BOROUGH COUNCIL OF KING’S LYNN & WEST NORFOLK

MEMBER MAJOR PROJECTS BOARD

Minutes of the Meeting of the above held on Thursday, 29th July, 2021
at 2.00 pm in the Assembly Room, Town Hall, Saturday Market Place, King's
Lynn PE30 5DQ

PRESENT:
Councillors Mrs J Collingham, S Dark, Mrs A Dickinson, C Joyce, A Kemp, J Lowe
and T Parish

PRESENT UNDER STANDING ORDER 34:
Councillors M de Whalley, C Morley and A Ryves

OFFICERS:
D Gates (via Zoom), L Gore, G Hall via Zoom), M Henry, W Vincent

ACTION

1 APPOINTMENT OF CHAIR

RESOLVED: Councillor S Dark be appointed Chair for the Municipal
Year 2021/2022.

2 APPOINTMENT OF VICE CHAIR

RESOLVED: Councillor Mrs A Dickinson be appointed Vice-Chair for
the Municipal Year 2021/2022.

3 APOLOGIES FOR ABSENCE

Apologies for absence were received from Alexa Baker and Vanessa
Dunmall.

4 MINUTES FROM THE PREVIOUS MEETING

The minutes of the meeting held on 31 July 2020 were agreed as a
correct record.

5 DECLARATIONS OF INTEREST




There were no declarations of interest.

MEMBERS PURSUANT TO STANDING ORDER 34

Councillors M de Whalley, C Morley and A Ryves (via Zoom) were
presented under Standing Order 34.

PROCESS/INTRODUCTION/OVERVIEW OF THE MEMBER
MAJOR PROJECTS BOARD (Pages 8 - 24)

Click here to view a recording of this item on You Tube

Councillors M de Whalley, C Morley and A Ryves (via zoom) were in
attendance under Standing Order 34.

Councillor Kemp thanked the Assistant Director for the presentation
and referred generally to risk management and the lessons learned
report, that recommended particular officer’'s attendance at the
Officer Major Projects Board Meeting and added that it may be a
recruitment issue, Eastlaw were not always present and there was
also a continuing issue regarding the register and charges against
council property. The Assistant Director explained that the last 18
months had been tricky and it was fair to say that there had been
capacity issues, particularly in relation to legal services and that
sometimes attendance at meetings was difficult. The Chief Executive
commented that legal support was an issue and explained that
recently a report had been considered at the Corporate Performance
Panel and would be presented to Cabinet 3 August for the
appointment of a full-time Monitoring Officer. Currently the council
only had a part-time Monitoring Officer arrangement with Eastlaw and
the council was therefore conscious of the need to sure up the legal
support.

Councillor Collingham made the following observations:

e How the council's major housing projects compared with other
similar councils. It would be useful to have a summary of projects
prior to the commencement of the meeting and what the council
hoped to achieve. It was also be useful if the side bar could be
collapsed so the presentation could be seen on the whole screen.

e Use of consultants — Councillor Collingham commented she been
involved with the Regeneration and Development Panel over the
past 11 years and had yet to feel comfortable regarding the money
spent on consultants. The council had a lot of experience in the
meeting room and beyond and through working groups, together
with officers could do the grass roots work ourselves.

Under Standing Order 34, Councillor Morley addressed the Board



https://youtu.be/TeaSpvakOsw?t=497

and highlighted the following issues:

e Resourcing — and referred to the last Audit Committee meeting
when the S151 officer said that following questions | raised, the
reserve fund was not as badly affected as was thought because of
staff efficiencies, | commented that this was not efficiencies as the
council had just lost staff and had not yet been replaced and that
was noticed in reactions received through Members Inquiries Box
and elsewhere that resource of officers was an issue at the moment
and needed addressing.

o Staff change programme — associate staff had not taken risk
mitigation processes as seriously as they should have and gave
examples. The staff training change programme should set out
personal objectives and performance management structures. The
last Corporate Risk Register highlighted that it had not taken
seriously West Winch or Parkway and also presented misleading
information regarding the major projects programme and provided
examples, including due diligence not undertaken regarding
subsidiaries. Councillor Morley commented that he was waiting
assurances from the Monitoring Officer that Eastlaw had been
operating appropriate governance and also Project Managers
themselves.

¢ In his view, the Member Major Projects Board was definitely an
overview and scrutiny board and it should be given the credence
and priority that other scrutiny panels had at the moment and
deserved in the future and to say that it was not a scrutiny board
denied that overview, monitoring, scrutiny affects that there was
within that board and asked that someone look at this point as part
of the review of the overview and scrutiny processes which were to
be updated.

The Chair thanked Councillor Morley for his comments regarding the
scrutiny function of the Member Major Projects Board and undertook
to look at the points raised.

Councillor Parish commented that he was new to the Board and had
listened with interest and added that it would be easier if
presentations were sent to Councillors to enable them to view on
their iPad. Councillor Parish made general comments on the impact
of getting a major project wrong and gave examples of the King’s
Lynn Innovation Centre and Parkway and when a decision was made
to stop a major project. However, going forward re major projects he
hoped that opposition members were listened to. In conclusion,
Councillor Parish raised questions regarding staff doing their day job
as well as being appointed as a project lead for specific projects.

Councillor Joyce stated that the Member Major Projects Board was
neither a scrutiny or decision making body and that the terms of
reference should be reviewed by the Corporate Performance Panel,
Audit Committee and Council. Councillor Joyce highlighted that a
decision cannot be scrutinised before a been made and clarification
was therefore required. Councillor Joyce also referred to projects




both within the public and private sector and the borrowing/ return of
investment available to the council.

Under Standing Order 34, Councillor Ryves addressed the Board and
stated that after listening to the comments made by Councillor Joyce,
there seemed to be opportunity to review the Terms of Reference of
the Member Major Projects Board. Reference was made to the
absent advantage this council and other councils had in the
availability of competitive borrowing rates which presented an
opportunity to undertake a significant number of major projects which
would generate income and also have the benefit of making the
borough a better place. Councillor Ryves also outlined the
importance of each project having a viability study and monitoring
arrangements. Reference was also made to the benefits of the
current King’s Lynn Innovation Centre building, the proposal for the
provision of an incubation centre and the importance of developing
and nurturing new businesses.

Councillor Kemp stated that she would like to see an appreciation of
financial, environmental, social and reputational risks. Councillor
Kemp gave examples of the Housing Access Road proposed for
West Winch and the Town Investment Plan and highlighted the
importance of consultation, the overarching need on the impact on
the building in the town as well as the required infrastructure,
pressures on roads and commented that there was a need to look at
the overall cumulative risk.

At the invitation of the Chair, Councillor Dickinson, Portfolio Holder for
Finance addressed the Board and commented that she had listened
to comments made by Councillors and wished to illustrate what the
Administration had in mind to mitigate some of issues raised today by
Councillors. As Portfolio for Finance, it had fallen to me to take
major projects a lot more seriously than perhaps in past and focus to
be on major projects and to treat them with the respect that they
deserved. It was therefore important to realign issues relating to with
major projects to ensure conformity with previous recommendations,
for example, each project should be properly appraised for capital
spend, funding, long term financial implications, particularly relating to
revenue, had the appropriate documentation and cross-referenced to
other council corporate documents such as the corporate business
plan and risk register. My take was that the council should start with
the approved Capital Programme and add to it as new schemes were
approved as the Capital Programme forms part of the financial plan
that cabinet and council approved in February each year and any
new schemes that come on board subsequent to that require
approval in the same way. In her view Councillor Dickinson stated
that she thought that Member Major Projects Board must scrutinise
decisions and therefore there was a need for the terms of reference
to be changed and a review would be carried out in the near future.




In relation to the comments made by the Assistant Director on a
contingency and the current Capital Programme and no specific
contingency would be something to take on board in future, whether
it was a single line or scheme specific and could look into that in
more detail. Councillor Ryves mentioned Parkway which had a long
history and was not without problems and it was fair to say Members
should look at Cabinet agenda for 3 August 2020 as Parkway was on
the agenda and there was a detailed appraisal of the project
contained in the papers. Councillor Dickinson made reference to
resourcing and current issues and outlined the importance of
understanding how savings worked on vacancies.

The Chair summarised the points raised above and commented that
in his view as Chair it was important to get together and move the
work forward. The Chair provided background information and
advised that Cabinet would consider a report of the review of the
Terms of Reference of the Member Major Projects Board on 24
September 2021. The Chair also stated that he agreed with the
comments made by Councillors Dickinson and Morley that the
Member Major Projects Board needed to be a scrutiny body but
highlighted the requirement not to tread on other scrutiny panels. It
was highlighted that it would be necessary to look at the
confidentiality of the Member Major Projects Board. In conclusion,
the Chair proposed following the 24 September 2021 Cabinet
meeting that an additional Member Major Projects Board meeting be
scheduled for the last week of September/early October 2021.

Councillor Joyce stated that Cabinet Members could not participate in
the scrutiny process by law and therefore could not be a member of a
scrutiny and overview committee.

WORK PROGRAMME

Click here to view a recording of this item on You Tube

An additional meeting of the Member Major Projects Board would be
scheduled during the last week of September/early October 2021.

\WAY

DATE OF NEXT MEETING

It was noted that the next scheduled meeting of the Member Major
Projects Board will take place on 3 November 2021, 10.00 am in the
Assembly Room, Town Hall, Saturday Market Place, King’s Lynn.

An additional meeting would be scheduled end September/early
October 2021.

AY



https://youtu.be/TeaSpvakOsw?t=4171

10

EXCLUSION OF PRESS AND PUBLIC

Click here to view a recording of this item on You Tube

RESOLVED: That under Section 100(A) of the Local Government
Act, 1972, the press and pubic be excluded from the meeting on the
grounds that it involved the likely disclosure of exempt information as
defined in Part 1 of Schedule 12A to the Act.

11

FOR INFORMATION ONLY: AGENDAS AND MINUTES FROM
THE OFFICER PROJECT BOARD MEETINGS

The Member Major Projects Board received the Agendas and the
Minutes from the Officer Project Board meetings held on:

12 August 2020

17 September 2020
16 December 2020
20 January 2021
25 February 2021
25 March 2021

21 April 2021

24 May 2021

21 June 2021

Officers present responded to questions and comments from the
Member Major Projects Board on the Confidential Minutes of the
Officer Major Projects Board meetings.

The meeting closed at 4.13 pm



https://youtu.be/TeaSpvakOsw?t=4203

Major Projects
Member Board

Matthew Henry MRICS King's Lynn & ApHa%
, ) , West Norfolk HE\EY
Assistant Director Property & Projects e




Implementation Issues

oS

Cabinet Decision — June 2019
Management Team Review — January 2020
Covid-19 - March 2020

Covid-19 — Relaxation July 2021

Staff : redeployment, retention and recruitment

Borough Council of =
King’s Lynn & K253
West Norfolk 5/ ¥




New Structure for Projects

* King’s Lynn Innovation Centre

* Lessons learned (Cross Party Working Group)

* Due diligence

* Improved Project & Programme Management

@  Senior Management Team - changes and re-structure

* Other Project Boards
— Alive West Norfolk
— South East King’'s Lynn Strategic Growth Area (West Winch)

e Local Authority owned companies
 Democratic process

« Evolving process (projects at various stages)
 Terms of Reference

Borough Council of X2
King’s Lynn & &f-=5:8
West Norfolk J{'\i/',



Background
* Revenue Support Grant — Funding “Pots”

e Cost Reduction Programme

0%

Capital Investments & council-owned assets - Revenue
Returns

* Asset Disposals - reduce Council’s borrowing requirements

* Direct development - delivery

Borough Council of X2
King’s Lynn & &f-=5:8
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Outputs

 New Housing
 Commercial Investment Property

~+ Council Tax Base
* New Homes Bonus
 |ncreased Business Rates

* Local economic activity
* Business growth
« Job opportunities

Borough Council of




Major Projects

* Not primarily operational

* New or enhanced facilities (overhead reduction) - new or
additional revenue income streams

A

» Partnership working and/or external funding
* Delivery - excess of 12 months

* Key Decision - budget £ 250,000 +

Borough Council of =
King’s Lynn & K253
West Norfolk 5/ ¥




New Approach

* Review of Senior Management Team — Assistant Directors

*  Dedicated Project Delivery Team(s)

«  Staff training & Development [BSc Construction Management & Management Training (PRINCE2)]
* Additional staff

«  Software - Microsoft Project

Documentation (& document administration)

- Site Survey Report

- Project Briefs

- Project Initiation Document

- Decision & Change Control Management Document
- Risk Register

- Gantt Charts

€T

«  Officer Major Projects Board

*  Member Major Projects Board
*  Programme Management

*  Financial Profiling

External Funding

Borough Council of

King’s Lynn & &

West Norfolk J{is)"s



Major Projects Process - Overview

Stage ldea Idea development Project Brief Project Initiation Document Project Delivery Project Completion Lessons Learnt
Updates to senior Cabinet Members — e g. Portfolic Holder Meetings. Keep informed, assist with development of Project Briefs
| | | | |
Major Projects Member Board: operate on behalf of the Council to provide assurance that the council’s programme is run
in accordance with agreed Terms of Reference / monitor delivery
E]
E Policy Review & Development Panels: Development of ideas / monitoring
=
I I I
Cabinet: Approval to proceed f expenditure [ amend capital programme etc
Audit Committee: Review project risk via programme monitoring
= ] ] ]
s | | |
oo c
%E E £ Operational decisions, programme monitering & project monitoring by exception
& g i
e — : . . :
2 o s Aszist with shaping Approval to commence Approval to commence with N . . S Provide project
T ] . . . Momnit &t lud k
25 = of project brief with Project Brief Project Initiation Document onitoring updates including risk issuss feedback
I
@ Develop idea on
g Idea behalf of member Develop Project Develop Project Initiation
@ ) - : . ) Undertake lessons
= {Member / P  officer for Exec =  Brief for Project [ Document for Project Board e Manage Project — report accordingly e learnt review
%‘ Officer) Director Board review review
& Consideration

Programme
Manitoning

Including Programme Risk Register. Regular updates with corporate Risk Register and Internal Audit




Officer Board

 Programme - delivery of outcomes

« Management & Monitoring Role

* Share expertise and/or good practice
 Due Diligence

% Appropriate Recommendations

* Project Briefs
* Project Initiation Documents

 Risk Management
« Financial Management
e Contract Documentation

Borough Council of X2
King’s Lynn & &f-=5:8
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Member Project Board

» Officer Major Project Board — Terms of
Reference

" Governance Major Projects Programme

* Monitor delivery — Major Projects Programme

Borough Council of =
King’s Lynn & K253
West Norfolk 5/ ¥




Member Project Board

olT

Recommendations made by Officer Board — appropriate?
Management Team agreement to Recommendations
Exception Reports — appropriate action(s) taken

Post Project Evaluation & Lessons Learned

Programme Risks

Reports/Recommendations — Panels and/or Cabinet

h Col
’s

Boroug uncil of Y
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Not

* A decision making body

* Does not decide which projects should be delivered

=
o

* Does not have a scrutiny function

* Set policy

Borough Council of =
King’s Lynn & K253
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Successful Project Management

* The project has continued business justification

* Project Teams learn from previous experience : lessons are sought, recorded and acted
upon throughout the life of the project

61

Project is planned, monitored and controlled on a stage-by-stage basis

* Project has defined tolerances for each project objective to establish limits of delegated
authority

* Project focuses on the definition and delivery of products, in particular their quality
requirements

* Project Management is tailored to suit the projects environment, size, complexity,
importance, capability and risk.
King's Lynn & £F#is3
West Norfolk H§'E/,




Project Brief

. Executive Summary

. Project Definition

. Background

. Project Objectives

. Desired Outcomes

. Project Scope & Exclusions

. Constraints, Assumptions & Risks

Project Tolerances & Change Control

Users & any other known interested parties

Interfaces

. Outline Business Case

. Local Planning Authority/Strategic Housing Comments
. Project Product Description

. Project Approach

. Project Management Team Structure

. Role Descriptions

. References (appendices)

. Appendices : eg Development Appraisal/Preliminary Site Layout or Design etc

Borough Council of
King’s Lynn &
West Norfolk




Project Initiation Document

*  Executive Summary
*  Project Definition
« Background
*  Project Objectives & Outcomes
* Project Scope & Exclusions
B Constraints, Assumptions & Risk Management Strategy
* Interfaces
*  Project Controls & Monitoring
Communication Management Strategy/ Stakeholder Management Plan
* Business Case
* Project Plan & Project Approach
* Key Changes from Project Brief
« Recommendations

Borough Council of X =
King’s Lynn & &f-=5:8
West Norfolk H§'E/,




Funding Pots = Project Programmes

* Heritage Action Zone

* High Street Heritage Action Zone
« Towns Fund

» Accelerated Construction Programme
 Enterprise Zone Accelerator Fund
%  Coastal Communities Fund

* Business Rates Pool

* Coastal Revival Fund

* One Public Estate

* Heritage Lottery Fund

« Town Deal

* Levelling Up Fund

Borough Council of X2
King’s Lynn & &f-=5:8
West Norfolk J{'\i/',



Delivery Issues

o Staff resource
— Capacity
— Retention and recruitment

» Consultants
— Competition

e Timescales
— Relatively tight

* Monitoring & Reporting

— Involved & time-consuming

Borough Council of
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