considerable cost pressure on the SEND Transport budget arises from market 

inflationary pressures, which have been exacerbated by a shortage of drivers and 
vehicles locally. Providers within the Transport Framework contract have typically 
increased their prices by c9%, as permitted by the contractual arrangements. 

 
3.2.5 Officers undertook a review of the major commissioned transport routes to Bromley 

special schools which enabled significant route optimisation as set out later in this paper. 
As a result, a significantly increased vehicle occupancy was achieved, leading to fewer 
routes needing to be commissioned from the market. This exercise effectively offset the 
majority of the inflationary increases passed on by providers and enabled cost pressures 
to be contained. 

 
3.2.6 Officers undertook early market engagement with providers and secured 2022/23 

routes at the best possible rates for September 2022 start. However, where in-year 
changes to routes are naturally required or additional children and young people 
become eligible for transport, the unit cost of routes has been considerably higher, due 
to the shortage of drivers and vehicles locally and ability for providers to attract higher 
income from competing delivery services. 

 
3.2.7 Budget monitoring projects that the SEND Transport budget will overspend by £300k in 

2022/23. Whilst a considerable overspend, it is notable that this would be significantly 
higher without the transport mitigation work agreed by Members and set out within this 
paper. 

 
3.2.8 The Council’s proposed MTFS includes proposals for a net increase in the 2023/24 

SEND Transport budget of £842k, constituted of £1.225m growth and budget 
mitigations of -£383k. This represents a 11% increase on the SEND Transport budget, 
which reflects the anticipated future cost pressures as set out above. The MTFS 
assumes that the growth mitigation measures will be achieved from the SEN Transport 
initiatives and significant reduction in overall EHCP growth. 

 

3.3 Personal Transport Budgets - Where financially advantageous to the Council and agreed 
with families. 

 
3.3.1 The new Transport Policy took effect from January 2023, and consequently there are no 

current users accessing the personal transport budget as yet. The consultation cycle required 
for the Transport Policy change meant that despite Executive agreeing to consult on the 
proposals in June the timing of the school holidays meant that this could not start until 
September. 

 
3.3.2 This initiative is only offered where it is financially advantageous to the Council, so if a seat is 

available on an existing vehicle and it is more cost effective to make use of this, the payments 
will not be offered. It has the potential to drive significant savings as an alternative to 
commissioning hired transport, and there is no restriction on how the money is spent by 
parents provided it is used to facilitate the family enabling their child to access school. (i.e. it 
may be used to pay a family member to watch over a younger sibling, if this then provides an 
opportunity for the parent to accompany their older child to school) 
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3.3.3 The personal budgets are split into three fixed amounts: 
 

Band 1 Less than 5 miles £2,000 Annual Budget 

Band 2 5 miles and over but less than 10 miles £4,000 Annual Budget 

Band 3 10 miles and over £6,000 Annual Budget 

 

3.3.4 All future transport applications invite families to consider a Personal Transport Budget as an 
alternative to commissioned transport, in addition there is an active strategy to target single 
occupancy users which tend to be high cost with a view to encouraging more families to ‘self 
help’ with the financial support from the scheme. 
 

3.3.5 If it is possible to encourage a 6% shift in approach by those currently in receipt of transport 
assistance (which has been achieved over the course of 3 years in some authorities) it will be 
possible not only to reduce demand on the private hire network but also to reduce expenditure 
on commissioned transport. 

 
3.4 Independent Travel Training (ITT) 

 
3.4.1 There was no need to wait for the new policy to be adopted in regard to Independent Travel 

Training and recruitment for this began before the summer. The operation had previously been 
outsourced and whist benefited Bromley learners, was not linked to their transport to school 
activity. (The contract was terminated by mutual agreement due to it being unsustainable 
because of Covid.) 

 
3.4.2 The revised approach is a directly employed trainer, who specifically targets learners ready to 

make the move to independent travel on public transport. Meaning that pupils that 
successfully complete the training are able to shift from commissioned transport at an average 
cost of £7.2k pa to free transport via the Transport for London Travel scheme. It means that 
the operation will more than break even in year 1 and from year 2 onward build compound 
savings upward of £50k each year. 

 
3.4.3 The cost of delivering this initiative ordinarily outweighs the levels of savings that might be 

achieved from the provision of transport in year 1 as it is requires significant 1:1 contact time. 
The significant benefits, though hard to quantify financially, will come in later years delivering 
compound savings to both education and adult social care as these children develop essential 
life skills for the future. 

 
3.4.4 In setting up an inhouse service, best practice was considered and introduced having worked 

with Councils already delivering independent travel training. An initial pilot with 4 learners was 
delivered working closely with London South East Colleges. This was completed over the 
summer holidays enabling the learners in question to start their new academic year using 
public transport. Since the initial pilot a further 4 learners have successfully been signed off as 
competent and confident to travel on public transport and are no longer requiring 
commissioned transport and a further pupil is in training currently. 

 
3.4.5 The service is exceeding its initial targets and is building a strong reputation across schools 

and with families. A waiting list is building and following an evaluation at the end of the 
academic year the service will explore whether there is capacity to add to the team to deliver 
even greater returns for the council. 
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3.5 Route Optimisation 
 

3.5.1 Officers have extensively reviewed the existing transport routes, with the aim to reduce the 
number of vehicles and drivers where additional pupils can be accommodated. Wherever 
possible officers have sought to comply with best practice guidance on the length of journey 
for each pupil (45 minutes for primary and 75 minutes for secondary). 

 
3.5.2 Through specialist transport software, it has been possible to consolidate the number of routes 

into the 5 key special schools, generating significant savings and easing pressure on sourcing 
transport operators for the growing demand. Projected savings are set out in the finance 
section of the report. 

 
3.5.3 The removal of routes is anticipated to deliver a reduction in expenditure, however the 

increased need for SEN transport, aligned to the increase in EHCPs, will offset some of the 
potential gains. The current and anticipated future shortage of vehicles and drivers is 
anticipated, meaning this is an essential element of work if future demand is to be met by the 
limited resources in the market. The charts below demonstrate the efficiency gains achieved 
to date whilst also showing the impact of continued growth and the pressures this presents 
through the year. 

 

 

3.5.4 The above chart clearly demonstrates that the optimisation completed ahead of the start of the 
academic year successfully brought down the average price per pupil to lower than the start of 
the 20/21 academic year even accounting for the significant inflationary increase in price over 
the past year. 

 

 

3.5.5 The above chart again provides a clear indication of how effective the route optimisation 
software has been to enable the reduction of vehicles on the road. Whilst this increases 
through the year as more pupils are assessed as eligible for transport all pupils were delivered 
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at the start of September 22 using 45 less vehicles than was required at the start of the 
previous year. 

 

 

3.5.6 A clear indicator in the efficiency of operations is the capacity rates in vehicles, whilst there are 
instances where learners may be the only ones accessing certain provision meaning there will 
be elements of spare capacity, this chart shows how the new software was able to optimise 
routes to ensure vehicles were operating efficiently at the start of the academic year. 

 
3.5.7 We can be confident that the SEN Transport team now have the tools they need to drive 

efficiency gains in the operation of the SEN Transport delivery. The significant challenge is in 
the provision available locally and how best this can be utilised to reduce length of journeys 
and indeed to maximise the occupancy rates in vehicles. The table below, demonstrates that 
as local provision reaches capacity parents are more likely to secure placements in provisions 
outside of the borough further away. It can mean these are the only children attending 
particular schools which again raises costs disproportionately. 

 

 

3.5.8 The chart below further demonstrates the challenge facing the transport team to bring down 
costs. The most significant factor in provider pricing is the mileage of routes. In borough 
provision has now reached capacity for SEN learners and there are almost twice as many 
routes to out borough provision sites compared with those travelling locally within the 
borough. 
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3.6 Vacant Seat Payment Scheme (VSPS) 
 

3.6.1 VSPS only became an available option from January 2023 so it has not had chance to be put 
into practice at this stage. It will however provide for greater flexibility for families in accessing 
their schools of choice where transport might otherwise be a barrier. 

 

3.6.2 Transport duties placed on the local authorities only require the provision of transport to the 
nearest suitable school. Often families will prefer a school further away and seek to challenge 
the suitability of closest school when they are capable of meeting need. 

 
3.6.3 By introducing a mechanism that will enable families to access a preferred school over one 

which is otherwise their nearest may reduce the pressure on services working with those 
families to identify named provision and importantly reinforce the understanding that an EHCP 
does not necessarily mean an entitlement to free transport. 

 

3.6.4 It is anticipated that access to a VSPS scheme, will enable officers to hold a line more 
effectively on transport decisions and may assist the process of brokering with parents the 
naming of provisions suitable for meeting the educational needs of learners. 

 
4. IMPACT ON VULNERABLE ADULTS AND CHILDREN 

 
4.1 Introducing these policy and operational practice revisions has the potential to greatly improve 

the life experiences of vulnerable children and adults in Bromley and ease the pressures on 
families supporting vulnerable learners. We will work with families and providers to support the 
delivery of the new approaches to help build life skills and independence for our vulnerable 
people. 

 
5. POLICY IMPLICATIONS 

 
5.1 The Transport Policies were formally adopted and came into effect from 1 January 2023. 
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6. FINANCIAL IMPLICATIONS 

 

6.1 The table below breaks down the current growth and savings allowed for in the budget from 
2022/23 onwards 

 

 

2022/23 2023/24 2024/25 2025/26 

SEN TRANSPORT 
 

GROWTH 

SEN Transport additional demand 3,119 3,644 4,170 4,680 

Cost pressures   0 700 700 700  
 3,119 4,344 4,870 5,380 

MITIGATION 

Route Planning 
 

-73 
 

-274 
 

-274 
 

-274 

Personal Travel Budgets 0 -57 -115 -139 

Travel Training -46 -118 -181 -200 
VSPS 0 -2 -4 -4 

Increased in borough provision   0 -51 -139 -343  

-119 -502 -713 -960 

 

NET GROWTH 
 

6.2 Route planning has rationalised the number of routes, and saved money on a per pupil basis, 
particularly on the main routes with special schools. However this saving has been eroded by 
price inflation across the service, above and beyond budgeted levels. This has caused an overall 
overspend in the service for 2022/23. Price inflation has been added into the budget for 2023/24 

 

6.3 Other mitigations have only begun to move forward from the 1st January so may take longer to 
embed and achieve the required savings. 

 
6.4 it can be seen from the body of the report that there are continuing pressures in this area. Further 

growth has been provisionally allocated to this area from 2023/24 onwards, subject to Member 
approval. 

7. PERSONNEL IMPLICATIONS 
 

7.1 Operational efficiency gains can deliver the other aspects of the initiatives, within the existing 
staffing cohort by implementing adjustments to current working practices. 

 

7.2 Options and costs for independent travel training to be reviewed during 2022/23. One travel 
trainer is in place and the service will evaluate the relative merits of expanding the offer 
following an analysis of the 2022/23 academic year. 

 

8. LEGAL IMPLICATIONS 
 

8.1 As travel trainers will be working with vulnerable young people they will need to be subject to 
an enhanced DBS check. Normal HR and employment law considerations will apply. 

 

8.2 The statutory guidance on home to school travel and transport, paras 1.2 and 1.3 summarises 
the legal position re school transport. In short, Sections 508B and 508C of the Act (meaning 
Education Act 1996) make provision for local authorities to ensure that suitable travel 

  3,000 3,842 4,157 4,420  
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arrangements are made, where necessary, to facilitate a child’s attendance at school. These 
provisions apply to home to school travel arrangements, and vice versa . They do not relate to 
travel between educational institutions during the school day. 

 

8.3 Parents are responsible for ensuring that their children attend school regularly. However, 
section 444(3B) of the Act provides that a parent will have a defence in law against a 
prosecution by a local authority for their child’s non-attendance at school where the local 
authority has a duty to make travel arrangements in relation to the child under section 508B 
and has failed to discharge that duty. 

 

8.4 Section 508B of the Act deals with the duty on local authorities to make such travel 
arrangements as they consider necessary to facilitate attendance at school for eligible 
children. Schedule 35B of the Act defines eligible children – those categories of children of 
compulsory school age (5-16) in an authority’s area for whom free travel arrangements will be 
required. Most relevant for this report is that the definition means that local authorities are 
required to make transport arrangements for all children who cannot reasonably be expected 
to walk to school because of their mobility problems or because of associated health and 
safety issues related to their special educational needs (SEN) or disability. Eligibility, for such 
children should be assessed on an individual basis to identify their particular transport 
requirements. Usual transport requirements (e.g. the statutory walking distances) should not 
be considered when assessing the transport needs of children eligible due to SEN and/or 
disability. 

 

8.5 The SEND code of practice para 4.49 sets out that: Section 508C of the Act (Education Act 
1996) gives local authorities discretionary powers to make school travel arrangements for 
other children not covered by section 508B. Such transport does not have to be provided free 
of charge. 

 

8.6 Local authorities must publish a transport policy statement each year setting out the travel 
arrangements they will make to support young people aged 16-19 and learners with learning 
difficulties and/or disabilities (LDD) aged up to 25, to access further education. This should 
include any arrangements for free or subsidised transport. 

 

8.7 A public consultation and an equalities impact assessment was appropriately undertaken to 
inform the final decision to introduce the proposed policy changes. 

 

8.8 In respect of the proposal re personal transport budgets, an agreement should be in place on 
allocation to ensure that the budgets are used to facilitate access to school. 

 
9. CARBON REDUCTION/SOCIAL VALUE IMPLICATIONS 

 

9.1 The initiatives identified in the report, delivered through the updating of policy will lead to a 
greater use of public transport. Additionally, it is anticipated that it will reduce the number of 
vehicles on the road during the school run 

 

9.2 By extending the duration of contracts it will enable operators to invest in greener vehicles. 
 

9.3 It will develop independence for young people in our community and improve the social 
wellbeing for children and young adults but helping them develop life skills. 

 

Non-Applicable Headings: Procurement and Property Implications 

Background Documents: 
(Access via Contact Officer) 

N/A 

 


