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Date: January 18, 2016 
 
To: Committee II - Planning and Facilities 

 
From: Senior Management Committee Team 
   
Re: Interim Long Range Facilities Plan 

 
INTRODUCTION: 

 
The purpose of this report is for the Board of Education to approve a Long Range 
Facilities Plan (LRFP), including specific directions with respect to the implementation of 
the Seismic Mitigation Program (SMP) and capacity utilization of Vancouver Board of 
Education (VBE) school facilities. 
 
BACKGROUND: 

 
The VBE and the Ministry of Education (MOE) signed a Memorandum of Understanding 
(MOU) in August, 2014 that requires the VBE to: 
 

“Develop and submit to the Province for approval, a long range facilities 
plan, with agreed upon levels of projected enrolment growth and location, 
ultimately to determine how to achieve 95% capacity utilization through 
the SMP and maximize the existing capacity as swing space to complete 
the SMP in a manner that is as fiscally sound as possible.” 

 
Preliminary work was undertaken in 2014/2015 and in the fall of 2015, in consultation 
with MOE staff, with respect to the preparation of the LRFP.  In December 2015, the 
Minister of Education requested that the VBE complete its work on the LRFP and 
submit a report by January 31, 2016. 
 
The information contained in this report is intended to support the Board in its 
discussion with respect to the LRFP and the consultation with stakeholders in January.  
The timeline for submission of a LRFP to the Ministry does not permit public 
consultation prior to submission of the plan.  Accordingly, the Board intends to 
undertake public consultation on the LRFP from February to June in accordance with 
the Terms of Reference approved by the Board on January 11, 2016.  An updated Long 
Range Facilities Plan will be submitted to the Ministry by June 30, 2016. 
 

ITEM 1 
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The following provides a summary of the background information presented in the 
Report: 
 

 Over the last 20 years, Vancouver’s population has been growing while VBE’s 
enrolment has been declining; 

 Vancouver’s population is aging and, in general, families are having fewer 
children; 

 The high cost of housing has resulted in smaller housing forms (e.g. apartments 
versus single-detached housing); 

 The decline in enrolment is anticipated to ease and enrolment is projected to 
increase slightly by 550 students (1%) over the next 15 years; 

 The MOE has established a capacity utilization target rate of 95% for large 
school districts in order to support capital expenditure requests for seismic 
mitigation and new schools; 

 The majority of large school districts in the province meet or exceed the 95% 
capacity utilization target; 

 VBE currently utilizes 84.6% of its district-wide classroom operating capacity for 
enrolling students, including international students; 

 The VBE has completed seismic mitigation on 20 schools since the inception of 
the SMP; 

 A further 69 schools are at high risk and require seismic mitigation; 
 Of the 69 schools, 5 are currently under construction, 24 have been approved for 

feasibility planning and 40 have not yet been supported by the Ministry of 
Education; 

 The average age of VBE schools is 73 years with 50 schools being more than 80 
years old; 

 The estimated cost of deferred maintenance for VBE schools exceeds $700 
million; 

 The VBE spends $62.5 million each year on building operations and 
maintenance costs (12.6% of VBE’s total budget); 

 If a school was closed or repurposed, on average the VBE would save annual 
operating costs of $249,000 for an annex, $567,000 for an elementary main 
school and $1,949,000 for a secondary school; and 

 If a school was closed or repurposed, one-time costs would be avoided for 
deferred maintenance ($2 - $4 million for an elementary school and up to $17 
million for a secondary school) and seismic mitigation ($8 - $16 million for an 
elementary school and $30 - $60 million for a secondary school). 

 
ISSUES 

 
This Long Range Facilities Plan addresses key issues with respect to: 
 

 Capacity utilization; 
 Priority SMP projects; 
 Temporary accommodation strategies; and  
 The process for identifying schools for repurposing and closure. 
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Some of the details with respect to the above noted issues and discussion with respect 
to other issues such as improving facility condition, retaining heritage and alternative 
use of excess space will be dealt with as part of the updated LRFP report in June 2016. 
 
Capacity Utilization 
 
Capacity utilization is defined for each school as the K-12 enrolment divided by the 
operating capacity of the school.   
 
The operating capacity is essentially how many students a school can accommodate 
and is determined by a formula set by the MOE. 
 
The factors that can impact capacity utilization are as follows: 
 

 Changes in enrolment; 
 Utilizing excess seats for temporary accommodation to support the SMP; 
 Right-sizing schools as part of the SMP; 
 Adding new schools; and 
 Closing and consolidating schools. 

 
The following table provides a summary of the projected changes in capacity utilization 
for the VBE to 2030 in order to achieve the 95% capacity utilization target set by the 
MOE. 
 

Summary of Projected Changes in Capacity Utilization to 2030 

 Enrolment Operating 
Capacity 

Capacity 
Utilization 

Current Capacity Utilization 50,387 59,585 84.6% 

Enrolment Growth  
(550 students) 50,937 59,585 85.5% 

Temporary Accommodation  
(3,500 seats) 50,937 56,085 90.8% 

Right-Sizing (1,000 seats) 50,937 55,085 92.5% 

New Schools (3,700 seats) 50,937 58,785 86.6% 
Remaining Capacity Reduction to be 
achieved through school closure  
(5,167 seats) 

50,937 53,618 95.0% 

 
In order to achieve the 95% capacity utilization target set by the MOE, the VBE would 
need to close the equivalent of 11 – 12 elementary schools and 1 secondary school 
over the next 15 years.  These closures would be in addition to the up to 8 school sites 
(potentially 6 elementary and 2 secondary schools) that may be repurposed for 
temporary accommodation to support the SMP. 
 
Apart from the schools that would be repurposed or closed, implementing a plan to 
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achieve the 95% utilization target set by the MOE would result in the following impacts: 
 

 VBE schools not identified for closure or repurposing would be seismically 
upgraded by 2030 or earlier; 

 VBE’s requests for new schools in areas of significant growth may be considered 
more favourably by the MOE; 

 Annual savings in VBE operating costs of up to $16 million; 
 One-time savings in avoided deferred maintenance costs (up to $100 million) and 

SMP capital costs (up to $200 million); and 
 The VBE would maintain its role in setting priorities for SMP projects and new 

schools. 
 
If the VBE does not commit to a plan to work towards achieving a 95% capacity 
utilization target, the MOE will not likely fund seismic upgrades for every existing school 
that is at high seismic risk.  This could place the VBE in a position of either keeping high 
risk schools with low capacity utilization open, without being seismically upgraded, or 
funding the cost of seismic mitigation for these schools from VBE funding sources.   
 
Priority SMP Projects 
 
Completion of a seismic mitigation project can take up to 4 – 5 years for an elementary 
school and up to 5 – 6 years for a secondary school after the Ministry of Education has 
supported initial feasibility (project definition) planning.  It is important to keep projects 
flowing through the various stages to ensure that overall target dates are met and to 
provide a balanced workload for the Vancouver Seismic Project Office. 
 
In setting project priorities for the SMP, it is proposed that the following factors be 
considered: 
 

 High seismic risk school; 
 Planned capacity utilization will be approximately 95% or greater; 
 High deferred maintenance; 
 School will not be needed for temporary accommodation;  
 School will not be identified for closure; 
 Will support a plan to have sufficient schools usable after a major 

earthquake in all areas of the district; and 
 Work has already begun on a Project Definition Report for the school. 

 
Based on the above factors, the LRFP recommends that immediate priority be given to 
14 schools for completion of their seismic mitigation.  This is in addition to the five 
schools currently under construction.  The viability of an additional 11 schools would be 
reviewed as part of zone planning in order to implement the LRFP. 
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Temporary Accommodation Strategies 
 
The VBE currently has two temporary accommodation sites.  It is estimated that an 
equivalent of up to 8 additional sites will be required to support the SMP. 
 
Several strategies can be utilized to provide temporary accommodation sites, including 
the following: 
 

 Clusters of host schools; 
 Vacated and replaced schools; 
 Repurpose annexes; 
 Repurpose elementary schools; and 
 Repurpose a secondary school. 

 
The LRFP identifies proposed factors to be considered in identifying schools to be 
repurposed.  In addition, the Board may wish to establish a policy and process with 
respect to repurposing schools. 
 
School Closure 
 
The VBE currently has a school closure policy.  The policy, however, does not include 
factors to be considered in identifying schools to be closed.  The LRFP identifies 
proposed factors that could be considered. 
  
The LRFP also proposes that a zone (area) planning process be developed and 
implemented to support identification of future SMP priorities and schools to be closed 
or repurposed.  As noted in the report, each area of the district has different profiles and 
capacity utilization rates. 
 
RECOMMENDATION(S): 

 
IT IS RECOMMENDED THAT: 

 

1. Given that the district currently has surplus school capacity, as defined by 
the Ministry of Education, the Board agree to work towards achieving a 
district-wide average capacity utilization of 95% through the implementation 
of the Seismic Mitigation Plan (SMP), in order to comply with the Ministry of 
Education’s requirement for large school districts.  This would be achieved 
through a combination of the following: 
 Increased enrolment; 
 Right-sizing schools as part of the SMP; 
 Repurposing schools for temporary accommodation purposes to 

support the SMP; and 
 School closures  
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2. That the Board approve the following guiding principles included in the Long 
Range Facilities Plan: 
 Safe and sustainable schools; 
 Facilities that support innovative, educational approaches, ultimately 

providing effective learning environments; 
 Schools located where they can support school-aged populations 

now and in the future;  
 Planning that takes into account economic, community and 

environmental benefits for students, families and all citizens of 
Vancouver; and 

 Improved facility conditions. 
 
3. That the Board request staff to consider the following factors when 

recommending the priority for SMP projects: 
 High seismic risk school; 
 Planned capacity utilization will be approximately 95% or greater; 
 High deferred maintenance; 
 School will not be needed for temporary accommodation;  
 School will not be identified for closure; 
 Will support a plan to have sufficient schools usable after a major 

earthquake in all areas of the district; and 
 Work has already begun on a Project Definition Report for the school. 

 
4. Based on the above factors, that the Board request staff to provide 

immediate priority to the following SMP projects: 
 Cavell Elementary 
 Wolfe Elementary 
 Prince of Wales Secondary 
 Tennyson Elementary 
 Maple Grove Elementary 
 Weir Elementary 
 Jamieson Elementary 
 Thompson Secondary 
 Bayview Elementary 
 Point Grey Secondary 
 Hamber Secondary 
 Killarney Secondary 
 Lloyd George Elementary 
 Kingsford-Smith Elementary 
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5. Based on the factors outlined in recommendation #3 above, that the Board 
request staff to review the viability of these projects as part of zone planning 
in order to implement the Long Range Facilities Plan: 
 Waverley Elementary 
 Grenfell Elementary 
 Begbie Elementary 
 Mackenzie Elementary 
 John Oliver Secondary 
 Renfrew Elementary 
 Templeton Secondary 
 Carleton Elementary 
 Livingstone Elementary 
 Hudson Elementary 
 False Creek Elementary 

 
6. That further to the information presented in this report, the Board request 

staff to develop proposed policy and processes with respect to temporary 
accommodation strategies, and identify factors that would impact the 
repurposing of schools for temporary accommodation purposes, as part of 
the updated Long Range Facilities Plan for June 2016. 
 

7. That further to the information presented in this report, the Board request 
staff to develop proposed factors for school closure and recommend any 
amendments to the current School Closure Policy, as part of the updated 
Long Range Facilities Plan in June 2016. 
 

8. That further to the information presented in this report, the Board request 
staff to develop a process and timeline for zone planning as part of the 
updated Long Range Facilities Plan in June 2016 in order to support the 
SMP and capacity utilization goals. 
 

9. That the Board request staff to prepare an updated Long Range Facilities 
Plan by June 2016 after public consultation and further analysis with respect 
to remaining items. 
 

10. That the Board request staff to update the Board on an annual basis, or as 
appropriate, as to the progress achieved with respect to the SMP and 
capacity utilization goals and update or revise the Long Range Facilities 
Plan as appropriate. 
 

11. That the Board approve this Long Range Facilities Plan and submit it to the 
Minister of Education by January 31, 2016. 
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VANCOUVER BOARD OF EDUCATION 

INTERIM LONG RANGE 
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1.0 Introduction 
 
This interim report provides background information in order to identify issues and options 
with respect to Vancouver Board of Education (VBE) facilities including the Seismic 
Mitigation Program (SMP) and utilization of excess space. 

The VBE currently utilizes, on average, 84.6% of its classroom capacity for enrolling 
students.  In accordance with a Memorandum of Understanding between the VBE and the 
Ministry of Education signed in August 2014 (see Appendix A), the VBE agreed to submit 
a Long Range Facilities Plan to determine how to achieve 95% capacity utilization through 
the SMP and maximize the existing capacity as temporary accommodation to complete 
the SMP in a manner that is as fiscally sound as possible.  The Minister recently requested 
that this plan be submitted to him for approval by January 31, 2016 (see Appendix B).  
Also attached to this report (Appendix C) is a letter from the Deputy Minister of Education 
dated December 23, 2015 which outlines the Ministry’s expectations as to what should be 
included in this report. 

The information provided in this report will support the consultation process that will occur 
between February and June, 2016 

This Long Range Facilities Plan is based on current information and understanding.  It will 
need to be updated annually in order to reflect actual events and revised enrolment and 
other projections. 
 
2.0 Guiding Principles 

 
This Long Range Facilities Plan is based on the following proposed guiding principles: 
 

 Safe and sustainable schools;  
 Facilities that support innovative, educational approaches, ultimately 

providing effective learning environments; 
 Schools located where they can support school-aged populations now and 

in the future; 
 Planning that takes into account economic, community and environmental 

benefits for students, families and all citizens of Vancouver; and 
 Improved facility conditions. 
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3.0 Background Information 
 

3.1 Vancouver Demographics 
 

Recent History 

Canada Census reported that Metro Vancouver’s population increased from 2.1 
million people in 2006 to 2.3 million people in 2011. In 2011, Vancouver and 
UBC/University Endowment Lands (UEL) population was 616,535, which is 
approximately 27% of the region’s population. The majority of population growth in 
the region has been focused in eastward suburbs, outside Vancouver’s boundary.  
Population growth varies across the school district. Some areas such as UBC/UEL, 
parts of downtown and around False Creek have experienced significant population 
growth, while the rest of the district experienced little or no growth or a decline in 
population.   

 

Future Projections 

Over the next 25 years, the Metro Vancouver Regional 2040 Growth Strategy states 
that the region’s population will increase to 3.4 million people. It is anticipated that 
the majority of the population growth for the region will continue in the suburbs, 
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outside Vancouver’s boundary.  By 2041, the City of Vancouver and UBC/UEL’s 
population is projected to increase to 770,000 (a 25% increase over 30 years – a 
rate of growth of less than 1% per year).   Vancouver and UBC/UEL, are projected 
to contain approximately 23% of the region’s population, a decline in the total share 
of the population as compared to Census 2011. The demographic composition of 
the future population and VBE enrolment projections will still be subject to local, 
regional and national trends.  The following map indicates anticipated areas of 
population growth within the district, based on information provided by the City of 
Vancouver and UBC. 

It is important to note that this graphic reflects areas of projected population growth 
as a whole which does not necessarily equate to significant increases in the 
population of school-aged children. 

 

Several Community Plans have been completed or are currently underway that will 
help guide the location of future growth in Vancouver and UBC/UEL. It is anticipated 
that these areas will be built out over the next 10 to 25 years. In conjunction with 
the anticipated growth areas, VBE has identified several new school sites through 
the City of Vancouver’s planning processes.  The new elementary school at 
International Village will be completed in 2017. Additions to existing facilities may 
be considered to meet local population demands.  Approval for new schools and 
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additions is subject to future enrolment demand and funding from the Ministry of 
Education. 

Potential Future New Schools / Additions: 

Olympic Village Elementary 
Coal Harbour Elementary 
UBC South Campus Elementary 
East Fraserlands Elementary 
King George Addition 
Laurier Annex Addition 
 
Changing Population Age Structure 

One of the key trends that is impacting VBE’s enrolment is the changing 
demographic composition. Vancouver’s population, like the rest of the province, is 
aging.  When the ‘baby-boomers’ were in their school age years, VBE increased 
school capacity to accommodate the surge in demand.  As the ‘baby-boomers’ 
move into their senior years, there are fewer young people with school age children 
to fill the existing school inventory. The modern family composition is smaller in size 
as there are fewer babies being born today than in the past. 

 

 

The following are some of the impacts of the changing demographics: 

 Overall decline in total provincial student headcount 

o In 2010/2011 all schools (Public and Independent) total K – 12 student 
headcount was 649,384 and by 2014/2015 the student headcount had 

declined to 633,428 (BC Ministry of Education, 2015). 
  

 Decreasing proportion of children aged 0 -12 in Vancouver 
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o Although the population of Vancouver is projected to increase, the 
number of school-aged students is not projected to mirror this increase.  
As of 2011, 10% of the City of Vancouver’s population was aged 12 or 
under. Vancouver had the lowest proportion of children aged 0 -12 of any 
Canadian municipality with a population of more than 100,000. Children 
as a percentage of Vancouver’s population have declined over time.  
(Census 2011) 
 

 Fewer number of children at home per census family 

o Vancouver’s average number of children at home per census family is 
1.0 compared to Metro Vancouver’s average of 1.1 (Census 2011) 
 

 Fewer children being born 
o While the population of Vancouver has increased significantly over the 

pasts ten years, the number of births registered in the city has only seen 
incremental increases 

o The number of babies being born, relative to the entire population, is 
declining 

o The population of school-aged children has been shown to be highly 
correlated to the number of births 

Local Affordability and Choice Competition 

Vancouver also faces unique issues that are rooted in affordability and choice.  
Vancouver is one of the most expensive cities in the world. Affordability is an 
important determinant of the standard of living, because higher-cost of living results 
in less discretionary income. For some families with budget constraints, it means 
making a choice amongst regional housing markets.  Smaller housing forms in 
Vancouver compete with larger more affordable forms in the broader Metro 
Vancouver region.  

These factors have resulted in the following impacts: 

 Regional housing competition for affordable family housing 

o Vancouver’s Single Detached Home Price Index is $1,197,600 compared 
to Metro Vancouver at $949,700. Vancouver’s Semi-Detached Home 
Price Index is $526,700 compared to Metro Vancouver at $433,800 
(Greater Vancouver Real Estate Board, 2015) 
 

 Economic impacts such as low employment growth, inflation and household 
income levels  

o Median household income in 2011 for Vancouver was $56,113 (Census 
2011) 
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o Between 2005 – 2014, Metro Vancouver’s Consumer’s Price Index 
increased by 11.8% (Consumer Price Index, 2014) 
 

 Change from single family housing to smaller housing units such as 
townhouses and apartment complexes  

o Vancouver housing composition: Single Detached Housing 18%, Ground 
Oriented Townhome Housing 22%, and Apartments 60% (Census 2011) 
 

3.2 Enrolment History and Projections 
 

Historic VBE Student Enrolment from 2005 to 2015 

The current enrolment for the VBE is 50,387 students based on K-12 headcount 
(including international students and excluding adult learners and Vancouver 
Learning Network (on-line) enrolment). 

Since 2005, VBE’s enrolment has declined by approximately 1% per year, equating 
to an average loss of 600 students per year. 

Over the last 20 years, the general population of Vancouver has seen an increase 
while the VBE enrolment has decreased.  (This pattern is illustrated in the following 
graph which compares general population growth to VBE enrolment over the same 
period.)  This is as a result of the demographic changes noted in Section 3.1 (e.g. 
aging population, fewer children per household). 

 

Vancouver Enrolment Trends within Metro Vancouver 

As indicated in the following graph, Surrey is the largest and fastest growing school 
district in Metro Vancouver.  Apart from a slight increase in enrolment for Coquitlam, 
the enrolment growth for the other major school districts in the metro region has 
been flat while Vancouver enrolment has declined. 
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Source Data: Ministry of Education\http://catalogue.data.gov.bc.ca/dataset/bc-schools-student-headcount-by-grade 

 

Long Range Enrolment Projections 

It is important to note that projections are estimates or forecasts.  Until students 
actually enroll and report to a VBE school they exist only in theory.  The reliability 
and accuracy of enrolment projections decreases as the projection timeline extends 
into future years. 

In generating long range enrolment projections, Vancouver, like many school 
districts in BC, relies on baseline enrolment projections provided by Baragar 
Systems, a BC based firm which specializes in providing enrolment projections for 
BC school districts.  Baragar Systems uses a methodology to develop population 
estimates and enrolment projections.   
 
The first step is to determine how many children are born within the City of 
Vancouver each year using the Birth Registry.  Baragar Systems then uses the 
Universal Child Care Benefit data provided by Canadian Revenue Agency to 
ascertain the number and ages of children residing in the City of Vancouver.  
Baragar Systems also considers emerging trends in relation to number of births and 
migration impacting school-aged populations. 
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Based on current trends, Baragar Systems projections indicate that K -12 enrolment 
will slightly increase by 550 students to 50,937 students by 2030.  Current 
enrolment is 50,387 students. This represents a 1% increase over this period.  For 
the purposes of this report, these enrolment numbers include international students. 
 
Baragar Systems generates a district-wide enrolment projection, and allows VBE 
staff to generate catchment and school specific enrolment projections.  This 
information is of particular value as a starting point in informing decision making as 
it relates to facilities as part of a long range plan.   Specific decisions and 
recommendations regarding schools and catchments, as the long range plan is 
implemented, will involve further analysis and refinement of Baragar projections.  
This will ensure information such as City of Vancouver policies and planning 
programs are considered. 
 
BC Stats also produces a projection of enrolment for BC school districts.  BC Stats 
relies on census data provided by StatsCan to develop its population estimates and 
enrolment projections.  Currently, BC Stats is using data from the 2011 census.  To 
divide the estimated population into various age groups, BC Stats uses a 
demographic model that includes assumptions about mortality, fertility and 
mobility/migration.  The model is applied to the entire population of BC rather than 
using specific demographic measures for the City of Vancouver.  In addition, BC  
Stats projects only for Vancouver as a whole and is not informative as a tool in 
making local and long term decisions specific to schools, communities or 
catchments within Vancouver.  

 

NOTE:  Enrolment does not include international student, distant learning student, and adult education. 

Baragar Projections:  

Projected current enrolment trend based on past enrolment and is subject to local Vancouver factors such 

as affordability, decreasing family size, comparison within region.  
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In the past, Baragar Systems projections have proven to be a more reliable source 
for enrolment projections for the VBE than BC Stats projections.  As indicated in 
the table below, over the past four years Baragar’s enrolment projections have been 
within approximately 100 students of the actual student count, whereas BC Stats 
projections exceeded actual student counts by 1,600 to 4,000 students. 

Enrolment excludes international students 

The Ministry of Education has indicated that most districts in the Province use 
Baragar population and enrolment estimates for planning purposes. Baragar 
Systems projections have been shown to be reliable within 0.6% of actuals.  The 
August 2014 MOU states that the Long Range Facilities Plan should be based upon 
agreed upon enrolment projections.  As Baragar enrolment projections have proven 
to be reliable in the past, Baragar System’s enrolment projections have been used 
for the purposes of this report. 

 

Short Term (Year to Year) Enrolment Projections 

In developing year to year enrolment projections, which are critical in budget and 
funding submissions and in making operational decisions, staff use projections 
generated by Baragar as a starting point.  These initial figures are shared with 
staffing personnel in Human Resources and with school-based administrators in 
order to capture current community knowledge.  Once feedback is received from 
every school-based administrator, district staff adjust the Baragar numbers in order 
to determine as accurate an enrolment projection as possible.  This projection is 
used as a basis for development of the VBE annual budget. 

Staff are currently working with school based administrators to develop an 
enrolment projection for the 2016-17 school year. 
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3.3 Current Capacity Utilization 
 

VBE currently has 110 schools and has 50,387 K-12 students (as of September 30, 
2015).  The 110 schools have an operating capacity of 59,585 students.  
Accordingly, the VBE currently utilizes 84.6% of its classroom capacity. 

 

 

The Ministry of Education and the VBE staff have agreed on the current capacity 
utilization calculation.  This calculation includes international students in the 
enrolment count and is based on school operating capacity. 

The operating capacity of schools is determined based on a formula established by 
the Ministry of Education.  This formula is based on the following: 

 Number of Kindergarten Classrooms x 19 

  + 
 Number of Grade 1 to 7 Classrooms x 23.29 

  + 
 Number of Grade 8 to 12 Classrooms x 25 

 
Based on this formula, the current operating capacity for VBE schools is 59,585 
students. 
 
In determining the operating capacity of a school building only enrolling classroom 
spaces are included.  The calculation of operating capacity does not include 
ancillary spaces or temporary portables.  Ancillary spaces include: multipurpose 
rooms, cafeterias, gymnasiums, libraries, special education rooms, offices and play 
spaces in school basements, etc. 
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In order to support capital funding requests for seismic upgrades and new schools, 
the Ministry of Education expects larger school districts to achieve an overall 
capacity utilization target of 95%.  As outlined in the following graph, most large 
school districts are meeting or exceeding this target. 

 

 

Capacity Utilization across the District  

The distribution of enrolment varies significantly across the District. The majority of 
schools west of Ontario Street in Vancouver are operating at high capacity 
utilization levels while a number of schools on the eastside are operating at lower 
levels. Some elementary schools located in the downtown peninsula, around False 
Creek, and along the northern area of the Cambie Corridor, are experiencing 
significant enrolment pressures.  Active enrolment management strategies that are 
currently in place include limiting new cross boundary student requests and 
redirecting overflow students to schools with available space.  Even with active 
enrolment management strategies in place, schools such as Elsie Roy, Hudson, 
False Creek, Edith Cavell and Simon Fraser are unable to accommodate all in-
catchment students who would like to attend their catchment school.  Kindergarten 
and grade one students who will be attending the new elementary school at 
International Village are being temporarily hosted in a “start-up” school at Seymour 
Elementary. The new elementary school at International Village is anticipated to be 
completed in 2017. 
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3.4 Seismic Mitigation 
 

Schools in the Province have been classified in terms of their individual seismic 
risk.  As indicated in the following table, this classification includes High 1, High 2, 
High 3, Medium and Low. 
 

 

A significant number of VBE schools are at high risk (H1, H2 and H3) in the event 
of a major earthquake.  Twenty schools have been seismically upgraded to date.  
A total of 69 schools are classified as high seismic risk and still require mitigation.  
Of the 69 schools, 5 are currently being upgraded or replaced, 24 have been 
approved to undertake project definition planning and 40 have not yet received 
support from the Ministry of Education to proceed to planning. 

The following map indicates the seismic risk by school. 
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Data Source: Ministry’s Seismic Structural Risk Ratings by Block (updated January 2015)  
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3.5 Facilities Condition 
The average age of VBE schools is approximately 73 years.  Fifty schools are more 
than 80 years old. 

 
Older schools generally have higher maintenance costs.  As building maintenance 
costs are not fully funded by the Ministry, not all appropriate maintenance work can 
be accommodated within VBE’s annual budget.  Accordingly, significant 
maintenance work is deferred each year.  Deferred maintenance for a school can 
mean that replacements of major building components are overdue such as roofs, 
fire alarm systems, heating systems, flooring, interior finishes, plumbing, lighting 
and exterior windows.  The total estimated cost of the deferred maintenance for 
VBE schools exceeds $700 million.  
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The deferred maintenance costs for Vancouver schools is significantly greater than 
other larger school districts in the province.   

Table 6.12: Comparison of VBE’s 2013 
facilities condition to subset districts 

District  Deferred maintenance* FCI* 

Vancouver  $708.4M 0.48 

Surrey  $432.8M 0.31 

Central Okanagan  $142.7M 0.31 

Coquitlam $322.9M 0.50 

Burnaby  $205.2M 0.32 

*Deferred maintenance and FCI from 2013 VFA Review 

 
The Facility Condition Index (FCI) is an industry-standard index that measures the 
relative condition of a facility by considering the costs of deferred maintenance and 
repairs as a percentage of replacement value.  The index is provided by the Ministry 
of Education and is updated on a regular basis.  The average FCI for VBE schools 
is 0.48.  This means that the average cost of deferred maintenance for Vancouver 
schools is nearly equal to one-half of the cost to build a new replacement school. 
 
The 0.48 FCI for the VBE is high relative to the average for all BC school districts 
(0.40) and the average for post-secondary institutions in BC (0.39). 
 
Appendix I includes information on the average FCI by family of schools. 

 
3.6 Funding and Budget Structure 

 
The VBE funds the majority of its operating costs for the district from per student 
operating grants received from the Ministry of Education (90%) and from other own 
source revenues such as international student fees, room rentals and cafeteria 
sales.  Operating costs include costs related to providing instruction to students, 
district administration and building operations and maintenance.  The total annual 
operating budget for the VBE is approximately $500 million, of which $62.5 million 
is related to building operations and maintenance. 
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As shown in the following table, VBE’s building operations and maintenance costs 
per student are higher than those of other large districts.  This is due in part to the 
older age of VBE’s schools and the higher percentage of underutilized space. 
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The Ministry of Education provides funding to school districts for capital projects 
such as seismic upgrades and replacements as well as new schools due to 
enrolment growth.  Approval is provided on an individual project basis. As indicated, 
the Ministry of Education expects that school districts will fully utilize their existing 
school facilities before approval is provided for additional capital expenditures.  
Therefore, the Ministry has established a district capacity utilization target of 95% 
in order to support capital funding requests.  In order for Vancouver to receive 
funding for new schools, steps will need to be taken to increase current utilization 
rates. 

The Ministry of Education has stated that it will fund 100% of the capital costs of 
approved seismic mitigation projects.  During the planning of seismic projects, cost 
estimates are prepared for seismic upgrades versus partial or full replacement of a 
school.  The Ministry of Education generally supports the lowest cost option. 

For new schools that are required due to enrolment growth, the Ministry of 
Education has stated that it may request school districts to share up to 50% of the 
capital costs, if the district has funds available. 

Building maintenance capital costs are funded by the Ministry of Education through 
an Annual Facilities Grant (AFG).  The VBE receives AFG funding of approximately 
$10 million per year.  

 

3.7 Facility Related Costs 
 

Facility related costs are costs that are directly related to an individual school and 
could be saved if the school no longer operated.  Facility related costs include the 
salary and benefits of school administrators, school office staff, supervision aides, 
custodial and cafeteria staff.  Also included are facility related utilities, maintenance 
and custodial supplies.  Costs related to instruction (e.g. teachers and education 
assistants’ salaries) are more directly related to students and would generally move 
with students if they were reassigned to other schools.  However, there could be a 
reduction in teaching/instruction costs as well depending on potential efficiencies 
with respect to individual school consolidations. 
 
The following table provides the average annual facility related operating costs per 
type of school. 
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Average Annual Facility Related Operating Costs 

 Annex Main Secondary 
Salary and Benefits    

 Principal/VP* 49,315 134,274 274,164 

 Office Clerical 45,617 58,122 200,614 

 Supervision Aid 19,649 31,035 - 

 Custodial 63,054 136,749 509,090 

 Cafeteria    153,144 

Utilities  16,490 42,764 168,087 

Maintenance 51,599 157,171 619,051 

Custodial Supplies 3,056 6,628 24,673 

Total **  $248,780 $566,743 $1,948,823 

*reflects portion of salary related to school administration only  

** could also result in some teacher savings depending on class organization  

 
It should be noted that the above potential average annual cost savings are based 
on the assumption that a closed school would be leased-out on a short to mid-term 
basis for an alternative use and that the leasee would be paying sufficient rent to 
offset the building operations and maintenance costs.  If this was not possible and 
the VBE decided to leave a closed school vacant, the cost of “mothballing” would 
reduce the above noted annual savings by approximately $32,000 for an annex, 
$93,000 for an elementary school and $360,000 for a secondary school. 
 
It should also be noted that the above-noted operating cost savings are greater than 
those projected during the school closure process in 2010.  The difference is largely 
due to the inclusion of building maintenance cost savings in the current projections 
based on the average annual actual costs being incurred for each school type. 
 
In addition to facility related operating costs, most schools have significant deferred 
maintenance that could be avoided if a school was closed.  On average, deferred 
maintenance costs are $1.9 million for an annex, $3.9 million for an elementary 
school and $16.9 million for a secondary school.  This would be one-time cost 
savings. 
 
Slightly more than one half of the schools still require seismically upgrading.  These 
one-time capital costs, which are funded by the Ministry of Education, could also 
be avoided if a school was closed.  Seismic mitigation costs could range from $8 - 
$16 million for an elementary school and $30 - $60 million for a secondary school. 
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4.0 Issues To Be Dealt With As Part of This Report 
 

4.1 Capacity Utilization Strategy 
 
 

The Board will need to provide direction as to whether it is 

committed to working towards achieving a capacity utilization of 

95% as part of the SMP. 

 
The current district capacity utilization for Vancouver schools is 84.6%. The 
capacity utilization varies significantly by school within the district (see Appendix 
D).  Generally, schools west of Ontario Street have a higher capacity utilization than 
schools east of Ontario Street.  This is a result of the changing demographics within 
the district. There are a larger number of schools and a greater operating capacity 
on the east side of Vancouver than on the west side.  Elementary schools in east 
Vancouver are also located in closer proximity to one another and as a result have 
smaller catchments than schools on the west side. 

The Ministry of Education has established a capacity utilization target for all larger 
urban school districts of 95% in order to support capital budget requests for seismic 
mitigation or new schools.  The Memorandum of Understanding between the 
Ministry of Education and the VBE signed in August 2014 with respect to 
establishing the Vancouver Seismic Project Office, required that 

“the VBE developed and submit to the Province for approval by 
June 2015 a Long Range Facilities Plan, with agreed upon levels of 
projected enrolment growth and location, ultimately to determine 
how to achieve 95% capacity utilization through the SMP and 
maximize the existing capacity as swing space to complete the 
SMP in a manner that is as fiscally sound as possible”. 

As noted in section 3.3 of this report the current operating capacity for VBE schools 
is 59,585 students.  As current enrolment is 50,387 students, the current capacity 
utilization rate is 84.6%.  In order to achieve a 95% capacity utilization rate, either 
enrolment would have to increase or capacity would have to decrease by the 
equivalent of approximately 6,500 students/seats. 
 
This section of this report will address how a 95% capacity utilization could be 
achieved for the VBE, and will specifically address: 

 Factors affecting capacity utilization; 
 Possible timeframe; 
 Impact of achieving a 95% capacity utilization; 
 Possible alternatives to a 95% target; 
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 Use of a zone-based model to support detailed consultation, planning and 
implementation; and  

 Possible implementation schedule. 
 

4.1.1 Factors Affecting Capacity Utilization 
 
The following factors will affect capacity utilization for the VBE over the next number 
of years: 

 Enrolment growth; 
 Utilizing excess space for temporary accommodation to support the SMP; 
 Right-sizing schools as part of the SMP;  
 Adding new schools in areas of significant enrolment growth; and 
 Closing and consolidating schools. 

 

4.1.2 Enrolment Projections 
 

As noted in section 3.2 of this report, based on long term enrolment projections 
from Baragar, total enrolment for the district is projected to grow marginally by 550 
students (1%) over the next 15 years.  Again, this is a projection and therefore is 
subject to variation and becomes less reliable the further in to the future one 
projects.  It is important to note that projected enrolment growth is not evenly 
distributed across the district.  There are areas projected to experience significant 
concentrated growth whereas other areas will experience decline.   
 
The MOU between the Ministry and the VBE indicates that the enrolment 
projections used in this report must be agreed upon by the Ministry and VBE.  The 
Ministry has acknowledged that most school districts rely on Baragar Systems 
enrolment projections and that those projections have proven to be reliable. 
 
District enrolment projections will be updated on an annual basis, as the Long 
Range Facilities Plan is implemented, to ensure changes within Vancouver are 
captured as they relate to student enrolment.  In addition, specific decisions 
regarding schools or catchments will include further analysis and refinement of 
enrolment projections in order to ensure local knowledge, emerging trends, and 
City of Vancouver planning programs are considered.  
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4.1.3 Temporary Accommodation 
 

Temporary accommodation is the use of space in one school to house students 
from another school while seismic mitigation work is underway.  Temporary 
accommodation can take a number of forms, including the use of part or all of 
another school facility.  The use of temporary accommodation has proven to be a 
effective strategy as part of the implementation of several recent and current 
seismic projects. 
 
Temporary accommodation will continue to be required in order to support the 
Seismic Mitigation Program (SMP).  Depending on the seismic mitigation strategy 
being used for a school site, students and staff may have to be moved off site during 
construction in order to allow contractors full access to the site.  The Ministry of 
Education previously funded the cost of on-site portables during construction, which 
reduced the need for off-site temporary accommodations.  However, the Ministry 
has indicated that it is unlikely to provide this funding unless the district can 
demonstrate that temporary accommodation cannot be provided through the use of 
surplus space. 
 
The VBE is currently using two temporary accommodation sites (South Hill and 
Queen Elizabeth).  Up to the equivalent of an additional 3,500 student seats are 
required to implement the SMP timeline.  This could result in the need for the 
equivalent of up to 8 additional temporary accommodation sites.  These sites would 
have to be identified largely from repurposing existing surplus space. 
 
The VBE would have to establish a process for identifying which schools, or 
portions of schools, would be repurposed to provide temporary accommodation for 
the SMP (see section 4.4). 
 
It is estimated that up to the equivalent of 3,500 additional student seats would be 
repurposed for temporary accommodations by 2030.  This repurposing will 
temporarily help to increase the VBE’s capacity utilization.  When the SMP is 
complete these repurposed spaces would once again be included in the calculation 
of the districts operating capacity and utilization.  As such it will be necessary to 
determine, at that time, whether or not these repurposed schools (spaces) are 
surplus to VBE needs and should be officially closed. 
 
4.1.4 Right-Sizing 

 

As part of the SMP the opportunity may exist to modify the size of certain schools 
to better match the projected enrolment.  In most cases, this will result in a reduction 
of school capacity and therefore an increase in the utilization rate.  This is more 
feasible if a full replacement of the school is the preferred seismic mitigation option.  
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However, some right-sizing may also be possible for partial replacements and 
projects in which the existing school will be seismically upgraded (rather than fully 
rebuilt). 
 
Without the completion of Seismic Project Identification Reports (SPIRs) and 
Project Definition Reports (PDRs) for all the remaining seismic mitigation projects, 
it is difficult to project the net impact on capacity due to future right-sizing.  However, 
a preliminary estimate is that up to the equivalent of 1,000 student spaces would 
be reduced due to right-sizing over the course of the SMP. 
 
4.1.5 New Schools 

 

As noted in section 3.2 of this report, it is anticipated that certain areas of the district 
will experience significant population growth over the next 15 years.  This may 
require that new schools be built in these areas in order to provide sufficient 
enrolment capacity. 
 
At present, the VBE has received approval to build one new school, which will be 
located at International Village in the downtown area.  This school will add 510 
student seats to district capacity when it is completed in 2017.  As noted in section 
3.3, up to an additional 6 new schools or school additions, in addition to the school 
at International Village, could be required over the next 15 years.  This would add 
a total of up to 3,700 student seats (including the school at International Village). 
 
The district already has insufficient space to accommodate in-catchment students 
in a growing number of school catchments including False Creek, Fraser, Cavell, 
Hudson, and Elsie Roy.  New school space is required in these growth areas and 
the problem is projected to increase significantly over the next 15 years. 
 
4.1.6 School Closure 

 

The above factors of enrolment growth, temporary accommodations, right-sizing 
and new schools could result in an increase of VBE’s capacity utilization rate from 
84.6% to 86.6%, as illustrated in the following table.  Unless enrolment growth or 
the above noted capacity reductions are greater than anticipated, further reductions 
in capacity, equivalent to 5,167 seats, would be required to achieve a 95% capacity 
utilization rate, as illustrated in the following table. 
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Summary of Projected Changes in Capacity Utilization to 2030 

 Enrolment Operating 
Capacity 

Capacity 
Utilization 

Current Capacity Utilization 50,387 59,585 84.6% 

Enrolment Growth  
(550 students) 50,937 59,585 85.5% 

Temporary Accommodation  
(3,500 seats) 50,937 56,085 90.8% 

Right-Sizing (1,000 seats) 50,937 55,085 92.5% 

New Schools (3,700 seats) 50,937 58,785 86.6% 
Remaining Capacity Reduction to be 
achieved through school closure  
(5,167 seats) 

50,937 53,618 95.0% 

 
This could result in the closure of up to the equivalent of 11 - 12 elementary schools 
and 1 secondary school depending on the mix of the type and size of schools to be 
closed.  These closures would be in addition to up to 8 school sites that could be 
repurposed for the temporary accommodation (see section 4.1.3).  It should be 
noted that all of these numbers are projections and are subject to variability. 
 
The VBE currently has a policy and process with respect to school closure (see 
Appendix J).  The policy requires that a preliminary list of candidates for closure be 
first identified.  Senior management then prepares an Administrative Report 
recommending which potential school closures should proceed to a public 
consultation process.  After the public consultation process, the VBE would then 
decide whether or not a school should be closed.  The process is designed to 
ensure that adequate notice is provided to any potentially impacted school 
communities and that appropriate consultation with the public and stakeholders is 
undertaken. 
 
At this time, the VBE has not identified any specific potential school closures in 
order to increase VBE’s capacity utilization.  Based on the current VBE school 
closure process, the earliest date for any school closures would likely be June of 
2017. 
 
4.1.7 Possible Timeframe 

 

Appendix L provides a schematic representation of a possible timeframe for the 
SMP, including the actions required to achieve the capacity utilization target of 95%.  
This timeline is high-level and does not identify specific schools.   
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Sections 4.2 and 4.3 of this report indicate the proposed SMP project priorities and 
the proposed temporary accommodation strategies.  Separate processes would 
have to be undertaken by the VBE to identify the remaining priority and order of 
schools to be seismically mitigated and any schools to be repurposed for temporary 
accommodations or closed for capacity rationalization. 
 
Based on this high-level timeline, all schools which would be required for enrolling 
purposes would be seismically upgraded or replaced by 2030.  The 95% capacity 
utilization target could be achieved by the end of 2024.  Subject to board approval, 
in order to achieve this, up to 8 sites could be repurposed for temporary 
accommodation purposes (in addition to the two existing sites at South Hill and 
Queen Elizabeth) by 2020 and as many as 11 - 12 elementary schools and 1 
secondary school could be closed between 2018 and 2026.   
 
4.1.8 Impact of 95% Target 

 

The following summarizes the impact of achieving the 95% capacity utilization 
target based on the actions and timeline proposed in this interim report: 

 The VBE would maintain its role in making decisions regarding which 
schools should be seismically upgraded and which schools should be 
prioritized for upgrading; 

 The capacity utilization target of 95% would be achieved and should support 
VBE requests to the Ministry of Education for funding SMP and up to 6 new 
schools or additions; 

 Up to 8 schools (6 elementary and 2 secondary) could be repurposed for 
temporary accommodation purposes to support the SMP implementation. 

 Up to 12 - 13 schools (11 - 12 elementary and 1 secondary) could be closed 
with students and staff consolidated in other schools; 

 The SMP would be completed by 2030 or earlier as seismic mitigation would 
not be undertaken with respect to the 12 - 13 schools that could be closed. 
The decisions regarding upgrading of schools repurposed as temporary 
accommodation would be deferred and reviewed pending completion of the 
SMP; 

 As a result of the repurposing and closing of schools, annual operating 
savings of up to $16 million per year could be realized.  This would result in 
a substantial reduction in VBE’s annual operating budget shortfall; and 

 If seismic mitigation is not undertaken for schools that are repurposed or 
closed, and only essential deferred maintenance is undertaken for these 
schools, one-time savings in SMP capital costs in the range of $200 million 
and deferred maintenance costs of up to $100 million could result.  It should 
be noted that these one-time cost savings are very preliminary estimates 
and would depend on details for each individual school.  The savings in SMP 
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capital costs would result in savings to provincial costs, while avoiding 
deferred maintenance costs would result in a reduced burden for the VBE.   

 
The above does not take into account any additional net revenue that the VBE may 
realize as a result of leasing-out schools that have been closed. 
 
4.1.9 Alternative to 95% Target 

 

The alternative scenario to achieving a 95% capacity utilization target for the VBE 
is unclear.  The Ministry of Education has implied that given the current surplus 
capacity in VBE schools, it will not fund seismic upgrades for every existing school 
that is at high seismic risk, or provide funding for new schools in areas of significant 
growth.  If this indeed happens, the VBE could be in a position of either: 

 Keeping high risk schools with low capacity utilization open, without being 
seismically upgraded; 

 Funding the cost of seismic mitigation for high risk, low capacity utilized 
schools from VBE funding sources; or 

 Closing high risk schools that do not receive funding support from the 
Ministry of Education for seismic mitigation. 

 
Given that the first two options noted above may not be feasible, the VBE may be 
placed in a position of considering school closures in any event. 

There is also a risk that the VBE would lose its decision making role regarding which 
schools within the VBE are upgraded and in what order of priority. 
 
If the VBE convinced the Ministry of Education to provide the funding to seismically 
mitigate all existing VBE schools while the VBE pursued a no school closure 
strategy, the following summarizes the major impacts that could result from this 
scenario: 
 
(It should be noted that it is staff’s understanding that this scenario is not consistent 
with the Ministry’s current direction.) 
 

 The SMP program would take longer than 2030 to complete as up to 13 
additional schools would require seismic mitigation; 

 The capacity utilization for the district would increase to approximately 
86.6%;  

 New schools would still need to be built to support enrolment in growth areas; 
 The capacity utilization would decrease if additional new schools were built; 
 Up to 8 schools would still have to be repurposed for temporary 

accommodation to support the SMP; 
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 No schools would be closed, 95% capacity utilization target would not be 
met; 

 As up to 8 schools would be repurposed for temporary accommodation, the 
VBE could realize annual operating cost savings of up to $7.0 million per 
year; and 

 If seismic mitigation is not undertaken for schools that are repurposed and 
only essential deferred maintenance is undertaken for these schools, one-
time savings in SMP capital costs of up to $75 million and deferred 
maintenance costs of $50 million could result. 

 

4.2 Priority SMP Projects 
 

The Board will need to provide direction as to the proposed SMP 

priority projects and the criteria to be used to establish priorities 

for SMP projects. 

 

If seismic mitigation is to be completed for all the remaining schools, 2 - 4 schools 
would need to be completed each year in order to complete the entire SMP by the 
end of 2030.  Currently 5 projects are in the construction phase and 24 other 
schools have been supported by the Ministry of Education to proceed to feasibility 
planning (see Appendices E and F).  
 
It can take on average 6 - 12 months to complete feasibility planning for an 
elementary school seismic project.  Once feasibility planning (project definition) is 
completed, it can take a further 6 months to obtain a project agreement outlining 
the approved budget and timeline, up to 18 months for project design and a further 
18 - 24 months for construction.  A secondary school is larger and more complex 
and could take a further 1 - 2 years to complete beyond the elementary school 
timeframe. 

It is important to keep projects flowing through the various stages to ensure that 
overall target dates are met and to provide a balanced workload for the Vancouver 
Seismic Project Office.  Although the VBE and the Ministry of Education have 
supported 24 projects to proceed to the feasibility planning / project definition stage, 
some projects may be re-prioritized once the VBE and the Ministry of Education 
approve the Long Range Facilities Plan.  Accordingly, it is proposed that the VBE 
identify projects which will have priority to proceed and will most likely not be 
impacted by any changes that may arise as a result of the implementation of the 
approved Long Range Facilities Plan. 

In setting project priorities for the SMP, it is proposed that the following factors be 
considered: 
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 High seismic risk school; 
 Planned capacity utilization will be approximately 95% or greater; 
 High level of deferred maintenance; 
 School will not be needed for temporary accommodation;  
 School will not be identified for closure; 
 Will support a plan to have sufficient schools usable after a major 

earthquake in all areas of the district; and 
 Work has already begun on a Project Definition Report for the school. 

Based on the above factors, the projects listed in the following top table should have 
priority to complete their project definition phase and obtain project agreement (i.e. 
budget and timeline) approval from the Ministry of Education.  The second table 
includes projects which are subject to further review or approval.  The list of priority 
projects can be amended as the VBE begins the work of implementing the Long 
Range Facilities Plan. 

 

Priority Projects Current Stage Seismic

Risk 

Capacity 

Utilization 

Cavell Elementary PDR H1/H2 122%

Wolfe Elementary PDR H1/H2 111%

Prince of Wales Secondary PDR H1/H2 111%

Tennyson Elementary PDR H1/H2 110%

Maple Grove Elementary PDR H1/H2 109%

Weir Elementary PDR H1/H2 103%

Jamieson Elementary PDR H1/H2 99%

Thompson Secondary PDR H1/H2 99%

Bayview Elementary PDR H1/H2 96%

Point Grey Secondary PDR H1/H2 96%

Hamber Secondary PDR H1/H2 87%

Lloyd George Elementary PDR H1/H2 84%

Kingsford-Smith Elementary PDR H1/H2 84%

Killarney Secondary PDR H1/H2 83%

Projects Subject to Further Review as 

part of Long Range Facilities Plan

Current Stage Seismic

Risk 

Capacity 

Utilization 

Waverley Elementary TBD H1/H2 83%

Grenfell Elementary PDR H1/H2 73%

Begbie Elementary PDR H1/H2 69%

Mackenzie Elementary TBD H1/H2 66%

John Oliver Secondary PDR H1/H2 60%

Renfrew Elementary PDR H1/H2 59%

Templeton Secondary TBD H1/H2 56%

Carleton Elementary PDR H1/H2 50%

Projects Not Yet Supported for 

Feasibility Review

Current Stage Seismic

Risk 

Capacity 

Utilization 

Livingstone Elementary TBD H1/H2 98%

Hudson Elementary TBD H1/H2 118%

False Creek Elementary TBD H2 127%

Proposed Priority SMP Projects

Proposed Projects Subject to Further Review / Approval

* Capacity utilization is based on enrolment including international students

* Capacity utilization is based on enrolment including international students

See Updated Board Approved Recommendations #4 and #5 in Section 6.0 (pg. 41-42) 
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4.3 Temporary Accommodation Strategies 
 

The Board will need to provide direction with respect to the 

proposed temporary accommodation. 

 

In order to undertake seismic upgrades, temporary accommodations will be 
required in many cases to house students and staff while construction is underway 
at their school.  The use of temporary accommodations will allow contractors full 
access to construction sites and would shorten project schedules. 

The VBE currently has two sites that are being used for temporary accommodation 
purposes.  Portables at Queen Elizabeth School and Annex are currently being 
used to house students and staff from Gordon School while their existing school is 
being replaced.  As well, a temporary school built from portables was constructed 
on the South Hill site and is currently being used to house students and staff from 
L’Ecole Bilingue while their existing school is being replaced. 

In order to complete the entire seismic program by 2030, up to an additional 8 
temporary accommodation sites may be required.  In some situations, temporary 
accommodations may not be required depending on the scope of construction or if 
a replacement school can be built on a different part of the existing school site. 

Temporary accommodation sites will be required to be used a number of times for 
multiple projects.  As the Ministry of Education is generally no longer providing 
funding for portables, the VBE will likely be responsible for providing temporary 
accommodations.  The Ministry of Education will however provide funds to transport 
children from their main school to the temporary accommodation sites if required. 

Additional temporary accommodations could be provided by utilizing the following 
strategies.  These strategies are in proposed priority order. 

 Clusters of Host Schools – use portions of schools that are currently 
not being utilized.  This may require a school that is undergoing 
seismic upgrade to be divided between two sites during the seismic 
upgrading as portions of sites typically are not large enough to 
accommodate an entire school population. 

 Vacated and Replaced Schools – school buidings that are vacated 
after being fully replaced as part of the SMP could be used in the 
short-term for temporary accommodations.  If these schools are used 
as temporary accommodations, this would mean that students would 
be housed in a high risk school until their home school was seismically 
upgraded.  This strategy would not result in a reduction of district 
operating capacity. 
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 Repurpose Annexes – this would require moving students to the 
Main school that shares the same catchment.  This option may be 
used in combination with a host school or the addition of a number of 
portables.  The VBE would most likely be responsible for the cost of 
any portables. 

 Repurpose Elementary Schools – this would require placing 
students at neighbouring elementary schools in order to fully vacate 
a school for temporary accommodation purposes and would require 
changes to school catchments. 

 Repurpose a Secondary School – repurpose a secondary school 
with low capacity utilization and use as a temporary accommodation 
site.  Students would be placed in neighbouring schools and would 
require changes to school catchments. 

The more temporary accommodation sites that can be made available, the earlier 
all schools can be seismically upgraded. 

Proposed factors to be considered in identifying schools to repurpose for temporary 
accommodation include: 

 Low capacity utilization and low projected growth; 
 Geographical considerations; 
 Students can be accommodated within neighbouring catchments; 
 Travel time between site and seismic upgrade school(s) proposed to 

occupy site; 
 Ability to accommodate both primary and intermediate grades at an 

elementary site; 
 Used to accommodate more than one seismic project; and 
 Site area can accommodate possible portables.  

 

4.4 Process for Identifying Schools for Repurposing and Closure 
 

 
The Board will need to provide direction with respect to: 

 

 The process to be followed for repurposing schools; 

 Factors to be considered in identifying schools for 

repurposing;  

 Factors to be considered in identifying schools for closure; 

 Using a zone system for future planning and consultation 

related to the implementation of the Long Range Facilities 

Plan. 
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As required by the School Act, the VBE currently has a school closure policy (see 
Appendix J).  The main components of the policy include: 

 A preliminary list of schools to be considered for closure; 
 An administrative report from senior management recommending 

which schools should proceed to public consultation; 
 Public consultation, and  
 Board review and decision. 

The policy was intended for school closure and not necessarily for situations in 
which schools would be repurposed for temporary accommodation purposes.  
Preliminary legal advice indicates that repurposing a school for temporary 
accommodation purposes does not legally represent a school closure.  However, 
as the impact to a school community would be similar (i.e. the loss of a 
neighbourhood school for local residents), the Board may wish to follow a similar 
consultation and approval process for schools to be repurposed as is followed for 
schools to be closed. 
 
In addition, the current policy does not include factors to be considered in identifying 
schools to be placed on a preliminary list for school closure.  Proposed factors could 
include the following: 

 Low capacity utilization and low projected growth; 
 Students can be accommodated within neighbouring catchment 

schools; 
 Geographical considerations; 
 Seismic risk of the building; 
 High FCI, deferred maintenance and facility operating costs; and 
 Ability to use the school for alternative purposes, including potential 

revenue generation. 

The Board may also wish to consider the best way to undertake future facility 
planning and consultation as part of the implementation of the Long Range Facilities 
Plan.  This could include undergoing future planning and consultation on a zone 
basis.  The following map provides an example of how the district could be divided 
into zones to facilitate future zone planning.  The actual definition of zones could 
be considered as part of the updated report in June 2016. 
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For the purpose of this report, the zone profiles (Section 4.5) are provided with 
respect to the following 6 zones: 

 UBC 
 West 
 Kitsilano and Downtown 
 North East 
 South East 
 Central 
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4.5 Zone Profile 
 
The current situation and implications regarding enrolment growth, capacity 
utilization, seismic mitigation and temporary accommodation are different for each 
part of the district.  The following table outlines relevant characteristics for each of 
the noted zones. 
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4.6 Implementation Plan 
 
The following could be a possible implementation plan for the LRFP. 

January 2016   -   The Board approves the Long Range Facilities Plan, and 
provides direction to staff with respect to capacity utilization, 
SMP priority projects and other issues. 

- The Board provides the Long Range Facilities Plan to the 
Minister. 

February to June 2016  
-  The VBE proceeds with the approved priority SMP projects 

and temporary accommodation. 

- Board undertakes public consultation with respect to the Long 
Range Facilities Plan. 
 

- Staff continue to work on the remaining issues to be dealt with 
as part of the updated report (e.g. facility condition, heritage, 
alternative use of facilities). 

- Staff identify processes and objectives for zone planning. 

- Board approves and submits an updated Long Range Facilities 
Plan to the Minister. 

2016 / 2017 -   VBE proceeds with the approved priority SMP projects and 
temporary accommodation strategies. 

- Implementation of LRFP using a zone planning process. 

- SMP schedule is adjusted to reflect zone planning and 
progress toward capacity utilization. 
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5.0 Issues To Be Dealt With Later As Part of Updated Report 
 
5.1 Facilities Condition 
 
The condition of VBE facilities is below standard.  The Ministry of Education 
provides funding of $10 million per year to the VBE for facility maintenance through 
the Annual Facilities Grant (AFG).  This level of funding is insufficient.  Accordingly, 
the VBE has over $700 million in deferred maintenance for such work as roof 
replacements, fire protection systems, plumbing, electrical, HVAC systems and 
foundations and interior construction.  
 
The Facility Condition Index (FCI) is an industry standard index that measures the 
relative condition of a facility by considering the costs of deferred maintenance and 
repairs as a percentage of replacement value.  The average FCI for the VBE is 
0.48.  This means that the average cost of deferred maintenance for a school is 
nearly equal to one-half the cost of fully replacing the school. 
 
The FCI of 0.48 for the VBE is high compared to the average of 0.40 for all school 
districts and the average of 0.39 for post-secondary institutions. 
 
The FCI varies by school within the district.  The following map provides the FCI 
average by family of schools (see Appendix I for more details). 
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If the level of AFG funding is not increased, the FCI for Vancouver could rise to 0.99 
by 2030.  In order to maintain the current FCI level of 0.48, additional annual funding 
of $40 million would be required.  In order to reduce the FCI to 0.40, $48 million in 
additional annual funding would be required. 
 
It should be noted that the Ministry does not provide specific funding for deferred 
maintenance as part of the SMP.  However, school replacements and to some 
extent seismic upgrades, will have a positive impact on deferred maintenance. 
 
Improving the condition of all facilities should be considered as part of the updated 
Long Range Facilities Plan.  
 
5.2 Heritage Retention 
 
The City of Vancouver maintains a heritage registry for buildings.  There are three 
categories of heritage buildings for VBE schools: 
 

 Designated – the highest classification.  Heritage must be retained 
unless an exemption is approved by City Council. 

 Heritage A – the site represents the best example of a style or type 
of building.  It may be associated with a person or event of 
significance, or early pattern of development. 

 Heritage B – the site represents a good example of a particular style 
or type, either individually or collectively.  It may have some 
documented historical or cultural significance in a neighbourhood 

 
VBE has 35 schools on the Heritage Registry.  Heritage has been retained in a 
number of school projects undertaken to date.  Eighteen schools on the Heritage 
Registry have yet to be seismically upgraded. 
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If seismic upgrading is less expensive than a school replacement for a particular 
school, heritage could be retained within the scope of the project budget.  However, 
if replacement of the school is the lowest cost option, there could be a significant 
additional cost to retaining heritage.  If all remaining schools on the Heritage 
Registry are retained, additional costs could be in the range of $40 - $50 million.   
 
The Ministry of Education does not generally provide any specific funding for 
heritage retention.  As the VBE would not be able to retain heritage for all schools 
on the Heritage Registry, the Board may wish to establish a strategy or policy which 
would guide when heritage retention should be considered.  This could be 
considered as part of the updated Long Range Facilities Plan in June, 2016. 

 

5.3 Alternate Use of Excess Space 
 
The VBE has three types of space that could be deemed surplus to VBE needs: 
 

 Schools / classrooms; 
 Portions of school grounds; and  
 Non-school property. 
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Given the current level of capacity utilization in the district, there are currently a 
number of classrooms that are not fully utilized in the district.  These underutilized 
classrooms, however, are spread throughout a number of schools in the district.  
Consolidation of surplus classrooms can occur if the Board chooses to close / 
repurpose an entire school. 
 
The most immediate need for any surplus school / classroom space over the next 
15 years will be for temporary accommodation to support the SMP.  Other uses that 
have been made of surplus school / classroom space in the past has been for 
daycares / childcares, other community uses (e.g. Green Thumb Theatre) and 
lease / sale to independent schools (e.g. Shannon Park Annex) and other school 
districts (e.g. L’Ecole Anne Herbert). 
 
Portions of schools grounds could be deemed surplus to VBE needs.  These 
portions of grounds could be subdivided and sold or leased for alternative purposes.  
An example of this was the sale of a portion of the Queen Mary site that was 
deemed surplus to the needs of the school given its topography.  The portion was 
subdivided and sold for residential purposes. 
 
The VBE also has four main non-school sites: 
 

 Education Centre 
 Maintenance Workshop 
 Nursery 
 Kingsgate Mall 

 
The first three sites noted above are currently being used by the VBE.  Reviews 
could be undertaken to determine if there are alternatives to their current use.  The 
VBE has leased the Kingsgate Mall to a property management / development 
company over a long term.  The VBE currently receives annual lease revenue from 
this arrangement and could consider alternatives to maximize the net proceeds 
from this property. 
 
If additional proceeds were obtained by the VBE from alternative use of surplus 
space, the Board could direct this funding to support the Long Range Facilities Plan 
implementation in such areas as: 
 

 Funding additional costs for replacement schools versus seismic 
upgrades; 

 Reducing deferred maintenance and improving facility conditions; 
and 

 Heritage retention. 
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The Board recently passed the following motion: 
 

 “That the VBE commit to not sell school lands but maintain or 
increase our current number of school sites, to preserve 
neighbourhood sites for current and future educational and 
community use.  This would not preclude land swaps or the sale of 
portions of school sites provided that education programs could still 
be offered.” 

 
As mentioned, the priority use of any surplus classroom space over the next number 
of years will be for temporary accommodation to support the SMP.  However, the 
Board may wish to consider alternative uses of portions of school grounds and non-
school properties as part of the updated Long Range Facilities Plan. 
 

  

Appendix D

VBE LONG RANGE FACILITIES PLAN (May 18, 2016) - Appendices 112



6.0 Board Approved Recommendations 
 
1. Given that the district currently has surplus school capacity, as defined by 

the Ministry of Education, the Board agree to work towards achieving a 
district-wide average capacity utilization of 95% through the implementation 
of the Seismic Mitigation Plan (SMP), in order to comply with the Ministry of 
Education’s requirement for large school districts.  This would be achieved 
through a combination of the following: 
 Increased enrolment; 
 Right-sizing schools as part of the SMP; 
 Repurposing schools for temporary accommodation purposes to 

support the SMP; and 
 School closures  
 

2. That the Board approve the following guiding principles included in the Long 
Range Facilities Plan: 
 Safe and sustainable schools; 
 Facilities that support innovative, educational approaches, ultimately 

providing effective learning environments; 
 Schools located where they can support school-aged populations 

now and in the future;  
 Planning that takes into account economic, community and 

environmental benefits for students, families and all citizens of 
Vancouver; and 

 Improved facility conditions. 
 
3. That the Board request staff to consider the following factors when 

recommending the priority for SMP projects: 
 High seismic risk school; 
 Planned capacity utilization will be approximately 95% or greater; 
 High deferred maintenance; 
 School will not be needed for temporary accommodation;  
 School will not be identified for closure; 
 Will support a plan to have sufficient schools usable after a major 

earthquake in all areas of the district; and 
 Work has already begun on a Project Definition Report for the school. 

 
4. Based on the above factors, that the Board request staff to provide 

immediate priority to the following SMP projects: 
 Cavell Elementary 
 Wolfe Elementary 
 Prince of Wales Secondary 
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 Tennyson Elementary 
 Maple Grove Elementary 
 Weir Elementary 
 Jamieson Elementary 
 Thompson Secondary 
 Bayview Elementary 
 Point Grey Secondary 
 Hamber Secondary 
 Killarney Secondary 
 Lloyd George Elementary 
 Kingsford-Smith Elementary 
 Livingstone Elementary 
 Hudson Elementary 
 False Creek Elementary 
 Macdonald Elementary* (Board-approved motion to include in 2016 

Capital Plan Submission) 
 

5. That following adoption of the June 2016 update of the Long Range Facilities 
Plan, the Board direct staff to conduct a review of the following seismic 
projects, as part of the zone planning process, in order to determine their 
status in regards to proceeding with seismic mitigation: 
 Waverley Elementary 
 Grenfell Elementary 
 Begbie Elementary 
 Mackenzie Elementary 
 John Oliver Secondary 
 Renfrew Elementary 
 Templeton Secondary 
 Carleton Elementary 
 

6. That further to the information presented in this report, along with public 
consultation, the Board request staff to develop proposed policy and 
processes with respect to temporary accommodation strategies, and identify 
factors that would impact the repurposing of schools for temporary 
accommodation purposes, as part of the updated Long Range Facilities Plan 
for June 2016. 
 

7. That further to the information presented in this report, along with public 
consultation, the Board request staff to develop proposed factors for school 
closure as part of the updated Long Range Facilities Plan in June 2016. 
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8. That further to the information presented in this report, along with public 
consultation, the Board request staff, to develop a process and timeline for 
zone planning as part of the updated Long Range Facilities Plan in June 
2016 in order to support the SMP and capacity utilization goals. 
 

9. That the Board request staff to prepare an updated Long Range Facilities 
Plan by June 2016 after public consultation and further analysis with respect 
to remaining items. 
 

10. That the Board request staff to update the Board on an annual basis, or as 
appropriate, as to the progress achieved with respect to the SMP and 
capacity utilization goals and update or revise the Long Range Facilities Plan 
as appropriate. 
 

11. That the Board approve this Interim Long Range Facilities Plan and submit 
it to the Minister of Education by January 31, 2016. 
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Appendices 
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Appendix A – Vancouver Seismic Project Office Memorandum of Understanding 
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Appendix B – Letter from Minister of Education (Dec. 10, 2015) 
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Appendix C – Letter from Deputy Minister of Education (Dec. 23, 2015) 
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Appendix D – Current Capacity Utilization by School 
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Appendix E – Completed Seismic Projects 
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Appendix F – Seismic Projects Under Construction 
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Appendix G – Supported Seismic Projects 
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Appendix H – Yet to be Supported Seismic Projects 
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Appendix I – Facility Condition Index by Family of Schools 
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Appendix J – Current School Closure Policy 
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Appendix K – 2015/2016 VSB Capital Plan 
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Appendix L – Possible Timeframe for Implementation 
 

 

 

 

 

 

 

 

See separate attachment. 
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