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BUSINESS CASE – ‘LIGHT’ 
There will be times when a full, very detailed, five case business model would be inappropriate for the 

size and scale of the project. There are key elements of a business case however, that must be 

identified and evidenced such as what needs to happen, why and what change it will bring about. In 

these cases, there are two options: 1- to use the Project Mandate form as the business case in very 

simple, defined cases and 2- to complete a business case ‘Light’ form where the project is small to 

medium in size and where using the full five case business model would be of little benefit to the 

governance or outcome.  

The PMO Portfolio Managers will determine which model of business case is appropriate for the size and 

scale of the project being developed. 

All italic text can be removed prior to submitting for review. 
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Project Description 

The programming and delivery of residual works identified in the 2019 condition reports, prioritised 

through the assessment of criteria primarily focussed on (1) identified risk, (2) health, safety or welfare of 

the building users (3) delivery of the aims within the council’s county plan, (4) service continuity, through 

the delivery of property specific projects. The cost appraisal is a high-level estimated i.e. detailed 

evaluation has not been undertaken in respect of each project at this stage. 

 

The works will be programmed by consultants and delivered through Hoople. 

 

 

 

 

Background and Rationale 

Briefly describe what issue or opportunity this project will address and why now 

 

Condition surveys where undertaken in 2019 to inform a work programme to the council’s estate. A small 

numbers of consequential projects are in progress; however, due to the volume of consequential projects 

and the need to reduce further deterioration of the Councils assets, it is the intention to deliver all 

remaining work through a single delivery programme that is scheduled and managed by consultants in 

order to expedite completion. This is a separate bid to the estates building improvement programme as 

that programme arose from historical operational requirements. 

 

Hoople will be acting as managing agents for delivery and where appropriate Hoople will self-deliver. 

Other projects will be procured in line with the Councils procurement  

 

The condition survey programme of works is provided in Appendix A (Details of Projects in the Condition 

Survey Program 2019) 

 

 

Strategic Fit 

Your project must directly support at least one of the County Plan / Delivery Plan priorities. Please 

indicate in the box below which priority(s) the project addresses.    

County Priority – 

please select from  

Tick  X below 

where applicable 

Delivery Plan Reference(s) 

Environment   

Community   

Economy X EC5, EC6 

List key Strategy the project delivers 

against and explain how 

 Protect and promote our heritage, culture and 

natural beauty to enhance quality of life and 
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support tourism – enhancing some of our historic 

Listed buildings 

 Spend public money in the local economy 

wherever possible – procurement of the works will 

ensure local contractors have a chance to tender 

 

Outline how the project directly addresses the priority and in addition how it directly contributes 

towards the delivery of the other remaining priorities. 

The diversion range of projects will directly address the priorities protecting our historic building and 

promoting our heritage; and supporting the local economy by actively engaging local contractors. 

 

 

Scope 

What is involved in this project; include what is in and out of scope.  

All properties in scope are identified within the proposed programme of building improvement works 

and are listed in Appendix A.  

Included generally within each individual project scope across the programme: 

 Planning the project 

 Designs, plans and surveys  

 Procurement 

 Building refurbishment 

 Construction management 

 Budget management 

 Risk management 

 Communications 

 Project handover and closure 

 

 

 

Objectives 

List the key business objectives that the project is aiming to achieve. These should be SMART – 

specific, measurable, achievable, relevant and time-bound. 

If the Business Case is approved then the programme can move into the implementation phase 

and deliver the following: 

 Ensure that the Council’s estate is maintained, safe and fit for purpose 

 Address identified risks 

 Reduce revenue expenditure by investing in buildings and reducing reactive maintenance 

 Extend the lifecycle of Council assets and protect/enhance value 
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 Secure better services, quality of life and value for money 

 Support the growth of our local economy 

 Protect and promote our heritage 

 Support reduction of carbon footprint 

 To support the delivery of the County Plan 

The Business Case sets out a three year programme in order to provide a clear strategic direction 

regarding investment in the Corporate Estate. 

 

Benefits 

Explain and evidence where possible the anticipated benefits the project will deliver if the objectives 

are achieved including any dis-benefits  

The anticipated benefits of the proposed programme are listed below: 

 Reduced depreciation of buildings and assets 

 Heritage protection 

 Energy efficiency 

 Sustainability 

 Reduced revenue costs 

 Protected service delivery 

 Protected income 

 Statutory Compliance 

 Risk management / Mitigation 

 Growth of our local economy 

 

 

Explain the plan for dealing with the management and delivery of benefits – how will they be 

realised? 

Engaging external consultants to plan a program of work and utilise Hoople for the 

management and delivery of the works. Package works where possible for efficiencies. 

Benefits realisation will be measured in terms of reduced revenue expenditure on reactive 

maintenance. 

 

 

Risks 

List the known, main risks along with any mitigating action. Attach a risk register if more 

appropriate. 

The programme seeks to reduce the risks identified on a project by project basis. 
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The key risks of not doing the project are:  

 Impact on service delivery 

 Increased reactive maintenance costs 

 Rising costs – reducing the extent or quality of completed works  

 Insufficient funding 

 Loss of income 

 Loss in value/deterioration of property assets 

 Reputational risk 

 Non-Compliance with statutory regulations 

 Health and safety risks  

The key project risks are: 

 Statutory 

 Financial 

 Service 

 Reputational 

 

 

 

Constraints or Dependencies 

List the known or potential dependencies with other current or upcoming projects or known constraints 

eg: timescale, funding terms, other linked projects, etc.  

Initiatives which depend on this project are: 

 Future Corporate Estate Asset Strategy 

 Flexible Futures– Strategy and Implementation 

 Future  Investment Estate Asset Strategy 

 Reduced energy consumption and carbon output 

 Annual Financial Targets 

This project is dependent on: 

 Appropriate levels of resource and expertise 

 Feasibility funding will be required from 1st September 2021 to enable full design work 

to be completed, to allow commencement of the delivery of the works in April 2022, as 

outlined in the programme as attached. If the funding is not available, the programme 

will amended and pushed back 6 months to allow for design work to be commenced in 

April 2022. 

 Ability for Hoople to resource sufficiently 

 Availability of suitable contractors and materials 
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 Consultant and/or contractor performance 

 Information as to service plans and strategy 

 The required level of engagement from stakeholders 

 Buildings not being put forward for disposal, or disposed of, within the programme 

timeframe or Council’s obligations falling to the Tenants 

 

 

Options  

Please list the options that you have considered for delivering your project.  

Option Short-list Y/N Reasons 

   

   
   

   
   

   

   
 

Copy the table below as required to cover all shortlisted options 

Option * – Detail 

 

Cost  

Benefits  

Deliverability  

Pros  

Cons  

Recommendation  

 

The ‘do nothing’ option  

What will be the impact of doing nothing? i.e. the consequence of the project idea not being supported 

and the project not proceeding 

Do Nothing - Without adequate expenditure on a programme of works, property assets will 

depreciate which will have a negative consequential adverse bearing on the value of the estate. 

Furthermore do nothing will have an impact on the council being able to deliver services from 

buildings that are not fit for purpose.  Not doing these projects may increase the risk of litigation 
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due to Health and safety issues not being addressed. In each case the ‘Do Nothing’ option is 

not viable as each proposed project represents the considered way forward. 

 

The key risks of not doing the project are:  

        •   Impact on service delivery 

        •   Increased cost of maintenance 

        •   Further deterioration of the buildings 

        •   Potential for serious physical injury 

        •   Potential for illness caused from environmental conditions imposed by buildings 

        •   Reputational risk 

The key project risks are: 

        •   Insufficient budget 

        •   Insufficient resource 

        •   Planning permission not obtained 

        •   Contractor availability 

  

 

Preferred Option 

 

Environmental and Social 

Explain any impact and/or mitigating actions (nature, environment, climate, carbon, sustainability, 

social value, equality, etc) 

Where appropriate projects will address the councils objectives to reduce its carbon footprint. 

Each project will aim to incorporate the use of local labour and materials. 

 

 

Procurement 

Outline what procurement process has been used and the preferred supplier along with lead-in times 

and timetable 

Outline what the preferred option is and why 

Allowing investment and undertaking a programme of works will mitigate and prevent risk of 

failure and ensure the buildings remain open and fit for current use, thereby avoiding 

disruption to the delivery of services. In some cases it is the Council’s responsibility under 

leases to maintain an asset.  The preferred option would mitigate any risk of litigation due to 

Health and safety issues not being addressed. 
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Various procurement routes will be used which include for a combination of open portal tenders and 

utilisation of existing frameworks. 

 

 

Legal 

Describe any legal implications or considerations such as covenants, restrictions, partnerships, etc 

 

All legal matters will be reviewed by the estates team, and legal services, where required and 

addressed accordingly. 

 

 

Project Costs 

Any submission of a business case for capital funding must also include a completed Capital Funding 

Request form (found on Capital Toolkit intranet site) 

Please state the total cost of the project, broken down into key areas of spend e.g. feasibility study, 

design, procurement and contracting, works contract, project management.  

It is vital that you include an element for project management and technical, professional colleagues 

and fees. 

Total project cost: £1,391k 

 

Basis of the costs presented. You must attach / evidence the costs to this form. See Technical 

Guidance Note 1 for details around the provision of evidence based estimates.  

 Is this cost indicative (estimate during business case development),   ☒ 

 actual (procured) or                                                                               ☐ 

 evidence based estimate?                                                                     ☐ 

 

Spend Profile:  

Feasibility  Procurement £1,065 

Design  Property  £10k 

Project Management Fee 

(est. 10%) 

£106k Legal  £10k 

Planning Fees £10k Consultancy Fees £90k 

  Contingency £100k 

 

 

Feasibility Funding 

It is expected that Directorates will fund feasibility works and only apply for corporate revenue 

feasibility funding if the work is not affordable from within the Directorates own budget. 

http://hcintranet.herefordshire.gov.uk/finance/SitePages/Capital.aspx
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Is corporate revenue feasibility funding required to complete an outline business case? 

 

If yes, the Head of PMO will facilitate an application to the Management Board via the approved form 

Please explain why Directorate funding cannot be accessed and what the feasibility will provide:  

Property services have engaged consultants to carry out the production of the programme of works to 

inform the capital bid from their revenue budget. As there is pressure to deliver property savings in full, 

the work programme needs to be ready to deliver (subject to approval of this bid) from April 22 

therefore, capital feasibility funding is sought to enable the production of spec/ tender docs and 

undertake this element of work in the 21/22 financial year. If the feasibility fund is not approved, then 

this design work will commence in April 2022 and the capital bid will need to be profiled over 2 years.   

We do not have sufficient budget to carry out feasibility works in respect of the full program of works 

included within this bid. 

 

 

Only if the preferred option is being developed, corporate capital funding may be requested from the 

Capital Development Fund to undertake feasibility work. Is this required? 

 

If yes, the Head of PMO will facilitate an application to the Management Board via the approved form 

Explain here how the preferred option was arrived at and agreed and what the feasibility will provide: 

 

 

 

Timescales for Delivery 

Please try to put some timescales around your project by indicating any known end or stage deadlines, 

key dates or action points in the table below. Add key dates as required to suit your project which may 

include the date something has to be completed by or deadline for grant funding application. 

The PMO Capital Programme Manager can arrange advice on approval/lead-in dates. 

Stage/Milestone Indicative Date Comments 

Commencement  September 2021  

Out to tender October 2021 to March 2022 Programme of works 

Appoint Contractors January 2022 to June 2022 Subject to Programme of works 

Start on site April 2022 to January 2023 Subject to funding being 

approved in February and being 

available from April 22) 

Completion March 2023  

   

   

   

 

Yes X  No  

Yes   No X 
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APPENDICES (List) 
 
A - The programming and delivery of residual works identified in the 2019 condition reports 
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Appendix A - Details of projects included in the Condition Survey Program 2019 

     

    2022/23   Reasons 

    £     

Ross-on-Wye Library   £27,163.08  Various 

Hereford St Owens Street No 8   £176,819.33  Various 

Hereford Merchant House   £116,046.30  Roofing, internal repairs and decorations 

Hereford Churchill House   £100,510.20  External decs, external and internal 
maintenance and minor M&E 

Hereford Widemarsh Children's Centre  £97,906.54  Various - lighting works removed from 
budget 

Hereford Plough Lane Offices  £86,192.47  Internal decs 

Hereford Centre 18 Symonds Street  £34,893.94  Various including window works and 
kitchen refresh 

Hereford Three Elms Trading Estate Units 37 and 
38 occupied HC 

 £69,474.89  Roofing and various maintenance 

Rotherwas HARC  £63,546.34  Internal and external decs and ventilation 

Hereford St Owens Daycare Centre  £50,600.59  Various 

Hereford Cemetery and Crematorium  £39,399.70  General maintenance and decs 

Children's Centre Building Leominster  £36,936.65  Various 

Hereford Franklin House Offices   £35,146.55  External maintenance  

Hereford Canal Road Daycare Centre  £18,246.82  Mainly external decs and replacement of 
a ventilation canopy 

Hereford Maylords Orchard Meeting Room   £6,300.50  Internal decs 

Hereford St Owens Street No 1A   £10,290.67  Internal and external decs and minor 
maintenance 

Kington Library No 1 Duke Street  £6,185.59  Internal and external decs 

Ledbury St Katherine's Offices  £7,047.43  Internal decs with minor maintenance 

Leominster Library The Buttercross  £21,650.33  Internal decs and boiler 

Hereford Union Street No 33-35 Offices  £21,223.64  Various maintenance 

Hereford Play and Learn Nursery   £19,921.05  FF&E and external ramp 

Hereford South Meadow Children's Centre  £11,338.49  Internal decs and external maintenance 

Ledbury Primary School Children's Centre   £2,562.84  Internal decs 

Colwall Humphrey Walwyn Library   £6,156.86  Internal and external decorations and 
maintenance 

     

Total Costs for all projects  £1,065,560.79   

 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

              13 

BUSINESS CASE – ‘LIGHT’ 
There will be times when a full, very detailed, five case business model would be inappropriate for the 

size and scale of the project. There are key elements of a business case however, that must be 

identified and evidenced such as what needs to happen, why and what change it will bring about. In 

these cases, there are two options: 1- to use the Project Mandate form as the business case in very 

simple, defined cases and 2- to complete a business case ‘Light’ form where the project is small to 

medium in size and where using the full five case business model would be of little benefit to the 

governance or outcome.  

The PMO Portfolio Managers will determine which model of business case is appropriate for the size and 

scale of the project being developed. 

All italic text can be removed prior to submitting for review. 
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Project Description 

A three year programme of building improvement works 2022/25 which have been prioritised through 

the assessment of criteria primarily focussed on (1) identified risk, (2) health, safety or welfare of the 

building users (3) delivery of the aims within the council’s county plan, (4) service continuity, through the 

delivery of property specific projects. The cost appraisal is a high-level estimated i.e. detailed evaluation 

has not been undertaken in respect of each project at this stage. 

 

 

 

 

 

Background and Rationale 

Briefly describe what issue or opportunity this project will address and why now 

 

Herefordshire Councils’ estate is basically split into two categories: Operational and Investment. Schools 

effectively form part of the operational estate but are subject to a separate capital programme and are 

therefore not included within this business case.  

This is an improvements programme, for all works that arose from historic operational requirements, 

based on a risk assessment analysis. It is a separate bid to the works identified in the 2019 survey 

condition survey work. 

The Council’s estate includes circa. 1080 assets of varying degrees of legal interest and use. Whilst 

optimisation of the estate is an ongoing processes based upon review and pro-active engagement with 

services, investment in key property assets is required for the four key reasons set out in the Objectives 

described below. 

A three year programme is proposed in respect of prioritised projects rather than a short term annualised 

plan. Projects have been assessed prior to inclusion in the programme and those that neither meet key 

criteria nor supported by sufficient information have been omitted. This is not to say that such projects 

are permanently disregarded should future assessment mean that they qualify for inclusion in the 

programme. In such circumstances bids for capital funding will be made on a project by project basis. 

The capital programme, including the rationale and/or benefits for each proposed project, is provided in 

Appendix A.  

Hoople will be acting as managing agents for delivery and where appropriate Hoople will self-deliver. 

Other projects will be procured in line with the Councils procurement  

.    

 

 

 

 

Strategic Fit 
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Your project must directly support at least one of the County Plan / Delivery Plan priorities. Please 

indicate in the box below which priority(s) the project addresses.    

County Priority – 

please select from  

Tick  X below 

where applicable 

Delivery Plan Reference(s) 

Environment X EN4, EN5 

Community   

Economy X EC4, EC5, EC6 

List key Strategy the project delivers 

against and explain how 

 Carbon Management Plan- invest in low carbon 

projects 

 Enhance digital connectivity for communities and 

business – improving digital communication with 

building management systems in properties 

resulting in energy savings 

 Protect and promote our heritage, culture and 

natural beauty to enhance quality of life and 

support tourism – enhancing some of our historic 

listed buildings. 

 Spend public money in the local economy 

wherever possible – procurement of the works will 

ensure local contractors have a chance to tender 

 

Outline how the project directly addresses the priority and in addition how it directly contributes 

towards the delivery of the other remaining priorities. 

The proposed replacement of end of life boilers will seek to use low carbon technology as a priority 

with the use of fossil fuel boilers being the last resort when no other alternatives are viable.  

The range of projects will directly address the priorities through improving digital communication via 

building management systems, protect our historic building and promote our heritage and by actively 

engaging local contractors support the local economy. 

 

 

Scope 

What is involved in this project; include what is in and out of scope.  

All properties in scope are identified within the proposed programme of building improvement works 

and are listed in Appendix A.  

Included generally within each individual project scope across the programme: 

 Planning the project 

 Designs, plans and surveys  

 Procurement 

 Building refurbishment 
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 IT improvements 

 Construction management 

 Budget management 

 Risk management 

 Communications 

 Project handover and closure 

 

 

 

Objectives 

List the key business objectives that the project is aiming to achieve. These should be SMART – 

specific, measurable, achievable, relevant and time-bound. 

If the Business Case is approved then the programme can move into the implementation phase 

and deliver the following: 

 Ensure that the Council’s estate is maintained, safe and fit for purpose 

 Address identified risks 

 Reduce revenue expenditure by investing in buildings and reducing reactive maintenance 

 Extend the lifecycle of Council assets and protect/enhance value 

 Secure better services, quality of life and value for money 

 Support the growth of our local economy 

 Protect and promote our heritage 

 Support reduction of carbon footprint 

 To support the delivery of the County Plan 

The Business Case sets out a three year programme in order to provide a clear strategic direction 

regarding investment in the Corporate Estate. 

 

Benefits 

Explain and evidence where possible the anticipated benefits the project will deliver if the objectives 

are achieved including any dis-benefits  

The anticipated benefits of the proposed programme are listed below: 

 Reduced depreciation of buildings and assets 

 Heritage protection 

 Energy efficiency 

 Sustainability 

 Reduced revenue costs 

 Protected service delivery 

 Protected income 



 

              18 

 Statutory Compliance 

 Risk management / Mitigation 

 Growth of our local economy 

 

 

Explain the plan for dealing with the management and delivery of benefits – how will they be 

realised? 

Engaging external consultants to augment the internal resources to plan the programme of 

works and utilise Hoople for the management and delivery of the works. Benefits realisation 

will be measured in terms of reduced revenue expenditure on reactive maintenance. 

 

Risks 

List the known, main risks along with any mitigating action. Attach a risk register if more 

appropriate. 

The programme seeks to reduce the risks identified on a project by project basis. 

The key risks of not doing the project are:  

 Impact on service delivery 

 Rising costs – reducing the extent or quality of completed works  

 Insufficient funding 

 Loss of income 

 Loss in value/deterioration of property assets 

 Reputational risk 

 Non-Compliance with statutory regulations 

 Health and safety risks 

The key project risks are: 

 Statutory 

 Financial 

 Service 

 Reputational 

 Qualified resource (internal and external) 

 

 

 

Constraints or Dependencies 

List the known or potential dependencies with other current or upcoming projects or known constraints 

eg: timescale, funding terms, other linked projects, etc.  
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Initiatives which depend on this project are: 

 Future Corporate Estate Asset Strategy 

 Flexible Futures– Strategy and Implementation 

 Future  Investment Estate Asset Strategy 

 Reduced energy consumption and carbon output 

 Annual Financial Targets 

This project is dependent on: 

 Appropriate levels of resource and expertise (internal and external) 

 Feasibility funding will be required from 1st September 2021 to ensure the programme 

of works is delivered within the financial year. If funding is not available the programme 

will have to be adjusted. 

 Ability for Hoople to resource sufficiently 

 Availability of suitable contractors, consultants and materials 

 Consultant and/or contractor performance 

 Information as to service plans and strategy 

 The required level of engagement from stakeholders 

 Buildings not being put forward for disposal, or disposed of, within the programme 

timeframe or Council’s obligations falling to the Tenants 

 The budget allocation covering the requirement to install newer, innovative and more 

bespoke technology that we currently have less experience of locally around low 

carbon alternative technology in place of fossil fuel heating systems.   

 A training package delivered to internal / Hoople staffing on new technologies and a 

new officer working group to develop and adopt procedures and methodology. 

 

Options  

Please list the options that you have considered for delivering your project.  

Option Short-list Y/N Reasons 

   

   
   

   

   
   

   
 

Copy the table below as required to cover all shortlisted options 

Option * – Detail 
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Cost  

Benefits  

Deliverability  

Pros  

Cons  

Recommendation  

 

The ‘do nothing’ option  

What will be the impact of doing nothing? i.e. the consequence of the project idea not being supported 

and the project not proceeding 

Do Nothing - Without adequate expenditure on a programme of improvement works, property 

assets will depreciate which will have a negative consequential adverse bearing on the value of 

the estate. Furthermore do nothing will have an impact on the council being able to deliver 

services from buildings that are not fit for purpose. Not doing these projects may increase the 

risk of litigation due to Health and safety issues not being addressed. In each case the ‘Do 

Nothing’ option is not viable as each proposed project represents the considered way forward. 

 

The key risks of not doing the project are:  

        •   Impact on service delivery 

        •   Increased cost of maintenance 

        •   Further deterioration of the buildings 

        •   Potential for serious physical injury 

        •   Potential for illness caused from environmental conditions imposed by buildings 

        •   Reputational risk 

The key project risks are: 

        •   Insufficient budget (due to brexit/ covid issues causing cost inflation and additional 

requirement for consultants on low carbon technology as well as the supply, installation and 

possible maintenance costs which would be considerably higher than for a fossil fuel heating 

system) 

        •   Insufficient resource 

        •   Planning permission not obtained 

        •   Contractor and Consultant availability with the right skill sets  

Supply chain and installer accreditation for low carbon technologies 
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• Additionally upgrade works to infrastructure may also be required for low carbon alternative 

technology and the availability of consultants to assess, design and determine a low carbon 

solution which have not been factored into the original replacement cost.       

 

 

Preferred Option 

 

Environmental and Social 

Explain any impact and/or mitigating actions (nature, environment, climate, carbon, sustainability, 

social value, equality, etc) 

Where appropriate projects will address the councils objectives to reduce its carbon footprint. 

Each project will aim to incorporate the use of local labour and materials. 

 

 

Procurement 

Outline what procurement process has been used and the preferred supplier along with lead-in times 

and timetable 

 

Various procurement routes will be used which include for a combination of open portal tenders and 

utilisation of existing frameworks. 

 

 

Legal 

Describe any legal implications or considerations such as covenants, restrictions, partnerships, etc 

 

All legal matters will be reviewed by the estates team, and legal services, where required and 

addressed accordingly. 

 

 

Project Costs 

Outline what the preferred option is and why 

Allowing investment and undertaking a programme of improvement works will mitigate and 

prevent risk of failure and ensure the buildings remain open and fit for current use, thereby 

avoiding disruption to the delivery of services. In some cases it is the Council’s responsibility 

under leases to maintain an asset.  The preferred option would mitigate any risk of litigation 

due to Health and safety issues not being addressed. 
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Any submission of a business case for capital funding must also include a completed Capital Funding 

Request form (found on Capital Toolkit intranet site) 

Please state the total cost of the project, broken down into key areas of spend e.g. feasibility study, 

design, procurement and contracting, works contract, project management.  

It is vital that you include an element for project management and technical, professional colleagues 

and fees. 

Total project cost: £3,007k over 3 years. see Appendix A for breakdown of costs 

 

Basis of the costs presented. You must attach / evidence the costs to this form. See Technical 

Guidance Note 1 for details around the provision of evidence based estimates.  

 Is this cost indicative (estimate during business case development),   ☒ 

 actual (procured) or                                                                               ☐ 

 evidence based estimate?                                                                     ☐ 

 

Spend Profile:  

Feasibility £30K Procurement £2,242k 

Design £50k Property  £60k 

Project Management Fee 

(est. 10%) 

£300k Legal  £15k 

Planning Fees £25k Consultancy Fees £140k 

  Contingency £145k 

 

 

Feasibility Funding 

It is expected that Directorates will fund feasibility works and only apply for corporate revenue 

feasibility funding if the work is not affordable from within the Directorates own budget. 

Is corporate revenue feasibility funding required to complete an outline business case? 

 

If yes, the Head of PMO will facilitate an application to the Management Board via the approved form 

Please explain why Directorate funding cannot be accessed and what the feasibility will provide:  

. 

 

 

Only if the preferred option is being developed, corporate capital funding may be requested from the 

Capital Development Fund to undertake feasibility work. Is this required? 

 

If yes, the Head of PMO will facilitate an application to the Management Board via the approved form 

Explain here how the preferred option was arrived at and agreed and what the feasibility will provide: 

Yes   No X 

Yes   No X 

http://hcintranet.herefordshire.gov.uk/finance/SitePages/Capital.aspx
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Timescales for Delivery 

Please try to put some timescales around your project by indicating any known end or stage deadlines, 

key dates or action points in the table below. Add key dates as required to suit your project which may 

include the date something has to be completed by or deadline for grant funding application. 

The PMO Capital Programme Manager can arrange advice on approval/lead-in dates. 

Stage/Milestone Indicative Date Comments 

Commencement  April 2022 3 year program 

Completion March 2025 3 year program 

   

   

 
APPENDICES (List) 
 
A - Details of projects included in the Estates Building Improvement Programme 2022-25 

      
ESTATES BUILDING 

IMPROVEMENT 
PROGRAMME 2022/23 2023/24 2024/25 Rationale Reasons 

  £k £k £k 

Health and 
Safety, Business 
Continuity, Asset 

Deterioration, 
Landlords 

Responsibility   

Enhancement and 
Emergency Works 

200 200 200  Required contingency for emergency 
works to prevent service failure 

Nelson House – 
replacement lift 

170 0 0 H&S 

Replacement of non DDA compliant 
lift that is at end of life. Consistently 
breaking down causing strain on 
revenue budget. Tenancy is currently 
with Herefordshire Council. 

Hereford leisure pool car 
park – external drainage 
works 

60 0 0 H&S 
Improvement of existing drainage to 
ease some effluent and flooding issues 
(PH 1 survey and urgent works) 

Governors House - 
improvements to external 
facades and canopy 

55 0 0 H&S, AD 
Protection of the public from falling 
masonry. Improving fabric and 
protection of the Listed building. 
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Plough Lane - upgrade to 
boiler flues 

7 13 0 H&S, AD 

Seals have failed on the boiler flues 
which results in flue gasses leaking out 
into the boiler room. This has been 
remedied on a temporary basis by 
repeatedly using aluminium tape to 
seal the joints. It is possible that there 
was an inherent design fault with the 
initial installation of the flues which 
has exacerbated the situation. In the 
near future the leakage will get to a 
point where the joints can no longer 
be sealed and will result in a failure of 
the annual Gas Safety inspection. 
Scope of works to include 
replacement of boiler flues. 

MRLC - Humidity control 
Ph2 

60 0 0 BC 

To ensure that humidity levels within 
the museum stores remain at 
acceptable levels to avoid degradation 
of various artefacts. Also to ensure 
that confidence is maintained by other 
museums etc. when loaning artefacts; 
other museums often ask for humidity 
data. This to be achieved by making 
improvements to mechanical systems 
or building fabric. 

St. Owens Day Centre 
main boiler improvements 

25 25 0  

Plantroom items at end of economic 
life and require call outs to maintain. 
Parts discontinued. Scope to include 
replacement heating technology, 
water heaters, controls and ancillary 
items using low carbon technology. 

Nelson House - boiler 
improvements 

41 134 0 H&S, BC 

Plantroom items are 30+ years old 
meaning they are at the end of their 
economic life and should therefore be 
replaced. Recommendation made by 
Gas Safe engineer in 2021 that 
'heating system is old and recommend 
replacing and upgrading plant. Parts 
discontinued for most appliances.' 
Scope to include replacement of 
heating plant, AHU, water heaters, 
controls and other necessary ancillary 
items. Additional water heater 
included for resilience purposes.  
Leased in building (5 yr lease till 2026) 
so low carbon will be considered but 
will be subject to landlord consent. 
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Ryefield Centre - boiler 
improvements 

45 155 0 H&S, BC 

2 x heating boilers are 40 years old 
meaning they are at the end of their 
economic life and should therefore be 
replaced; boiler 1 has already failed. 
Recommendation made by Gas Safe 
engineer in 2020 for 'replacing boilers 
and water heaters along with new 
pumps and valves.' 2019 condition 
survey advised that 'boilers should be 
replaced within the next 4 years.' 
Scope to include replacement of 
heating plant, water heaters and all 
other plant room items as part of 
major refurbishment of asset using 
low carbon technology. 

St Owen’s Day Centre - Spa 
boiler improvements 

25 25 0 H&S, BC 

Heating boiler is 25-30 years old 
meaning it is at the end of its 
economic life and should therefore be 
replaced. Recommendation made by 
Gas Safe engineer in 2021 that 'water 
heater in spa plantroom of old age 
and needs replaced.' Scope to include 
replacement of heating and water 
heater in spa plant room along with 
other necessary ancillary items, using 
low carbon technology.  

Blueschool House - boiler 
improvements 

52 48 0 H&S, BC 

Heating boiler is 20-25 years old 
meaning it is at the end of its 
economic life and should therefore be 
replaced. All parts apart from gas 
valve are now obsolete. Scope to 
include replacement of heating 
system along with other necessary 
ancillary items using low carbon 
technology 

Hillside Centre for 
Intermediate Care - boiler 
improvements 

20 80 0 H&S, BC 

3 x heating boilers are 25-30 years old 
meaning they are at the end of their 
economic life and should therefore be 
replaced. Scope to include new 
heating plant along with other 
necessary ancillary items using low 
carbon technology. Budget 
responsibility to be confirmed. 
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Maylord Orchard Meeting 
Room - boiler 
improvements 

6 24 0 H&S, BC 

Heating boiler is 25-30 years old 
meaning it is at the end of its 
economic life and should therefore be 
replaced. Recommendation made by 
Gas Safe engineer in 2020 that 'Boiler 
is old heat only. Recommend replacing 
for new combi boiler to get rid of 
tanks in loft and convert two FBM 
water heaters which pose legionella 
risk.' Scope to include replacement of 
boiler with new combi system which 
would provide both heating and hot 
water along with other necessary 
ancillary items. Not covered under 
service charge.  

Ross Library - boiler 
improvements 

20 105 0 H&S, BC 

2 x heating boilers are 25-30 years old 
meaning they are at the end of their 
economic life and should therefore be 
replaced. Recommendation made by 
Gas Safe engineer in 2020 that 'Boilers 
are old and recommend replacing with 
new.' Scope to include replacement of 
heating plant along with other 
necessary ancillary items using low 
carbon technology  

Play and Learn Nursery - 
boiler improvements 

0 6 14 H&S, BC 

Heating boiler is a Worcester Bosch 
Greenstar 30 Si which is 10-12 years 
old. The expected lifespan of these 
boilers is only around 14 years so 
would advise that this is replaced 
within the next 3 years. Scope to 
include replacement of boiler along 
with other necessary ancillary items 
using low carbon technology. 

Plough Lane - electrical 
improvements 

76 424 0 H&S, BC 
Replace end of electrical 
infrastructure 

Plough Lane - fire 
compartmentation 

40 0 0 H&S, BC 
Recommendations from 2020 FRA to 
ensure building complies with current 
Statutory regulations 

Leominster MAO paving 
improvements 

80 0 0 H&S, BC 
Identified as potential trip hazard and 
concern over children using nearby 
Nursery. 

Drainage at Old House 
Museum 

20 0 0 H&S, BC 

The drainage to the welfare area is 
continually failing as the toilets and 
kitchenette are located in the 
basement and may require pumping 
to work satisfactorily. Listed Building 
consent will be required. 



 

              27 

Old House Museum 
Improvements to façade 

150 0 0 H&S, AD, BC 

The Museum's external facades have 
been surveyed following falling 
external fabric from this historic Listed 
building and a programme of 
improvement works with specification 
and estimated costs has been drawn 
up by Consultants. Listed Building 
consent will be required. 

Resilience 25 25 25 H&S, BC 

To ensure that BEMS systems at 
various HC sites remain operational 
and mechanical and electrical systems 
can continue to be monitored 
effectively. 

Fire precaution works 25 25 25 H&S, BC 
To improve the existing structure and 
fabric to comply with statutory 
legislation 

Roof AHU roof and 
ductwork insulation 
Plough Lane 

75 0 0 AD 

Insulation is currently covered in an 
aluminium tape which is being 
compromised by attack from seagulls. 
This is allowing water into the 
insulation which could cause future 
problems from corrosion of the 
ductwork. Quite often this causes the 
insulation to come away from the 
ductwork completely due to it 
becoming sodden which reduces 
energy efficiency of the HVAC systems 
and means regular remedial works are 
needed. Scope of works to include 
replacement of current insulation and 
utilising a protective covering to 
prevent future attack from seagulls. 

Water heater H3 etc 15 0 0 H&S, BC 

The existing water heater at H3 is 
showing signs of wear and also 
represents a Legionella risk due to its 
distant location from the hot water 
outlets it serves and the fact that the 
mains cold water pipework runs next 
to the hot water pipework from the 
water heater. Scope of works to 
include removal and decommissioning 
of existing water heater and 
installation of new water heater in 
suitable location. 

Replacement of gas 
suppression system at the 
HARC 

32 0 0 H&S, BC Current system at end of life. 

Replacement of Goods Lift 
at Plough Lane 

100 0 0 H&S, BC Current goods lift at end of life. 

CCTV @ Multi Storey and 
Maylords Car Parks 

30 0 0 H&S 
Installation to help prevent Anti-Social 
Behaviour 

          

Total 1,454 1,289 264   
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1.0 PROJECT DESCRIPTION 
The project is to replace critical IT Network Infrastructure equipment which is coming to the end of its 

manufacturer supported life. 

Namely (1) Core Data Centre Switches & (2) The Corporate Wi-Fi Solution. 

 

2.0 STRATEGIC CASE 
Herefordshire Council runs a modern network to operate and support its service delivery. Due to the 

sensitivity of the data processed within its key line of business solutions (Security Classification - 

Official/Official Sensitive), the authority needs to operate its IT systems in line with Government 

guidelines (currently HMG Security Policy Framework and Minimum Cyber Security Standard). 

Due to these guidelines, the authority is obliged to ensure that the underlying infrastructure is secure and 

that the hosting environment is maintained securely. Infrastructure must not be vulnerable to common 

cyber-attacks and this should be maintained through secure configuration and software patching. 

This is audited each year under the PSN, Cyber Essentials Plus and ISO27001 certifications. 

IT equipment manufacturers operate support lifecycles in 3 main areas. (a) Software development 

(features), (b) security patching (vulnerabilities) and (c) hardware (parts). In order to meet the 

vulnerability patching requirements as outlined above, equipment is considered within lifecycle for 

compliance management whilst the manufacturer continues to provide software releases for security 

vulnerabilities (b). 

2 key areas of the authorities equipment is coming to the end of its vulnerability support within the next 

12 months. 

(1) Core Data Centre Switches – March 2022 

(2) Corporate Wireless – July 2021 (controllers) & April 2022 (Access Points) 

 

2.1 Project aims and objectives  
The aim of the project is as follows: 

 Replace the current equipment with supported ‘in life’ equipment which is actively supported by 

the supplier particularly for vulnerability patches. 

 Replace like for like with equipment that meets the current compatibility and support 

requirements for the infrastructure. 

 Provide support and maintenance contract with the manufacturer or partner. 

 Decommission and dispose of outgoing equipment in line with the authorities’ security and 

environmental policies.  

2.2 Strategic Drivers 

2.2.1 National and Regional 
National guidance and compliance from Central Government: 

 Security Policy Framework (2018). 

 Minimum Cyber Security Standard (June 2018). 

 National Cyber Security Strategy. 

 National Cyber Security Centre 10 Steps to Cyber Security. 

 Public Services Network (PSN) Compliance. 

 Cyber Essentials/Cyber Essentials Plus. 
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 Industry best practice (ISO27001). 

 

2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. 

Please indicate in the box below which priority(s) the project addresses 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community   

Economy   

Environment   

2.3 Background and Rationale in Project Mandate 
The primary objective for the project is to support the authority’s requirements to operate IT equipment in 

a secure manner. As outlined earlier in section 2.0, the authority is obliged to ensure that the underlying 

infrastructure is secure and that the hosting environment is maintained securely. Infrastructure must not 

be vulnerable to common cyber-attacks and this should be maintained through secure configuration and 

software patching. 

This project is to replace ageing equipment with manufacturer supported equipment where security 

patches will be issued in line with emerging vulnerabilities and Cyber Security threats. 

2.4 Scope 

2.4.1 In-Scope 
(1) Data Centre Core Switching 

a. Procure replacement equipment 

b. Install replacement equipment in a like for like configuration 

c. Migrate all operational services to the new equipment 

d. Decommission old equipment 

(2) Corporate Wi-Fi 

a. Procure replacement equipment 

b. Install replacement equipment in a like for like configuration 

c. Migrate to new solution (including all council sites swapping out access points) 

d. Decommission old equipment 

2.4.2 Out of Scope 
Any other network or IT services. 

 

2.5 Benefits 

The anticipated benefits of the proposed project are: 

2.5.1 Cashable benefits 
None 
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2.5.2 Non-cashable benefits 
Operational benefits. 

 Continued Cyber Security protection through manufacturer support for vulnerabilities 

 Continued hardware failure protection through manufacturer support for parts and components 

 Continued feature support through manufacturer software development. Potential for cost 

avoidance. 

2.5.3 Dis-benefits 
None 

2.6 Risks 

  

Risk Mitigation 

Engineering 

Resource 

Reprioritise other work or engage professional services dependent 

on the prevailing risk encountered. 

Disruption to 

services during 

migration 

Most services within the data centre operate within a resilient N+1 

configuration. Core switching will run in parallel during 

implementation and services will be migrated based on risk (low to 

high). Those identified as not being resilient will be migrated out of 

hours with coordination with the business. 

Implementation 

Delay 

Should any vulnerabilities be identified then additional security 

mechanisms may have to be implemented to mitigate the 

vulnerability. Each prevailing vulnerability will be reviewed and 

scored. Mitigation will be agreed dependent on the score and ability 

to treat or resolve within the context of the project delivery. 

2.7 Constraints and Dependencies 

Initiatives which depend on this project are: 

None 

This project depends on: 

None 

2.8 Stakeholders 
Herefordshire Council – Engagement through meetings and communications dependent on whether at 

departmental or organisational level. 

3.0 ECONOMIC CASE 

.   

3.1 Critical success factors 
 Successful Procurement. 

 Successful implementation. 

 Provision of in life and supported equipment. 
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 Replacement Equipment covered by appropriate support and maintenance contract with access 

to manufacturer updates and specialist technical support. 

 Decommission and disposal of outgoing equipment. 

3.2 Options and Do Nothing Option  

3.2.1 Long-List of options  

  

Option Short-list Y/N Reasons 

Do Nothing Y Benchmark Option 

Replace Equipment Y Appropriate Option 

3.2.2 Short-list of options 
 

Option 1 – Detail 

Do nothing. 

Cost  

Benefits N/A 

Deliverability Will become more problematic to maintain unsupported 

equipment over time. 

Pros No effort or upfront cost 

Cons Security and Hardware failure Risks will increase over time. At 

some future point hardware parts and components will not be 

available to source. 

Risk of security compromise will increase over time as cyber 

security threats and vulnerabilities for the aging technologies 

emerge. 

Operational and support costs will increase over time as 

compatibility with other equipment reduces overtime (i.e. 

obsolescence). 

The Council will no longer be able to maintain the security 

posture and compliance certifications expected of a Local 

Authority.  

 

Loss or interruption to any networking services for any 

significant time will cause severe disruption to services operated 

and delivered by the Council which could cause financial and 

reputational damage to the organisation. For instance, the loss 

or ability to access systems such as Academy (Revs & Bens), 

Mosaic (Social Care) and Business World (Finance and Payroll) 

would have a far reaching impact. 
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Recommendation Not to do this 

 

Option 2 – Detail 

Replace the equipment installed in 2016 which has come to end of manufacturer support. 

Cost £490k 

Benefits Supported in life equipment with the provision of manufacturer 

security, software and hardware support and maintenance. 

Supports the authority’s obligations by maintaining the core 

infrastructure in a secure manger and protecting Herefordshire 

Council Data. 

Deliverability Within skillset and capability of Hoople IT. 

Pros • Will enable Hoople to continue to provide a secure 

environment for Council Services by mitigating against 

emerging Cyber Security Threats. 

• Will provide Hardware maintenance mitigating against 

component or equipment failure. 

• Will support the Councils requirement to maintain PSN and 

CE+ certifications. 

• Will provide assurances in respect of the Confidentiality, 

Integrity and Availability of the Key Line of Business Systems for 

the Council. 

• The replacement equipment will have an anticipated lifespan 

of between 6-8 years. 

• The project includes support and maintenance for the 

equipment for 3 and 5 years for the Wireless and Core Data 

Centre Networking equipment respectively. 

Cons Cost 

Observations None 

Recommendation To proceed with Option 2 

 

3.2.3 The preferred option 
Option 2 is the preferred option. 

Table A - Indicative Costs for Solution and Implementation 

Description Supplier Cost 

Core DC Switches 3rd Party £180,000 

Corporate WiFi Equipment 3rd Party £185,000 

Corporate Wifi AP Migration 3rd Party £8,000 

Cables and Sundries 3rd Party £1,000 

Switch Implementation & Migration Hoople (from Table B) £10,760 
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WiFi Implementation & Migration Hoople (from Table B) £14,420 

Procurement Support Hoople (from Table B) £1,550 

Hoople Project Management Hoople (From Table B) £6,100 

Contingency @ 10% - £40,683 

 Total £447,513 

Table B - Indicative Costs for Hoople 

Activity IT Team Cost 

Core DC Switch – Install & Configure Architecture £7,100 

Core DC Switch – Migration & Decom Infrastructure £3,660 

Corporate WiFi – Install & Configure Architecture £7,100 

Corporate WiFi – Migration @ 37 Sites Infrastructure £6,100 

Corporate WiFi – Decommission Infrastructure £1,220 

Procurement Support Procurement £1,550 

Project Management Project Management £6,100 

 

Solution Overview 

(1) Core Data Centre Switches 

a. Solution overview 

  
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40G-LR (via dark fibre)

100G Active Optical Cable 1metre

40G to 4x10G breakout cable 3metres Hoople Group
Herefordshire Council - Nexus Switch Solution

V2.110G Active Optical Cable 1metre (keepalive)

 

 

 

b. Bill of Materials 

Item Number Description Qty 

N9K-C93180YC-

FX3 Nexus 9300 48p 1/10/25G, 6p 40/100G, MACsec UP. SyncE 4 

MODE-NXOS Dummy PID for mode selection 4 

NXOS-9.3.7 Nexus 9500, 9300, 3000 Base NX-OS Software 4 
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NXK-MEM-16GB Additional memory of 16GB for Nexus Switches 4 

NXK-ACC-KIT-1RU Nexus 3K/9K Fixed Accessory Kit, 1RU front and rear removal 4 

NXA-FAN-35CFM-

PE Nexus Fan, 35CFM, port side exhaust airflow 16 

NXA-PAC-650W-

PE Nexus NEBs AC 650W PSU - Port Side Exhaust 8 

CAB-C13-C14-AC Power cord, C13 to C14 (recessed receptacle), 10A 8 

C1A1TN9300XF-5Y Cisco ONE Advantage Term N9300 XF, 5Y 4 

QSFP-100G-

AOC1M= 100GBASE QSFP Active Optical Cable, 1m 4 

SFP-10G-AOC1M= 10GBASE Active Optical SFP+ Cable, 1M 2 

QSFP-40G-LR4= QSFP 40GBASE-LR4 OTN Transceiver, LC, 10KM 8 

N2K-C2348TQ-E Nexus 2000, 10GT FEX; 48x1/10T; 6x40G QSFP 6 

QSFP-4X10G-

AOC3M 40GBASE Active Optical QSFP to 4SFP breakout Cable, 3m 12 

CAB-C13-CBN Cabinet Jumper Power Cord, 250 VAC 10A, C14-C13 Connectors 12 

N2348TQ-E-FA-

BUN Standard airflow pack: N2K-C2348TQ-E, 2AC PS, 3 Fan 6 

  5 Year 24x7x4 Support   

5Y-PSS-N9K 5 Year PSS - PRTNR SUP 24X7X4  - N9K-C93180YC-FX3 4 

5Y-PSS-N2348 5 Year PSS - PRTNR SUP 24X7X4  - N2348TQ 6 

  

(2) Corporate WiFi 

a. Solution Overview 

  

  

b. Bill of Materials 

Item Number Description Qty 

C9800-40-K9 Cisco Catalyst 9800-40 Wireless Controller 2 

LIC-C9800-DTLS-

K9 Cisco Catalyst 9800 Series Wireless Controller DTLS License 2 
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AIR-DNA CISCO DNA for Wireless - CHOOSE ONLY QTY 1 HERE 1 

AIR-DNA-E-3Y Wireless Cisco DNA On-Prem Essential, 3Y Term Lic 240 

C9800-CL-K9 Cisco Catalyst 9800-CL Wireless Controller for Cloud 2 

LIC-C9800-DTLS-

K9 Cisco Catalyst 9800 Series Wireless Controller DTLS License 2 

C9120AXI-E C9120AX Internal 802.11ax 4x4:4 MIMO;IOT;BT5;mGig;USB;RHL 240 

  3 Year 24x7x4 Support 
 

3Y-PSS-C9800-40 3 Year PSS - PRTNR SUP 24X7X4  - C9800-40-K9 2 

3Y-PSS-C9300-CL 3 Year PSS - PRTNR SUP 24X7X4  - C9800-CL 2 

 

3.3 Supplier appraisals 

This section compares the potential supplier deals and agrees the preferred 

supplier. 

 

3.3.1 The Procurement process 

Please outline your procurement process including the following: 

 Procurement route e.g. via OJEU/framework agreement 

 The long list criteria  

 The short list criteria  

 Economic appraisals – an overview of the costs and benefits associated 

with each of the selected service providers 

 Non-financial benefits appraisals – an overview of non-cash releasing 

benefits, their weighting, score and impact on supplier ranking   

 Non-financial risk appraisal – an overview of non-financial risks - their 

impact, probability and score on supplier ranking  

3.3.2 Preferred supplier 

Following the above appraisals and analysis, the preferred supplier is confirmed 

below. 

  

4.0 COMMERCIAL CASE 

4.1 Required services  

 

4.2 Potential/Agreed risk transfer  
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4.3 Proposed/Agreed charging mechanism 

 

4.4 Proposed/Agreed contract lengths 

 

4.5 Proposed/Agreed key contractual clauses 

 

4.6 Personnel implications (including TUPE) 

. 

 

4.7 Procurement Strategy and implementation timescales 

 

5.0 FINANCIAL CASE 

5.1 INSERT FUNDING TABLE 

The Capital Request Funding Form (Capital Finance Intranet site) must also be 

completed and submitted with the Full Business Case documentation. 

Capital cost of project 2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

Core Data Centre Switches & Corporate Wi-Fi £450k £000 £000 £000 £000 

      

      

Project Management Fees (est. 10% project 

value) 
£40k    

 

TOTAL  £490k     

      

Funding streams 

(Indicate revenue or capital funding 

requirement) 

2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

Corporate Funded Borrowing £490 £000 £000  - 

     - 

      

      

      

TOTAL       
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5.2 Impact on the Council’s income and expenditure account (revenue 

account)  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

    

 

      

Revenue budget implications  2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

Core Data Centre Switches (costs from year 6) - - - £12k  

Corporate Wi-Fi (costs from year 4) - - - £20k  

Core Data Centre Switches (support 

dropped from current Maintel Contract) 
 (£3.9k) (£3.9k) - 

 

Corporate Wi-Fi (support dropped from 

current Maintel Contract) 
 (£6.5k) (£6.5k) - 

 

TOTAL  (£10.4k) (£10.4k) £32k  
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1.0 PROJECT DESCRIPTION 
The project is to replace critical IT Data Storage equipment which is coming to the end of its 

manufacturer supported life. 

Namely Plough Lane Storage Area Network (SAN) & Fibre Chanel Optical Switching (FC Switches). 

 

2.0 STRATEGIC CASE 
Herefordshire Council runs a modern IT Data Storage Environment/SAN to operate and support its 

service delivery. Due to the sensitivity of the data processed within its key line of business solutions 

(Security Classification - Official/Official Sensitive), the authority needs to operate its IT systems in line 

with Government guidelines (currently HMG Security Policy Framework and Minimum Cyber Security 

Standard). 

Due to these guidelines, the authority is obliged to ensure that the underlying infrastructure is secure and 

that the hosting environment is maintained securely. Infrastructure must not be vulnerable to common 

cyber-attacks and this should be maintained through secure configuration and software patching. 

This is audited each year under the PSN, Cyber Essentials Plus and ISO27001 certifications. 

IT equipment manufacturers operate support lifecycles in 3 main areas. (a) Software development 

(features), (b) security patching (vulnerabilities) and (c) hardware (parts). In order to meet the 

vulnerability patching requirements as outlined above, equipment is considered within lifecycle for 

compliance management whilst the manufacturer continues to provide software releases for security 

vulnerabilities (b). 

The authority’s Data Storage Area Network equipment within its Plough Lane Data Centre is coming to 

the end of its vulnerability support within the next 12 months (March 2022). 

2.1 Project aims and objectives  
The aim of the project is as follows: 

 Replace the current equipment with supported ‘in life’ equipment which is actively supported by 

the supplier particularly for vulnerability patches. 

 Replace like for like with equipment that meets the current compatibility and support 

requirements for the infrastructure including additional overhead to mitigate against data growth 

throughout the first 5 years of operation. 

 Provide support and maintenance contract with the manufacturer or partner. 

 Decommission and dispose of outgoing equipment in line with the authorities’ security and 

environmental policies. 

2.2 Strategic Drivers 

2.2.1 National and Regional 
National guidance and compliance from Central Government: 

 Security Policy Framework (2018). 

 Minimum Cyber Security Standard (June 2018). 

 National Cyber Security Strategy. 

 National Cyber Security Centre 10 Steps to Cyber Security. 

 Public Services Network (PSN) Compliance. 

 Cyber Essentials/Cyber Essentials Plus. 

 Industry best practice (ISO27001). 
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2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. 

Please indicate in the box below which priority(s) the project addresses 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community   

Economy   

Environment   

2.3 Background and Rationale in Project Mandate 
The primary objective for the project is to support the authority’s requirements to operate IT equipment in 

a secure manner. As outlined earlier in section 2.0, the authority is obliged to ensure that the underlying 

infrastructure is secure and that the hosting environment is maintained securely. Infrastructure must not 

be vulnerable to common cyber-attacks and this should be maintained through secure configuration and 

software patching. 

This project is to replace ageing equipment with manufacturer supported equipment where security 

patches will be issued in line with emerging vulnerabilities and Cyber Security threats. 

2.4 Scope 

2.4.1 In-Scope 
(3) Data Storage Area Network (Plough Lane) 

a. Procure replacement equipment 

b. Install replacement equipment in a like for like configuration 

c. Migrate all operational services to the new equipment 

d. Decommission old equipment 

2.4.2 Out of Scope 
Any other Data Storage Solutions operated by the Council. 

 

2.5 Benefits 

The anticipated benefits of the proposed project are: 

2.5.1 Cashable benefits 
None 

 

2.5.2 Non-cashable benefits 
Operational benefits. 

 Continued Cyber Security protection through manufacturer support for vulnerabilities 

 Continued hardware failure protection through manufacturer support for parts and components 

 Continued feature support through manufacturer software development. Potential for cost 

avoidance. 
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 Additional overhead to support future data growth. 

2.5.3 Dis-benefits 

2.6 Risks 

  

Risk Mitigation 

Engineering 

Resource 

Reprioritise other work or engage professional services dependent 

on the prevailing risk encountered. 

Disruption to 

services during 

migration 

Most services within the data centre operate within a resilient N+1 

configuration. Data Storage Area Networks will run in parallel during 

implementation and services will be migrated based on risk (low to 

high). Those identified as not being resilient will be migrated out of 

hours with coordination with the business. 

Implementation 

Delay 

Should any vulnerabilities be identified then additional security 

mechanisms may have to be implemented to mitigate the 

vulnerability. Each prevailing vulnerability will be reviewed and 

scored. Mitigation will be agreed dependent on the score and ability 

to treat or resolve within the context of the project delivery. 

2.7 Constraints and Dependencies 

Initiatives which depend on this project are: 

None 

This project depends on: 

None 

2.8 Stakeholders 
Herefordshire Council – Engagement through meetings and communications dependent on whether at 

departmental or organisational level. 

3.0 ECONOMIC CASE 

1.1 Critical success factors 
 Successful Procurement. 

 Successful implementation. 

 Provision of in life and supported equipment. 

 Replacement Equipment covered by appropriate support and maintenance contract with access 

to manufacturer updates and specialist technical support. 

 Decommission and disposal of outgoing equipment. 

3.2 Options and Do Nothing Option  

3.2.1 Long-List of options  

  

Option Short-list Y/N Reasons 
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Do Nothing Y Benchmark Option 

Replace Equipment Y Appropriate Option 

3.2.2 Short-list of options 

 

Option 1 – Detail 

Do nothing. 

Cost  

Benefits N/A 

Deliverability Will become more problematic to maintain unsupported 

equipment over time. 

Pros No effort or upfront cost 

Cons Security and Hardware failure Risks will increase over time. At 

some future point hardware parts and components will not be 

available to source. 

Risk of security compromise will increase over time as cyber 

security threats and vulnerabilities for the aging technologies 

emerge. 

Operational and support costs will increase as compatibility with 

other equipment and replacement component part availability 

reduces overtime (i.e. obsolescence). 

The Council will no longer be able to maintain the security 

posture and compliance certifications expected of a Local 

Authority. 

Data may become at risk should component parts fail and not 

be able to be replaced due to the system obsolescence. 

 

Loss of Data or interruption to data systems for any significant 

time will cause severe disruption to services operated and 

delivered by the Council which could cause financial and 

reputational damage to the organisation. For instance, the loss 

or ability to access systems such as Academy (Revs & Bens), 

Mosaic (Social Care) and Business World (Finance and Payroll) 

would have a far reaching impact. 

 

Recommendation Not to do this 

 

Option 2 – Detail 

Replace the equipment installed in 2016 which has come to the end of manufacturer 

support.  
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Cost £335k 

Benefits Supported in life equipment with the provision of manufacturer 

security, software and hardware support and maintenance. 

Supports the authority’s obligations by maintaining the core 

infrastructure in a secure manger and protecting Herefordshire 

Council and Citizen Data. 

Deliverability Within skillset and capability of Hoople IT. 

Pros • Will enable Hoople to continue to provide a secure 

environment for Council Services by mitigating against 

emerging Cyber Security Threats. 

• Will provide Hardware maintenance mitigating against 

component or equipment failure. 

• Will support the Councils requirement to maintain PSN and 

CE+ certifications. 

• Will provide assurances in respect of the Confidentiality, 

Integrity and Availability of Data held with the Key Line of 

Business Systems for the Council. 

• The replacement equipment will have an anticipated lifespan 

of between 6-8 years. 

• The project includes support and maintenance for the 

equipment of 5 years. 

Cons Cost 

Observations None 

Recommendation To proceed with Option 2 

 

 

 

 

3.2.3 The preferred option 
Option 2 is the preferred option. 

Hoople IT have received a number of quotes for differing solutions. The capital bid is based on an HPE 

solution quoted by Insight, which seemed the most realistic in respect of compatibility with the Councils 

infrastructure and data sizing and structures. 

Table A - Indicative Costs for Solution and Implementation 

Description Supplier Cost 

Plough Lane SAN & FC Switches* 3rd Party £180,000 

Cables and Sundries 3rd Party £1,000 

Contingency (Technology)* 30%  £54,000 

SAN Implementation & Migration Hoople (from Table B) £21,460 
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Procurement Support Hoople (from Table B) £1,550 

Hoople Project Management Hoople (From Table B) £6,100 

Contingency @ 10% - £39,883 

 Total £303,993 

 

Table B - Indicative Costs for Hoople 

Activity IT Team Cost 

SAN – Install & Configure Architecture £7,100 

SAN – Migration & Decommission Infrastructure £6,710 

Procurement Support Procurement £1,550 

Project Management Project Management £6,100 

 

Solution Overview 

(3) Data Storage Area Network 

a. Solution overview 

  

b. Bill of Materials 

Item Number Description Qty 

Q8H39A HPE NS HF40 Hybrid CTO Base Array 1 

Q8B57B HPE NS HF40/60 Hybrid 210TB FIO HDD Bndl 1 

Q8B66B HPE NS HF40/60 23.04TB FIO Cache Bndl 1 

Q8C17B HPE NS 2x10GbE 4p FIO Adptr Kit 1 

Q8G27B HPE Tier 1 Storage OS Default FIO SW 1 

Q8J27A HPE NS C13 to C14 FIO Power Cord 1 

R3P91A HPE Tier 1 Storage Array Standard Trk 2 

HT6Z0A3 HPE NS 5Y 4H Parts Exchange Support 1 

HT6Z0A3#ZFW HPE NS HF40/60 Hybr 210TB HDD Bndl Supp 1 
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HT6Z0A3#ZFC HPE NS HF40/60 23.04TB Cache Bndl Supp 1 

HT6Z0A3#ZFG HPE NS HF40 Hybrid Base Array Supp 1 

HT6Z0A3#ZG0 HPE NS 2x10GbE 4p Adptr Supp 1 

   

23658256 Switch 1 

Q9Y41AAE HPE Network Orchestrator SW-6 E-LTU 1 

QR481C HPE SN6000B 16Gb 48/48 Pwr Pk FC Swch 2 

QR481C#05Y 2.4m Jumper (IEC320 C13/C14 M/F CEE 22) 2 

AG466A HPE Door/dock Small Delivery SVC 2 

QK724A HPE B-series 16Gb SFP SW XCVR 96 

QK735A HPE Premier Flex LC/LC OM4 2f 15m Cbl 96 

HU4B2A3 HPE 5Y Tech Care Basic SVC 1 

HU4B2A3#ZHX HPE SN6000B 16Gb PP FC Switch Support 2 

QK734A HPE Premier Flex LC/LC OM4 2f 5m Cbl 8 

  

3.3 Supplier appraisals 

This section compares the potential supplier deals and agrees the preferred 

supplier. 

 

3.3.1 The Procurement process 

Please outline your procurement process including the following: 

 Procurement route e.g. via OJEU/framework agreement 

 The long list criteria  

 The short list criteria  

 Economic appraisals – an overview of the costs and benefits associated 

with each of the selected service providers 

 Non-financial benefits appraisals – an overview of non-cash releasing 

benefits, their weighting, score and impact on supplier ranking   

 Non-financial risk appraisal – an overview of non-financial risks - their 

impact, probability and score on supplier ranking  

3.3.2 Preferred supplier 

Following the above appraisals and analysis, the preferred supplier is confirmed 

below. 

  

4.0 COMMERCIAL CASE 
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4.1 Required services  

 

4.2 Potential/Agreed risk transfer  

. 

 

4.3 Proposed/Agreed charging mechanism 

 

4.4 Proposed/Agreed contract lengths 

 

4.5 Proposed/Agreed key contractual clauses 

 

4.6 Personnel implications (including TUPE) 

 

4.7 Procurement Strategy and implementation timescales 

Detail and list below: 

 

5.0 FINANCIAL CASE 

5.1 INSERT FUNDING TABLE 

The Capital Request Funding Form (Capital Finance Intranet site) must also be 

completed and submitted with the Full Business Case documentation. 

Capital cost of project 2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

Data Storage Area Network (Plough Lane) £304k £000 £000 £000 £000 

      

      

Project Management Fees (est. 10% project 

value) 
£31k    

 

TOTAL  £335k     

      

Funding streams 

(Indicate revenue or capital funding 

requirement) 

2022/23 2023/24 2024/25 
Future 

Years 

 

Total 
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5.2 Impact on the Council’s income and expenditure account (revenue 

account)  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Corporate Funded Borrowing £335    - 

     - 

      

      

      

TOTAL       

 

 

 

 

    

 

      

Revenue budget implications  2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

SAN (costs from year 6) - - - £45k  

SAN (Support costs already paid to end of 

life) 
- - - - 

 

TOTAL    £45k  
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Public Realm Maintenance (Mitigation of Risk on the 

Network) 

 

Business Case 

 

 

 

 

 

 

 

 

 

 

 

 

Date: 16/07/2021 
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1.0 PROJECT DESCRIPTION 

This outline business case contains information that describes the justification for the capital investment 

in various highway service areas. 

The council estimates there is a backlog of £90m in highway carriageways with a further £85m in 

structures with further depreciation in footways, cycles, street lighting, traffic management and street 

furniture. The condition of the network is such that the available Annual Plan and Forward Plan budgets 

are prioritised to minimising the impact of the deteriorating condition and pressures in the existing 

network on a Risk Based Approach. Due to the pressures, the areas identified in this bid would not reach 

the Annual Plan and as such we are seeking additional capital investment.  

(The valuation of the network has been agreed with the Department of Transport, see appendix A) 

Extraordinary Highway Maintenance – Market Town Investment 

This will make a step change in condition for the highway in and around the Market Towns. This will 

improve the highway network for the public and support the economic growth of the county as well as 

mitigating the whole life carbon footprint of the service as part of this investment. 

The investment, if approved will be for 2022/23 through to 2024/25. The investment is intended to be 

split over these years to both enhance the market towns following the Covid-19 pandemic as well as 

allowing sensitive works programming to minimise disruption.  

The project will link in with the Market Town Investment Plan, co-ordinating and taking opportunities to 

improve the Market Towns where applicable. 

Investment in Public Transport Infrastructure 

Public Transport Infrastructure is in need of investment, this is to address the backlog of maintenance 

across the public transport asset. Due to other priorities the level of revenue funding in the Annual Plan 

resulted in an approach which means we can only keep the asset safe, there is no capacity to maintain 

and replace. The project is to invest in locations where the assets of such a condition, they need to be 

replaced. 

Roads at Risk A4113 Leintwardine 

The A4113 is prone to flooding from the River Teme, the locations are to the South West of 

Leintwardine. The River Teme is moving significantly closer to the A4113 which is causing concern as to 

the risk of losing this key infrastructure. 

The project is to stabilise the erosion and to prevent further loss of land that could see the A4113 being 

subject to erosion damage. This is a significant project which is not in the Annual or Forward 

programme, if the project were to be delivered through the Annual Plan the investment in the priorities 

identified within the programme would reduce and create a backlog in investment which would increase 

the risk of flooding, carriageway defects with a likelihood of increased claims and potentially accidents on 

the networks and properties flooding. 

Traffic Signal Asset Improvements in the Market Towns 

Given the current level of annual plan capital and revenue funding and the wider demands that are present across 

the highway asset, the traffic signals component has been suffering from an ever-growing backlog. This is 

particularly relevant given the small scale of the asset group in the county. The current replacement rate is 

around once every 25 years, this compared to a service life of around 15 years. The result of this is an aging asset 

that is not responsive to new technology and should that technology be utilised, elevated installation costs, 

significant delay and increased disruption to the network would be incurred.  

By targeting a successful bid on the aged installations within the Market Towns, it is anticipated that the funding 

would deliver: 



 

              63 

 A step change in condition that would make the system capable of delivering technological advancement 
to prioritise active travel, VRU’s and Public Transport modes; 

 Deliver a platform from which open data can be provided; 

 Enable a county wide migration to an intervention lead approach to managing the asset, and; 

 Improve the reliability and efficiency of the transport system in the Market Towns. 

Junctions like the A449 J/W A438, Top Cross in Ledbury are in need of investment to improve the function of the 

lights for the benefit of the highway users in the town. This, along with key pedestrian crossing locations are to be 

upgraded by this bid.  

Village Safety Initiatives Phase 2 

This proposal is for the delivery of further pilot schemes that enhance the road environment within 

villages. This follows successful trials in Bosbury, Shobdon and Pembridge and the programmed trials in 

Stretton Grandison and Ashperton. The proposed bid would create a platform to deliver enhancements 

to villages.  

The council as the highways authority, has duty under Section 41 of the Highways Act to maintain at 

public expense, the budget allocated within the Annual and Forward plan maintains the network. This 

project enhances the network in communities reducing the speed of traffic and giving people a safer 

environment to live, work and exercise. The project will complement the asset maintenance work 

undertaken in the annual plan and support different enhanced material selection, lining and signing.  

This project is intended to set the parameters and concepts for a future roll out of similar initiatives 

across the county. 

The scheme has three parts set out, relating to four villages that have A and B roads running through the 

built environment. These villages are:  

 B4348 Peterchurch 

 B4224 Fownhope 

 B4224 Upton Bishop 

 A4172 Little Marcle 

Reducing the Risk of Highway Retaining Wall Collapse 

Following the compromise of structures that support the B4224 near to the village of Fownhope a more 

comprehensive review of the condition of some retaining walls has highlighted a number of deficiencies 

in a number of structures. In order to manage the risk of these, without diverting funds from other critical 

assets or asset types this project intends to deliver works to the most important structures. This work has 

been progressed using the principles of utilising a risk-based approach as required by both the Highways 

Maintenance Plan and the UK Roads Liaison Group’s Well Managed Highway Infrastructure: A Code of 

Practice. 

Structures are within the Annual Plan but additional funding is required to mitigate the growing risk on 

the network and prevent further costly failures. 

2.0 STRATEGIC CASE 

2.1 Project aims and objectives  

Extraordinary Highway Maintenance – Market Town Investment 

The aim of the project is to provide sustained investment and support an ongoing programme of works targeted 

investment in the asset to manage and minimise decline before larger more costly repairs are required. 

The funding will be targeted at highway maintenance in Market Towns where the improvement in the condition 

of the highway network will support active travel initiatives, access improvements and improve connectivity. 

The aim is to support the growth of the county by making the best use of its highway asset and where 
possible facilitate efficient use along with improvements to the quality of our public places.  
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Public places should be safe and enjoyable for all to use responsibly. Public places should also remain 
safe through all seasons of the year. The infrastructure that is vital to a functioning county should be 
resilient to the impact of weather and climate.  

 

The highway asset should provide a network that facilitates the efficient and safe movement of people 
and goods whilst protecting the quality of life within communities. 

 
Optimal asset management will enable this vital asset to be maintained for least whole life cost and with a lowest 

possible carbon footprint. 

Investment in Public Transport Infrastructure 

Improving the asset supports the ambition for Herefordshire in the County Plan, by having a safe, usable 

asset supporting the use of public transport and in doing so supports the: 

 Environment: improving and extending active travel options 

 Community: supports communities, linking to key transport Hubs and facilities in the Market 

Towns and the City. 

 Economy: Good infrastructure that attracts investment. 

The Local Transport Plan sets out the vision and transport objectives and the investment is consistent 

with the Hereford Transport Strategy ambitions for Hereford City. 

The aim of Asset Management is to support the growth of the county by keeping the travelling public 

safe, making the best use of its transport assets and where possible facilitate more efficient usage 

together with improvements in the quality of our public spaces. 

A transport network that supports growth enabling the provision of new jobs and houses, whilst providing 

the conditions for safe and active travel, which reduces congestion and increases accessibility by less 

polluting and healthier forms of transport than the private car. 

Make journeys easier and safer. 

Ensure access to services for those living in the rural areas. 

Passenger Transport priorities are to provide high quality shelters and transport hubs, this is an 

opportunity to replace shelters and to provide cycle parking where possible. 

Policy LTP PT3 – Bus Infrastructure Improvements – to improve bus shelters. 

 

Bus shelter should provide a place to sit, protected from weather and provide a feeling of safety and 

security. 

 

The condition of the public transport assets have identified locations that need immediate investment. 

There are 7 sites in need of replacement, this project will deliver and also add benefit in providing cycle 

parking where land is available. 

The objective is to provide good modern infrastructure that protect those waiting for their bus, from the 

elements, able to withstand the extremes of weather and vandalism and to look like somewhere the 

passenger will feel safe whilst waiting. 

Roads at Risk A4113 Leintwardine 

The A4113 is part of the councils Strategic Network as set out in the councils Highways Maintenance 

Plan, it is the highest tier of maintenance hierarchy maintained by the council as the Local Highway 

Authority. 

The highway links the North West of the county to the rest of Herefordshire, linking to the A49 and to 

Wales, a short distance from Knighton and Prestigne. 
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The road floods regularly which requires closure of the road, this is for relatively short duration, this is 

managed as part of the councils response to severe weather. Due to climate change, flooding in the 

county is becoming more frequent and more severe. As a consequence, the R. Teme is moving closer to 

the highway infrastructure, specifically, the A4113. 

The River Teme is a tributary of the River Severn, it rises in Cilfaesty Hill n Mid Wales, flowing through 

Knighton, Leintwardine and Ludlow before it confluences with the River Severn near Worcester. The 

river drains a catchment area of approximately 167km2 upstream. 

The erosion risk is from the migration of the River Teme, the movement is causing concern due the close 

proximity of the A4113. The road is within the active flood plain of the River Teme, flooding cause’s 

severance for communities and disrupts traffic movements serving the locality.  

The immediate concern is in relation to the localised movement, there are 3 locations where the 

movement of the river is moving towards the A4113 as can be seen in Fig 1 below. 

The issues have been raised with the Environment Agency (EA), meetings have been undertaken to 

explain the issues and progress viable options. 

The movement of the river is highlighted in the figures below which shows the most recent monitoring 

survey results. 

Fig 1 Overview map with 3 areas of concern. 

 

Fig 2 2001, Aerial Photograph 

 

Fig 3 2009 Aerial Photograph 
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Fig 4 2018 Aerial Photograph 

 

Figure 5 Topographical Survey – monitoring results. 
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Traffic Signal Asset Improvements in the Market Towns 

The asset management approach to lifecycle planning enables the monitoring of trends in condition to 

plan maintenance within the constraints of available budgets. The objectives of the approach are: 

 Improve the safety of the network for all modes through resilience of the signal asset; 

 Realise a reduction in maintenance, reducing the amount of site visits and traffic management 

required, reducing disruption to the highway network; 

 Reduce the traffic signal fault rate and customer complaints; 

 Introduce new control strategies to improve traffic flows and reduce congestion; 

 Upgrade refurbishment sites to use latest technologies, such as LED’s, which use less energy 

and are more reliable;  

 Introduce new above ground detection technologies to reduce the requirement to replace vehicle 

loop detection when the road is resurfaced. This also reduces ongoing highway maintenance 

costs; 

 Reduce emissions across the county by optimising traffic flows; 

 Improving efficiency of movement for active travel and public transport users, facilitating modal 

shift.  

Historic capital and revenue funding levels within the annual plan across the service has meant lower 

investment than is required to deliver the optimum approach. The consequence of this is that reactive 
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decisions are then required to maintain the reliability of signal installations. This erodes the approach 

and the funding opportunity could deliver a step change to ‘reset’ the approach to managing this asset 

group. 

Village Safety Initiatives Phase 2 

The principle objective for this project is a scheme that utilises an expanded toolkit of materials to 

enhance the highway environment in villages specified above. This is intended to improve safety, 

enhance the place aspect of the village and improve the environment for pedestrians and cyclists. 

The design of this scheme will need to be undertaken in close liaison with the community to ensure that 

it delivers these objectives whilst positively contributing to the community.  

Elements of the scheme will be evaluated for further deployment to similar parts of the network.  

A capital bid for this type of enhancement would result in safer communities, with enhanced residential 

amenity and reduced severance for villages that are bisected by highway corridors.  

These types of scheme also enhance the sense of ‘place’ within rural communities along with reducing 

vehicle speeds and encouraging the use of active travel by residents to village amenities.  

A key output of this project would not only be the delivery of appropriate schemes as a pilot, but also to 

assess the true cost of delivering these schemes as a whole, or as component parts to inform future 

investment and for the attraction of S106 funding for transport.  

Reducing the Risk of Highway Retaining Wall Collapse 

In order to focus the project on the most critical areas the works will be prioritised based on network hierarchy. 

As a consequence works will mainly focus the improvements on the Strategic and Main Distributor areas of the 

network as set out in the Highways Maintenance Plan. This takes into account the character and usage of routes 

across the county.  

The current retaining wall inventory includes 97 walls across the county. Figure 1 below shows these dispersed 

across the county:  

 

Figure 1: Retaining Wall Locations 



 

              69 

Investment to improve the highway retaining walls will create a step-change in condition. This will then 

allow for a shift in the focus of future programmes of inspection and maintenance regimes in such a way 

that a lower whole life cost can be realised. This principle is founded on the concept that preventing 

major structural damage is more effective than dealing with more complex repairs later in the lifecycle. In 

more extreme cases this can also be linked to the local highway network being compromised because of 

failure, such as has occurred on the B4224 at Fownhope.  

2.2 Strategic Drivers 

2.2.1 National and Regional 

Under Section 41 of the Highways Act, the Herefordshire Council has a duty to maintain the highway; this 

is delivered in collaboration with Balfour Beatty. 

 

Whilst the project is focussed on the local consideration of highway improvement the management of the 

market towns is identifying and responding to the regional importance.  

 

The Public Transport improvements is to provide good modern infrastructure that protect those waiting 

for their bus, from the elements. Able to withstand the extremes of weather and vandalism and to look 

like somewhere the passenger will feel safe whilst waiting. 

The roads at risk is a response to the potential loss of the A4113 due to the moving River Teme, the 

A4113 is strategic route for the county and neighbouring authorities. 

Traffic Signal Asset Improvements in the Market Towns, the traffic lights are on key strategic locations 

managing the flow of traffic, pedestrian and cycle movements safely. 

Reducing the Risk of Highway Retaining Wall Collapse: In many cases, the structures support the 

primary road network, which facilitates long distance travel across the nation. These routes are of 

significant benefit to the economy in terms of enabling the passage of goods and services effectively and 

the efficient operation of these routes are an important function of the highway network.  

 

2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. Please indicate in the box 

below which priority(s) the project addresses 

Extraordinary Highway Maintenance – Market Town Investment 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community  CO0.3 

Economy  EC1 

Environment  EN2 

 

This scheme directly relates to the delivery of CO0.3 from the delivery plan. These improvements are 

also intended to make active travel, particularly cycling a more attractive option for market town 

residents.  

Investment in Public Transport Infrastructure 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 
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Community  C01 

Economy  EC1 

Environment  EN2 

 

Active Travel is a key component of the Herefords County Plan and the Local Transport Plan. Without good 

transport infrastructure, the activeness of using public transport will appear to be less desirable. This project 

will invest and address the investment backlog. 

The transport infrastructure supports the community in moving people around the county, to work, 

school, shops connecting communities to market towns, the city and transport hubs connecting to the 

wider network. 

Roads at Risk A4113 Leintwardine 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community  C01, C04,  

Economy  EC1 

Environment  EN2, EN5, 

 

The project will manage the risk of the River Teme encroaching the A4113. Intervention is supported by 

the County Plan by securing connectivity for communities, businesses and as the impact is linked to the 

climate change, securing a resilient network for all users. 

This is reflected in the Local Transport Plan with the five objectives: 

1. Enabling Economic Growth 

2. Provide a good quality transport network for all users 

3. Promote healthy lifestyles 

4. Make journeys safer, easier and healthier 

5. Ensure access to services for those living in rural areas. 

If the network were to be severed the impact on the communities would be significant, the intervention 

now will prevent the realisation due to erosion and protect the strategic infrastructure. 

Traffic Signal Asset Improvements in the Market Towns 

The policy that underpins Herefordshire Council’s approach to Asset Management are rooted in the 

Local Transport Plan. This sets out an approach based on asset management principles that follow a 

data led path to delivering appropriate planned interventions with the aim of minimising whole life costs 

and meeting statutory duties. This approach cascades through our hierarchy of policies into the 

Highways Maintenance Plan, Transport Asset Management Plan before setting out more granular 

approaches to the management of asset groups in Lifecycle Plans.  

In terms of traffic signals, there is an aspiration to engage more planned interventions to maintain these 

assets. Planned interventions will reduce the whole life cost by reducing reactive maintenance, which is 

often tied to reliability issues. Disruption is also minimised to the travelling public and the economy. This 

is an important aspect to this asset type where planned interventions are vital for reducing disruption, 

minimising carbon emissions as well as reducing costs. 

2.2.1 National and Regional 

The bid contributes to the current national policies of encouraging active travel use to drive modal shift.  
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2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. Please indicate in the box 

below which priority(s) the project addresses 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community  CO0.3 

Economy  EC1 

Environment  EN2 

 

This scheme directly relates to the delivery of CO0.3 from the delivery plan. These improvements are 

also intended to make active travel, particularly cycling a more attractive and efficient option for market 

town residents.  

Village Safety Initiatives Phase 2 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community  CO0.3 

Economy  EC1 

Environment  EN2 

 

This scheme directly relates to the delivery of CO0.3 from the delivery plan. These improvements are 

also intended to make active travel, particularly cycling a more attractive and efficient option for market 

town residents.  

Reducing the Risk of Highway Retaining Wall Collapse 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community  CO0.3 

Economy  EC1 

Environment   

 

This scheme directly relates to the delivery of CO0.3 from the delivery plan.  

 

2.3 Background and Rationale in Project Mandate 

The County Plan sets out the ambition for Herefordshire in supporting the Environment, Community and 

Economy. 

The council estimates a significant backlog in the highway carriageway. Structures, footways, cycles, 

street lighting, traffic management and street furniture. The condition of the network is such that the 

available Annual Plan and Forward Plan budgets are prioritised to minimising the impact of the 

deteriorating condition and pressures in the existing network on a Risk Based Approach. Due to the 

pressures, the areas identified in this bid would not reach the Annual Plan and as such we are seeking 

additional capital investment.  
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The project will continue the sustained investment in the network and support the council’s county plan. The 

project will enable the asset to be maintained to the appropriate level providing a safe and usable network for 

communities and businesses. Public places will be safe and enjoyable for all to use responsibly. 

The project is broken down into different elements of the service: 

 Market Town Maintenance 

o The market towns are in need for investment to enhance and to improve access and active travel 

opportunities.  

o The network is deficient in areas, the towns have had some investment with S106 available, this 

will be used to enhance and compliment works. The programme will deliver improved crossing 

facilities, improved accessibility and active travel routes.  

 Investment in Public Transport Infrastructure 

o Replacement bus shelter programme. 

o The project is to renew the failed infrastructure with new, modern shelters. 

o The replacement is programmed to be delivered in 2022/23. 

 Roads At Risk A4113 Leintwardine 

o The A4113 is part of the county’s strategic road network, severance in this location would 

be severe for the local communities with no feasible alternative routes to schools, shops, 

employment.  

o The intervention is required to ensure the continuity of service and connecting 

communities and businesses alike. The intervention will be in the form of reinforcing the 

banks of the river at the specific locations. 

o The planned intervention will stabilise the movement of the River for the near future 

allowing for further works to understand the next phase which will look to address the 

flooding ensuring the route is resilient to severe weather. 

o Figure 3 Area of concern highlighted yellow. 

o  
 Traffic Signal Asset Improvements in the Market Towns 

o The core objective of this investment is to upgrade traffic signals installations to make 

them more efficient. This will directly improve both traffic flow and the attractiveness of 

active travel by providing enhancements to existing crossing facilities.  

o The facilities in the market towns are ageing and as time passes become less resilient, 

more likely to fail. Failure of these assets have a number of implications, but there are 

significant safety risks as well as severing walking and cycling routes.  

o This bid seeks to deliver resilience and efficiency to these assets, as well as creating a 

platform whereby future technological advancements can be utilised for further benefits.  

 Village Safety Initiatives Phase 2 
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o This project is a natural follow on from work already delivered in Bosbury, Shobdon and 

Pembridge and further schemes programmed in Stretton Grandison and Ashperton in 

2021/22 to enhance the village environment that can be found in these communities. 

These villages are normally built around A and B class roads and this can lead to an 

amount of severance due to the relative lack of formal crossing points and the nature of 

the traffic using these routes that support longer distance travel. 

o Enhancing the sense of place is considered an improvement with wide ranging benefit. 

The reason or this is that the proposal will not only alter the carriageway environment with 

the aim of lower traffic speeds, but also to capitalise on this by improving the ability of 

pedestrians to cross and generating a better environment for cyclists to make short 

journeys otherwise made by cars.  

o This scheme is intended to be a pilot that considers an enhanced palette of materials over 

what has been used in the county to date. This material use will consider visual impact, 

the overall street scene and whole life cost as part of the overall scheme design.  

 Reducing the Risk of Highway Retaining Wall Collapse 

o The core outcomes for the investment would be to remove some of the risk from the 

network, to build a better understanding of the asset condition, highlight risk areas, and 

deliver a step change in the quality of this asset. This will enable the highway service to 

manage this risk in such a way that there are no unintended consequences to the 

condition of the bridge stock. 

 

2.4 Scope 

2.4.1 In Scope 

Market Town Maintenance 

 

The project scope is to invest in the network to ensure the asset will support the communities and 

businesses. The funding will invest in the network identified through the council’s Asset Management 

Strategy focussed on maintenance and improvements in the Market Towns. The project will also mitigate 

some of the council’s carbon footprint. 

Investment in Public Transport Infrastructure 

Replacement of Vandalised or poor repair (requires replacement) 

 

 

Replacement of the worse condition as set out in the bus shelter condition survey. Introduce cycle 

stands where lad is sufficient. 

Roads at Risk A4113 Leintwardine 

Reinforcement of the banks of the R Teme to address the erosion concerns of severance of the A4113 

from the A4110 and Wales, cutting off communities. 

 

2.4.2 Out of Scope 

The project is to invest in the existing network and does not include new infrastructure.  

Raising or realigning of the A4113. 

Traffic Signal Asset Improvements in the Market Towns 

Bus Shelters 

Condition Assessment.xlsx
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2.4.1 In Scope 

The project will:  

 Deliver works to deliver improvements to the traffic signals assets in market towns and therefore 

deliver the required step change in asset condition.  

 This will balance risk and network usage along with scheme cost. By considering these aspects, 

the temptation to deliver the most costly schemes is avoided and delivering schemes that remove 

risk are advanced. Appropriate records will be kept to allow a more effective assessment of 

service life can be established to allow the service to plan future maintenance. This is considered 

added value on this project. 

2.4.2 Out of Scope 

This project will not have the scope to return all installations to an as new condition.  

Village Safety Initiatives Phase 2 

2.4.1 In Scope 

The detailed design and implementation of a scheme to change surfacing colours, reduce carriageway 

widths, enhance the junction arrangements and utilise gradient changes if considered reasonable to 

enhance the village environment of the villages identified. This scheme will require detailed design 

phases that are undertaken in close liaison with the parish and other key stakeholders.  

2.4.2 Out of Scope 

The scheme will not provide controlled crossings or return all highway assets to an ‘as new’ condition.  

Reducing the Risk of Highway Retaining Wall Collapse 

The project will:  

 Deliver works to stabilise the decline of the retaining wall asset inventory and therefore deliver 

the required step change in asset condition.  

 This will balance risk and network importance along with scheme cost and coverage. By 

considering these aspects, the temptation to deliver the most costly schemes is avoided and 

delivering schemes that remove risk are advanced. Appropriate records will be kept to allow a 

more effective assessment of service life can be established to allow the service to plan future 

maintenance. This is considered added value on this project 

2.4.2 Out of Scope 

This project will not have the scope to return all structures to an as new condition.  

2.5 Benefits 

Market Town Maintenance 

The benefit of the project will be the improvement in the network condition, the reduced backlog in the defects 

affecting the asset the improved accessibility and enjoyment of the public. The drainage will address a number of 

defects which will reduce flooding in the county, whether the risk is with the highway network or of 

property/businesses flooding. The scheme will increase the resilience of the council’s network, which in turn will 

support the economy and accessibility for the people of Herefordshire. 

The anticipated benefits of the proposed project are: 

2.5.1 Cashable benefits 

Reduce reactive maintenance cost and increase the life of the asset, there will be reduced risk of claims to the 

council in relation accidents. The network will also be safer with a reduced risk of road traffic collisions which in 

turn reduce the cost to the community in respect to our partners such as police, fire, ambulance and the health 

service, it is estimated that an RTC = £98,232 average. (Based on DfT figures) 
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2.5.2 Non-cashable benefits 

Improved accessibility and enjoyment for local and visitor population. 

2.5.3 Dis-benefits 

The delivery of the scheme will likely result in short term disruption during the construction phases.  

Investment in Public Transport Infrastructure 

2.5.1 Cashable benefits 

 Removing the maintenance demand for the shelters. 

 Improving usage thus removing vehicles off the road, this will reduce congestion. 

2.5.2 Non-cashable benefits 

 Communities being safer 

Roads at Risk A4113 Leintwardine 

 2.5.1 Cashable benefits 

 Future interventions to address the erosion. 

 2.5.2 Non-cashable benefits 

 Securing the A4113 in the locality keeping the population and economy connected and 

Herefordshire moving. The link is used for the economics, education, employment, access to 

facilities, for emergency services and supports communities. 

 Intervention now will be undertaken off line which will not impact on the movement of traffic, if left, 

this may need to undertake with a road closure and additional works which would be more 

extensive and disruptive. 

 2.5.3 Dis-benefits 

 Intervention may restrict future options but this is discounted as works are required now to protect 

the link which is part of the council strategic road infrastructure. 

Traffic Signal Asset Improvements in the Market Towns 

2.5.1 Cashable benefits 

By undertaking the project, the whole life costs of maintaining these assets will reduce through reducing 

reactive repairs  

2.5.2 Non-cashable benefits 

By reducing the amount of reactive maintenance there are benefits that can be realised in the carbon 

implications of delivering the maintenance regimes. The principle area of benefit is maintaining the 

efficiency of the transport network for all modes because of keeping the routes open and safe for use.  

2.5.3 Dis-benefits 

The works may result in short-term delays in the form of traffic management to the travelling public. This 

will have some community inconvenience. This can be mitigated with the careful planning of works and 

the delivery of works in a timely fashion. This risk needs to be balanced against a failure, which may 

result on much longer periods of severance.  

Village Safety Initiatives Phase 2 

2.5.1 Cashable benefits 

Whilst this is not a maintenance led scheme there are likely to be reductions in reactive works because 

of the delivery of a designed scheme, particularly by reducing reactive repairs.  

2.5.2 Non-cashable benefits 

The reduction of traffic speed, improvement in safety, along with encouraging an environment where 

active travel journeys are more viable are considered the principle benefits of the scheme.  
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2.5.3 Dis-benefits 

The works may result in short-term delays in the form of traffic management to the travelling public. This 

will have some community inconvenience. This can be mitigated with the careful planning of works and 

the delivery of works in a timely fashion. This risk needs to be balanced against the scheme objectives.   

Reducing the Risk of Highway Retaining Wall Collapse 

2.5.1 Cashable benefits 

By undertaking the project, the whole life costs of maintaining these assets will reduce through reducing 

potentially expensive reactive repairs. In addition to this saving, there are contributions to the economy that are 

realised by not having to implement lengthy closures with traffic having to use diversion routes to mitigate the 

risks of a compromised structure.   

2.5.2 Non-cashable benefits 

By reducing the amount of reactive maintenance there are benefits that can be realised in the carbon 

implications of delivering the maintenance regimes. The principle area of benefit is maintaining the 

efficiency of the transport network for all modes because of keeping the routes open and safe for use.  

2.5.3 Dis-benefits 

The works may result in short-term delays in the form of road closures to the travelling public. This will 

have some community inconvenience. This can be mitigated with the careful planning of works and the 

delivery of works in a timely fashion. This risk needs to be balanced against a wall compromise, which 

may result on much longer periods of severance.  

2.6 Risks 

There are some risks associated to not advancing a planned investment in the infrastructure that 

supports Market Towns:  

 The risk is the increased backlog of defects in the network and the potential for negative reputational risk 

of insurance claims and possibly roads closed due to safety concern.  

 Unable to mitigate the carbon footprint of the council and partners maintaining the network. 

Specifically related to the service delivery on the programme:  

 There are no significant risks in delivery of the project, resourcing and delivery will be managed through 

the public Realm Contract and working with partners such as Parish council’s. 

Roads at Risk 

 Not investing will impact on the communities, the flooding is more frequent due to the changing 

climate, and the risk will not go away. Intervention is required, due to the speed of erosion, time is 

of the essence. The current situation allows for work to be undertaken without closing the road. 

 The migration can move and impact elsewhere, this intervention is intended to halt the current 

issues and formulate a long term plan to manage the network. 

 Agreement and permission of the EA, this is being managed as discussions are ongoing. 

 Further erosion due to floods in the locality. 

 

Traffic Signal Asset Improvements in the Market Towns 

The risks of not undertaking the project are as follows:  

 The risk is that as the installations deteriorate they become less reliable. This can then 

compromise those routes that rely on them, both in terms of safety and efficiency. , for an 

unknown amount of time. This project is aimed at creating a step change in condition to mitigate 

this risk and ultimately benefit the communities that rely on these routes on a daily basis.  
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 By not undertaking the project to ‘prevent rather than cure’ failures, claims and reputational risks 

remains.  

The key project risks are:  

 The risks associated to the delivery of the project lie with the delivery of the designs and works 

on site to the asset. These tend to be delays or additional unforeseen costs associated with 

undertaking the required civil engineering. These risks should be managed via the agreed 

processes of the Public Realm Contract.  

Village Safety Initiatives Phase 2 

The risks associated to the delivery of the project lie with the delivery of the designs and works on site to 

the asset. These tend to be delays or additional unforeseen costs associated with undertaking the 

required civil engineering. These risks should be either managed via the agreed processes of the Public 

Realm Contract or appropriately addressed in any procurement.  

The risks associated with not undertaking the scheme are likely to result in pressure, which is likely to 

continue to build for this unfunded treatment type. This is directly reducing the likelihood of active travel 

being utilised in the village environments across the county.  

Reducing the Risk of Highway Retaining Wall Collapse 

The risks of not undertaking the project are as follows:  

 The risk is that as walls deteriorate they cause instability to the highway network. This can then 

compromise those routes, for an unknown amount of time. This project is aimed at creating a step 

change in condition to mitigate this risk and ultimately benefit the communities that rely on these routes 

on a daily basis.  

 By not undertaking the project to ‘prevent rather than cure’ failures, claims and reputational risks 

remains.  

The key project risks are:  

 The risks associated to the delivery of the project lie with the delivery of the designs and works on site to 

the asset. These tend to be delays or additional unforeseen costs associated with undertaking the 

required civil engineering. These risks should be managed via the agreed processes of the Public Realm 

Contract.  

2.7 Constraints and Dependencies 

Initiatives that depend on this project are: 

Whilst there are no specific initiatives that depend on this project there are likely to be wider council objectives 
that will be supported by this programme of work, particularly those where there is a component of regeneration.  
 

This project depends on: 

This project is not dependent on existing or future projects, the project will support the local communities 

and businesses who will be engaged through the Public Realm contract annual and forward plan. 

2.8 Stakeholders 

The Assistant Director of Highways and Transport is the project sponsor who will be accountable for the 

operational decisions.  

The key stakeholders will be the local members, parish and town councils, which will be engaged 

through delivery through the Public Realm contract Annual and Foreword Plan. The additional 

investment will deliver a better environment and improved connectivity for the communities and a more 

efficient network, which will support the economy and accessibility.  

Cabinet Member, Local Members, Communities, Transport 
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3.0 ECONOMIC CASE 

3.1 Critical success factors 

The funding will need to be identified early in the financial year to maximise the benefit of the investment 

and ensure the delivery of schemes. 

3.2 Options and Do Nothing Option  

 

Extraordinary Highway Maintenance – Market Town Investment 

3.2.1 Long-List of options   

Option Short-list Y/N Reasons 

Invest in the highway 

infrastructure within Market 

Towns. 

Y The advancement of a programme of 

maintenance works directly links to 

the delivery plan  

Do Nothing N  

3.2.2 Short-list of options 

Option 1 – Investment in the Infrastructure of Market Towns 

 

 

Cost £2,000,000 over 2 years 

Benefits  Creates a step change in the condition of the highway 
infrastructure in the market towns.  

 Improvement in the attractiveness of active travel 
options by improving surfaces for these modes.  

 The maintenance of these key areas will improve the 
amenity of these highway areas.  

Deliverability These schemes would be delivered through the public realm 

contract to make use of the already mobilised resource.  

Pros The scheme has a number of advantages beyond the bullets in 

the benefits section, primarily:  

 There would be an overall uplift in highway condition in 
these areas 

 The risk of claims reduces 

 The safety of these routes is improved and 

 The need for reactive maintenance reduces.  

Cons The construction phase will likely result in short term disruption. 

The investment is intended to be split over two years to both 

enhance the market towns following the Covid-19 pandemic as 

well as allowing sensitive works programming to minimise 

disruption.   

Recommendation It is recommended that option 1 be taken forward.  

 

Option 2 – Do Nothing 
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Cost The costs of this strategy is not known, as the reactive works 

require will likely increase. This is difficult to accurately model.  

Benefits Scheme delivery will not result in disruption to the travelling 

public. 

Deliverability No Delivery implications 

Pros As set out in the benefits section.  

Cons  Highway conditions will continue to deteriorate as 
budgets are required to manage priorities across the 
wider network  

 Risk of claims and safety implications increase 

 The attractiveness of active travel, particularly cycling 
diminishes. 

Observations This option is not recommended due to the above ‘cons’  

Recommendation This option is not recommended. 

 

3.2.3 The preferred option 

Option 1 – to Invest in the Highway Infrastructure of the Market Towns is the preferred option.  

Investment in Public Transport Infrastructure 

3.2.1 Long-List of options  

Option Short-list Y/N Reasons 

Replacement of failed 

assets/shelters 
Y 

The most deliverable option with the 

highest cost certainty 

Replacement of Shelters 

and improved facilities 

providing transport hubs 

Y This would improve connectivity. 

Do Nothing 

N 

The current do nothing scenario 

would see the removal of shelters as 

they become unsafe, potential to 

reduce the number of passengers.  

 

3.2.2 Short-list of options 

Option 1 – Replacement of failed assets/shelters 

 

 

Cost Install costs of £150,000.00 2022/23 £150,000.00 2023/24 

Benefits  Improved facilities for the public 

 Attractive to the public which will secure usage and potential 
to improve.  

  

Deliverability The shelters ‘off the shelf’  

Pros Off the shelf shelters, standardised design. 
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Cons Non 

Recommendation It is recommended that option 1 be progressed but to include 

cycle stands to support choice of transport modes linking 

options. 

 

Option 2 – Replacement of Shelters and improved facilities providing transport hubs 

 

 

Cost A minimum cost of £150k, not sure on the need apart from cycle 

stands. 

Benefits A fully linked active travel transport hub would be attractive to 

the user and link to other modes of transport. 

Deliverability The shelters are off the shelf, the land required for parking is 

unknown. 

Pros Desirable and would assist in removing vehicles off the road. 

Cons Extent of opportunity is unknown. 

Observations Part of the project could be part of the shelter provision.  

Recommendation It is not recommended that this option be advanced.  

 

 

Option 4 – Do Nothing 

 

 

Cost The costs of this option are £10,000. This represents the 

development cost of the scheme to this point.  

Benefits The existing situation remains and no additional maintenance is 

required.   

Deliverability There are no deliverability concerns with this option.   

Pros No additional maintenance will be required.   

Cons The existing risks are not mitigated. 

The ability to drive resource planning during emergency events 

is reduced.   

Observations Whilst this is a viable option, the overall benefits of making the 

improvements are considered to outweigh the initial costs of 

installation.   

Recommendation It is not recommended that this option be advanced. 

 

3.2.3 The preferred option 

Option 1 – Replace the shelters, add cycle stands where the opportunity/land allows.   
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Roads at Risk A4113 Leintwardine 

3.2.1 Long-List of options  

Option Short-list Y/N Reasons 

Reinforce the riverbank to 

protect the A4113 and 

prevent further erosion. 

Y Minimises the impact of the river. 

Pile reinforcement along a 

long length of the A4113 

which will make the A4113 

secure. 

Y This will fit in with the plan and 

provide the intervention required.  

Do Nothing N Planned programmed intervention 

required due to the extent of the risk. 

   

   

   

  

3.2.2 Short-list of options 

  

Option 1 – Reinforce the riverbank to protect the A4113 and prevent further erosion. 

 

Cost £400,000.00 

Benefits Secures the strategic infrastructure, can be implemented in 

2022/2021. 

Deliverability The market is capable of delivering in year if the commission 

can commence in April. 

Pros The scheme protects the infrastructure which enables the 

locality and the wider network to operate normally without 

additional travel, detrimental impacts on the economy and risk in 

blue light attendance. 

Cons Addresses the impact in the immediate location, doesn’t deliver 

the longer term repair such are resilience to flooding, the road 

will still flood. 

Recommendation This option is the preferred option, recommended as this will 

deliver the necessary improvements and secure the 

infrastructure. 

 

Option 2 – Pile reinforcement along a long length of the A4113 which will make the A4113 

secure. 
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Cost Unknown, the scheme hasn’t been costed due to the variances 

in design, the figure would be in the £1m plus. 

Benefits Protects the road along the length of the areas at risk. 

Deliverability The market is capable of delivering the proposed works. 

Pros Protects the infrastructure. 

Cons Unknown costs, road will still flood. 

Observations The unknown cost would put this scheme at risk it doesn’t take 

into account other needs such as resilience to flooding. 

Recommendation Not recommended. 

 

Option 3 – Do nothing. 

 

Cost £0 

Benefits None, the road is at risk and potential severance, leaving will 

require a more costly solution. 

Deliverability  

Pros No benefit 

Cons Severance occurs. 

Observations Risk needs to be mitigated, this doesn’t. 

Recommendation Not recommended 

 

3.2.3 The preferred option 

Option 1 Reinforce the riverbank to protect the A4113 and prevent further erosion, to deliver in year 

2022/23. This addresses the immediate risk which will then enable a study as to the need in the area 

and what further works will be required. This is the first part of a phased planned approach. 

Traffic Signal Asset Improvements in the Market Towns 

3.2 Options and Do Nothing Option  

3.2.1 Long-List of options  

Option Short-list Y/N Reasons 

Undertake improvements to 

ageing traffic signal 

installations in market towns 

Y The advancement of a programme of 

maintenance works directly links to 

the delivery plan 

Do Nothing N  

  

3.2.2 Short-list of options 

Option 1 – Undertake improvements to ageing traffic signal installations in market towns  

 

Cost £250,000  
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Benefits  Creates a step change in the condition of the highway 
infrastructure.  

 Improvement in the resilience of facilities. 

 Enhancement to pedestrian ant cycling facilities, 
encouraging active travel and modal shift. 

Deliverability These schemes would be delivered through the public realm 

contract to make use of the already mobilised resource. 

Pros The scheme has a number of advantages beyond the bullets in 

the benefits section, primarily:  

 There would be an overall uplift in installation condition 

 The safety of these routes is improved and 

 The need for reactive maintenance reduces. 

Cons The construction phase will likely result in short term disruption.  

Recommendation It is recommended that option 1 be taken forward.  

 

Option 2 – Do Nothing 

 

 

Cost The costs of this strategy is not known, as the reactive works 

require will likely increase. This is difficult to accurately model. 

Benefits Scheme delivery will not result in disruption to the travelling 

public. 

Deliverability No Delivery Implications 

Pros As set out in the benefits section. 

Cons  Highway conditions will continue to deteriorate as budgets 
are required to manage priorities across the wider network  

 Resilience of the network decreases. 

 The attractiveness of active travel, particularly cycling 
diminishes. 

Observations This option is not recommended due to the above ‘cons’ 

Recommendation This option is not recommended  

 

3.2.3 The preferred option 

Option 1 – to Invest in improvements in the traffic signals asset group is the preferred option.  

Village Safety Initiatives Phase 2 

3.2.1 Long-List of options  

Option Short-list Y/N Reasons 

Undertake Pilot Schemes on 

the B4348 Peterchurch, 

B4224 Fownhope, B4224 

Upton Bishop and A4172 

Little Marcle to enhance the 

Highway environment.  

Y The advancement of a programme of 

maintenance works directly links to 

the delivery plan 
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Do Nothing Y  

 

3.2.2 Short-list of options 

Option 1 – Undertake Pilot Schemes on the B4348 Peterchurch, B4224 Fownhope, B4224 

Upton Bishop and A4172 Little Marcle to enhance the Highway environment.  

Cost £550,000 

Benefits  Delivers improvements for the communities 

 Reduces traffic speeds 

 Enhances the experience of walkers and cyclists 

 Improves road safety 

Deliverability The deliverability of this option is straightforward. Either a D and 

B package can be advanced, designs undertaken in house and 

then the construction phase procured or via the public realm 

contract. This multiple option approach ensures that a cost 

effective scheme can be delivered in a timely fashion.  

Pros  The diverse delivery option enhances timely implementation. 

 The scheme can be tailored to the requirements of the 
village 

 The overall enhancement will facilitate wider objectives.  

Cons The construction phase will likely result in short term disruption. 

Recommendation It is recommended that this option be taken forward 

 

Option 2 – Do Nothing 

 

 

Cost There are no costs associated to this option 

Benefits Scheme delivery will not result in disruption to the travelling 

public. 

Deliverability No Delivery Implications 

Pros As set out in the benefits section 

Cons  The attractiveness of active travel, particularly cycling 
remains low. 

 The Main Distributor Roads running through the 
communities remains a point of severance and a safety 
concern for the community, particularly at the junctions.  

Observations This option is not recommended due to the above ‘cons’ 

Recommendation This option is not recommended  

 

 

3.2.3 The preferred option 

Option 1 – Undertake Pilot Schemes on the B4348 Peterchurch, B4224 Fownhope, B4224 Upton Bishop 

and A4172 Little Marcle to enhance the Highway environment is the preferred option.  

Reducing the Risk of Highway Retaining Wall Collapse 
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3.2.1 Long-List of options  

Option Short-list Y/N Reasons 

Investment in improvement 

of the Retaining wall asset 

group 

Y The advancement of a programme of 

maintenance works directly links to 

the delivery plan  

Do Nothing Y  

  

3.2.2 Short-list of options 

Option 1 – Detail 

 

 

Cost £1,000,000.00 

Benefits  Creates a step change in the condition of the highway 
infrastructure.  

 Improvement in the resilience of key routes. 

 Reduction in the risk of community severance, either 
from other parts of the community or to key employment 
and amenities. 

Deliverability These schemes would be delivered through the public realm 

contract to make use of the already mobilised resource. 

Pros The scheme has a number of advantages beyond the bullets in 

the benefits section, primarily:  

 There would be an overall uplift in highway condition 

 The resilience of the network improves 

 The safety of these routes is improved and 

 The need for reactive maintenance reduces.  

Cons The construction phase will likely result in short term disruption.  

Recommendation It is recommended that option 1 be taken forward.  

 

Option 2 – Do Nothing 

 

 

Cost The costs of this strategy is not known, as the reactive works 

require will likely increase. This is difficult to accurately model.  

Benefits Scheme delivery will not result in disruption to the travelling 

public. 

Deliverability No Delivery implications 

Pros As set out in the benefits section.  

Cons  Highway conditions will continue to deteriorate as 
budgets are required to manage priorities across the 
wider network  

 Resilience of the network decreases. 
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 The attractiveness of active travel, particularly cycling 
diminishes. 

Observations This option is not recommended due to the above ‘cons’  

Recommendation This option is not recommended. 

 

3.2.3 The preferred option 

Option 1 – to Invest in improvements in the retaining wall asset group is the preferred option.  

 

4.0 COMMERCIAL CASE 

4.1 Required services  

 

Extraordinary Highway Maintenance – Market Town Investment 

Resurfacing and road surface treatments in accordance with a suitable design for key locations in the 

Market Towns. The design phase will need to commence immediately prior to works to ensure that the 

correct treatment is identified.  

Traffic Signal Asset Improvements in the Market Towns 

Traffic signal improvements are to be designed in accordance with the requirement of the sites across 

the market towns. The precise design to be undertaken at the time of delivery to take advantage of 

technological advancement in these assets. The design phase will need to commence immediately prior 

to works to ensure that the correct treatment is identified.  

Reducing the Risk of Highway Retaining Wall Collapse 

Retaining wall improvement treatments in accordance with a suitable design for key locations on the 

highway network. The design phase will need to commence immediately prior to works to ensure that the 

correct treatment is identified.  

 

4.2 Potential/Agreed risk transfer  

Risks will be shared between Herefordshire Council and the contractors procured to deliver the above in 

line with construction industry best practice. In the event that he public realm contract is to be used, the 

risk transfer will be in accordance with the requirements of this arrangement.  

4.3 Proposed/Agreed charging mechanism 

The scheme costs will be charged in line with an appropriate tender to be undertaken in accordance with 

procurement rules. The bases are likely to be delivered by other contractors and it is anticipated that this 

will be via a tender process. This will define the charging arrangements of the contract.  

4.4 Proposed/Agreed contract lengths 

These will be defined by the design requirements and the procurement method finalised upon 

confirmation of the scheme.  

4.5 Proposed/Agreed key contractual clauses 

These are to be determined as part of the procurement process. 

4.6 Personnel implications (including TUPE) 

Not relevant 

4.7 Procurement Strategy and implementation timescales 
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Service Orders to be prepared upon confirmation of funding. This will then translate to an appropriately 

designed and planned delivery programme that takes into account other works and current conditions at 

the time of installation.  

5.0 FINANCIAL CASE 

5.1 INSERT FUNDING TABLE 

Capital cost of project 2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Market Town Highway Improvements 1,000 1,000   2,000 

Investment in Public Transport Infrastructure 150 150   300 

Roads At Risk 400    400 

Traffic Signal Asset Improvement 300    300 

Village traffic calming Initiatives Phase 2a 

Peterchurch 
150    150 

Village traffic calming Initiatives Phase 2b 

Fownhope 
175    175 

Village traffic calming Initiatives Phase 2c 

Upton Bishop 
125    125 

Village traffic calming Initiatives Phase 2d 

Little Marcle 
50    50 

Reducing the Risk of Highway Retaining Wall 

Collapse 
1,000    1,000 

      

      

      

Project Management Fees (est. 10% 

project value) 
335 115   450 

TOTAL  3,685 1,265   4,950 

      

Funding streams 

(Indicate revenue or capital funding 

requirement) 

2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Capital Funding Project 3,350 1,150   4,500 

PM Fees 335 115   450 
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5.2 Impact on the Council’s income and expenditure account (revenue account)  

 

6.0 MANAGEMENT CASE 

6.1 Project Management Arrangements 

The management of this project will be in accordance with the arrangements of the public realm contract.  

IN regards to the bus shelters, this will be managed by the Public Transport Team in collaboration and 

with support from the corporate management team, 

6.2 Use of Consultants 

The use of any consultants will be in accordance with the arrangements of the public realm contract.  

6.3 Arrangements for benefits realisation 

The management of this project will be in accordance with the arrangements of the public realm contract. 

This approach delivers advantages due to the skills deployed to the network to undertake proper designs 

at an appropriate time. Additionally resources are already deployed and these schemes can be fitted into 

wider programmes to deliver the schemes effectively and efficiently.  

6.4 Arrangements for post project evaluation 

The post project evaluation will be derived from the works done in terms of linear metres treated by the 

project. This will drive the balanced use of the full range of options to the maintenance of the highway 

network.  

6.5 Timeframes 

 

Stage/Milestone Indicative Date Comments 

Stage 0 - Project Mandate 

approved 

Insert Date  

Stage 1 - Outline business 

case completed 

Insert Date  

Stage 2 - Full business case 

completed 

Insert Date  

Full Council approval Insert Date  

Approval to spend obtained 01/04/2022  

Stage 3 - Delivery 01/05/2022  

Design of Schemes (Rolling)  01/06/2022  

Construction Phase (Rolling)  01/07/2022  

Stage 4 – Handover  Not Required  

Stage 5 - Project Closure 31/03/2023  

      

TOTAL  3,685 1,265   4,950 
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7.0 THE ENVIRONMENTAL CASE 

There are environmental implications with managing construction projects. These relate to excavating 

material, managing the spillage of materials and responsibly minimising and disposing of waste. This will be 

managed by identifying these issues prior to the construction phase and recorded on an appropriate form. 

The risks associated to this project are commensurate with highways construction schemes.  
8.0 LEGAL IMPLICATIONS 

The project is being delivered under the various powers identified in the Highways Act 1980.  

9.0 EQUALITY IMPACT IMPLICATIONS 

An Equality Impact Assessment will be developed should the project progress with funding. 

10.0 HEALTH & SAFETY IMPLICATIONS 

There are health and safety implications relating to the construction phase of the project. These are 

managed by requirements of the public realm contract, CDM Regulations 2015 and contractor health 

and safety procedures, set alongside the relevant highways legislation for creating safe working areas in 

the highway.  

11.0 SOCIAL VALUE IMPLICATIONS 

To be completed by the Community and Economy Champions 

APPENDICES - SUPPORTING EVIDENCE 

Appendix A Highway Valuation 

Valuation_Certificate_

29-Jan-21_12-46-25.pdf
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1.0 PROJECT DESCRIPTION 

This outline business case contains information that describes the justification for investment in Winter 

Resilience. The proposal is for: 

 Continuing the replacement of the gritting fleet; 

 Investing in the replacement of the existing weather stations and; 

 The provision of flood warning devices on the strategic road network. 

The Business Case is to be submitted to the Management Board and if accepted, a more detailed 

business case will be developed. 

2.0 STRATEGIC CASE 

2.1 Project aims and objectives  

The project aim and objective is to add resilience to the severe weather events impacting on the county. 

It is proposed to: 

 Implement the winter service fleet strategy, which will replace 2 of the fleet in the 2022/23 period. This 

will ensure the fleet is capable of delivering the Winter Service plan and will not become a burden in high 

maintenance or unfit for meeting the environmental challenges such as emissions and air quality. 

 Renew the outdated weather stations which will ensure accurate data provided for decision making in 

gritting the road network. 

 Install Flood Warning System in areas where flooding occurs regularly which will enable a proactive 

response in protecting the public and opening the road network once the flood has receded. 

2.2 Strategic Drivers 

2.2.1 National and Regional 

Under Section 41 of the Highways Act, Herefordshire Council has a duty to maintain the highway; this is 

delivered in collaboration with Balfour Beatty. 

 

The Railways and Transport Safety Act amended the Highways Act by adding a Statutory Duty 

Clause 41.1A concerning dealing with snow and ice. This states “In particular a Highway Authority 

are under a duty to ensure, as far as is reasonably practicable, that safe passage along a highway is 

not endangered by snow or ice.” 

 

Critical to meeting these obligations is the provision of a resilient, reliable and well maintained fleet of 

winter vehicles.   

2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. Please indicate in the box 

below which priority(s) the project addresses 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community  CO4 

Economy  EC1 

Environment  EN5, EN2.2 

Whilst the principle reason for the investment centres on the statutory duties of the local highway authority, 

the provision of the winter service supports key pillars of the delivery plan. These are focussed on maintaining 
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safe efficient travel for all modes in al weathers. This in turn encourages the use of active travel, and develops 

the overall efficiency of the fleet, both in terms of emissions and travel time.   

 

2.3 Background and Rationale in Project Mandate 

Winter Service – Replacement strategy for the winter gritting fleet. 

The service provided by the council ensures the safety of the travelling public in times of cold weather 
and snow events and is key to supporting the economic and social well-being of the people of 
Herefordshire.  

 

The fleet is sufficient to enable all gritting routes to be completed within the requisite time scales and 
cover all routes county wide. 

The replacement of the fleet is necessary to ensure the service is reliable and the costs are manageable 
within budget without excessive maintenance costs being incurred. 

The council and our service providers, Balfour Beatty Living Places operate 16 gritting vehicles, 12 are 
owned by the council with the remaining four hired by BBLP. There are 15 routes with 1 vehicles 
operating as a spare. 

 

As part of the strategy 2 new gritters will join the fleet in 2022/23, this investment is to continue the 
investment and fleet replacement from previous years. If the investment is forthcoming, we will 
investigate and consider investing in electric vehicles.  

 

The County Plan ambitions align to the Winter Service Plan 2020-24 that sets out that we will strengthen 
communities to ensure everyone lives well and safely together and support an economy, which builds on 
the county’s strengths and resources. The winter service plan sets out how we ensure the safety of the 
public in using the footway, cycle and highway network that also keeps the economy moving through the 
winter period. 

 

Replacement of Ice Weather Stations - In support of the Winter Service provided by the council, the 

council have 7 weather stations that provide intelligence as to the localised road and weather conditions, 

the information is then used to forecast short and long term weather forecasts. 

The project is to renew the current outdated outstations with a replacement programme of Road Weather 

Stations. 

The replacement is programmed to be delivered in 2022/23. 

The weather stations support the delivery of the Winter Service Plan, the plan contributes the delivery of 

the four core objectives set out in the UKRLG’s Well Managed Highway Infrastructure 2016. 

Flood Warning system - The existing arrangements for managing flooding in the county is for BBLP to 

maintain a reactive response to road closures. Often the emergency services are on site and call for a 

closure due to observations from the relevant site or from the public. This is often undertaken at a time 

when gangs are fully deployed across the wider network to keep roads safe and open. The weather 

event tends to be at a time when there is a spike in demand which extends response times.  

The purpose of the project is to enable earlier warning of flood events at key locations. This early 

warning will allow appropriate proactive response by the council and the BBLP engaging and allocating 

resources to ensure a route is closed in a planned way. This will enable appropriate planning and 

implementing closures in sufficient time and the removal of the diversion as the flood event abates 

allowing for recovery from the event.  

 

 

2.4 Scope 
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2.4.1 In Scope 

 Replacement of two no. Gritters in 2022/23. 

 The replacement of 6 No. weather stations  

 The provision of a proprietary flood waning device  

 The installation of the sensors on site, this will include the required civil engineering to complete 

the installation, having regard to maintaining the facilities in the future.  

 The relevant software access (web based) for the first year of operation.  

 Output of the conclusion of the project into BBLP response procedures. 

 

2.4.2 Out of Scope 

 Future fleet replacement, which will be subject to future bids.  

 Provision of new weather station locations 

 Investigation into the causes of river flooding in the locality  

 Installation of more devices across the County 

2.5 Benefits 

The anticipated benefits of the proposed project are: 

To drive the following key benefits in the winter service plan:  

 Modern fleet able to meet the demands of challenging winter service. 

 Fuel efficient 

 Acceptable level of emissions. 

 Lower maintenance costs. 

Responsive to Flood events 

Accurate data in support of the Winter Service decision making. 

2.5.1 Cashable benefits 

 Fuel efficiency and less vehicle maintenance. There has been a lot of work in the industry to consider 

moving to electric vehicles, if this is available and viable at the time of commission then the service will 

move to a more efficient fleet. 

 Improving the efficiency of the management of resources may result in lower costs of responding 

to weather events.  

 Efficient use of the highway network enabling the normal day to day life in Herefordshire to 

function in respect to moving people, businesses operating as normal and the economy of 

Herefordshire to grow. 

2.5.2 Non-cashable benefits 

 Development of a resilient fleet, which will see the delivery of the Winter Service Plan. In turn, 

this will keep the people of Herefordshire safe. 

 More effective community engagement and warning in the localities affected by flooding.  

 Improvement in managing resources during emergency events. This across a number of 

agencies.  

2.5.3 Dis-benefits 

 Whilst no specific dis-benefits have been identified in relation to the scheduled improvement in 

the winter service fleet, there are risks associated to the project. These are set out in the section 

below.  
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 System failure may result the benefits being diminished. Careful design and specification, along 

with an appropriate maintenance regime will mitigate this occurrence.  

2.6 Risks 

There are risks associated to not delivering the project. These are as follows: 

 Ageing fleet not capable of delivering the Winter Service Plan 

 Excessive maintenance costs. 

 Unreliable fleet putting the lives and economy of Herefordshire at risk. 

There are also risks associated to the project. These are:  

 Delivery dependent on the market availability. 

 Delivery of an electric or hybrid fleet is dependent on performance and fast charging points, in times of 

heavy need, the fleet are treating roads back to back. 

 Difficulties siting the sensors in the correct place 

o Mitigated by designing a failsafe into the system by using the topography appropriately  

 Poor access to utilities  

o Investigate solar options 

2.7 Constraints and Dependencies 

Initiatives which depend on this project are: 

Delivering the council’s Winter Service Plan. 

This project depends on: 

The Winter Service Plan depends on the investment to ensure the service is delivered and that the fleet 

is fit for purpose in being maintainable and efficient in emissions especially if the council is to achieve its 

aims in the climate emergency. 

2.8 Stakeholders 

The project sponsor is the Assistant Director for Highways and Transport, the key stakeholder is BBLP 

who manage the fleet on the council’s behalf and implement the Winter Service Plan. 

The service impacts on the county of Herefordshire ensure the network is usable for all communities and 

businesses. 

Specific to the flooding events, communities, parish councils, emergency services, Public Realm Service 

Provider and the internal stakeholder, Lead Local Flood Authority. 

3.0 ECONOMIC CASE 

3.1 Critical success factors 

Winter Fleet: The critical success factor for this project would be the replacement of Gritters in the fleet 

to support the winter service. This will be a procurement activity not requiring a specific construction 

phase. The procurement would be followed by the disposal of replaced Gritters. 

Weather and Flood Monitoring: The critical factors for the project are the installation of an appropriate 

weather event monitoring devices across the network. This will include appropriate telemetry and 

connection to allow alerts to be monitored by relevant agencies and transmitted automatically.  

 

3.2 Options and Do Nothing Option  

 

Winter Fleet: 
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3.2.1 Long-List of options  

Option Short-list Y/N Reasons 

Purchase of Gritters and 

disposal Y 

The procurement is a cost-effective 

option and will realign the fleet graph 

in a manageable manner 

Purchase of Nearly New 

Gritter and disposal 
Y 

As a ‘nearly new’ vehicle this proves 

a cost-effective option as the vehicle 

is available for the winter season and 

does not incur a ‘lead time’ for 

manufacture. 

Purchase of 6 no Gritters over 

the period identified to 

replace the fleet as set out in 

the strategy. 

Y 

The procurement is a cost-effective 

option and will realign the fleet graph 

in a manageable manner 

Do Nothing Option 

N 

The option to do nothing is likely to 

result in future increases in costs in 

maintaining the fleet, whilst reducing 

the overall resilience.  

  

3.2.2 Short-list of options 

Option 1 – Purchase of Gritters and disposal: 

This option includes the purchase of additional 6x4 9m3 2x New Gritters adding to the fleet at an 

approximate cost of £145,000, which includes “E” Plough and associated Monitoring & Weighing 

equipment. 

The procurement is a cost-effective option and will realign the fleet deterioration in a manageable 

manner. 

This option would replace the current fleet by two vehicles in 2022/23 allowing for disposal whilst 

maintaining the same size of fleet. It will also ensure a more manageable replacement strategy in the 

future will deliver maintenance savings. 

Option 2 – Purchase of 2 Nearly New Gritter and disposal: 

This option includes the purchase of 2 x 6x4 9m3 2018 gritter to the fleet at an approximate cost of 

£115,000 (inc fee) this includes “E” Plough and associated Monitoring & Weighing equipment. 

As a ‘nearly new’ vehicle, this proves a cost-effective option as the vehicle is available for the winter 

season and does not incur a ‘lead time’ for manufacture. 

This option would increase the current fleet by 2 vehicle in 2022/23, allowing for disposal whilst 

maintaining the same size of fleet. 

Option 3 – Purchase of 2 Gritters and disposal in year 2022/23 with a forward programme of 

replacement: 

This option includes the purchase of additional 6x4 9m3 2x New Gritters adding to the fleet at an 

approximate cost of £145,000, which includes “E” Plough and associated Monitoring & Weighing 

equipment. 

The procurement is a cost-effective option and will realign the fleet deterioration in a manageable 

manner. 
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This option would replace the current fleet by two vehicles in 2022/23 allowing for disposal whilst 

maintaining the same size of fleet. It will also ensure a more manageable replacement strategy in the 

future will deliver maintenance savings. 

 

Option 1 – Purchase of 2 Gritters and Disposal on a rolling programme in year 2022/23 

with a forward programme of replacement. 

 

Cost £290,000 plus forward programme of replacement. 

Benefits The principle benefit relates to the delivery of the statutory 

duties delivered via the Winter Service Plan 

Deliverability The service has procured similar vehicles with appropriate lead 

tie in previous years. No deliverability risks are identified.  

Pros  Delivers Fleet replacement strategy 

 Improves efficiency of the fleet, both in terms of emissions 
and down time due to maintenance.  

 The newer machines are more robust and will have a longer 
service life.  

Cons Electric Vehicle technology is currently untested and is unlikely 

to be a viable option at the time of purchase, this will be 

checked at the time of purchase.  

Recommendation It is recommended that this option is taken forward 

 

Option 2 – Purchase of  ‘Nearly New’ Gritter and Disposal on a rolling programme 

 

 

Cost £230,000 

Benefits The principle benefit relates to the delivery of the statutory 

duties delivered via the Winter Service Plan 

Deliverability There is more deliverability uncertainty with this option as the 

‘nearly new’ vehicle availability is less predictable.  

Pros  Delivers Fleet replacement strategy 

 Improves efficiency of the fleet, both in terms of emissions 
and down time due to maintenance.  

 The newer machines are more robust and will have a longer 
service life. 

Cons  Electric Vehicle technology is currently untested and is 
unlikely to be a viable option at the time of purchase. 

 Deliverability risks are elevated 

Observations The used nature of the vehicle is less known in terms of future 

maintenance requirements as well as a diminished service life. 

These are unknown variables due to availability issues.  

Recommendation It is not recommended that this option be taken forward 
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Option – Purchase of 1 Gritter and Disposal on a rolling programme in year 2022/23 with a 

forward programme of replacement. 

 

Cost £145,000 plus forward programme of replacement. 

Benefits The principle benefit relates to the delivery of the statutory 

duties delivered via the Winter Service Plan 

Deliverability The service has procured similar vehicles with appropriate lead 

tie in previous years. No deliverability risks are identified.  

Pros  Delivers Fleet replacement strategy 

 Improves efficiency of the fleet, both in terms of emissions 
and down time due to maintenance.  

 The newer machines are more robust and will have a longer 
service life.  

Cons Electric Vehicle technology is currently untested and is unlikely 

to be a viable option at the time of purchase, this will be 

checked at the time of purchase.  

Purchasing only 1 vehicle will add pressure on the fleet and 

future replacements. 

Recommendation It is recommended that this option is not taken forward 

 

Option 4 – Do Nothing 

 

 

Cost £TBC 

Benefits No Capital expenditure via the Capital Programme 

Deliverability There are no deliverability issues with this option.  

Pros  

Cons  Discharging statutory duties may be compromise over time.  

 The maintenance cost of managing the ageing fleet are 
unknown.  

 The future replacement costs could increase as more 
machines reach the end of their service life.  

Observations  

Recommendation It is not recommended that this option be taken forward 

 

3.2.3 The preferred option 

Option 1 – Purchase of 2 new Gritters and Disposal in line with a rolling replacement with a forward 

programme of replacement. Planned programme replacement strategy will ensure the fleet is capable of 

dealing with the challenges of prolonged winter weather. Gaps in the replacement strategy will put 

pressure on the service at key critical times when the fleet provides a safe highway network which 

supports the population and economy of Herefordshire. 

Weather and Flood Monitoring: 
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3.2.1 Long-List of options  

Option Short-list Y/N Reasons 

 Replacement of Ice 

Forecasting Stations and 

Provision of Findlay Irvine 

Flood Warning System 

Y 
The most deliverable option with the 

highest cost certainty 

Replacement of Ice 

Forecasting Stations and 

Provision of Smartwater 

Gully Sensors 
Y 

This system is not designed for this 

purpose so may result in operational 

issues. Additionally the sender unit 

requires power which is challenging 

(and costly) in the rural locations 

where the system is required.  

Replacement of Ice 

Forecasting Stations and 

Provision of Vaisala Video 

Station 

N 

This is part of a weather station 

installation, this will only provide a 

visual representation of the surface 

and automated messaging cannot be 

provided.  

Do Nothing 

Y 

The current do nothing scenario is 

resulting in both council and 

emergency service resources being 

tied up at these locations to manage 

the safety of those caught out in 

times of flooding. Change is needed 

to remove some of these risks.  

 

3.2.2 Short-list of options 

Option 1 – Replacement of Ice Forecasting Stations and Provision of Findlay Irvine Flood 

Warning System 

 

 

Cost Install costs of £242,000 

Benefits  The weather stations are consistent and compatible with the 
wider system management tools for delivering the winter 
service 

 The system is proprietary, which means support and 
guarantee periods are documented.  

 The flood warning system can email and text alerts at 
configurable water levels, both on the way up, and down.  

 Static Images from the site can be viewed on the telemetry 

 A record is kept of the recordings, which can then be used to 
continuously improve the trigger points. 

 The equipment can be linked to electronic signs that advise 
of the dangers.  

Deliverability The system is ‘off the shelf’ to an extent with only the base 

details requiring design. These designs have been undertaken 
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by HC’s Engineering Team in the form of a standard detail that 

has accounted for maintenance of the facility.  

Pros  Off the shelf system.  

 The Ice Monitoring stations are consistent with other aspects 
of the service in terms of compatibility 

 The system is in use at other locations across the UK. 

 The costs are easier to define than options that are being 
modified to fit the intended purpose. 

Cons Relating to the flood-warning device, difficult to place in the 

long, flat areas where the system is required. At Letton, multiple 

sensors are likely required. To resolve this topographical survey 

has been undertaken at Letton, along with LIDAR Analysis to 

ensure effective replacement.  

Recommendation It is recommended that option 1 be progressed. 

 

Option 2 – Replacement of Ice Forecasting Stations and Provision of Smartwater Gully 

Sensors 

 

 

Cost The costs of this option are £275,000. The precise costs have 

not been established as it became clear that this option would 

not deliver the required outcome.  

Benefits  The system is proprietary, which means support and 
guarantee periods are documented.  

 Automatic alerts are possible.  

 The Ice Monitoring stations are consistent with other aspects 
of the service in terms of compatibility 

Deliverability The system is ‘off the shelf’; however, the unit that transmits 

data requires power, which is unavailable on the site in 

question.  

Pros Off the shelf system 

Is used in other locations for maintenance 

Cons Relating to the flood-warning device, the system usually is only 

installed in one gully at the low spot so this would require 

multiple installations. Additionally there are no gullies in the 

relevant sections so installation of these drainage features will 

be required.  

Observations Relating to the flood-warning device, the system is not designed 

as a flood warning system so there are a number of aspects that 

will require installation before the system can be mounted. The 

technical difficulties of this, along with the cost implications and 

diminished certainty of delivery result in this not being a 

recommended option.  

Recommendation It is not recommended that this option be advanced.  
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Option 3 – Replacement of Ice Forecasting Stations and Provision of Vaisala Winter 

Service Video Monitoring Station 

 

 

Cost The costs of this option are £250,000. The precise costs have 

not been established as it became clear that this option would 

not deliver the required outcome. 

Benefits The benefits of this option is that it is the simplest to install and 

maintain.  

Deliverability There are concerns over the deliverability of this option. Whilst 

the provision of the ice monitoring station is unlikely to be an 

issue, the flood aspect relies on a system that is, usually used 

for monitoring winter conditions on road surfaces. They are not 

usually installed in flood areas so modifications are required to 

ensure the electronic aspects remain dry. Whilst the system can 

be powered with solar energy there are questions relating to 

how long the camera will function at night with nigh vision 

active.  

Pros The system will have parity with other assets on the network 

making it easy to maintain.  

Cons The system requires modification to meet the requirements  

No automated alerts are possible meaning that procedures will 

be required to make use of the system.  

The visual range of the video camera will make the placement 

critical; the roadside hedges will also obscure the view of the 

wider landscape.  

Observations The modifications required to ensure the electrics remain dry 

and the limitations of the system that is not really designed for 

the purpose mean that whilst the system is deliverable, the 

outcomes are unlikely to be met.  

Recommendation It is not recommended that this option be advanced. 

 

Option 4 – Do Nothing 

 

 

Cost The costs of this option are £10,000. This represents the 

development cost of the scheme to this point.  

Benefits The existing situation remains and no additional maintenance is 

required.   

Deliverability There are no deliverability concerns with this option.   

Pros No additional maintenance will be required.   
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Cons The existing risks are not mitigated. 

The ability to drive resource planning during emergency events 

is reduced.   

Observations Whilst this is a viable option, the overall benefits of making the 

improvements are considered to outweigh the initial costs of 

installation.   

Recommendation It is not recommended that this option be advanced. 

 

3.2.3 The preferred option 

Option 1 – The Findlay Irvine System is the preferred option for both the A438 at Letton and the A4113 

at Leintwardine.   

 

4.0 COMMERCIAL CASE 

4.1 Required services  

 Two dedicated gritters with an “E” Plough and associated Monitoring & Weighing equipment. 

 Seven Vaisala ice monitoring and forecasting stations. 

 Two Findlay Irvine Flood Warning Systems – to include telemetry and internet based login and on 

site installation.  

 Installation of two Bases for the above.  

 Training for the use of the system (anticipated at no more than ½ day given system complexity) 

4.2 Potential/Agreed risk transfer  

Risks will be shared between Herefordshire Council and the suppliers procured to deliver the above in 

line with construction industry best practice. 

4.3 Proposed/Agreed charging mechanism 

The provision of the gritters will be charged in line with an appropriate tender to be undertaken in 

accordance with procurement rules. This will define the charging arrangements of the contract.  

The Findlay Irvine System and Vaisala system components will be charged in line with an appropriate 

tender to be undertaken in accordance with procurement rules. The bases are likely to be delivered by 

other contractors and it is anticipated that this will be via a tender process. This will define the charging 

arrangements of the contract.  

4.4 Proposed/Agreed contract lengths 

The procurement process will define this period based on the construction time of the vehicle that s to be 

procured. 

4.5 Proposed/Agreed key contractual clauses 

These are to be determined as part of the procurement process. 

4.6 Personnel implications (including TUPE) 

None  

4.7 Procurement Strategy and implementation timescales 

Detail and list below: 

 Procurement of the various parts of the system to commence as soon as funding is confirmed.  

 The implementation of the system it anticipated to be 8 months from the commencement of the 

scheme, to allow for base designs to be finalised and the procurement process to be followed.  
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5.0 FINANCIAL CASE 

5.1 INSERT FUNDING TABLE 

 

6.0 MANAGEMENT CASE 

6.1 Project Management Arrangements 

The project will be managed by the Highways and Transport Engineering Team with collaboration and 

support from the corporate project management team.  

6.2 Use of Consultants 

No External Consultants are required for this procurement activity.  

6.3 Arrangements for benefits realisation 

The relevant performance management framework is in the Public Realm Contract with BBLP relating to 

Public Realm delivery. This is because the operation and maintenance of the fleet falls under these 

contractual arrangements. The operation of the monitoring stations will be undertaken by the Public 

Realm Contract service providers. 

6.4 Arrangements for post project evaluation 

Capital cost of project 2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Rolling Replacement of Gritters with E Plough 

and Monitoring Equipment 
290 145 290 435 1,160 

6 No. Vaisala Ice Weather Monitoring and 

Forecasting Station 
180    180 

2 No Flood Warning Sensors 30    30 

Base Installations 10    10 

Project Management Fees (est. 10% 

project value) 
22    22 

TOTAL  532 145 290 435 1,402 

      

Funding streams 

(Indicate revenue or capital funding 

requirement) 

2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Capital Funding 532 145 290 145 1,402 

      

      

      

TOTAL  532 145 290 435 1,402 
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The project evaluation will link to the management plan of the Winter Service. It will be evaluated through 

Herefordshire Council’s review of this element of the service.  

6.5 Timeframes 

Stage/Milestone Indicative Date Comments 

Stage 0 - Project Mandate 

approved 

  

Stage 1 - Outline business 

case completed 

  

Stage 2 - Full business case 

completed 

  

Full Council approval   

Approval to spend obtained 01/04/2022 This is an assumed start 

date 

Stage 3 - Delivery 01/04/2022  

Finalise Design 1/05/2022  

Commence Procurement of 

Components 

01/06/2022  

Construction phase 

commences 

01/08/2022  

Stage 4 – Handover  01/10/2022  

Stage 5 - Project Closure 01/11/2022  

 

7.0 THE ENVIRONMENTAL CASE 

In considering the environmental impacts of the proposal, there are benefits in that one of the oldest and 

therefore less efficient vehicles in terms of carbon emissions. By investing in newer, more efficient 

machines the overall carbon emission of this aspect of delivering our statutory duties are reduced.  

There are environmental implications with managing construction projects. These relate to excavating 

material, managing the spillage of materials and responsibly minimising and disposing of waste. This will 

be managed by identifying these issues prior to the construction phase and recorded on an appropriate 

form. The risks associated to this project are commensurate with highways construction schemes.  
8.0 LEGAL IMPLICATIONS 

Under S41 of the Highways Act, the council has a duty to maintain the highway. The Railway and 

Transport Safety Act amended the Highways Act by adding a Statutory Duty Clause 41.1A concerning 

dealing with Snow and Ice. This stated ‘in particular a highway authority are under a duty to ensure, as 

far as reasonably practicable, that safe passage along a highway is not endangered by snow or ice.’ 

9.0 EQUALITY IMPACT IMPLICATIONS 

There are no Equality Impacts associated to the procurement of the gritter or the sensors 

10.0 HEALTH & SAFETY IMPLICATIONS 
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There are no direct Health and Safety Implications. The operation of the equipment is managed by other 

laws and contractor policies and procedures to manage any risks associate with its operation.  

11.0 SOCIAL VALUE IMPLICATIONS 

To be completed by the Community and Economy Champions 

APPENDICES - SUPPORTING EVIDENCE 

None 
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1.0 PROJECT DESCRIPTION 
 

Microsoft Dynamics CRM 2011, the current system used by the customer services team within 

Blueschool house was implemented in 2011.  It is no longer supported by the supplier and it is no longer 

possible to develop it to meet our changed needs, which continue to change further.  This document 

outlines the business case for replacing this system and associated works.   

This document is submitted requesting an allocation of capital funding to allow a replacement system to 

be implemented which addresses the current risks of the existing system - it will be a like for like 

replacement.   

The project seeks to implement a replacement solution which allows customers to log and monitor calls 

and requests in person, by phone and on the council’s website for themselves and, where appropriate, 

on behalf of others.  The solution will: 

1. Give the customer a consistent and improved quality experience regardless of the channel  

2. Allow in-house development which will easily respond to changing demands 

3. Provide a combined view of the customer and activity across the council’s departments and 

services  – a ‘golden’ record 

4. Enable monitoring and management of the contacts received from start to completion 

5. Will enable the analysis of trends and demand so that the council can be proactive in offering 

services and be timelier in their delivery. 

An updated customer services strategy is being developed separately to this project which will detail 

how, where and when Herefordshire Council will deliver customer services.  The extension of the 

replacement system is fundamental to the implementation of the revised strategy, it can be used both by 

a wider group of users than the current system and also integrates with more systems, this in turn will 

save time, costs and improve delivery. 

At the heart of both this project and the customer services strategy is the drive to transform our 

customers’ experience when contacting Herefordshire Council.  We will ensure that their issues and 

queries are dealt with as quickly and efficiently as possible, that they receive a quality service that is 

delivered in a timely way, which guides customers through all their stated requirements but is also 

predictive, anticipating further queries and service requirements.  Crucially, we will be able to monitor 

what is being delivered to ensure it meets our stated standards and that should this not be the case we 

will be able to identify these occasions, investigate the causes and carry out any actions necessary to 

improve.  

2.0 STRATEGIC CASE 

2.1 Project aims and objectives  

The My Account project aims to provide a single gateway for residents to communicate with the council digitally.  

It will build on the limited my account function currently on the website to be a platform for different interactions 

for the individual customer across council services. 

The project delivers one of the 4 key ambitions in the digital strategy 2013-23 “Customer access – to enable users 

to access council services with ease by maximising digital technology” and especially the programme to “deliver 

next phase of the council website including integrated account functions”.  It additionally adheres to 4 of the 

principles outlined in the digital strategy of digital by default, one Council, one Herefordshire, innovative and agile, 

and digital inclusion.   

https://www.herefordshire.gov.uk/downloads/file/14672/digital_strategy_2018-23
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The aim is: to create a fully functioning my account for residents to easily interact with the council, bring together 

different functions across the council, creating a record in one place for the resident and the council and to improve 

the customer experience. 

Objectives:  

 Design an easily accessible system that improves the customer experience and aligns systems across the 

organisations enabling streamlined processes. 

 Design and purchase an IT system that brings together different CRMs operating across the council into one 

account function for residents to have a single portal of their contact with the council. 

 Create a streamlined process to deal with enquiries and activity required by residents including providing 

feedback (therefore reducing the need for chase-up contact), and in the process reviewing LEAN principles in 

service operations. 

 Instigate the my account function across the council, include digital adoption in line with the council’s 

engagement standards of digital first, using awareness raising, culture change and training. 

 Implement an agile solution that requires no engagement with the supplier to add, create and amend forms 

and reports, enabling power users and support teams members to adapt the solution as required.   

2.2 Strategic Drivers 

2.2.1 National and Regional 
National government has been promoting the ‘tell us once’ principle for public services for over a decade as a 

means to improve citizen experience and increase the efficiency of public services.  A comprehensive CRM which 

enables personal information, to flow between services reduces the number of times the citizen has to inform the 

council of the change and reduces time the services need to spend administrating such changes. 

Herefordshire Council has gone some way to delivering a ‘tell us once’ system, but in order to deliver this in its 

fullest, it must invest in a modern CRM with the ability to receive information from a citizen focused web 

interface and communicate with other systems. 

2.2.2 Local  
Your project must directly support at least one of the County Plan priorities. Please indicate in the box below 

which priority(s) the project addresses: 

County Priority – please 

select from  

Tick   below where 

applicable 

Delivery Plan Reference(s) 

Community 

My Account, the procurement of a new CRM, improves service 

experience for all customers, including businesses. 
Economy 

Environment 

Digital Strategy The Digital Strategy 2018-2023 committed the Council to 

improving Customer access, enabling “users to access council 

services with ease by maximising digital technology” including 

“deliver next phase of the council website including integrated 

account functions”. 
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While the implementation of a new CRM doesn’t directly support the delivery of the County priorities, it will 

enable the council to provide a better service to customers, utilising the combined records of interactions with 

different services provided by the Council.  Such technology, supported by current software innovations, will 

ensure a better service is provided when people contact the Council, and will enable automated proactive 

messaging to residents, should they wish to opt in, through a range of platforms to reduce the need for them to 

make contact themselves.  For example, if people regularly do not put their bin out in time for collection, the CRM 

could prompt reminders, delivered via Messenger, through the Council’s ChatBot. 

As such, the new CRM will enhance the experience of residents and businesses thus, improving the lives of 

vulnerable people, extend independent living, and promote new active travel opportunities. 

2.3 Background and Rationale in Project Mandate 

 

There are three key drivers for this project: 

1. The components of the existing solution (server, application and developments) are no longer 

supported by their respective suppliers. 

2. Current system does not meet our requirements and cannot be changed  

3. Customer services delivery is dispersed across many Council teams and partners without the 

ability to monitor and manage the quality, effectiveness and timeless of the delivery. 

Each of these areas is outlined in more detail below.   

Components of the solution 

The current CRM solution comprises three main components:- 

1. Windows Server 2008 

2. Microsoft Dynamics CRM 2011 

3. CIBER call guides 

Microsoft outlined the support for Windows Server 2008 in an article published in 2019, stating that 

mainstream support ends on 14/01/2020.  This means that they will not release any security updates or 

enhancements to this product.  For customers wishing to pay an additional fee they will provide security 

updates for a further 3 years.   As Herefordshire Council has other systems also using Windows Server 

2008 this extended support has been purchased however it cannot be extended beyond January 2023 

and so all systems must be migrated or decommissioned by this date.  

The support for Microsoft Dynamics CRM 2011 also ended on 13 July 2021.   

The Microsoft Dynamics implementation was supported by CIBER as a Microsoft partner. As part of the 

implementation they provided a separate product called Ciber Callguides, these were designed to 

provide a tool for building and running scripted process forms for use internally and online. The call guide 

product overlays the Microsoft Dynamics solution assisting in guiding the customer services staff / 

members of the public through the necessary data capture and process the different types of calls from 

customers.  The information captured in the call guide forms then feeds back into the Dynamics CRM 

system to create a “service ticket”, and tells Dynamics which workflows to run to pass the form to the 

relevant back office.  Service level agreements (SLA) and the system monitors the case process within 

SLA timescales – effectively automating these aspects of the case. A web service for updating service 

requests outside of the case system by back office staff was also provided.  

CIBER continued to provide support for the system and development work for both Callguides and 

Dynamics, however, this company is no longer trading and whilst limited support is available from other 

suppliers this will cease or is likely to become cost prohibitive once Microsoft no longer support the 

underlying systems.   

Our Requirements 
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As detailed above, CIBER created components of the system which overlay Microsoft Dynamics.  We 

are unable to make changes to this ourselves and so have to engage a third party to do this work for us, 

it is not possible for either Herefordshire Council or Hoople staff to carry out all the changes that we 

already need or will need in future.   

As a result of this, during the pandemic, when additional processes and data were required to aid 

Herefordshire Council’s response to the pandemic and support of citizens, this work had to be carried 

out in a separate system.  It would have been possible for it to be done within the Microsoft Dynamics 

system eventually but this would have been done by a third party and over a significant period of time.  

The current setup does not allow us to be responsive to changing requirements in a timely, or cost 

effective, manner.  

Customer Services Delivery 

When the existing CRM solution was implemented in 2010/11 it was envisaged that a single solution 

would be used across Herefordshire Council.  Whilst the project was closed, the work was never 

completed and the functionality that was planned was either not rolled out or in the few cases where it 

was, it was rolled back.  The change in direction was mainly the result of significant staff changes in this 

area of the business.  Since that time the customer services team have continued to use the solution 

however some departments have developed their own solutions.   The impacts of this are primarily that 

there is no single point of contact for Herefordshire Council and it is not possible to monitor calls 

received, to know whether they are answered, how each call progresses, where there may be 

bottlenecks or whether they are dealt with in a way which meets our customer service standards.  The 

same applies to any requests received via the website, email or in person.  

This use of the Microsoft Dynamics system and the Callguides also prevents Herefordshire Council from 

being able to respond to changing needs and delivering a complete service, data is held in multiple 

locations which may not be consistently formatted preventing us from being able to analyse trends, 

predict demand, train staff appropriately, etc.  

2.4 Scope 
The project will be implemented in conjunction with a revised customer services strategy which will 

outline how Herefordshire Council staff will engage with our customers, what tools will be used and the 

standards that we expect.   The customer services strategy is seeking to change the way that we 

communicate and deliver services.  As part of that strategy: 

1. My Account solution will ensure that customers can access the services 24 x 7 

2. Where possible (for the customer) they are able to access the services that they need online, 

that are automated to minimise delays 

3. Our staff will be available to deal with the extra-ordinary queries and concerns that are not 

easily predefined.   

4. We are looking to use the data gathered about where and when services are requested to 

predict trends and so ensure that those same services are highlighted and made available to 

future customers. 

The current MS Dynamics CRM solution is only used within the customer services team and on the 

website.  There are limited integrations to other systems and therefore a second phase, following the 

initial like for like implementation will be to develop integrations between the replacement system and 

other appropriate systems.  This will not only eliminate time taken by those other departments for 

rekeying of data but improve the accuracy of data and allow calls to be tracked through the other 

departments to conclusion. 

It is intended that the replacement system will be available to extend to other areas of Herefordshire 

Council business which deliver services to customers, where this is practicable.   Future business cases 
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which have a CRM function should therefore all considered the solution implemented by this project as 

an option for their own delivery. 

2.4.1 In-Scope 
The key deliverables for the project for phase 1 are as follows: 

1. Procurement and implementation of a replacement CRM system which meets the documented 

and agreed specification, this includes all agreed testing and training 

2. Review of the existing processes used to capture, log and transfer customer contacts to the 

appropriate team 

3. Review of the existing forms used to identify those still required in the new system, common 

elements, those no longer required and any new ones 

The key deliverable for the project for phase 2 is as follows: 

 

1. Integration with other agreed systems that are used by Herefordshire Council departments and 

partners to provide seamless solution for the customer 

It is currently anticipated that the following services are in scope of this project however the detail of the 

work including any integrations will be determined following work by a business analyst the cost for 

which is included in year 1 of this funding request: 

 Customer Services 

 Waste management 

 Public Realm (integrated with BBLP systems) 

 Environmental Health and Trading Standards 

 Licencing 

 Council Tax 

 Revenue and Benefits 

 

2.4.2 Out of Scope 
The following activities will not form part of this project but may be required in future: 

1. Integrations into other replacement systems currently not procured eg refuse collection, 

telephony 

2. Ongoing support for the existing Microsoft Dynamics CRM system and related components 

as recently purchased by the corporate centre 

3. The costs and work required to review the council’s customer services strategy. 

 

2.5 Benefits 

The anticipated benefits of the proposed project are: 

2.5.1 Cashable benefits 
My Account is due to create a LEAN approach in dealing with customer interactions and cost avoidance by 

managing demand (by people not contacting the council to chase up feedback).  This could support services in 

creating savings through reducing the double or triple handling of queries.  It could also reduce the BBLP contract 

that pays for customer service officers –this will need to be explored in more detail. 
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Jadu is used to support the delivery of some customer service functions on the website.  Following the 

implementation of a new CRM system there will some aspects of this system that will no longer be required, these 

benefits won’t be realised until year 2 (2023) of the project: 

 

Jadu support costs  

Paybridge £4,200 

Payment adapter £1,280 

Forms support £6,500 

CRM licences (live) £6,000 

CRM licences (test) £3,000 

Total £20,980 

 

2.5.2 Non-cashable benefits 
Digital First – the council has stated that it wishes to be digital first however it does not have an on-line 

account function. 

Reputation – there is a current weakness in the interaction with customers in that there is limited 

feedback on the progress on activity after a resident has submitted an issue.  This is more engagement 

and creates a reputational issue of “never heard back from the council”. 

One record – the back office function will be able to understand if a resident is contacting the council 

several times for the same or different things.  This can be reviewed to consider if a different type of 

intervention is needed for that person. 

Non cashable benefits include:  
1. Improved customer satisfaction  
2. More reliable and resilient systems with better business continuity  
3. Higher employee morale from improved systems  
4. Better service delivery  
5. Improved customer engagement and consultation  
6. Reputational gain for the council  
7. Demonstrated commitment to council objectives and outcomes  
8. Maintains the continuous improvement ethos and reduces audit risks  
9. Provides improved capability for inter agency and shared service working. 

 

2.5.3 Dis-benefits 
No dis-benefits have been identified as a result of this project.  

2.6 Risks 
During the development of this business case a risk register has been maintained which currently 

includes 11 risks, the risk register is included in appendix  A.   These are being monitored by the project 

board that has been setup to support this development phase of the project.  The risks are as follows: 

The key project risks identified in the outline business case are: 

 Not able to integrate current systems already in operation 
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 Partners not participating to take advantage of the system and still wanting to operate 
independently 

 Unexpected costs once committed to a supplier 

 Not releasing savings as a result of LEAN approach to operating customer engagement 

 Non take up by residents if not easy to use or no awareness 

 Covid-19 continues to take resources which could hinder implementation 

 

2.7 Constraints and Dependencies 
Initiatives which depend on this project are: 

The delivery of the revised customer services strategy  

This project depends on: 

A key dependency is integration between the replacement systems and the other systems that we currently 

use in our business areas, both current and any future.  Through the soft market test companies have 

indicated there are limited barriers to integration, this needs to be thoroughly tested.    

A second dependency is co-operation from services.  As we are operating separate CRM systems within 

various department, work will be needed in aligning information, engagement flows and adapt to a new 

way of working.  Though this should create a more streamlined system in the long run there needs to be 

time investment upfront and this could be difficult if the current demand on services continues due the 

Covid-19.  Within different teams staff have already developed their own processes to deliver their 

customer services functions and any centralising of this and/or applying the same processes and 

standards will require significant stakeholder engagement to develop and gain consensus across the 

organisation. 

2.8 Stakeholders 
Details of the stakeholders of this project are included in appendix B of this document.   

Fundamental to the success of this project is full engagement with the key stakeholders particularly 

those people, groups and businesses who consume services or information from Herefordshire Council.  

These may be people living and working within Herefordshire, their representatives and visitors to the 

county.   

In addition other key stakeholders and groups include the following:- 

 Councillors – both parish and ward, particularly Cllr Harvey, Cabinet member - finance, corporate 

services and planning  

 Management Board 

 Corporate and Digital Programme Board 

 Departments within Herefordshire Council, Hoople and other third parties who deliver services on 

our behalf 

 Information governance team 

 Suppliers for both current, future and integrated systems 

An initially stakeholder analysis has been undertaken and a communications and engagement plan will 

be developed to ensure successful delivery of the project.   

3.0 ECONOMIC CASE 

3.1 Critical success factors 
The critical success factors for this project have been identified as the following: 

1. Reduction of risk due to software failures 
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 Any new system will be purchased with a full support package and teams, both internally and in 

Hoople, will be trained to provide different levels of support.  Escalation route within the supplier 

organisation and a contract which states their responsibilities for maintenance will eliminate the 

current risk of unsupported.   In addition a robust procurement process which ensure that all 

requirements are documented and met by the supplier including the ongoing maintenance support 

and upgrade responsibilities will eliminate the current risk of using out of date software.   

2. Customer satisfaction 

 As part of this project views of our customers will be sought on the current levels of service and 

monitored as we progress through the project and beyond.  Once a baseline is established, the 

ability to monitor will in itself be a success factor, however improvements in the level of satisfaction 

will be key. 

3. Supporting the delivery of good customer services  

 The defining, agreeing and implementing of a revised customer services strategy will be essential 

to the delivery of the project.  The approval of this across the organisation, setting standards and 

being able to monitor against those standards and performance indicators using the replacement 

system will enable Herefordshire Council to drive improvements using a plan, do, check, act 

approach.  

4. Compliance  

 The records held within the system will include personal and potentially sensitive data.   It is 

therefore essential that a CSR of this project is ensuring that all steps have been taken to ensure 

the security of the data, that Herefordshire Council is able to meet the requirements of the Data 

Protection Act (DPA) and the General Data Protection Regulation (GDPR).  

 

3.2 Options and Do Nothing Option  

3.2.1 Long-List of options  

  

Option Short-list Y/N Reasons 

Do nothing Y This option is the lowest up-front cost 

of all and therefore the economic 

case must be considered.  However 

the systems would continue at risk 

with no support function provided. 

Seek support from other 

suppliers for the current 

system 

Y In previous years’ support for the 

Ciber call guides has been provided 

by a third party company and this 

could continue however this is only 1 

element of the solution and the two 

other components – MS Dynamics 

and Windows Server - could not be 

fully supported by other 

companies.  Additionally any security 

vulnerabilities identified in either of 

these products or upgraded 

versions would not be rectified by 

Microsoft in our versions.  This could 
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result in the council running systems 

with documented vulnerabilities, 

creating an increased security 

risk.  The inability to address security 

issues and running systems which 

are out of support will result in failure 

of information security audits and 

standards and ultimate the Council’s 

ability to use online and connected 

services.  

Use G-cloud to procure a 

solution which meets the 

council’s documented 

specification on a like for 

like basis  

Y Using the g-cloud framework will 

allow the time from completion of the 

specification to commencement of the 

project to be significantly lower than a 

tradition procurement 

Progress an open tender 

using the council’s 

procurement portal or a 

framework on a like for like 

basis.   

N The timescales and complexity of the 

procurement using either an open 

portal or framework will extend the 

procurement work, this together with 

the capital funding process will mean 

that we are running the current 

system ‘at risk’ over a pro-longed 

period. 

  

3.2.2 Short-list of options 

 

Option 1 – Detail 

 

Do nothing 

Cost None 

Benefits No work will be required for this option 

Deliverability As no work is required it would be feasible to deliver this. 

Pros  

Cons This solution would result in Herefordshire Council running a 

solution where all components are out of support from the 

supplier.  This is a significant risk to the council particularly as 

personal and potentially sensitive data is held within it.  Any 

data breach could result in significant costs, both in terms of 

addressing the issues caused but also in fines.  There would 

also be a reputation impact as a result of a data breach. 

The current solution does not allow for the changed  

requirements forcing staff to user other systems which results in 
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some data being duplicated in systems and being incomplete in 

each.   

 

Any delay in progressing the work to replace the current system 

would also mean that should there be a failure, the system may 

become unusable and new system required at that time leaving 

business users without a solution for an undefined period of 

time.  

 

Any changes to requirements may not be met by this solution as 

third party support is required to make changes to the 

Callguides.  This would result in improvements required to 

deliver a revised customer services strategy not being possible.   

Recommendation This option is not progressed 

 

Option 2 – Detail 

 

Seek support from other suppliers for the current system 

Cost Extended support for Windows Server 2008 £12,000 

Support for Ciber call guides and MS Dynamics from a third 

party (for 3 calls per annum) £3,000 

 

Total cost = £15,000 

 

Benefits Limited work would be required to implement this solution 

Deliverability                   

Pros This solution would allow us to continue running the current 

system at risk for a further year.  

Cons As with the ‘do nothing’ option the security vulnerabilities would 

be the same for this option resulting in a significant financial and 

reputational risk. 

 

Any delay in progressing the work to replace the current system 

would also mean that should there be a failure, the system may 

become unusable and new system required at that time leaving 

business users without a solution for an undefined period of 

time. 

 

Any changes to requirements will incur additional cost as third 

party support is required to make changes to the Callguides 

which would not be covered in their support package.   The 

support package is for 3 calls only per annum. 
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A replacement system will still be required once support for 

Windows Server 2008 is no longer required. 

 

This solution will not allow Herefordshire Council to meet the 

existing needs or meet any future requirements.  

Observations  

Recommendation This option is not progressed 

 

Option 3 – Detail 

 

Use G-cloud to procure a solution which meets the council’s documented specification on 

a like for like basis 

Cost Supplier costs  

Hoople IT Costs  

Project Management 

Business Analysis 

Benefits Direct financial benefits in the sum of £20980 from year 2 

Deliverability  

Pros Eliminate the significant risk of running a system which is out of 

support 

Allow for the development of the system to meet need  

Avoid future costs of building a new service  

Eliminate paper based and manual processes 

Reduce face-to-face contacts and calls from citizens – move to 

digital 

Foundation block to delivering revised customer services 

strategy and further digital services 

Enable channel sift to digital for ordinary contacts from citizens 

to allow staff to deal with the extra-ordinary 

Allows development of MyAccount and single view of the 

customer. 

 

Cons A financial and resource investment will be required to deliver 

this option 

Observations  

Recommendation This option is implemented. 
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3.2.3 The preferred option 

3.3 Supplier appraisals 
This section compares the potential supplier deals and agrees the preferred supplier. 

At this stage an appraisal of the potential suppliers has not been carried out however soft market testing 

and costs directly from two suppliers have been sought along with details of publicly available costs from 

other suppliers which is available to see on the G-cloud framework.  These have been used to assess 

the costs for this business case.    

 

3.3.1 The Procurement process 

Evidence Based Estimates:  

A member of the Herefordshire Council procurement team is included on the project board and will 

provide advice on the most appropriate route and steps to be taken for this project.  In order to progress 

the procurement as quickly as possible once funding has been made available, whilst still ensuring that a 

range of suppliers are available to meet our requirements, it has been agreed that the G-cloud 

framework will be used for the procurement.  An initial assessment has made which showed that the key 

suppliers for solutions are all available via this framework and we are aware that some of those identified 

have been successfully used by other authorities for similar implementations.  These were invited to 

demonstrate their products to a groups of stakeholders. 

 

3.3.2 Preferred supplier 

Following the above appraisals and analysis, the preferred supplier is confirmed 

below. 

4.0 COMMERCIAL CASE 

4.1 Required services  

The following services are required for a replacement system for the current MS Dynamics solution: 

 Pre-production, live and test environments 

 Staff and customer access portals 

 Integration to existing payment system, LLPG, authentication systems, Civica and REST services 

 Transition of existing processes and forms  
 Training 
 Go live and ongoing support 

The following services will be required post go-live to develop the system to meet current 
requirements:- 

 BA support to document and agree integrations 

 Integrations not included at go-live  
 Councillor portal 

4.2 Potential/Agreed risk transfer  
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The G-cloud framework enables the procurement of cloud hosting, software and support.  By adopting a 

cloud solution for this system this will transfer the risk of maintaining systems in a locally hosted data 

centre from Herefordshire Council and Hoople to the supplier who has been awarded the contract.   

4.3 Proposed/Agreed charging mechanism 
The G-cloud framework allows for contracts of a maximum of 4 years to be awarded, this is made up of 

an initial 2 year award followed by an extension of 1 year and then a further 1 year.   The initial payment 

to the supplier for the first two years is included in this business case.  The extension of the contract for 

each of the subsequent two years will be a revenue cost for which funding will need to be identified.  

Invoicing will be annually in advance. 

4.4 Proposed/Agreed contract lengths 
Using the G-cloud framework allows Herefordshire Council to enter into an agreement of 2 years, this 

can then be followed by an extension of 1 year and followed by a further 1 year.   

4.5 Proposed/Agreed key contractual clauses 
The contract for this solution will be the supplied by the framework and appropriate for a cloud software 

solution.  Key clauses relating to data protection and information security processes and risks will be 

discussed and agreed with colleagues from these business areas and included as appropriate.   

4.6 Personnel implications (including TUPE) 
This is an internal project and it is not expected that any TUPE will apply as a result of this project. A like 

for like transfer to a new solution would not present any personnel implications. If more services are 

incorporated with the CRM offer then potential resource transfers would need to be considered.  

4.7 Procurement Strategy and implementation timescales 

Detail and list below: 

A detailed specification of the requirements for the new solution has already been commenced with 

representatives of the current system.  This will be fully developed over the coming months in 

anticipation of a successful funding bid.  In April 2022 we will be in a position to progress the 

procurement via the framework with the use of this framework allowing us to progress quickly.  Early 

engagement with suppliers has indicated that an initial implementations will take approximately 6 

months.  Full details of timescales are included in section 6.4.  

5.0 FINANCIAL CASE 

5.1 INSERT FUNDING TABLE 

The Capital Request Funding Form (Capital Finance Intranet site) must also be 

completed and submitted with the Full Business Case documentation. 

Capital cost of project 2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Supplier  200 131   331 

 Hoople IT 55    55 
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5.2 Impact on the Council’s income and expenditure account (revenue 

account)  

 

No revenue budget or expenditure is currently allocated to the CRM system, this will therefore create a 

budget pressure and for which corporate revenue funding will need to be identified.  Perpetual licences 

were purchased for the Microsoft Windows and CRM licences which has allowed Herefordshire Council 

to continue to use these without support or further licence cost.  When originally implemented support 

was purchased from Ciber for the call guides and additional MS Dynamics support however since the 

company ceased trading this has not been paid.   

6.0 MANAGEMENT CASE 

6.1 Project Management Arrangements 
Hoople IT services will be requested to provide project management support who will be required to 

follow the Herefordshire Council PMO and reporting arrangements.   

6.2 Use of Consultants 
Hoople IT services will be requested to provide business analysis support.   

      

Project Management Fees  58    58 

TOTAL  313 130   444 

      

Funding streams 

(Indicate revenue or capital funding 

requirement) 

2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Corporate capital funds 313 131   444 

      

Revenue - TBC   109 109 218 

      

TOTAL  313 131 109 109 662 

      

      

Revenue budget implications  2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

note any impact on revenue budget, good or bad £000 £000 £000 £000 £000 

Supplier   109 109 218 

Savings from Jadu  -21 -21 -21 -63 

TOTAL  -21 88 88 155 
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6.3 Arrangements for benefits realisation 
Delivery of benefits will be owned by the senior users and reported regularly. Implement a benefit 

framework to identify the potential benefits and the way in which these benefits will be planned for, 

tracked, measured and reported. 

 A number of objectives have been recognised that will deliver benefits in the short and long term. A 

strategy will be created to record baseline figures, collection and calculation methodology and reporting 

frequency based on improvements in efficiency and effectiveness.  

Some desired benefits  

 Increase automation of processes Number of processes 

 Increase ability of customers to self-serve 

 Increase customer satisfaction with the council and website 

 Reduce the cost of key processes 

 Reduce call handling time 

 Increase quality assurance levels 

 Increase internal and external user satisfaction 

6.4 Arrangements for post project evaluation 
As part of the project closure an analysis of the benefits achieved to date, a survey of the teams involved 

in the project and a sample of customers will be carried out to ensure that the project has delivered the 

stated objectives where these are achievable within the project timeline.   

At the renewal of the contract with the supplier at the end of years 2 and 3 of the contract, an evaluation 

will be made to ensure that the solution is still delivering the stated benefits. 

6.5 Timeframes 

Stage/Milestone Indicative Date Comments 

Stage 0 - Project Mandate 

approved 

 Included within digital 

strategy 

Stage 1 - Outline business 

case completed 

November 2020 Submitted by Natalia Silver 

Stage 2 - Full business case 

completed 

July 2021  

Full Council approval TBC  

Approval to spend obtained April 2022  

Stage 3 – Delivery April 2022 Work will commence  

Installation of environments 

by supplier 

June 2022  

First phase - configuration 

complete 

October 2022  

First phase - go live  1 December 2022  

Second phase - Integration 

to additional systems 

February 2023 Business analysis work will 

determine integration work 
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will run in parallel to first 

phase 

Stage 4 – Handover  TBC  

Stage 5 - Project Closure TBC  

 

7.0 THE ENVIRONMENTAL CASE 
Less reliance on paper and printing, and also a potential reduction in travel requirements for our customers 

resulting in an anticipated positive impact on climate change. 

8.0 LEGAL IMPLICATIONS 
The project involves the processing of the personal data of individuals and therefore a data protection by 

design approach is being taken as required by the UK General Data Protection Regulations (GDPR). 

Initially, as the CRM functions are replaced on a like-for-like basis the processing conditions regarding 

personal data will be the same, however as the project develops any new elements will be risk assessed 

for their impact on the privacy of individuals. Preparations have been made for a data protection impact 

assessment to be carried out to capture the existing data considerations and will be reviewed at each 

stage of the project to ensure that data protection compliance is central to the system. This will include 

reviewing privacy notices for transparency in processing, providing for data rights to be exercised where 

applicable, and data to be only retained only as long as is necessary.  Representation from the council’s 

information governance team is also provided on the Project Board. 

The procurement process will include a supplier data security questionnaire and the contract will include 

data protection clauses and a schedule of processing setting out the expectation for processing by the 

supplier from the council. 

9.0 EQUALITY IMPACT IMPLICATIONS 
No differential impacts on specific groups. Joining up service delivery information and knowledge to 

enable us to respond at the right time and meet the needs of our diverse communities, ensuring equality 

of opportunity for all residents. 

10.0 HEALTH & SAFETY IMPLICATIONS 
There are no health and safety implications arising from this project.   

11.0 SOCIAL VALUE IMPLICATIONS 
Herefordshire Council defines social value as the important additional benefits that go beyond the direct 

delivery of any services purchased by the council. 

These can be:  

Social benefits that deliver positive outcomes for individuals and/or communities (examples could 

include, but are not be limited to: supporting the positive wellbeing of your staff, holding/participating in 

community engagement events, supporting local charities, community groups, residents groups, training 

staff in mental health first aid and helping to promote positive mental health in the Herefordshire 

workforce and community, enabling staff to volunteer in the Herefordshire community). 

Economic benefits that strengthen a workforce, industry, sector and/or the economy- examples could 

include, but not be limited to: offering long-term job opportunities with training and pay above the Living 
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Wage to Herefordshire residents, sharing resources, assets and collaborating with other businesses or 

charities in Herefordshire, actively participating in business networks in Herefordshire to share good 

practice). 

Environmental benefits that result in environmentally sustainable business practices and/or an 

improvement of the environment- examples could include, but not be limited to: commitment to 

minimising environmental footprint by use of electrical vehicles, support sustainable travel for staff, 

support  for local environmental charities). 

Providers will be required to contribute to enhancing the council’s social value outcomes, be able to 

demonstrate positive impact through effective monitoring and be willing to share practice. 

For more information about the council's social value expectations, please refer to 

https://www.herefordshire.gov.uk/business-1/business-council/2 

 

  

https://www.herefordshire.gov.uk/business-1/business-council/2
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APPENDICES - SUPPORTING EVIDENCE 

 

Appendix A – Risk Register 

Appendix A - 

Business Case.xlsx  

 

Appendix B – Stakeholders 

MyAccount  

Stakeholders.pdf  
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This Outline Business Case has been submitted as requested. Please note 

the information it contains is subject to change as we continue to develop 

the Full Business Case. This will be subject to further developing the 

design, costings, seeking planning approval etc. Herefordshire Council is 

not committed to the implementation of the project (or related expenditure) 

until the Full Business Case is approved and funding terms agreed. 

1.0 PROJECT DESCRIPTION 
This outline business case supports the proposed redevelopment of the current Hereford Library, 

Museum and Art Gallery. It would keep the original Victorian gothic façade of the building plus the 

original rooms and features behind that façade while providing an enhanced museum experience and 

improved gallery and community space in the rest of the building. 

2.0 STRATEGIC CASE 

2.1 Project aims and objectives  
The project aim is to completely repurpose the building into a contemporary new museum and exhibition 

centre. The library will relocate to another venue and the current building will be redesigned using 

EnerPHit principles. EnerPHIt is the established standard for refurbishment of existing buildings using 

the Passivhaus basic principles and components. The aim will be to deliver a modern, world class 

museum experience making use of the latest technology to provide opportunities for visitors to interact 

with the county’s museum service collections. The project will significantly enhance the city’s cultural 

offer, supporting community engagement to attract visitors and tourists into the city while signposting the 

wider heritage of the county, thereby creating a significantly enhanced place to attract people to live, 

study, work and invest in Hereford. 

 

The project will provide a permanent home for the Herefordshire Hoard and will offer opportunities for 

working with other partners such as the National Museums and regional and local heritage attractions 

such as Hereford Cathedral. It will support employment and skills through the creation of jobs and 

volunteering opportunities as well as attracting visitors to the city and county, providing a major boost to 

the local economy. The project will also facilitate work with colleges, schools, NMiTE and other 

educational establishments in the county as well as connecting local residents to their heritage. 

 
 Objectives: 

 Establish a new, modern, world class visitor attraction at the heart of Hereford city centre 

 Engage residents of Herefordshire in formal and informal ways of learning about the history of 

their county, thereby strengthening their sense of place 

 Support the growth of the tourism, cultural business and wider hospitality sectors through 

increased visitor numbers  

 Deliver a museum of national renown, incorporating EnerPHit principles in its design standards 

where possible to limit the building’s carbon footprint 

 Showcase the county’s extensive heritage collections, including new exhibitions of national and 

international importance such as the Herefordshire Hoard, making extensive use of technology 

and interactive displays 

 Increase engagement with Hereford College of Arts and NMiTE 
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 Encourage the development of skills and job creation through new roles in the museum and also 

in shop and café franchises 

 

 Support community engagement and service sustainability through volunteering opportunities 

and by working with the Herefordshire Museum Service Support Group, local history groups, 

HVOSS and other interested organisations 

 Act as a focal point for heritage and cultural creativity in the city and the county, attracting 

additional funding to the area. The project would act as the centre of a hub and spoke model, 

supporting the cultural and heritage offer in the market towns to provide countywide benefits 
 Develop new income generation schemes to support the ongoing revenue funding of the 

building’s operation. These include potential shop and café franchises, venue hire, philanthropic 

giving, sponsorship and donations/admission for visiting the museum and/or special collections  

2.2 Strategic Drivers 

2.2.1 National and Regional 
 

The project contributes towards the UK Government’s ‘Build back better: our plan for growth’ document 

published in March 2021. On page 13 of the report, the section addressing infrastructure says that the 

Government will ‘Connect people to opportunity via the UK-wide Levelling Up Fund and UK Shared 

Prosperity Fund, as well as the Towns Fund and High Street Fund, to invest in local areas.’ 

The report also references in a number of place the need to reduce carbon emissions and this will be 

addressed by the application of EnerPHit principles in the design of the redeveloped museum. 

2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. 

Please indicate in the box below which priority(s) the project addresses 

County Priority – 

please select from  

Tick   below 

where 

applicable 

Delivery Plan Reference(s) 

Community √ CO0.1 

Economy √ EC2.1 , EC5.1 

Environment √ EN5.1, EN5.2 

 

CO0.1 – contributing towards the improved overall mental and physical wellbeing of residents of all ages 

by supporting residents to gain a greater understanding of place and their connection to the history of 

their community. 

EC2.1 – a direct contribution to this element of the Delivery Plan which is to ‘Work with partners to 

develop and implement a £25m Town Investment Plan for Hereford, to be funded through the Stronger 

Towns Fund.’ 

EC5.1 – consulting with local businesses in the planning stages as well as providing a new attraction for 

visitors and locals, thereby encouraging spend in the local economy will directly contribute to this 

element of the Delivery Plan, the aim of which is to ‘Work with private sector partners to support the 
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growth of the tourism industry across Herefordshire building on our strengths of outdoor activities, 

heritage and culture; and support the development of a destination business improvement district.’ 

EN5.1 – the project plans to apply EnerPHit principles where possible to reduce the building’s carbon 

footprint. This supports directly this particular initiative to ‘Reduce the Council’s own carbon footprint 

through implementing our Carbon Management Action Plan.’ 

EN5.2 – Application of EnerPHit principles as mentioned above as well as installation of modern lighting 

and building improvements will contribute directly to the delivery of this element to ‘improve the 

environmental and energy efficiency standards of Council buildings through the introduction of…a plan 

for investing in energy efficiency and renewable energy measures for existing buildings…’ 

EC2.5 – the project going ahead will support the delivery of this element of the Delivery Plan as it will 

enable the library which shares the building to move into Maylord Orchards, thereby contributing to the 

key initiative to ‘Develop Maylord Orchards as a key strategic site; acting as a catalyst for the 

regeneration of Hereford city centre.’ 

2.3 Background and Rationale in Project Mandate 
 

The Broad Street building is Victorian and the façade is built in the Victorian Gothic style. The building originally 

opened to the public in 1874 and was a philanthropic gift to the people of Hereford by Sir James Rankin, a local 

MP and President of the Woolhope Naturalists’ Field Club. In 1911, following a bequest, land fronting Aubrey 

Street was purchased and the library was subsequently extended and an Art Gallery added. In 1963 a mezzanine 

floor was added to the lending library which enabled a separate children’s library on the ground floor. A decade 

later, the building was entered as a Grade II listing on the Statutory List of Buildings of Special Architectural or 

Historic Interest. In 1974-75 the existing mezzanine floor was extended and a lift was added to the rear extension. 

Further minor works have been undertaken in recent years, some of which led to the temporary closure of the 

building to allow for the removal of asbestos. This work uncovered some historic building features which were 

previously unknown including some riveted iron ceiling beams and carved wall decorations. 

As mentioned above, the entire building was listed as a building of special architectural and historical interest in 

1974 at Grade II, with the list description referring specifically to the Broad Street façade, the Woolhope Room 

(on the first floor overlooking Broad Street), original fire places containing Godwin tiles, the main staircase. 

In 2013 a Conservation Management Plan of the building was written. It contained an outline of the overall 

significance of the building by looking at the heritage values which contributed to this. This included examples of 

the building’s historical, aesthetic, evidential and communal values. This concluded that there are eleven 

elements to the building which are of international significance and a further twelve elements that are of national 

significance. Four additional elements have been noted as being of regional significance while seven more are of 

local significance. 

The building currently houses a library, museum and art gallery. Each of these elements are smaller and 

have a more limited offer than would reasonably be expected for a city the size of Hereford. The 

Museum Resource Learning Centre at Friars Street houses some 100,000 items in its store which tell 

the story of Herefordshire. Because of lack of space and resources, only a limited number of these items 

ever see the light of day. The items in the collection have been acquired by, or given to, the museum 

service over a period of many decades but there is not currently the facility to share them with the 

residents of Herefordshire or with visitors. 

The development of the building would also address longstanding issues with the fabric of the structure. 

In 2017-18 the museum was closed for four months due to work on the roof and in the last twelve 

months there have been two further instances of partial ceiling collapse or water ingress in the museum 

space. 
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Between 1998 and 2013, annual visitor numbers to the current museum ranged from 25,242 to 33,708 

with an annual average of 29,768, as outlined in the table below 

Year Visitor Numbers 

1998-99 29,461 

1999-00 31,671 

2000-01 33,424 

2001-02 33,708 

2002-03 31,300 

2003-04 29,072 

2004-05 25,242 

2005-06 27,910 

2006-07 30,790 

2007-08 30,293 

2008-09 21,116 

2009-10 26,776 

2010-11 27,855 

2011-12 29,179 

2012-13 28,726 

 

Since 2013, a number of factors have impacted on the provision of the service such as cuts to the 

budget and resulting staff reductions which in turn led to a reduction in opening hours and visitor 

numbers. Issues with the fabric of the building have also affected ability to open. Access to the museum 

has been maintained by the use of volunteers. Visitor figures for the years since 2013 are in the table 

below with accompanying notes. 

 

 

 

Year Visitor 

Numbers 

Comment 

2013-

14 

23,467 Budget reductions and staff restructure in this year 

2014-

15 

14,077 Opening hours halved 

2015-

16 

6,666 Closed from 9th September 2015 due to discovery of asbestos 

2016-

17 

2,420 Only open for February and March 2017 due to asbestos 

removal etc. 
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2017-

18 

10,413 Further budget reductions. Closed for four months for work on 

roof 

2018-

19 

10,345 No staffing on site, museum opening supported by volunteers 

2019-

20 

19,430 Increased visitors due to charged-for Lego exhibition 

2020-

21 

2,068 Closed for most of the year due to Covid-19 

 

The creation by the Government of the Stronger Towns Fund as well as the opportunity to bid for 

additional external funding via the National Lottery Heritage Fund allows for the possibility of a revised 

plan to deliver a world class museum, redesigned to operate on EnerPHit principles, thereby reducing 

ongoing revenue costs for running the building and reducing the building’s carbon footprint. 

During 2021, Herefordshire Council is working towards acquiring the Herefordshire Hoard, Viking 

artefacts discovered on land in the north of the county during 2015. The redevelopment of the current 

Broad Street site would enable the provision of an appropriate venue in which to display the Hoard. It 

would also provide the opportunity to exhibit more of the tens of thousands of items currently in storage 

at the Museum Resource Learning Centre on Friars Street. In addition, the redeveloped museum would 

enhance and be enhanced by its situation close to other visitor attractions, in particular Hereford 

Cathedral, providing synergies beneficial to all. 

The proposed development would maintain and enhance the historical architectural features of the 

building while providing a modern visitor experience. 

Development of the building would add to the attraction of a visit to Hereford, driving footfall into the city 

centre and supporting economic activity in local business and the hospitality sector. 

2.4 Scope 

2.4.1 In-Scope 
 

 Building designs, plans and surveys as required  

 Procurement 

 Building refurbishment 

 IT systems 

 Installation of equipment and new technology 

 Communications, marketing and engagement 

 Development of monitoring and reporting mechanisms 

 Confirmation of ongoing costs and resourcing requirements 

 Plans for staffing and running of the building 

2.4.2 Out of Scope 
 

 Development of building usage post project delivery 

 

2.5 Benefits 
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The anticipated benefits of the proposed project are: 

2.5.1 Cashable benefits 
 
In July 2021 Prince & Pearce were commissioned to prepare a report on the possible income generation 
opportunities that the redevelopment could provide. Their report is provided as an appendix to this business 
case. The summary table from the report which presents their findings around the revenue budget and cashable 
benefits from the first five years of a redeveloped site is included in section 5.2 below. 

 

2.5.2 Non-cashable benefits 
 

Non-cashable benefits from the project could include – but would not be limited to: 

 Supporting the delivery of several of the aims outlined in the Herefordshire County Plan 2020-2024. For 
example: 

 EN4 Invest in low carbon projects – This project, if conducted to EnerPHit standards, would 

greatly reduce the carbon footprint of the building. As an example, the heating system and hot 

water supply at the HARC building, which was built on Passivhaus principles, is operated by the 

equivalent of one household boiler 

 EC3 Invest in education and the skills needed by employers – The project would support learning 

across all of the education sectors in Herefordshire from Primary to Higher Education. The 

redeveloped space would offer the facility for skills development through training and courses. 

There would be opportunities for apprenticeships, NVQs and other appropriate training and 

qualifications both through the museum service and also the café. The project will include 

increased volunteering opportunities for people to develop skills and experience and would 

extend the current 1,300 hours plus per year of volunteering that are already provided at the 

current museum. The project will support artists, creators, film makers, digital developers, 

historical researchers and students and will enable the development of skills in those areas 

 EC5 Protect and promote our heritage, culture and natural beauty to enhance quality of life and 

promote tourism – The new museum would act as a hub for the whole county and the Marches 

region in promoting the heritage, culture and natural beauty of the area. It would enable more of 

the tens of thousands of items in the museum collection to be made available for visitors to view 

and would encourage community engagement in the stories, histories and places of the city, 

county and region. The development would also be an opportunity to promote other 

Herefordshire Council services and cultural sites within the city such as the relocated library and 

the Black & White House Museum. The development would raise the profile of Hereford and, by 

extension, of Herefordshire as a whole 

The project would reflect several aspects of the three key themes of the County Plan. 
 
In terms of connectivity it would allow connection with partners such as the City Council, businesses and the 
public and community sectors. Bringing increased numbers of visitors to the city centre to visit the Museum with 
an incentive to stay in the city and wider area for longer would have the benefits of supporting local and 
independent shops and traders, providers of overnight accommodation as well as the wider hospitality sector. 
The project would also improve digital connectivity, exploring exciting and innovative opportunities for visitors to 
interact creatively with the museum and its collections through the use of Virtual Reality and other mediums. 
 
The project would support the theme of wellbeing. Through encouraging creativity and innovation it would 
recognise the value of art and culture as a contributor to wellbeing, both to those visiting the site and also those 
involved in exhibiting. 
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2.5.3 Dis-benefits 
There will be disruption to service continuity in the delivery of this project. Depending on the delivery 

schedule for this and the related Maylord project which would see the library move to a new location, 

there would be a period of time when there is no library service available. This could be mitigated by 

ensuring preparation of the new library site before a decant from the current building and this may mean 

that there is a period of a few weeks where there is no library service available. 

Construction work on the Broad Street building would mean that the museum provision in its current form 

would not be available for the duration of the construction project, possibly up to two years or more. 

Mitigation will be the continuation of an element of the museum service being delivered at the Black & 

White House Museum. There is also the possibility of exploring community ‘pop ups’ by having display 

cases with items from the museum collections in community buildings. 

 

2.6 Risks 
 

The key project risks are identified in the current edition of the risk register which is attached as an 

appendix to this business case. 

 

2.7 Constraints and Dependencies 

Initiatives which depend on this project are: 

The move of the library element within the building to a new site. Options for this are being developed 

separately as part of the project to develop the Maylord shopping centre. This is one of the other projects 

in the Hereford Town Improvement Plan which has received funding via the Stronger Towns programme. 

This project depends on: 

In its current form, this project depends on the library moving out of the building to another venue. 

The project mentioned in the section above involves moving the library out of the building in which it 

currently co-locates with the museum, to a new destination. Any delay in the progress of that project may 

hinder the progress of the Museum redevelopment. 

 

 

2.8 Stakeholders 
The key stakeholders for the project are the people of Herefordshire. 

Herefordshire Council and the museum service has a long standing relationship with the Herefordshire Museum 
Service Support Group who represent users of the Museum service and advocate on the service’s behalf. Officers 
of the group have already been involved in conversations with Herefordshire Council officers and Cabinet 
Member about the proposed project and are highly supportive. The group is currently in discussion with Council 
officers about how they might be able to act as the lead body in any public fundraising campaign to obtain the 
aforementioned Herefordshire Hoard as they would be eligible to claim an additional 25% in gift aid on any 
donations to support the project. 
 
As the project plan develops, an engagement strategy for consultation will be formed. The project will make use 
of digital engagement and online surveys, existing networks and contacts as well as broadening its approach to 
reach and work with new areas of the community. Partners and stakeholders will be consulted during the concept 
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and planning stages to make use of their experience, knowledge and expertise. Engagement during the project 
will be via project board membership, commissioned work, surveys, targeted events, displays and social media 
and other campaigns. 
 
A list of non-council stakeholders and partners is being regularly reviewed and currently includes, but is not 
limited to, Herefordshire residents, Herefordshire Museum Service Support Group, Woolhope Naturalist’s Field 
Club, Herefordshire Cultural Partnership, Hereford College of Arts, NMiTE, local cultural and heritage 
organisations, National Lottery Heritage Fund, Arts Council England, British Museum, West Midlands Museum 
Development Group, Hereford Cathedral, museum service volunteers, Herefordshire Voluntary Organisations 
Support Service (HVOSS), Hereford Civic Society, Hereford Tourism Group, HBID, Hereford Business Board, 
Marches Local Enterprise Partnership, Hereford City Council, Heritage England, local businesses, local schools, 
local museums, local colleges, other museums that have undertaken similar developments, organisations that 
represent diversity, organisations that promote accessibility. 
 
Ahead of any formal consultation, a letter of support for the scheme has been received from Bartonsham History 
Group. 

 

3.0 ECONOMIC CASE 

3.1 Critical success factors 
The critical success factors will be: 
 

 A full understanding of the physical infrastructure of the building to provide assurance that the 
redevelopment of the site can be supported  

 The securing of the necessary capital funding from a variety of sources to enable the delivery of 

the project 

 The development of a full and robust revenue business case over the forthcoming months to 

ensure the ability to operate in the years ahead 

 The involvement of stakeholders and the community in shaping, supporting and championing the 

offer at the redeveloped site 

 Provision of a site and service that directly contributes to the delivery of priorities in the County 

Plan 

3.2 Options and Do Nothing Option  

3.2.1 Long-List of options  
 

Option Short-list Y/N Reasons 

Redevelopment of the 

museum site in a project 

with a budget of up to £20 

million 

Y  Outline plan identified in 
feasibility study produced by 
Architype 

 £5 million already allocated as 
part of Government Stronger 
Towns funding 

 Possibility of match funding 
from Heritage Lottery, 
Herefordshire Council and 
other sources 

 Option for a major 
redevelopment provides 
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possible opportunities to host 
major exhibitions thereby 
increasing revenue income 
through ticket sales and 
potential high value 
sponsorship 

Redevelopment of the 

museum site in a project 

with a budget of up to £15 

million 

Y  Outline plan identified in 
feasibility study produced by 
Architype 

 £5 million already allocated as 
part of Government Stronger 
Towns funding 

 Possibility of match funding 
from Heritage Lottery, 
Herefordshire Council and 
other sources 

Redevelopment of the 

museum site in a project 

with a budget of up to £10 

million 

Y  Outline plan identified in 
feasibility study produced by 
Architype 

 £5 million already allocated as 
part of Government Stronger 
Towns funding 

 Possibility of match funding 
from Heritage Lottery, 
Herefordshire Council and 
other sources 

 Possible reduction in required 
funding from Herefordshire 
Council compared with the 
two options outlined above 
which may reduce pressure 
on ongoing revenue costs if 
capital loan repayments are 
reduced or eliminated 

 A reduced scheme may mean 
that revenue income would be 
lower than the two schemes 
outlined above and the offer to 
customers would not be of 
such high quality and variety 

Redevelopment of the 

museum site in a project 

with a budget of up to £5 

million 

N  No feasibility study on this 
option has yet been 
commissioned 

 No guarantee that the level of 
expenditure would deliver a 
sufficiently enhanced offer 

 Risk that the Government may 
not agree to a project scaled 
down to this extent and would 
not agree to sign off and fund 
the project  

Library stays in its current 

building and is part of a 

redevelopment of the 

current site 

N  Would significantly impair the 
proposed museum 
redevelopment and reduce 
the planned offer 
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 Would not generate adequate 
income 

 Reputational risk to the 
Council of not delivering on its 
proposed projects 

Do nothing N  Hereford will continue to have 
an inadequate library and 
museum offer for a city of its 
size 

 Missing out on the opportunity 
to secure major external 
investment to develop a 
scheme that will enhance the 
offer to both visitors and 
residents and would 
encourage footfall and 
economic activity in the city 
centre 

 Reputational risk to the 
council of failing to deliver on 
the project and of having to 
reject the offer of government 
funding 

 

3.2.2 Short-list of options 
 

 

 

 

 

Option 1 – Detail 

 

Redevelopment of the museum site in a project with a budget of up to £10 million 

 

Cost Up to £10 million 

 

This option was identified in the Feasibility study of January 

2021 conducted by Architype (Section B, Preliminary Cost 

estimate) which is an appendix to this business case. 

 

This would involve a minimum intervention with the provision of 

a new lift core and main staircase; construction of new 

circulation elements; a new stair core and goods lift to the 

Aubrey Street entrance at the rear of the building; insulation 

improvements to the retained existing building elements; basic 
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structural repairs and an allowance of £5 million for museum fit 

out works 

 

Benefits  Outline plan identified in feasibility study produced by 
Architype 

 £5 million already allocated as part of Government 
Stronger Towns funding 

 Possibility of match funding from Heritage Lottery, 
Herefordshire Council and other sources 

 Possible reduction in required funding from 
Herefordshire Council compared with the two options 
outlined above which may reduce pressure on ongoing 
revenue costs if capital loan repayments are reduced or 
eliminated 

  

Deliverability £5 million of the required funding has been allocated through 

the Stronger Towns Fund. Initial conversations with the 

Regional Director of the Heritage Lottery Fund have indicated 

support for the submission of an Expression Of Interest for a bid 

of up to £5 million to support the scheme. This may mean that 

Herefordshire Council may not need to provide any capital 

funding which would reduce the risk   of not being able to meet 

loan repayments. 

 
Confirmation would need to be sought from external funders 
whether they expect any level of match funding from Herefordshire 
Council as a condition of their funding. 

 

As a major construction project involving a listed building on a 

city centre site, there is a risk around the granting of planning 

permission. Pre-panning advice is being sought at this stage to 

discuss issues concerning the various options. 

Pros The scheme would deliver an improved museum and cultural 

hub for the city, county and region and raise the profile of 

Hereford nationally and internationally. It would provide options 

for increased income generation and support increased spend 

in the local economy by encouraging visitors to the city and 

county.  

 

A reduction in or the removal of the need for Herefordshire 

Council capital funding may reduce the pressure on the 

amounts of income revenue required annually. 

 

This scheme could be a used as the preferred fallback option if 

the development of the business case gives insufficient certainty 

that another option is deliverable. 
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Cons There is a risk to being able to secure sufficient funding to 

undertake the development. Detailed conversations would be 

required to receive advice around the planning process and this 

may impact on the timeframe of the project delivery. 

 

A project on this scale may not generate the visitor numbers 

and increased spend in the local economy that other options 

might provide. 

Recommendation Not to proceed at this stage 

 

Option 2 – Detail 

 

Redevelopment of the museum site in a project worth around £15 million 

 

 

Cost Up to £15 million 

 

In their feasibility study of January 2021, Architype identified this 

option as maximising the existing building fabric while 

introducing additional gallery and activity space by extending 

the building upwards. It would provide a new lift core and main 

staircase, construction of new circulation elements, new stair 

core and goods lift to the Aubrey Street entrance at the rear of 

the building, insulation improvements to the retained existing 

building elements, basic structural repairs and approximately £5 

million allowance for museum fit out works. 

 

Following a preliminary high level review of costs, in the time 

and within the budget allocated, Architype chose to further 

develop the costings around this option which would maximise 

the existing building fabric. 

 

The feasibility contains an ‘order of magnitude cost estimate’ 

which provides a high level outline of the costs involved in 

delivering this option 

Benefits  Would provide a new facility which would be of major 
national and international standing 

 At least 65% of the funding would be from sources 
other than Herefordshire Council 

 Would raise profile of Hereford and Herefordshire 
nationally and internationally 

 Would increase number of visitors to the city and the 
county, thereby supporting increased spending in local 
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businesses and hospitality sector providing growth in 
the local economy 

 Redevelopment would apply EnerPHit principles 
where possible, thereby limiting the carbon footprint of 
the building 

 Would deliver a key element of the Town Improvement 
Plan 

 Would support the development of skills and provide 
new job and volunteering opportunities 

 Would provide opportunities to contribute to learning 
across the community both through informal means 
and also by engagement with educational 
establishments from young children through to Higher 
Education 

 Would enable residents of the county to learn more 
about their history, thereby strengthening a sense of 
place 

Deliverability £5 million of the required funding has been allocated through 

the Stronger Towns Fund. Initial conversations with the 

Regional Director of the Heritage Lottery Fund have indicated 

support for the submission of an Expression Of Interest for a bid 

of up to £5 million to support the scheme. The remaining £5 

million could be sought from a capital loan or other funding 

streams. If this additional £5 million – or any portion of it – is not 

forthcoming – then the project could still be delivered to the level 

of option 3, with  additions to that project depending on the 

amount of money available over and above £10 million 

 

As a major construction project involving a listed building on a 

city centre site, there is a risk around the granting of planning 

permission although as this option involves maximising the 

existing structure, the risk is probably reduced compared to 

option 1 which involved major demolition and reconstruction 

works. Pre-planning advice is being sought at this stage to 

discuss issues concerning the various options. 

Pros The scheme would deliver a high quality museum and cultural 

hub for the city, county and region and raise the profile of 

Hereford nationally and internationally. It would provide options 

for increased income generation and support increased spend 

in the local economy by encouraging visitors to the city and 

county. 

Cons There is a risk to being able to secure sufficient funding to 

undertake the development although the risk is reduced 

compared to option 1 as the amount of funding sought is lower 

for this option. Detailed conversations would be required to 

receive advice around the planning process required and this 

may impact on the timeframe of the project delivery. 

Observations This is the option which has been worked up in most detail in 

the feasibility study and provides a greatly enhanced museum 
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offer which would attract increased visitor numbers and spend in 

the local economy. External expertise has been commissioned 

to develop the architectural plans to RIBA stage 2 and support 

has also been commissioned to look at income generation 

opportunities, the amount that could be generated and a risk 

analysis of various models. 

Recommendation This option be progressed to Full Business Case 

development as the preferred option. 

 

 

Option 3 – Detail 

 

Redevelopment of the museum site in a project worth up to £20 million 

 

Cost Up to £20 million 

 

This option was identified in the Feasibility study of January 

2021 conducted by Architype (Section B, Preliminary Cost 

estimate) which is an appendix to this business case. 

 

This would involve a major construction process, maintaining 

and refurbishing the existing building frontage on Broad Street, 

demolishing all remaining building elements and constructing a 

new, purpose designed five storey building behind the frontage. 

The cost included an allowance of approximately £5 million for 

fit out works 

Benefits  Would provide a new facility which would be of major 
national and international standing 

 75% of the funding would be from sources other than 
Herefordshire Council 

 Would raise profile of Hereford and Herefordshire 
nationally and internationally 

 Would increase number of visitors to the city and the 
county, thereby supporting increased spending in local 
businesses and hospitality sector providing growth in 
the local economy 

 Redevelopment would apply EnerPHit principles 
where possible, thereby limiting the carbon footprint of 
the building 

 Would deliver a key element of the Town Improvement 
Plan 

 Would support the development of skills and provide 
new job and volunteering opportunities 

 Would provide opportunities to contribute to learning 
across the community both through informal means 
and also by engagement with educational 
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establishments from young children through to Higher 
Education 

 Would enable residents of the county to learn more about 
their history, thereby strengthening a sense of place 

Deliverability £5 million of the required funding has been allocated through 

the Stronger Towns Fund. Initial conversations with the 

Regional Director of the Heritage Lottery Fund have indicated 

support for the submission of an Expression Of Interest for a bid 

of up to £5 million to support the scheme. If £5 million is made 

available through a capital loan, it still leaves a further £5 million 

to be found from other unidentified funding sources which is a 

major risk to the deliverability of the project. 

 

As a major construction project involving a listed building on a 

city centre site, there is a risk around the granting of planning 

permission. Pre-panning advice is being sought at this stage to 

discuss issues concerning the various options. 

Pros The scheme would deliver a high quality museum and cultural 

hub for the city, county and region and raise the profile of 

Hereford nationally and internationally. It would provide options 

for increased income generation through sponsorship of high 

quality exhibitions and support increased spend in the local 

economy by encouraging visitors to the city and county. 

Cons There is a risk to being able to secure sufficient funding to 

undertake the development. Detailed conversations would be 

required to receive advice around the planning process required 

and this may impact on the timeframe of the project delivery 

Observations If additional external funding can be secured to take the 

available budget above £15 million, enhancements to move 

towards the £20 million project  can be considered 

Recommendation Not to proceed at this stage 

 

3.2.3 The preferred option 
 

The preferred option is option 2 

 

3.3 Supplier appraisals 

This section compares the potential supplier deals and agrees the preferred 

supplier. 

3.3.1 The Procurement process 

Please outline your procurement process including the following: 

 Procurement route e.g. via OJEU/framework agreement 
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 The long list criteria  

 The short list criteria  

 Economic appraisals – an overview of the costs and benefits associated 

with each of the selected service providers 

 Non-financial benefits appraisals – an overview of non-cash releasing 

benefits, their weighting, score and impact on supplier ranking   

 Non-financial risk appraisal – an overview of non-financial risks - their 

impact, probability and score on supplier ranking  

The process for procurement and the appointed suppliers will need to be identified as the project 

develops and the requirements are clearly known. 

3.3.2 Preferred supplier 

Following the above appraisals and analysis, the preferred supplier is confirmed 

below. 

The preferred supplier(s) will be identified once the extent of the project and funding available is clear. 

4.0 COMMERCIAL CASE 

4.1 Required services  
 

Based on the original feasibility study that was provided to inform the initial submission for inclusion in 

the Stronger Towns Fund Bid, work is currently underway to progress the architectural understanding of 

the building to RIBA Stage 2. As this work progresses it will be possible to develop the understanding of 

the services and goods required for the next phase and for the development of the Full Business Case 

for submission to Government in June 2022. At this stage the expectation is that the redeveloped 

building will provide 

 A high quality museum experience which will involve permanent and changing exhibitions  

 Art Gallery 

 Shop 

 Café 

 Meeting rooms 

 Space for events and activities 

 Roof-level catering and hospitality facility 

4.2 Potential/Agreed risk transfer  
 

As owner of the property the Council would bear the ultimate responsibility for risk. The risk will be 

managed and mitigated by the adoption of appropriate processes through the stages of development via 

the following approach 

 Procuring appropriately qualified professionals to design and develop the necessary building 

works including surveys 

 Procuring an appropriately qualified contractor to deliver the relevant building works within an 

agreed timetable 
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 Procuring appropriately qualified and experienced external advice and guidance to advise on 

income generation and opportunities including modelling different approaches and providing 

appropriate risk analyses 

 Options for the operation of the proposed shop and café will be assessed by appropriate external 

advisors to advice on levels of risk and possible income 

 Existing qualified and experienced museum staff will provide the core of the staffing and provide 

expert professional advice in the planning and design stages 

4.3 Proposed/Agreed charging mechanism 
 

 The development will be funded by the revenue income streams outlined in Section 2.5 of this 

Outline Business Case 

 Expert external advice on income generation opportunities and possible levels of income has 

been commissioned and a report is expected before the end of July 2021 to inform the next 

review of the current Outline Business Case 

4.4 Proposed/Agreed contract lengths 
 

 Professional advisor contract lengths for the period of the design and implementation 

 Relevant contractor contract lengths for the duration of the construction 

 Length of contract for the provision of shop and café to be determined, dependent upon the 

current commissioned work to look at options for models of delivery 

4.5 Proposed/Agreed key contractual clauses 
 

 All external contractors, suppliers and advisors will be required to meet the Council’s standard 
contractual obligations 

 Wherever possible, contractual arrangements will be made to minimise the risk to the Council, for 
example in the operating models and obligations surrounding café and shop franchises 
 

4.6 Personnel implications (including TUPE) 
 

It is anticipated that TUPE will not apply to this project as salaried staff are already part of the 

Herefordshire Council staffing establishment. 

4.7 Procurement Strategy and implementation timescales 

Detail and list below: 

 For RIBA Stage 1 (Feasibility stage) and 2a, direct appointments will be sought via procurement waivers 
for professional advisers who have been involved in the project development to date. This is because of 
the urgent need to progress the project to a particular stage by the end of July 2021 

 For RIBA Stage 2 and beyond, a procurement of the relevant professional teams will follow in 

order to support the design stage up to planning approval 

 A contractor(s) will be procured for the implementation stage 

 Dependent upon the preferred delivery model, a procurement process will be undertaken for the 

delivery of a shop and cafe 

5.0 FINANCIAL CASE 



 

              155 

 

The intention is to seek funding for the project from a number of sources. A sum of £5 million has already 

been allocated from the Government’s Stronger Towns Fund. Conversations have also taken place with 

the Regional Director of the Heritage Lottery Fund who has seen the Hereford Town Improvement Plan 

as well as the feasibility study for the redevelopment of the building produced by Architype in January 

2021. On the basis of those discussions a verbal invitation has been received to submit an initial 

Expression of Interest document requesting permission to apply for funding of up to £5 million. This 

Expression of Interest is currently being drafted and will be submitted to Management Board for 

consideration in July 2021, with subsequent submission to Heritage Lottery if approved. 

A further amount of up to £5 million is being sought. This has been identified as coming through Herefordshire 
Council’s Capital funding but may be in the form of a loan which will need to be paid back over a period of forty 
years. If the full amount of £5 million is obtained in this way, then total repayments over the 40 year period would 
be £9,716,056 with annual repayments of £242,901. 
 
The revenue income generated by the project would need to be sufficient to cover this amount annually as well 
as covering any additions to the staffing establishment to service the museum’s operation. 
 
A piece of work modelling opportunities for income generation and the sort of income that those models could 
generate has been commissioned to assess the risks associated with this level of loan and repayment structure 
and will inform the development of the business case and project. 
 
A reduction in the overall amount of capital loan that is accessed will reduce proportionally the level of monthly 
repayments and the total sum of the loan plus interest that would need to be repaid. 
 
Details of the repayment schedule for a capital loan of £5,000,000 over a forty year period are outlined in the 
table below. A review of the ongoing revenue position for the first five years of operation of a redeveloped site is 
included in section 5.2 below and takes into account the proposed requirement to make an annual loan 
repayment of £240,000. 
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Other funding streams area also being explored which could reduce the requirement for Council capital 

funding. Initial discussions have been held with regional representatives of Arts Council England and 

discussions have also taken place with the Marches Sustainable Energy Project Manager to look at 

opportunities to access funding to support the reduction of the carbon footprint of the building through 

the SEPuBU (Sustainable Energy in Public Buildings) grants programme. These conversations will 

continue once more information is available following the current commissioned work to move the project 

to RIBA Stage 2. 

 

5.1 INSERT FUNDING TABLE 
The capital cost figures below are indicative and are based on a start date of the summer of 2022.  This 

project is dependent upon the library service element moving out of the building so the timeline and 

spread of proposed costs across the years will need to be more accurately profiled as work on both 

projects progresses over the coming months.  



 

              157 

Further work is currently being carried out by Architype with a structural engineer providing more detailed 

assessments of and costings for the proposed work, the results of which will inform the capital spending 

requirements and timeframe 

It is assumed at this stage that as final sign off for the project may not occur until July 2022 at the 

earliest, resultant procurement processes will mean a lower capital spend in 2022/23 with most spend 

occurring in the following years. 

Work to profile spending will continue as the OBC is developed to Full Business Case stage. 

5.2 Impact on the Council’s income and expenditure account (revenue 

account)  

Capital cost of project 2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

 £700,000 £6,000,000 £6,000,000 £800,000 £13,500,000 

      

      

Project Management Fees & 

Development Costs 
£300,000 £700,000 £400,000 £100,000 

£1,500,000 

TOTAL  £1,000,000 £6,700,000 £6,400,000 £900,000 £15,000,000 

     

 

 

      

 

 

 

 

 

 

 

 

 

 

 

 

 

    

 

Funding streams 

(Indicate revenue or capital 

funding requirement) 

2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

Stronger Towns Fund (secured 

capital) 
    

£5,000,000 

Heritage Lottery (capital)     £5,000,000 

Herefordshire Council funding 

and/or other external funders 
    

£5,000,000 

      

      

TOTAL      £15,000,000 
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External consultants Prince & Pearce were commissioned in July 2021 to provide a report addressing 

the possible impact on the council’s revenue budget of the development. They assessed the expected 

number of visitors, the amount of potential income that could be generated and the possible staffing 

requirements for the development. Their full report is attached as an appendix to this business case. 

Below is a summary table from the report which presents their findings and indicates their conclusions 

around the revenue budget relating to the first five years of a redeveloped site.  

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

6.0 MANAGEMENT CASE 

6.1 Project Management Arrangements 
 

The project will be managed by a Project Management Officer (PMO) allocated by Herefordshire 

Council. There will be a Project Board which will meet at a regularity to be determined. As well as the 

PMO the Project Board will consist of the Museums, Libraries and Archives Manager, the Museum Team 

Leader and officers representing Legal Services, Property Services, Finance (both capital and revenue), 

Communications Team and Commercial Services. As required and when relevant, other officers will be 

invited to attend Project Board meetings. These officers will represent – but not be limited to – service 

areas such as Human Resources, Insurance and ICT provision. 

6.2 Use of Consultants 
 

In the first stage of the business case development, Architype will be used to develop the architectural design 
process through to RIBA Stage 2. Prince & Pearce consultancy will be used to advise on the development of 
opportunities for income generation to support ongoing revenue costs and they will also work with Architype 
through to the end of August 2021 to look at options for building layout and segmentation to maximise 
opportunities for income generation while maintaining the integrity of the building in its primary role as a 
museum and art gallery. 

1 Year 1 2 3 4 5 Average %

2 General visitors, free entry 39,600 45,540 50,094 52,599 52,599 48,086 46%

3    Annual uplift factor 1.000 1.150 1.100 1.050 1.000

4 Special exhibition visitors 46,200 53,130 58,443 61,365 61,365 56,101 54%

5    Annual uplift factor 1.000 1.150 1.100 1.050 1.000

6 Total number of  visitors 85,800 98,670 108,537 113,964 113,964 104,187 100%

7

8 Special exhibitions income 219,450 252,368 277,604 291,484 291,484 266,478 34%

9 Gift Aid at 25% of special exhibition income @ 50% 27,431 31,546 34,701 36,436 36,436 33,310 4%

10 Space hire, corporate hospitality etc 59,400 59,400 59,400 59,400 59,400 59,400 7%

11 Corporate sponsorship for special exhibitions 31,500 31,500 31,500 31,500 31,500 31,500 4%

12 Retail income at £1.30 per visitor (ex VAT) 111,540 128,271 141,098 148,153 148,153 135,443 17%

13 Catering income at £1.80 per visitor (ex VAT) 154,440 177,606 195,367 205,135 205,135 187,536 24%

14 Hereford museum net revenue budget 2020-2021 80,000 80,000 80,000 80,000 80,000 80,000

15 Projected annual income (£) 683,761 760,690 819,669 852,108 852,108 793,667 100%

16

17 Staff (12.5 ftes at £22,000 x 1.25) 343,750 343,750 343,750 343,750 343,750 343,750 65%

18 Direct advertising and promotion 17,094 19,017 20,492 21,303 21,303 19,842 4%

19 Cost of retail  and catering (excluding staff) 88,651 91,763 100,939 105,986 105,986 98,665 19%

20 Hired-in exhibition costs 63,000 63,000 63,000 63,000 63,000 63,000 12%

21 FM costs at £30 per m2 measured over GIA 71,280 71,280 71,280 71,280 71,280 71,280 14%

22 FM costs discounted by 100% -71,280 -71,280 -71,280 -71,280 -71,280 -71,280 -14%

23 Projected annual costs (£) 512,495 517,530 528,181 534,039 534,039 525,257 100%

24

25 Operational outturn (£) 171,266 243,160 291,488 318,069 318,069 268,410

26 Cost of capital loan repayment 240,000 240,000 240,000 240,000 240,000 240,000

27 Annual outturn including cost of capital loan repayment -68,734 3,160 51,488 78,069 78,069 28,410
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The use of external consultants after August 2021 will be subject to the next phase of business case developments 
and the requirements that are identified. 

 

6.3 Arrangements for benefits realisation 
This will be developed as part of the Full Business Case. 

 

6.4 Arrangements for post project evaluation 
Reports will be made during the project as required by Herefordshire Council and also to comply with 

any requirements of the Hereford Stronger Towns Board. An end of project evaluation and assessment 

will also be undertaken. 

6.5 Timeframes 

 

Stage/Milestone Indicative Date Comments 

Stage 0 - Project 

Mandate approved 

January 2021 Project mandate was approved 

and submitted. 

£5 million allocated to the 

project by Stronger Towns in 

June 2021 

Stage 1 - Outline 

business case completed 

28th July 2021 Submission to Hereford 

Stronger Towns Board 

Stage 2 - Full business 

case completed 

30th June 2022 Final date for completion of Full 

Business Case 

Full Council approval T.B.C.  

Approval to spend 

obtained 

July 2022 Approval to be obtained upon 

satisfactory Full Business Case 

submission 

Stage 3 – Delivery August 2022 Subject to expert advice on 

appropriate scheme of works 

Insert key milestone Insert Date  

Insert key milestone Insert Date  

Stage 4 – Handover  March 2025 Indicative date subject to 

appropriate advice on scheme 

of works 

Insert key milestone Insert Date  

Stage 5 - Project Closure T.B.C. Subject to requirements 
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7.0 THE ENVIRONMENTAL CASE 
 
As part of their initial feasibility study, Architype conducted an initial one day site survey and some subsequent 
modelling using the Passivhaus energy spreadsheet, PHPP9. The report of their work and findings can be found on 
pp. 19-20 of the feasibility study. The study looked at factors such as fenestration, insulation and temperature 
control. While the initial study was limited and more work will need to be done on this, comments in the study 
say that 
 
 ‘the Passivhaus Enerphit standard should be achievable with modest levels of insulation’  
 
and 
 
‘initial explorations…highlight the significant savings in energy use that can be achieved by quite small reductions 
in average temperature but without any compromise on staff comfort’ 
 
While more extensive work needs to be done on the environmental case, it is clear that there are significant 
opportunities in applying EnerPHit principles to reduce the building’s carbon footprint. 
 

 

8.0 LEGAL IMPLICATIONS 
 
There are historic covenants in place on the use of the building which would need to be reviewed to ensure 
compliance. The original agreement in 1893 was for the building to be given to be a ‘free library’ for the city of 
Hereford. In 2000 the covenant was amended to allow the building to provide a museum and art gallery as well. 
The agreement is between the Chapter of Hereford Cathedral and Herefordshire Council. 
 
Herefordshire Council’s Legal Team is currently reviewing the covenant and will provide advice on the required 
course of action and a strategy to support compliance with and/or request amendments to the existing covenant. 
 
There is a legal obligation under the 1964 Museums & Public Libraries Act for Herefordshire Council to provide a 
‘comprehensive and efficient’ library service. As the library is currently in the building due to be redeveloped for 
the museum project, the interdependencies of this project and the project to move the library to Maylord would 
need to be recognised and the legal obligation outlined to be borne in mind. 

9.0 EQUALITY IMPACT IMPLICATIONS 
 

Equality Impact Assessments will be carried out at the appropriate stage(s) of the project development. Guidance 
has been received from the Equality and Compliance Manager about the requirements for the project. An 
Equality Impact Assessment covering the project at the current position is attached as an appendix and will be 
reviewed on a regular basis as the project progresses. 

10.0 HEALTH & SAFETY IMPLICATIONS 
 

The health and safety of visitors to the site is paramount at all times. All staff and visitors will be expected to 
adhere to the health and safety guidance in force at the site at the time of their visit and to comply with any 
additional measures that might be in place to minimise the risks associated with Covid-19. Any external 
contractors working at site will be expected to wear the appropriate PPE for the task they are undertaking. 
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11.0 SOCIAL VALUE IMPLICATIONS 

 

The project development and procurement processes will be guided by Herefordshire Council’s Social 

Value Toolkit and Framework. This Framework ensures that for each procurement exercise with a value 

of over £75,000, Herefordshire Council will identify which of the Social Value Pledges and Key Value 

Indicators are relevant and proportionate to be included in each contract for inclusion. 

To enable Herefordshire Council to ensure their commissioning and procurement provides the most 

effective response to Social Value, it is important to provide clear information on the council’s Social 

Value position. Herefordshire Council’s Social Value Pledges are: 

 Social and Community - strengthen communities to ensure that everyone lives well and safely 

together. 

 Health and Wellbeing - sustain resilient people and communities, increasing both physical and 

mental wellbeing. 

 Crime and Justice - support our local people, communities, and businesses to feel safe in their 

homes, communities, and places of work. 

 Economy - develop a strong local economy which builds on our rural county’s strengths and 

resources. 

 Education and Skills - develop and increase high quality education and training that enables 

local people to fulfil their potential.   

 Jobs - support local businesses to grow jobs and keep unemployment rates low to help our rural 

county prosper. 

 Environment - protect and enhance our environment and keep Herefordshire a great place to 

live and work.  

 Leadership - Herefordshire Council to lead and encourage others to adopt forward-thinking 

strategies that develop, deliver, and measure social and local value. 

Through understanding the priorities for the county, the council can promote the delivery of Social Value 

where it will have the most significant impacts for the residents of Herefordshire. Aligned to each of the 

pledges are key value indicators and their associated supplier commitments. These are provided in the 

framework spreadsheet available to all suppliers during the tender process. This approach ensures 

transparency for all types, legal structures, and sizes, of organisations when responding to social value 

questions in tender opportunities.  

 

APPENDICES - SUPPORTING EVIDENCE 
 

Appendix 1 – Architype Feasibility Study for Hereford Museum and Art Gallery development, January 

2021 

Appendix 2 – Prince & Pearce report ‘Income generation for a redeveloped Hereford Museum’, July 

2021 

Appendix 3 – Risk Register. July 22nd 2021 

Appendix 4 – Equalities Impact Assessment, July 2021 
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The Outline Business Case has been submitted as requested below.  Please note - the 

information contained is subject to change as we continue to develop the Full Business Case 

(developing design, costings, seek planning approval etc).  The council is not committed to the 

implementation of the project (or related expenditure) until the Full Business Case is approved, 

and funding terms agreed.  

1.0 PROJECT DESCRIPTION 
 

Greening the city project will significantly improve the appearance and attractiveness of the city through 

the commencement of a range of interrelated cycling/walking, greening, public realm, and digital 

connectivity projects - significantly enhancing Hereford as a place to visit, learn, live, work and invest.  

The programme will contain a suite of individual but complementary projects, including the following 

activities: 

 Improvements to the cycle and walking infrastructure across the city, supporting the development of 

a free flowing network by increasing the number of access points on the network, provide additional 

ATM routes and improve the visual appearance and improve security on existing routes. 

 Enhancements to the public realm at key entry points to introduce a welcoming public environment. 

 Enhancing the visitor experience by providing digital information points across the city to provide 

visitors with key information about local attractions and features such as the river, as well as 

signposting to business clusters such as independent retailers, food and drink outlets. 

 Introducing Green infrastructure at prominent locations across the city centre to improve the visual 

appearance of the city, increase the biodiversity, reduce carbon and differentiate the city as a “green” 

city.  Green infrastructure could include – green walls, trellis systems, green screens, parklets, or 

street furniture incorporating greenery. 

 

2.0 STRATEGIC CASE 

2.1 Project aims and objectives  
The project will significantly improve the environment of the city centre, through the commencement of a 

range of projects that are both complementary to, and add value, to a number of current and planned 

initiatives; aiming to make Hereford an accessible, vibrant and bustling centre that people want to visit 

and explore.  The suite of interrelated projects include building and open space greening, additional 

public realm improvements, cycling/walking and digital connectivity projects which will significantly 

enhance Hereford as a place to visit, learn, live, work and invest.    

The project objectives are: 

 Support the overall vision of Active Travel, to make active travel in Hereford the natural choice for 

journeys in and around the city centre 

 Enable economic growth by delivering and supporting an active travel network that supports 

mobility innovation and is suitable for all users 

 Support Herefordshire Council’s target of becoming carbon neutral by 2030 by following the 

green infrastructure plan (Map at Annex 1, greening the city and providing the infrastructure for 

active travel, resulting in improved air quality.   

 Encourage modal shift to walking and cycling and promote active travel as an affordable, cost 

effective, convenient, safe and healthy mode of transport - resulting in numerous benefits 

including improved physical health and well-being, improved air quality, reduced city centre 
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congestion, improved access to the city centre and associated services, as well as supporting the 

development of a free flowing network (including integration with the wider ATM network) 

 Increase the number of visits to the city centre, increase dwell times and create positive first and 

lasting impressions that result in repeat visits 

 Improve the sense of pride and place within the city for both residents and visitors by enhancing 

the local distinctiveness; through greening the city centre and creating calming, inviting public 

open spaces that encourage people to interact in different ways with the city centre 

 Improve accessibility to the city centre through improved cycle and walking routes, overcoming 

physical barriers 

 Encourage easier navigation and orientation from key entry points with the addition of digital 

signage and key focal points 

 Improve access to the city centre and associated employment, recreation, health and transport 

services for residents south of the river through enhanced walking and cycling routes. 

 

2.2 Strategic Drivers 

 

2.2.1 National and Regional 
 

 Stronger Towns Fund is part of the Government's plan to improve the UK economy 

 The Environment Bill, which is currently progressing through Parliament, is anticipated to be the most 

radical environmental legislation to date and includes the introduction of general duty to enhance 

biodiversity in England and Wales, as well as the introduction of biodiversity net gain for any future 

developments 

 Department for Transport’s Cycling and walking Investment Plan (2016); NICE: Physical Activity and 

the Environment 

 The Marches LEP Strategic Economic Plan identifies that growth will be enabled through the 

generation of high quality places to live and invest and that Hereford, along with Shrewsbury and 

Telford, is a node for employment generation and wider service delivery as envisaged within the TIP 

2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. 

Please indicate in the box below which priority(s) the project addresses 

County Priority – 

please select from  

Tick   below 

where 

applicable 

Delivery Plan Reference(s) 

Community   

Economy  EC5 - Protect and promote 

our heritage, culture and 

natural beauty to enhance 
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quality of life and support 

tourism 

Environment  EN2 - Improve and extend 

active travel options 

throughout the county 

EN7 - Protect and enhance 

the county’s biodiversity, 

value nature and uphold 

environmental standards 

 

Cycling and walking improvements – by delivering improvements to cycle and walking infrastructure 

within the city this aspect of the programme will directly address the priority to improve and extend active 

travel options throughout the county (see map – TIP projects highlighted in yellow).   

Specifically, the project will provide enhanced active travel infrastructure between communities in the 

deprived areas south of the river and the range of services, leisure facilities and employment in and 

around the city centre by making improvements to the Great Western Way cycle route from Belmont 

through to Widemarsh.  In addition, improvements will be made on the Old Wye Bridge gateway and 

upgraded to a shared use path on Hinton Road. 

In addition, improved cycle infrastructure will be developed to connect the Railway Station with the 

education facilities at Aylestone Hill (first tranche is funded via Active Travel Fund) and beyond that to 

the Park and Choose facilities at Aylestone Park.  This will connect students and commuters with 

dedicated cycle and walking infrastructure to the city centre, as well as residential areas to the north of 

the city centre. 

Enhancing the visitor experience – delivering digital information points across the city, which signpost 

visitors to local attractions and features, will enhance their experience and guide them to/make them 

aware of places of interest.  This will directly address the priority to promote our heritage and culture by 

supporting tourism in the city.  It has the ability to increase tourism dwell times, improve footfall across 

the city, and benefit businesses / attractions located outside of the city core. 

Enhancements to the public realm and greening – introducing greenery to the city, both in the city centre 

and at key entry points, will provide a unique and distinctive feature that will differentiate Hereford from 

other towns and cities as well as boosting biodiversity and bringing a range of other benefits.  Through 

the use of native species this project will directly contribute to the priority - seeking to enhance the 

county’s biodiversity.  There is an additional cross over with the priority to promote and support tourism. 

The proposed projects will support the recovery of the local economy following Covid 19.  

Both the connectivity and accessibility - and the sense of place elements - of the project align with 

international climate emergency and contributes to the aims and objectives in the Carbon Management 

Plan 2020/21 (supporting carbon neutral target by 2030).   

 

2.3 Background and Rationale in Project Mandate 
The focus of this programme of projects is to improve accessibility into the city, mitigate the access issues 

presented by physical infrastructure (such as the ring road and A49T through the city) through the provision of 

enhanced cycling and walking routes.   
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Hereford has limited access routes that join the predominately residential areas to the south of the river with the 

range of employment, leisure, culture and retail.  By providing a unique and welcoming environment that features 

green infrastructure at key entry points, and providing easy to access, up to date and accurate information 

through new digital information points, the project will enhance the visitor offer, increase visits (day and 

overnight) and dwell times which are proven to lead to increased spend.  The significantly enhanced environment, 

connectivity, and digital information will also help attract higher education students to study in the city, critical to 

addressing our long term economic challenges (developing higher level skills, and retaining a younger generation 

to live and work in the county). 

There is considerable potential to increase the number of non-vehicular journeys within Hereford city.  Increasing 

the popularity of active travel measures (cycling and walking) will relieve pressure on the road network and offer 

a more sustainable and healthy form of transport across the city.   

The intention is to improve one of the principle active travel routes – the Great Western Way - which runs from 

the Belmont and Newton Farm residential areas northwards across the river to Widemarsh.  This route runs 

parallel to the A49 and connects residential areas with employment and service areas in and around the city 

centre.  Improvements would include upgraded and additional lighting, widening and carriageway improvements, 

crossing and access upgrades, and safety measures. 

The project also includes improvements to another north/south link across the river at the Old Wye Bridge and 

onto Hinton Road – upgrading to a shared use path improving the safety to both pedestrians and cyclists. 

In addition, the active travel route from the city centre and railway station to, and beyond, Aylestone Hill, will be 

improved and extended (part of which is funded via Active Travel Fund) and beyond, which forms part of this 

project.  This will link the Railway Station and education provision at Aylestone Hill, and the Park and Choose 

facility at Aylestone Park.  This provision will provide better active travel access for students and commuters 

coming from the north of the city.  

The programme will improve the visitor experience through the provision of improved public open spaces and 

greening key focal points within town and assistance with navigation and orientation with the use of digital 

signage.  

The visitor economy is a key sector to the Herefordshire economy, although currently only a relatively small 

proportion of visitors to the wider county visit the city.  The project is seeking to redress this by encouraging 

visitors to come into the city by sustainable means and when there, to provide an enhanced experience through 

the provision of information and a unique environment which uses green infrastructure to enhance the public 

realm. 

These sense of place elements will look to change perceptions of the city by introducing significant amounts of 

greening.  This will lead to a more welcoming and unique place to visit and spend time within, leading to 

increased footfall in the city centre as well as longer dwell times. 

The sense of place element involves introducing green infrastructure on and around prominent buildings and key 

access points / vistas within the city, such as Widemarsh Street, Commercial Road/Street, Broad Street and High 

Town.  Introducing green infrastructure will significantly change the impression and experience within the city 

and help differentiate Hereford as a city with local distinctiveness and connections into its surrounding landscape. 

Complementing these installations, the project will look to introduce enhanced signage at key visitor access 

points where improvements are required to create a welcoming experience and provide a clear sense of arrival 

and direction to the city centre.   

This element will introduce new digital visitor signage highlighting routes into and across the city, directing to 

points of visitor interest such as the river, cathedral and museum, and giving real time information on traffic, 

activities and events taking place within the city, and the retail offer. 
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These interrelated projects will significantly improve the environment of the city and will complement, and add 

value to, a number of current and planned initiatives including Hereford City Centre Improvements Project, 

Hereford City Centre Transport Project, countywide Active Travel Measures and two projects that have received 

funding as part of the Accelerated Funding phase - eBikes and tree planting. 

These projects also aim to emphasise the importance of green interventions to help achieve the targets not only 

outlined in the Towns Fund Guidance but those set by the council in the Carbon Management Plan 2020/2021, 

Local Transport Plan including the Local Cycling and Walking Infrastructure Plan, The County Plan and the 

Herefordshire Biodiversity Action Plan. 

Collectively the projects in this package will generate increased connectivity and accessibility, create an enhanced 

sense of place, and generate a different visitor offer leading to increased visitor numbers and subsequent 

increased employment. 

2.4 Scope 

2.4.1 In-Scope 
The programme will contain a suite of individual but interlinked projects, including the following activities: 

• Improvements to the Great Western Cycleway by improving the visual appearance, improving security, 

increasing the number of access points, to increase the number of people who regularly use the cycle route to 

travel across the city in north to south orientation, reducing congestion and addressing some inequalities by 

improving access to the city centre and associated services. 

• Improvements to the Aylestone Hill cycle route by improving the connectivity from the Park and Choose to 

the city centre.  With improved safety, access points, and connectivity this will lead to an increased number of 

people who regularly use the cycle route to travel across the city to employment or education, reducing 

congestion and making travel more accessible and affordable. 

• Enhancing the visitor experience by providing digital information points across the city to provide visitors with 

key information about local attractions and features such as the river, Hereford Cathedral, Castle Green as 

well as signposting to business clusters such as independent retailers, food and drink outlets, and key public 

buildings like the museum. 

• Gateway improvements at key road access points providing a welcoming environment and delineating 

Hereford from its hinterland. 

• Green infrastructure at prominent locations and public and private buildings across the city centre to improve 

the visual appearance of the city, increase the biodiversity, reduce carbon and differentiate the city as a 

“green” city.   

 

2.4.2 Out of Scope 
 

Public realm and active travel improvements within the city centre are out of scope of the Greening the 

City project as these interventions will be included within the Hereford City Centre Improvements 

Programme (HCCIP). 

Any sustainable or active travel measures required of a development and included within either the 

conditions of a planning permission or as part of a S106 agreement will be out of scope.  

 

2.5 Benefits 
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The anticipated benefits of the proposed project are: 

2.5.1 Cashable benefits 
It is predicted that there is potential for additional dwell time and visitor spend within the city as a result of 

the increased connections, improved wayfinding information, and more pleasant environment.  Providing 

a definable measurement of these benefits has not yet been achieved and some specialist economic 

modelling work will be required to provide these benefits. 

2.5.2 Non-cashable benefits 
 Improved access into and around the town through enhanced walking and cycling infrastructure.   

  

 The improved signage in and around the city will give a clearer direction to visitors and residents of the 
various focal points within the city and the availability of car parking and other attractions.  This will lead 
to reduced congestion and a higher approval rating for the city. 

  

 The improved cycle path infrastructure will lead to increased use of sustainable travel measures across 
the city as the greater number of access points and improved security encourages people to use the 
infrastructure. 

  

 Greening will add to the local distinctiveness of Hereford as a place to live, visit, work and learn and 
provide an enhanced environment, encouraging longer dwell times by all who use the town. 

   
Protecting and enhancing local biodiversity and air quality, reduced greenhouse gas emissions from transport 

Improving Public Health & Wellbeing 

Support for local businesses by increasing footfall within the town and visitor dwell times 

Benefits of introducing “Green” infrastructure such as green walls, trellis systems and green screens:  

Social Benefits  Private Benefits 

Aesthetics 

Planting patterns with varied species provide a 

stunning alternative to common building products. 

 

Aesthetics 

Planting patterns with varied species provide a 

stunning alternative to common building products. 

 

Increased Biodiversity 

Living walls provide an alternative ecological 

habitats for insects, bats and birds. 

 

Branding Opportunity 

Presenting brand logos with foliage is a unique 

environmental statement. 

 

Social Impact 

Enhancing public areas can reduce vandalism 

including graffiti.  

Positive impact on both physical health and mental 

well-being. 

 

Staff Morale 

Many studies have shown the positive effect that 

plants can have on staff morale in the workplace. 

 

Sound Insulation Sound Insulation 
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Whether indoors or outside, plants absorb and 

deflect noise. 

Whether indoors or outside, plants absorb and 

deflect noise. 

Temperature Regulation 

Reduces the effects of ‘urban heat island’ in cities. 

Also acts as insulation to regulate. 

A building’s temperature can allow for the 

reduction in air conditioning requirements. 

Property Value 

Living walls have the potential to increase 

residential and commercial property value, and can 

also help secure planning permission. 

 

Improved Air Quality 

Plant leaves filter out pollutants from the air and 

absorb dust particles. 

Structure Protection 

Outdoor structural protection from both ultraviolet 

rays and acid rain is increasingly important.  Plants 

provide a natural answer to both of these 

considerations. 

 

2.5.3 Dis-benefits 
None identified at this stage. 

2.6 Risks 
The key risks identified are:  
 

Risk Mitigation 

Cost overruns could occur due to construction 
or cost inflation of materials, a change of 
project scope, or change of legislation or design 
and this could impact on the scale of project 
delivery. 
 

Mitigation – Council Project Management Team 
will be engaged to manage the project and 
ensure that project scope is kept to the brief.  
The green infrastructure works will present a 
range of potential interventions that can be 
scaled.  Cost overruns would inevitably then 
mean that less is delivered but the risk of 
overall budget being exceeded would be 
significantly reduced. 

Permissions will be required for the projects 
from a range of parties to include Highways, 
Planning and building owners specifically for 
installations of green walls. This will be 
facilitated by the fact that Herefordshire will be 
delivering the schemes themselves and there is 
opportunity to use their own buildings 
throughout the town centre.  

 

Mitigation – early engagement with the 
planners has already occurred to investigate 
the broad planning requirements.  Formal pre 
app advice has been sought concerning 
greening of buildings. 

 

Existing buildings may not be structurally sound 
for the proposals to be taken forward. Surveys 
need to be taken at the next stage to identify 
feasible locations.  

 

Mitigation – building survey costs will be 
included within the feasibility costs for setting 
up greening.  A number of potential locations 
will be identified that could be green walled, 
these will be prioritised, with the assistance of 
the Steering Group mentioned below.  If a 
building is considered to be structurally unfit 
for green wall infrastructure then the next 
location on the list will be approached.  
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The proposed model for the green walls is to 
engage with private sector landlords to install 
infrastructure on or around their buildings.  
There is a risk that they may not have an 
interest in pursuing this. Engagement needs to 
be undertaken at the next stage to determine 
interest.  

 

Mitigation – early engagement of organisations 
such as Hereford BID, Hereford City Council, 
Chamber of Commerce, and Hereford in Bloom 
to establish potential demand at full business 
case stage. 

 

It is unclear currently how much infrastructure 
is in place for the digital signage such as AV or 
data.  

 

Further exploration at FBC stage including 
potential engagement of specialist utility 
consultants. 
 

Stakeholder engagement needs to be well- 
planned and regular, to ensure local buy-in and 
engagement. This will include local businesses 
and town centre users.  
 

Mitigation – involve Hereford BID, Hereford in 
Bloom and Hereford City Council as key 
stakeholders in the project through a combined 
Steering Group that brings in their experience 
and knowledge of the city and the business 
base.  Undertake early business consultation, in 
particular where it impacts on open space and 
physical public realm.  
 

 

2.7 Constraints and Dependencies 

Initiatives which depend on this project are: 

None identified. 

This project depends on: 

There are no project dependencies, but the project does complement a number of on-going projects 

including the range of active travel measures in the city, the Hereford City Centre Improvement Scheme, 

and the Accelerated Funding financed St Owens Street cycle contraflow, eBikes scheme and tree 

planting scheme. 

2.8 Stakeholders 
Hereford City Council as the local parish council with elected representation 

 

Hereford BID as a representative of over 500 businesses including multiples and independents from a range of 
sectors 

 

Hereford Civic Society as the local interest group in the public realm and built environment. 

Businesses across the city who may be directly impacted 

Hereford based businesses and investors/property owners 

Hereford City Tree Wardens 

Herefordshire Tree Forum 

Herefordshire Wildlife Trust – Hereford Group 

Hereford in Bloom 

Cyclists – navigating the town 
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Several partners identified in the above list could be directly involved in the project delivery, either as a 

potential source of revenue income or through use of their resources.  It is proposed to form a Steering 

Group from these direct partners, these are likely to be the Hereford BID and Hereford City Council.  The 

other interested parties will be asked to join a consultative group that is engaged to inform the 

composition and delivery of the project.  Whilst the strategic intent and ambition will be broadly set out by 

the council, representative views will be sought on the detailed delivery – for example, the proposed 

implementation of green infrastructure – the appropriate mix of species – the best locations for 

interventions. 

3.0 ECONOMIC CASE 

3.1 Critical success factors 

 Support the overall vision of Active Travel, to make active travel in Hereford the natural choice for 

journeys in and around the city centre and integrate with the wider network 

 Connect the more deprived communities south of the city with the jobs and range of leisure, retail, 

health, and transport services that are located north of the city through enhanced walking and 

cycling routes including two ATM river crossings 

 Support Herefordshire Council’s target of becoming carbon neutral by 2030 

 Increase the number of visits to the city centre, increase dwell times and create positive first and 

lasting impressions that result in repeat visits 

 Complement public realm improvement projects and add value by extending these two key areas 

and key gateways into the town 

 Improve the sense of pride and place within the city for both residents and visitors by enhancing the 

local distinctiveness; through greening the city centre and creating calming, inviting public open 

spaces that encourage people to interact in different ways with the city centre 

 Encourage easier navigation and orientation from key entry points with the addition of digital signage 

and key focal points 

 

3.2 Options and Do Nothing Option  

3.2.1 Long-List of options  

The long list of options identified below has been based on their ability to deliver 

the critical success factors identified above.  

Option Short-

list 

Y/N 

Reasons 

Do nothing Y There is circa £2m cost pressure on the overall 

Towns Fund budget. Cutting this as a project 

would significantly reduce the budgetary 

pressure and enable all other Towns Fund 

projects to proceed -benefiting a wide range of 

community groups  
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Deliver a wider range of 

Active Travel Measures as 

opposed to green 

infrastructure or signage 

Y Improving connectivity across the city has been 

identified during the public consultation as a key 

driver for the project, and one of the critical 

success factors 

Deliver a wider range of 

green infrastructure 

measures as opposed to 

active travel measures or 

signage 

Y Providing increased green infrastructure within 

the city has been identified during the public 

consultation as a key driver for the project and 

one of the critical success factors due to its 

ability to differentiate the city from other 

locations and improve the perception of the city 

Provide a balance of green 

infrastructure and Active 

Travel Measures 

Y This approach meets a wide range of critical 

success factors without excluding others.  It is a 

complementary suite of projects that also aligns 

with other projects within the TIP 

Provide a range of 

sustainable transport 

options to include electric 

buses, tram systems, 

ebikes, or other measures to 

better connect the city and 

improve green credentials 

N Projects are likely to be either outside of the 

scale of the Towns Fund in terms of remit or 

price – tram systems, or already being 

considered by other Towns Fund projects or the 

council – electric buses/ebikes. 

  

3.2.2 Short-list of options 
 

Option 1 – Do Nothing 

 

Cost £0 

Benefits None 

Deliverability No delivery risk. 

Pros There is circa £2m cost pressure on the overall Towns Fund 

budget. Not delivering this project would significantly reduce the 

budgetary pressure and enable all other Towns Fund projects to 

proceed -benefiting a wide range of community projects 

Cons There would be nothing within the TIP to address the 

connectivity issues north / south across the city.  Communities 

south of the river would not benefit from improved walking and 

cycling routes in the city centre and benefits of improved 

connections on the Aylestone ATM routes would not be 

recognised. 

The benefits associated with improved ATMs at the river 

crossings and green infrastructure, specifically those relating to 
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enhancement of the public realm and increased dwell time for 

visitors would not be realised. 

Recommendation Not taken forward 

 

Option 2 – Deliver a wider range of active travel measures as opposed 

to green infrastructure or signage. 

 

Cost £1.5m 

Benefits Improving connectivity across the city has been identified during 

the public consultation as a key driver for the project and one of 

the critical success factors 

Deliverability Would require permissions for works within highway.  Would 

require detailed design for the works.  Ownership of the 

significant majority of work would be within the public highway 

and within council control 

Pros Would maximise the benefit of connectivity elements to the TIP 

and enable an increased focus on improving the connectivity 

across the city 

  

Cons Would detract from the green infrastructure and improve 

wayfinding elements of the project that were identified as 

important within the community consultation 

Observations  

Recommendation Reject 

 

Option 3 – Deliver a wider range of green infrastructure measures as 

opposed to active travel measures or signage. 

 

 

Cost £1.5m 

Benefits Improving the visual appearance of the city through the targeted 

use of green infrastructure has been identified during the public 

consultation as a key driver for the project and one of the critical 

success factors 

Deliverability Depending on the interventions undertaken would require 

permissions for works on privately owned buildings.  Securing 

this might take time and there is no certainty that the buildings / 

areas most in need of enhancement would be available to 
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participate within the project.  Would require detailed design for 

the works  

Pros Would maximise the benefit of green infrastructure elements to 

the TIP and enable an increased focus on improving the 

physical appearance of the city 

  

Cons Would detract from the active travel and improved wayfinding 

elements of the project that were identified as important within 

the community consultation 

 

There is uncertainty whether the project would get sufficient 

private sector engagement to spend the whole budget on green 

infrastructure.  this is particularly an issue when green 

infrastructure would be required to be located on private sector 

owned buildings 

Observations  

Recommendation Reject 

 

Option 4 – Provide a balance of green infrastructure and Active Travel 

Measures. 

 

 

Cost £1.5m 

Benefits Improving connectivity across the city and enhancing its visual 

appearance have both been identified during the public 

consultation as a key drivers for the project and one of the 

critical success factors 

 

Would enable a blended approach to the delivery of the project 

and ensure that two elements identified within the TIP are 

addressed 

Deliverability Depending on the interventions undertaken would require 

permissions for works on privately owned buildings.  Securing 

this might take time and there is no certainty that the buildings / 

areas most in need of enhancement would be available to 

participate within the project.  Would require detailed design for 

the works   

 

Would require permissions for works within highway.  Would 

require detailed design for the works.  Ownership of the 
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significant majority of work would be within the public highway 

and within council control 

Pros Enables two elements of the TIP that the Board, and community 

engagement, considered important to be taken forward. 

Brings both Active Travel connectivity and green infrastructure 

benefit 

 

Having a more limited expenditure on green infrastructure 

enables the testing of the market to establish whether the range 

of potential interventions are deliverable and enjoy private 

sector engagement. 

 

Cons Having a blended approach may mean that the benefit is diluted 

and benefit from focusing on one of the two main elements is 

not achieved 

 

Observations  

Recommendation Approve  

 

3.2.3 The preferred option 
 

Option 4 – Provide a balance of green infrastructure and Active Travel Measures. 

4.0 COMMERCIAL CASE 

4.1 Required services  
New interactive signage to allow signposting to points of interest, routes to the city centre and route 

circuit walks.  Style to match existing city centre finger post and mapping signage. 

Improvements to the Great Western Way cycle and pedestrian infrastructure to include: improved access 

points, new lighting, vegetation removal, and repaved cycleway.  The exact range of services to be 

procured will be influenced by the detailed design of the route. 

Path widening at the Old Wye Bridge and onto Hinton Road to improve safety of pedestrians and cyclists 

and improve river crossing. 

Improvements to the Aylestone Hill cycleway, to include crossing improvements for Active Travel, 

improved segregation and connection, improved pedestrian and cycle crossings and upgrade to existing 

Park and Choose (improving capacity and attractiveness). 

A range of green infrastructure services to include sedum roofed bus and cycle shelters, green wall 

installation, trellis system installation, green parklets to enable on street activity / café seating / cycle 

parking, moss sculptures.  Service cost to be provided on a per item or per sqm basis to allow scaling 

and flexibility when determining the required infrastructure.  
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4.2 Potential/Agreed risk transfer  
The council as the project promoter will ultimately be responsible for risk generated by the project costs, 

timescales and delivery.  A risk assessment has been undertaken which identifies risks and required 

mitigation.   

Discussions are ongoing between the council and the Hereford BID and City Council with regard to the 

ongoing operation and responsibility for the interactive signage.  The council are negotiating that either 

the BID or City Council become the responsible party for updating, managing and maintaining the 

signage.  Either of these parties would be the risk owner for the ongoing costs associated with this 

element of the project. 

The location and type of the green infrastructure will determine who is the risk owner and responsible for 

ongoing costs and maintenance: 

 Sedum roofed bus shelters will be the responsibility of the council. 

 Green walls will be the responsibility of the building owner. 

 Parklets could be either the responsibility of the council if community orientated or business if 

used for specific business purposes. 

 Trellising or green fencing will be the responsibility of the building owner.  

The council will be the risk owner for any active travel measure infrastructure. 

4.3 Proposed/Agreed charging mechanism 
Details to follow at FBC stage but considerations already being taken into account include: 

Depending on location and size there is the potential for building owners to be requested to make a 

contribution towards the cost of installing green wall infrastructure.  Private sector landlords will be 

required to sign up to a minimum term period (potentially 5 years) for management and maintenance 

costs.  

Parklets have potential to be charged to specific business owners depending on use and location.  For 

example, they could accommodate external seating for a restaurant/café/public house where there has 

been no previous provision. 

4.4 Proposed/Agreed contract lengths 
Details to follow at FBC stage but considerations already being taken into account include: 

Should Parkets be leased to specific business owners it is likely that contracts would be renewable 

annually. 

Interactive signage would be renewed on an annual basis to ensure that information and maintenance is 

up to date, contract length could be for three years to maintain continuity of supply. 

4.5 Proposed/Agreed key contractual clauses 
Details to follow at FBC stage. 

4.6 Personnel implications (including TUPE) 
It is anticipated that TUPE will not apply to this investment. 

4.7 Procurement Strategy and implementation timescales 

Detail and list below: 

Detailed procurement advice will be required to inform the procurement strategy.  The procurement and 

installation of green infrastructure is likely to be undertaken on a per item basis, for example x number of 

sedum bus shelters, y sqm meters of green wall.  The infrastructure for Active Travel Measures is likely 
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to be procured in a single package.  The Project Team will follow the procurement route published on the 

council thresholds for each element of the project, for example, invitation to quote, open tender, 

framework etc. 

5.0 FINANCIAL CASE 
Please complete these tables if you are able and where the funding and/or income is known or can be 

accurately estimated. It is accepted that accurate costs may not be known at the start of the full business 

case where the preferred option is yet to be developed.  

It is vital however, that you assess and note any future revenue funding requirements as a result of the 

project, for example: additional or new building costs, service, licence or maintenance charges, and 

changes to staffing or services.  

If figures are not available, then provide a written statement outlining the anticipated costs, funding and 

changes, accompanied by an explanation of how these will be funded in the explanatory text box within 

each section. 

5.1 FUNDING TABLE 
 

Estimated total Capital cost of project 

(if known) 
2022/23 2023/24 2024/25 

Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Active Travel Improvements 225 646 120  991 

Green Infrastructure 134 135   269 

Interactive Signage  90   90 

Project Management Fees (est. 10% project 

value) 
40 100 10  

150 

TOTAL  399 971 130  1,500 

EXPLANATORY TEXT: 

Once initial designs are undertaken   

 

 

 

 

 

    

 

Potential Funding streams 

(if known) 
2022/23 2023/24 2024/25 

Future 

Years 

 

Total 

 £000 £000 £000 £000 £000 

Towns Fund capital  399 971 130  £1.5m 

      

TOTAL      £1.5m 

EXPLANATORY TEXT: 

This is the total awarded by the Towns Fund Board for the project at TIP submission date.  It is now 

known that the government award requires a reduction in the overall budget by at least £1.6m and 
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6.0 MANAGEMENT CASE 

6.1 Project Management Arrangements 
The project will be delivered as a programme of interrelated projects, each with their own Lead Officer/Team 

within Herefordshire Council.  The Lead Officer will be supported by internal corporate project management and 

a Programme Manager will be required to oversee the programme delivery. 

Each element of the programme will be delivered in a different way.  It is envisaged that the physical work making 

improvements to the cycle infrastructure will be operated as construction contracts procured through an open 

competitive tender process.  Other elements such as the greening infrastructure of buildings and public open 

spaces, will be delivered via direct procurement of goods and services, some elements may operate both as a 

grant scheme where private landlords receive grant support to introduce greenery to their premises, and operate 

as a construction contract which is procured through an open competitive tender.  

that there is the potential for a reduction in the funding awarded to this project.  Should this be the 

case then the project scope would be scaled back to reflect the available budget. 

It is unlikely that there are any other immediate funding sources for this activity.  The Active Travel 

Measures have been high level costed as part of the Designated Funds Bid to Highways England, 

however, as yet, the three elements contained within this project do not have funding. 

It may be possible to encourage individual private sector partners to introduce green infrastructure 

on or around their premises at their cost but would result in an uncoordinated and disparate 

programme of installation over which the Towns Fund Board and council would have no control. 

  

      

      

Project Revenue budget implications  

(if known) 
2021/22 2022/23 2023/24 

Future 

Years 

 

Total 

note any impact on revenue budget, good or bad £000 £000 £000 £000 £000 

      

      

TOTAL      

EXPLANATORY TEXT: 

In terms of an ongoing revenue budget it is anticipated that both the connectivity and accessibility, 

and the greening the city project elements and the sense of place element will both have some form 

of ongoing revenue implications. 

In terms of the sense of place element this will involve working with a range of partners such as the 

Hereford City BID, the City Council, and individual business and building owners. This range of 

partners and their roles and responsibilities will determine the location of ongoing revenue costs for 

example the revenue costs of maintaining a green walled private building will be incurred by the 

building owner.   

It is anticipated that the revenue costs for the connectivity and accessibility element will be 

managed through the council’s public realm contract in the same manner that any other network 

infrastructure improvements would be funded.  
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The interactive signage project will be commissioned through a competitive tender process in the case of the 

signage. 

 

6.2 Use of Consultants 
As the project develops, and to inform the FBC, engineering support will be required to undertake 

detailed designs for the active travel infrastructure, this will need to be commissioned via a procurement 

process.    

The green infrastructure element, with its flexibility of interventions, will require different support 

depending on the activity.  An intervention such as a parklet for use by a café will need design support 

but this is likely to be provided by the supplier, whereas greening a building will need specialist support 

in terms of building surveyors, designers, and ecologists. 

Utility design engagement may be require to ensure that the interactive signage is able to access the 

required connectivity. 

6.3 Arrangements for benefits realisation 
To be confirmed as project business case develops. 

6.4 Arrangements for post project evaluation 
To be confirmed but the evaluation could cover; 

 The usage of the Great Western Way, Old Wye Bridge gateway and Aylestone Hill cycle routes 

 Footfall and dwell times within the city centre 

 Air quality within the city 

 Visitor perceptions 

6.5 Timeframes 

 

Stage/Milestone Indicative Date Comments 

Stage 0 - Project 

Mandate approved 

January 2021 Project mandate was approved 

and submitted. 

£1.5 million allocated to the 

project by Stronger Towns in 

June 2021 

Stage 1 - Outline 

business case completed 

July 2021  

Stage 2 - Full business 

case completed 

April 2021  

Full Council approval Insert Date  

Approval to spend 

obtained 

Insert Date  
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Stage 3 - Delivery From August 2022 This is a target date that will 

depend on when government 

release funds for Towns Fund 

works. 

Insert key milestone Insert Date  

Insert key milestone Insert Date  

Stage 4 – Handover  Insert Date  

Insert key milestone Insert Date  

Stage 5 - Project Closure Insert Date  

 

7.0 THE ENVIRONMENTAL CASE 
 

There is a strong environmental case to be made for all elements of this project.  The Active Travel 

Measures are intended to improve non-vehicular travel within the city, reducing congestion and 

improving air quality. 

The green infrastructure elements are intended not only to improve the physical appearance of the city 

but also to improve biodiversity, improve air quality, provide sound insulation and temperature regulation 

of buildings. 

The specific environmental benefits of the projects will be developed in more detail as the FBC 

progresses and the detailed design and interventions are known. 

8.0 LEGAL IMPLICATIONS 
 

There is no legal obligation to undertake these works. 

Legal Agreements with owners of buildings.  

9.0 EQUALITY IMPACT IMPLICATIONS 
Equality Impact Assessments will be carried out at the appropriate stage(s) of the project development. Guidance 
is being sought from the Council’s Equality Compliance Manager on the appropriate time(s) in the development of 
the project when such assessments should be undertaken. 

 

10.0 HEALTH & SAFETY IMPLICATIONS 

11.0 SOCIAL VALUE IMPLICATIONS 
 

The project development and procurement processes will be guided by Herefordshire Council’s Social 

Value Toolkit and Framework. This Framework ensures that for each procurement exercise with a value 
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of over £75,000, Herefordshire Council will identify which of the Social Value Pledges and Key Value 

Indicators are relevant and proportionate to be included in each contract for inclusion. 

To enable Herefordshire Council to ensure their commissioning and procurement provides the most 

effective response to Social Value, it is important to provide clear information on the council’s Social 

Value position. Herefordshire Council’s Social Value Pledges are: 

 Social and Community - strengthen communities to ensure that everyone lives well and safely 

together. 

 Health and Wellbeing - sustain resilient people and communities, increasing both physical and 

mental wellbeing. 

 Crime and Justice - support our local people, communities, and businesses to feel safe in their 

homes, communities, and places of work. 

 Economy - develop a strong local economy which builds on our rural county’s strengths and 

resources. 

 Education and Skills - develop and increase high quality education and training that enables 

local people to fulfil their potential.   

 Jobs - support local businesses to grow jobs and keep unemployment rates low to help our rural 

county prosper. 

 Environment - protect and enhance our environment and keep Herefordshire a great place to 

live and work.  

 Leadership - Herefordshire Council to lead and encourage others to adopt forward-thinking 

strategies that develop, deliver, and measure social and local value. 

Through understanding the priorities for the county, the council can promote the delivery of Social Value 

where it will have the most significant impacts for the residents of Herefordshire.  Aligned to each of the 

pledges are key value indicators and their associated supplier commitments.  These are provided in the 

framework spreadsheet available to all suppliers during the tender process.  This approach ensures 

transparency for all types, legal structures, and sizes, of organisations when responding to social value 

questions in tender opportunities.  

APPENDICES - SUPPORTING EVIDENCE 

 

Annex 1 – Green Infrastructure Plan – map of Hereford city 

Annex 2 – Towns Fund Active Travel Schemes Context Map 
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This Outline Business Case has been submitted as requested. Please note 

the information it contains is subject to change as we continue to develop 

the Full Business Case. This will be subject to further developing the 

design, costings, seeking planning approval etc. Herefordshire Council is 

not committed to the implementation of the project (or related expenditure) 

until the Full Business Case is approved and funding terms agreed. 

1.0 PROJECT DESCRIPTION 
The purpose of the project is establish a new Learning Resource Centre (LRC), creating a mixed 

development to support the regeneration of the city centre as a whole, and to modernise the atrium 

space of Maylord Orchard Shopping Centre. 

 

Maylord Orchard Shopping Centre is a strategically significant site located at the heart of Hereford city 

centre.  The council secured control of the site in June 2020 to enable its redevelopment to support the 

regeneration and the diversification of the city centre as a whole.  
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The previous leasehold owners had stopped investing in the site, there were an increasing number of 

empty retail units, and through seeking to sell their interest there was a risk any new owner would 

potentially look to asset strip (taking the value out of remaining leases without reinvesting/ proactively 

seeking new tenants) a key location at the heart of the city centre.  Through gaining control of the site 

the council’s intention it is to create a new mixed use purpose, ensuring city centre’s long term viability - 

creating a vibrant dynamic focal point to the city, maximising the social value benefits for local 

communities whilst creating a new purpose for people to visit the city centre. 

 

The impacts of the Covid 19 pandemic in 2020/21 and 2020/22 has further accelerated the decline of 

retail in city centres, with many national and local retailers closing stores.  This has further enhanced the 

need for urgent action to re-purpose and regenerate Hereford city centre as the local economy seeks to 

recover from the economic crisis as soon as possible. 

 

As demonstrated in the picture below the Maylord Orchard site is a very significant footprint at the heart 

of Hereford, over 145,000 sq ft. 

 

 

 

The proposed development of a LRC in Maylord Orchard’s will create a new mixed use purpose at the 

heart of the city centre, diversifying the shopping centres offer and moving away from a dependence on 

retail.  The creation of the LRC (alongside other Towns Fund projects such as Powerhouse and the 

Rural Media Digital Creative Hub) will attract people to return to/ visit the city centre as a whole as 

leisure and education become an increasingly important part of the city’s future. 

 

The LRC will include a new library (relocated from Hereford Museum and Art Gallery, enabling the 

development of the linked Town Investment Plan project), meeting rooms/ facilities to access training 

and public services, and a re-use community café.  
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As well as enabling the physical regeneration of the city centre, the LRC will also support local residents 

to recover from the impacts of Covid 19.  The LRC will provide access to opportunities to access local 

training and support as people look to re-skill and potentially seek new employment opportunities post 

the pandemic.  As of July 2021 Herefordshire has experienced a 123% rise in people receiving 

unemployment benefits compared to March 2020.  Younger generations have been particularly badly 

affected by the economic impacts of the crisis, with a 111% rise in 16 to 24 year olds seeking 

unemployment benefits since March 2020. 

 

2.0 STRATEGIC CASE 
The proposed project will regenerate a strategically significant site at the heart of Hereford, creating a 

new mixed use purpose through the development of a LRC which will support the physical and social 

recovery of the city centre from Covid 19.  

 

The proposed project will deliver the following strategic priorities. 

 

County Plan 2020 to 2024 – A priority of the County Plan 2020 to 2024 is to ‘Use council land to create 

economic opportunities and bring higher paid jobs to the county’, and to ‘Invest in education and the 

skills needed by employers’.  The County Plan also states ‘We will work with partners to maximise the 

Stronger Towns Fund grant (up to £25m) awarded to Hereford and to support investment programmes 

across all our market towns’. 

 

Herefordshire Council Delivery Plan 2020 to 2022 – The proposed project will deliver the following 

actions identified in the Delivery Plan; 

 EC2.1: Work with partners to develop and implement a £25m Town Investment Plan for Hereford, to 

be funded through the Stronger Towns Fund 

 EC2.5: Develop Maylord Orchards as a key strategic site; acting as a catalyst for the regeneration of 

Hereford City Centre 

 EC3.2: Work with partners to expand our adult and community learning programme, with a particular 
focus on those at risk of long term unemployment, and young people at risk of not being in education, 
training or employment 

  

Hereford Town Investment Plan – the proposed project has been identified as a priority in the Town 
Investment Plan within the ‘cultural assets package’, which was considered by government and included 
in their £22.4m award to the city announced on the 8th June 2021.  The Town Investment Plan states the 
project ‘will deliver the following Towns Fund Intervention Framework outcomes: 1. New, upgraded or 
protected community centres, sports or athletics facilities, museums, arts venues, theatres, libraries, film 
facilities, prominent landmarks or historical buildings, parks or gardens 2. Delivery of quality residential 
or commercial space in key locations (town centres, gateway areas, employment sites) 3. Delivery of 
new public spaces’. 

 

2.1 Project aims and objectives  
Aim: To repurpose the Maylord Orchard shopping centre as a key strategic site to support the regeneration of 
Hereford City Centre through creating a Learning Resource Centre to drive footfall in to the city centre and 
provide enhanced services to the Herefordshire community.  

Objectives: 
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 Regeneration of a key city centre site through the refurbishment and re-use of the current 
underutilised atrium space creating a new focal point to drive footfall and spend into Hereford as a 
whole. 

 Within Maylord Orchards create a LRC including public and higher education library space,  
improving the quality of life for local people, the infrastructure required to support the development of 
critical skills in the county addressing the gap identified in the Town Investment Plan , and an 
‘attractor’ to bring people into the city centre.  

 

2.2 Strategic Drivers 

 

2.2.1 National and Regional 
The proposed project will deliver the governments ‘Build Back Better Strategy: our plan for growth’, 

specifically ‘Regenerate struggling towns in all parts of the UK via the UK Shared Prosperity Fund and the 

UK-wide Levelling Up Fund’.  Government have reviewed the Hereford Town Investment Plan and relate 

projects, selecting those to go forward which meet their national priorities. 

The project will deliver the following Marches Strategic Economic Plan 2019 priorities; 

 A growing place, attracting more people to come, stay and build their careers and businesses.  

 A destination not a boundary - gateway to markets in the Midlands, Wales, South West, North and 

Europe. A visitor destination with significant natural and cultural resources that is well known and 

attracts people looking for a high-quality experience. 

 An inclusive place that enables residents from all communities to thrive and develop with quality jobs 

offering good wages, training and progression. 

 

The project will also deliver the following priority with the draft Marches Local Industrial Strategy: 

‘Place – develop prosperous and resilient places for people to live, work and visit, and for businesses to 

succeed by improving infrastructure, delivering the Opportunity Towns programme, developing a 

campaign to attract people to the Marches, and developing a co-ordinated Visitor Economy Strategy’. 

 

2.2.2 Local  

Your project must directly support at least one of the County Plan priorities. 

Please indicate in the box below which priority(s) the project addresses 

County Priority – 

please select from  

Tick   below 

where 

applicable 

Delivery Plan Reference(s) 

Community   EC3.2: Work with partners to 
expand our adult and community 
learning programme, with a 
particular focus on those at risk of 
long term unemployment, and 
young people at risk of not being 
in education, training or 
employment 
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Economy   EC2.5: Develop Maylord Orchards 
as a key strategic site; acting as a 
catalyst for the regeneration of 
Hereford City Centre 

 EC3.2: Work with partners to 
expand our adult and community 
learning programme, with a 
particular focus on those at risk of 
long term unemployment, and 
young people at risk of not being 
in education, training or 
employment 

 

Environment   

 

2.3 Background and Rationale in Project Mandate 
Across the country physical retail has been in decline for some time, given an ever increasing shift to on line 

buying of goods and services which has been further exacerbated by Covid 19.  Prior to the pandemic £1 of every 

£5 of retail spend had moved to online purchases.  The following graph highlights the rise in online sales over 

recent years, including the significant increase caused by Covid 19.  Although in terms of total retail sales, 

volumes decreased by 4.8% up to August 2020 as all sectors except for food and non-store retailing saw a fall in 

sales (ONS Great Britain Retail Sales August 2020). 

 

For a number of years retailers located in town centres have encountered falling footfall, reduced trade, whilst 

still encountering costs not incurred to the same degree by online retailers such as business rates and building 

related costs (lease, utilities etc).   In recent weeks large retail chains such as Debenhams and the Arcadia Group 

have announced they are going into administration with the loss of significant numbers of jobs across the 

country. 

 

The KPMG ‘The Future of Towns and Cities report’ (January 2021) states that ‘We expect that 40-50% 

of all non-essential retailing will be transacted online going forward, up from around 30% pre-COVID’. 

The report states that ‘Those that succeed will be likely to have a range of cultural assets as well as easy 

access to green space, which will serve to boost the quality of living in the area’’ 

 

Where retail has been the primary footfall driver for many years, town centre (local residents as well visitors from 

other places) are now looking for a range of experiences.  For example, leisure, events, café culture, socialising, 

meeting friends and/ or seeking retail experiences not readily available of line, for example through distinctive 

independent shops. 64% of all retail and leisure units nationally are now independent (BIRA/Local Data 

Company). 

 

The Towns Funding guidance recognises the challenges cities such as Hereford face.  The national guidance states 

that: ‘Town centres may be hit hard by the impacts on retail, adding to longer-running trends and pressures. In 

particular, towns may want to consider how they can reconfigure town centres for mixed uses’.  
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Source: ONS Jan 2021 

 

2.4 Scope 
Since acquiring the Maylord Orchards in June 2020 the council has already made some significant 

progress in reinvigorating the shopping centre.  Units along Gomond Street have been successfully 

marketed for pop up independent retailers, initially offering cost covering rents.  This has brought 

opportunities for businesses to start up or expand in a prominent city centre location, filling vacant units 

and creating new interest in visiting the city centre. 

 

Powerhouse theatre company have taken a large unit in the shopping centre, creating a completely new 

attraction/ culture, and reason to visit the shopping centre.  

 

Learning Resource Centre Including New Library 

A key feature of the project/ refurbishment of the atrium building will be the development of a Learning 

Resource Centre including a new public library (including study space) and community café.  The LRC 

located in a prominent city centre location will provide the whole community with a wide range of 

services to support the development of their skills, advice and support in seeking new career or personal 

development opportunities.   

 

For example the LRC will have flexible space such a rooms available (for hire to cover costs) for a wide 

range of community focussed services to be provided at a central and accessible location such as the 

DWP Youth Employment Hub, the council’s Adults and Community Learning Service, the Skills Foundry, 

HE/ FE providers, health and wellbeing service provision (such as the NHS Health on the High Street 

Strategy). 

https://www.powerhouse.company/
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The new library will provide space for students to study, supporting the growth of Higher Education 

services in the city such as through the development of the New Model Institute in Technology and 

Engineering (NMITE) and the growth of the Hereford College of Arts (HCA). 

 

 

The following is an indicative plan of the potential location of the LRC in the Maylords shopping centre.  

Architype architects have been appointed to review options and develop to Riba stage 2a. 

 

 

 

Refurbishment of the Atrium 

The project will also refurbish the atrium (60,000 sqft) area of the shopping centre as far as possible 

within the available grant.  The building was constructed in the 1980s, and is now very dated in 

appearance externally and internally.  The space is underutilised.  Through refurbishing the atrium area 

the project will create a modernised mixed use space, including opening the area for activities, meeting/ 

socialising area. The project will also ensure that wherever possible the refurbishment of the building will 

include measures to improve its energy efficient and reduce the buildings environmental impact.    

 

Hub for Learning/ Skills Service Delivery 

A number of other skills focussed projects being developed as part of Hereford Town Investment Plan 

require a prominent city centre location as an element of their delivery such as the Rural Media Digital 

Culture Hub and Powerhouse.  The redevelopment of Maylord Orchards could potentially accommodate 

some of these linked added value uses, creating a learning hub at the heart of the city centre.  This 

would provide enhanced services to local residents, encourage people from outside the county to live 

and study in the city, and drive new footfall and related spend in the centre of Hereford.   

 

Community Café 

In the LRC or one adjoining units in the atrium building the project would establish a community café 

(social enterprise).  The not for profit community enterprise would generate an income to support the 

Learning Resource Centre and other social value activities.  The previous café in the shopping centre 

has closed leaving a gap in the available services in the area.  The provision of a café would provide an 

additional draw to the shopping centre, but also provide facilities for those that are visiting and studying 

in the Learning Resource Centre to be able to socialise.  This could for example provide opportunities for 
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young people (such as through the Kickstart scheme) and or those with learning difficulties to gain work 

experience working in the café. 

 

It is also anticipated that the community café will play a role in wider community engagement – providing 

a place for community groups to meet, an engagement point for communications regarding health and 

wellbeing, and a social and welcoming space to help those suffering isolation and loneliness. 

 

2.4.1 In-Scope 
 Relocation of the library from the Museum and Art Gallery to Maylord Orchards, to create a Learning 

Resource Centre. 

 Refurbishment of the Maylord Orchard atrium, creating a more modern and attractive environment for 

residents and visitors (as far as possible within the available grant, following development of the 

LRC). 

2.4.2 Out of Scope 
 Structural changes to the wider Maylord Orchard site. 

 Consideration of any other Town Investment Plan projects considering location options in Maylord 

Orchards. 

  

2.5 Benefits 

The anticipated benefits of the proposed project are: 

The project will deliver the following benefits; 

2.5.1 Cashable benefits 
 Potential income from the community café supporting the operational cost of the LRC 

 Potential income from meeting room hire/ learning facilities supporting the operational cost of the 

LRC.  

2.5.2 Non-cashable benefits 
 Refurbished and modernised mixed use centre (60,000 sq ft) attracting people to visit and spend. 

 Creating new job opportunities in the city through encouraging increased trade.  

 Improving quality of life for local people though the new LRC 

 Providing a prominent city centre location for public services to engage local people. 

 Supporting the improvement of skills of local residents. 

 Improved public sector service delivery through enhanced community engagement. 

 

2.5.3 Dis-benefits 
 Disruption to library users during the relocation of the service.  We will seek to ensure disruption is 

minimised as far as possible. 

 Disruption to tenants and visitors to Maylord Orchards during construction works – particularly any 
significant changes to the atrium entrances, escalators and lift. We will seek to ensure disruption is 
minimised as far as possible. 

 

2.6 Risks 
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Risk  

Trade in the city centre continues to decline as 

high street retail continues to reduce, without 

alternative uses to attract people to visit and 

spend. 

Mitigation 

The proposed project and others in the Town 

Investment Plan (such as the edevelpoment of 

the Museum and Art Gallery) will re-purpose/ 

regnerate the city cenre. 

The current atrium site will continue to be under-

utilised and come increasingly dated.  Without an 

alternative mixed use focus there is the potential 

for vacant units and for a key part of the city 

centre to become run down. 

The proposed project will support the creation 

of a Learning Resource Centre (mixed use 

purpose), and refurbish the atrium building. 

The capital costs are indicative at this stage, 

based on an early feasibility study. 

 

Additional professional advice, including 

architectural, building condition surveys and 

specialist design are being commissioned to 

further support the development of the project.  

The LRC will be the priority focus as the 

outputs relate to the operation of the new 

centre.  Atrium refurbishment works will be in 

line with remaining budget.  

The revenue income generated by the community 

café and meeting room/ training facilities may not 

meet the increased operational costs of the LRC.  

The LRC will need to meet the cost of business 

rates.    

Specialist consultancy support has been 

procured to consider income generating 

opportunities.   It may be possible for the 

income generated from the wider site could 

support some of the social value operational 

costs of the LRC.  The focus of the project is to 

bring currently unused areas of the site back 

into use minimising the loss of any potential 

alternative income. 

The refurbishment work may cause significant 

disruption to existing businesses during the 

construction phase.  Although they would benefit 

from enhanced facilities and new mixed use 

offering attracting more potential customers as an 

outcome. 

 

The implementation programme for the project 

will wherever possible limit disruption to other 

businesses and visitors.  

 

 

 

 

 

2.7 Constraints and Dependencies 

Initiatives which depend on this project are: 

 The extent of the changes to the building and the space will be constrained by current uses and 

tenants. 



 

              200 

 The project is dependent on the library moving out of the Museum building, which is subject to 

another towns fund application. 

 The LRC will be dependent on generating income from the community café and the hire of meeting 

rooms etc from the service providers identified above. 

 

2.8 Stakeholders 
The council owns the Maylord Orchard shopping centre, and responsible for the delivery of a number of 

the identified services in the Learning Resource Centre such as the library, and the adult and community 

leaning service.  

Tenants of the site and adjoining premises would be impacted through the construction phase and 

changes to use.  They will be consulted throughout the development of the project. 

The council will work in partnership with all local skills providers such as NMITE, Hereford College of 

Arts, Hereford and Ludlow College, and Hereford and Worcester Group Training, promoting the 

opportunity to utilise the Learning Resource Centre to engage local residents and deliver their services. 

The council will work in partnership with other local public sector public service providers who may also 

benefit from utilising the centrally located Learning Resource Centre space, such as DWP and Wye 

Valley NHS Trust. 

3.0 ECONOMIC CASE 
The Hereford Town Investment Plan identifies a broad range of economic challenges and opportunities 
for the city.  Hereford and the surrounding county face some significant long term economic challenges, 
such as; 

 Low average wage levels (18% lower than national weekly average). 

 Low productivity - Gross Value Added per head of population is 27% lower than the national average.  
Productivity per hour (£24.20) is the lowest in England. 

 24% population aged 65 or over (18% nationally). 

 Higher rates of self-employment, 16.8% compared to 10.7% nationally. 

 Skills – 35.8% of the population has a qualification at NVQ level 4 compared to a national average of 
40.3%. 

 4,700 people aged 16+ claiming unemployment related benefits in April more than double the 
number in March 2020 (+123%); compared to England (+114%) 

 At end of March 2021, 9,900 people on furlough through the Job Retention Scheme  

 

The proposed project will seek to regenerate a key strategic site at the heart of Hereford City Centre, 

creating a new mixed use purpose which will create a new reason for people to visit and spend time and 

money in the city centre as a whole.  The LRC will also provide local people with access to an enhanced 

library and access to public services in the centre of Hereford.  

 

 

3.1 Critical success factors 

 Securing the Town Investment Plan grant. 

 Identifying a suitable location in the Maylord Orchard site to create the Learning Resource Centre, 

relocating the current library. 

 Securing planning permission. 

 Design and fully procured services within the available budget. 

 Construction works delivered to time and budget. 

 Timing of library relocation aligned to the museum redevelopment project. 

https://strongerhereford.co.uk/wp-content/uploads/2021/02/S20098D-Hereford-TIP-Document-NEW-FINAL-1.pdf
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 Revenue income can sustain increased operational costs. 

 

3.2 Options and Do Nothing Option  

3.2.1 Long-List of options  

  

Option Short-list Y/N Reasons 

Do nothing  Y Base case 

Develop Learning Resource 

Centre in the current 

Maylord Orchards atrium 

building. 

Y Project as currently proposed. 

Refurbish Maylord Orchard 

site without relocating the 

library. 

Y Option could reduce capital costs. 

Undertake major 

redevelopment of site, 

demolishing current 

buildings to create a more 

significant mixed use 

development. 

N Costs would be very high given need 

to secure vacant possession of the 

current units and to re-build. 

Extend the current premises 

into the service yard to 

create more operational 

space. 

N Costs would be prohibitive, access 

rights from surrounding land owners 

(including fire safety) would prohibit. 

  

3.2.2 Short-list of options 
Option 1 – Do nothing.  Do not pursue the grant funding, do not create the LRC or 

refurbish the wider site. 

 

 

Cost £3m 

Benefits No disruption to library services, existing tenants and visitors to 

Maylord Orchards. 

 

Deliverability N/A 

Pros  No disruption to library services, existing tenants and visitors 
to Maylord Orchards. 

 

Cons  Loss of grant funding (£3m) 
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 Library remaining in the museum building likely to impact 
upon the separate Towns Funding project. 

 Maylord Orchard building could fall further into disrepair. 

 Lack of mixed use purpose in the city centre may result in a 
further decline to footfall, impacting future economic viability. 

  

Recommendation Rejected 

 

Option 2 – Delivery of the project as proposed, developing a Learning Resource Centre 

(relocating the library) in the refurbished the current shopping centre. 

 

Cost £3m 

Benefits Creates new repurposed city centre offer, modernising the 

current shopping centre and uplifting trade in the wider city 

centre. 

 

Deliverability Deliverable subject to further development of the design and 

costs, and revenue income generation meeting operational 

costs. 

 

Pros  Provides a new Learning Resource Centre to re-purpose the 
city centre and provide residents with access to services. 

 Supports physical and social recovery from Covid 19. 

 Redevelops a dated site that may otherwise fail to retain/ 
attract tenants. 

 Creates learning opportunities for local people. 

 Enables the linked Museum and Art Gallery project to 
proceed due to relocation of the library. 

  

Cons  Possible disruption to other businesses during capital works. 

 Possible disruption to library users during the relocation. 

 Current library operational costs will increase, such as 
business rates and service charge.  

  

Observations The development of the full business case will further explore 

this option, better understanding costs and outcomes. 

Recommendation Proceed. 

 

Option 3 – Refurbish Maylord Orchard site without relocating the library. 

 

 

Cost C £3m 
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Benefits Would enable more significant redevelopment of the Maylord 

Orchards site 

Deliverability Subject to design and costing 

Pros  More extensive redevelopment of the current shopping 
centre, a strategically significant site at the heart of the city 
centre. 

Cons  Likely to negatively impact the museum redevelopment 
project as the library won’t be relocated. 

 More significant disruption to current tenants and visitors. 

 Town Investment Plan outputs relate to learning 
opportunities from the Learning Resource Centre. 

 Failure to create a mixed use purpose. 

Observations Significantly limits outcomes and purpose of the project, and 

impairs another linked project.   

Recommendation Rejected 

 

3.2.3 The preferred option 
Subject to the successful development of the full business case (including full design, tendered costs 

and planning permission), the preferred option is option 2. 

4.0 COMMERCIAL CASE 

 

4.1 Required services  

 LRC established and successfully operated, including community café provision, and meeting rooms/ 

training rooms. 

 Refurbished Maylord Orchards atrium space, modernising the current offer, improving the tenant and 

visitor experience.  Opening up the atrium space through for example removing the escalators to 

provide an open space for a modern, accessible and flexible library. 

 

4.2 Potential/Agreed risk transfer  
As the owners of the shopping centre and operator of the proposed Learning Resource Centre the 

council would ultimately be responsible for the risks relating to the projects.  However, this will be 

mitigated through; 

 Procuring appropriately qualified (with relevant indemnity insurance) professional services to design 

the development, undertake full building condition surveys etc. 

 Procuring qualified contractor to deliver the capital works to time and budget. 

 Seeking appropriately qualified (with relevant indemnity insurance) professional advisers regarding 

the development and operation of the LRC, including review of revenue income opportunities. 

 Currently experienced and qualified council staff will operate the library. 

 Options for the operation of the proposed community café will be fully explored, for example 
franchising to or creation of a social enterprise. 
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4.3 Proposed/Agreed charging mechanism 

 Income from the proposed community café and meeting/ training room hire will support the 

operational cost of the LRC. 

 Establishing the library in the current atrium will utilise current unused space, so will now result in any 

lost revenue income from the existing units, and services charges will be minimal. 

 

4.4 Proposed/Agreed contract lengths 

 Professional adviser contract lengths for period of design and implementation. 

 Contractor contract length for construction period. 

 Community café operator contract length to be determined. 

 

4.5 Proposed/Agreed key contractual clauses 

 Professional advisors and contractors to meet standard council contractual clauses. 

 Should the community café element be franchised, a contract will need to be established which 

minimises any risk to the council. 

 

4.6 Personnel implications (including TUPE) 

 No TUPE implications.  Council’s current library staff will operate the LRC following relocation. 

 

4.7 Procurement Strategy and implementation timescales 

 RIBA Stage 1 (Feasibility)/ 2a – given the urgent need to establish an Outline Business Case by the 

30th July, direct appointments to professional advisers who have supported the development of the 

project to date will be sought. 

 RIBA stage 2b onwards – Professional team to be procured to support the detailed design stage of 

the project up to planning approval. 

 Implementation – Contractor to be procured to implement the development of the LRC and wider 

refurbishment works. 

 Community café operation – subject to preferred delivery method, possible procurement of a café 

operator.  

 

5.0 FINANCIAL CASE 

 

5.1 FUNDING TABLE 

 

 

Estimated total Capital cost of project 

(if known) 
2021/22 2022/23 2023/24 

Future 

Years 

 

Total 
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Learning Resource Centre/ Atrium 

Improvements  
 £500,000 £2,200,000 £0 

£2,700,000 

Project Management/ Development 10%  £200,000 £70,000 £30,000 £0 £300,000 

TOTAL  £200,000 £570,000 £2,230,000 £0 £3,000,000 

EXPLANATORY TEXT: 

Estimates of phasing – Development of full business case by June 2022 (professional fees to this point), 

contractor mobilisation factored into lower 2022/23 spend. 

 

 

 

 

 
 

    

 

Potential Funding streams 

(if known) 
2021/22 2022/23 2023/24 

Future 

Years 

 

Total 

Town Investment Plan £200,000 £570,000 £2,230,000  £3,000,000 

      

      

TOTAL  £200,000 £570,000 £2,230,000  £3,000,000 

EXPLANATORY TEXT: 

 

      

      

Project Revenue budget implications  

(if known) 
2021/22 2022/23 2023/24 

Future 

Years 

 

Total 

Expenditure       

Business Rates for Learning Resource Centre   £TBC  £TBC 

Rental Service Charge (replacing current 

income, please see notes below) 
  £14,600  £14,600 

Library staffing and operation (as per current 

provision) 
  £131,590  £131,590 

Indicative Community Café including staffing 

(based on the Prince and Pearce costs for the 

museum) 

  £100,000  £100,000 

Total Expenditure    £246,190  £246,190 

Income       

Community Café average of £1.50 per visitor 

(based on Prince and Pearce Museum review) 
  £221,177  

£211,177 

Current Library Services Budget (as above)   £131,590  £131,590 

Meeting Room Hire   £10,000  £10,000 

TOTAL Income   £362,767  £362,767 
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5.2 Impact on the Council’s income and expenditure account (revenue 

account)  

EXPLANATORY TEXT:  

The current rental income for the Enchanted Kingdom unit where the library would be located is £2,600 per 

annum excluding utilities, rates but inclusive of service charge (shown in the expenditure line above). 

The unit adjoining Enchanted Kingdom on the first floor and the former café unit on the ground floor (also 

shown in the plan for the library and community café) are currently vacant. The former café unit on the ground 

floor used to pay a service charge of £12,000 (included in the expenditure line above). 

Indicative café costs based on the Prince and Pearce report for the museum project, they have been 

commissioned to undertake a review specific to the library once available space defined. 

Indicative cafe income also based £1.50 per visitor – Prince and Pearce museum report based on £1.80.  

Library visitor numbers based on average for three years prior to Covid 19 (147,451 visitors). 

Meeting room income conservatively based on council HARC building income – likely to be significantly higher 

or city centre location, for range of public services.  Size and number of meeting rooms not yet known.  

 

      

Capital cost of project 2022/23 2023/24 2024/25 
Future 

Years 

 

Total 

To be funded from TIP grant £000 £000 £000 £000 £000 

      

      

Project Management Fees (est. 10% project 

value) 
    

 

TOTAL       

 

 

 

 

 

 

    

 

Funding streams 

(Indicate revenue or capital funding 

requirement) Or Grant funding that may be 

sought? 

2021/22 2022/23 2023/24 
Future 

Years 

 

Total 

Town Investment Fund (capital) £200,000 £570,000 £2,230,000  £3,000,000 

Indicative Re-use café/ meeting room hire 

(revenue) 
  £231,177  

£231,177 

Existing Hereford library revenue service budget    £131,590  £131,590 

TOTAL  £200,000 £570,000 £2,592,767  £3,362,767 
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6.0 MANAGEMENT CASE 

 

6.1 Project Management Arrangements 
A Project Board is in place to oversee the development of the project, including representation from the 

council’s legal, finance (revenue and capital), property services, service area and procurement. 

A Project Manager will be assigned to the project as soon as available. 

The development and implementation of the project will follow the council’s Project Management Office 

systems and processes. 

 

6.2 Use of Consultants 
Professional services will be appointed (procured in accordance with the council’s contract procedure 

rules) to support the development and implementation of all stages of the project. 

Contractors will be procured (in accordance with the council’s contract procedure rules) to implement the 

project. 

 

6.3 Arrangements for benefits realisation 

In developing the full business case, a business plan for the operation of the 

Learning Resource Centre will be established, outlining costs, income, staffing, 

services to be delivered and how the outputs will be delivered. 

 

6.4 Arrangements for post project evaluation 
The council will report on delivery of the project to the Towns Fund Board in accordance with any grant 

funding agreement requirements.  At the end of development and output delivery period, and evaluation 

will be undertaken to understand the full impact of the project and identify lessons learnt. 

Revenue budget implications  2021/22 2022/23 2023/24 
Future 

Years 

 

Total 

Business Rate of LRC units (expenditure)   £TBC  £TBC 

Library operation (current base budget)   £131,590  £131,590 

Current Income from units proposed for library 

(expenditure) 
  £14,600  

£14,600 

Indicative Community Café Operational Cost   £100,000  £100,000 

Total Expenditure    £246,190  £246,190 

Indicative Café (income)   £221,177  £221,177 

Indicative Meeting/ Training Room (income)   £10,000  £10,000 

TOTAL Income (excluding current service 

operational budget) 
  £231,177  

£231,177 
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6.5 Timeframes 

 

Stage/Milestone Indicative Date Comments 

Stage 0 - Project 

Mandate approved 

Insert Date  

Stage 1 - Outline 

business case completed 

30th July 2021 To be submitted to the 

Hereford Towns Fund 

Board. 

Stage 2 - Full business 

case completed 

30th June 2022 Full business case 

required by end of June 

2022 

Full Council approval Insert Date  

Approval to spend 

obtained 

July 2022 Once business case 

approved  

Stage 3 - Delivery August 2022  

Insert key milestone Insert Date  

Insert key milestone Insert Date  

Stage 4 – Handover  March 2024 To be informed by 

professional advice on 

construction timeframe. 

Insert key milestone Insert Date  

Stage 5 - Project Closure TBC Subject to contract 

reporting period. 

 

7.0 THE ENVIRONMENTAL CASE 
 

The project will modernise a dated 1980 shopping centre, seeking wherever possible to improve the 

environmental impact of the dated building.  Refurbishing rather than seeking to demolish and rebuild the 

current atrium space will re-use the core of an existing building.  The creation of a more open 

streetscape will reduce the heating and air management requirements of the current atrium space.  
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Replacement of internal lighting will utilise LEDs.  The council will investigate the potential to remove the 

current escalators (energy inefficient) and replace the existing lift with a more energy efficient alternative. 

 

The proposed reuse café will provide a focal point for recycling, and will focus on the use of local 

produce and potentially offering employment opportunities to disadvantaged groups. 

 

8.0 LEGAL IMPLICATIONS 
Other than the Heads of Terms, the contractual conditions associated with the grant are not currently 

known. 

9.0 EQUALITY IMPACT IMPLICATIONS 
Please see attached Equality Impact Assessment. 

10.0 HEALTH & SAFETY IMPLICATIONS 
The detailed design of the building will fully assess all H&S implications. 

11.0 SOCIAL VALUE IMPLICATIONS 
The project development and procurement processes will be guided by Herefordshire Council’s Social 

Value Toolkit and Framework. This Framework ensures that for each procurement exercise with a value 

of over £75,000, Herefordshire Council will identify which of the Social Value Pledges and Key Value 

Indicators are relevant and proportionate to be included in each contract for inclusion. 

To enable Herefordshire Council to ensure their commissioning and procurement provides the most 

effective response to Social Value, it is important to provide clear information on the council’s Social 

Value position. Herefordshire Council’s Social Value Pledges are: 

 Social and Community - strengthen communities to ensure that everyone lives well and safely 

together. 

 Health and Wellbeing - sustain resilient people and communities, increasing both physical and 

mental wellbeing. 

 Crime and Justice - support our local people, communities, and businesses to feel safe in their 

homes, communities, and places of work. 

 Economy - develop a strong local economy which builds on our rural county’s strengths and 

resources. 

 Education and Skills - develop and increase high quality education and training that enables 

local people to fulfil their potential.   

 Jobs - support local businesses to grow jobs and keep unemployment rates low to help our rural 

county prosper. 

 Environment - protect and enhance our environment and keep Herefordshire a great place to 

live and work.  

 Leadership - Herefordshire Council to lead and encourage others to adopt forward-thinking 

strategies that develop, deliver, and measure social and local value. 

Through understanding the priorities for the county, the council can promote the delivery of Social Value 

where it will have the most significant impacts for the residents of Herefordshire. Aligned to each of the 

pledges are key value indicators and their associated supplier commitments. These are provided in the 

framework spreadsheet available to all suppliers during the tender process. This approach ensures 
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transparency for all types, legal structures, and sizes, of organisations when responding to social value 

questions in tender opportunities.  

APPENDICES - SUPPORTING EVIDENCE 

 

 

 

 

 

 

 

 


