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V3 - 14.02.2022 

Detailed Financial Commentary on Bristol Holding Group 
Business Plans 

1. Financial Overview

1.1 Overview to Date 
1.1.1 Bristol Holding group currently includes the following subsidiaries: 
o Bristol Waste Company Ltd.
o Goram Homes Ltd.
o Bristol Heat Networks Ltd.

1.1.2 Bristol Holding currently holds £1 Ordinary share capital in each of Bristol Waste, 
Goram Homes and Bristol Heat Networks.  

1.1.3 This financial commentary covers the 2022/23 business plans and proposals 
submitted by Bristol Holding, Bristol Waste Company and Goram Homes. Bristol 
Heat Networks is expected to be transferred to City Leap mid-2022/23. This 
transition is subject to some commercial confidentiality and the preparation of its 
business plan with accompanying due diligence is following a separate timetable. 

1.1.4 Please note that Bristol Holding and Bristol Waste are Teckal companies. 
The Teckal directive requires that: 

o The Council must control all of the shares in the company and must also
exercise effective day-to-day control over its affairs; in other words, the
same as the relationship between the Council and one of its internal
directorates.

o At least 80% of its turnover / activity must be for its public sector owners
and the companies can undertake up to 20% trading (smoothed over 3
years) with third parties outside of their ‘Teckal’ contract.

o The Council can directly award contracts to them without a formal public
procurement process. However, the Teckal companies themselves are
required to comply with public procurement processes when awarding
contracts.

o If the companies are also trading with third parties (up to maximum 20% of
turnover) the Council must be mindful that it is not subsidising the third
party activity and giving a ‘competitive advantage’, not breaching new UK
state aid and/or transfer pricing regulations.

1.1.5 The legal status of Goram Homes, due to its commercial purpose, is a Body Not 
Governed By Public Law (non-BGPL) and as such the following principles apply: 

o Any financial assistance provided by the Council will be on similar terms
provided to external bodies and will not give a ‘competitive advantage’.

o The Council must follow public procurement processes before awarding
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any contract to Goram Homes.  
o Goram Homes is not required to follow public procurement processes itself 

when awarding contracts. 
 

1.1.6 Local authority trading companies can be diverse, which means classification is not 
always a simple process and as such consideration needs to be given each year as to 
whether the status and exemptions remain unchanged, particularly in the context 
of funding / loan transactions. The business plans for 2022/23 are considered on 
the basis that the legal status for each of the companies at present remains 
unchanged. 
 

1.1.7 As at 31 December 2021 the Council held £0.653m share capital investment in 
Bristol Holding (£0.05m of Ordinary shares and £0.603m of redeemable Preference 
shares). This will be considered in 2022/23 alongside a review of all shareholder 
company structures. There are currently no loan agreements between Bristol City 
Council and Bristol Holding Company.  

 
1.1.8 At the Balance Sheet date 31 March 2021 the fair value of the Council’s investment 

in the Bristol Holding Group stood at £4.992m. 
 

2. Bristol Holding Ltd. (BHL) 
 
2.1 2022/23 Business Plan 

2.1.1 There are currently no loan agreements between Bristol City Council and Bristol 
Holding Company.  
 

2.1.2 Bristol Holding currently directly employs 2.6 Full Time Equivalent staff, with 
additional administrative costs relating to Finance, Legal, HR and ICT incurred via 
service provision arrangements partly with the Council. 
 

2.1.3 Bristol Holding maintains a balanced budget through its operating model which 
allows it to recover costs incurred, either directly where appropriate or via 
management recharges to the subsidiary companies and the Council in the form of 
a fee.  
 

2.1.4 The budgeted recharging of Bristol Holding’s management costs is as shown below, 
comparing 2021/22 with 2022/23: 

Table 1: Bristol Holding Budget Recharges 

 
 

Revised Budget 21/22 Budget 22/23

BCC 1% 1%

BWC 55% 59%

Goram 19% 24%

BE2020 7% -

BHN 19% 16%

Total 100% 100%
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2.1.5 Budget 2022/23 assumes that the transfer of Bristol Heat Networks to City Leap will 
result in Bristol Heat Networks receiving only a part year charge to the end of 
September 2022. Any delay to City Leap will change this assumption. 
 

2.1.6 See the revenue budget proposal for 2022/23 in the table below: 
 

Table 2: Bristol Holding 2022/23 Budget Position 

 

 
2.1.7 The proposed gross Budget expenditure for the 2022/23 financial year is £0.374m. 

This represents an almost £0.2m reduction against the Revised Budget 2021/22 and 
is reflective of the step process to transition governance arrangements from BHL to 
the Council as outlined by the Chair of Bristol Holding in his foreword. However, the 
Council will need to ensure that robust governance processes, internal controls and 
risk management remain in place so that sufficient due diligence and assurance can 
continue to be provided during and following any transition process. No financial 
provision for additional costs has been made within the Council’s own budget or 
Medium Term Financial Plan. 

 
2.1.8 Table 3 below is an extract from Bristol Holding’s risk framework (please see BHL 

Business Plan 2022/2023 Page 7 Appendix A3 for further details) highlighting the 
higher risk items identified by Bristol Holding (i.e. those for which the assessed 
probability/likelihood combined with the impact put it in the amber to red range).   
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Table 3: Bristol Holding Top Risks 
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RIS18 - 

Inadequate 

Resources

Insufficient resources are available to deliver against BHL plan.

Budgetary constraints

Staff reductions (CE & CoSEc)

Multiple concurrent issues demanding BHL involvement

Reduce involvement in operational matters across subsidiaries.

Prioritise work with small exec Team

Key staff retention arrangments

3

4 12
RIS07: Delivery 

of Business 

Plan 

Risk of failure to deliver BHL business plan 

Risk Causes Include;

Incorrect service transition assumptions in business plan

Incorrect financial assumptions in business plan

City Leap doesn't progress as planned

Poor performance

Failure of buy-in from Shareholder/ Subsidiaries to alternative 

governance and transitionary arrangements

Failure of performance from BCC on areas of their control

Failure to achieve service KPIs and milestones

Loss of  funding 

Annual business plan and budget preparation, scrutiny and approval 

process with review oby Shareholder

Monthly monitoring of financial performance and key operational KPIs 

by BHL Board

Robust financial modelling for business planning and business 

development

Efficiencies delivered during 2021/22

Identification of realistic targets and benefits in tangible terms 

Alignment of limted resources to service priorities and risk mitigations

Collboration with BCC and subsidiaries

3

4 12
RIS22 - 

Leadership

Failure of board / Senior Leadership team to give capable 

leadership, control and strategic direction 

BHL Board/

executive fail to gain confidence/trust of stakeholders; 

lack of buy-in to HoldCo by subsidiaries

Approval by Shareholder of revised BHL Board/ Committee 

arrangements

Board Effectiveness Review

Consistent and effective oversight in regards subsidiary performance,

Supporting and influencing strategic direction in a positive way

Keep key stakeholders appraised of key issues and action plans

Ensure BHL has the right mix of skills at board level to achieve goals

Ensure updated governance protocols support board to fulfil role

3

12

RIS08: BHL 

Workforce 

Retention

Failure to ensure continuity of key staff prior to completion of 

transition to Post City Leap alternative governance delivery model

Risk Causes Include; 

Lack of succession planning

Inability to retain the right people at the right remuneration

Inadequate staff development and training

Failure to agree approach for retention of workforce between 

Shareholder and companies

Early commencement of transition planning

CoSec role to transition seemlessly into BCC

Key support staff retention arrangements agreed by BHL Board

Indicative temporary succession arrangements for Group FD role

3 4 12

16

RIS15: Cyber 

Security

Risk that key IT systems are compromised and systems become 

inoperative and/or sensitive data stolen or lost

Risk Causes Include;

Insecure ICT hardware

Inadequate virus protection software

Malicious behaviour by 3rd parties

Human causes

BHL on BCC server and utilise BCC applications where feasible

Sign-on and password protections

Secure Configuration

Malware protection

User education and awareness

Home and Mobile working   

Managing user privileges (BCC)

Incident management (BCC)

ICT Monitoring (BCC)    

Network security  (BCC)

Implementation of Modern.Gov 

3 4

RIS12: 

Corporate 

Governance

Failure to have clear and effective corporate governance 

arrangements contributes to business failings and further loss of 

confidence by shareholder and other stakeholders

Risk Causes Include;

Out of date or inappropriate governance arrangements

Focus on unreasonable cost reduction rather thane effective 

governance

Lack of clarity with respect to roles and responsibilities

Vast majority of decision making authority rests with Shareholder

Inadequate or incomplete corporate policies and procedures

Breach of appropriate standards and/ or probity

Poor risk management processes and culture

Retention of assurance and scrutiny role pending finalisation of BCC 

management action required from Grant Thornton and independent 

shareholder advisor reviews

Prioritised programme for standardised policies and procedures

Group-wide risk management framework and assurance policy and 

regular risk reviews

Internal Audit Review of effectiveness of Holdco corporate governance 

arrangements and action plan in place to address issues raised

4 4

Risk Title Description Mitigations/ Controls

Current Risk Level
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2.1.9 If the risks materialise or are compounded this would adversely impact on the 
delivery of Bristol Holding’s 2022/23 Business Plan, and in turn, its financial and 
cash position. Bristol Holding’s mitigating measures include accessing interim / 
short-term cash inflow from its shareholder companies and seeking Council 
assurance that financial shortfalls will where possible be met. It should be noted 
that any financial assurances provided by the Council will be subject to the Council’s 
own assessment of the position and will not extend beyond those outlined within 
this report. Ultimately any additional costs to the Council above that outlined in this 
report would be subject to a supplementary report / decision. 

 

3. Bristol Waste Company Ltd. (BWC) 
 

3.1 Overview to Date 
3.1.1  The Council’s original 2021/22 budget for its core waste services (Teckal activity) is 

39.1m. This represents 74% of BWC’s total income.  
 
3.1.2 The BWC contract with the Council for its core (Teckal) service includes a payment 

mechanism (‘paymech’) which is calculated annually according to unavoidable cost, 
market volatilities (e.g. for recyclates) and which also provides a means for 
efficiencies and cost savings to be returned to the Council under the contract. This 
payment mechanism represents a risk / reward arrangement between the Council 
and BWC when dealing with in-year contract variations. Section 8 (page 70) of 
BWC’s Business Plan 2022-23 sets out details of the payment mechanism’s 
calculation. 
  

3.1.3 The payment mechanism is based on a cost plus % approach and as such should be 
consistently applied to remain compliant with tax rules. It can, however, be 
periodically reviewed and reset.  

 
3.1.4 The cost plus approach for the 5 years up to and including 2021/22 allowed for 

+15%. A full review has taken place in 21/22 taking into consideration the 
developing Waste Strategy, changes in market conditions and the addition of new 
business segments. This has resulted in it being agreed that the paymech’s cost plus 
approach be revised down to +14% for the next 3 year period with the aspiration 
that this will be reduced further thereafter as the company continues to grow in 
scale. 

 
3.1.5 At the balance sheet date of 31 March 2021, the Council had reduced BWC’s net 

asset valuation from the previous year’s £5.623m to £4.992m.  
 

3.2 2022/23 Business Plan 
3.2.1 Financial headlines are included in Section 8 (from page 64) of BWC’s Business Plan 

and details are included in exempt Section 9.  
 

3.2.2 BWC has continued to face significant financial challenges in 2021/22 driven by the 
following:   
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o BREXIT and Covid-19 
o National shortage of HGV drivers and consequent increases in labour rates 
o The ‘Pingdemic’ which led to the large scale notification of people to self-

isolate 
o Housing and population growth combined with working from home leading 

to increases in domestic waste volumes  
o Waste disposal prices 
o Volatility of the Recyclate market 
o Commercial market competitor activity 
o Preparing for legislative changes and targets set in response to the Climate 

Emergency 
 

3.2.3 BWC’s Business Plan includes both a PESTEL and SWOT analysis for 2022/23 both of 
which capture some of the uncertainties and opportunities that may impact the 
business.  It also demonstrates that many of the challenges outlined above are 
expected to continue and examines opportunities to mitigate these. 

 
Table 4: Abstract from BWC PESTEL 

 



APPENDIX G 
 

Page 7 of 12 

 

Table 5: Abstract from BWC SWOT 
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3.2.4 Tables 6 and 7 below set out the full composition of BWC’s budget income for 
2022/23 and against latest Forecast 2021/22 and last year’s MTFP for 2022/23 for 
comparison purposes. 
 

Table 6: BWC Revenue by Business Division 2022/23 

 

 

Table 7:  

BWC Budget 2022/23 with Forecast 2021/22 and last year’s MTFP for 2022/23 as Comparators 
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3.2.5 Table 7 summarises Bristol Waste’s Budget for 2022/23 compared against the 
Forecast Outturn for 2021/22 and last year’s MTFP for 2022/23. BWC’s forecast 
result for 2021/22 is £0.715m. This includes the £0.3m adverse impact of COVID 
without which BWC’s result for the current year would be £1m.  
 

3.2.6 The end of year position is however still subject to risk and this may result in the 
terms of the paymech triggering an additional payment. 

 
3.2.7 BWC’s planned Budget for 2022/23 shows a surplus of £0.705m. Contained within 

this budget position is BWC’s absorption of £0.751m additional operating costs 
linked to the new Hartcliffe Waste Recycling Centre so that BWC’s comparable 
result for the budget year would otherwise have been £1.5m. 

 
3.2.8 Direct Labour Costs of £28.211m are budgeted for 2022/23. These represent 52% of 

Total Revenue and as such are the biggest cost driver of the business. Any 
movement in labour rates against those budgeted will have a significant impact on 
BWC’s profitability. 

 
3.2.9 Municipal 

BWC’s Municipal Revenue Budget for 2022/23 is £44.1m and its profit is £0.1m. This 
sector comprises waste and street cleansing operations plus income from 
recyclates. 
Its core waste services (Teckal activity) income is £40.2m. This reflects a £1.1m 
increase from 2021/22 aligning with the previously agreed 2.65% assumed budget 
increase for inflation. This represents a real terms efficiency reduction of £0.5m 
which has contributed to the Council’s delivery of the budget challenge.  
 

3.2.10 Commercial 
BWC’s Commercial (non-Teckal) Revenue Budget for 2022/23 is £5.1m and its profit 
is £0.3m. Its commercial activity comprises bulk waste (50%), commercial bin 
collections (40%) and BCC trade waste collections (10%).  BWC plans to grow its 
portfolio of customers and increase this sector’s profit over the next five years. 
 

3.2.11 FM 
BWC’s FM (non-Teckal) Revenue Budget for 2022/23 is £5.5m and its profit is 
£0.3m. BCC awarded BWC its cleaning and security related services effective 1 June 
2021 following Cabinet approval. BWC is expected both to improve the provision of 
these services and make cumulative savings against BCC’s baseline budget of 
£2.88m over the first 5 years of this contract. 
 

3.2.12 BWC’s plan also includes Capital investment for a £0.6m waste shredder at its 
Avonmouth site and further replacements to its fleet vehicles. BWC is not seeking 
any loan funding for these from the Council but plans to fund from Reserves (see 
BWC Business Plan Section 8, page 76 for details). 
 

3.2.13 BWC’s accounts at 31 March 2021 reported Reserves of £4.6m. 
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3.2.14 BWC’s exempt appendix (Section 9) includes sensitivity analysis against top income 
and cost drivers. The Council recommends that BWC is prudent in its approach to 
these risks since should any of these materialise, mitigating action would need to 
be considered and, depending on the timing, it may be necessary for BWC to 
manage these within their Reserves and / or the paymech. 
 

3.2.15 The Council has previously approved repayable loan facilities of £12.7m to BWC for 
fleet vehicle replacement (Cabinet 4 December 2018) and £2.8m for Phase 2 of the 
Avonmouth site redevelopment (Cabinet 26 January 2021). Both of these loan 
agreements include interest charges on the principal sums. 
 

4. Goram Homes Ltd. 
4.1 Overview to Date 

4.1.1 The Council approved the establishment of Goram Homes (a housing company) at 
Cabinet on 4 September 2018. At the same time, it agreed an initial Pipeline 1 
development relating to Romney House and Baltic Wharf. This comprised their land 
transfer with deferred receipt plus interest and a £10m loan to Goram Homes both 
for working capital and development investment (terms to be agreed). The 2 
developments are expected to deliver 432 units of housing, 173 (40%) of which will 
be ‘affordable’. 
 

4.1.2 Against this approved £10m, an initial loan facility of £3.3m for Pipeline 1 working 
capital was established with a contractual repayment date (of principal plus 
interest) of March 2026. 

 
4.1.3 As part of Budget 2021/22, £4m of the loan facility was released back to the Council 

and the final £2.7m of this approved £10m was set aside as potential development 
funding also linked to Pipeline 1. As part of Budget 2022/23, £1.7m of this is now 
proposed to be released back to Reserves so that only £1m then continues to be set 
aside for Pipeline 1. 

 
4.1.4 This brings the total loan availability for Pipeline 1 to £4.3m. 
 
4.1.5 A further loan facility of £10m for a suite of 7 development sites was approved at 

Cabinet 26 January 2021. This is referred to as Pipeline 2. 
 
4.1.6 From this 2nd Pipeline’s overarching approved £10m, a loan facility of £4m for 

working capital has been established during 2021/22 with a contractual repayment 
date (of principal plus interest) of March 2027. Drawdowns from this £4m facility 
are expected to commence in Q4 2021/22 since the development of properties 
within this Pipeline 2 is still in its infancy. The £6m balance continues to be set aside 
for Pipeline 2 at this time.  

 
2022/23 Business Plan 
4.1.7 Goram’s Business Plan 2022/23 has expanded the number of sites to be covered by 

the Pipeline 2 £10m loan facility so that it now relates to the 12 sites as detailed in 
report to Cabinet (9 March 2021) plus Hengrove Park and the Blake Centre.  
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4.1.8 This £10m is the total envelope for 22/23 and it is intended that this is used flexibly 

to cover all working capital required to take these sites forward. At this early stage 
in the process no additional funds have been requested. Should any additional 
funds be required this will be considered in future budget rounds.  

 
4.1.9 Profit and Loss, Operating Costs, Cash Flow and Balance Sheet for Goram are 

included in its Business Plan at Sections 8.9 – 8.12. Table 8 below sets out Goram’s 
latest projected cumulative retained profit/(loss) after taxation. 

Table 8:  

Goram Cumulative Retained Profit/(Loss) After Tax 

 

 
4.1.10 Goram’s prior year business plan indicated a cumulative net profit by the close of 

financial year 2024/25. This latest business plan indicates a cumulative net profit by 
the close of financial year 2026/27. This delay in profitability reflects the fact that 
assumptions around timings of the early stages of each programme are indicative 
until planning approval has been confirmed. Following planning and mobilisation, 
timings on profitability then become more certain. No provision has been made in 
BCC’s accounts for these future profits since a decision will need to be made by the 
Council as to whether these amounts are returned in the form of dividends or 
redistributed for reinvestment.  

 
4.1.11 The business plan on which this financial commentary is based reflects the recent 

news that for ecological reasons the Novers Hill development will have to move 
forward on a much reduced area of brownfield land which in turn will reduce the 
number of homes planned to circa 70. Goram’s initial assessment of the impact of 
this is that across the timeframe of this business plan profitability will be reduced 
by circa £1m whilst over the full life of the Novers Hill development programme 
profitability will be reduced by circa £2.5m.  

 
4.1.12 It should be noted that emerging risks include: site suitability, delays to planning  

consents, market failure, housing price volatility, interest rate uncertainly, changes 
within the construction industry,  a slowdown in production rates and, more 
generally, material uncertainties regarding the value of land and buildings since the 
onset of COVID-19. 

 
4.1.13 Goram’s Business Plan includes stress test modelling at Section 8.13 with the 

accompanying impact of mitigating actions. 
  

4.1.14 Goram Homes’ risk framework is included in Section 9 Appendix B. The highest 
potential score is 28 (4 for probability x 7 for impact) within the current risk 
framework. The extract below from its Business Plan shows the following higher 
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category risks for consideration: 
 

Table 9: Goram Risk Assessment  

 

4.1.15 Since Goram is a non-BGPL subsidiary, in the event that these risks materialise, 
Goram would implement management controls without requesting to utilise the 
Council’s resources. Consequently, the Council has not made specific provisions in 
its accounts to mitigate any of Goram’s (a non-BGPL Company) financial risks. 

  

 

 

 
 

 
 
 
 
 
 
Jemma Prince - Finance Business Partner, 10 February 2022 
 
Bristol Holding Ltd. Business Plan – 25 January 2022 

Bristol Waste Company Ltd. Business Plan – 25 January 2022  

Goram Homes Ltd. Business Plan – 1 February 2022 

  


