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1.0  Introduction   
  

East Hampshire District Council (EHDC) moved to Penns Place in the mid-1970s. The building 

needs significant investment to bring up to modern standards. In addition, changes to working 

practices following the Covid lockdown has provided the opportunity to re-examine the way the 

Council staff work and interact. It is estimated that Penn’s Place has twice as much space than is now 

required in a post-Covid world with flexible working arrangements now embedded.  

  

This document provides a Full Business Case (FBC) in respect of the proposal to relocate the District 

Council’s headquarters to New Barn, Petersfield. It has been produced to support a decision to 

proceed.    

  

This Full Business Case has been aligned to HM Green Book Treasury Guidance and is structured 

around the five interdependent cases:   

  

 Strategic Case  

 Economic Case  

 Commercial Case  

 Financial Case  

 Management Case  

  

This document also covers issues that need to be resolved prior to completion of works and full 

occupation of the building.   

  

    

2.0  Strategic Case  
  

The Strategic Case considers the case for change and alignment to strategic priorities and key 

objectives of EHDC. There is a clear and strong alignment for the proposed approach with the 

strategic priorities.  

  

The business case supports the ‘Shaping Our Future’ Transformation Programme to provide a 

stronger operating model that is more agile, is able to manage the agenda from Government and 

delivers the council’s statutory obligations and discretionary services. It will facilitate the move to 

digital services and allow EHDC to manage demand by proactive engagement through enabling 

greater self-service, reducing the number of contact points for residents and resolving issues first 

time.   

  

The Council has recently adopted a new Corporate Strategy (2022-2024) which is based on four clear 

themes and provides a sharp focus for the Council over the next two years. The four themes being:   

• Theme 1 - A fit for purpose council;  

• Theme 2 - A safer, healthier and more active East Hampshire;  

• Theme 3 - A thriving local economy with infrastructure to support our ambitions; 

and,  

• Theme 4 - An environmentally aware and cleaner East Hampshire.  

  

The Corporate Strategy is further supported by a series of more detailed strategies:  
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1. The Local Plan that forms the starting point for planning decisions. It sets out the vision for 

future development in the district, identifies what areas should be developed and what 

requirements and standards developers should meet in their proposals  

2. A Climate Change and Environment Strategy that provides a clear statement of the Council’s 

climate change and environment objectives and identifies priorities that will drive action and 

promote accountability within our area. This builds on the declaration by the council of a 

climate emergency in July 2019.  

3. An Enhance East Hants Place-Making Strategy that provides a framework for making the 

district the attractive place it can and should be.   

4. The Digital Strategy sets out how the Council will create digitally ‘savvy’ staff and 

councillors with services designed to be accessible and convenient for our customers.  

5. A Welfare & Wellbeing Strategy which sets out how the council wants to make a difference 

to those who may be struggling, and to help improve their welfare and wellbeing, and.  

6. A Homelessness and Rough Sleep Strategy that sets out an action plan for achieving reduction 

in homelessness across the district.  

  

The proposal being considered aligns to all of these objectives. The specific project benefits are:  

• A Fit for Purpose Council - Relocation to a new, smaller, modern and fit for purpose building 

aligns strongly to the Council’s desire to be a modern forward-looking organisation that itself is 

fit for purpose. This together with the Future Working Styles programme which will establish 

new flexible and agile ways of working. When coupled with a digitalisation approach, it will 

enable services to be delivered in a professional and efficient way, while also promoting staff 

wellbeing.  

• An environmentally aware and cleaner East Hampshire - A smaller, more modern building will 

enable the carbon footprint of the Council’s headquarters to be reduced by 74%. Relocation to 

New Barn will also act as an enabler for changes in workstyles, with hybrid working becoming 

the “norm”, delivering a long- term reduction in commuting mileage. The town centre location 

will enable more members of staff to travel to work using sustainable and active modes of 

transport and travel. The train station is approximately a 10-minute walk away, the site has cycle 

parking, and it is proposed this is enhanced and coupled with a campaign to encourage people to 

cycle to work wherever possible. Walking will also be encouraged, and ‘park and stride’ options 

also explored. There are a range of opportunities to improve the EPC rating of the building and 

deliver environmental efficiencies, supporting the Council’s aspiration to work towards net zero 

by creating an exemplar ‘green’ headquarters building.  

• A thriving Local Economy with Infrastructure to support our ambitions New Barn is situated a 

short walk away from Petersfield town centre. This location will enable staff to access the town 

centre facilities and will help drive footfall and increase economic activity in the town. As such, 

the proposal directly supports the ambitions in the Enhance East Hants Strategy which contain 

an objective to support economic activity and growth in the district’s key town centre.  

  

2.1 Summary of work to date  

An internal project team and project governance has been established to enable due diligence to be 

carried out, to support develop of the outline and final business cases and to plan the move.  

A steering group chaired by the Director of Regeneration and Prosperity has set up to oversee this 

work. The group has allocated programme management resources with representation from:  

• Legal and Governance  

• Communications  

• Property  
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• Facilities Management  

• Organisation Design  

• IT Infrastructure   Finance  

The project group is chaired by the Programme Manager with representation from the same groups. 

EHDC has appointed Scape to provide options for fit out and interior design, and a costed plan for the 

works. Work is ongoing with Capita to develop an IT infrastructure plan with a contingency plan with 

a contingency plan being developed should this not fit the target delivery date.  
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3.0  Economic Case  
  
The Economic Case considers the potential regenerative value and wider economic opportunities of 

the proposal as well as considering value for money. Options considered outlined in the OBC were 

presented to Cabinet on 14 April 2022. This included an update to the ‘Future Working Styles’ 

programme. In summer of 2021 a trial was launched to provide clarity on the working style appropriate 

to job roles and to test the flexible and home working model. A new Workstyle Policy has been 

developed and approved. The policy is intended to give staff greater flexibility for work/life balance, 

enable greater productivity, creating an opportunity to redesign and review office space and reduce the 

Council’s carbon footprint. Under the policy staff are classified as either ‘hybrid’ or ‘office’ workers. 

It is anticipated that circa 100-150 desks will be required.    

  

3.1   Upgrade of Penns Place  

  

The current location for the Council Headquarters at Penns Place lends itself to being ‘selfcontained’ 

in terms of staff accessing facilities. While adjacent to the Taro Centre, which does provide access to 

some facilities in terms of refreshments and leisure, this is limited and as such, generates only a modest 

contribution to economic activity. To bring Penns Place accommodation up to the same standard as 

New Barn would require significant additional investment of the order of £3 million – and this 

investment would not address longer term component replacement costs of roofs and windows and 

plant that would be required into the medium term. Additionally, the reduced space required with 

Future Working styles means that the current space is more than twice that required in the future.  

  

3.2   New Barn Option  

  

New Barn is situated a short walk away from Petersfield town centre. This means staff will be able to 

access the town centre facilities. Staff will be encouraged to travel to the office by train where possible 

and ‘park and stride’ options will be explored, focused on the Council’s own town centre car parks. 

As such, the proposal is likely to generate significant staff consumer spend in town centre facilities, 

will drive town centre footfall and increase general economic activity in the town. New Barn is smaller 

and in excellent condition which will provide better value for money for the Council.   

  

The move will allow future options for Penns Place to be considered. We have been informed that the 

Council considers that the value of the current site is circa £3million and, for the purposes of the Full 

Business Case a disposal value of £3million has been included. Should the Council subsequently 

choose to develop the Penns Place site for the delivery of sports or other services then the opportunity 

cost of the disposal versus retaining the site would need to be considered at that time.   

    

4.0 Commercial Case  
  
The Commercial Case considers how the proposal will be delivered and implemented, including 

consideration of any commercial, contractual and procurement issues.  

  

New Barn was acquired in 2016 for just over £2.5m as an investment property and was subject to a 

lease to a major local employer. The tenancy ceased on 30 June 2022, and this provides the opportunity 

to consider its viability as new EHDC offices.   

  

The building is approximately 1,944 square metres and is located in an industrial estate adjacent to the 

centre of Petersfield. It is a 10-minute walk to the town centre and the railway station. We understand 

that the current project plan allows for full relocation of staff from Penns Place after the Christmas 

break with some staff moved in earlier – in September – as ‘early adopters’ of the new space.  
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Scape (a design and build construction company based in New Milton) have been appointed directly 

by the Council via a Framework to review:  

• existing floor layouts;  

• provide options for fit-out and interior design; and,   

• provide a costed plan for the delivery of the works.   

  

Their scope includes sense checking the layouts with available light levels, design work and providing 

options for fit out with a costed specification. Initial work to consider the above has been undertaken 

to support this Full Business Case. Any costs and timescales associated with contractual and 

procurement requirements will be factored into the financial model and delivery programme 

respectively.   

  

To ensure a compliant procurement outcome for this project, and in order to achieve best value, be 

open fair and transparent in the process, the procurement route will need to in accordance with the 

Council’s procedures.   

  

The project team has assessed the estimated total value of the requirement(s) and has consulted with 

Legal and Procurement to discuss the most appropriate route(s) to market.  This will include 

considering any existing suitable frameworks (for e.g., Crown Commercial Services [CCS] or East 

Shires Purchasing Organisation [ESPO]).  We understand that the team will be fully supported by a 

legal officer and procurement throughout the process, from obtaining quotes / tenders via the e-

procurement system to drawing up a final contract. Given the timescales of the project, frameworks 

are the most likely route.   

  

As noted above, EHDC has appointed Scape to provide a design for the space based on inhouse space 

layouts. This includes sense checking the layouts with available light levels, design work and provide 

options for fit out with a costed specification. Initial work to consider the above has been undertaken 

to support this Full Business Case. Any costs and timescales associated with contractual and 

procurement requirements will be factored into the financial model and delivery programme 

respectively.  

  

Under the existing arrangements with Havant Borough Council (HBC), Capita have been asked to 

provide a plan and cost for the provision of IT services at New Barn. To date Capita have been slow 

to respond and this remains a key risk to delivery.   

  

Facilities Management contracts have been reviewed following ongoing dialogue with suppliers there 

are not expected to be any contractual issues resulting from the move.   
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5.0  Financial Case  

  
The financial case is based on net present values (NPV) models for the project by comparing the move 

to New Barn versus staying at Penns Place. The net present value approach considers the value (or net 

cost) of an investment by applying a discount rate (in this case Green Book 3.5%) to the series of 

future payments and income. NPV analysis is a decisionmaking tool and may have different 

assumptions to the Council’s budgeting process (i.e. Medium Term Financial Plan).   

  

The financial models developed are based on a number of key assumptions:  

  
• Prices are based as of 31 March 2022 – the removal of inflation (or use of ‘constant money’) 

is consistent with HMT Green Book guidance. This is particularly key at the present time as 

for the first time for 25 years UK inflation is quite volatile as a result of various external and 

geopolitical factors. Using constant money discounts future inflation on both New Barn and 

Penns Place. For example, there are known increases in the cost of electricity which impacts 

both buildings for 2022/23 by a similar amount. These are excluded from the model.  

• The value of Penns Place - £3,000,000. If the project is approved there are a number of options 

for Penns Place. For the purpose of this FBC it has been assumed that the property would be 

vacant for three years with minimum ‘maintenance’ costs and that it would be the subject to 

disposal after this period as the building will not be needed for EHDC operations.   

• The option of staying at Penns Place requires an assessed investment of three million pounds 

of expenditure (OBC) to bring the property up to the level required to sustain use for a further 

10-20 years. There is also an ongoing Planned Maintenance requirement of circa £100k to 

£150k per annum of retaining Penns Place.  

• Timeframe. The Outline Business Case initially assumed a five-year profile. A move of office 

of this nature would typically be for 10-25 years. In the FBC both 10 and 20 year timeframes 

have been modelled.  

• The Treasury ‘Greenbook’ discount rate – 3.5% has been applied.  

• Running cost assumptions. A line-by-line desk-based review has taken place by EHDC 

Facilities Management from current Penns Place costs and input from the existing tenant of 

New Barn. As an existing building, previously used as a call centre, the cost of running the 

New Barn building are higher per square metre than Penns Place due to the mechanical 

ventilation infrastructure which is a fundamental part of the building design.  

• A number of green initiatives are being considered to reduce energy consumption.  For the 

purpose of the FBC model an investment of £534k has been assumed - with a 13year payback 

period on that investment.   

• New Barn lacks suitable space for a Customer Service Centre. The Council also own the 

Barclays Bank building which will become vacant later in 2022. It is fundamentally two 

properties so only the slightly larger property will be required. Estimated costs of operating 

one building are included in the model on the basis that the other will be occupied by other 

third or parties and/or further consolidation of the wider EHDC estate. The loss of rent from 

Barclays from one property is fully accounted for in the model, as are estimated operating 

costs.    

• The fit-out costs of £1,000k have been estimated using an appropriate rate from Scape. This 

translates to circa £514 per square metre which is considered adequate for the scope of works 

which include new carpets, decorations, some new internal partitions and new furniture. It 

should be noted that circa 25% of the ground floor spaces were subject to a quality 

refurbishment by the prior tenant.   

• Environmental improvements costing £534k are included. Savings of £30.8k p.a. based on a 

13-year payback have been included.   

• IT costs of £200k have also been included to cover new connections, relocation or replacement 

of switches and all other aspects of IT investment. There is some risk in this estimate.   
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• The total capital investment required is currently estimated at £1,734k,000 – excluding VAT.   

• In the New Barn option, no income from the Police is assumed – although there remains 

options to be explored in this regard.   

  

Two NPV investment models have been developed for a 10 and a 20 year basis. As discussed above, 

a move of this nature would not normally be taken with only a five-year time horizon which was the 

assumption in the OBC. The Penns Place option assumed investment of three million pounds which 

would not been justified for the short horizon of five years.   

  

The net costs and NPV of the two options are set out in the two tables below. Over 10 years the net 

cost position shows a reduction in costs (after allowing for the Penns site disposal value) of £3,343k 

and a NPV benefit of £3,045k in favour of New Barn. Over 20 years the net cost shows a benefit of 

£2,702k and an NPV of £2,841k.   

  

5.1 Net cost £000s  

  

Timeframe  New Barn  Penns Place  Difference  

10 years  £2,502k  £5,845k  £3,343k  

20 years  £6,524k  £9,226k  £2,702k  

  

  

5.2 Net Present Value  

  

Timeframe  New Barn  Penns Place  Difference  

10 years  £2,322  £5,367  £3,045k  

20 years  £4,688  £7,529  £2,841k  

  

The main reason for the difference in net costs between the projects after year 10 is that the net cost of 

Penns Place (after rent could be received from both New Barn and Barclays) is deducted, the net cost 

of operating from Penns Place is less than the costs of New Barn (where limited property investment 

income is included).   

  

FM Costs have been estimated based on a combination of existing costs and contracts with suppliers 

together with data from Moneybarn the departing New Barn tenant. The costs of running Penns Place 

were £408k p.a. for 2021/22. New Barn is anticipated to cost £333k p.a. Whilst some costs are scalable 

the mechanical and electrical design of the building providing more air handling is likely to have 

similar electricity costs at £45k at March 2022 costs. The other major item is business rates which are 

per square metre higher for New Barn than Penns Place.   
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6.0  Management Case  
  

6.1 Project Management Arrangements   

  
An internal project team and project governance was established to enable due diligence to be carried 

out and to support develop of this outline business case. The project team reflects a series of 

interdependent workstreams.  

  

The Council have an in-house facilities management team which oversees management of operational 

office accommodation to include staff parking and to support the democratic and civic function of the 

Council to be delivered. The Facilities Management team will play a key role.  

  

This project structure has been developed to support the development of the full business case. It will 

also scope requirements to support project implementation as well as develop a plan for post project 

evaluation.  

  

The Project plan includes;  

• A clear project structure that includes wide-ranging and appropriate council and 

crossorganisational input;  

• Identification and provision of the resources necessary to support the project;  

• Measures of success and evaluation plan - to determine that the required benefits have been 

achieved;  

• A timetable for the whole project, up to and including post project evaluation; and,   A risk 

register.  

  

6.2  Culture and new ways of working  

  

The move to bespoke open plan offices provides the opportunity to change the way EHDC staff work 

and interact with the public. In the post pandemic era, the move also provides the opportunity to 

support new ways of working for staff through:  

  

The move to bespoke open plan offices provides the opportunity to change the way EHDC staff work 

and interact with the public. In the post pandemic era, the move also provides the opportunity to 

support new ways of working for staff through:  

  

• use of flexible space to support hybrid working;  

• the creation of a working space which encourages collaboration and creativity - emphasis on 

coworking spaces;  

• provision of coworking spaces to encourage creativity;  

• provision of opportunities for socialising which in turn exposes employees to new things 

which can trigger ideas to benefit the organisation;  

• organic networking in open spaces enhances collaboration and creativity and allows staff to 

benefit from a wellbeing perspective;  

• reducing loneliness by providing a space for people to come together - again collaboration, 

creativity and wellbeing benefits - positive for mental wellbeing; and,  

• providing the right environment where staff can collaborate, network, create enhances 

productivity as staff feel motivated to work.  

  

6.3  Environmental Improvements  
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The move to New Barn will provide an opportunity to improve the environmental performance of the 

council’s office space.  The energy performance of New Barn is C rated (not far from a B) but more 

can be done to improve performance. A budget of £534,000 has been included in the model. However, 

given the power usage and environmental performance of the building the following initiatives will 

deliver savings and benefits.  

  

Improvement project   Investment  

£000s  

Est  savings  

p.a. £000s  

 

Building fabric conservation  £84.5    

Building services efficiency  £56.0    

Low carbon technologies – PV panels an 

batteries  

d£272.0    

Green bicycle store and EV charging  £63.0    

Ecological enhancements  £46.0    

Wellbeing – Green wall and water  £13.0    

 £534.5  £30.8  

   

These investments would enable the council to deliver its services carbon neutral in line with its 

Climate and Environment Strategy and declaring a Climate Emergency. Compared to an EPC of C for 

Penns, the EPC of New Barn will be a minimum of a B resulting in lower running costs. A refreshed 

'green' working environment will support a culture within the organisation to be more sustainable and 

demonstrates leadership locally in improving our environmental performance.  

  

A travel plan has been developed with the aim to initially provide essential measures linked to travel 

arrangements for staff that enable the transition to New Barn without impacting services to the local 

community.   

  

The plan will provide a package of longer-term practical measures aimed at promoting sustainable 

travel, with an emphasis on reducing reliance on single occupancy car travel. The plan aims to 

encourage sustainable travel, reduce carbon emissions and minimise any traffic impacts.  

  

The location of New Barn is better located to the train station (0.8 miles compared to 1.6 miles to 

Penns Place). With reduced parking on site, the Council will do more to encourage and provide 

incentives for staff to reduce the reliance on single occupation of the car. However, it is recognised 

that East Hampshire is a rural district with limited public transport options. There will be an ongoing 

dialogue and review of measures with staff on the outputs of the travel plan to move as practically 

possible to promote sustainable travel.  

  

Adopting a Travel Plan progresses EHDC towards its environmental targets to reach net zero by 

2050 and protect and enhance the local natural environment (Climate and Environment Strategy 

2020-2025).   

  

6.4   Staff Consultation   

  

Communication with staff about the office options has been ongoing. This has included staff focus 

groups and visits to New Barn.    
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7.0 Key Issues  
  
Risks - A project risk register is maintained by the programme manager and reviewed by the steering 

group and project team on a regular basis.    

The key risks are:  

1. The space layouts have not yet developed to a design or specification. While an appropriate 

square metre has been used, until a design is agreed this remains a risk.   

2. The delivery of an integrated IT solution given the speed of reaction of Capita to requests. 

There are potential long lead times with Openreach providing fibre broadband to site.  

3. Partial migration of staff to the new office will result in duplicate services with increased costs 

and support.  

4. Availability of New Barn for staff working by September may not be realistic, even if only 

hybrid working staff attend. This is primarily due to risks on timely IT provisioning which 

have been delayed by the HBC/EHDC.   

5. Provision of telephony across two sites is untested.   

6. Filing - At Penns Place EHDC have greater than 1.5km of storage space, a considerable 

amount of which is historical paperwork. As part of the Shaping our Future programme the 

council aims to become paper free as much as is practicable. To achieve this the council is 

currently reducing the current storage footprint.   

  

  


