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and develop Newcastle’s parks?
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The worst of times, and the best of times
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Context

Ongoing significant budget reductions since 2010/11 — a reduction
of 91%.

All of the council’s budgets are under great pressure, with a further
£70m to find 2017/18-2019/20.

Even before the cuts quite so deeply, it was clear that we needed a new
delivery model if we were to protect parks and green spaces for future
generations.

The Council was also looking for new delivery models which would
support its Cooperative Council / community participation ambitions.

Parks are not statutory but they are a priority — and high profile.
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Parks generate a wide range of social and environmental
benefits for Newcastle
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Newcastle parks and green spaces in 2027

* Vibrant, busy and popular, safe and well maintained, and with lots of
activities orchestrated by managers and partners.

* Recognised destination venues / spaces for health and therapeutic
activities, for people of all ages and abillities and backgrounds.

« Strategically important wildlife sites and green spaces across the
city delivering ecological value and supporting diversity, in line with the
Council's statutory duties under the Natural Environment and Rural
Communities Act (2006).
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Newcastle parks and green spaces in 2027

 Managed by an independent body with cooperative and
mutual values, providing excellent opportunities for
volunteers and stakeholders.

« Parks’ users; friends of groups, and residents all integral |
to the delivery of the service.

* An enhanced parks service, with a culture of continuous
Improvement.
« Parks for all, and at the centre of the city’s life — as was

the original intention (our first municipal park — Leazes
Park — opened in 1873).

4l



Core Principles

1. Council priority: parks are not a statutory service, but their
successful future is a high priority for the Councill.

2. Public ownership: parks should remain in Council ownership.

3. Safe and clean: parks should be clean, and visitors should feel and
be safe.

4. Free access for all: parks should be free to access and use but
charging for some facilities/activities continues and grows.

5. EXisting groups: integral — part and parcel of any new solutions.
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Core Principles

6. Your Parks: no decisions without engaging, listening, problem-
solving (together), and feeding back.

/. One City: equality of resources and enjoyment across all of the
City’s parks — no single park / individual solutions.

8. No Privatisation: parks not transferred to a commercial entity
but rather an entity with charity and community objectives, which
preserves the parks and uses available income sources (including
commercial), to run the parks.
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Our transformation journey so far (2015 - 2017)

« 2014 budget ideas - a ‘national trust for Newcastle' — a crackpot idea?
« Research into models, partner/expert advice, partner opportunities.

« Making sense of what we have — estate; legal titles and red lines; restrictions and
opportunities; budgets and other resources.

* Project team and options appraisal, and identifying scope.

« Open conversations, nothing secret, but no wide ranging consultation to start with.
« Work with National Trust, Social Finance, Sheffield and Liverpool Councils.

« Considered various options with specialist support.

« Then a wide ranging engagement programme February/May 2017 — before we had a
clear view on what the new model would look like.

 What do the community and partners think about it all?
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Preferred Option — a Charitable Trust

* Independent from the Council therefore removed from the
constraints imposed on local authorities.

* Legally protects parks for public use.

* Requires active involvement of the community, partners,
stakeholders and staff (civic/mutual values).

* Potential for trading and enterprising (social enterprise).
« Secures the best human, environmental and social impacts.

« Maximises opportunities for income generation to sustain the
enterprise (not purely for commercial gain).

* Unlocks new opportunities to access alternative funding sources.
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Why did we engage before we confirmed a model?

« Developing a preferred solution, but....

 What we were suggesting would be a significant change to the
way In which the Council has provided public parks in the past.

* Public and partners needed to know what work Is going on, what
may happen, and have the opportunity to tell us how they think
parks might be run in the future.

« We wanted everyone’s views on the future of parks to help shape
a proposed delivery model.
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We particularly wanted views on...

« The opportunities for parks in supporting public health, and parks’
relationship with nearby hospitals.

* The role of parks in delivering a sustainable city - delivering ecological
value and supporting diversity.

* Volunteers: roles; recruitment; training; health and safety.
* The governance of the Charity

 The development of destination parks, and the role of neighbourhood
parks.

 Events.
* Income generation.

Nevv&astle %



The National Trust

e Started out as an informal lin

« Sheffield and Liverpool unab

"G

National
Trust

K through the HLF/Nesta project.

e to proceed. So by default, Newcastle

has become the national pathfinder.

« At present, the National Trust Is acting as an advisor to the Councll,
helping us to look at the future from a third sector perspective.

« As we proceed, the National Trust will become an advisor to the new

Parks Charitable Trust.
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Parks and health — partnerships and benefits

Supporting pathways to work for people with learning and physical
difficulties through parks maintenance and management.

Providing part of the city’s network of health check provision and ‘health
trainer support”, (working closely with “Ways to Wellness” and other parts
of the health improvement network).

Being skilled in supporting rehabllitation pathways for a variety of conditions
Including mental health recovery, cardiac rehabilitation, peripheral vascular
disease, hypertension, pre-diabetes and diabetes; support and coordinate a
network of volunteers, involved in these functions.

But not just hospitals without a roof.
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Politicians

* Close working with the political leadership.

« Regular briefings with back benchers and opposition group.
* |nvolvement in some of the workshop activity.

* Briefings also for local MPs.

* Messaging is crucial (those core principles again).

* High profile and external communications are critical.

* Briefings and briefings, and then more briefings.




Where are we now?

« Cabinet agreed to set up the Charitable Trust 20 November
2017.

« Currently working through Scrutiny discussions and potential call
In.

* Once we navigate these stages, and have delivered a further
round of engagement/feedback we move into implementation.

 So what are we implementing...... and how?
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The Charitable Trust is a city-wide solution for all types of
park

11 Principal Parks
e.g. Jesmond Dene

12 Neighbourhood Parks
e.g. Iris Brickfield

e )
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Emerging Governance Structure of Charitable Trust

EMERGING GOVERNANCE STRUCTURE OF CHARITABLE TRUST ‘

(COMPANY LIMITED BY GUARANTEE)

J

Members

Each member has
one vote

Limited role on day
to day basis

Gatekeepers to
consiiiutional change

Must approwve any
changes to the
charitable objectives
(as well as the
Charity Commission)
and all govemance
armmangements set out
in the articles of
association

Hawve the right to
remove Trustees if
ever required

Appoint the auditors

Staff

Led by Chief Executive

k.

Board of Trustees
Led by Chair

Utimately responsible
for the management
and administration of
the charity

Hawve legal duties to act
solely in the best
interests of the Parks
Trust when taking
decisions (regardless of
their route to
appointment)

Focus on strategy, risk,
support and challenge
for the Chief Executive,
financial sustainability,
and delivery of
charitable objectives for
the benefit of the public

X

Communities
Group

Commitiee comprising
at least one frusiee |
the community
engagement officer,
plus residents of
Mewcastle representing
a broad range of
interests and locations

Make
recommendations to
the Board on topics
such as community
engagement

Responsible for
administering the
election of two trustees

Responsible for delivering the

business plan and day to day

operations.

Volunteers

HAugment the activities of the
charity and the role of staff

Newcastle

City Council
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The Financial Model

« The financial contribution to the Trust proposed at July Cabinet was
estimated at £9.7m over ten years, front loaded over the first 4-5 years.

A revenue budget was noted as required to fund the out of scope elements.
This did not include Recreation Grounds at the time.

« Officers have continued carrying out a rigorous sensitivity analysis,
challenging income levels and reviewing sensitive areas (e.g. increased car
parking in terms of pollution concerns).

« This analysis has resulted in reducing income projections where we have
concerns but also maximising other opportunities and expenditure
efficiencies.
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Budget constraints highlight the need for a new operating
model that can attract external capital

Newcastle Parks & Greenspace — Financial Position in 2017

Staff costs

Services [
and |
transport

Premises and
ground -
maintenance

£1.6m

©Social Finance 2015

Costs (-) Income (=) Gap

The current! “gap” that would
enable Newcastle Parks to
breakeven is £1.6m p.a

This is partly covered by a £1m
Public Health subsidy, which is
subject to change from April 2020,
a centralised base budget provision
for Grounds Maintenance and a
small base budget provisions for
parks

Because of reduced budgets,
continuing high levels of
maintenance will be a challenge
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Income growth is driven by both existing and new activities...

Newcastle Parks & Greenspace — Income Bridge (Year 0 — Year 10)!

Total Uplift =

Current (_|_) Additional (_|_) Additional (_|_) Additional (:) Trust
In-Scope Income from Income from Income post Revenue
Income? Existing New Activities TOM3

Activities
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Despite costs incurred in establishing and running the trust,
overall costs do not rise substantially due to cost savings

Newcastle Parks & Greenspace — Cost Bridge (Year 0 to Year 10)

We are catering for
significant growth in the
resources that take care of
the parks:

£2m

2017: 25 FTE
equivalent
2027: 30 FTE
equivalent
2017: 8 staff
2027: 21 staff
nNme a ,>
anage t
Current ()  Cost (+) Trust (4) Costof (=) Trust Costs f

Costs Savings Costs New o

(Year 0) R
evenue
Streams é 2017: 2 staff ]
2027: 4 staff

2017: 3 staff
2027: 10 staff
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To reach breakeven, the Trust would need a financial
contribution of £9.5m and capital investment of £0.6m

Charitable Trust 10 Year Financial Projections

3,000 ~£0.6m * Investment needed for
— Capital improvements in the

2,000 —— R parks which will
/:- generate future
1o revenue
B Negative Cas I - == A
(1,000) —£95m . Fmanual contribution
required to cover the

(2,000) Fina_mCi_aI cash needs of
contribution maintaining the parks

until it generates
positive cash

Income (Costs) £k

(3,000)

1 2 3 4 5 6 7i 8 9 10
Year since transfer to Trust

Net Cashflow Pre-Financing — N COME o FXDENSES

* The repayment of the
capital investment is
funded from within this

contribution, and a

prudent interest rate of

8% for this is assumed
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If Newcastle could raise a £15m Endowment, this would
accelerate breakeven to Year 6

Charitable Trust 10 Year Financial Projections —with Endowment of £15m

The endowment is formed of assets that are bestowed to the Park Trust. Income from these assets is used
to further de-risk the model and maintain or improve the parks. The endowment is protected and you cannot

dip into it.

Breakeven = Year 6 e
4,000 : : 1
1 I
2 000 1 1 £15m 2.5% return £0.38m 1
’ ! R : Endowment Income p.a. :
1 1 1
x 2,000 " H 1
w 1 | 1
% 1,000 I : :
S ; 1 £15m endowment could provide I
2 I ~£375k income p.a. assuming a -
S 1 conservative 2.5% return (vs. 7% for I
= I
= (1,000) | other trusts) i
] L J

(2,000)

(3,000)

1 2 3 4 5 6 7 8 9 10

Year since transfer to Trust

Net Cashflow Pre-Financing — | COME e Fxpenses

Now is the right time to raise an endowment with National Trust support: this de-risks the model and provides lasting
income
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Risks: service issues s

An appraisal of various alternative mechanisms (status quo; in house trading

company; mutual or charitable trust) clearly established that a Charitable Trust was
the best alternative to local authority delivery.

 status quo is not sustainable. There is no “do-nothing” option, unless the Council
reinvests In the parks and facilitates the required transformation;

* recent discussions with external colleagues (including the National Trust) have
reinforced the need to approach the delivery of parks in a different way — with a
focus on parks as venues, rather than as facilities to be looked after,

Newcastle %
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Risks: service issues

* If the move to Charitable Trust status is not possible then the only alternative
would be to see what aspects of a Trust could be developed into an in-house
hybrid model. This would have implications, for HR (volunteering); trading
(allowing the service to procure services at the most competitive rates); and at the

very least, and would slow down the pace of transformation.
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Next steps — iImplementation plar

Activity Date Lead organisation
Feedback to public Nov 17 / Dec 17 Council
Finalise contribution agreement and seek Director of Resources sign off Nov 17 Council
Seek tax opinion from HMRC Nov 17 Council
Draft Recruitment Adverts for Board of Trustees and Construct Pack of Information for Applicants and .

Dec 17 National Trust
NDAs
Issue Adverts for Board of Trustees 4 Jan 18 National Trust / Council
Draft Full Mobilisation Plan Jan 18 Council
Set up Company limited by guarantee and open bank accounts (skeleton form) Jan 18 Council
Shortlisting and Interviews Feb 18 National Trust / Council
Appointments to Board and Press (if before 27th March 18) March 18 National Trust / Council
First board meeting and inductions April 18 National Trust / Council

Trust reviews existing business model and develop key policies, business, operating plan and comms
plan

May 18 — Oct/Dec18

Parks Charitable Trust /
National Trust

Identify capital opportunities / main options

Jan 18 — May 18

Parks Charitable Trust /
National Trust

Press Announcement (if miss before Purdah deadline)

Late May

National Trust / Council

Trust and partners draft CXO advert and decide interview panel

April 18

Parks Charitable Trust /
National Trust

Newcastle %
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Next steps — Implementation plan

Activity Date Lead organisation
Issue Advert for CXO/other key staff? May 18 Parks Ck_]arltable Trust/
National Trust
Trustees appoint CXO Jun 18 Parks Charitable Trust
Trustees register company limited by guarantee at Charity Commission Aug 18 Parks Charitable Trust

Press Announcement for CXO and Trust in place (albeit no land or staff)

July/Sept 18

Parks Charitable Trust /
National Trust / Council

Trust appoints its Legal and Finance / Tax Advisors Jul 18 Parks Charitable Trust
CXO Starts Sept 18 Parks Charitable Trust
Full Due Diligence and Land Valuations (plus land registry and charity commission applications) Jan 18 — Oct/Dec 18 Council
Con.tact all parties with which the council has existing legal obligations and obtain consent to novate or By Oct 2018 Council
assign

Final draft form of legal docs ready for signing Oct/Dec 2018 Council

Trust final review of all due diligence and draft legal documents

Oct/Dec 2018

Parks Charitable Trust

Enter all legal agreements with Trust including admission to Local Government Pension Scheme

Nov/March 2019

Council / Parks Charitable
Trust

Transfer staff and parks

Dec/April 2019

Council

Newcastle Parks Charitable Trust up and running

Dec/April 2019

Parks Charitable Trust
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Key lessons — the challenges

« [t takes a long time to transform.

« [t takes a long time to get your house in order.

* You need the right transformation model in mind — but how do you know what's
possible?

« Agreeing the scope of your transformation — and justifying it?

 You must invest in internal and external stakeholder management — and as soon
as possible.

 You'll need culture change — staff, members, interest groups, volunteers, and
residents.

« Transforming and pioneering are expensive processes — be prepared.
 And you can’t be sure of success.
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Contact Detalls

tony.durcan@newcastle.qgov.uk
narindar.bhabra@newcastle.gov.uk

20t November Cabinet report and papers
are available on the NCC website
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