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1. Executive Summary

North Essex is a key location in the UK, well related to London, with international sea and air
connections, as well as links to wider growth corridors across the South East.

Braintree District Council, Colchester Borough Council, Tendring District Council and Essex County
Council have developed a shared vision for the future across North Essex, as set in their emerging
Local Plans, The North Essex Garden Communities Charter and Prospectus.

The Councils have a shared desire to promote, plan and deliver sustainable strategic growth at scale
and over the long-term; providing the housing, employment and necessary supporting infrastructure
required to ensure the best outcomes for current and future communities of North Essex.

The centrepiece of the NEGC Programme is the creation of three new Garden Communities. These
new settlements will act as the catalyst for economic growth and address the aspirations of the wider
UK’s population, making North Essex an attractive place to live, work and spend time for future
generations to come.

These proposed Garden Communities will be key to creating a more prosperous North Essex through
inclusive economic growth, with new businesses able to compete successfully in national and
international markets. The intention is for North Essex to have a diverse and thriving economy, a
great choice of job opportunities across many sectors, and growing prosperity and improving life
chances for all its citizens, today and into the future.

The Councils have come together to create ‘North Essex Garden Communities Ltd” (NEGC Ltd) as a
private company wholly owned by The Councils with an overall mission to “lead, create, inspire and
develop exemplar self-sustaining Garden Communities across North Essex through working
proactively and effectively in partnership with local communities and key stakeholders.”

This document has been produced to set an Interim Business Plan for NEGC Ltd for the 2018/19
financial year. It provides an overview of the vision, objectives, necessary workstreams, governance,
funding and actions required to deliver NEGC Ltd’s scope of work and bring forward a number of
priorities for 2018/19 to move the Garden Communities towards delivery phase. A key task during the
year will be to evolve the approach to masterplanning, innovation, economic development,
programme funding, governance and delivery, including consideration of transition towards a locally
led development corporation style of approach.

This Interim Business Plan will act as a precursor to the preparation of a ‘Long-Term Business Plan’
as defined within the NEGC Shareholders Agreement, which will align with the preferred delivery
model approach and preparation of associated business case/s and set the basis for 2019/20 onwards.

NEGC Ltd Interim Business Plan
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Introduction

2.1

2.2

Introduction to North Essex

North Essex is a key location in the UK; it is well related to London, includes the country’s largest
deep sea freight port at Harwich and the third-largest air bound freight gateway at London Stansted
Airport, as well as being related and linked to the growth areas of Cambridge and the economic
growth corridors of Cambridge — Stansted — M11 and Cambridge — Milton Keynes — Oxford.

As a result, the area has seen significant growth in housing and employment over recent years, in
particular around the key existing towns and settlements.

However, North Essex is a part of the UK economy that is currently underperforming in the context of
the South East of England. Initial research has identified that the current GVA for North Essex is
0.8% pa compared to the UK national level of 1.3%. Furthermore, the North Essex area lags behind
comparable GVA per capita in the South East with North Essex currently at £18k compared to at least
£25k for comparator areas and £44k for Milton Keynes.

The North Essex Councils (Essex County Council, Braintree District Council, Colchester Borough
Council and Tendring District Council — thereafter referred to in the remainder of this document as
“The Councils’) are determined to work together to not only reverse this trend but to put North Essex
on the international map.

To address this, The Councils have therefore developed plans to provide a catalyst for its economic
ambition by creating what is currently the largest scale housing, employment and infrastructure
project in the UK.

The North Essex Garden Communities Programme

The North Essex Garden Communities (NEGC) programme comprises a coalition of The Councils,
established because of their shared desire to promote, plan and deliver sustainable strategic growth at
scale and over the long-term; providing the housing, employment and necessary supporting
infrastructure required to ensure the best outcomes for current and future communities of North Essex.

The centrepiece of the NEGC Programme is the creation of three new Garden Communities. Subject
to examination through the Local Plan process, these new settlements will act as the catalyst for
economic growth and address the aspirations of the wider UK’s population, making North Essex an
attractive place to live, work and spend time for future generations to come. This growth will require
an appropriate response from The Councils to ensure that a broad range of new homes, employment
opportunities, and supporting social and other infrastructure are provided in an effective and timely
manner.

The Garden Communities concept is ideally suited to deliver on this local ambition because it can:
e Respond positively to the context of North Essex - providing the best of town and country;
e Be planned comprehensively with timely delivery of infrastructure;

NEGC Ltd Interim Business Plan
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e Provide a key role in promoting local economic development, both within the Garden
Communities but also across the wider North Essex corridor, creating and attracting new jobs
and businesses into the area;

e Place the concept and function of community at the heart of place making with active local
engagement and long-term stewardship of community assets;

o Enable the provision of integrated and sustainable transport options, reducing reliance on the
private car;

e Enable public sector leadership and a long-term approach to investment and community
development; and

e Overall create a great place to live, work and spend leisure time.

Figure 1.1 shows the location of the three new Garden Communities that are proposed. These will
accommodate a substantial amount of the housing and employment growth planned for North Essex
within the Local Plan period, up to 2033, and well into the future:

e Tendring Colchester Borders, a new garden community will deliver between 7,000-9,000
homes (with at least 2,500 homes within the Local Plan period to 2033).

e Colchester Braintree Borders, a new garden community will deliver between 15,000-24,000
homes (with at least 2,500 homes within the Local Plan period to 2033).

e West of Braintree in Braintree DC, a new garden community will deliver between 7,000-
10,000 homes (with at least 2,500 homes within the Local Plan period to 2033).

Figure 2.1: North Essex and locations of proposed Garden Communities
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Each of the Garden Communities will be holistically planned new settlements that respond directly to
their regional, local, and individual site context and opportunities, to create developments
underpinned by a series of interrelated principles which are based on the Town and Country Planning
Association (TCPA) Garden City Principles, adapted for the specific North Essex context through the
NEGC Charter and NEGC Prospectus. Refer to Chapter 3 for further information.

The Garden Communities will be designed and delivered to attract residents and businesses who value
innovation, community cohesion and high-quality environment, and who will be keen to take an
active role in managing the garden community to ensure its continuing success. Residents will live in

NEGC Ltd Interim Business Plan
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high quality innovatively designed, contemporary homes, accommodating a variety of needs and
aspirations. These will be set within a network of leafy streets and green spaces, incorporating and
enhancing existing landscape features, and providing areas for leisure and recreation. The level of
ambition is set out comprehensively in the ‘North Essex Garden Communities Charter’, produced in
2016 as part of initial work to inform and support the preparation of Local Plans. A North Essex
‘Strategic Narrative’ has subsequently been produced by The Councils to set out the strategic
approach and rationale.

North Essex Garden Communities Ltd

In order to progress the delivery of the programme’s key objectives and ensure the delivery of the
three Garden Communities, a new dedicated delivery structure has been put in place to take the
proposals forward.

This delivery structure was approved by The Councils’ respective Cabinets and Council Committees
in November and December 2016 with North Essex Garden Communities Ltd (NEGC Ltd) formally
established on 30" January 2017 (Company No: 10319743).

In addition, site specific ‘Local Delivery Vehicles’ (LDVs) were also created on 30" January 2017 to
potentially act as separate operating companies tasked with the delivery of each individual Garden
Community.

NEGC Ltd was established as a wholly owned public entity between The Councils to act as the body
to guide the proposed Garden Communities through the design process and into implementation,
providing ultimate oversight and scrutiny of the delivery.

The Shareholders of NEGC Ltd are Essex County Council (Essex), Braintree District Council
(Braintree), Colchester Borough Council (Colchester) and Tendring District Council (Tendring)
(together referred to as “The Councils™) with each holding a 25% shareholding.

As approved by each of The Councils (as shareholders of the Company), the Directors of NEGC Ltd
are currently nominated as:

e ClIr Tim Young (representing Colchester Borough Council);

e Cllr Neil Stock OBE (representing Tendring District Council);

e ClIr John Spence CBE (representing Essex County Council); and
e CllIr Graham Butland (representing Braintree District Council).

In addition to the Directors, there are nominated Alternate Directors in place for each of the
shareholders as follows:

o CllIr Carlo Guglielmi (representing Tending District Council in the absence of ClIr Neil Stock

OBE);

e ClIr David King (representing Colchester Borough Council in the absence of Clir Tim
Young);

e Cllr David Finch (representing Essex County Council in the absence of ClIr John Spence
CBE); and

e ClIr Lynette Bowers-Flint (representing Braintree District Council in the absence of Clir
Graham Butland).

NEGC Ltd Interim Business Plan
Draft — August 2018
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Cllr John Spence OBE currently acts as the Chairman of the NEGC Ltd Board, a position that the
Board has agreed should continue until the end of the 2018/19 financial year, or until such point as a
Development Corporation is established in North Essex.

The Purpose of NEGC Ltd is set out in Schedule 1 of the NEGC Shareholders Agreement as follows:

The purpose of the Company is to coordinate the funding of the LDVs and to oversee and hold to
account the LDVs in order to develop each of the Properties as Garden Communities, being self-
sustaining communities which secures the future stewardship of public assets for community
benefit, the design, development and delivery of which is underpinned by local public sector

leadership, a strong vision and long term planning and effective engagement.

In addition to the above, and in August and September 2017, all four councils approved the ability for
NEGC Ltd to explore with Government the potential for creating a locally led development
corporation for North Essex. This is currently the primary focus of the work that NEGC Ltd will
undertake ahead of progressing the Local Delivery Vehicles.

Alongside the Purpose, Schedule 1 of the NEGC Shareholders Agreement also sets out 11 objectives
that a Garden Community should achieve. Refer to Chapter 3 for further information.

NEGC Ltd will operate to deliver its services in a commercial way, while maintaining high standards
of integrity and social purpose. As a private limited company, it is controlled by Board Members who
have a duty to promote the success of the company for the benefit of its shareholders as a whole.

The Board has an overall responsibility for overseeing the successful delivery of the Garden
Communities across the area in accordance with Business Plans, planning frameworks and Local
Plans.

The Board meets at least quarterly to carry out this work and receives regular reports on progress
against operational matters and programme budgets.

2.4 Progress so far

The Councils have been working jointly for several years to plan effectively for long-term growth
across the area. This has involved joint work prior to NEGC Ltd being formally set up. Considerable
progress has therefore been made over recent years, including:

e Council commitment to funding the delivery vehicle to deliver the Garden Communities,
(subject to Business Plans being agreed, affordability and value for money)

e Council commitment to leading the delivery of the Garden Communities including approvals
for and the subsequent establishment of NEGC Ltd.

e Exploring the potential establishment of a locally led development corporation — which could
become the first in the UK.

e In principle support from The Councils to long term public sector funding to enable delivery
(subject to future business cases and being able to demonstrate affordability and value for
money).

NEGC Ltd Interim Business Plan
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e Becoming part of the Garden Towns Villages & Cities programme run by the Ministry of
Housing, Communities & Local Government (MHCLG). North Essex Garden Communities
is the largest and most ambitious project in the programme. Being part of this programme
provides direct access to other Garden Towns with associated learning and
knowledge/information sharing opportunities.

e Since 2015, securing over £2m of capacity funding and support from MHCLG to support in
bringing forward the design, planning and technical work necessary to evolve and bring
forward the proposals. This is in addition to £2m of capacity funding that the partnership
Councils have also contributed to the programme.

e Securing funding and in kind commitment from each of The Councils to provide necessary
resources to lead on project management, planning, programming and communications, and
evolving work on operational readiness.

¢ Coordinating the Council’s approach to Local Plans, including the confirmation, publication
and Examination in Public of a joint ‘Part 1” of the Local Plans which sets out a shared
strategy to growth in North Essex and preferred locations for new Garden Communities.

e Council preparation of Issues and Options strategic site Development Plan Documents
(DPDs) for each Garden Community.

e Building relationships with land owners and promoters and establishing necessary structures
to lead on the delivery of the proposals.

o Development of a community engagement programme, including providing community
enablers for the benefit of each proposed community.

e Developing stewardship arrangements for the long-term maintenance of public amenities.

e Progressing work on a financial model, initiating discussion with Government over long term
funding, soft market testing, and testing finance and scheme funding parameters.

e Increasing and direct high- level engagement with Government on the potential for direct
infrastructure investment, the use of new delivery powers such as those enabled via the
Neighbourhood Planning Act in respect of locally led development corporations, and
opportunities for comprehensive land assembly.

e Two Forward Funding Housing Infrastructure Funding bids that were submitted by ECC for
approximately £165m in total have been successful and have made it through to Round 2
which is a period of co-development of a potential business case.

A peer review of the programme has been undertaken by a team of experts led by Lord Kerslake.
The report’s recommendations can be found here
[http:/imww.essex.gov.uk/News/Documents/Garden_Communities.pdf]. Since the review was
conducted NEGC Ltd and The Councils have responded as follows:

e Preparing individual ‘concept frameworks’ for each community and a ‘Prospectus’ that sets
out the vision for the programme as a whole

e Appointed a full time Group Managing Director for NEGC Ltd and dedicated project team.

e Strengthened engagement with Government including a number of high profile visits from
Government officials to North Essex, including the MHCLG Permanent Secretary, Melanie
Dawes, and adding Homes England representation to the NEGC Ltd Board

NEGC Ltd Interim Business Plan
Draft — August 2018
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The Local Plan Process

The Local Plan process is clearly relevant to the work that NEGC Ltd will be undertaking in 2018/19.
For the sake of clarity, it is therefore worth setting out the different roles that the Councils have in
their function as planning authorities and their roles with respect to the operation and ownership of
NEGC Ltd.

The three Local Planning Authorities (Colchester, Tendring and Braintree) are responsible for taking
forward their respective Local Plans and are currently promoting the allocation of the Garden
Community sites through their Draft Local Plans. The soundness of the Local Plans will ultimately be
determined by an independent Inspector appointed by the Secretary of State.

However, it is clear that the work undertaken by NEGC Ltd to help to deliver the Vision is separate
to, and will not pre-judge, the outcome of the Local Plan processes. Indeed, the work of NEGC Ltd
does not propose to adjust or alter the approach to the Local Plan provisions regarding these
communities.

Following the conclusion of the Section 1 Examination in Public (EiP) sessions, the Local Planning
Authorities received two letters from the Planning Inspector during the course of June 2018. One

letter concluded that the Local Planning Authority’s approach to housing need was sound. This first
letter set out his considerations and thoughts on the broad matters covered in the Section 1 evidence.

This first letter outlined some areas where the Inspector considers further work would need to be
undertaken in order that the Garden Communities proposals contained in Section 1 could be found
sound. The Inspector also provided three options for the Local Planning Authorities to consider in
terms of moving forward: Option 1 which was to temporarily remove the Garden Communities from
Section 1 and proceed with Section 2 Local Plans prior to reinstating Garden Communities proposals
in the development plan subject to later decisions by the Local Planning Authorities; Option 2 which
was continue with Section 1 and present further evidence for consideration at a future EiP; Option 3
was to start the Local Plan process again.

The Local Planning Authorities have considered those options and all three have decided to proceed
by collecting the additional evidence required by the Inspector and asking the Inspector to continue
with the Local Plan Examination. The Planning, transport/infrastructure and viability work that
NEGC will need to do to support the Local Planning Authorities with progressing the evidence base
therefore forms a significant part of the revised 2018/19 Interim Business Plan for NEGC Ltd

At midnight on Tuesday 24 July 2018, New Towns Act 1981 (Local Authority Oversight) Regulations
2018 came into force. In June 2018, MHCLG issued Guidance for the implementation of locally led
development corporations. Taken together, these Regulations and Guidance enable Local Authorities
to present a proposal to Government for the creation of a locally led development corporation in their
area(s). NEGC is undertaking work to evaluate and develop a proposal for a locally led development
corporation to deliver the three garden communities in North Essex. This delivery work therefore
forms a significant part of the revised 2018/19 Interim Business Plan for NEGC Ltd. The aim is to
prepare options for consideration by the Board and the Shareholder Councils during 2019.

Role & Purpose of this document

This document has been produced to set an Interim Business Plan for NEGC Ltd for the 2018/19
financial year to enable it to provide support to the Local Planning Authorities in progressing Section
NEGC Ltd Interim Business Plan

Draft — August 2018
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1 of their Local Plans and to develop proposals for a locally led development corporation. It has been
prepared in accordance with Section 5 of the NEGC Ltd Shareholders Agreement that says:

5.1 Interim Business Plans

Until such time as a Long-term Business Plan is adopted in with this Clause 5, the Company may

operate under such business plan as the relevant Board shall determine.

This Interim Business Plan provides an overview of the vision, objectives, necessary workstreams,
governance, funding and actions required to deliver NEGC Ltd’s scope of work and bring forward a
number of priorities for 2018/19 to move the Garden Communities towards delivery phase. Given the
early stage of the wider project, and continual evolution of the programme’s delivery approach, it is
recommended that this document is kept under constant regular review.

This Interim Business Plan will act as a precursor to the preparation of a ‘Long-Term Business Plan’
as defined at Section 5.2 of the NEGC Shareholders Agreement. It is envisaged that this Long-Term
Business Plan will be submitted to the Board for approval in January 2019 (noting that this may need
to be reviewed should a decision be made on whether to proceed with a locally led development
corporation).

NEGC Ltd Interim Business Plan
Draft — August 2018
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3.1

Introduction

The Councils have been evolving the approach to the NEGC programme for some time, including
detailed consideration of the spatial approach to development across the local area (through the
preparation of Local Plans), and associated consideration of delivery and implementation

mechanisms.

Given the scope and scale of the anticipated public sector role in delivery, potential financing and the
wider achievement of garden community ambitions, the approach that is adopted will need to accord
with the process of preparing an appropriate ‘Business Case/s’ in line with the HM Treasury Green
Book. This will be separate to but closely associated and aligned with wider business planning
activity related to the operations of NEGC Ltd as set out in this document, and as required by the

Company Articles of Association.

The overall process map relating to the preparation of such HM Treasury Green Book Business Case/s
is set out at Figure 2.1, providing an overview of how the project progresses from outline to full detail

stages.

Figure 3.1: Business Case Development Process Map

Initial consideration of Shortlist appraised
objectives, case for Preferred option
intervention & best fit options identified

Strategic Outline

Outline Business

Case Case

Commercial deal to
enable delivery

identified

Full

Business

Case

Review and agreement | H

Decision to conduct
detailed appraisal

Decision to hold
commercial
negotiations

Decision to go ahead,
sign contracts

Work undertaken by The Councils to date has advanced work pertaining to several key components of
the Strategic Outline Case stage of the process, most notably in defining the strategic need and partner
objectives, and beginning to consider the associated management, commercial, financial and

economic considerations.

The approach going forward through 2018/19 will further evolve and refine the way forward and lead
to the preparation of a subsequent Outline Business Case/s in line with the Green Book methodology.

This will enable The Councils and other partners to make decisions on the scope and scale of public
sector direct involvement in the delivery process. This will focus on the planning (pre-procurement)

NEGC Ltd Interim Business Plan
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phase to better define the preferred option, value for money assessment, affordability and
achievability. It will set out further information across:

the Strategic Case — further evolving the business strategy aims and objectives;

the Economic Case — a full review of business options, their economic appraisal (including
consideration of benefits, risks and sensitivities);

the Commercial Case — outlining the envisaged structure/s, key contractual terms/operational
and implementation considerations;

the Financial Case — a detailed analysis of funding needs, affordability and net impacts on
income/expenditure and balance sheets; and

the Management Case — setting out how the scheme will be delivered with an outline of the
proposed programme/project management plan and procurement.

The final stage will be to draw together the approach into a Full Business Case/s, which will define
and select the preferred service solution, fully define the implementation arrangements and funding
requirements. This can follow relatively quickly from the outline stage.

Appendix B provides an overview of the key rationale for intervention and decision making to date,
including the strategic context to the proposal, the case for change and an indication of the proposed
way forward. It sets out information pertaining to several key components of the ‘Strategic Outline
Case’ as per the HM Treasury Green Book and forms the basis of subsequent work in 2018/19, which
will feed into the development of the *Outline Business Case/s’.

NEGC Ltd Interim Business Plan
Draft — August 2018
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NEGC Vision & Strategic Objectives

4.1

4.2

4.3

Introduction

A mission statement, a vision and a set of objectives provides the strategic framework within which
the company will operate and which emerging proposals can be evaluated over time. The strategic
context will continue to evolve over time and new influences will undoubtedly emerge. This interim
Business Plan for NEGC Ltd therefore represents a *starting point’.

Mission Statement for North Essex Garden Communities Limited

The overall Mission Statement for NEGC Ltd sets out in high level terms what the company will do:

To lead, create, inspire and develop exemplar self-sustaining Garden Communities across North Essex

through working proactively and effectively in partnership with local communities and key stakeholders.

Vision for North Essex Garden Communities Ltd

The overall Vision Statement for NEGC Ltd sets out in high level terms why and how the company is
pursuing its mission statement.

There have been a number of vision statements prepared for the individual North Essex Garden
Communities projects including those set out in the Local Plan and NEGC Prospectus. The following
overall Vision Statement for NEGC Ltd is consistent with both of these documents as well as the
NEGC Charter.

NEGC Ltd Interim Business Plan
Draft — August 2018
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Our vision is to establish an area for growth across North Essex that is of strategic national importance.
At the heart of our vision are the creation of new Garden Communities where people want to live, work
and play.

Our vision has three interconnecting strands: jobs, sustainable communities and a supportive
infrastructure:

o Jobs: to achieve our vision, we will strive to make North Essex an area of inclusive economic growth
and prosperity, of strategic importance to the economy of the UK, with businesses capable of
competing on a national and international stage. To make this happen we will help North Essex
create a diverse and thriving economy, with a great choice of job opportunities across many sectors,
and growing prosperity and improving life-chances for all its citizens, today and into the future;

Communities: sustainable development principles will be at the core of the Garden Communities,
balancing social, economic and environmental issues. The garden communities will attract residents
and businesses who value innovation, community cohesion and a high quality environment, and who
will be provided with opportunities to take an active role in managing the garden community to
ensure its continuing success;

Infrastructure: within the new garden communities, there will be a focus on providing the right level
of infrastructure (roads, utilities, education, health, green areas, community and leisure centres etc.)
at the right time to in a manner that supports the development of substantial new growth whilst
ensuring that the countryside and heritage assets are protected and enhanced. Surrounding the
garden communities, there will be a focus on ensuring that improvements to the supporting strategic
infrastructure will be planned and implemented alongside the development of the new garden
communities.

4.4 Strategic Objectives for North Essex Garden Communities Ltd

The following strategic objectives have been derived from the objectives as set out in Schedule 1 of
the NEGC Shareholders Agreement. They have been designed to deliver the mission statement and
vision for NEGC Ltd. They have not been set in any order of priority on the basis that the delivery of
Garden Communities requires a holistic approach that ensures the key strands are delivered in an
inter-connected manner.

NEGC Ltd Interim Business Plan
Draft — August 2018
COMMERCIAL IN CONFIDENCE 14



North Essex ity
Garden Communities

NEGC Ltd.’s overarching mission is to make North Essex a place where people want to live, work and play
by delivering new Garden Communities. We will achieve that goal by delivering the following objectives:

e Undertaking consistent and meaningful engagement with existing and proposed communities to
ensure they are at the heart of the Garden Communities’ evolution.
Fostering economic development within the Garden Communities in order to create a resilient and
self-sustaining economy, and also offering access to a strong local jobs offer in North Essex in
order to help achieve a better balance between the location of jobs and housing.
Providing connectivity to and within the new Garden Communities to be achieved through the
timely provision of physical and social infrastructure in an integrated manner to ensure ease of
access and movement across the North Essex area.
Focusing on innovation within the Garden Communities to future proof them by securing the
delivery of a smart and sustainable approach to the design and management of services,
infrastructure and utilities through the application of the highest standards of technology.
Ensuring that the quality and design of place in the Garden Communities are seen to be exemplar
and can create great places to live, work and play with access to great green spaces; in a manner
that attracts both existing and future residents in North Essex as well as those from further afield,
including the provision of different types of tenure.
Establish and implement suitable models for the long term stewardship of community and place
making assets that are structured and funded in a manner that provides long term management and
governance of those assets.
Achieve sustainability in its widest sense not only because the new Garden Communities are places
that excel in their environmental quality and performance including healthy living, but also because
the places are commercially sustainable in a manner that supports delivery and is capable of
providing ongoing revenue receipts for reinvestment by the respective shareholders.

4.5 The North Essex Garden Communities Prospectus

A prospectus has been produced to set out and illustrate the strategic potential, with an ambition to
establish North Essex as a key corridor of growth of national significance. The prospectus focusses on
two key strands:

e creating a corridor of economic growth and prosperity, with North Essex having a diverse and
thriving economy; and

e securing investment in all supportive infrastructure, ranging from transport through to green
infrastructure, innovation, skills and social & community development.

The prospectus also sets out 10 strategies that will ensure that the objectives are delivered and these
are listed below:

NEGC Ltd Interim Business Plan
Draft — August 2018
COMMERCIAL IN CONFIDENCE 15



North Essex ity
Garden Communities

Strategy 1: “Good Design’ — the very best in Garden Community planning and design
Strategy 2: “Employment Opportunity” — growing the productive economy of North Essex
Strategy 3: “Green Infrastructure” — blue and green spaces all

Strategy 4: “Integrated and Sustainable Transport™ - mobility for all

Strategy 5: “Smart and Sustainable Living”> — community infrastructure

Strategy 6: ““Living Environment™ — new homes to support growth

Strategy 7: “Community Engagement”

Strategy 8: ““Active Local Stewardship™

Strategy 9: ““Strong Corporate and Political Public Leadership”

Strategy 10: “Innovate Delivery Structure™

These strategies are consistent with NEGC Ltd mission statement, vision and objectives outlined in
sections 4.1 — 4.4 above.

NEGC Ltd Interim Business Plan
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NEGC approach

5.1

Overarching approach

The delivery of this ambitious vision of the Garden Communities will require a positive and active
approach by both the public and private sectors.

Notably, and different from standard development approaches, The Councils are taking a proactive
approach to delivery of the Garden Communities — their masterplanning, promotion and development.

The approach reflects an anticipated need for strong public-sector leadership, but with flexibility to
integrate appropriate partnership approaches and sharing of project risk and reward where these can
deliver on the programmes objectives.

The active involvement of the public sector in supporting the delivery of the Garden Communities
will be rewarded not just by the creation of great places for the residents of North Essex to live and
work in, but also through unlocking a share of the value created through this endeavour.

For the delivery structure to succeed, deliver on the vision and realise the potential, there will need to
be close working between The Councils, Government, landowners, developers, funding & delivery
partners as well as local communities.

From the outset NEGC Ltd has been established to oversee and coordinate this activity.

It is also recognised that the delivery structure will need to adapt to local circumstances and adopt the
most appropriate structure to deliver on the vision and objectives.

The Councils have agreed that NEGC Ltd should explore the establishment of a locally led new town
style ‘Development Corporation’ as enabled by the Neighbourhood Planning Act 2017. A locally led
Development Corporation has great potential to provide a strong and focussed body responsible for
delivery with wide ranging powers in terms of land acquisition, funding and planning.

e Secure appropriate control and/or take ownership of the land through whatever means
necessary (via negotiation or compulsory purchase);

e Bring forward proposals in line with an approved masterplan and secure necessary
approvals);

e Undertake pre-development and facilitating works;

o Deliver infrastructure works to meet requirements of the masterplan, planning application/s
and conditions;

e Create serviced development plots;

e Market the development sites and seek the best price achievable in the open market,
consistent with the achievement of desired design and quality standards;

e Arrange development agreements with the successful bidders;

e Supervise the construction to ensure standards are achieved:;

o Distribute the receipts in accordance with the terms of and associated land, funding or
delivery partner agreements; and
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e Ensure that public facilities and assets are adopted and/or transferred to appropriate bodies to
secure their long term stewardship.

Funding arrangements would be agreed for each operational delivery body in liaison with NEGC Ltd.
The operational delivery bodies would be responsible for identifying and securing appropriate funding
to enable the provision of services and infrastructure at the time when it is needed by the community.

5.2 Approach to Planning & Infrastructure

5.3

The proposed Garden Communities will need to be planned carefully, be appropriately located, and
accessible by a wide range of sustainable forms of transport. Provision will need to be made to
provide the full range of supporting services and facilities. Job creation would need to go hand in
hand with population growth to provide new and enhanced economic opportunities for existing and
new residents.

Future growth at scale will undoubtedly create demand for additional road and rail use with the
associated need for new and upgraded infrastructure, both within and outside the Garden
Communities. The education needs of a growing population must also be addressed, requiring careful
planning to assess future pupil numbers and address further education needs. Opportunities must be
provided for local affordable housing, helping all on to the property ladder. The ageing profile of
residents also requires a proactive response to provide the right type and mix of homes, including
independent living and supporting services; as well as sufficient healthcare facilities to support both
older residents and the population as a whole. It will also be important to ensure a housing mix that
encourages older people to live in the Garden Communities from day one.

To facilitate this, NEGC will need to lead a programme of masterplanning work to enable progression
once Section 1 of the Local Plan has been agreed. This masterplanning will enable the local Planning
Authorities to progress further iterations of the Development Plan Documents for the three sites, a
process that could evolve into the preparation of Local Development Order(s) should a Development
Corporation designation be forthcoming.

In relation to Infrastructure, the timely delivery of this will be a central element of the work that
NEGC will need to undertake in order to ensure effective delivery of well-planned Garden
Communities. Infrastructure includes on-site (e.g. roads, utilities, energy, green spaces, education,
health, community centres) and off-site (e.g. roads, public transport). The benefit of this
‘infrastructure led’ approach is that there can be more confidence by existing communities that the
appropriate level of supporting infrastructure is planned, delivered and financed at the right times
during the phasing of the future development of the Garden Communities.

Approach to Delivery & Finance

In order to give The District Councils as planning authorities, and the public, confidence that the
communities will be delivered as intended, it is proposed that the public sector will take the primary
responsibility — setting up and funding the delivery structure and ensuring the Garden Communities
can deliver on their ambition.

The proposed approach is one of a public sector led delivery structure as set out above, with
responsibility for bringing the projects forward through further design and planning stages, and into
NEGC Ltd Interim Business Plan
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implementation through the direct delivery of infrastructure alongside the generation of income from
serviced land sales. The structure would facilitate the delivery of infrastructure and disposal of
serviced plots to house builders/commercial developers who would be responsible for physical
building construction costs and property sales, within approved design parameters. The approach does
not preclude the opportunity for public sector stakeholders to directly deliver development should
they wish, however it does enable The Councils and the delivery project vehicles to manage their
risks.

In accordance with approved Cabinet decisions across The Councils, ‘in principle’ commitment has
been given to consider funding. Subsequent business cases will determine a detailed set of funding
requirements; including the scale of funding required and the timescales which will be relevant to
each block of funding. This further work will be presented back to The Councils and will consider the
appropriate future funding mix including opportunities for leveraging in private sector and other
sources of funding.

Approach to Economy, Engagement & Communications

The development of three substantial Garden Communities amounting to around 45,000 homes
requires an ambitious economic strategy for North Essex to ensure that the new settlements don’t just
become dormitory towns but more importantly have a catalytic effect in the wider economy. At the
heart of the economic offer for the Garden Communities will be the creation of an ambitious
economic strategy for North Essex involving The Councils, the university, economic partnerships and
NEGC. As this work progresses, key business representatives will also play an important role,
ultimately becoming advocates for the strategy.

As NEGC moves more to the delivery phase, it will also need to focus on its PR and Communications
activity. In particular, the masterplanning work (including infrastructure aspects as a key theme) will
require a more in depth and sophisticated public engagement programme than has taken place to date
—moving it away from being a statutory and Local Plan issue. In addition, the North Essex economic
strategy will need to be communicated and ‘marketed’ both across the region and internationally.

Approach to Innovation

Given the long term nature and overall scale of the ambition, it will be important to ensure that the
Garden Communities embed a forward thinking approach, including full and active consideration
across new and innovative aspects of community life and place management. It will also be important
to ensure that opportunities for innovation across the Garden Communities should support Garden
City Principles and improves the quality of life for both new and existing residents.

Opportunities for innovation across the North Essex Garden Communities will be explored under
three themes of ‘People; Place; & Operation’ to ensure they can accommodate and make full
advantage of new and modern approaches that can add value. Opportunities could range from new
forms of transport including accommaodating future anticipated trends in movement, through to
implementing the ‘Smart City’ agenda such as via technology and sensors to ensure the new places
and associated utility infrastructure are run effectively and efficiently to achieve sustainability gains.

NEGC Ltd Interim Business Plan
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The approach will need to draw from the very best innovators from local, national and international
realms. It will consider key opportunities and involve horizon scanning to ensure that NEGC Ltd is at
the forefront of both thinking and implementation.

A key part of the approach will be the need to define the inter-relationships and pre-conditions needed
to encourage and facilitate innovation across a variety of topics and themes and ensure these are
embedded in the approach to related activity such as masterplanning and economic strategy
development.

Approach to Legacy & Stewardship

The Garden Communities will be developed and managed in perpetuity with the direct involvement of
their residents and businesses.

Residents will be directly engaged in the long-term management and stewardship, fostering a shared
sense of ownership and identity. The legacy and stewardship approach will develop over many years,
but from the outset will be planned to create the conditions needed to place people, community,
identity and belonging at the heart of successful and healthy place making.

The development of community assets such as parks, allotments, community centres, other forms of
communal space, schools, local centres and opportunities for formal and passive recreation will form
guiding principles of the development.

An organisation, such as a community trust, Parish/Town Council or similar, could be set up and
funded to maintain and develop community assets over the long term. The new community will be
empowered from the start, secure community benefits in perpetuity and be provided with sufficient
financial resources to deliver on this role. Although the approach to legacy and stewardship hasn’t
been settled yet, its remit might include:

¢ Provision and maintenance of parks, other open space & community assets;

e Generate revenue streams from endowments & community assets;

¢ Reinvest income for the benefit of the community;

e Advance public education, especially environmental awareness;

e Promote health and wellbeing, provide facilities for leisure and recreation; and

e Lead and coordinate local community development, including community events.
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6. NEGC Ltd - Priorities & Deliverables for 2018/19

6.1 Operational Priorities for 2018/19

It is envisaged that the key operational priorities for NEGC Ltd during 2018/19 will be:

Continuing to advocate and work with Government for the establishment of a locally led
Development Corporation(s) in North Essex including the preparation of a Development
Corporation operating structure and funding requirements for testing with Government.
Undertaking some initial work with The Councils to prepare a mandate in support of a
designation for a locally led Development Corporation in North Essex that is financed and
supported by all NEGC directors and shareholders.

Stepping up engagement with the existing and proposed new communities to give them a
strong sense of ownership of the emerging new Garden Communities.

Assisting The Councils with work required to progress their Local Plans including: additional
infrastructure, delivery and phasing work; demonstrating the viability of the Garden
Communities; and input into the Rapid Transit System work.

Assisting in the creation of a North Essex Economic Strategy, and ensuring that it maximises
the benefits to the Garden Communities.

Preparing a costed Business Plan for approval by the Board by January 2019 (noting that this
may need to be reviewed should a decision be made on whether to proceed with a locally led
Development Corporation).

Exploring the approach to secure an interest in land either via negotiation or compulsory
purchase.

Evolving the optimum approach to delivery including the corporate delivery and financing
structure, exploring finance agreements with potential external funding and delivery partners.
Engaging with Infrastructure and Utility providers to confirm anticipated infrastructure
demand and how it may be provided (considering the benefit of public/private ownership
options), over the proposed NEGC development period.

These priorities, along with the key Council dates, are set out in the table below:

NEGC Date Council Date Activity

July 2018 N/A Development Corporation Regulations Laid in
Parliament

Autumn 2018 N/A Engagement on high level issues and opportunities

with existing and proposed communities

September 2018 | December 2018 | Delivery of North Essex Economic Strategy

November 2018 December 2018 / | Development Corporation operating structure and

January 2019 funding requirements

January 2019 March 2019 Board to approve NEGC Ltd Full Business Plan

with potential land deal(s)
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Further detail on the sequencing of these milestones and the NEGC priorities is set out in Appendix A
of this Business Plan.

Clearly, the creation of the Garden Communities is a long term programme. During the first few years
of operation NEGC Ltd will be engaging and working with partners and local communities to further
evolve the vision for the area, develop the forward strategy and agree longer term delivery plans.

Key Workstreams & Activities for 2018/19

It is envisaged that the operating structure will continue to be reviewed through 2018/19 and informed
by a number of workstreams, to ensure that an appropriate approach is in place to deliver on the
projects vision and objectives, and level of local ambition.

For NEGC Ltd to achieve the objectives, deliverables and targets set out in this document, there will
need to be sufficient resources in place to take proposals forward.

Notwithstanding the above, key activities for each of the NEGC workstreams are set out below:

1. Development Corporation Mandate

The Councils agreed (through Cabinet resolutions in late 2017) that NEGC explores the potential for
creating a locally led Development Corporation in North Essex. Since that time, NEGC has been
helping and advising Government on amendments to the New Towns Act 1981 to facilitate locally led
Development Corporations and how that might apply and benefit the North Essex Garden
Communities programme. Government laid revised regulations in Parliament in July 2018. This now
enables NEGC to develop an operating structure and funding requirements for a potential North Essex
Development Corporation(s) and begin to work with The Councils to prepare a ‘mandate’ which will
include a request for those powers to be devolved as part of any designation. The submission of this
mandate would be subject to Section 1 of the Council’s Local Plans being found sound sometime
during 2019.

During 2018/19 NEGC Ltd will:

o Develop an operating structure and funding requirements for a potential locally led
Development Corporation in North Essex.

¢ Undertake some initial work on a draft Mandate for a potential Development Corporation in
conjunction with The Councils.

e Continue to engage closely with Government to consider the scope and scale of Government
involvement and support for a locally led Development Corporation in North Essex.

2. Business Strategy & Plan

This Interim Business Plan will act as a precursor to the preparation of a financed ‘long-term Business
Plan’ as defined at Section 5.2 of the NEGC Shareholders Agreement.
NEGC Ltd Interim Business Plan
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During 2018/19 NEGC Ltd will:

e Work with The Councils to consider their ‘hard” and “soft’ ambitions and wider objectives for
the Garden Communities.

e Evolve the corporate delivery and financing structure to best achieve the aims and objectives
of The Councils.

o Evolve outline business cases as necessary in relation to funding needs and financing
proposals.

e Prepare a costed Long-Term Business Plan that will be submitted to the Board for approval in
January 2019 and thereafter to The Councils for their approval.

3. Planning & Transport

e Undertaking Planning and Transport studies that assists The Councils with work required to
progress their Local Plans including: additional infrastructure, delivery and phasing work;
demonstrating the viability of the Garden Communities; and input into the Rapid Transit
System work.

During 2018/19 NEGC Ltd will:

e Continue to provide assistance and advice to The Councils Local Plan teams in relation to the
Local Plan (Section 1) process including the preparation of relevant key additional evidence
and technical studies such as.

e additional infrastructure, delivery and phasing work;
e work to demonstrate the viability of the Garden Communities;
e input into the Rapid Transit System work.

4. Infrastructure & Utilities

Extensive work has already been undertaken by Essex County Council working with Highways
England on the route options for the A12 and A120 and also by all of four councils on the North
Essex rapid transit proposals. It is envisaged that this work will be connected to the Planning and
Transport workstream outlined above.

During 2018/19 NEGC Ltd will:

¢ Evolve demand and capacity studies for strategic on site infrastructure works, including
opportunities to accelerate infrastructure delivery and benefit from Government funding
initiatives.

e Continue to work with Essex County Council, Highways England, the Department for
Transport, Government, and other relevant stakeholders to advocate for, and assist in, the
delivery of the A12 and A120.

e Engage with Network Rail and other relevant stakeholders to consider and evolve wider
infrastructure opportunities such as those presented in relation to access to the Greater Anglia
network.
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e Evolve the feasibility of the North Essex Rapid Transit System proposals in partnership with
The Councils.

o Engage with utility providers to ensure their best co-operation and wherever possible
the inclusion within their capital programmes of the relevant infrastructure demand from the
proposed NEGC development.

5. Commercial Delivery

As part of the consideration of the locally lead Development Corporation, by both NEGC and The
Councils, it will be necessary to consider the optimum approach to delivery, including the corporate
delivery structure, funding options and sources to support the programme.

The delivery workstream will also need to consider whether commercial deals that meet the
Development Corporation’s objectives can be agreed with the existing landowners across the Garden
Community sites or, alternatively, whether there is sufficient evidence to progress Compulsory
Purchase Orders to gain control of the land once the Development Corporation is in place.

During 2018/19 NEGC Ltd will:

o Consider options for land control and securing appropriate infrastructure to enable a start on
site within the required timescale.

e Fully investigate and identify the optimum approach to funding — both for short term revenue
needs and longer-term infrastructure/land purchase.

o Fully assess the implications and opportunities offered via fully public sector funded route,
including discussions with HMT, MHCLG and the HCA over their potential roles and
potential for financial flexibilities.

e Identify and develop proposals for the financing and delivery of the development including
infrastructure (e.g. master developer company) to ensure quality and deliver value for money.

e Investigate further the mechanism and opportunities presented by compulsory purchase
powers.

e Investigate the potential for collaboration with partners in relation to cost synergies, for
example the related commercial opportunities that the Garden Communities could bring to the
‘peripherals’ of the programme.

6. North Essex Economic Strategy

Work is currently underway and will continue throughout 2018/19 to develop an ambitious economic
strategy for North Essex. This work involves NEGC, The Councils, the university, economic
partnerships as well as other key economic stakeholders. This Strategy will aim to leverage economic
growth from the Garden Communities for the benefit of North Essex as well as seeking to attract
major employers to North Essex.

NEGC will play a pivotal role in the evolution and delivery of the North Essex Economic Strategy.
During the 2018/19 NEGC Ltd will:
NEGC Ltd Interim Business Plan
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Work with The Councils and key partners to deliver the North Essex Economic Strategy,
ensuring that it maximises the benefits of Garden Communities.

Work closely with partner marketing and communications team to ensure that the
North Essex Economic Strategy is communicated and ‘marketed’ both across the
region, nationally and internationally.

7. Public Relations & Communications Strategy

As NEGC moves into facilitating the delivery of the Garden Communities, it requires an increase in
its public relations and communications activity. This will be distinct and separate to The Councils
engagement and consultation processes associated with the statutory Local Plan making process.

During 2018/19 NEGC Ltd will:

Step up engagement with a programme to discuss high level issues and opportunities with the
existing and proposed communities.

Ensure that, the North Essex economic strategy is communicated and ‘marketed’ both across
the region and internationally.

Continue and advance the work already underway with partners and local communities to
refresh the vision for the area and develop a strategy to market and deliver it.

Continue to engage with the main areas of Government including MHCLG, Homes England,
Department for Transport, Highways England and HM Treasury.

Regularly brief and update all affected MPs on the Garden Communities.

Engage in lobbying within Parliament, especially in relation to the Development Corporation
proposal.

8. NEGC Company Matters

Work has been undertaken to enable NEGC Ltd to manage the key workstreams and activities. This
work has investigated the potential for NEGC to undertake more of the processing for the financing
and procurement activities utilising The Councils finance and procurement systems. This will remove
the requirement for NEGC to have to rely exclusively on support from The Councils.

During the period, NEGC Ltd will:

Create a suite of financial and contract policies to enable NEGC to operate and function more
independently.

Evolve and refine the in-house project management approach to include dedicated contract
and budget management resources.

Establish a NEGC company management structure.
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6.3 Programme Timeline & Key Milestones

This 2018/19 period reflects the current position of the NEGC Ltd as a relatively new organisation.
Engagement with partners and stakeholders is underway in order to develop a longer term detailed
plan. Future long term business plans will provide more detailed information on workstreams,
activities, outputs, performance measures and outcomes.
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Programme Management

7.1

7.2

Operating Model

For NEGC to achieve the objectives, deliverables and targets set out in this document, there will need
to be sufficient structures and staff resources in place to take proposals forward.

The NEGC operating model is based on a small core team which has responsibilities for:

e Project leadership and vision.

e Business strategy and structure.

e Programme and project management, including the coordination of workstreams and
commissioned work.

o Concept development through the evolution of site specific masterplans.

e Planning for infrastructure, identifying and lobbying for funding.

o Evolving the economic strategy and exploring opportunities for innovation.

¢ Community outreach and engagement to make resources available to local Parish Councils
and interest groups to help engagement in the process.

e Communications, engagement and marketing to ensure proposals evolve with local
community involvement and are understood by wider audiences.

The operating structure will become more self-sufficient as time goes on but will continue where
appropriate to draw on the support of a range of specialists across the other partners, including on
planning, legal and financial officers within each of The Councils. A service level agreement will be
put in place to provide support services for NEGC such as accommodation, ICT, human resources and
payroll. Other specialist services like Planning, Engineering, Architects, Strategic Finance, Tax,
Commercial Delivery, and Property Agents will be provided by external consultants.

Staffing Structure

The team scope and remit will evolve and expand considerably over the first few years as the locally
led development corporation structure and individual project vehicles require more detailed support in
terms of design and planning, including the need for multi-disciplinary technical inputs.

During the course of 2018/19, the current staff team at NEGC Ltd is likely to remain in place and be
supplemented by specific experts, either employed as contractors or through consultancy contracts:

o Employees: Group Managing Director (currently directly employed by NEGC Ltd); Head of
Programme; Programme Manager; Communications Manager; Delivery Team Administrator
(currently employed by Colchester Borough Council and seconded to NEGC Ltd).

e  Expert contractors!: Commercial; Procurement; MMC/Construction; Finance; Engagement &
Marketing.

! Rates commensurate to Living Wage levels.
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e Consultants: Economic Strategy; Delivery & Financial; Tax; Planning & Property; Legal;
Land & Valuation; Masterplanning & Transport; PR & Communications; Company
Secretary.

7.3 Governance
The NEGC Ltd Board oversees and provides strategic direction to the overall programme.

The day-to-day working of NEGC Ltd will be overseen by the company’s Group Managing Director
and supported by a dedicated Programme Delivery Team who will coordinate all work and
programme-related activity, including overall project programming and budget management.

The work of the core NEGC team will also involve some close joint working with a range of internal
and external stakeholders, including officers from The Councils across a number of key areas.

The Programme workstreams will focus on the following specific areas:

e Planning & Infrastructure: to advance masterplanning and project infrastructure
requirements and dependencies.

e Commercial & Delivery: to evolve the commercial delivery and land model, financial
analysis, legal and corporate financing and tax considerations, including input to the evolution
of associated Business Cases.

e Economic & Engagement: to evolve the economic strategy and manage programme-wide
external engagement, communications and public relations activity.

It is anticipated that Task & Finish groups will be set up, as appropriate, and will report into the
workstreams to take forward specific pieces of work. Other cross cutting related activity, such as
Innovation and Legacy/Stewardship, will be integrated into this workstream structure. An overarching
Steering Group will oversee and monitor the work across the workstreams, including the budget, on
behalf of the NEGC Board. This will be led by the Group Managing Director of NEGC Ltd and
comprise of Senior Officers from The Councils, together with key staff in NEGC Ltd and external
stakeholders, including representatives from Homes England.

Additionally, a number of specialist Groups formed by the Council leads on key statutory functions
will also be in place to ensure there is close working between the NEGC programme and the wider
statutory functions of The Councils. This approach will ensure there is distinction between the
operational activities of NEGC Ltd, such as in relation to the evolution of land use proposals and its
business model, and the statutory functions/duties and wider roles of The Councils. The statutory
function groups will enable close communication, regular structured liaison and effective joint
working between NEGC Ltd and The Councils across the following themes:

e Finance: to establish regular liaison between the programme and Council finance
representatives (s151 Officers).

e Legal: to establish regular liaison between the programme and Council legal representatives
(Monitoring Officers).

¢ Planning: to consider the approach alongside statutory planning functions of The Councils
with respect to plan making and development management.
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e Transport: to consider the approach alongside statutory transport functions and initiatives.

Each Council will also draw together specific inputs to the programme via internal project groups to
ensure coordination across separate Council officers who are working with NEGC Ltd.

Figure 7.1: Workstreams & Governance
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Finance

8.1

8.2

Overview

The project to date has been supported through a combination of MHCLG capacity funding (grant)
and equal contributions from the four Councils. It is however also clear that The Councils are working
within a climate of reducing general financial support, revenue pressures and the need to find savings.

As set out in this document, taking the programme forward during 2018/19 is resource intensive as the
workload steps up to fund all necessary technical and design work to progress the Local Plan (Section
1) process and to develop a locally led development corporation proposition including bringing the
schemes to delivery ready status. As such, 2018/19 is a year of transition towards the establishment of
a locally led development corporation in North Essex. It should be noted that whilst this Interim
Business Plan reflects the work that needs to be done by NEGC Ltd during 2018/19, The Councils
will separately directly fund work associated with the Local Plan process and documentation.

2018/19 Budget

Appendix C sets out the budget for 2018/19 by workstream. The expenditure is be funded by a mix of
Councils and Government funding. A request has been submitted to Government (specifically the
MHCLG Garden Towns Villages Fund) by NEGC Ltd on behalf of all of The Councils for £1.035m
capacity funding for 2018/19 to support both the Pre-Development Corporation and Development
Corporation activities contained in the budget. The MHCLG Garden Towns Villages fund exists to
support local authorities develop Garden Community proposals for their areas and has already
provided £2.19m funding to the project. North Essex is the largest project in that programme. The
Government funding is expected to be confirmed during Autumn 2018 and if this was not
forthcoming then activities will need to be stopped or substantially scaled back from the end of
December 2018. Further detail on the budget can be found at Appendix C of this Plan. The progress
of the activity to deliver the Interim Business Plan, together with a reconciliation of spend against
budget, will be monitored monthly via a programme report and presented as a standing item at future
NEGC Ltd Board meetings.
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Risk

9.1

Overview

To support the successful delivery of the NEGC Programme, the Programme Team maintains a high
level Strategic Risk Register for the NEGC Ltd Board.

The Strategic Risk Register focuses on the key risks the Board have identified as the most significant
areas that need to be monitored and reported to them on a regular basis. These risks are set out in
accordance with the Treasury Green Book approach to risk appraisal and are categorised as follows:

e Strategic;

e Economic;

e Commercial;

e Financial Case; and
o Management.

The Register uses a RAG (red, amber, green) rating system to highlight the total score of the
recommended probability and impact of these strategic risks and also details the mitigation that has
been put in place to manage these concerns. The programme’s workstreams have contributed to the
validity of these ratings to ensure they reflect the current position.

These key risks will continue to be monitored and updated as the programme progresses and will
reflect the impact of the key workstreams and activities of NEGC Ltd. Any changes to the status of
each of the risks will be reported to the Board in a timely fashion, as appropriate.
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APPENDIX A: NEGC PRIORITIES AND MILESTONES

NEGC PROGRAMME (18/19)
| PRIORITY Mar-18 | Apr-18 May-18 Feb-19 | Mar-19 |
1 Development Corporation Structure
2 Business Strategy & Plan
3 Planning & Transport
4 Infrastructure & Utilities
5  Commercial Delivery
6  North Essex Economic Strategy
A
7 PR & Communications Strategy
T - -
KEY
Y Full Council
$¢ Cabinet
> Local Plan Committees
A  NEGC Board
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APPENDIX B: RATIONALE AND STRATEGIC BUSINESS CASE CONTEXT

This Appendix sets out information pertaining to several key components of the ‘Strategic Outline
Case’ as per the HM Treasury Green Book and forms the basis of subsequent work in 2018/19 which
will feed into the development of the *Outline Business Case/s’.

The Rationale: Key Issues — Opportunities and Challenges

North Essex will be an area of significant growth over the period to 2033 and beyond, embracing
positively the need to build well-designed new homes, create jobs and improve and develop
infrastructure for the benefit of existing and new communities.

Future growth at scale across North Essex will need to address a number of key issues. It will be
challenging and require a robust response to ensure proposals come forward that can meet the overall
scale of ambition, vision and a clear set of defined local objectives. Sustainable development
principles will be at the core of the strategic area’s response to its growth needs, balancing social,
economic and environmental issues.

The future response will need to address the following key components.
Meeting the need for new housing

The North Essex authorities are committed to plan positively for new homes and to significantly boost
the supply of housing to meet the needs of the area. To meet the requirements of national policy to
establish the number and type of new homes, the authorities commissioned an Objectively Assessed
Housing Need Study.

The study has identified the objectively assessed need across the Housing Market Area (which
includes Braintree, Colchester, Tendring and Chelmsford) and sets a challenging context to The
Councils in needing to plan positively for future growth in a sensible and sustainable manner.

The Councils are also taking a long-term approach to ensure that new development can be planned in
a thorough and holistic way to set the basis for future growth and infrastructure planning across North
Essex for many years into the future. This is turn helps to consider and define appropriate strategic
infrastructure needs in response to the overall scale of growth.

Providing for Employment

A key objective for the area is to strengthen and diversify local economies to provide the capacity and
opportunity to enhance and diversify local employment; and to achieve a better balance between the
location of jobs and housing, which will reduce the need to travel and promote sustainable growth.

Braintree District’s employment is relatively focused on industrial-type sectors, including
construction and manufacturing. London Stansted airport plays a significant role in not only
employing residents of the District, but through the indirect economic benefits associated with
proximity with such a large employment hub. Retail is the second largest sector by employment and
plays an important role in sustaining the District’s three key town centres. The financial and insurance
sector, where Braintree District traditionally has a relatively small proportion of employment, has
seen some strong employment growth in recent years.
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Colchester is the dominant town within the Essex Haven Gateway and will accommodate much of the
future growth in the sub-region. It is one of the UK’s fastest growing towns and has developed a
strong economy, linked to the town’s historic character, cultural activities, and its university.

Tendring District has a diverse economy with local employment across a range of activities. Health,
retail and education are the largest sectors in terms of the number of jobs and together represent 45%
of the District’s total employment.

The employment offer will need to provide new opportunities, taking care to ensure that these
supplement and complement existing employment areas, settlement hierarchies, and the role and
function of existing centres of activity.

Infrastructure and Connectivity

A growing economy requires good accessibility and has impacts on travel demand. The challenge is
to provide a sustainable transport system, while providing good access to jobs and services, to support
economic growth.

The new Garden Communities will need to be supported by appropriate transport infrastructure.
Braintree, Colchester and Tendring will continue to work closely with Essex County Council,
Highways England, and other partners to improve roads and public transport and to promote cycling
and walking, and to better integrate all forms of transport.

The A12 is set to have major improvements as part of the Government’s Roads Investment Strategy
(2015-2020) (RIS), with the aim of improving capacity and relieving congestion. The plans were
announced in December 2014 and will represent the largest investment in road infrastructure received
by Essex.

The A120 is a key east-west corridor across Essex providing access to London Stansted Airport in the
west to Harwich Port in the east and serving the economies of Colchester, Tendring and Braintree,
with links to Chelmsford via the A130. The road is dualled between the M11 and Braintree, but the
section from Braintree to the junction of the A120/A12 is of a low standard with heavy congestion,
high accident risk and poor journey reliability. Highways England and Essex County Council are
working together to study options for dualling the A120 between Braintree and A12 junction, with the
County Council taking the lead.

The aim is to ensure that the work on both the A12 and A120 are directly linked and informed by the
planned growth across North Essex through partnership working between all parties. In addition, such
projects are essential in enabling planned growth to come forward supported by the necessary
strategic infrastructure. The scale of new development envisaged will also need to deliver public
transport improvements, including improved rail infrastructure and potential for rapid transit services.

The rail network is heavily used by passenger trains and through freight from the Haven Ports. The
Great Eastern Main Line provides services to London Liverpool Street. The Anglia Route Study
shows that while capacity varies along the line, capacity to accommodate growth is limited and is
particularly constrained in peak times from Chelmsford to London. Improvements are required along
the line to accommaodate growth and provide a faster more competitive service across the region. A
package of improvements will be necessary to respond to the need for increased capacity, which are
seen as priorities to enable growth, improve services and journey reliability.
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Promoting sustainable transport opportunities

Alternative forms of transport to the private car (walking, cycling and public transport including rapid
transit) to travel will be key to managing congestion and to accommodating sustainable growth. By
promoting travel by sustainable modes there are wider benefits to local people such as personal
health, less pollution and using less resources (including land), and they are cost effective.

The levels of growth will require proactive travel planning and management. Travel planning and
smarter choices initiatives will be promoted to ensure that all residents have good access to local jobs,
services and facilities, preferably by either walking or cycling. For longer trips and in rural areas
where there are fewer local services and employment opportunities, public transport will be promoted.

Education and Healthcare

New development must provide for the educational needs of new communities. A range of
educational opportunities will need to be addressed as part of a sustainable growth strategy, including
practical vocational training and apprenticeships.

NEGC will need to work with the NHS and key local health providers to ensure the provision of
healthcare facilities to support new and growing communities. This will be particularly important
given the ageing profile of existing and future residents. There is already a need for more and better
quality health care facilities across the region.

Broadband

High quality communications infrastructure is crucial for sustainable growth. The availability of high
speed and reliable broadband is a key factor in unlocking new development opportunities and
ensuring that people can access services online and work from home. Fast broadband connections and
telecommunications are an increasingly important requirement to serve all development. The priority
is to secure the earliest availability for universal broadband coverage and fastest connection speeds for
all existing and new developments.

Creating Quality Places

New development must reflect high standards of urban and architectural design. 1t must also be
functional and viable. The new Garden Communities will be planned carefully with the use of

masterplans and design codes, and potentially independent design panels, to further evolve the

approach set out in Local Plans and emerging Concept Frameworks.

This requirement for high design standards will apply to public and private buildings across all scales
of development as well as to infrastructure projects. Enhancements to the public realm, landscaping
measures and attention to architectural detail will be important features that the authorities will wish
to see included in new developments.

At new Garden Communities, there will be a particularly strong emphasis on strategic scale and local
green infrastructure, creating a strong natural environment for living, working and leisure whilst also
making a vital contribution to quality of place, biodiversity and health outcomes.
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The Councils Response: Spatial Planning for North Essex

Local authorities are required to set out the strategic priorities for the area and be ultimately
responsible for ensuring such plans come to fruition. The Councils through Local Plans, a North
Essex Garden Communities Charter, and Prospectus have come together to establish a strategic
context which establishes the case for change and starts to inform a potential way forward.

The approach is being evolved to enable a joined up and effective approach that can:

o Deliver the homes and jobs needed in the area over the long term;

e Secure the provision of infrastructure for transport and telecommunications, education, health,
community and cultural infrastructure; and

o Ensure the creation of quality places including the conservation and enhancement of the
natural and historic environment, including landscape, together with an affective long term
approach to effective local stewardship.

Braintree, Colchester and Tendring have all been evolving new Local Plans which have been brought
forward through separate decision-making structures within the respective Councils. Alongside this
and in accordance with the Duty to Cooperate, The Councils have worked closely to plan effectively
for the long term.

The Local Plan making processes have considered the most appropriate spatial approach to future
development, including formal consideration and consultation on initial issues & options, and
identification and consultation on preferred options, leading to the proposed joint approach being
agreed and submitted to the Planning Inspectorate for examination.

The approach has evolved into the consideration of cross boundary strategic matters (including the
potential location of 3 proposed Garden Communities) through a joint “Part 1” component of the plan,
together with separate “Part 2” components which address local matters for each separate Council.
The Plans are accompanied by a broad evidence base which has informed decision making, have
included formal stages of public and stakeholder consultation and strategic environment assessment,
which included evaluation of potential alternatives.

The vision for North Essex at a strategic level has been set out by the local planning authorities within
Part 1 of the Preferred Option Local Plans. This addresses both an agreed joint spatial vision for the
wider area together with the role and significance of the proposed Garden Communities. The vision
sets out a clear statement of local ambition and establishes a strategic basis from which to move
forward. It enables The Councils to plan positively for the future homes and jobs needed across the
area, the provision of high quality infrastructure (transport, telecommunications, education, health,
community and cultural infrastructure); and the creation of quality places including the conservation
and enhancement of the natural and historic environment, including landscape.

Corporate Consideration of the Delivery Approach

The Local Plans have been brought forward through respective plan making committees and decision
making structures, which has considered the spatial approach and evidence underpinning the
consideration of options leading to a preferred spatial scenario including the 3 proposed Garden
Communities.

NEGC Ltd Interim Business Plan
Draft — August 2018
COMMERCIAL IN CONFIDENCE 36



G A
North Essex @Lﬂl

Garden Communities

Cabinet Meetings for each of the Councils in January/February 2016 specifically considered the
progress of joint work relating to Local Plans, with specific reference to the potential for cross-
boundary sites to come forward, and the Councils role in their further consideration and potential
delivery.

The Councils agreed to formalise the joint working into a joint working governance structure
including representation on a Shadow Joint Delivery Board, project Steering Group and topic based
working group structures. Initial advice had been provided in respect of potential delivery options
and implications, and further advice was to be commissioned. The Shadow Delivery Board was
established to provide overall direction in respect of the project and an appropriate delivery structure
should the partners decide to progress with strategic cross boundary Garden Communities, subject to
the plan-making process.

At the meetings, The Councils agreed to the continued joint working and further consideration of
proposals including scope to take an active role in the development and construction of the new
proposal Garden Communities. Following this the Council committed resources both in relation to
officer time and a financial contribution to support the joint work alongside grant funding secured
from the Department for Communities and Local Government to support the evolution of further
feasibility studies.

Reports were subsequently brought back to respective Council Cabinets in November/December 2016
to seek approval for The Councils to enter into joint arrangements with the other Councils to create an
overarching body to be known as North Essex Garden Communities Limited (NEGC) to coordinate
the development of the sites and establish further companies (Local Delivery Vehicles (LDVs) for
each proposed garden community. The Councils were asked to give in principle agreement to provide
proportionate funding to enable the initiative to proceed.

Further papers were considered at Council Cabinet meetings in August/September 2017 which
provided an update on the general approach, and secured endorsement to promote the positioning of
NEGC Ltd with respect to the potential establishment of a single new locally led development
corporation, as well as support to the principle of using compulsory purchase orders to secure control
of land if voluntary agreements could not be achieved in a reasonable time. The Councils committed
further revenue contributions to continue working on the initiative.

Importantly, the decisions made clear that the corporate decision relating to delivery did not commit
any council to allocate any sites within the Local Plan, as this has been subject to separate decision-
making processes in accordance with the statutory requirements and material considerations at the
relevant time.

The Commercial Case & Options Considered

The Councils have considered a wide range of alternative delivery mechanisms and structures.

The principal alternative options would be to allow for the development of the settlements, namely:
1. by the private sector under traditional approaches to such development;
2. via some form of public/private partnership/joint venture; or
3. viaa public sector led delivery structure.
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Current and past experience provides evidence of the difficulty of relying upon a solely private sector
approach, and weaknesses in relying purely on planning policy to secure suitable outcomes. Multiple
issues have hindered the progress of such large-scale sites, be it due to the nature of land
promoters/developers, their ability to deliver and raise suitable finance, and often a reliance on the
public sector to ultimately intervene and/or provide some form of funding support. In addition,
planning policy can be open to interpretation and a degree of flexibility, most notably in respect of
viability concerns, meaning that full policy objectives have potential to not be achieved.

Given the level of local policy and place-making ambition and choice that has been made to bring
forward schemes along true ‘Garden City’ principles, their scale and timescale of delivery, complexity
and landownership position of the sites being considered, it was considered that neither private sector
led or joint public/private approaches (whereby the private sector retains a controlling stake) would
offer the same level of confidence that over a development programme of 30 years that the garden
community objectives would be met throughout different economic cycles.

The approach has therefore focussed on adopting a positive and proactive public sector leadership role
from the outset, with a strong planning policy basis and direct role in delivery. This was considered to
offer sufficient certainty about ambition and eventual delivery.

The projects will take in the order of 30 years to deliver; infrastructure which supports the
development of the whole project will necessarily have a long payback period, the public sector is
well placed to act as a patient investor taking a long-term approach to payback enabling higher levels
of investment at early stages.

It was originally envisaged that land would be acquired via the LDV’s in the governance structure
created by The Councils and through successful negotiations with existing landowners, or viaa CPO
made by the planning authorities if necessary. Negotiations have as yet not been able to conclude to a
satisfactory outcome.

Changes to the law made by the Neighbourhood Planning Act 2017 has meant that the prospect of a
New Town style, locally led Development Corporation (LLDC) with local accountability has emerged
as a realistic option for the onward development of the project. Whilst this would change the currently
formulated delivery model, it would be based on the same vision and delivery principles as outlined
above; particularly early development of infrastructure and it being public sector led.

If a LLDC was created, the use of LLDC planning powers would be supported by land ownership to
provide a stronger mechanism than traditional planning agreements or Community Infrastructure
Levy (CIL) for the recovery of investment and a safeguard against opportunistic planning applications
that are contrary to the agreed plans.

Initial consideration of the key issues indicated that speedy establishment of an LLDC could provide
major advantages, both in terms of ensuring effective delivery in line with the aspirations of The
Councils through the Vision, and in respect of delivering effective funding arrangements.

The project was reviewed by Lord Kerslake in January 2017, which identified a series of
recommendations that have an influence over project resourcing, risk management and appropriate
timescales. This has informed the approach. The proposals will enable the Council to have a
significant role in ensuring that there is a sustainable environment with strong community facilities
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including green spaces. This focus on a sustainable community with strong infrastructure will also
include both education and health facilities which meet the needs of all sectors of the community.

Clearly within the proposals there is the potential for a significant investment by The Councils. This
would need to be managed in such a way as to ensure that this is viable. The Council’s will be looking
at this as a long-term investment and therefore there may need to be careful consideration of the
details of future funding agreements and their impacts on The Council’s budgets, while also
recognising affordability within budget envelopes.

Such matters will evolve further and be encapsulated into the progression of related Business Cases,
prepared to align with HM Treasury Green Book approaches. This Interim Business Plan sets out
information aligned to elements of the initial scoping and Strategic Outline Case stage of the process.

Working with Stakeholders

The existing stakeholder picture is a complex one. NEGC is currently working together with The
Councils, along with a number of statutory organisations and local business groups such as the Haven
Gateway and South East Local Enterprise Partnership. In addition, the future delivery at the scale
envisaged through the NEGC programme interfaces with the expansion plans for many key bodies
such as the University of Essex, Stansted Airport, Harwich/Felixstowe ports, and the opportunity and
ambition for economic growth as set out in the NEGC Prospectus.

The focus will need to be placed on NEGC having a key focus on delivery, distinct from the wider
roles of the founding Councils. This refocussing will provide an opportunity for a wider discussion
with key individuals / groups and an emphasis on aligning the work to achieve broader aims and
objectives across the North Essex area.

Having a structured approach to stakeholder management will help to identify quick wins to progress
or where there are stakeholder issues that may take longer to fix. It can also help to identify issues,
where there are gaps in relationship management or where additional support is needed to facilitate
new relationships.

An initial list of stakeholder groups is set out below. All will need to continue to be effectively
engaged in the programme for it to be a success, and deliver on wider ambitions:

. Political (national/local MPs / Members / parish and town councils);

° Officials (key Government Departments and organisations, Civil Servants / Senior
Officers);

o Local Interest & Pressure Groups (national/local);

. Social & Community Groups (local authority area);

° Business Groups (national/local);

° Education & Skills (sub region/local authority area);

° Health (sub region/local authority area);

° Statutory groups (Police/Fire, Transport, Utility, Environment, Heritage etc.);

° Housing & Construction sector (national/local);

° Economic (national/regional (LEPs & corridors)/local).
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NEGC will need to continue to interface with key stakeholder groups so that joint initiatives can be
progressed and delivered. To do this successfully, responsibilities need to be refined between the key
partners and then allocated accordingly.

It is important to recognise that stakeholders directly (or indirectly) interface across a number of
relationship owners. For example, they may have an interest in multiple issues or areas of control.
Their influence may change over time. Stakeholders can “wear different hats’ for different scenarios
and issues (and may behave differently with different situations or audiences). Continuing to be aware
of these interfaces and multiple interests is important, plus knowledge of stakeholder networks and
cross- connections will be key.

It will be important for NEGC to consider how it expands its existing engagement programme and
continues to raise its profile in the future. Further detailed analysis, building on the work done to date,
will be undertaken on comprehensive stakeholder mapping as part of a wider approach to publicity
and & communications and as work on a North Essex Economic Strategy and site specific
masterplans begin to take shape.

Stakeholders and relationships will change over time and any stakeholder analysis can only provide a
snapshot in time. Therefore, it will be important to continue to regularly monitor and measure
stakeholder views, interfaces and associated influencing factors.
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APPENDIX C: NEGC SHORT TERM BUD FORECAST 2018/19

North Essex 1n
Garden Communities

WORKSTREAM / BUDGET AREA 18-19

_

Project Resource / Delivery Team
Sub Total
Legal Support Q3 Q4 18-19
Sub Total 75.0 90.0 80.0 85.0 330.0
Delivery Support Qi Q2 Q3 Q4 18-19
Sub Total 235.5 519.7 372.3 309.3 1,436.8

Q3 Q4 18-19
Sub Total 0.0 70.0 45.0 75.0 190.0
Community & Communications Q3 Q4 18-19
Sub Total 30.0 40.0 30.0 30.0 130.0

|Cont|ngency @ 10% of original budget fixed at £253.4k 0.0 66.8 | 62.4 | 62.0 | 191.2
! I b 728.8
Total Cumulative 528.5 1,478.4 2,237.7 2,966.5
All 18/19
MHCLG 1.035
Local Authorities 500
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