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OPEN PUBLIC ITEM
KEY DECISION

Purpose

To provide an overview of the significant progress made to date in defining the
strategic case for the transformation of City Hall and realising its strategic potential
to support the City’s growth and sustainability objectives, and to approve the
funding required to progress to the next stage of design development and project
definition through an Outline Business Case — which will provide a robust basis for
progressing the project with certainty through to delivery.

Recommendation:
To:

(1) Endorse the Strategic Outline Case for City Hall

(2) To agree to progress to the next stage of development of options outlined in
this report and develop a robust Outline Business Case for the project to
define and increase confidence in future project delivery.

(3) To agree to the use of £750k consisting of £700k professional fees to
progress to the next stage of development, which will include development
of an Outline Business Case and design development, and further
engagement to provide a robust basis to progress the project further, with
an additional £50k (7%) as a contingency, funded from the Business
Change Reserve

(4) To delegate the award of a contract for a professional team to provide the
capacity and capability needed to develop the project through the RIBA
stages and Five Case Model process, recommended by the HM Treasury
Green Book, to the Executive director of resources in consultation with the
cabinet member for resources.



Policy framework
The council has five priorities in its community led plan, which are:

¢ An open and modern council
e A prosperous Norwich

e A fairer Norwich

e Aclimate responsive Norwich

e A future-proof Norwich.

The community led plan establishes specific goals for the city centre making it
more accessible and connected to more residents, making it a place that meets
the needs and aspirations of the whole city, with a growing population who will be
living and working in zero-carbon homes and workspaces, and utilising pollution-
free transport. The transformation of City Hall will play a significant role in the
realisation of these objectives by enabling modern, inclusive, and accessible
council services for all residents in Norwich, as well as supporting the future
prosperity and sustainability of the city centre.

The Strategic Outline Case sets out a clear and robust case for how the project
contributes to the achievement of the objectives of the community led plan as well
as other council policies and strategy. The proposed intervention to re-imagine
City Hall has the potential to generate between £36 - £102m of economic benefits,
depending on the scale of the option taken forward. These benefits originate from
unlocking development, increasing economic activity, improving engagement as
well as improved accessibility and connectivity and offering amenities for the
community of Norwich. It therefore has substantial scope to achieve against
objectives in the community led plan as well as other council strategies and
policies such as the local plan and economic strategy.

Background

1. Norwich City Hall is a Grade II* listed building which is a symbol of the city’s
heritage, culture and identity. Whilst it has long served as the Council’s main
office, the building is underutilised and requires significant investment to ensure
it is fit for future use. This is a trend experienced in many council buildings
around the country, and further accelerated by the Covid pandemic. In its
current state, the building is inefficiently used, and its layout reinforces isolated
working, creating barriers to adopting working practices that reflect the needs
of a modern organisation. The building also doesn’t fully realise its potential to
be a driver for community pride and growth within the city.

2. There are a number of drivers for change:

a. City Hall is an important historic landmark for the city, but its current use
does not maximise its potential nor does it promote, enable, or reinforce
the city’s vision, including the rear of City Hall that is currently
unattractive and underdeveloped with no economic or place benefits.

b. The public areas of the building are not welcoming, well defined nor
adequately accessible.



The building currently has high running costs and there is a need for the
building to offer value for money to relieve pressure on council finances.

City Hall is an outdated and inefficient council workspace that does not
enable fully collaborative working and does not have the right
infrastructure to support modern ways of working. Its layout means that
currently only 43% of the building has usable workspace. The rest is
taken up by civic meeting rooms (14%) and circulation, storage / plant
rooms (43%).

It is estimated that through consolidation of council use of the building
and through more efficient use of circulation spaces at least 25% of the
building could be freed up for alternative uses that could support the
council’s wider objectives

City Hall only provides space for the council and does not offer a
platform to drive economic benefits or engage with the wider community,
including local businesses and VCS.

City Hall has been upgraded through energy efficiency improvements in
recent years, however there is a desire to make even greater progress
and improve the energy efficiency of the building that is both compatible
with the building’s heritage and supports the Council’s environmental
aspirations.

3. As a result, a Strategic Outline Case (SOC) has been developed to assess and
identify a preferred approach for re-imagining City Hall and its surrounding site.
The strategic outline case sets out a route to bring this ambitious project
forward and realise significant economic, social, climate, and financial benefits
to the city, whilst working in harmony with the Council’s transformation
aspirations and the wider strategic vision for the city centre. City Hall also
provides an opportunity to build stronger connections with local, institutional,
and anchor stakeholders in the city. This could be achieved through the
creation of space which can be utilised by the community and partners to foster
collaboration and wider growth.

4. The purpose of the SOC is to:

a.

C.

Establish a clear case for change and action plan for intervention for re-
imagining City Hall - delivering fit-for-purpose council space, space for
businesses, enterprises and partners, enhancement to public access
and use, and ensure the building is an asset fit for the future.

Provide a route to bring forward development to the rear of the City Hall
that enables further growth and placemaking — along with a new public
square and wider public realm improvements that anchor City Hall at the
heart of the city centre.

Assess a range of development options and delivery approaches to
make this possible.

Identify a preferred way forward for an ambitious plan for the
transformation of City Hall.



5. Ahead of developing the Strategic Outline Case, a Spatial Framework, which is
an internal scoping document intended to support the wider context of the
SOC, was developed to identify the current and emerging needs and
opportunities within the city centre and define the strategic role City Hall could
play. The framework provides data-driven context on the city, its people, and
potential future trends that a re-imagined City Hall could build on. The Spatial
Framework also ensures that the City Hall project responds to its surroundings
public realm, other assets in the area and is integrated with other projects
which are currently progressing in the city.

6. The framework identified specific opportunities for City Hall that could be
leveraged across the following five themes.

Key theme
Plugging the Gaps

More than the Basics

Quadruple Bottomline

Proof of Concept

Experience Economy

Opportunity for City Centre

New offer in the city could focus on
plugging the gaps in the economy:
grow on space for start-ups and
growing businesses

Norwich needs its offer to the market to

go beyond a great and affordable

quality of life, and a talented workforce.

The city should aim to deliver benefits

with a triple bottom line in mind: 1.

People, 2. Planet, 3. Profit (financial

and economic), and 4. Catalyst for
Change in the City Centre

Norwich has a history of being a
‘radical city’. The council should

encourage / validate experimentation

and futureproofing.
The city needs to pivot toward an

experience economy to counter decline
of its retail core. It already has assets /

institutions to build on.

Opportunity for City Hall

City Hall can be a place for
hosting high-quality office space
for growing businesses and start-
ups within the city, enabling
retention of intermediate-entry
jobs in a diversified economy
City Hall, through curated
approach to lettable space, can
enable clustering / innovation
sharing that adds strength and
resilience to its growing sectors in
tech, finance, and creative
culture.

City Hall can play a critical role in
demonstrating best practice but
also as a convener for offers that
benefit all of Norwich, such as the
VCS sector.

City Hall could be used as a
catalyst to start market activity in
certain areas.

City Hall can contribute to the city
centre’s draw and footfall as an
experience-led place whilst
addressing spatial barriers (e.g.
accessibility)



Scope for the Strategic Outline Case

7. The scope of the project focuses on both the existing City Hall and the
allocated land to the rear of City Hall as well as its immediate surroundings and
entrances to the building.

8. Land to the rear of City Hall is allocated in the Greater Norwich Local Plan
2024. Specifically, policy CC24 provides for mixed-use development,
enhancing conservation, and creating an attractive new courtyard that is open
to the public. It also notes there is a strong argument for the development of
the north wing to create street frontage onto St Giles.

9. In addition, the project will also be considered within the context of the public
realm surrounding City Hall and how the building connects to the wider City.

Options & Preferred Option/s

10. The Strategic Outline Case is a high level initial strategic view to inform and
define the next steps. One of the key objectives was to review a long list of
possible options and identify those which should be taken forward to
development during subsequent phases of work.

11.The project has also considered a wide range of possible uses for the building
and for any new development to the rear of City Hall. This has focused on
office use, residential in its various forms, events / conference, hotel, retail, and
experience economy uses.

12.Following that review, all options other than those which retain council office led
use of City Hall were discounted as they either do not deliver against the
drivers for change, do not deliver against the themes developed as part of the
spatial framework or are not practicably feasible given viability or the
constraints and heritage nature of the building. However, residential, office or
hotel use could be options for development to the rear of City Hall, and the
optimum balance between income generating and community uses will be fuly
explored at the next stage.

13.In addition, office led use of City Hall can provide for a number of ancillary /
compatible uses including events / conference space, community facilities and
tourism uses. It can also provide for several options for the end users of any
office space, be this partners, other public sector bodies or commercially let
office space. The building can therefore act as a catalyst to foster collaboration
and partnership working to the economic and social benefit of the City, this is
entirely consistent with aims of the council’'s community led plan.

14.The Strategic Outline Case therefore identifies the following as preferred
options:

a. Re-Imagining City Hall — transformative refurbishment of City Hall to
ensure it is an asset fit for the future. It will deliver fit-for-purpose council
office space within an optimised footprint, Grade A lettable space for
business, enterprise and partners, enhancement to public access and
use and enable revenue generating opportunities (including events and
conference).



b.

Re-Imagined City Hall & Extension — In addition to the refurbishment
of City Hall (above), this will bring forward development to the rear of the
City Hall for office, hotel or residential uses that can support economic
growth, creation of a publicly accessible landscaped courtyard and wider
public realm improvement around City Hall.

Accelerated Outcomes

15.Given the timings for the wider project, a number of ‘accelerated outcomes’ are
also progressing. These are aimed at reducing the risk of the next stages
through further defining the opportunity and/or identifying improvements which
could be undertaken at a faster pace without compromising decisions around
the longer-term plan. These are as follows:

a.

Conservation Management Plan — Updating the conservation
management plan for the building to enable a full understanding of the
heritage significance of the building on a room-by-room basis. This will
help ensure that decisions are informed by an up-to-date understanding
of the building’s heritage.

Mechanical, Electrical and Plumbing Audit — mechanical and electrical
works form a substantial proportion of the costs for any refurbishment
and therefore having an up-to-date audit will de-risk this element of the
project. The audit will also aid decisions on how to improve the
environmental performance of the building.

Ground Floor Refurbishment & Accessibility Improvement Works — This
is aimed at developing a concept design in relation to improvements to
the accessibility of the main entrance to City Hall, associated disabled
facilities and revisions to the reception and security arrangements. If
access for all can be provided via the main front entrance to the building
this would enable other parts of the ground floor to be freed up for
alternative uses.

Workspace Pilot — this involves taking a small part of City Hall and
trialling a re-configured workspace and new ways of working. This would
enable feedback and data to be gathered in order to inform the larger
scheme.

Market & Public Realm Scoping — this is a scoping exercise to explore
the technical feasibility of improving City Hall’'s connection to the wider
city centre and surrounding public realm including the marketplace.

Council Chamber Wi-Fi and AV improvements — developing a plan for
improvements to audio-visual and Wi-Fi in the Council Chamber. This is
with an eye to improving the use for both council purposes but also for
potential external hire of the space.

16.The above are currently being progressed and any proposals to take forward
the Ground Floor proposals, Workspace Pilot or the Council Chamber will be
reported back to Cabinet in due course.



Next Steps

17.The proposed next steps in the project are to develop outline business cases
for the above options and progress to ‘concept design’ stage (otherwise known
as Royal Institute of British Architects (RIBA) Stage 2 in the RIBA plan of
works). This will provide the Council with a clear route to delivering change at
City Hall, accompanied by a suite of architectural, technical, and financial
reports that offer the detail required to move into the Planning, procurement,
and developer/construction stage.

18.Concept design is the stage which precedes submission of any formal planning
and listed building applications. There will therefore be substantial scope for
further community and Member engagement as part of the next phase of
development and prior to the submission of any such applications.

19.An Outline Business Case (OBC) and RIBA Stage 2 report will allow for further
co-ordination of proposals with technical experts, stakeholders and the public.
It will also allow for stronger and more refined development of the economic
benefits, soft market testing to gauge interest and requirements for the
identified uses and scoping for the preparation for a future planning application.

20.During the OBC process, the It is at this stage when the public will be engaged
on ideas, thoughts, and considerations for reimagining City Hall. It will also
allow for an informed future decision to be made on progressing the project to
the next stages. A concept design and more detailed costings and delivery
strategy would be developed.

21.0nce an Outline Business Case and RIBA Stage 2 report are produced a
further decision would be sought from Cabinet to proceed to the next stage.

22.Whilst detailed timings will vary depending on decisions made at concept
design stage, a rough timeline for a refurbishment of City Hall is set out below:

a. Concept Design - Q3 24/25 - Q1 25/26
b. Formal Consents - Q1 25/26 — Q3 25/26
c. Technical Design - Q3 25/26 — Q4 25/26
d. Construction - Q4 25/26 onwards

Financial and resources

23.The financial ask at this stage is for £750k consisting of £700k professional
fees to progress to progress to the next stage of development, with an
additional £50k (7%) as a contingency, funded from the Business Change
Reserve. The outputs from this include an HM Treasury Green Book-standard
outline business case alongside a RIBA Stage 2 Report, cost report, structural
and engineering report and technical reports by consultants to be determined.



24 . Costed feasibility studies have been produced to inform the Strategic Outline
Case and the detail of these is contained within the Strategic Outline Case
within the exempt appendix. The financial appraisals will be developed and
refined as part of the next stage and as detail of the project is refined.
However, at this stage this shows substantial scope for reduced revenue
expenditure and increased income from City Hall.

Legal Considerations

25.The procurement of the professional team will be undertaken in a manner
compliant with council’s contract procedures and the Public Contract
Regulations 2015.

26.In this case it is proposed to ensure consistency in the consultancy team
moving forward, that we continue to engage with the organisations which have
worked with us on the project so far and developed the Strategic Outline Case
(SOC). Two, Framework direct awards, one for Strategic Programme
Leadership and another for Professional Design Services, is the most suitable
compliant route to market for the following reasons:

a. To ensure a long-term relationship with suitable and industry leading
suppliers is established, resulting in better service delivery

b. To retain existing knowledge and experience about the city council and the
City Hall project to date

c. To mitigate against the risk and cost of reworking or revisiting already
completed stages of the process with new supplier/s

27.The combined value of these contract awards, for the next stage —
development of the Outline Business Case (OBC) / RIBA Stage 2 —is
£750,000 (£700k professional fees with an additional £50k (7%) as a
contingency).

28.These framework direct awards will take us though the RIBA Plan of Work
Stages for a construction project from this point on. They will include stage
gateways and decision points at the end of each RIBA Stage, before
progressing to the next. This is to ensure the contracts awarded only continue if
they are required and provide value for money for the council.

Statutory considerations

Details of any implications and

Consideration
proposed measures to address

None directly from this decision and
given the early stage of the project but
an Equality Impact Assessment will be
undertaken as part of the next phase.

Equality and diversity




Consideration

Details of any implications and
proposed measures to address

Health, social and economic impact

None directly from this decision and
given the early stage of the project.
However, the strategic outline case
outlines in detail the potential social
and economic benefits which could
stem from the project.

Crime and disorder

No material impact at this stage

Children and adults safeguarding

No material impact at this stage

Environmental impact

None directly from this decision and
given the early stage of the project.
However, a primary focus of the project
will be to understand how the
environmental efficiency of City Hall
can be improved whilst preserving its
historical significance.

Risk management

Risk

Controls required

Impact of proposals on Grade
[I* listed building and risk of
objections to alternations.

Initial plans developed with full reference to
heritage considerations. Future design team to
have heritage expertise. Heritage assessment and
Conservation Management Plan to be updated.
Early engagement with planners, Historic England
and other heritage stakeholders to get support for
the vision and need for change.

Scheme does not achieve
financial viability

Prudent development appraisal assumed at this
stage. Create a compelling case for public sector
intervention, with a strategy for equity and external
funding developed. Explore external funding
opportunities. Gain greater certainty on costs and
saving via detailed development of the preferred
options for planning and soft market testing with
development/investment partners. Explore phasing
of works.

Macroeconomic factors such
as an economic downturn
impacts rents/partner interest

Consideration of how to transfer risk though
delivery model. Prudent assumptions. Monitor risk
and explore phasing.

Macroeconomic factors such a
material price inflation result in
increased build costs

Appropriate contingency to be built into Councils
cost modelling. Continual review of costs as design
progresses (and accommodate changes and
reduce impact). Transfer risk though appropriate
procurement

Changes from agreed council
spatial requirements

Robust design process. Gateway control process
(as described in the Management Case) should be
followed.




Risk

Controls required

Rental value assumptions for
City Hall not achievable

Market advice updated and tested as project
progresses. Sensitivity check development
appraisal.

Hotel and office options are not
viable and/or unable to secure
developer or investor

Soft market testing and engagement. Explore

options for alternative funding where there is a
market failure and it supports wider economic

growth.

City Hall Refurbishment
procurement does not attract
experienced contractors, or
tight local labour market, that
can deliver refurbishment work
for a Grade II*-listed building

Early engagement through soft market testing.

Gaining employee buy-in to
proposals

Involve City Hall employees & coordinate with HR
to test proposals. Appoint design team with
experience of similar projects.

Other options considered.

29. Other options have been considered as outlined earlier in this report and in the
Strategic Outline Case appended to the report. The ‘do nothing” option has
been dismissed as it will not realise the strategic aspirations of the council for
the city, support our transformation objectives as a modern organisation, or
ensure that this significant asset is fit-for-purpose and financial sustainable for

the future.

Reasons for the decision/recommendation

30.Norwich City Hall is a Grade II* listed building which is a symbol of the city’s
heritage, culture, and identity. However, in its current state, the building is
inefficiently used, and its layout reinforces isolated working, creating barriers to
adopting working practices that reflect the needs of a modern organisation. The
building requires the Council to spend c£2m annually to operate and maintain
functionality yet does not provide for better outcomes for residents or Council
staff. In addition, there are substantial opportunities to realise greater social,
environmental, and economic benefits through reimagining its use. Therefore,
for the reasons outlined in this report it is recommended to progress to the next
phase of concept design and outline business case in relation to the future of

the building.

Background papers:

Appendices: Exempt Appendix: Strategic Outline Case

Contact officer:

Name: Mark Brown

Telephone number: 07775 007897




Email address: markbrown@norwich.gov.uk

IN 4\ If you would like this agenda in an al_ternative-_ forma_t,
W TRAN such as a larger or smaller font, audio or Braille, or in a
communiication for all different language, please contact the committee

officer above.
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