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Meeting: Cabinet member contracts and assets

Decision date: 11 February 2019

Title of report: Development and Regeneration Programme: Holme 
Lacy former School site

Report by: Growth Programmes Technical Manager 

Classification

Open

Decision type

Non-key

Wards affected

Dinedor Hill;

Purpose and summary

To approve the scope and cost of the first stage of appraisal services to be provided by the 
council’s developer partner, Keepmoat Homes, in respect of a potential project to deliver new 
housing on the former education campus at Holme Lacy.

The Herefordshire Economic Vision was adopted by Council in December 2016 as the Economic 
Development Strategy for the county. This identifies new housing in ‘Aim 3 - A great place to live’. 
The council has undertaken an initial assessment of redevelopment options presented by the 
former education campus and considers that the site offers a sustainable location for a diverse 
range of new well located housing.

The council has entered into an overarching agreement with Keepmoat Homes, a developer, for 
a programme of development and regeneration over the next 10 years and potentially beyond. In 
accordance with that agreement, the developer partner will be commissioned to develop a project 
through the mechanism of a “New Project Request” and will progress the project in “Stages”.

The New Project Request specifies the council’s initial requirements and its criteria for the 
development, which can be refined as the project moves forward. 
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The developer partner has estimated the cost of the Stage 1 appraisal services which include the 
development of the outline business case and a proposed programme for delivery. These costs 
are required to be underwritten by the council as specified in the overarching agreement.

Recommendation(s)

That:

(a) the redevelopment of the former education campus at Holme Lacy be placed into the 
Development and Regeneration Programme (DRP);  

(b) a new project request to carry out a preliminary (“Stage 1”) appraisal of development 
options for the Holme Lacy site be issued the council’s development partner  
Keepmoat Homes

(c) , the following Council Criteria for Stage 1 of the Holme Lacy project be approved :

1. The stage 1 submission will provide an estimate of the cost, a proposed layout and 
design for a scheme, together with an outline business case and programme for 
residential redevelopment of the Site, the proposed development will be based on a 
set of standard assumptions for Keepmoat Homes as to product range, tenure mix 
and general amenity (“the Standard Offer”).  

2. The Standard Offer will be fully policy compliant

3. In cooperation with the council, as a basis for comparison with Criterion 1, an outline 
cost, design, business case and programme for residential development of the Site 
which makes an enhanced contribution to the council’s social, environmental and 
economic objectives over and above that which would be required by relevant law or 
existing planning policy (“the Enhanced Offer”) in respect of:

(a) Enhanced environmental sustainability including   energy efficiency, transport, 
protection/enhancement of natural habitats, and/or

(b) Increased affordable housing, and/or
(c) Health and wellbeing of communities and residents, and/or
(d) Use of modular construction..

4. In cooperation with the council  the stage 1 submission will define the evidential 
framework for Stage 2 to assess the project against the council’s requirement to 
demonstrate best value and meet all other relevant legal obligations.

(d) a Stage 1 Development Fee of up to £30k be approved to be underwritten by the 
Council under the terms of its overarching agreement with Keepmoat Homes

(e) a capital sum of £20k is approved for drawing down from the Development 
Partnership capital budget in order to support the council in delivering Stage 1 of the 
project, including the covering of staff costs and external advisers to the council.

Alternative options

1. The council could choose not to proceed with this work and simply dispose of the site on 
the open market as it is surplus to its operational needs. However, this is not 
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recommended at this stage, as a high level feasibility study has indicated that there is 
potential for the redevelopment of the site.  The work being requested will inform 
understanding of the opportunities including costs and benefits of potential redevelopment 
options. Implementation of the project will be subject to further governance, informed by 
the business case.  

2. The purpose of the preliminary appraisal work recommended in this report is to ensure 
that the council is well informed as to the potential opportunities. Once that work is 
complete both the council and its development partner, Keepmoat Homes, have the ability 
to decide if they wish to proceed with further detailed work on the project, or not. If the 
decision was not to proceed then other options, including offering the site to the market, 
could be explored at that time.

Key considerations

3. A key driver for the establishment of the Development and Regeneration Partnership was 
to support the delivery of housing growth and to secure a financial return through the 
development of Council-owned land. The site of the former Holme Lacy School is in 
Council ownership and is available for development, subject to planning. Holme Lacy is 
included within Policy RA2 of the Core Strategy and indicated for housing proportional 
growth.

4. The anticipated growth is a minimum of 38 dwellings between 2011 and 2031, to date 
(April 2018) only 1 has been completed and 20 committed leaving a minimum residual 
requirement of 17. Holme Lacy school is within the built form of the settlement and a 
brownfield site which therefore appear to comply with policy RA2 of the Core Strategy. On 
this basis, it would be a potential site to be included within a Stage 1 assessment. 

5. Given the overarching need for more housing, including affordable housing, in 
Herefordshire, it is recommended that the redevelopment of the Holme Lacy site be added 
into the Development and Regeneration Programme. In line with the DRP stage process 
(see below) a new project request will be provided to Holme Lacy with the Council Criteria 
(see Appendix 1). Keepmoat Homes will be requested, within 3 months, to provide a 
Stage 1 submission, including outline business case and indicative timeline. If the Stage 1 
submission is approved, a full business case will subsequently be developed within the 
timescales agreed in stage 1 to inform a decision as to whether to progress the project. 

6. The proposed scope of work to be carried out and criteria for delivering an acceptable 
Stage 1 submission of this project are included in appendix 1.  

7. These criteria can be modified if the council decides to proceed with a further Stage of the 
project. The Stage process set out in the council’s overarching agreement with Keepmoat 
Homes, and the position of this project within it, is illustrated below.
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8.

Stage 0 - Business as usual
Project scoping
• New project request

• option appraisal
• title information
• estimate of stage 1 costs
• Council Criteria for project

Stage 1: 
• outline business case
• draft timeline 
• estimate of stage 2 costs
• stage 2 criteria

Stage 2:
• detailed business case
• milestone plan
• draft development 

agreement 
Project Approval

DRP – stage process

Stage 0 Stage 1 Stage 2

Current stage

Community impact

9. The council’s Corporate Plan 2016-2020 includes supporting the growth of our economy 
as a strategic priority. The wider Herefordshire Economic Vision sets out an ambitious 
framework for economic growth within the county and is supported by the Core Strategy. 
Delivery of the Core Strategy and Economic Vision will rely on significant investment in a 
variety of developments across the county.  

10. Supporting the Corporate Plan and Economic Vision, the council’s property strategy for 
2016 to 2020 includes the objectives to maximise the economic benefits of the council’s 
property asset base and to support economic development and housing growth.

11. Successful delivery of a housing scheme on Holme Lacy site has the potential to 
significantly contribute to the corporate plan, through support for the economic vision and 
core strategy, and the corporate property strategy by allowing the council to maximise the 
benefits from its development sites.

12. The project will contribute directly to the Invest Herefordshire objective to make 
Herefordshire a great place to live.

Equality duty

13. Under section 149 of the Equality Act 2010, the ‘general duty’ on public authorities is set 
out as follows:

14. A public authority must, in the exercise of its functions, have due regard to the need to:

a. eliminate discrimination, harassment, victimisation and any other conduct that is 
prohibited by or under this Act;

b. advance equality of opportunity between persons who share a relevant protected 
characteristic and persons who do not share it;

c. foster good relations between persons who share a relevant protected 
characteristic and persons who do not share it.
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15. The public sector equality duty (specific duty) requires us to consider how we can 
positively contribute to the advancement of equality and good relations, and demonstrate 
that we are paying ‘due regard’ in our decision making in the design of policies and in the 
delivery of services. Our providers will be made aware of their contractual requirements in 
regards to equality legislation. An equality impact assessment will be carried out as part of 
the project.

Resource implications

16. The council is required to underwrite the developer’s properly incurred costs for this Stage 
1 project appraisal. These capital costs will be not more than £30k. 

17. The council’s internal spend to support the development of the stage 1 submission directly 
associated with the project will also be capitalised. A budget of up to £20k for this stage of 
the project has been allocated. The resources will be released from the Development 
Partnership capital budget.

18. Stage 1 of the project will deliver a feasibility study: what the scheme will comprise of and 
an initial cost estimate and programme, outline business case and estimated timeline. 
Stage 1 includes desk top background studies only but will look at a range of options for 
the areas in scope. More intrusive survey works (including ground investigations and the 
like) will be undertaken during Stage 2. 

19. If the project does not ultimately proceed through the DRP any feasibility costs noted in 
point 16 and 17 above, will be funded from revenue reserves. 

Legal implications

20. As the site was previously used as a local authority school,  following its closure the 
council needed to secure consent from the Secretary of State for Educations (SoS) to 
dispose of the site as being surplus to educational need. The council received the SoS’s 
formal written consent (under the provisions of Part 1, Schedule 1 of the Academies Act 
2010 and Section 77 of the School Standards and Framework Act 1998) on the 2nd 
December 2018 therefore the site is now part of the council’s wider estate.  

21. The council has procured its development partner Keepmoat Homes through an EU 
compliant procurement process. The council has entered into a legally binding 
overarching agreement with the developer and this report explains how a potential project 
relating to Holme Lacy is proposed to be progressed in accordance with the process set 
out in that overarching agreement. 

22. This report identifies the stages through which the project will proceed, subject to approval 
by the Executive, at each stage. The overarching agreement provides a contractual 
framework within which the developer will incur costs and deliver services which enable 
the council’s Executive to assess whether a project should proceed. The overarching 
agreement requires the developer to set out its expected costs for each stage and 
essentially the council is required to underwrite these costs in the event that it 
subsequently refuses to proceed with the project despite the developer demonstrably 
meeting the council Criteria (termed an “improperly rejected project” in the overarching 
agreement). 

23. There are no other significant legal implications arising from the project at this stage. 
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Risk management

24. The key risks around the development of the outline business case for the redevelopment 
of the Holme Lacy site are:

Risk / opportunity Mitigation

The Stage 1 preliminary appraisal does not 
result in an acceptable project to the council

There is no commitment at this stage from 
the council to carry out any or all of the 
redevelopment. However, the council will 
be liable for the Stage 1 Development 
Programme Fee if it decides not to go 
ahead with the next Stage of the project in 
circumstances where Keepmoat Homes 
has demonstrably met the project criteria 
which the council has set. 

25. Risks are managed according to the council’s performance risk and opportunity 
management framework, and recorded on a service risk register, being escalated to the 
directorate or corporate risk register according to the significance of the risk.

Consultees

26. Consultation has taken place with the local member, who has not expressed a view on the 
proposal, but asked to continue to be engaged in the development of the scheme

Appendices

Appendix 1 –– Site plan

Background papers

None
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Appendix 1 - Site Plan


