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CABINET – 16 January 2014 EXECUTIVE SUMMARY OF AGENDA ITEM 6 
 
Report title: Bristol Arena - Funding Package and Operator Procurement 
 
Wards affected: Lawrence Hill, Windmill Hill, and City Wide 
Strategic Director: Neil Taylor 
Report Author: Stuart Woods 
 
RECOMMENDATION (Subject to council approval) for the Mayor’s support to: 

 
1. Make provision in the 3 year budget to cover the financing costs of the Arena 

construction, including project development costs. 
2. Subject to approval of the Mayor’s budget in respect of Recommendation 1, to authorise 

the Strategic Director for Place to begin the procurement of an Arena Operator by the 
most appropriate route and (in consultation with the Service Director Legal Services) to 
negotiate and settle the terms of the operating lease/contract within the tolerances set 
out in the report. 

3. To receive future reports at key stages of the project, specifically; 
3.1. Outcome of operator procurement (November 2014) 
3.2. Final sign off of funding package prior to construction (June 2015) 

 
Key background / detail: 
 
a. Purpose of report:   The purpose of this report is to update the Council on the proposed 
funding package for the project. The project can then move into the delivery phase with the 
first step being the appointment of the Arena Operator.  
 
b. Key details:  
1. The draft Outline Business Case (OBC) has now been finalised, and its key content 

shared with Party Group Leads, Cabinet and Resources Scrutiny. The OBC sets out 
the capital cost of the project, income streams, and identifies a funding shortfall to be 
met via City Deal.  

 
2. The Arena project is estimated to cost up to £91m. This cost is expected to be met 

from a number of sources including rentals from the Arena Operator, increased car 
parking income from visitors to the Arena and a payment from the Operator for fit out.   
It is estimated that these sources of funds are sufficient to cover the costs associated 
with £38m of the total. Assuming a total cost of £91m this leaves a funding shortfall of 
£53m.The Council are currently seeking support from City Deal to cover the cost of 
the £53m shortfall.  

 
3. Once the funding package is agreed and understood in terms of risk, the Council can 

then seek to procure an operator for the facility. This procurement would begin in 
March 2014.  Cabinet will need to approve the Operator appointment. The next steps 
in the programme are the appointment of a multi-disciplinary design team and then 
carry out building contractor procurement. The Arena is programmed to open in June 
2017.  

 
4. An Arena will bring considerable economic benefits for the City and Sub-region.  The 

size of the catchment area and strength of the current entertainment market underpin 
the project and there is strong interest from operators. 
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AGENDA ITEM 6 
   

BRISTOL CITY COUNCIL 
CABINET  

16 JANUARY 2014  
 

REPORT TITLE: BRISTOL ARENA: 
FUNDING PACKAGE AND OPERATOR PROCUREMENT  
 
Ward(s) affected by this report: Lawrence Hill, Windmill Hill and City Wide 
 
Strategic Director:  Neil Taylor 
 
Report author:  Stuart Woods, Senior Project Manager 
 
Contact telephone no. 01179 224 355 
& E-mail address:  stuart.woods@bristol.gov.uk 
    
Purpose of the report: The purpose of this report is to update the Council on the proposed 
funding package for the project. The project can then move into the delivery phase with the 
first step being the appointment of the Arena Operator. 
 

RECOMMENDATION (subject to Council approval) for the 
Mayor’s support to: 
 

 
I. Make provision in the 3 year budget to cover the financing costs of the Arena 

construction, including project development costs. 
 

II. Subject to approval of the Mayor’s budget in respect of Recommendation 1, to 
authorise the Strategic Director for Place to begin the procurement of an Arena 
Operator by the most appropriate route and (in consultation with the Service Director 
Legal Services) to negotiate and settle the terms of the operating lease/contract 
within the tolerances set out in the report. 

 
III. To receive future reports at key stages of the project, specifically; 

 
a. Outcome of Operator procurement (November 2014) 
b. Final sign off of funding package prior to construction (June 2015) 
 

Key background / detail: 
 
1. In May 2013 Cabinet approved £250k towards project development costs for the project. 

This was to fund the Outline Business Case work, phase I of the Project Team 
recruitment and also allow the Project Team to prepare the necessary documentation to 
get ready to go out to procurement. 

 
2. The Outline Business Case (OBC) builds upon an earlier feasibility study commissioned 

in 2012. The OBC key content has been shared with Party Group Leads, Cabinet and 
Resources Scrutiny. The OBC sets out the capital cost of the project, income streams, 
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and identifies a funding shortfall.   
 

3. The Council needs to select an Operator to help design and operate the venue before 
appointing the design team and building contractor.  The OBC looked at a number of 
possible approaches, with a recommendation that the Operator Lease model is 
progressed.  This Operator model is the subject of a previous cabinet paper on 5th 
December 2013. 

 
4. Now that the Operator model has been selected, the project funding shortfall has been 

clarified further and the project team is preparing the contract documentation needed for 
the Operator procurement beginning in March 2014. Cabinet will need to approve the 
Operator appointment. The project team advises against going out to procurement 
without the full funding package either in place or being underwritten by the council. 

 
5. The Operator procurement (either by negotiated procedure or competitive dialogue) will 

be followed by the appointment of a multidisciplinary design team and then building 
contractor procurement.  The Arena is programmed to open in June 2017. The Project 
Initiation Document (without appendices) is included as Appendix VIII. 

 
The proposal: 

 
6. Bristol remains the only core city without an Arena, and possibly the only area of the 

country where there is a gap in the Arena market. Located on the former Diesel Depot 
Site, the Arena will be a catalyst to the development of the Temple Quarter Enterprise 
Zone in terms of spatial planning, creating jobs and generating economic and business 
rate growth. A list of Frequently Asked Questions (FAQ’s) is included as Appendix IV. 

 
7. Developments of this scale do require a significant public subsidy at the outset to enable 

the facility to be built. It is widely accepted however, that there are considerable 
economic and social benefits generated by such facilities in terms of attracting spending 
to the city and raising its profile. These economic benefits will be realised in the city and 
sub-region. The lack of an arena leaves the city without the necessary sized venue that 
all other major cities possess as part of their cultural infrastructure. 

 
8. The OBC shows that over the last six years the Arena industry is holding up, despite the 

economic downturn. There is also a sufficiently sized sub-regional and regional 
catchment area to support an Arena.  

 
9. The preferred configuration for the Arena is horseshoe-shaped as this offers the most 

flexibility for future use, with a capacity of 12,000 (standing and seated) and 10,000 
seated. This choice of size is supported by soft market testing with potential operators 
and will position Bristol favourably in the national “league” of facilities and ensure we 
attract a strong entertainment programme. 

 
10.  Arena content- The Arena programming will be led by the Operator, and will comprise 

music concerts, family entertainment shows, exhibition sports events, and other uses.  
 

11.  The objectives and benefits of the project are set out fully in Appendix VIII (the PID), but 
the main objectives are: 

 

 The Arena will act as a catalyst for development in the Temple Quarter Enterprise 
Zone  

 It will bring considerable economic benefits to the City and Sub-region 
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 It will fill a gap in the City’s Cultural Infrastructure 

 It will complement the other adjacent developments at the former GPO site 
(Cattlemarket Road) and also the Network Rail Temple Meads Master Plan.  

 
12. The project team has commissioned a study into the type of economic benefits an Arena 

might bring to Bristol and the sub-region.  At West of England level, the Arena will create 
911 gross direct and indirect jobs and 387 net additional jobs.  At Bristol level, it is 
anticipated that 804 gross direct and indirect jobs and 274 net additional jobs will be 
created.  The Cumulative net additional discounted Gross Value Added (GVA) 
generated over a period of 25 years is expected to range from £110.9m at Bristol level to 
£157.3m across the West of England as a whole. The estimated Benefit Cost ratio for the 
project is between 1.9 and 2.7, broadly comparable with other tourism and leisure 
projects.  
 

Funding Package 
 

13. The total cost of the Arena project is estimated at £91m including off-site costs. The 
expectation is that this cost will be met from a combination of: 

 

 Income from Operator rentals, 

 Increases in car parking income as a result of the Arena hosting events, and 

 Support from the City Deal Economic Development Fund. 
 

14. Operator rentals and car parking fees are expected to be sufficient to cover the revenue 
costs associated with £34m of prudential borrowing. An Operator is expected to provide 
£4m towards Arena fit out costs which leaves a funding gap of £53m. The Council is 
seeking approval from the LEP to obtain City Deal support for the remaining £53m by 
obtaining Programme Entry status for the project into the Economic Development Fund. 
With this approval, the Council could prudentially borrow an amount equal to cost of the 
Arena, with the repayment costs funded from the three sources noted above. 

 
15.  City Deal or specifically the Economic Development Fund (EDF) would provide cover for 

the revenue costs associated with £53m of prudential borrowing.  Further details of 
funding are provided in Appendix l and the financial section of this paper.  Table 1 
provides a summary of project finances. Further details of Arena financing are provided 
separately in Appendix II. 

 
 

TABLE 1   

Arena funding package £m 

Total Project Cost 91 

Funded by:  

Operator lease and car parking income 34 

Operator fit-out 4 

Funding from City Deal 53 

Total 91 
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Arena Costs 
 

16.  The cost plan for the Arena has been put together by our Cost Consultants, and is based 
on recent Arena constructions in this country (including Leeds and Liverpool Arenas). 
The cost plan includes the main build, fit-out, fees, allowances for contingency and 
inflation, as well as sums for on-site and off-site infrastructure. The Arena will be built to 
the very highest level of sustainability, whilst accepting that the cost plan for the project is 
based on achieving a rating of BREEAM Very Good. 

 
17. The cost plan does not include the purchase of the site. We are currently negotiating with 

the HCA over terms for acquiring the site. The HCA have already committed to building 
an access bridge to the site and the council is seeking to acquire the whole of the site. 
The council will then either take on the role of the developer for the remaining land not 
occupied by the Arena, or offer the whole site out to a developer with the funding for the 
Arena secured. The aim of such a development deal would be to provide a site for the 
Arena at nil cost, i.e. any development deal would need to cover its own costs. 

 
18. The Arena project team do not advise beginning operator procurement before a 

high-level written agreement is in place with the HCA. In addition, the financial impact of 
the site options would need to be identified and reported to Cabinet. 

 
19. The Council will need up to £91m to finance the construction of the project, which is due 

to start on site in January 2016. The specific nature and timing of the borrowing would 
depend upon our treasury management options and strategies during the construction 
period. However, the Council will need to borrow up to £91m by the time the Arena is in 
operation, or shortly afterwards. The Council would seek to minimise interest costs in the 
construction phase.  

 
Arena Operation 

 
20. Under an Operator lease, the Operator takes full risk and responsibility for the building 

and its operation and maintenance.  Once the contract is signed the lease income is 
guaranteed. The only variable is the rate of indexation applied to the lease income. This 
is currently modelled at 2.5% per year. The Lease approach offers the best risk transfer 
for the Council and is lower risk than other options considered, because operational risk 
is passed to the Operator.  This is particularly relevant when considering the impact of 
competing facilities on demand for Arena services. In addition, the Council may benefit 
from super profits should the Operator significantly exceed its income targets (profit 
share may also apply to Naming Rights income, but this has yet to be decided). 

 
21.  The Operator Lease model gives the Operator control over programming for the venue. 

However, there is still the opportunity for the Council to access the programme if it 
wishes. The Council will seek to include clauses in the contract giving it access to the 
programme with sufficient notice with the ability to hire/rent the facility at a rate set out in 
the contract. We will seek to acquire in the contract a right to veto certain advertising. 

 
22. Experience from other sites around the country has shown partnership between the 

operator and local authority can bring in other benefits, especially where the authority is 
responsible for licencing arrangements. Partnership groups or boards can be set up to 
facilitate this cooperation for the benefit of the community. 

 
23. At the end of the lease period (expected to be 25 years) the asset returns to Council 

ownership. 
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OBC proposals to be discontinued 
 
24.  Several proposals were investigated in the OBC to see if they could be delivered in 

tandem with the Arena development to save time and cost and present operational 
efficiencies. 

 
25.  Conference/Exhibition facilities. This option would have required significant 

additional up front capital funding, and an annual revenue contribution to provide 
subventions to attract conferences.  

 
26.  A new build Circus School. An option to construct a Circus School on the site was also 

considered, though this would have required a capital investment of approximately £6m 
with additional revenue support. In the future it might be conceivable to consider this 
scheme as part of the development of the whole site. It is not considered practical to 
house the Circus School in the Arena for operational reasons.   

 
27. The Council commissioned a study of Circus facility requirements for Bristol as a “City of 

Circus”. The findings of the study were that in fact smaller scale spaces were required, 
which could be accommodated within the Temple Quarter Enterprise Zone in existing 
buildings. 

 
28.  There are plans for an outdoor performance space on the Diesel Depot site, which could 

accommodate Circus performances. 
 
Programme 
 
29.  The overall programme for the development of the project is set out below. The 

high-level programme is set out in Appendix III. This is an indicative programme at this 
stage. A further review of the programme will be necessary to confirm its 
robustness. This will take place early in 2014. 

 

Date Activity 

October 2013-February 2014 Secure funding package and prepare 2nd 
phase of project team recruitment 

March 2014-November 2014 Procure Arena Operator 

September 2014- January 2015 Procure design team 

February 2015- July 2015 Design development & planning application 

Oct 2014- January 2016 Building contractor procurement and design 
development 

January 2016- June 2017 Construction and fit out 

June 2017 Facility opens 

 
 

Transport 
 

30.  One of the key aims of the Project Vision is to provide excellent transport for customers 
to and from the venue, and also to create a “return again” experience for visitors.  This is 
essential to ensure people return to the venue and ensuring the business case targets 
are met.  

 
31.  Soft Market testing with potential operators has indicated that up to 3,000 car parking 

spaces are required for capacity events within 15 minutes of the Arena. Provision on the 
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site will be minimal, with a maximum of 250 spaces for disabled users, VIPs, and some 
Arena staff.  The rest will be provided off site. There will also be coach parking for 6 
coaches. Sites for additional coach parking are being reviewed. 

 
32.  Car parking is split between on street and off street, and further split between car parks 

run by the Council and those that are privately owned and operated.  A number of car 
parking options are being reviewed, bearing in mind that Arena provision must also 
reflect future provision for the TQEZ as a whole. There is also a link between the number 
of spaces provided and the level of suppression the Council wishes to enforce in the 
TQEZ.   

 
33.  Residents Parking Zones (RPZ) are inextricably linked to any car parking strategy. No 

consultation has yet taken place on RPZs adjacent to the Arena site. 
 

34.  There will be road access to the site via the new bridge from Cattlemarket Road across 
the Avon (funded by the Homes and Communities Agency, HCA), and also via the 
upgraded slip road from the A4 which passes under this road to the North of the site. 

 
35.  Pedestrian access will be via the HCA Bridge and also a new bridge from Temple 

Meads Station.  There are other projects underway via the Regional Infrastructure Fund 
(RIF) programme totalling £20.85m, which is designed to open up the Temple Quarter 
Enterprise Zone and make the Diesel Depot more accessible. 

 
36.  The Arena development will complement the Metrobus project, providing links from 

Ashton Value to Temple Meads, the redevelopment of Temple Meads station by Network 
Rail (along with the electrification of the main line from London), and the new bus 
interchange adjacent to Temple Meads. 

 
37.  There will be a pedestrian link from Temple Meads directly to the station, facilitating 

access to platforms and journeys by rail. 
 

Tolerances 
 
38. This report seeks approval from Cabinet and Council for delegated authority to the 

Strategic Director for Place to negotiate the Operator procurement within the tolerances 
set out in this paper. For the operator procurement, this equates to a total sums for the 
operator lease, total capital cost and operator fit-out cost.  This is the operator rental sum 
projected in the OBC and also the cost plan and capital fit out cost estimated in the OBC 
cost plan. 

 
Next Steps 
 
39.  The Project Team are currently preparing the contract documentation to go out to 

operator procurement as soon as possible after the full council budget meeting on 18th 
February 2014. Work is underway for further additions to the Project Team both 
internally and externally via a second phase of consultant recruitment. 

 
Consultation and Scrutiny input: 
 
40. Resources Scrutiny discussed the project on 18th October, and the project was 

discussed again on 13th December 2013. 
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a. Internal consultation: 
  
41. During the Outline Business Case preparation a number of individuals were contacted 

for their views on the project:  
 

George Ferguson Mayor 
Colleen Bevan Service Manager, Environment and Leisure 
Peter Holt  Director of Communications and Marketing 
Alistair Cox  Service Manager, City Transport 
Richard Holden Strategic Planning 
Richard Matthews Strategic Planning 
Hywel Evans  Technical Investment Manager 
Alun Owen  Service Director, Major Projects 
Jack Allan  Economic Development 
Cllr Simon Cook Executive Member for Capital Projects 
Stephen Hilton Programme Leader, Connecting Bristol 

 
b. External consultation: 
  
42. During the OBC process a number of external parties were contacted for their views on 

the project: 
 

James Durie  Director, Bristol Chamber of Commerce 
Andrew Kelly  Director, Bristol Cultural Development Partnership 
Paul Appleby  Chairman, Bristol Media 
Matt Booth  Chairman, Bristol Music Foundation 
John Hallett  Managing Director, Destination Bristol 
Peter Holloway Area Manager, Homes and Communities Agency 
Music Promoters (Confidential)  
Arena Operators (Confidential) 
Kirsten Durie  Property, Network Rail 

 
Other options considered: 
 
43. There is a “do-nothing” scenario whereby the Council decides not to build an Arena. The 

Council would save money, which it could spend on other priorities for the City. However, 
without an Arena the objectives and economic benefits would either not be realised or at 
least be limited.  Progress within the TQEZ would slow and the profile of the City would 
not be enhanced. 

 
Risk management / assessment:  
 
44. The key risks are set out in the following table. There are standard risks associated with 

any construction project e.g. cost increases, delay to programme, or a procurement 
challenge. A full risk register is attached as Appendix V. 
 

45. A sensitivity analysis of a 10% fall in venue and car park income (e.g. in the case of a 
drop in attendances or a competing facility) would equate to £2.2m over 7 years (£314k 
pa) or £5m over 15 years (£333k p.a.). Venue income would be an operator risk, car park 
income would be a Council risk. 
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46. The OBC identifies an Optimism Bias of 13% for this project.  This has not been included 
within the Total Project Cost.  There is however a contingency within the Project Cost 
plan. 

 
47. Key financial and legal risks are covered in the finance and legal sections and in the main 

risk register. 
 
 

The risks associated with the development of an Arena: 

No.  
RISK 

 
Threat to achievement of the key 
objectives of the report 

INHERENT 
RISK 
(Before controls) 

 
RISK CONTROL MEASURES 
Mitigation (i.e. controls) and Evaluation 
(i.e. effectiveness of mitigation). 

CURRENT  
RISK 
(After controls) 

RISK OWNER 

Impact Probability Impact Probability 

1 Income projections for car parking 
fall short of what is planned- 
Council needs to find alternative 
funds to support the Business 
Case. 

Med High Devise car parking strategy to reduce 
any shortfall and also seek other 
funding sources. 

Med Low Project Board 

2 Potential for increased costs to 
the Council. The Council’s 
assumptions on how City Deal 
money is to be made available are 
not the same as the final funding 
mechanics. 

Med Med Ensure modelling projections for 
servicing the debt are at all ranges and 
cover all scenarios. Work with LEP to 
clarify how the EDF money will be paid 
to Bristol when the programme begins 
on 1

st
 April 2014. 

Med Med Project Board 

3 Project cannot enter the 
procurement stage as funding 
package is not in place 

Med  Med Obtain approval from Cabinet, Council 
and LEP 

Low Low Project Board 

4 Site acquisition- BCC to acquire 
whole site and use the profits of 
development to obtain the site at 
zero cost to the Arena project- no 
business case to support this 
approach and thus deliverability 
of this option not confirmed 

Med Med Develop commercial model for the 
whole site and acquire it from the HCA 
soon so as to give comfort to potential 
Operators 

Med Low Project Board 

5 State Aid- Council’s funding of the 
project is considered to be State 
Aid 

Med Med Devise State Aid strategy with legal 
advisors 

Low Low Legal Services 
and Legal 
Advisors 

6 Insufficient Market interest in the 
Operator Lease 

Med Low Soft Market Testing for both types of 
model is strong 

Med Low Project Board 

7 City Deal income projections do 
not materialise 

Low Med Modelling shows this is unlikely- in the 
very unlikely event that they were 
delayed this may have an impact on 
our servicing of the debt. 

Low Med Project Board  

8 Income from events falls due to 
lack of sales 

Med Low Operator risk via lease approach. 
Could affect profit share, and car 
parking income. 

Med Low Project Board 

9 Operator default- Operator unable 
to continue with Lease 
arrangement 

Med Low Market is currently robust – include 
provision for operator replacement in 
contract with operator, then appoint 
new operator. Contract review/break 
clauses in contract. 

Low Low Project Board 
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The risks associated with not taking forward  the Arena:  

No. RISK 

 
 
Threat to achievement of the key 
objectives of the report 

INHERENT 
RISK 
(Before controls) 

RISK CONTROL MEASURES 

 
 
Mitigation (i.e. controls) and Evaluation 
(i.e. effectiveness of mitigation). 

CURRENT 
RISK 
(After controls) 

RISK OWNER 

Impact Probability Impact Probability 

1 Cultural development in the City is 
hampered by a lack of cultural 
assets 

Med High Seek to develop other cultural assets, 
or accept this risk 

Med Med Project Board 

2 Economic benefits are reduced or 
not delivered 

Med High Find alternative ways of producing 
these benefits in the TQEZ 

Med Med Project Board 

3 Profile of the City is not enhanced Med Med Promote the City in other ways or 
accept this risk 

Med Med Project Board 

 
Public sector equality duties:  
 
48. Previous best practice involving design / construction will need to be embedded in the 

process from the very beginning and progressed further so that it will improve the offer to 
equalities communities. The process needs to be transparent and have the full 
involvement of Equalities Stakeholders throughout the planning, construction and 
implementation stages of the project so that the decision making processes are robust 
and comply not only with current national legislation but also includes local guidance 
such as the Environmental Access Standard. 
 

49. An Equality Impact Assessment is attached as Appendix VI. 
 

Advice given by: Jane Hamill, Equalities Advisor 
Date:        05.12.13 
 
Ecological impact assessment 
 
The significant impacts of this proposal are: 
 
50. Previous best practice involving design / construction will need to be embedded in the 

process from the very beginning and progressed further so that it will improve the offer to 
equalities communities. The process needs to be transparent and have the full 
involvement of Equalities Stakeholders throughout the planning, construction and 
implementation stages of the project so that the decision making processes are robust 
and comply not only with current national legislation but also includes local guidance 
such as the Environmental Access Standard. 
 

51. There will be a short-term increase in environmental impacts through the consumption of 
fossil fuels and raw materials in constructing the Arena.  Longer term, there will be 
on-going consumption of energy for heat and power, production of waste and travel to 
the site.  

 
52. An increase in traffic is likely to lead to deterioration in local air quality. Air quality 

objectives are already being exceeded in this area.  
 

53. Significant potential exists for mitigating the negative impacts of this proposal, and also 
for positive effects. These include low carbon energy generation, improved cycling/ 
walking infrastructure and ecological enhancement. The site is adjacent to Temple 
Meads which provides for reduced travel impacts. 
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54. The proposals include the following measures to mitigate the impacts: 
 
  Mitigation measures will be considered through planning and the procurement of an 

operator. 
 

 Aim for BREEAM “Outstanding” with “Excellent” as a minimum. Developments 
over 10,000m2 require a BREEAM Communities assessment under BCS15. 

 Meet the planning requirement for 20% of energy demand to be met from on-site 
renewables. 

 Use of Sustainable Drainage, in particular for the car park 
 Resilience to flooding and extremes of temperature. 
 Travel plan to be operational at facility opening. 
 It is noted that new planning permission will need to comply with the following 

policies from the Core Strategy and Bristol Central Area Plan: 
                BCS 13 - Climate change – mitigation and adaptation  
                BCS 14 - Sustainable energy  
                BCS 15 - Sustainable design and construction  

BCS 16 - Flood risk and water management  
BCAP 20 – Sustainable design Standards 
BCAP 21 – Connection to Heat Networks 
BCAP 22 - Habitat Preservation, Enhancement & Creation on Waterways 
BCAP 28 – New Interchange Facilities 

 
55. The net effects of the proposals are: The overall impact is negative 
 
A full eco-impact assessment is included at Appendix VII. 
 
Advice given by: Steve Ransom, Environmental Performance Programme 
Coordinator 
Date:        05.12.13 
Resource and legal implications: 
Finance 
 
a.  Financial (revenue) implications: 
 
56. The Arena Project is forecast to cost up to £91m. The Council will need to prudentially 

borrow up to £91m to finance the Arena construction. The timing of this borrowing will be 
determined by the treasury management strategy during the project period. This 
borrowing will be supported by income from car parking, Arena lease payments and City 
Deal. 
 

57. The aim of the financial package proposed is that there will be no recurring annual 
revenue cost to the Council. This relies upon the current forecast for car parking income 
being realised and City Deal funds being available in the amounts expected, from growth 
in business rates from the Enterprise Zones and Enterprise Areas. These sources of 
income plus the lease income from the Arena Operator aim to cover prudential borrowing 
liabilities that would fall on revenue. The lease income would be indexed and increase 
during the contract period and if the contract includes a profit or income sharing 
mechanisms, additional income could be due to the Council. The income from the 
Operator will be guaranteed for the contract period, currently expected to be 25 years. 
The lease would be a full repairing lease, so the Operator would be responsible for 
periodic Arena costs and not the Council. 
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58. In the short term, City Deal support may not match the requirements of our proposed 
prudential borrowing. The Council will need to cover any shortfalls. However, the long 
term impact of any such shortfall may be mitigated by increases in City Deal income in 
later years and potentially managed if we have the ability to borrow from reserves in the 
short term. However, as an example, we would hope that City Deal to provide support of 
over £4m in the first year of Arena operation. In respect of City Deal, the LEP and the four 
Unitary Authorities are currently undertaking additional modelling carried out with the aim 
of assessing the risks associated with funding projects from City Deal income.  

 
59. Similarly, car park income may vary from year to year and the Council would need to 

cover shortfalls, if any, against the level of income predicted. We are currently doing 
further work with external advisors on a number of scenarios so we can better judge the 
risk to the Council associated with car park income. The current expectation from the 
OBC is that Arena car parking would provide a net income of £470k in the first year of 
operation. 
 

60. An initial £250k project development costs were approved by Cabinet in May 2013.  
 

b.  Financial (capital) implications: 
 

61. As noted above, in the project summary, the Arena Project will require prudential 
borrowing up to the value of the Arena Project’s capital costs. The maximum level 
estimated is £91m This borrowing will need to be in place around the time of the Arena 
being operational in mid-2017. The timing of borrowing will be determined by treasury 
management strategy.  The cost of this borrowing should be met from City Deal and the 
income from the Arena Operator lease and car parking, with the aim of the monies 
borrowed to fund the Arena being entirely paid from outside Council budgets. 
 

62. We have: 
 

 Included a provisional figure to be included in the draft budget to support capital 
spend, 

 Provisional agreement from the West of England LEP to provide support for  the 
cost of borrowing £53m, and 

 Identified initial estimated cash flows from Operator Lease income and additional 
car parking revenues. 
 

63. The key risk to the Council is that should any of the sources of income fail to meet 
expectations. The Council will have to make up the shortfalls from its budget. Indications 
of the expected cash flows to cover the cost of borrowings are set out above.  
 

64. The total estimated maximum cost does not include any provision for the capital cost of 
purchasing the Arena site. This is still a key risk for the project and will need to be 
resolved before progressing. 

 
Advice given by Mike Allen, Finance Business Partner 
Date   05.12.13 
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c. Legal implications: 
 
65. Operator Lease Model - the advice from the Council’s advisors is that this model is a tried 

and tested one with proven deliverability. It is accepted by and familiar to both operators 
and funders. It creates a self-sustaining, income producing long term relationship with a 
capital value.  
 

66. Procurement of the Operator – Whilst it was originally proposed that the Operator be 
procured using a competitive dialogue procedure, the Council’s professional team have 
suggested that, given the development of the project and the greater certainty over the 
Council’s requirements, and its status as a service concession, it may be appropriate to 
adopt a negotiated procedure, which may also encourage market response. Further 
advice has been sought on the respective advantages/disadvantages of each procedure 
and the Service Director Place (in consultation with the Service Director Legal) to 
determine the best route to follow. Either route will, so far as necessary, comply with the 
Procurement Regulations and/or the Council’s own procurement rules. 

 
67. State Aid - One of the key legal issues to address is State Aid. State Aid is a complex 

area, which has evolved over recent years, particularly in the context of state supported 
infrastructure projects.  Our legal consultants have produced a briefing note on State Aid 
and how it might apply to this project with a view to developing a strategy to ensure 
compliance.  The current view is that there is a risk of State Aid arising i.e. the public 
funds in the Council’s own hands in respect of the construction and operation of the 
Arena, and the issue needs further consideration.  The project team and its advisors will 
devise a State Aid strategy for the project and the risk assessment will be updated as 
necessary. 

 
Advice given by  Eric Andrews / Solicitor, Legal Services 
Date   05.12.13 

 
d. Land / property implications: 
 
68. The Homes and Communities Agency will fund the road bridge from Cattlemarket Road 

and supply a fully serviced site in terms of utilities. BCC is currently in negotiation with 
the HCA to acquire the whole of the Diesel Depot site. The Council will have to pay a sum 
to be agreed to the HCA, however it is likely that profit to be made for the non-Arena part 
of the site will equal or exceed this (Refer also to paragraph 17).  The Planning 
Application for the Arena will be submitted either by the Council or a developer as part of 
the development of the whole site.   

 
Advice given by  Robert Orrett, Service Director Property 
Date   05.12.13  

 
e. Human resources implications: 

 

69. There are implications for the recruitment of new staff with the skills and abilities that the 
project will need. The Board will need to commit to a number of external consultant 
positions that are required within the Project Development Budget as well as internal 
posts already approved by the Vacancy Management Panel. 
 

70. There are no reductions, restructuring and/or redundancy implications. The Arena is 
expected to create opportunities for new jobs in Bristol. This in turn provides an 
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opportunity to champion an inclusive workplace that embraces diversity, values 
difference and supports the full participation of all employees and the local community.  

 
71. The chosen Operator will operate the facility in the Leasing option and therefore no 

internal resource would be required.     
 

72. Further work on strategic HR planning will be actioned and monitored on a regular basis 
throughout the project. Operational decisions may impact on practices such as job 
design and training.  Bristol City Council’s HR policies and procedures will be followed 
throughout the project, which includes Trade Union consultation 

 
Advice given by: Sandra Farquharson, HR 
Date 05.12.13 
 
 
Appendices Included: 
 

I. Funding package 
II. Arena financing- supplementary information 
III. High-level Programme 
IV. Frequently Asked Questions (FAQ) 
V. Risk Register 

VI. Equality Impact Assessment 
VII. Ecological Impact Assessment 

VIII. Project Initiation Document (without appendices). 
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Appendix I 
Arena Cost Plan and Funding Package based on 12,000 Capacity 
 (Operator lease model) as at 22.11.13 
 

 

OBC preferred 
model 

Assumptions/Notes 

 
£000  

Arena Build Cost  
(Q3 2012) 

56,000 Base build cost August 2013 
12,000 Seating capacity seating and standing 
10,000  Fully seated  
 

On-Costs  25,000  See breakdown below 

FF&E 3,000 5%  

Fees 8,000 15% 

Contingency  7,000 10% 

Inflation  7,000 9.71% 

Arena out-turn cost 81,000  

Site 0 HCA provide freehold to the site at nominal sum 

Off Site Highways Works 5,000 Provisional sum from BCC/HCA 

On site costs 3,000 External works on Diesel Depot site 

Project Development Costs 2,000 From City Deal or Council Revenue budget 
 
 

Total project cost 91,000  

Capitalised sum from 
operator rent stream 

34,000  
(Yr 3) 

Estimated level of operator rent (Operator lease 

model Option 1a) estimated at £1.62m in year 3 

(mature year)   

Capitalised sum from 
evening car parking income 
stream 

Estimated car parking income on 1,000 spaces 
(£674k pa in year 3) 
  

FF & E contract contribution 
from operator (FF&E + fees, 
contingency and inflation) 

4,000 Capital contribution for fit out by the Operator 
(Lease model)  

Total Income 38,000  

Total Shortfall 53,000 Prudential Borrowing against City Deal future 
income from retained business rate growth  
(see Note 5) 
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NOTES 
 

 
1. Furniture, Fixtures & Equipment-The Operator lease model assumes a capital sum from the Operator to 

pay for FF & E.  
2. Cost of funding for car park build assumed available from capitalised sum from day time parking revenue 

stream 
3. RIF loan funding-the £21m funding to unlock infrastructure around the Diesel Depot site has not been 

included as this is an interest free loan and not a grant. This funding helps to support the overall cash 
flow for the delivery of the project and the site. 

4. Optimism Bias- an Optimism Bias of 13% has been included in the business case to reflect public sector 
delivery. We are seeking figures from Leeds Arena to see if we can improve on this.  This is not included 
in the cost plan. 

5. Cost of debt finance to BCC not included- various scenarios depending on operator model and duration 
of payback. 
 

       

POTENTIAL ADDITIONAL SOURCES OF FUNDING IDENTIFIED 
   

1.  

1. Asset Value- the value of the asset will be dependent on its financial performance during and over the 
term of the lease.  Alternative funding to prudential borrowing is also being sought. 

 

 

       

 

  

       
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



Appendix II 
 
 Arena Financing 

 
1.  Operator Lease. The Operator will pay an annual sum to the Council for 

the use of the Arena. Our advisors have estimated this at £1.67m in the 
first year of Arena operation. The size of the lease payment will be agreed 
as part of procuring an Operator which should be concluded by autumn 
2014. The lease will provide a secure income stream, which will be 
received once the Arena is operational. The first month of operation is 
expected to be June 2017. The lease payment should increase annually in 
line with Inflation. The lease model both transfers operational risk to the 
Operator and provides the Council with a confirmed funding stream.  The 
decision to use a lease approach was the subject of a separate paper to 
cabinet on 5th December 2013. 

 
2.  Car Parking. Arena visitors will have access to a wide range of transport 

modes. However, an important source of income for other UK based 
Arenas has been car parking fees. The level of income from fees is reliant 
upon a number of factors including: 

 

 The cost of parking 

 Competition for car parking 

 The availability of suitable parking spaces near to the Arena site.  
 

3. To provide an effective income stream, parking needs to be easily 
accessible from the road network and of such quality that a premium price 
can be charged. The Business Case suggested that for the Council to 
achieve a target income of over £600k per year it would need to secure 
income from 1,000 car park spaces sold to visitors at £6 net per visit.  

 
4.  The Business Case also assumes that parking spaces will be of high 

quality and near to the Arena, to justify the tariff. Options for getting this 
car parking provision include a new build car park, financed by the day 
time usage. The evening income would be used to provide income 
towards the Arena financing costs.  

 
5. The current baseline position is that the Council has a total of 783 spaces 

that it owns within a 15-minute walk of the Arena. This falls short of the 
1,000 spaces modelled in the business case and at the current blended 
evening rate of £2.50, also falls short of the modelled income of £6 net per 
space per visit. Using this figure as a baseline leaves a gap of around 
£300k per year on the car parking income. 

 
6. Officers are seeking to resolve this issue and have commissioned 

consultants to look into car park site options, including new-build or 
refurbishment.  The outcome of this options appraisal is commercially 
sensitive. When this work is complete the Council will need to decide 
whether to proceed with an option or do nothing and accept the shortfall 
on the car parking. 



 
7. Any parking solution found for the Arena also needs to work for the whole 

of the Temple Quarter Enterprise Zone and should be in place for when 
the Arena opens in June 2017. 

 
8.  Officers are also seeking to find alternative sources of funding, and work 

is underway to identify potential income from citywide advertising, which 
could be channelled to the Arena project and thus the car parking position 
would be resolved/improved depending on the amount. 

 
9.  Arena Fit-out by Operator. £4m income will come from the Operator, 

who will pay for the fit-out of the facility at the beginning of 2017. This is 
aimed at allowing an operator maximum flexibility over the design to suit 
its income model and in turn reduces the overall cost of the Arena to the 
Council. 

 
10.  City Deal. The remaining £53m will be funded by income from City Deal. 

Cabinet signed up to the principles of City Deal in July 2013, with City Deal 
beginning on 1st April 2014. The Council will prudentially borrow the capital 
cost of the project; of this £53m will be borrowed against income secured 
from City Deal. 

 
11. The City Deal allows Local Authorities to retain business rate growth from 

Enterprise Zones and Enterprise Areas over a period of 25 years. The 
West of England Local Enterprise Partnership (LEP) will manage this 
process on behalf of the sub-region and its four partner authorities. The 
funds secured from retained business rate growth will be pooled in the 
Economic Development Fund- (EDF). 

 
12. Financial modelling carried out for the four Councils involved in City Deal 

has provided an estimate of the funds likely to be available to the EDF and 
when these funds might be received. This modelling has included best and 
worst case scenarios allowing the risk associated with funding a portfolio 
of projects across four Councils to be assessed.  

 
13. Currently, the four Councils and the LEP are establishing how projects will 

be selected for support from the EDF and in turn how that support with be 
paid to individual Councils. Bristol’s two priority projects are the Arena and 
the M32 Park and Ride. 

 
14.  Officers presented a paper to the LEP Executive on 14th October, and will 

present information on the economic benefits of the project to the LEP 
Executive on 9th December. Once support is agreed, the LEP needs to 
confirm how Bristol will receive money from the EDF. This will allow us to 
estimate the risk to the Council from using the EDF as a source of funding 
for the Arena. 

 
15. The main risk to the Council is not receiving sufficient money from the EDF 

to meet its commitments from prudential borrowing. This could occur if 
business rate growth falls short of that predicted. Any such shortfall in 



funding will fall to individual Councils to find from existing budgets and not 
the EDF itself. 

 
16.  One factor that needs to be taken into account is that £20.85m of RIF 

funding received by the Council has first call on the EDF. This is not 
expected to be repaid in one go but over several years. Therefore, the 
EDF will need to have sufficient funds in any one year for RIF repayments 
and to support the selected projects.  

 
 

17. The key factor for Bristol is that without full EDF support for £53m of 
borrowing, the project is not viable.  

 
Timeline for the flows of money 

 
18. The table below shows the timeline for income and expenditure on the 

project; 
 

Item Amount Commencement Date 

Prudential Borrowing £91m (all items 
below included in 
this total) 

 2016/17 on depending 
upon treasury 
management strategy 

Project Development 
Costs 

Spend 2014 

Design Development Spend 2014-5 

Site Acquisition Cost Neutral  (see 
part d) 

TBC 

Servicing the debt Spend 2017 

Income from Operator 
fit-out 

Capital income 2017 

Income from Car 
Parking 

Revenue income 2017 

Income from Operator 
lease 

Revenue income 2017 

Funds from City Deal Income  Dependent upon EDF 
funding  

 
 
Other Funding options investigated 

 
19.  The project team have investigated other forms of financing the project so 

as to arrive at the current commercial structure.  None of these have been 
taken forward for a variety of reasons as set out below; 

 

 Operator provides capital finance to build facility. Soft Market 
testing of potential Operators indicates that they are prepared to 
consider financing a part of the Capital Construction (e.g. the fit-
out) but not the main build. As capital is cheaper for the Council to 
access than the private sector and the Council does not have to 
make a return on capital employed, such an option would most 



likely be a more expensive financing route than that proposed. 
 

 Council raises capital through sale of its property and land 
assets. No options have been put forward. Land sale prices are 
not high and any available assets are already committed to other 
Council initiatives and programmes. 

 

 Capital reserves.  No capital reserves are available for this 
project. 

 

 Bristol Bond or similar. The Project Team has looked at 
alternative forms of finance such as Bond issues. These have been 
discounted as the amounts required to fund the Arena are large 
and the Council will need certainty over when funding will be 
received. Bond financing carries the risk of not achieving the 
amount of funding required and not getting the funding at the time 
required.  

 

 Council uses Community Shares to raise funds to build the 
Arena. This approach has worked in the United States for 
community schemes, but not an Arena.  £91m is a considerable 
sum to raise from the sale of community shares. Prudential 
borrowing via PWLB against future income streams is seen as a 
lower risk to the Council. 
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APPENDIX IV 

 
BRISTOL ARENA – FAQs 

 
 

1) PROJECT STATUS 
 
Is the Arena still going ahead? 
The Arena remains one of the key priorities for Bristol Mayor, George Ferguson 
and the city council. 
 
The bid for funding from the Regional Growth Fund was unsuccessful. 
Does that mean the project is not going happening? 
No, the project is still going ahead. The bid for RGF 4 funding was not part of the 
original funding plan for the project, and if we had been successful it would have 
been a great bonus. However, not getting the funding does not stop the project. 
 
What is the current status of the project? 
The Outline Business Case has been produced. It builds on the work of the 
earlier feasibility study and concludes that there is continued stakeholder 
support, market demand and operator interest for an arena in Bristol.  Cabinet is 
due to make a decision on the funding support package required in January 
2014, with the project going to full Council the following month. When the funding 
is agreed the project can then move into delivery mode. 
 

2) STRATEGIC NEED AND BENEFITS 
 
Why do we need an arena? 
The arena is a key catalyst for the Bristol Temple Quarter Enterprise Zone, 
creating jobs and generating economic growth. Bristol is the only one of 8 Core 
cities that does not have an arena.  An arena is key to develop the city‟s cultural 
infrastructure. There are also considerable economic benefits associated with 
this type of development. 
 
What are the economic benefits of the Arena? 
We have commissioned a study into the type of economic benefits an Arena 
might bring to Bristol and the sub-region.  At West of England level, the Arena 
will create 911 gross direct and indirect jobs and 387 net additional jobs.  At 
Bristol level, it is anticipated that 804 gross direct and indirect jobs and 274 net 
additional jobs will be created.  The Cumulative net additional discounted Gross 
Value Added (GVA) generated over a period of 25 years is expected to range 
from £110.9m at Bristol level to £157.3m across the West of England as a whole. 
The estimated Benefit Cost ratio for the project is between 1.9 and 2.7, broadly 
comparable with other tourism and leisure projects. 
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3) FINANCE AND FUNDING 
 
How are you planning to pay for the Arena? 
Not many arenas have been built in the UK in recent years. The most recent 
venues, at Glasgow, Leeds and Liverpool, have all received some form of capital 
grant allocation from the public purse. The Arena will need an element of public 
funding to enable it to be delivered. The approach to the funding structure of the 
project up to now has been for the Council to prudentially borrow to fund the 
capital build. Income will be generated from a fixed rental payment from the 
Operator and car parking income. This still leaves a shortfall of approximately 
£53m.  The Council will be using money from the City Deal Economic 
Development Fund to fund the shortfall. 
 
Although we have decided not to submit a bid for RGF5 funding, we are still 
exploring a number of funding options in an attempt to ensure that capital 
investment from the Council is minimised. 
 
How does the City Deal work? 
Under the City Deal the Local Enterprise Partnership (LEP), of which Bristol City 
Council is a member, can use retained business rate growth from the BTQEZ to 
fund infrastructure within the Zone.  The Arena will be located on the Diesel 
Depot site, which sits within the TQEZ. The Council will need to get the support 
from the LEP to allocate business rate growth to the arena project, as there may 
be other projects within the West of England that require funding too.   The 
business rate growth projections do show that it will take some time, possibly 10 
years or more, to build up a sufficient amount of money for the Council to pay 
back the prudential borrowing for the arena. 
 
How does the Arena project impact on the Councils need to make £90m 
revenue savings over the next three years? 
The impact of the prudential borrowing on the Council‟s revenue budget is 
included in the 3 year budget. The Arena funding decision is part of a bigger 
debate about the Council‟s 3-year budget, which is why the Arena is being 
discussed as part of the overall budget. 
 
What do you mean by different operator models? 
Arenas around the country are operated in a number of different ways. There are 
three main models; operator lease, management agreement, and Special 
Purpose Vehicle. These are all different structures with varying amounts of risk 
transfer and advantages and disadvantages.  The Council decided on 5th 
December to adopt an operator lease for the Bristol Arena. 
 
 
 
 
 



  3 

4) TIMEFRAME AND PROGRAMME 
 
What has been happening recently? 
We have produced the Outline Business Case, which has reconfirmed that there 
is a need and a demand for the project. The project team has completed the first 
stage of recruitment, and we have appointed the following advisors to assist on 
the project:  
 

 Financial Advisors 

 Cost Consultants and Employers Agent 

 Legal Advisors 

 CDM Coordinator 
 
When can we hope to see the arena built? 
At this stage, the estimated construction start on site date would be early 2016, 
with completion around June 2017. 
 
Is there going to be a design competition? 
Yes, the intention is still to run a design competition to appoint a design team 
with a concept design. Before this can take place we need to confirm the funding 
package via Cabinet and the Council, and then procure an operator for the 
facility.  We need to appoint the operator so that they can help develop the 
design of the venue with us.  
 
 

5) THE VENUE, ITS CONTENT, COMMUNITY INVOLVEMENT 
 
How big will the Arena be? 
The current plans are for a 12,000 capacity arena..  This is the preferred size 
from the Business Case work, and our soft market testing with potential 
operators. Whilst this is not as big as other Arenas such as the O2 in London and 
the MEN Arena in Manchester, 12,000 does place us favourably in the second 
“tier” of arenas in terms of capacity, for  example Leeds and Liverpool. This will 
ensure the venue is attractive to promoters and artists alike.  
 
Why can’t it be built cheaper? 
It might be possible to produce a cheaper facility which is the same size, but we 
don‟t know of any like this in the country. The facility needs to be of a certain 
quality to attract spectators and artists, and to secure income from the operators.  
 
What will it look like? 
The preferred configuration for the Arena is a horseshoe design- this is a 
common Arena design that offers maximum flexibility- this will enable us to cope 
with future changes in the entertainment and sports industry. We have not yet 
designed the facility, we need to appoint an operator first and a design team to 



  4 

take the design forward. We do want the building to be exciting, innovative, 
sustainable and of good quality. 
 
What kind of acts will we be seeing? 
The Arena will offer a variety of entertainment including the following: live music, 
family shows, entertainment shows, sports events and comedy.  People will be 
able to see major acts and artists without leaving the city or sub-region. 
 
Will there be access for community groups? 
Using the Arena for community events is a relatively expensive use of the facility; 
however it is something we are currently looking at. We will seek to ensure we 
have a certain access to the Arena programme if required. 

 
How will people be able to access the site? 
At the present time, the Diesel Depot site has very limited access. The Homes 
and Communities Agency, who own the site, have just been given the go ahead 
by the Government to invest £11 million to improve the access and its 
connections to the rest of the city. Works will now start to prepare the site and 
they will then build a new three lane bridge with cyclist and pedestrian access 
across the river from Cattlemarket Road. They will also spend £500,000 
improving other infrastructure around the site. Work is expected to start on this 
by the end of 2013. 
 
Will there be sufficient parking? 
There will be a minimum number of car parking spaces on the diesel depot site 
itself.  An options appraisal report is underway which looks at the best way of 
accommodating arena users on event days.  We want customers to have the 
best travel experience possible in getting to and from the Arena, so that they will 
return to the venue in the future. 
 
At the Cabinet meeting held on the 27th June 2013, it was decided that the 
Council would only proceed to statutory consultation regarding the „inner ring‟ 
RPZ areas which are closest to the city centre.  Totterdown is not included in the 
inner ring, so whilst we will be carrying out studies of parking capacity in the area 
in 2014, we will not be taking forward any proposals for consultation without first 
seeking approval from the Cabinet.   
 
Will there be additional trains for concerts? 
This is an option if there is sufficient demand, and something that will be taken 
forward with Network Rail and the rail operator. 
 
What else is happening related to the Arena? 
Early discussions are taking place with partners about an events programme 
leading up to the Green Capital year in 2015 and following that for the Arena in 
2017. 
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6) TRANSPORT 

 
How can I get to the Arena by public transport? 
Public transport links to Temple Meads are well established with bus services 
connecting all parts of the city and further afield to Temple Meads.  National and 
local rail links to Temple Meads connect other parts of the city and the country. 
 
The new Bus Rapid Transit Network will serve the Enterprise Zone with 
connecting services from Hengrove Park and Long Ashton Park and Ride, the 
north fringe of Bristol, including the Bristol and Bath Science Park Enterprise 
Area and the Filton Enterprise Area, 
 
The redevelopment of the surrounding area provides the opportunity to increase 
and develop connectivity (pedestrian links, cycle links, bus, rapid transit, and 
vehicle links) to the TQEZ. This has been facilitated by a £21m grant from the 
Revolving Infrastructure Fund towards infrastructure projects that will open up the 
BTQEZ and Arena site. 
 
 

7) CONSULTATION 
 
What opportunities are there to get involved or be consulted with on the 
development of the Arena? 
We will keep people informed via the website and regular press announcements. 
When the project is fully funded we will appoint external advisors to support the 
Council in developing this engagement more fully. 
 
Will there be set stages for consultation throughout the development? 
The public will play a role in the design competition in commenting on the various 
designs being put forward. There will also be a formal consultation as part of the 
planning application process. 
 

8) Press and Media 
 
Can we see the Outline Business Case? 
Parts of the OBC are commercially sensitive and cannot be released.  We are 
considering putting an abridged version of the OBC on the Bristol Temple 
Quarter website. 
 
How can I keep up to date about developments on the Arena? 
There is more information on the website at www.bristoltemplequarter.com.  
 
 
Stuart Woods 091213 
 

http://www.bristoltemplequarter.com/
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BRISTOL ARENA 
 
Project Vision 
 

1 The project Vision will be developed throughout the Outline Business Case 
stage and will capture the Vision of the Mayor and key stakeholders. The 
Vision will then be tested in terms of cost, viability and deliverability to 
enable the Council to make decisions going forward about what the key 
priorities are within this Vision 
 

2 The Experience: The Arena will; 
 

i. Create a “return-again” experience for its customers 
 

ii. Provide a vibrant “Bristol Experience” for visitors, which makes our 
Arena different from others 

 
iii. Be at the forefront of Arena programming and content 
 
iv. Provide excellent transport links to match public expectations 
 
v. Provide safe and secure parking within 15 minutes distance for 

when public transport is not an option. 
 
vi. Provide the Council and the public with opportunities to use the 

facility via a number of “authority days” or community events 
(subject to cost considerations) 

 
3 The Building will: 

 
i. Have a capacity of 12,000, with 10,000 seated  

 
ii. Be flexible enough in design to be future-proofed for changes in the 

entertainment market and to meet Bristol‟s expectations. 
 

iii. Be flexible enough to accommodate a wide range of content, 
including music concerts, family entertainment shows, sports and 
other events (temporary ice events subject to outcome of the 
Business Case work). 

 
iv. Be delivered to budget and to a quality set out in the Employers 

Requirements. 
 

v. The cost plan will be based on a minimum BREEAM rating of Very 
Good as per the current industry standard. 
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vi. Be able to offer a themed usage, for example Circus. 

 
vii. Be accessible to all (and review whether it should comply with the 

Bristol Access Standard) 
 
viii. Be designed in a way that complements the requirements of the 

Planning Authority 
 
ix. Have very little car parking on site, probably only disabled bays with 

some staff/VIP parking (maximum 250). 
 

x. Provide suitable acoustic controls for noise entering and leaving the 
building. 

 
xi. Provide HGV parking only in/ adjacent to the Service Yard. 

 
 

4 Interface with the rest of the site: The Arena will, 
 

i. Have a public realm interface with the rest of the site, which 
encourages visitors and creates a “destination” experience for 
“Arena Island”. 
 

ii. Assist in making the TQEZ and Railway Station more accessible 
 

 
Project Objectives and Outcomes 
 

5 For some time Bristol has wanted to develop an arena in the city to 
maximise social, economic and cultural benefits that such a facility would 
deliver.  Previous attempts at delivering an arena within the city have not 
been successful for a variety of reasons. 
 

6 Despite the continuing economic recession, a number of factors are now in 
alignment to facilitate the delivery of an arena for the city and sub-region.  
These include strong political support from the Mayor, funding for adjacent 
infrastructure from the Revolving Infrastructure Fund, and the potential to 
fund the capital project via City Deal or a bid to the Regional Growth Fund 
Round 4. 
 

7 An arena in the city will bring benefits that will raise the profile of the city by 
enabling Bristol to attract a variety of major events. The key objectives for 
the Project are: 
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i. To contribute to the wider regeneration of central Bristol and the 
sub-region by acting as the catalyst for the successful delivery of 
the wider Temple Quarter Enterprise Zone (TQEZ). 
 

ii. To provide a high quality multi-purpose arena that is affordable, 
value for money, and sustainable over the life of the contract. There 
will be no on-going revenue support required from the Council. 

 
iii. To secure a certain number of “authority days” or programme 

access when the Council can use all or part of the facility as part of 
the contract with the Operator. 

 
iv. To contribute towards the TQEZ as a destination in its own right 

with a well-designed facility with attractive public realm. 
 

v. To secure sufficient and appropriate car parking for Arena users. 
 
vi. To provide the best transport system possible for those accessing 

the arena within cost and infrastructure constraints. 
 
vii. To work with the Homes and Communities Agency (HCA) and 

Network Rail to achieve mutual objectives for the diesel depot site 
and TQEZ. 

 
viii. To form a partnership with an established Arena operator 

 
 

Benefits Realisation 
 

8 Benefits Realisation is a key process for project delivery and begins at the 
outset. In this way these benefits, both cashable and non-cashable, can be 
measured during the development of the project and on completion to 
measure the success or otherwise of the project.  The principle benefits 
realised as a result of the project are set out below; 

 
i. Measurable economic benefits realised as a result of the 

development. 
 

ii. Measurable cultural benefits realised as a result of the 
development; 

 
iii. Improved profile for the city and its ability to attract major cultural 

and sporting events. 
 
iv. Creation of an asset owned by the Council with an asset or resale 

value; 
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v. Creation of surrounding public realm in which the arena sits, with a 

proportion of developed plots that give a value to the residual land 
left over from the arena development. 

 
9 The benefits realisation plan will form part of the Outline Business Case 

development.  A number of key indicators will be identified and agreed to 
measure benefits on the Project. Some of them are likely to be as follows; 

 
i. Number of jobs created by the Arena development during 

construction, and when the building is open; 
 

ii. Increase in land value adjacent to the Arena 
 

iii. Market research of businesses setting up in the TQEZ as to 
whether the Arena was a factor in the decision 

 
iv. The increased cultural offer available within the city, measured from 

the existing baseline, in terms of the cultural offer available, and 
numbers of people involved in the cultural sector (employees or 
trainees) 

 
v. Overall economic benefits to the city building on the initial review 

carried out by Amion in April 2013, focussing on Gross Value 
Added (GVA) and including such factors as increased number of 
hotel beds stays. 

 
vi. Improved profile of the city as a place to visit, stay in, and invest in. 

 
vii. Creation of a diesel depot “destination” benefitting from improved 

access and facilities for local residents. 
 
viii. Improved reputation of the Council‟s ability to deliver major projects 
 
ix. Benefits for Network Rail and HCA with the disposal of the land and 

creation of a potential major customer for the station. 
 
25.09.13 
 

 



Bristol Project Manager Project Risk Log Bristol City Council

4 = Very high;  3 = High;  2 = Medium;  1 = Low

L
ik

e
li

h
o

o
d

Im
p

a
c
t

P
ri

o
ri

ty

24 E/F R

The project is proceeding on the 

assumption that it will be funded by 

prudential borrowing paid back via 

business rate growth from the TQEZ- 

no formal agreement in place for City 

Deal, and no cabinet paper to approve 

spending the prudential borrowing and 

giving permission to proceed.

3 4 12 22/01/2013

Outline Business Case has now 

confirmed project cost and project 

shortfall. A total of £52m needed from 

City Deal, papers to LEP Executive on 

14.10.13 and full Board on 12.11.13. 

Two papers to cabinet to approve 

operator model and project finance 

funding due on 5.12.13 and 16.01.14 

(and Council on 18.02.14)

2 2 4 Project Board 11.10.13 o

1 E/F R

Gap funding is not achievable-Project 

is not viable/does not move forward - 

BCC incurs abortive project 

development costs 3 4 12 21/03/2012

Gap funding has now been clarified in 

the OBC and project is viable if funding 

package can be assembled. Continue 

to explore other funding routes. 2 3 6
Arena Project 

Board
11.10.13 o

7 E/F R

Car Parking income projections in the 

OBC are not achievable in reality-

Increases funding requirement- 

solution needs to be found and funded 4 3 12 01/0712

Develop a commercial parking strategy 

to support the Arena- Arups site 

options work complete, now need to 

take forward preferred options. Seek 

also Risk 7.

3 2 6
Stuart Woods and 

Duncan Laird
11.10.13 o

Residual

Risk owner
Date of last 

update
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08/12/2013

Last risk No used:

ID
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e Description

(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

DATE LAST AMENDED:

Bristol Arena-  Risk Register

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

Stuart Woods

PROJ NAME: 50

PROJ MGR:
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4 = Very high;  3 = High;  2 = Medium;  1 = Low
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Risk owner
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update
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identified
ID
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ry
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y

p
e Description

(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

46 T/O R

Resourcing- additional resources 

needed for Operator Procurement 

preparation beginning in November. 

Restructuring on hold at present 

though posts are ready for shortlisting- 

impact is project delay and poor quality 

procurement.

4 3 12 11.10.13

Strategic Director and Service Director 

to confirm recruitment can proceed, or 

agree waiver for this resource to be 

filled by the consultant team
2 2 4 Arena SRO 11.10.13 o

36 S/C R

Project Programme contains no 

slippage and will need a number of 

"best case" scenarios to occur- 

reputational risk to Council and to 

Project Team if this is not achieved.
3 3 9 10/05/2013

Consultant programme review on 5th 

November to ascertain how realistic it 

is. Seek to speed up parts of the 

Programme. Assess outcomes. Team 

to raise issues promptly  with Board to 

enable rapid decision-making. Cost of 

weekly slippage indicator now 

established.

3 2 6
Arena Project 

Board
11.10.13 0

8 E/F R

Business Case is predicated on cost of 

car park being met by day-time income 

and night time profit going to the Arena 

business plan.

3 3 9 03/01/2012

Seek funding sources for the capital 

build or other sources, find site- seek 

also risk 7 car park income.

2 2 4 TQEZ Board 11.10.13 o
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4 = Very high;  3 = High;  2 = Medium;  1 = Low
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Risk owner
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update
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Date

identified
ID

C
a
te
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ry

T
y

p
e Description

(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

34 S/C R

Master plan- lack of clarity over design 

process for diesel depot site leads to 

confusion and delays to infrastructure 

development-need to confirm master 

planning not part of Design 

Competition.
3 3 9 14/06/2013

HCA Master planning process building 

on spatial framework, need to agree 

how this fits in with design competition. 

New TQEZ Governance Structure in 

place to assist. 2 2 4
Arena Project 

Board
11.10.13 o

45 E/F R

City Deal funding takes longer to come 

through than is projected or does not 

build up, thus increasing the amount of 

Bristol City Council debt finance

2 4 8 13.10.13

Two projections currently show pay 

back of City Deal EDF fund by Year 7 

and Year 15 of operation, however 

there are also other scenarios- 

continue modelling research 2 4 8
Mike Allen and 

Jack Allen
27.11.13

44 L R

State Aid- project is subject to State 

Aid- risk of additional costs or delay to 

programme

2 4 8 11.10.13 State aid initial advice from DWR 

received. Need to plan a State Aid 

approach, review papers produced by 

legal consultants and include risk in 

cabinet paper. 

2 2 4 Eric Andrews 27.11.13
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y
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e Description

(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

12 E/F R

Arena site value- BCC currently 

assumes that the site has a zero value 

in the business plan. No formal 

agreement in place with the HCA to 

confirm this. Risk of gap of up to £5m 

appearing in the business case.  No 

business case established to measure 

2 4 8 18/01/2013

Project Team meeting with HCA on 

22.10.13 to discuss Heads of Terms/ 

letter of intent to include the value of 

the site and also our expectation that 

the HCA will fully service the site with 

Utilities to boundary (see also risk 14)

1 3 3 Project Board 08.12.13 o

23 E/F R

Site Ownership- BCC currently 

committing resources to a project when 

it has no ownership of the site (see 

also risk 21). 2 4 8 22/01/2013

AO/Project Board to take forward site 

acquisition with HCA for resolution 

(meeting 22.10.13)
2 2 4 Project Board 11.10.13 o

47 E/F R

Project Development Budget not 

secured- Project Development budget 

of £1.8m is not secure, only £250k 

agreed to take us to Operator 

procurement 01.10.13

2 3 6 11.10.13

Run budget forecast for the £250k to 

see if this is sufficient. Apply for the 

remaining £1.55m costs via City Deal.
2 2 4

Stuart Woods and 

Julie Anne 

Kellaway

11.10.13 o

2 S/C R

Competing Venue- Cardiff proceeds 

with plans to develop a new Arena-

Could affect the viability of an Arena in 

Bristol and the level of commercial deal 

that could be achieved with an operator

2 3 6 01/07/2012

Keep up to date with developments 

where possible. Operator lease model 

would pass income risk on to the 

Operator. 2 3 6
Arena Project 

Board
11.10.13 o
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(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

3 S/C R
Competing Venue- Swindon proceeds 

with plans to develop a new Arena-

Could affect the viability of an Arena in 

Bristol and the level of commercial deal 

that could be achieved with an operator

2 3 6 20/12/2012

Scarce amount of information on this- 

appears that the facility mix is not 

directly in competition with our project- 

maintain watching brief 2 3 6
Arena Project 

Board
11.10.13 o

4 S/C R

Project cost increases-Cost of the 

project and the residual funding gap 

increase

2 3 6 21/03/2012

Cost plan confirmed in OBC with 

inflation and contingency and tested on 

23.09.13. Full programme review due 

on 05.11.13

2 3 6
Stuart Woods and 

cost consultants
11.10.13 o

21 S/C R

Impact on Bristol venues- the Arena 

business case includes a variety of 

acts at its bottom end capacity which 

conflict with the top end capacity of the 

Colston Hall/Bristol Hippodrome, 

meaning that these facilities are in 

direct competition impacting on the 

respective business plans.

3 2 6 21/11/2012

Work with core cities demonstrates that 

in reality there is little overlap between 

the differing venues as they are 

essentially different markets.
2 2 4

BCC Project 

Team
11.10.13 o

35 T/O R

HCA fail to deliver infrastructure to time 

or quality causing slippage to 

programme or additional bid costs

2 3 6 20/06/2013

Bridge due to start on site 16.12.13, 

plenty of slippage. SW to work with 

TQEZ Programme Manager to review 

Programme interfaces for utilities etc, 

also need to establish MOU/HoT with 

HCA.

2 2 4

Project Board for 

MOU and cost 

consultants

11.10.13 o
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4 = Very high;  3 = High;  2 = Medium;  1 = Low
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(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

43 S/C R

BCC,HCA, NR master plans do not 

communicate effectively leaving excess 

in certain types of provision and under 

supply in others

2 3 6 11.10.13

Particularly relevant to the Diesel Depot 

site in terms of Hotels, public spaces, 

food and beverage, retail- strategic 

board to direct development.

2 2 4
TQEZ Programme 

Board
11.10.13 o

6 P R

Public Relations risk of failure-Council 

and its partners perceived negatively if 

the project does not move forward/is 

not successfully delivered 2 3 6 21/03/2012

Develop a communications strategy 

with briefing of stakeholders at key 

stages -appoint PR company

2 2 4 Ruth Wilmshurst 11.10.13 o

9 E/F R

Operator rental streams are not 

achieved- yearly rental payments do 

not meet the business case projections
2 3 6 01/07/2012

OBC supports/confirms projections. 

Continue to engage with the operators 

to maintain interest. Ensure appropriate 

procurement process to maximise 

interest and commercial deal

2 2 4

Stuart Woods and 

Commercial 

Advisors

11.10.13 o

10 E/F R

Insufficient operator interest- failed 

operator procurement or "poor" 

outcome
2 3 6 01/07/2012

Listen to operator views on design, 

procurement and operation. Make the 

project attractive.

2 2 4
BCC Project 

Team
28/11/2012 o

11 E/F R

Refurbishment Risk- A major 

refurbishment is required at the end of 

the lease, and no money is available to 

fund it.  This could impact on the 

reputation of the Arena making it seem 

"tired" and also limit customer 

experience/spend

3 2 6 28/11/2012

Ensure that the asset is returned in a 

reasonable condition at the end of the 

lease. Set aside a sinking fund or find 

third party capital to finance this, or sell 

the asset on early in its life cycle.  The 

other alternative is not to refurbish. If 

we chose to refurbish at mid term this 

could cost up to £20m.  Alternative is to 

sell on the asset early in the contract.

2 2 4
BCC Project 

Team
28/11/2012 o
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Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

13 S/C R

Arena market is saturated and Bristol 

faces stiff competition to attract acts

2 3 6 03/01/2013

Transfer operational risk to operator for 

a fixed annual payment.

2 2 4
BCC Project 

Team
03/01/2013 o

17 E/F R

Business Plan future proofing- market 

trends alter during the period of the 

business plan and impact on the 

business case

3 2 6 03/01/2013 Ensure financial model is as robust as 

possible, take into account asset value 

and refurbishment issues; include 

sensitivities in projections- ensure 

design of the Arena offers maximum 

flexibility to accommodate future 

market trends.

2 2 4 Financial 

Consultants

03/01/2013

o

18 S/C R

Arena design and programming 

deviates from accepted market position 

and thus increases project risk e.g. 

desire to "Bristolise" the project creates 

uncertainty and complexity for potential 

Operators.

2 3 6 10/01/2013 Share "accepted" market position and 

approaches with Project Board to 

ensure they are supportive. Run 

alternative options through feasibility 

and financial modelling.

2 2 4 Project Board 10/01/2013

o

48 E/F R

Arena on site parking cost increase. 

Current cost plan is for 250 surface 

level spaces. Risk is that HCA 

Masterplan comes forward with below 

surface level spaces, which are more 

expensive

3 2 6 24.10.13 No mitigation measures in place at 

present. Raise in risk workshop to be 

organised in January.

3 2 Stuart Woods and 

Cost Consultants

28.10.13

o
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Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

39 T/O R

Site Contamination- Diesel Depot site 

is remediated but there is a risk of 

unforeseen contamination- any 

discovery of this at a late stage will 

impact on Programme and there will be 

cost implications to mitigate.

2 3 6 02.08.13 Ensure full site information pack is 

available for contractors, Ensure site 

pack is comprehensive.  Commission 

any studies that have not been done in 

conjunction with TQEZ Programme 

Manager. Identify a lead for supplying 

technical advice to the project.

1 2 2 Stuart Woods 11.10.13

o

42 E/F R

On site costs- AECOM projections do 

not match required works on site 

leaving a shortfall

2 2 4 23.09.13

AECOM to review existing studies 

which the HCA are in possession of, to 

ensure no areas have been missed

1 2 2 AECOM 11:10:13 o

49 E/F R

Master planning provison of open 

space and food and beverage outlets is 

not coordinated across the TQEZ 

resulting in over provision with possible 

impact on the arena business case for 

the operator 

2 2 4 27.11.13

BCC Project team to overview master 

plan development with partners to 

ensure this does not happen.

1 2 2
BCC Project 

Team
27.11.13 

37 L R

Risk of challenge- Procurement 

challenge during the process from 

either the Operator, Contractor, 

Designer or other party

2 2 4 26/06/2013
Develop mitigation strategy with Legal 

Advisors 
2 2 4 Stuart Woods 02/08/2012 o

S:\PPE\Reports\2013-14\Executive\Cabinet\Reports\08 - 16 Jan 14\draft reports\arena\Arena -f - Appendix V CoE Template V01_01



Bristol Project Manager Project Risk Log Bristol City Council

4 = Very high;  3 = High;  2 = Medium;  1 = Low

L
ik

e
li

h
o

o
d

Im
p

a
c
t

P
ri

o
ri

ty

Residual

Risk owner
Date of last 

update

L
ik

e
li

h
o

o
d

Im
p

a
c
t

P
ri

o
ri

ty

Date

identified
ID

C
a
te

g
o

ry

T
y

p
e Description
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Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta
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s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

38 E/F R

Coliseum concept- A Coliseum type 

design for the Arena has been 

suggested, with access to F & B 

outside of venue- risk to business plan 

income and spectator experience

2 2 4 31/07/2013 31.07.13  Mayor confirmed that some F 

& B was expected in the venue as at 

the Liverpool Echo.  The Coliseum 

concept thus becomes a design 

discussion for later in the process 

rather than a threat to the business 

case.  Informed SRO and consultants 

on 02.08.13- discuss at next AAG 

Board meeting on 31.10.13

2 2 4 Financial Advisors 11.10.13

o

32 E/F R

VAT- risk that VAT treatment is not 

effective and Council incurs VAT costs, 

which impact on its overall VAT 

position

2 2 4 01/05/2013 Council's VAT advisor has been briefed 

on the project, will be included in the 

BCC project team to check the 

consultants advice in the OBC.

1 2 2 Financial Advisors 04/05/2013

o

14 E/F R

Serviced site- HCA does not provide a 

fully serviced site at zero cost, adding 

further cost to the project

2 2 4 03/01/2013 Confirm position with the HCA and turn 

this into legal agreements (see also 

risk 21)

1 1 2 Arena Project 

Board

03/0/2013

o

15 T/O R

Planning Permission- failure to achieve 

planning permission

2 2 4 03/01/2013 Maintain dialogue with Planning 

Authorities to mitigate risks, ensure 

development proposals conform with 

the Spatial Framework for that Zone, 

appoint Planning Consultants

1 1 2 BCC Project 

Team

11.10.13

o
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(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity
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Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

16 E/F R

Cost of Planning permission- additional 

costs such as affordable housing, 

developer contributions, CIL etc. add to 

the project cost

2 2 4 03/01/2013 Ensure that these costs are identified 

at an early stage with Planning 

Authority and ensure they are in the 

cost plan.

1 1 2 BCC Project 

Team

11.10.13

o

19 S/C R

Operator in financial difficulty fails to 

make annual rental payment, increased 

risk to Business Case

1 4 4 15/01/2015 Operational risk. Ensure operator 

selection is robust, ensure BCC can 

bring in other operator or take over the 

running of the facility in this event- put 

in contract

1 2 2 Project Team 15.01.13

o

20 E/F R

LEP structure/ Business rate retention 

policy is stopped and BCC does not 

lever in sufficient funds to pay off the 

loan, leaving a whole in the finances

1 4 4 15/01/2013 Seek ways to reduce reliance on 

business rates to fund the project, seek 

to ensure funding stream is secure for 

25 years, ensure Arena is top priority 

for funding after RIF projects

1 3 3 Project Board 15.10.13

o

50 E/F R

Operator failure- Operator becomes 

bankrupt or has similar difficulties 

meaning the Council has to step in or 

find another operator

2 2 4 27/11/2013 Ensure contract contains adequate 

measures to enable the Council to step 

in or seek another operator in the case 

of default.

2 2 4 Project Team 27.11.13

27 S/C R

Operating model- BCC  deviates from a 

rental agreement approach to either an 

arms length or contract management 

model- potential extension to 

procurement programme

2 2 4 04/03/2013
Ensure operating methodology is 

decided as soon as possible
1 2 2 Project Board 04/03/2013 o
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Bristol Project Manager Project Risk Log Bristol City Council

4 = Very high;  3 = High;  2 = Medium;  1 = Low
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Date

identified
ID
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p
e Description

(inc. consequence & impact on project)

Category: 'E/F' Economic/Financial'; 'E' Environmental; 'L' Legal/Regulatory; 'O/M' Organisational/management; 'P' Political; 'S/C' Strategic/Commercial; 'T/O' Technical/Operational Type:      R = Risk;    O = Opportunity

S
ta

tu
s

Countermeasure / Risk response

(inc. contingency)

Probability/Impact: Priority score:  Red (12-16);    Red/Amber (6-9);    Amber/Green (3-4);    Green (1-2) Status:    O = Open;   C = Closed;    R = Referred

30 T/O R

Depending on extent of electrification, 

Network Rail may have to do works on 

Bath Road Bridge during control period 

6-risk to infrastructure, possible 

construction risk to Arena depending 

on its exact location

2 1 2 24/04/2013

Maintain watching brief on this 

development and ensure this risk is 

added cost consultants risk register

1 1 1 Hywel Jones 24/04/2013 o

40 T/O R

EU procurement regulations due to 

change between August and the Spring 

of 2013- this could impact on various 

procurements, particularly the Design 

Competition

2 1 2

01/08/2012 Impact of these changes unknown until 

they become clearer.  Corporate 

procurement and Legal Services to 

monitor.
2 1 2

John Thompson 

and Eric Andrews

02.08.13

o

41 T/O R

Construction plan will require working 

close to Network Rail property and 

railway lines- permission will need to be 

obtained, possible PI issues for 

Contractor.

2 1 2

02/08/2012 None planned to date. Review in three 

months.

2 1 2

Stuart Woods 02/08/2013

o

26 T/O R

Entrance to station-no current plan to 

open up the station to the East for the 

Arena- this would need additional 

funding?
2 1 2

24/01/2013 Draft station master plan now in place 

for review

1 1 1

Network Rail and 

BCC Project 

Team

11.10.13

o

33 L R

Bristol Music Trust have expressed an 

interest in Bidding to become the Arena 

operator- we would need to set up an 

information protocol to ensure we treat 

them the same as other Bidders

1 2 2 03/05/2013

Find out more about BMT intentions 

prior to operator procurement. SW 

wrote to them in June 2013. 

1 1 1 Eric Andrews 11.10.13 o
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Appendix VI 
 
Bristol City Council Equality Impact Relevance Check  
 
This tool will identify the equalities relevance of a proposal, and 
establish whether a full Equality Impact Assessment will be required. Please read 
the guidance prior to completing this relevance check.  
 

 
What is the proposal? 

 
Name of proposal 

 
Bristol Arena-Funding package and Operator 
Procurement 

 
Please outline the proposal. 

 
The project is the construction of a new 
12,000 capacity indoor arena on the former 
Diesel Depot site adjacent to Temple Meads. 
 
This Relevance Check is to accompany the 
January 2014 Cabinet Paper to approve the 
funding package for the project and proceed 
to procurement of an Operator for the venue. 

 
What will this proposal achieve? 

 
The project objective is to fill a gap in the 
City’s cultural infrastructure and deliver an 
entertainment venue to serve the City and 
sub-region, with considerable economic 
benefits. 

 
Name of Lead Officer  

The Senior Responsible Owner is Neil Taylor 

 

 
Could your proposal impact citizens with protected characteristics? 

(This includes service users and the wider community) 

 
Please outline where there may be significant opportunities or positive impacts, 
and for whom. 

 
The Arena will provide a number of opportunities for the citizens of Bristol and the 
Sub-region. All citizens will be able to access the Arena as paying customers to 
see entertainment acts and shows.  There will also be a considerable amount of 
economic benefits including construction jobs, and a number of direct and indirect 
jobs created when the venue is open.  There will be opportunities for 
apprenticeships and local employment.   
 
The building will be constructed to the latest accessibility standards ensuring 
access for all. 



 
The contract will give the Council the right to pay for Community use of the venue 
if it so wishes. 

 
Please outline where there may be significant negative impacts, and for whom.  

 
Negative impacts could include inadequate numbers of wheelchair spaces being 
provided in the venue so disabled people may not be able to attend shows, the 
number of suitable disabled parking bays may be restricted due to the size of the 
area and the type of venue.  
 
There may also be some indirect impacts in terms of congestion and car parking 
on nearby communities which could include equalities groups. 

 

Could your proposal impact staff with protected characteristics? 
(i.e. reduction in posts, changes to working hours or locations, changes in 

pay) 

 
Please outline where there may be significant opportunities or positive impacts, 
and for whom. 

 
This is a building project with an external company operating the facility when it is 
open.   

 
Please outline where there may be negative impacts, and for whom.  

 
There are no direct impacts on BCC staff.  The decision to fund the Arena will 
depend on a Cabinet decision to be made in the overall Budget in January 2014. 
(N.B. If funding is agreed it could have some indirect impacts that may not be 
known at this point but may need to be considered in the future) 

 
Is a full Equality Impact Assessment required? 

 
Does the proposal have the potential to impact on people with protected 
characteristics in the following ways: 

 access to or participation in a service, 

 levels of representation in our workforce, or 

 reducing quality of life (i.e. health, education, standard of living) ? 

 
Please indicate yes or no. If the 
answer is yes then a full impact 
assessment must be carried out. If 
the answer is no, please provide a 
justification.  

 
Yes   
 
Due to the nature of the project a full EqIA 
will need to be completed  at some stage 
and continually reviewed with reference to 
the following:  
 



 

 all procurement / commissioning 
activities including appointment of the 
Operator, Design Team and Building 
Contractor 

 all changes to proposal / project 

 arena design / accessibility 
 

 
Recommendation  
 
This EqIA Relevance Check has been signed off at this point in preparation for 
Cabinet, however it will need to be revisited with reference to the following bullet 
points. It is also important to realise that this may not be an exhaustive list and so 
other factors may need to be considered as the project moves forward. 
 

 all procurement / commissioning activities  

 all changes to proposal / project 

 arena design / accessibility 
 
This EqIA has been signed off on the basis of the above recommendations. 
 

 
Service Director sign-off and date: 

 
Equalities Officer sign-off and date:  
 
 
 
 



APPENDIX VII 

Eco Impact Checklist 

Title of report: Bristol Arena- Funding Package and Operator Procurement 

Report author: Stuart Woods 

Anticipated date of key decision: 16th January 2014 

Summary of proposals: funding for construction of an arena and procurement of 
an operator. 

Will the proposal impact 
on... 

Yes/ 
No 

+ive 
or  
-ive 

If yes... 

Briefly describe 
impact 

Briefly describe Mitigation 
measures 

Emission of Climate 
Changing Gases? 
 

Y -ve 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
+ve 

In the short-term, 
there is a potential 
for secondary 
emissions of climate 
changing gases 
arising through the 
use of energy and 
materials during the 
construction works. 
In the longer term, 
emissions will arise 
through normal 
operation of the site 
- from building 
energy consumption 
and customer/ staff 
travel.   
 
 

20% of energy demand 
to be met through on-site 
renewables. (BCS 14 
planning requirement) 
 
Aim for BREEAM 
“Outstanding” with 
“Excellent” as a minimum 
(Bristol Central Area Plan 
policy 20 requirement.) 
 
Install communal heating 
infrastructure if feasible 
(BCAP 21 requirement) 

Bristol's vulnerability to the 
effects of climate change? 

Y -ve - Part of the 
proposed site (in 
particular access 
routes) is within a 
flood zone.  
-The proposal may 
increase the risk of 
flooding, through 
increased 
impermeable 
surfaces. 
 
 

Sustainability Statement 
to detail how the 
development responds to 
the need to mitigate and 
adapt to climate change. 
(BCS13 planning 
Requirement). 
 
Use sustainable drainage 
for car parking. (BCAP 22 
requirement) 
 
Consider potential for 
installation of a green 
roof 
 
. 
 



 

Consumption of non-
renewable resources? 

Y -ve In the short-term, 
there is a potential 
for the consumption 
of fossil fuels and 
other non-renewable 
materials products 
arising through the 
use of energy and 
materials during the 
construction works.   
 
In the long-term, 
there will be 
consumption of fossil 
fuels for heating and 
power, and also for 
travel to and from 
the site 

Sustainability of materials 
is considered as part of 
the BREEAM 
assessment. 
 
 
 
 
 
 
 
A Travel Plan should be 
submitted as part of the 
planning application, and 
be implemented and 
operational at 
commencement of 
operation.  

Production, recycling or 
disposal of waste 

Y -ve Waste will arise from 
construction works 
 
 
 
 
 
 
Waste will arise from 
the normal operation 
of the site 

Construction contractors 
will be obliged to a 
prepare site waste 
management plan, which 
detail how waste will be 
minimised, and recycling 
promoted. 
 
Proposal will be required 
to provide a waste 
management plan as part 
of the planning 
application, including a 
target of 50% for re-use/ 
recycling/ composting 

The appearance of the 
city? 

Y +ve New arena will alter 
the appearance of 
the city. The site is 
currently derelict/ 
vacant 

The suitability of the 
building’s appearance will 
be considered as part of 
the planning application.  

Pollution to land, water, or 
air? 

Y -ve The development is 
on a brownfield site. 
Advice should be 
sought to confirm 
that the whole of the 
site has been 
satisfactorily de-
contaminated. 
 
There is a risk of 
hazardous materials 
(e.g. fuels or paints) 

The Pollution Control 
team will advise as part 
of the planning 
application 
 
 
 
 
 
The planning application 
should include a 
construction 



being spilled during 
construction works. 
 
 
 
 
 
 
 
 
 
 
An increase in traffic 
in this area will 
impact on local air 
quality 

management statement, 
and during the 
construction phase the 
site(s) will be registered 
to the Considerate 
Constructors Scheme 
and must be classified as 
“A very considerate site” 
based on the scheme's 
scoring system at the 
time of construction. 
 
A Travel Plan should be 
submitted as part of the 
planning application, and 
be implemented and 
operational at 
commencement of 
operation. 

Wildlife and habitats? Y ? It is possible that the 
proposal may 
-Impact upon 
protected species or 
habitats 
-Reduce green 
spaces/ corridors 
-Remove trees 
 
Impacts could be 
positive or negative. 
 
 

-Habitat should be 
preserved and enhanced, 
in accordance with BCAP 
22. 
-Seek guidance on 
protecting species & 
habitats from the Natural 
Environment team, and 
implement their 
recommendations. 
 
 

Consulted with: Steve Ransom, Tanya Saker, Mark Leach (Sustainable City and 
Climate Change Service.) 
 

Summary of impacts and Mitigation - to go into the main Cabinet/ Council Report 

The significant impacts of this proposal are…. 
Short-term increase in environmental impacts through the consumption of fossil fuels and 
raw materials in constructing the arena.  Longer term, there will be on-going consumption 
of energy for heat and power, production of waste and travel to the site.  
 
An increase in traffic is likely to lead to deterioration in local air quality. Air Quality 
objectives are already being exceeded in this area.  
 
Significant potential exists for mitigating the negative impacts of this proposal, and also 
for positive effects. These include low carbon energy generation, improved cycling/ 
walking infrastructure and ecological enhancement. The site is adjacent to Temple Meads 
which provides for reduced travel impacts. 
 
The proposals include the following measures to mitigate the impacts ... 
 



Mitigation measures will be considered through planning and the procurement of 
an operator. 

 Aim for BREEAM “Outstanding” with “Excellent” as a minimum. Developments 
over 10,000m2 require a BREEAM Communities assessment under BCS15. 

 Meet the planning requirement for 20% of energy demand to be met from on-site 
renewables. 

 Use of Sustainable Drainage, in particular for the car park 
 Resilience to flooding and extremes of temperature. 
 Travel plan to be operational at facility opening. 
 It is noted that new planning permission will need to comply with the following 

policies from the Core Strategy and Bristol Central Area Plan: 
                BCS 13 - Climate change – mitigation and adaptation  
                BCS 14 - Sustainable energy  
                BCS 15 - Sustainable design and construction  

BCS 16 - Flood risk and water management  
BCAP 20 – Sustainable design Standards 
BCAP 21 – Connection to Heat Networks 
BCAP 22 -  Habitat Preservation, Enhancement & Creation on Waterways 
BCAP 28 – New Interchange Facilities 

 
 
The net effects of the proposals are.... 
 
The overall impact is negative. 
 
 

 

Checklist completed by: 

Name:  

Dept.:  

Extension:  

Date:  

Verified by  
Sustainable City Group 
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Version 2 
 

 
VERSION HISTORY 

 
Version Date of 

issue 
Issued to Changes 

V1 180613 Martin Whife Capita 
Alun Owen 
Andrea Dell 
Kelly du Preez (IPW) 
Arena Advisory Group for 
information 

No changes 

V2 301013 Neil Taylor, Eric Andrews, 
Mike Allen, Stuart Woods, 
Robert Orrett, Julie-Anne 
Kellaway, Jack Allan, 
Alistair Reid.  

Amended to replace feasibility 
study information with OBC 
figures.   

    

    

    

   
 

 

 

Purpose of the Project Initiation Document 
 

The main purpose of the Project Initiation Document is to establish a common 
understanding of: 
 

1. The reasons for undertaking the project 
2. What products the project will deliver 
3. How and when these will be delivered and at what cost 
4. The scope of the work to be undertaken 
5. Any constraints which apply to the project or the product/s to be delivered 
6. Who will be involved in the decision making 
7. What risks may be encountered 
8. How the project is to be controlled 
9. Who needs progress and updates and when 

 
THE PID IS AN EVOLVING DOCUMENT THAT CHANGES AS THE PROJECT 
DEVELOPS AND THEREFORE THE INFORMATION WITHIN IT WILL 
CHANGE. 
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PROJECT OBJECTIVES AND BENEFITS 
 

1 For some time Bristol has wanted to develop an arena in the city to 
maximise social, economic and cultural benefits that such a facility would 
deliver.  Previous attempts at delivering an arena within the city have not 
been successful for a variety of reasons. 
 

2 Despite the continuing economic recession, a number of factors are now in 
alignment to facilitate the delivery of an arena for the city and sub-region.  
These include strong political support from the Mayor, funding for adjacent 
infrastructure from the Revolving Infrastructure Fund, and the potential to 
fund the capital project via City Deal, prudential borrowing or government 
grant. 
 

3 An arena in the city will bring benefits that will raise the profile of the city by 
enabling Bristol to attract a variety of major events. The key objectives for 
the Project are: 
 

i. To contribute to the wider regeneration of central Bristol and the 
sub-region by acting as the catalyst for the successful delivery of 
the wider Temple Quarter Enterprise Zone (TQEZ). 
 

ii. To provide a high quality multi-purpose arena that is affordable, 
value for money, and sustainable over the life of the contract. 

 
iii. To secure a certain number of “authority days” when the Council 

can use all or part of the facility as part of the contract with the 
Operator. 

 
iv. To contribute towards the TQEZ as a destination in its own right 

with a well-designed facility with attractive public realm. 
 

v. To provide a “return again” experience for customers 
 
vi. To secure sufficient and appropriate car parking for Arena users. 

 
vii. To provide the best transport system possible for those accessing 

the arena within cost and infrastructure constraints. 
 
viii. To work with the Homes and Communities Agency (HCA) and 

Network Rail to achieve mutual objectives for the diesel depot site 
and TQEZ. 

 
ix. To form a partnership with an established Arena operator 
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Benefits Realisation 
 

4 Benefits Realisation is a key process for project delivery and begins at the 
outset. In this way these benefits, both cashable and non-cashable, can be 
measured during the development of the project and on completion to 
measure the success or otherwise of the project.  The principle benefits 
realised as a result of the project are set out below; 

 
i. Measurable economic benefits realised as a result of the 

development. 
 

ii. Measurable cultural benefits realised as a result of the 
development; 

 
iii. Improved profile for the city and its ability to attract major cultural 

and sporting events. 
 
iv. Creation of an asset owned by the Council with an asset or resale 

value; 
 

v. Creation of surrounding public realm in which the arena sits, with a 
proportion of developed plots that give a value to the residual land 
left over from the arena development. 

 
5 The benefits realisation plan will form part of the Outline Business Case 

development.  A number of key indicators will be identified and agreed to 
measure benefits on the Project. Some of them are likely to be as follows; 

 
i. Number of jobs created by the Arena development during 

construction, and when the building is open; 
 

ii. Increase in land value adjacent to the Arena 
 

iii. Market research of businesses setting up in the TQEZ as to 
whether the Arena was a factor in the decision 

 
iv. The increased cultural offer available within the city, measured from 

the existing baseline, in terms of the cultural offer available, and 
numbers of people involved in the cultural sector (employees or 
trainees) 

 
v. Overall economic benefits to the city building on the initial review 

carried out by Amion in April 2013, focussing on Gross Value 
Added (GVA) and including such factors as increased number of 
hotel beds stays. 
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vi. Improved profile of the city as a place to visit, stay in, and invest in. 
 
vii. Creation of a diesel depot “destination” benefitting from improved 

access and facilities for local residents. 
 
viii. Improved reputation of the Council’s ability to deliver major projects 
 
ix. Benefits for Network Rail and HCA with the disposal of the land and 

creation of a potential major customer for the station. 
 
PROJECT VISION 
 

6 The Project Vision will be developed throughout the Outline Business Case 
stage and will capture the Vision of the Mayor and key stakeholders. The 
Vision will then be tested in terms of cost, viability and deliverability to 
enable the Council to make decisions going forward about what the key 
priorities are within this Vision 
 

7 The Experience: The Arena will; 
 

i. Create a “return-again” experience for its customers, in such a way 
that they will want to return. 
 

ii. Provide a vibrant “Bristol experience” for visitors, which makes our 
Arena different from others 

 
iii. Be at the forefront of Arena programming and content 
 
iv. Provide excellent transport links to match public expectations 
 
v. Provide safe and secure parking within 15 minutes distance for 

when public transport is not an option, providing an option of rapid 
transit from park and ride sites where appropriate. 

 
vi. Provide the Council and the public with opportunities to use the 

facility via a number of “community events” (subject to commercial 
considerations). 

 
8 The Building will:  

 
i. Have a capacity of 12,000, with 11,000 seated (subject to the 

outcome of the Business Case work) 
ii. Be flexible enough in design to be future-proofed for changes in the 

entertainment market and meet Bristol’s expectations 
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iii. Be flexible enough to accommodate a wide range of content, 
including music concerts, family entertainment shows, exhibition 
sports and other events (temporary ice events subject to outcome of 
the Business Case work). 

 
iv. Be delivered to budget and to a quality set out in the Employers 

Requirements. 
 
v. Be special, of a good quality, with an outstanding level of 

environmental performance1 
 
vi. Be able to offer a themed usage, for example Circus. 
 
vii. Be accessible to all and comply with the Bristol Access Standard 

(under review) 
 

viii. Be designed in a way that compliments the requirements of the 
Planning Authority so that Planning Permission can be obtained. 
 

ix. Have very little car parking on site, probably only disabled bays with 
some VIP parking 

 
x. Provide suitable acoustic controls for noise entering and leaving the 

building 
 

xi. Provide HGV parking only in the Service Yard. 
 

 
9 Interface with the rest of the site: The Arena will, 

 
i. Have a public realm interface with the rest of the site, which 

encourages visitors  
 

ii. Assist in making the TQEZ and Railway Station accessible 
 
 
 
 
 
 
 

 
 
 
 

                                            
1
 Fuller sustainability statement due 
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PROJECT INITIATION DOCUMENT 
 
 
Assumptions 

 
10 The funding shortfall for the Arena project will be met by one of two ways; 

either largely via City Deal by the retained business rate growth for the 
TQEZ, prudential borrowing or via a government grant. In either case it is 
anticipated that the Council will have to fund the majority of the capital build 
for the scheme via prudential borrowing.   
 

11 The PID is based on the Stage 1 feasibility study completed by Davis 
Langdon and IPW in October 2012. 
 

12 The project will be managed to Prince 2 Project Management 
methodology. 
 

13 The chosen site for the Arena is the diesel depot site at Temple Meads. 
Because of the levels on the site, and the need to make the whole of the 
diesel depot site work in terms of master planning, the assumption is that 
the Arena will be located towards the rear of the site as show in the Place 
Plans produced by the Council’s City Design Team (on the front cover of 
this document). 
 

14 The Homes and Communities Agency (HCA) own the diesel depot site. 
The HCA will provide the site free of charge or at a nominal sum to the 
Council.  The HCA will also provide at no cost a serviced site to the site 
boundary in terms of utilities (gas, electricity, water, telecommunications 
and broadband, sewerage etc.) 
 

15 The Council expects that the Design Team will use the Building Information 
Modelling (BIM) System on the Project. 
 

16 Some elements of this PID are dynamic and will change as the project 
develops. They are the Programme, the Cost Plan, and the business case. 

 
Project Mandate 

 
17 The Mandate for this project is provided by the Cabinet Paper dated 29th 

May 2013.  The Project is a key objective for the Mayor and the Local 
Enterprise Partnership (LEP). 
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Project Scope  
 

18 This is a capital construction project. The current assumption is that the 
scale of the Arena will be a 12,000 capacity, with the configuration to be 
decided during the production of the Outline Business Case.   

 
19 As part of the development the rest of the diesel depot site will either be 

developed out, or plans made for this to take place in phases.  This 
development will conform to the spatial framework that has been set out for 
this Zone. The HCA are to appoint a Master planner to develop a Master 
plan for the whole of the site. 
 

20 The site will be fully serviced by utilities and a bridge, which the HCA will 
fund.  Limited car parking (250) will be provided on site, and a further 
number will be available for Arena parking on event days. 
 

21 There will also be provision for coach pick up and drop off, though the 
location for this has not yet been decided. 
 

22 Overflow parking for articulated Lorries will be provided off site. Some 
vehicles can be accommodated in the service yard. 
 
Project Approach 
 

23 The Council has appointed a team to produce the Outline Business Case, 
and prepare the project documentation for Operator Procurement. An 
Operator will then be appointed.  They will pay the Council a rental stream 
in return for a lease, probably fully repairing and insuring.  When the 
Operator has been appointed, they will work with the Council to develop a 
set of Employer Requirements (The Project “Brief”) so that the scale and 
configuration of the facility is fixed.  The Council will then procure a 
Contractor to construct the venue.  It is likely that the Operator will be 
required to contribute some capital to the scheme via a contract for the 
Fixed Furniture and Equipment.   
 

24 Whilst the Operator rental approach is currently the preferred approach, it 
may also be possible for the Council to offer a management contract to an 
operator, or to operate the venue itself via an arms-length company.  
These options will be explored further as the business case is developed. 
 

25 The Arena will be a state of the art venue capable of holding a wide variety 
of events, including music, family shows, comedy, and sports events. It will 
be of sub-regional and regional significance. 
 

26 The project will be complete when the Arena has been built and fitted out 
with an Operator in place, handover has taken place, and Monitoring and 
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Evaluation systems have been established. Project closure will then take 
place.  
 

27 At the end of the contract rental period, the asset will return to the 
ownership of the Council. 
 

Design Development and Master planning 
 

28 The current approach is to prepare for Operator procurement beginning in 
March 2014. When a preferred bidder has been appointed, they will be 
able to feed into the design brief that will be in development as part of the 
Design Competition (or design team appointment).  
 

29 When the design team is appointed in June 2014, they will develop the 
scheme with the Operator to enable the Council to submit the planning 
application.   
 

30 There is a key interface between the Arena footprint and the rest of the 
diesel depot site.  The HCA will appoint a Master planner to develop a plan 
for the whole site to complement the Arena development. 
 

Procurement Route 
 

31 Legal Services have advised that for the Operator Procurement, 
Competitive Dialogue is the best procurement route for the Council to 
follow. 
 

32 There will be a design competition to appoint a multi-disciplinary design 
team. 
 

33 For the Contractor appointment, the chosen procurement will be confirmed 
in the Outline Business Case (OBC) for the project. The OBC will show this 
to be the best Value for Money option.  It is expected that the procurement 
route will be a one or two-stage design and build contract 
 

34 A decision will also need to be made about whether or not to novate the 
design team over to the building Contractor. 
 

Business Case and Cost Plan 
 

35 A “Stage 1” feasibility study has been produced for the project. A summary 
of the feasibility study is included in this section of the PID. There is a 
significant shortfall on the project, which will need underwriting and this will 
need the support of the Project Board and also Bristol City Council 
Cabinet.  
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36 The experience of other cities in the UK in the procurement of Arenas is 
that they do require a significant public subsidy at the outset to enable the 
facility to be built, as shown at Liverpool and more recently Leeds. It is 
widely accepted however, that there are considerable economic and social 
benefits generated by such facilities in terms of attracting spending to the 
city and raising its profile. 
 

37 In March 2012 Bristol City Council (BCC) commissioned Davis Langdon 
(DL) and In Partnership with (IPW) to produce a Feasibility Study for an 
Arena, to be located on the former diesel depot site. A draft report was 
produced in July, and several workshops took place between officers and 
the consultants.  The consultants also interviewed stakeholders and carried 
out soft market testing telecoms with potential operators. 
 

38 The Council also held informal meetings with potential operators during 
October 2012, to inform them about the project and the Enterprise Zone 
development, but also to further test or confirm some of the assumptions 
made in the report.  Officers have also visited a number of venues. 
 

39 One issue raised in the stakeholder engagement exercise was that of 
conference/ exhibition facilities.  A desktop study has been completed and 
this is described in more detail (paragraphs 48 and 49). 
 

Commercial viability and Business Model 
 

40 Bristol, as the only remaining core city without an Arena, is well placed to 
be able to accommodate and sustain an Arena. There is a good catchment 
area and the demographics of the city support an Arena.  There is little 
competition within the catchment area. Overall, the associated leisure 
industry has survived the recession due to the wide range of the offer 
(music, comedy, family entertainment shows). Operators are prepared to 
take the risk on this market by signing up to 25-year rental streams, which 
guarantees income to the Council. 
 

41 The business model is based upon the Council providing the capital for the 
construction, and the infrastructure on the diesel depot site to service the 
Arena. The Homes and Communities Agency will fund the road bridge from 
Cattle market Road and supply a fully serviced site in terms of utilities. 
BCC are working on the assumption that the site is being provided at no 
cost to the project.  The Revolving Infrastructure Fund (RIF) projects (total 
£20.85m) approved by the LEP Board on 7th November 2012 will serve to 
unlock the diesel depot site and make it more accessible.  They are a key 
driver for the TQEZ programme. The Council will take on the role of 
developer for the diesel depot site. 
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42 BCC will select an operator, who will pay an annual rental stream to the 
Council to operate the facility, probably via a fully repairing and insuring 
lease.  The rental figure will be index linked, but apart from that “fixed” in 
that the operator takes the income risk on how the facility performs. There 
will be breakout clauses in the lease should the Council decided in the 
future that it would like to sell on the asset.  There will be a profit-share 
mechanism at a certain threshold to be determined. 
 
Size and Configuration 
 

43 There are a number of drivers, which dictate the size and configuration of 
an Arena.  One of the key tasks in the OBC is to confirm the size and 
configuration of the facility so that the design can progress and the 
business plan be developed.  The needs of the operators are key to this 
work. The current proposal is for a 12,000 capacity model in order for us to 
be able to attract key acts and performers and have an offer, which broadly 
matches other arenas around the country.  
 

44 There are four basic configurations, all of which have advantages and 
disadvantages depending on the type of market we are looking to attract. 
This has been explored in the OBC. The configurations influence what 
events can take place, how flexible an arena is, how much residual land is 
left on site, and also have different build costs.  One of these 
configurations, the 360- degree all-round venue, has been discounted at an 
early stage as this model is used predominantly in the United States to 
host sports events especially where there is an anchor tenant (it is unlikely 
that Bristol will require/provide a sports anchor tenant).  
 

The three remaining configurations to be explored further in the OBC were: 
 

i. Flat floor-this requires using more temporary seating and as such 
has longer turn-around times in between events. It is however 
cheaper to build.  This is not the operators preferred choice due to 
a perception that there is a reduced customer experience for some 
seating configurations (net cost £32m) 

 
ii. 270 degree or “horseshoe”- this is a popular layout, enabling 

sports and music events to take place.  It is flexible in that the stage 
can be moved or the facility draped to accommodate smaller acts 
(net cost £52m) 

 
iii. Theatre style- this is based on a fan-based design with music 

events as the main driver. The audience is closer to the act.  The 
new Arena opening next year in Leeds is based on this design (net 
cost 47m) 
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Car Parking 
 

45 Safe and convenient car parking that is attractively priced is key to the 
customer experience of the Arena, and an income stream.  The 
consultants have done some early modelling indicating how many spaces 
would be required, and how much of these spaces would provide direct 
income to the Council. The broad assumption is that car park income 
raised during the day within the Zone could pay for some new car parking 
facilities, and the evening income from those facilities would be an income 
stream to reduce the overall shortfall for the Arena development. 

 
Project Financing 
 

46 An indicative cost plan is set out at Appendix lV.  When car parking and 
operator rental income have been taken into account, there remains a 
funding gap of between £52m required to make the project work (based on 
a 25 year model). To fund the project through borrowing will incur 
significant interest costs, estimated to be between £8.5m and £14.9m.  
Start on site for the project is January 2016 and money will be needed to 
pay the contractor. As there will not be sufficient business rates 
accumulated in the TQEZ by then and operator rental will not begin until 
the facility opens in 2017, BCC will fund the capital build via prudential 
borrowing, the cost of which will be recovered from the retained business 
rates.   
 

Soft Market Testing 
 

47 BCC officers met with a number of operators during October 2012. Overall 
engagement was positive. Key feedback from the operators was that they 
felt that Bristol was a city they could invest in terms of catchment and 
demographics. Bidder interest in the project was confirmed, with annual 
rental stream estimates broadly reflecting the assumptions made in the 
feasibility report. 
 

Conferencing and Exhibition space 
 

48 The focus of the Stage 1 report was the feasibility of an Arena in Bristol.  
As part of the Stage 1 process some stakeholders have expressed a desire 
to explore the possibility of conference and exhibition space in the city.   
 

49 The relationship between Arenas and Conference/Exhibitions facilities is a 
complex one with numerous interfaces. This relationship needs clarifying in 
the next stage of the Arena development within a certain timescale.  This 
will enable the Arena project to either develop alone, or together with a 
conference/exhibitions facility. An initial desktop study has been carried out 
by consultants, with some key findings set out below; 
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i. The outturn cost for a stand-alone conference facility for 1,250 
delegates is approximately £59m 

ii. There may be build savings of up to 15%-20% if some areas can be 
shared with the Arena. 

iii. Operators could run both facilities 
iv. Having a conference facility on the Arena site would impact 

negatively on parking availability, the amount of residual land left on 
the site, and transport accessibility. 

v. A conference venue of this size would need a significant annual 
operating/subvention subsidy of c£1m  

vi. The conference venue would need a significant public subsidy to 
finance the construction and it is highly unlikely that operating the 
facility alone would pay this back. 

vii. The main driver for Local Authorities/cities in choosing to fund these 
types of facility is to achieve strategic goals and to bring economic 
benefits to the city/sub-region. 

 
Outline Business Case 

 
50 The OBC has further developed the following elements of the project; 

 
i. Size and configuration of the Arena 
ii. Business Case development 
iii. Establishing a financial model for the project 
iv. Further operator engagement 
v. Testing of delivery programme and procurement route 
vi. Further work on the viability of conference/exhibitions options 
vii. Completion of the car parking strategy 

 
Project Programme 
 

51 The approach to the Programme is to split it into a number of Milestones, 
with some of these Milestones split into shorter Stages to make their 
management easier. 
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Governance  

 
52 The project governance structure is set out in Appendix 1.  

 
53 Cabinet approval is required at key Milestones in the project in order to 

proceed to the next stage. The first approval in May 2013 secured 
£250,000 towards the OBC and preparation for Operator procurement, also 
permission to spend up to £1.8m on project development costs. There will 
be a need to return to Cabinet in the autumn of 2013 in order to (a) confirm 
the operator model (b) confirm the capital funding package, and proceed to 
operator procurement. The third and final Cabinet decision will be needed 
to appoint the Arena Operator and allow the team to procure the building 
contractor. 

 
54  The Project Board will approve the cost plan and affordability limit for the 

project at key stages of the project. The Project Board also controls the 
project by means of; 
 

i. Approval of the Project Initiation Document and Cabinet papers 
 

ii. End Stage Assessments-the project board will review the project at the 
end of each stage before giving approval to proceed to the new stage 
or Milestone. 

 
iii. The risk log is reviewed monthly, and the business case and brief 

reviewed by the Project Board at the end of each Stage or Milestone. 
 

Bristol Arena Programme 18/06/13 
Milestone and Task Date 

Milestone 1 Feasibility 28.05.12-02.11.12 

Milestone 2 Team set up, OBC and 
operator model selection  

05.11.12-24.02.14 

Milestone 3 Operator Procurement and 
Design Competition 

                 03.03.14- 12.09.14 

Milestone 4-Design team appointment and 
design Development and Planning 
submission 

14.10.13-21.08.15 

Milestone 5- Contractor Procurement 06.10.14-08.01.16 

Milestone 6-Construction (including 
mobilisation) 

11.01.16-02.06.17 

Milestone 7-Facility opens 05.06.17 



 16 

iv. Regular reports 
 

v. Exception reports 
 

vi. Project closure  
 

55 Gateway Reviews are a key part of the Project Assurance process.  They 
can be led either by Local Partnerships or internally within the Council, as a 
team of Reviewers has now been formed.  The Gateways take place at key 
stages of the project as set out below: 
 

i. Gate 0-Strategic Assessment 
 

ii. Gate 1-Business Justification 
 

iii. Gate 2-Procurement Strategy  
 

iv. Gate 3-Investment Decision 
 

v. Gate 4-Readiness for Service 
 

vi. Gate 5-Benefits Realisation 
 

Gateway Reviews will take place on the Project as agreed between the 
Project Team and Project Board. 
 
There will also be key points, yet to be defined, at which the cost plan and 
design will be assessed and the necessary approvals obtained to proceed 
to the next stage. 
 

Levels of authority (finance) 
 

56   The levels of financial authority are set out below 
 

i. Senior Responsible Officer (Service Director)- £250k 
 

ii. Project Director (Service Manager)- £25k 
 

iii. Project Manager (4th Tier equivalent)- 10k 
 
Tolerances 
 

57 Tolerances are related to thresholds of time, cost, quality and other factors 
that affect the project. 
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58 Project Manager-the Project Manager will notify the Project Director of any 
change to cost or programme on the project. 
 

59 Project Director-the Project Director will notify the Senior Responsible 
Owner of any significant delay to programme, and if the financial 
constraints on the project fixed by Cabinet are likely to be exceeded. 
 

60 The SRO and Project Director and Project Manager will need full delegated 
powers from Cabinet and The Project Board to negotiate the Operator 
contract on behalf of the Council. 
 

61 Decisions will be escalated to the Executive Member, Mayor, or Cabinet 
where appropriate. 
 
 
 
 
 

Project Team structure and resources 
 

62 Project Development Costs- Project Development costs are estimated to 
be £1.8m, and a provisional budget is included as Appendix 7. Cabinet 
has approved £250k to take the Project through the OBC stage. 
 

63 The Project Management Structure is identified in Appendix 2. The BCC 
core team comprises the following: 
 

64 Senior Responsible Officer (Strategic/Service Director) - Individual 
responsible for the successful delivery of the Project, liaising with partners 
at a senior level. Responsible also for securing resources for the project. 
Resolves high level risks and issues. 
 

65 Project Director- responsible for running the project for the Council on a 
day-to-day basis. Responsible for putting together the internal and external 
project teams. Lead negotiator for the Authority during the Operator 
selection process. Resolves project issues. 
 

66 Project Manager/Project Support- responsible for providing a sound 
foundation for the project in terms of the production of briefs, reports, stage 
planning and programming. 
 

67 Project Support/Admin- supplies support to the team on administration, 
budgeting, and procurement. A key member of the team especially during 
the Operator Procurement stage. 
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68 Communications Officer- to support on communications and liaise with the 
external public relations company, also to oversee/manage the Arena web 
page/site. 
 

69 There is also an internal project team comprising colleagues from legal 
services, property, finance, transport and other departments. Some of this 
officer time is charged to the Project.  
 

External Project Team 
 

70 In Local Authority Terms the Arena is a complex and high value building to 
deliver, and not all of the specialist skills required are available within the 
Council. A team of specialists is needed to assist in the procurement phase 
of the project. 
 

71 Financial/Commercial Advisors will lead on the Business Case 
development. At this particular stage of the procurement, the most 
important task is the development of the business case for the project from 
Feasibility study to Outline Business Case. They will also help BCC to 
prepare the necessary documentation for Operator procurement, and 
advice during the competitive dialogue negotiation process to appoint the 
Operator.  The financial advisors will provide the bulk of their advice to the 
Council until the construction phase, or when the contract is signed with 
the Arena operator.  
 

72 BCC also needs independent cost advice from a cost consultant.  These 
consultants will perform the role of cost consultant/Quantity Surveyors and 
Employers Agent, so they will be representing the Council throughout the 
project and through to settlement of the Final Account.  One of their first 
tasks will be to provide capital cost input into the Business Case, testing 
configurations and approaches to construction and procurement. 
 

73 Legal Advisors will be needed to assist the internal legal team with the 
project, particularly in the preparation of the Operator agreement or similar 
document.  
 

74 CDM Coordinator- BCC has a statutory requirement to make this 
appointment. The scale of the Project is considered too great for this work 
to be undertaken internally. 
 

75 We also need to appoint a multi-disciplinary team to Design the facility by 
means of a design competition.  The team will be made up as follows: 

 
a. Design Team Project Manager 
b. Architect 
c. M & E consultants 
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d. Structural and Civil Engineer 
e. Acoustician and other specialists 
f. Other specialists as required 

 
76 Planning Consultants will be needed to assist the Authority in developing 

and making the planning application, and facilitating the fulfilment of the 
planning obligations by the Building Contractor. 
 

77 External support will be needed to provide Communications/Stakeholder 
Engagement for the Project to support the internal team. 
 

78 Further work will be required on access, people flows, and transportation 
surveys/studies. The Project Team will work with the TQEZ Programme 
Manager to achieve synergies on these pieces of work wherever possible. 

 
Project Assurance role 
 

79 The Project Board has a project assurance role, but in practice may 
choose to delegate this role.  The Board do require someone to carry out a 
Project Assurance/Due Diligence role on the project, which may extend to 
a Technical Advisor Role. This brief is being developed before being 
procured. 

 
Configuration Management and Project Extranet 

 
80 The Senior Administration Officer/Project Support Officer will assume the 

role of Configuration Librarian for BCC documents. Consultants have their 
own systems for tracking briefs and other documents etc. When draft 
versions are finalised a copy will be sent to the configuration librarian. 
 

81 There will be a Project Extranet (and/or the Council’s e-tendering portal 
Proactis) to facilitate the sharing of information on this project and help 
manage the procurement process. 

 
Change Authority 

 
82 To be confirmed after the Preferred Bidder has been appointed. 

 
Change budget 

 
83 To be confirmed after the Preferred Bidder has been appointed. 

 
Project Office 

 
84 The Project Office is based in the Major Projects Team office at 1st Floor, 

Brunel House, Bristol BS1 5UY. 
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Latest Stage Plan 
 

85 The Stage Plan for Milestone 2 Stage 1 is included as Appendix 13. 
 
Risk 
 

86 There is a risk register for the Project.  High level risks are reported 
monthly and the full risk register is presented quarterly to the Board.  The 
Risk Register is included as Appendix 11. 
 

87 Each member of the Project Board has been allocated individual risks on 
the project to manage, though monitoring of this risk may be delegated. 
 

88 The Project Manager is responsible for updating the Risk Register.  
 

89 The TQEZ Programme Manager has also established a Programme Risk 
Register, which is cross-checked on a monthly basis with the Arena Risk 
Register. 
 

90 There is also an Arena Issues Log, which is included as Appendix 11. 
 
Communications Plan 
 

91 There is a Communications Plan and Stakeholder Engagement Plan for 
the whole of the TQEZ.  It is likely that the Arena will need its own Plans 
due to the size of the Project and its profile.  The Communications plan will 
form Appendix 9 of this document and is likely to comprise the following 
elements: 

 
i. Meetings Schedule-enclosed as Appendix 5.  

 
ii. Press protocols for dealing with all enquiries from the press. 

 
iii. A plan for the development and maintenance of an Arena Website to 

interface with the TQEZ Website 
 

iv. Engagement plan for the Mayor, Cabinet, Members, and officers. 
 

v. Branding and marketing of the Arena 
 

vi. Consultation- a Stakeholder Engagement Plan for consultation with 
public, in particular during the design competition and planning 
consultation. 
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vii. There will also be a need for all those working on the Project to sign up 
to a Confidentiality Agreement or similar and to agreed protocols for 
information control, particularly during the procurement process 

 
92 A Bidder Strategy will be needed for the Operator and the Contractor 

procurement processes. 
 
Project Quality and Acceptance Criteria 
 

93 The Project Quality Plan, including Acceptance criteria, is attached as 
Appendix 10. 
 

Site Information Pack 
 
94 The diesel depot site has a long history of remediated works and there are 

numerous site surveys and information for the diesel depot site.  The HCA 
hold much of this information. Working with the HCA and the TQEZ 
Programme Manager, the Project Team will prepare a site information pack 
for the Project detailing all the surveys and reports related to the site. 
 

Ownership of principal documents 
 

95 At this stage a number of key documents have been identified and the 
suggested ownership for their development is set out in the table overleaf; 
 

Document Ownership Support 

Programme 
 

BCC Project Team External consultants 

PID 
 

BCC Project Team Extended BCC Team 
and other BCC officers 

Risk Register 
 

BCC Project Team External consultants 

Cost Plan 
 

Cost Consultants BCC Project Team 

Operator  
Agreement 

 

 
Legal Advisors 

 
BCC Legal Services 

Employers 
Requirements 

BCC joint share with 
Consultants 

External consultants 

Site Acquisition 
documents 

 
BCC Legal Services 

External Legal 
Advisors 

Financial & 
Affordability  Model 

          Financial Advisors BCC Corporate 
Finance 

Outline Business 
Case and Final 

Financial Advisors BCC Corporate 
Finance 
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Exclusions 
 

96 The Project does not include infrastructure works being delivered as part of 
the Revolving Infrastructure Fund. 
 

97 The project interface with the rest of the diesel depot site is a complex one 
and not yet fully developed. For example, there is not yet a red line drawing 
setting out the size of the site to be allocated to the Arena development. 
Further work will be required to confirm partition of costs and work 
packages. 

 
 

 
 

 
 
 
 
 

               
 
 
 
 
 
 
 
 
 
 

 

Business Case 

Cabinet Papers 
 

BCC Project Team External Consultants 
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