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Executive Summary 

Project overview 

1. The project will redevelop Workington’s Central Carpark site into a 15,000 sq. ft net lettable, 
high quality innovation centre. The vision is to establish Workington Innovation Centre (WIC) 
as a distinctive, successful, and widely recognised focal point for the incubation and growth 
of scalable firms. The WIC will have a broad innovation coverage, but with a particular focus 
on digital technologies and the digitisation of advanced manufacturing.  

2. More broadly, the Innovation Centre will accommodate innovative start-ups from the local 
area, in-movers from elsewhere, skilled knowledge workers who are seeking to shift to a 
remote or hybrid working model, as well as a small number of anchor tenants, who are likely 
to be associated with the nuclear supply chain. The WIC will offer:  

 high quality energy efficient design, modern/flexible office and co-working space that can 
be reconfigured to meet the changing needs of tenants as they mature, grow and develop   

 high quality and flexible workshop space on the ground floor, designed to accommodate 
advanced engineering or manufacturing firms seeking to embrace Industrial Digital 
Technologies (IDTs)  

 reliable/resilient, cost-effective and ultrafast broadband, offering secure download 
speeds of up to 1Gbps 

 cafeteria/bar and communal meeting/events space to encourage informal networking 
and regular interactions between firms/workers and to animate the space during the day 
and evening time 

 formal conference/meeting room space designed to cater for a wide range of activities   

 a welcoming reception area with secure storage and shower facilities for cyclists 

 high quality innovation and entrepreneurship support designed to increase business 
formation and to accelerate the adoption of new technologies/processes etc.   

3. WIC will also act as a catalyst for the regeneration of the Central Carpark site and will 
contribute to the wider redevelopment of this major area of the town centre. The high quality 
employment and throughput created at the WIC will also help accelerate the town’s post-
pandemic economic recovery by attracting increased footfall and expenditure. Additionally, 
the scheme will help to strengthen the local economy and boost its long-term competitiveness 
by creating a pipeline or more innovation active and technology rich SMEs.    
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The case for change  

4. Entrepreneurship and innovation are key drivers of local economic growth. However, the 
Workington economy suffers from low levels of business formation and major deficits in 
relation to higher-level skills and innovation. Compounding these structural weaknesses, 
there is no supply of Grade A office space in Workington, which limits the town’s ability to 
attract and retain high quality firms, and there is a poor supply of flexible units for early stage 
companies or in-movers looking for attractive office and workshop space combined with 
tailored innovation support. There is also a limited supply of co-working space – both for local 
knowledge workers and those based elsewhere who are seeking to visit the Lake District for 
leisure reasons, but would also like to combine this with some remote working days. In 
addition, the impact of Covid-19 and the shift to online retail has been significant, and there 
is a need to re-energise Workington Town Centre and accelerate its post-pandemic recovery 
by attracting increased footfall and expenditure. 

5. There are three strong market failure rationales for public sector intervention: 

 To tackle the information asymmetries and risk aversion which prevent potential 
entrepreneurs from starting new businesses and also inhibit existing businesses from 
accessing the specialist support they need to innovate and grow 

 To alleviate the stubborn viability gaps within the local commercial property market, 
which restrict the speculative supply of new, high quality office and workshop space, 
which many modern occupiers demand.  From a private sector developer’s point of view, 
the costs associated with developing new space are too high given current rental levels 
and demand-side challenges, which mean that development is not commercially 
attractive/viable. The WIC has the potential to help cultivate demand, bring a high quality 
product to the market, which over time, will assist in pushing up rental figures.   

 To maximise the positive externalities associated with developing WIC, specifically higher 
levels of town centre footfall, which will promote increased levels of spending with town 
centre retailers etc. as well as ensuring that Workington is positioned on the ‘innovation 
map’ in West Cumbria and is able to compete more effectively in the future for innovation-
related investment opportunities – including those associated with the nuclear supply 
chain given its proximity to Sellafield.    

Policy context 

6. The vision for the WIC is informed by and consistent with the UK policy context at both 
national and sub-national levels (as summarised below). There is strong alignment with the 
objectives of these strategies and policy commitments, which emphasise incentivising 
business start-ups, increasing levels of innovation and productivity, narrowing the 
divergence of living standards across the country, and promoting a shift towards a low carbon 
economy.  
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UK Industrial Strategy (2017) and Build Back Better Plan For Growth (2021) 

7. The Industrial Strategy sought to make the UK the world’s most innovative economy, the best 
place to start and grow a business, and to provide good jobs and prosperity for all, by 
establishing five foundations of productivity: ideas, people, infrastructure, business 
environment, and places. The Strategy was superseded by the Build Back Better Plan For 
Growth, which promises investment in three areas, which align strongly with the WIC 
proposition: Infrastructure, Skills, and Innovation.  

UK Innovation Strategy (2021) 

8. The UK Innovation Strategy (which effectively updated the Industrial Strategy) aims to make 
the UK a global hub for innovation by 2035. The WIC is also strongly aligned with the Strategy. 
It will contribute to creating a strong innovation system in West Cumbria, by providing the 
hard and soft infrastructure required to support businesses to start-up, innovate and grow, 
encourage knowledge exchange and collaboration, and support skills development.  

Cumbria 10-year Local Industrial Strategy (2019) 

9. Cumbria’s Industrial Strategy sets out five objectives to achieve its vision to be ‘the place to 
live, work, visit and invest sustainably – where exceptional industry and innovation meets a 
breathtakingly beautiful and productive landscape’. The proposed WIC has the potential to 
deliver against all of these objectives, but it particularly supports the first three:  

 Growing and using our talent pool 

 Capitalising on our productivity, innovation and enterprise potential 

 Exploiting underdeveloped economic opportunities to help get a better-balanced 
economy.   

Borderlands Inclusive Growth Deal 

10. The Deal emphasises the need to increase regional productivity and grow the working age 
population. Specifically, it sets the objective of adding 5,500 jobs, and increasing GVA by 
£1.1bn. The WIC will support the delivery of all six objectives, but in particular, narrowing the 
productivity gap, increasing the working age population, and reducing the earnings gap and 
increasing access to quality jobs. 

Allerdale Council Strategy 2020-2030 & Allerdale Recovery and Growth Strategy (2021) 

11. Allerdale Council Strategy 2020-2030 which sets out five principal objectives which broadly 
aim to increase the financial security of the council, provide outstanding local services, and 
increase economic growth and resilience in the area’s towns and villages, and work towards 
a greener Allerdale. 
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12. Allerdale’s Local Recovery and Growth Strategy emphasises ‘building back better’ from the 
pandemic. It’s areas of focus are similar to the Council Strategy and include clean growth, 
economic resilience (specifically focussing on agriculture and manufacturing), diversifying 
the economy, creating thriving visitor destinations, towns and rural communities, and sharing 
the proceeds of this growth.  

13. The WIC represents a clear alignment with both strategies. For example, the Centre will help 
to diversify the local economy and boost economic resilience by supporting innovative early-
stage and growing firms, support the Council to achieve increased financial security via the 
generation of increased business rates and council tax revenues, and promote and support 
the growth of the clean growth sector.   

Allerdale Local Plan part 1 (2014) & part 2 (2020)  

14. WIC will delivery against the target of a minimum requirement for 54 hectares of employment 
land over the next 15 years. The project also aligns specifically to the aim to ‘encourage the 
development of business clusters… provid[ing] a wide range of modern, high quality employment 
sites and premises to meet existing business needs and emerging sectors’. 

Project aims and objectives 

15. The Workington Innovation Centre concept is well aligned with the overall vision for 
Workington. The vision for the WIC project is to: 

Establish Workington Innovation Centre as a distinctive, successful, and widely recognised focal 
point for the incubation and growth of scalable innovation active and/or technology-rich firms. 
 

16. Achievement of this vision is underpinned by the following SMART objectives:  

 Five new companies started and housed within the WIC by 2030 

 By 2030, fifty new jobs (gross) will be created in the WIC   

 Ten strategic collaborations developed for tenant businesses by 2030 

 A 15% increase in the proportion of firms engaging with R&D and innovation in 
Workington by 2030 

 By 2030, increase the headline all-inclusive rental figure for Grade A office space in 
Workington Town Centre to £21.50 per sq. ft.  

Outputs and outcomes 

17. The table below presents the anticipated outputs and outcomes of the project. 
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Table 1: Expected outputs and outcomes 
Outputs Intermediate outcomes Final outcomes 

 15,000 sq ft high quality, 
flexible innovation space  

 1,400 sq ft café / bar 
entrance 

 36 car parking spaces 
 250 sq ft cycle storage 
 6,900 sq. ft improved/new 

landscaped public realm 
 Number of businesses 

accessing targeted support 
 Number of local people 

accessing the 
entrepreneurship 
programme 

 Number of businesses at 
WIC  

 Number of businesses new 
to Workington 

 Number of individuals 
using the co-working 
space 

 Number of FTEs at WIC 
 Number of new businesses 

created by local people 
 Improved business 

acumen for businesses 
located at WIC 

 Improved access to finance 
knowledge for businesses 
located at WIC 

 Increased collaboration / 
networking opportunities 
for businesses at WIC 

 Increased levels of 
innovation in Workington 

 Growth in employment, 
turnover and productivity 
of businesses located at 
WIC 

 Improved survival rates of 
businesses located at WIC 

 Greater footfall for the 
town centre  

 Sustainable operating 
model for WIC 

 More resilient and buoyant 
commercial property 
market in the local area as 
a result of increased 
demand, higher rental 
levels and land values 

 
Source: SQW  

Value for Money 

18. In developing the scheme, the key critical success factors that have been used to develop and 
appraise the options for the development are: 

 Enterprise benefits: contribute to the growth and retention of SMEs within Workington 
and Allerdale more broadly 

 Innovation benefits: contribute to an uplift in innovation activity within Workington and 
Allerdale more broadly 

 Design standards: the Innovation Centre will be highly sustainable, of a high quality, 
flexible and suitable for its intended use 

 Financial sustainability: the development must be on a scale that allows WIC to generate 
sufficient income to become financially sustainable over the long-term, once occupancy 
builds   

 Affordability: ensuring that the project can be delivered within the available funds 
(drawing on Allerdale Borough Council resources and the Towns Fund Deal grant) both 
at the initial development stage and once it is operational  
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 Value for money: ensuring the project optimises value for money for the Towns 
Fund/public purse 

 Supplier capacity and capability: ensuring that potential contractors have the requisite 
capacity and capabilities needed to deliver the project successfully and complementing 
existing provision elsewhere in West Cumbria.  

19. The beneficial economic impacts from WIC will arise through the occupation of the newly 
constructed floorspace. The preferred option for the project (15,000 sq. ft innovation centre) 
delivers a Benefit to Cost Ratio of 1.7, which meets the HM Treasury Guidance criteria as 
delivering ‘Medium’ value for money. 

Table 2: Value for Money summary 
  10k sq. ft  

Net Lettable 
option 

15k sq. ft  
Net Lettable 

option 

20k sq. ft  
Net Lettable 

option 

Present Value of total grant funding 7.5 8.9 10.5 

Present Value of total net GVA benefits 18.4 23.9 26.1 

Net Present Value 10.8 15.0 15.6 

Benefit Cost Ratio 1.4 1.7 1.5 

 
Source: SQW 

Project costs  

Capital costs 

20. An Order of Cost Estimate was completed, using a base date of Q4 2021, by Quantity Surveyors 
at Mott MacDonald. The total estimated cost for construction of the WIC is £8.77m, including 
a contingency of 10%. These figures are cautious estimates only and are subject to change 
depending on the final design and specification of the building.  

Funding profile  

21. Town Deal funding is allocated over a four-year period. Allerdale Borough Council has also 
committed to contributing £1.3m to the capital works for the project. The anticipated split of 
capital funding across each financial year is set out below. 

Table 3: Capital funding profile (£m) 
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Source: SQW drawing on information from Allerdale Borough Council 

Operating costs and income  

22. Based on detailed assumptions outlined in the Financial Case, the operating costs of the WIC 
have been modelled over a 10 year period. On average, operating the WIC will cost c.£280k 
per annum, with the majority of expenditure accounted for by staffing and property costs.  

23. The Figure below presents indicative income figures for the WIC during the first 10 years of 
operational activity (i.e. up to 2034). During the early years of operational activity, total 
expenditure is substantially higher than total income as occupancy builds. By the end of Year 
6, the cumulative operating loss for the innovation centre is estimated at £630,000. However, 
by Year 7, the financial model suggests the innovation centre will start to generate a surplus, 
which is sustained until Year 10 (and beyond). 

Figure 1: Total income (15,000 sq. ft net lettable innovation centre) 

Source: SQW 

Management and governance 

24. An indicative plan for governance and project management, including an Innovation Centre 
Board, is set out in the Figure below.  

25. A Workington Innovation Centre Board will be established to provide ongoing strategic 
oversight and constructive ‘check and challenge’ to ensure that the WIC is delivered and 
operated successfully. The Board will also play a key role in maximising innovation related 
growth opportunities and synergies across West Cumbria.   

26. Day-to-day management of the WIC will be the responsibility of a specialist operator to be 
procured by Allerdale Borough Council. The operator team will include an Innovation Centre 
Manager, Innovation Director, Assistant Centre Manager, and Customer Experience Assistant. 
Their role will include marketing and promotion, customer experience, administration, and 
innovation and entrepreneurship programme support.  
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Figure 2: Proposed governance and project management structure 

 

 
Source: SQW based on information from Allerdale Brough Council 

Project risks  

27. The risk register below summaries the key risks for the project (risks are discussed in more 
detail in each of the five cases). This includes the likelihood of each risk occurring, its potential 
impact, and the mitigation against these risks occurring.  

Table 4: Key risks (likelihood and impact: 1 = Low, 5 = High) 
Risk Likeli-

hood 
Imp-
act 

Mitigation 

Final design of the 
WIC not attuned to 
needs of target 
customers 

1 5 Expert advice from a successful operator of such 
environments to provide ‘critical friend support’ as the 
design evolves to ensure design is fit for purpose as it 
progresses through the planning process. 

A suitable contractor 
cannot be procured 

2 5 The inability to procure a suitable contractor to build 
the WIC could result in significant delays and financial 
implications.  
ABC will launch a competitive tender exercise to  
find a suitable contractor using a SCAPE Framework 
which the council have successfully used for previous 
schemes. 

An experienced 
innovation centre 
operator(s) cannot be 
procured 

2 5 Strong management by a specialist operator is an 
integral part of the WIC concept if the project is to 
deliver] effectively against its core objectives.  At this 
stage, there is no certainty that the WIC will be 
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Risk Likeli-
hood 

Imp-
act 

Mitigation 

attractive to commercial operators given the economic 
and commercial property market contexts for the 
scheme.   
ABC will launch a competitive tender exercise to  
find a suitable operator for the WIC. 

Costs increase/  
inflation 

2 4 Cost increases/inflation could compromise the ability 
to complete the scheme to the required quality design 
standards and to the planned timescales.  
Detailed cost analysis has been completed by Quantity 
Surveyors. During the development, costs will be 
closely managed and monitored by ABC. A 10% 
contingency budget has been incorporated into the 
costs, and optimism bias applied to the economic 
assessment. 

Low take up of the 
space 

3 4 Inevitably, there is a risk of a lack of demand from 
enterprises for space in the WIC, exacerbated by the 
changes to work patterns owing to the Covid-19 
pandemic.  
A specialist operator with a strong track record in 
operating innovation centres across the UK will be 
procured to manage the WIC.  An effective marketing 
strategy will be developed to promote and encourage 
the uptake of the space. The delivery of high quality 
innovation support and entrepreneurship programmes 
will help to cultivate demand and raise rental levels.  
Also, the design of the building is very flexible, as well 
as being inspirational and aspirational.  WIC will be 
able to respond quickly to changes in patterns of 
demand, and the top floor could easily be repurposed 
for use as an aparthotel, which would drive additional 
demand. 

Lack of strategic 
oversight  

1 4 Strategic oversight is key to ensuring that the project is 
delivered successfully.  
The Workington Innovation Centre Board comprised of 
senior representation will be responsible for providing 
strategic oversight and constructive ‘check and 
challenge'. 

Lack of partnership 
working 

2 4 The project is committed to partnership working. One 
of the roles of the Board will be to ensure that the 
innovation centre maximises cluster development 
opportunities and builds synergies with 
complementary hubs. The operator will also be 
required to engage with the wider business support 
and innovation landscape across West Cumbria. 

Commercial model is 
unsustainable 

1 5 Early analysis and refinement of the model.  Regular 
reviews of risk.  Regular reviews of potential for 
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Risk Likeli-
hood 

Imp-
act 

Mitigation 

additional services to enhance the sustainability of the 
model. 

Source: SQW 
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1. Introduction 

The Towns Fund 

1.1 In March 2021, UK Government announced that the Workington Town Deal Board - involving 
public, private and voluntary sector partners – had secured £23m in Stage 1 of the Towns 
Fund process.  

1.2 In Stage 2 of the Towns Fund process, all five projects included in the Town Deal are required 
to develop Full Business Cases to unlock the Government funding. This Business Case 
document therefore presents a robust and compelling argument for investing £8.25m from 
the Towns Fund and £1.3m match funding from Allerdale Borough Council to create the 
Workington Innovation Centre (or WIC for short). 
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1.3 The WIC proposals have been developed collaboratively with stakeholders to tackle 
Workington’s recognised enterprise and innovation deficits, address the multiple land and 
property market failures evident in the local office market, and to support the wider 
regeneration of the town centre following the economic shock of Covid-19. 

1.4 The project will transform what is currently an underutilised, edge of town centre car park 
into a new Innovation Centre with 15,000 sq ft (net lettable) of high quality, flexible space 
complemented by wrap-around business and innovation support. WIC will offer modern 
office and workshop space that can easily be reconfigured to meet the changing needs of 
tenants, a café and communal spaces to encourage interactions between firms/workers, and 
formal meeting rooms. 

1.5 The vision is to establish Workington Innovation Centre as a distinctive, successful, and 
widely recognised focal point for the incubation and growth of scalable firms. At maximum 
capacity, WIC could host almost 70 high value jobs. 

1.6 Allerdale Borough Council is the accountable body for the project, and will procure specialist 
services for both the design and build, and operation of WIC. 

This Business Case 

1.7 The remainder of this document is structured according to Towns Fund and Green Book 
guidance: 

 The Strategic Case – presents the case for change and the rationale for developing the 
WIC.   

 The Economic Case – estimates the beneficial economic impacts of the intervention, and 
the resulting value for money to the public sector. 
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 The Commercial Case - assesses the commercial viability of the WIC proposals, including 
commercial deliverability and the procurement strategy. 

 The Financial Case – summarises the affordability of the investment, identifying cost, 
revenue, and funding sources. 

 The Management Case - outlines the deliverability of the WIC, identifying timescales and 
project responsibilities. 

1.8 There are also three supporting annexes: 

 Annex A: Socio-economic Dashboard  

 Annex B: Land Value Uplift 

 Annex C: Supporting procurement policies  
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2. Strategic Case 

 

Introduction 

2.1 This Section sets out the Strategic Case for intervention. First the case for the development of 
the Workington Innovation Centre is summarised in relation to the wider socio-economic and 
strategic context. The vision and objectives for the project are then detailed, followed by the 
scope of the project and the development of the preferred option, and the stakeholders 
involved in progressing the scheme.  

Summary of Strategic Case 

 Workington has ambitions to become a leading location in Cumbria for 
innovative, technology-rich SMEs.  The vision is to establish Workington 
Innovation Centre (WIC) as a distinctive, successful and widely recognised 
focal point for the incubation and growth of scalable firms.  The WIC will have 
a broad innovation coverage, but with a particular focus on digital technologies 
and the digitisation of advanced manufacturing.  WIC will offer: 

 high quality energy efficient design, 15,000 sq ft (net lettable) of 
modern/flexible workshop and office space that can easily be reconfigured 
to meet the changing needs of tenants 

 reliable and cost-effective broadband, offering download speeds of up to 
1Gbps 

 cafeteria/bar and communal informal meeting space to encourage 
interactions between firms/workers  

 formal conference/meeting room space 

 a welcoming reception area with secure storage and shower facilities for 
cyclists 

 tailored innovation and entrepreneurship support. 

 The core rationale for the scheme is three-pronged: 1) to tackle Workington’s 
enterprise and innovation deficits, which are major structural weaknesses 
within its economy; 2) to address the multiple land and commercial property 
market failures evident in the Town Centre, which are preventing the supply 
of high quality employment space and in turn, the attraction/retention of 
growth and tech oriented firms; and 3) to support the wider regeneration and 
survival of the town centre following the economic shock of Covid-19 and 
accelerating shifts observed in retail patterns.  

 The vision for the WIC is informed by and consistent with the UK policy context 
at both national and sub-national levels. In particular, the innovation centre 
aligns with objectives regarding business start-ups, innovation and 
productivity, levelling up, and the transition towards a low carbon economy.  
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Understanding the case for change 

WIC will help to boost the long-term competitiveness and resilience of the 
Workington economy…  

2.2 Workington is located in Allerdale between the neighbouring coastal towns of Whitehaven 
and Maryport. The fells of the Lake District lie to its east and the Solway Coast to its north. 
The town is the largest settlement in West Cumbria and is well connected via several arterial 
roads (e.g. the A66 which connects the town with M6, the A596 and A597), the port, and 
Workington Train Station. The town centre is dominated by the outdoor Washington Square 
Shopping Centre, which hosts a mix of national chains and independent shops, and is 
complemented by a range of heritage, culture and entertainment offerings including the 
Helena Thompson Museum and Carnegie Theatre in close proximity to the WIC site.  

Figure 2-1: Map of Workington and neighbouring areas  

 

 
Source: Produced by SQW 2021. Licence 100030994. Contains OS data © Crown copyright [and database right] [2020] 

2.3 The local socio-economic context is summarised in Table A-1 in Annex A. The key findings are 
as follows: 

 Entrepreneurial activity in Allerdale is extremely limited and has been falling over 
the last five years. There is a shortage of high growth firms, and the business stock is 
shrinking. As a proportion of the working age population, the relative amount of high 
growth firms in Allerdale is almost 10% lower than elsewhere in Cumbria and the UK. 
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Allerdale also has declining start-up rates and a net decrease of firms. Data on high growth 
firms1 from Beauhurst also suggests that Workington performs poorly, having only one 
tracked firm in the last 10 years, and being the location of only 5% of all of Allerdale’s high 
growth firms. 

 Over the last five years, total employment in Workington increased, but 
unemployment remains higher than Allerdale, Cumbria and UK levels.  The town has 
an ageing population, with the proportion of the working age population aged 16 to 24 
declining over the last five years. 

 Relative to the rest of Allerdale and Cumbria, there is a significant skills deficit 
evident across Workington. Just 18% of the town’s residents are qualified to degree-
level or higher, compared to 30% across Allerdale and Cumbria as a whole and 40% 
across the UK more widely. There are also three times as many workers employed in 
process, plant and machine occupations than the UK average, but conversely almost half 
as many employed in professional occupations.  

 The local economy has a strong dependency on Sellafield Ltd (located in the 
neighbouring district of Copeland), the UK’s primary nuclear decommissioning, 
reprocessing and nuclear waste management site. Sellafield is not only an important 
source of direct highly-skilled employment for Allerdale, but also supports many jobs 
through its substantial supply chain activities.  

 Retail is Workington’s largest sector in employment terms, followed by 
manufacturing and health. However, employment in both retail and manufacturing has 
fallen by 10% over the last five years. Other important sectors include advanced 
manufacturing and engineering (6.3% of all jobs in 2019) and the visitor economy (5.6%). 
Whilst the advanced manufacturing sector has seen a 25% increase in employment over 
the last five years, the visitor economy has declined by 10%. Employment growth has 
been concentrated in business administration and support services, which doubled 
between 2015-19, as well as transport and storage, wholesale, and motor trades. 
Employment in public administration and nuclear is proportionally higher in Workington 
than for the UK as a whole, with these sectors remaining stable over recent years. 

 Workington also suffers from relatively high levels of deprivation; the town is one of 
the 40% most deprived areas of the country, with most of the town’s central 
neighbourhoods amongst the 10% most deprived areas of England. However, deprivation 
levels vary, with a small number of neighborhoods to the south and east of the centre 
being in the 30% least deprived areas of England (see table 2-1 for an IMD map). 
Workington has also been adversely affected by the COVID-19 pandemic, with the number 

                                                             
1 Beauhurst uses a range of criteria to identify high growth companies e.g. whether a firm received 
equity/venture investment, or an innovation grant, whether the firm is an academic spinout, scale up or 
accelerator graduate. 
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of job seekers in the town 30% higher in September 2021 than it was prior to the 
pandemic. 

 District level data provides an indication of Workington’s broader economic context. The 
district has relatively low levels of productivity, with GVA per worker at only three 
quarters of the UK average and suffering from lower than average growth. Resident-
based gross annual earnings (£37k p.a.) are considerably higher than workplace earnings 
(£30k p.a.), indicating that Allerdale’s highest earning residents are employed elsewhere. 
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… forming a key part of Workington’s post pandemic economic recovery  

2.4 With a concentration of employment in sectors, such as retail, that have been worst affected 
by COVID-19, the pandemic has had a profound impact on the town. In Q1 2020, prior to the 
pandemic, 5% of individuals in Workington were job seekers, a slightly higher proportion 
than Allerdale and the UK overall (both at 4%). However, as shown in Figure 2-2, once the 
pandemic hit, there was a surge in claimants country wide, with averages in Q2 2020 rising 
to 9% in Workington, far exceeding rates in Allerdale and Cumbria overall (both at 6%). The 
claimant count remained relatively consistent across all geographies until April 2021, when 
it began to slowly decrease as restrictions were eased and the economy started to bounce 
back. However, by September 2021, the claimant count for Workington remained higher 
than pre-pandemic levels with 7.5% of individuals seeking employment.  

Figure 2-2: Claimants of Jobseeker’s Allowance and Universal Credit, September 2019 
– September 2021 

 
Source: SQW analysis of Nomis labour market statistics data. 

2.5 District level data on the Job Retention Scheme also evidences the severity of the impact of 
the pandemic on the local area. Between July and October 2020, furlough take-up rates in 
Allerdale and Cumbria remained lower than the North West and UK averages. However, as 
England’s second national lockdown came into effect in November 2020, furlough take-
up in Allerdale and Cumbria surged higher than UK averages, and remained higher 
until May 2021. Allerdale saw furlough take-up peak in January/February 2021 (at 19% of 
all employment), with the take-up rate peaking nationally over the same period (16%). 
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Figure 2-3: Coronavirus Job Retention Scheme, July 2020 – August 2021 

 

Source: SQW analysis of HMRC data. Note the dataset is not available at the geography of Workington 

2.6 Beyond the immediate impacts, COVID-19 has exacerbated existing challenges linked with 
structural changes in retail. The accelerated shift to online shopping during the pandemic 
poses a significant threat to the high street, with Workington already experiencing the closure 
of several major retail outlets including Debenhams over the past year. Simultaneously, the 
increase in remote working presents challenges for the high street in terms of reduced 
footfall, but also opportunities to adapt by using underdeveloped space to develop flexible, 
high quality innovation/enterprise space to cater for this growing market.  

2.7 District level Google Mobility data provides valuable insight into how visits to different places, 
including retail, have changed during the pandemic. The most recent data from December 
2021 shows that retail and recreation and supermarket and pharmacy visits in Allerdale 
are significantly lower at -30% and -43% respectively compared to the pre-pandemic 
baseline. In addition, use of workplaces in the district is more than a third lower (-37%) than 
the baseline position2. However, this lower usage of workplaces is not yet reflected in 
commercial vacancy rates with October 2021 figures of 2% and 1% for Workington and 
Allerdale respectively, both lower than the 2018 and 2019 rates3.  

WIC will help to address stubborn commercial property market challenges  

Demand side challenges…   

2.8 Over recent years, Workington’s commercial property market has been subdued, with 
no transactions recorded in CoStar data for 2020 or 2021 (see Table 2-1). In terms of the size 
of office units, recent demand has been distributed across all size bands from sub 1k sq ft to 
more than 7,500 sq ft. Consultations with local agents indicated that the principal areas for 

                                                             
2 2021-12-26 GB Cumbria Mobility Report en-GB.pdf (gstatic.com) 
3 SQW analysis of CoStar data 
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office demand in Allerdale are Cockermouth and Lillyhall, whereas Workington lacked an 
established commercial office market. In Workington, demand is fuelled from locally based 
service businesses rather than by the high-tech nuclear occupiers that occupy space on the 
periphery of Allerdale and in Copeland. Further afield, Westlakes Science Park in Copeland is 
a key location for higher value activities.  

Table 2-1: Office market transactions (2016 to October 2021) 
Location  2016 2017 2018 2019 2020 2021 Total  

Number of transactions 

Workington 2 2 2 2 0 0 8 

Allerdale  5 4 6 5 2 2 24 

Square footage 

Workington 1,212 4,203 18,567 9,934 0 0  33,916  

Allerdale  4,279 6,160 21,147 11,790 798 3,054  47,228  
Source: CoStar and EGi database 

2.9 Set against this difficult backdrop. average rents are low, and according to local agents, 
average rents of £10 to £12 per sq. ft are currently being achieved in Allerdale. However, 
Westlakes Science Park, which provides high-quality space and a mix of on-site facilities, and 
is in many ways a closer comparator to the proposed WIC, is currently asking for c£18 per sq. 
ft.  

…and supply side challenges 

2.10 There is currently no existing supply of Grade A office space in the town, because of viability 
gaps that prevent speculative development by the private sector. Most of the available space 
is lower grade and is generally older stock (approximately 90% was built before 2000 
according to CoStar data). WIC will add 15,000 sq. ft. of high-quality commercial lettable 
space, helping to re-energise the town centre, and supporting Workington to attract high 
quality innovative occupiers and the higher productivity jobs they create. At the time of 
writing, CoStar recorded a vacancy rate of 2% in Workington. 

2.11 There are multiple land and property market failures evident in the town centre preventing 
the supply of high-quality employment space and in turn the attraction/retention of 
innovative, high growth enterprises. Considering the broader West Cumbrian commercial 
property market, there are a number of business centres, science parks, and coworking spaces 
(as illustrated in Figure 2-4). The WIC will complement these existing developments, 
working alongside existing supply to support the growth of a strong entrepreneurship 
and innovation ecosystem across West Cumbria.  

2.12 Demand is strong for several business parks located on the outskirts of Workington, including 
Lillyhall Business Centre, and Lakeland Business Park in Cockermouth. Only two units were 
unoccupied at Lillyhall at the time of writing (December 2021). A more recent development 
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is the Bus Station, which opened in 2021 and forms part of the North Shore regeneration 
scheme at Whitehaven Harbour. The Bus Station, which was developed by Building 
Extraordinary Communities (BEC) and includes a Barclays Eagle Lab, is a digital and creative 
hub. Facilities include co-working space, high-speed broadband, a digital manufacturing 
facility with 3D printers and laser cutters, and business support and advice. Both BEC and the 
Barclays Eagle Lab management team expressed their support for the complementary WIC 
project.   

2.13 A report by Lambert Smith Hampton (2020) on employment sites and premises in Cumbria 
highlighted the opportunities for the region to capitalise on both enterprise growth and 
flexible workspace trends to develop a stronger and more extensive network of business hubs 
across and the county. The opportunity to develop good quality grow-on workspace for 
ambitious SMEs that outgrow their current premises was also noted4.  

Figure 2-4: Location of key existing workspace 

 
Source: Produced by SQW 2021. Licence 100030994. Contains OS data © Crown copyright [and database right] [2020] 

WIC benefits from a highly supportive policy context  

2.14 As set out in the Workington Town Deal – in which WIC was identified as a priority project - 
the vision for the WIC is informed by, and consistent with, the UK policy context at both 
                                                             
4 Lambert Smith Hampton (2020) Cumbria Employment Sites and Premises Study 
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national and sub-national levels. There is strong alignment with the objectives of these 
strategies and policy commitments, which emphasise incentivising business start-ups, 
increasing levels of innovation and productivity, narrowing the divergence of living standards 
across the country, and promoting a shift towards a low carbon economy (see Figure 2-5). 

Figure 2-5: Illustration of strategic fit 

 
Source: SQW 

National level 

Levelling Up Agenda  

2.15 Levelling up is a key UK Government policy agenda, and a crucial theme informing investment 
in the WIC. With the objective of creating parity in levels of economic development and living 
standards between the UK’s flourishing cities and ‘left behind’5 towns, the levelling up agenda 
places emphasis on increasing levels of productivity and innovation through investment in 
infrastructure, skills, and research and development6.  

2.16 The Towns Fund, a key mechanism within this agenda, aims to tackle the key challenges faced 
by the UK’s left behind towns, including ‘an ageing population without the skills necessary to 

                                                             
5‘Left-Behind’ Places, Regional Inequalities and ‘Levelling Up’ – Geography Directions  
6 ‘Left-Behind’ Places, Regional Inequalities and ‘Levelling Up’ – Geography Directions 
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attract new firms; fewer people going on to and returning from higher education, fewer 
economic opportunities in the surrounding region; and less direct foreign investment than in 
cities’7. The WIC will deliver key outcomes aligned with the levelling up agenda, acting 
to facilitate increased levels of innovation, entrepreneurship and productivity, all of 
which will support the wider regeneration of Workington town centre. WIC will also act as a 
hub to both retain and attract talented individuals, boosting the town’s declining working age 
population.  

UK Industrial Strategy (2017) 

2.17 The 2017 Industrial Strategy aimed to make the UK the world’s most innovative economy, the 
best place to start and grow a business, and to provide good jobs and prosperity for all, by 
establishing five foundations of productivity: ideas, people, infrastructure, business 
environment, and places8.  

2.18 The UK Industrial Strategy was superseded by the Build Back Better Plan For Growth, 
published in March 20219. Rooted in the levelling up agenda, the plan promises investment in 
three areas similar to the Industrial Strategy and the Towns Fund: Infrastructure, Skills, and 
Innovation, as a means of responding to three key challenges: to level up the whole of the 
UK, support the transition to net zero, and support the vision for a global Britain10. By 
providing support for businesses to innovate and grow, and a location tailored to enable 
talented individuals to collaborate, the WIC will bolster the town’s enterprise and innovation 
rates thereby helping to level up the area both economically and socially. Furthermore, 
Workington’s location on the energy coast and well-established industrial networks, means 
local SMEs/start-ups are well placed to capitalise upon opportunities and contribute towards 
the transition to net zero. 

UK Innovation Strategy (2021) 

2.19 The UK Innovation Strategy aims to make the UK a global hub for innovation by 2035, and 
sets out four pillars to support the achievement of this aim: 

 Unleashing Business – fuelling businesses to innovate 

 People – making the UK the most exciting place for innovation talent 

 Institutions & Places – ensuring research, development and innovation institutions serve 
the needs of businesses and places across the UK 

 Missions & Technologies – stimulating innovation to tackle major challenges faced by the 
UK and the world and drive capability in key technologies11. 

                                                             
7 Towns Fund Prospectus (publishing.service.gov.uk) 
8 Industrial Strategy: building a Britain fit for the future (publishing.service.gov.uk) 
9 The UK's Industrial Strategy - GOV.UK (www.gov.uk) 
10 Build Back Better - our plan for growth (publishing.service.gov.uk) 
11 UK innovation strategy (publishing.service.gov.uk) 
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2.20 The WIC is strongly aligned with the Strategy. It will contribute to creating a strong 
innovation ecosystem in Cumbria by providing the hard and soft infrastructure required to 
support businesses to start-up, innovate and grow, encourage knowledge exchange and 
collaboration, and support skills development.  

Regional level 

Cumbria 10-year Local Industrial Strategy (2019) 

2.21 Cumbria’s Industrial Strategy sets out five objectives to achieve its vision to be ‘the place to 
live, work, visit and invest sustainably – where exceptional industry and innovation meets a 
breathtakingly beautiful and productive landscape’12: 

 Growing and using our talent pool 

 Capitalising on our productivity, innovation and enterprise potential 

 Exploiting underdeveloped economic opportunities to help get a better balanced 
economy 

 Ensuring that all of our residents contribute by sharing prosperity and opportunity 

 Improving connectivity across the county 

2.22 The proposed WIC has the potential to deliver against all objectives, but it particularly 
supports the first three objectives. The Centre will utilise an underdeveloped site, to create a 
high quality hub that will capitalise on the town’s productivity, innovation and enterprise 
potential. The multiplier effect will support the wider regeneration and prosperity of the town 
centre following the economic shock of Covid-19 and associated shifts in retail patterns. 

2.23 In addition, the creation of jobs in new and/or growing start-ups and SMEs will support 
Workington to retain and attract talent. In the context of the COVID-19 pandemic, it has 
commonly been reported that people aspire to a better work-life balance outside of major 
cities13, and shifts in digital technology and remote working mean that major urban locations 
are considerably less important; this presents a significant opportunity for a Workington to 
attract inward investment and talent.   

Borderlands Inclusive Growth Deal 

2.24 Similar to Cumbria’s Local Industrial Strategy, the Borderlands Inclusive Growth Deal 
emphasises the need to increase regional productivity and grow the working age population. 
Specifically, it sets the objective of adding 5,500 jobs, and increasing GVA by £1.1bn14. The 
WIC will support the delivery of all six objectives included in the Deal, but in particular 

                                                             
12 Cumbria's Local Industrial Strategy 
13 Escape to the country: how Covid is driving an exodus from Britain’s cities | Coronavirus | The Guardian 
14 £450 million Borderlands Growth Deal now underway - GOV.UK (www.gov.uk) 
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narrowing the productivity gap, increasing the working age population, and reducing the 
earnings gap and increasing access to quality jobs. 

Local level 

Allerdale Council Strategy 2020-2030 & Allerdale Recovery and Growth Strategy (2021) 

2.25 At a local level, the WIC proposition is fully aligned to the Allerdale Council Strategy 2020-
2030 which sets out five principal objectives which broadly aim to increase the financial 
security of the council, provide outstanding local services, increase economic growth and 
resilience in the area’s towns and villages, and work towards a greener Allerdale. 

2.26 In addition, Allerdale’s Local Recovery and Growth Strategy emphasises ‘building back better’ 
from the pandemic. Its areas of focus are similar to the Council Strategy and include clean 
growth, economic resilience (specifically focussing on agriculture and manufacturing), 
diversifying the economy, creating thriving visitor destinations, towns and rural 
communities, and sharing the proceeds of this growth.15 

2.27 The WIC represents a clear alignment with both strategies. For example, the Centre will 
help to diversify the local economy and boost economic resilience by supporting innovative 
early-stage and growing firms, support the Council to achieve increased financial security via 
the generation of increased business rates and council tax revenues, and promote the growth 
of the clean growth sector.  

2.28 Allerdale’s local strategies, as well as the regional and national level strategies, emphasise 
shifting to a low carbon economy and generating green growth. The push across the political 
spectrum to ‘Build Back Greener’16 presents an opportunity for Workington. The WIC itself 
is designed as a carbon positive site, and its location within Britain’s Energy Coast Business 
Cluster17, and proximity to Oldside and Siddick wind farms, as well as Sellafield, makes it well 
placed to support this agenda. As the Innovation Strategy (and its predecessor) highlights, a 
key aspect in delivering green growth will be the development of new start-ups and 
investment in new technologies, an area in which innovation centres have demonstrable 
success. In addition, the provision of cycle storage facilities at WIC will encourage individuals 
to cycle to work rather than driving, thus further supporting the green growth agenda.  

Allerdale Local Plan part 1 (2014)18 & part 2 (2020)19 

2.29 The Allerdale Local Plan sets out a vision for new developments over the coming 15 years, 
highlighting that the area has a minimum requirement for c.5.5k houses and 54 hectares of 
employment land over that time period. The WIC aligns with key aspects of the plan, including 

                                                             
15 Allerdale Recovery and Growth Strategy 
16 Legally binding targets to help “build back greener” - GOV.UK (www.gov.uk) 
17 About BECBC | BECBC (becbusinesscluster.co.uk) 
18 The Local Plan (Part 1) (allerdale.gov.uk) 
19 Local Plan (Part 2) (allerdale.gov.uk) 
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the aim to ‘diversify the urban and rural economic base of Allerdale to enable a prosperous 
mixed, low carbon economy, including creative knowledge based industries, specialist 
engineering, energy and tourism sectors’ as well as specifically to ‘encourage the development 
of business clusters… provid[ing] a wide range of modern, high quality employment sites and 
premises to meet existing business needs and emerging sectors’20.Furthermore, the Local Plan 
identifies Central Car Park as a development site to be used to enhance the viability and 
vitality of the town centre during the plan period. 

Overview of the proposed investment in Workington Innovation 
Centre 

Vision and objectives  

2.30 The vision for Workington, as set out in the Town Investment Plan, is that by 2030: 

Workington is a vibrant and well-connected commercial, civic and community hub for West 
Cumbria, loved by residents and visitors. Its prosperity is being built on a manufacturing 
renaissance, clean energy and a thriving town centre, powered by its skilled workforce and a 
dynamic mix of large and small companies. The town offers everyone a wealth of cultural, leisure, 
sporting and recreational activities. The town centre is home to new residents, businesses and 
social enterprise, as its attractive natural setting, built heritage and accessibility is increasingly 
recognised across Cumbria and beyond. Workington is a safe, healthy, affordable and 
sustainable community that offers opportunities for all. 
 

2.31 The vision is underpinned by eight key strategic objectives, of which six are particularly 
relevant to the WIC: 

 SO1. Workington grows its economy and employment through focusing on its strengths 
in manufacturing and clean energy, and its role as West Cumbria’s primary service centre. 

 SO2. Workington attracts new and growing businesses through offering a skilled 
workforce, a competitive cost base, and localised support. 

 SO4. Workington bolsters its natural and built environment offer for residents and 
visitors. 

 SO5. Workington’s town centre prospers through attracting residents and public and 
private investment, diversifying existing uses. 

 SO6. Workington enjoys excellent digital and physical connectivity. 

 SO7. The proceeds of Workington’s growth are shared widely in the local community. 

                                                             
20 The Local Plan (Part 1) (allerdale.gov.uk) 
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2.32 The Workington Innovation Centre concept is well aligned with the overall vision for 
Workington and the other Towns Fund supported schemes, notably the Digital Accelerator. 
The Digital Accelerator is seeking to address the digital skills deficit in Cumbria by providing 
a high quality facility with state of the art equipment that meets business and sector-level 
needs and also supports future enterprise development. The WIC also complements the 
public realm improvements to the Central Way underpass and the expansion of the Port of 
Workington into a logistics and energy hub that will support new jobs and enterprise.  

2.33 The vision for the WIC project is to: 

Establish Workington Innovation Centre as a distinctive, successful, and widely recognised focal 
point for the incubation and growth of scalable innovation active and/or technology-rich firms. 
 

2.34 Achievement of this vision is underpinned by the following SMART objectives:  

 Five new companies started and housed within the WIC by 2030 

 By 2030, fifty new jobs (gross) will be created in the WIC   

 Ten strategic collaborations developed for tenant businesses by 2030 

 A 15% increase in the proportion of firms engaging with R&D and innovation in 
Workington by 2030 

 By 2030, increase the headline all-inclusive rental figure for Grade A office space in 
Workington Town Centre to £21.50 per sq. ft.  

2.35 Progress against these objectives will be measured through the monitoring and evaluation 
framework (see Management Case). 

The proposition 

2.36 The WIC will be a catalyst for the regeneration of the Central Area Car Park site. The flexible, 
energy efficient, 15,000 sq. ft net lettable Innovation Centre building will offer:   

 high quality energy efficient design, modern/flexible office and co-working space that can 
be reconfigured to meet the changing needs of tenants as they mature, grow and develop   

 high quality and flexible workshop space on the ground floor, designed to accommodate 
advanced engineering or manufacturing firms seeking to embrace Industrial Digital 
Technologies (IDTs)  

 reliable/resilient, cost-effective and ultrafast broadband, offering secure download 
speeds of up to 1Gbps 

 cafeteria/bar and communal meeting/events space to encourage informal networking 
and regular interactions between firms/workers and to animate the space during the day 
and evening time, thus helping to attract more visitors and expenditure to the town centre 
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 formal conference/meeting room space designed to cater for a wide range of activities   

 a welcoming reception area with secure storage and shower facilities for cyclists 

 high quality innovation and entrepreneurship support designed to increase business 
formation and to accelerate the adoption of new technologies/processes etc.   

2.37 The vision is to establish the WIC as a distinctive, successful, and widely recognised focal point 
for the incubation and growth of scalable firms. The WIC will have a broad innovation 
coverage, but with a particular focus on digital technologies and the digitisation of advanced 
manufacturing.  

2.38 More broadly, the Innovation Centre will accommodate innovative start-ups from the local 
area, in-movers from elsewhere, skilled knowledge workers who post Covid-19 are seeking 
to shift to a remote or hybrid working model, as well as a small number of anchor tenants, 
who are likely to be associated with the nuclear supply chain.  

2.39 The high quality employment and commercial throughput created at the WIC will also help 
accelerate the town’s post-pandemic economic recovery by attracting increased footfall and 
expenditure. Additionally, the scheme will help to strengthen the local economy and boost its 
long-term competitiveness and resilience by creating a pipeline of more innovation active and 
technology rich SMEs.    

Figure 2-6: Workington Innovation Centre entrance (top) and south façade (bottom) 
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Source: Buttress 

Project Theory of Change 

2.40 The theory of change in Table 2-2 illustrates how and why the WIC is expected to lead to the 
anticipated economic benefits. It articulates explicitly the context and rationale for the 
project, sets out its objectives, and describes the relationship between the subsequent inputs, 
activities, outputs, and outcomes.  
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Table 2-2: Project theory of change  

Context and 
rationale 

Entrepreneurship and innovation are key drivers of local economic growth. However, the Workington economy suffers from low levels 
of business formation and major deficits in relation to higher-level skills and innovation. Compounding these structural weaknesses, 
there is no supply of Grade A office space in Workington, which limits the town’s ability to attract and retain high quality firms, and 
there is a poor supply of flexible units for early stage companies or in-movers looking for attractive office and workshop space 
combined with tailored innovation support. There is also a limited supply of co-working space – both for local knowledge workers and 
those based elsewhere who are seeking to visit the Lake District for leisure reasons, but would also like to combine this with some 
remote working days. In addition, the impact of Covid-19 and the shift to online retail has been significant, and there is a need to re-
energise Workington town centre and accelerate its post-pandemic recovery by attracting increased footfall and expenditure. 
 
There are three strong market failure rationales for public sector intervention: 
 To tackle the information asymmetries and risk aversion which prevent potential entrepreneurs from starting new businesses and 

also inhibit existing businesses from accessing the specialist support they need to innovate and grow 
 To alleviate the stubborn viability gaps within the local commercial property market, which restrict the speculative supply of new, 

high quality office and workshop space, which many modern occupiers demand.  From a private sector developer’s point of view, 
the costs associated with developing new space are too high given current rental levels and demand-side challenges, which mean 
that development is not commercially attractive/viable. The WIC has the potential to help cultivate demand, bring a high quality 
product to the market, which over time, will assist in pushing up rental figures.   

 To maximise the positive externalities associated with developing WIC, specifically higher levels of town centre footfall, which will 
promote increased levels of spending with town centre retailers etc. as well as ensuring that Workington is positioned on the 
‘innovation map’ in West Cumbria and is able to compete more effectively in the future for innovation-related investment 
opportunities – including those associated with the nuclear supply chain given its proximity to Sellafield.    

Vision Establish Workington Innovation Centre as a distinctive, successful, and widely recognised focal point for the incubation and growth of 
scalable innovation active and/or technology-rich firms. 

Theory of change The provision of high quality, flexible space with wrap-around business support will attract innovative start-ups and early stage 
companies to WIC. These will initially be a mix of existing businesses who require further space/support to expand as well as in-movers 
to Workington attracted by the new offer and, over time, newly created businesses as a result of the entrepreneurship programme. WIC 
will also offer co-working space to respond to the likely increased demand for flexible ‘third spaces’ as a result of behavioural shifts 
observed during the pandemic. The ‘hard’ infrastructure of flexible office space, communal areas that support informal innovation 
(including a café), reliable broadband etc. mixed with the complementary ‘soft’ infrastructure of the business support programme and 
animation events for tenants will support employment/turnover/productivity growth of tenant firms. It will also develop a community 
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of innovative companies, thus helping to enhance the image/profile of Workington and attract more tenants to WIC in future. Increasing 
levels of activity at WIC will also generate benefits for the wider town centre through increased footfall and spending. 
 
Key assumptions underpinning the theory of change are that: low rental values make the site unattractive to private developers; a 
suitable contractor can be procured; there is demand from experienced innovation centre operator(s) to manage WIC; there is sufficient 
business demand for the combination of ‘hard’ commercial space and ‘soft’ business support infrastructure; Covid-19 does not cause a 
long term decline in the demand for office space; the existence of WIC and the supporting entrepreneurship programme will encourage 
local people to start new businesses; business occupiers could not have found suitable alternative space locally, so would either not 
expand or would have been forced to expand outside of Workington/ Allerdale; WIC’s informal innovation spaces and events 
programme will build a community of innovative firms; the expertise of the chosen Innovation Centre operator supports the growth of 
tenant firms; WIC complements current provision in West Cumbria, supporting ecosystem growth across the region. 

Inputs Activities Outputs Outcomes Impacts 

 £8.2m from 
the Town 
Investment 
Fund - £7.5m 
capital and 
£700k 
revenue 

 £1.3m capital 
match funding 
from Allerdale 
Borough 
Council 

 Provision of 
land by 
Allerdale 
Borough 
Council 

 Time inputs 
from design 
team of 

 Submission of planning 
application 

 Appointment of main 
contractor 

 Construction of WIC 
 Appointment of WIC 

operator 
 Marketing and letting 

of space at WIC 
 Provision of targeted 

business support for 
tenant firms (incl. 
facilitating access to 
expertise, creating 
collaboration 
opportunities, 
providing advice on 
access to finance, 
development of a peer 
network etc.) 

 15,000 sq ft high 
quality, flexible 
innovation space – hot-
desks and co-working 
space, small offices, 
and larger units 
suitable for anchor 
tenants 

 1,400 sq ft café / bar 
entrance 

 36 car parking spaces 
 250 sq ft cycle storage 
 6,900 sq ft 

improved/new 
landscaped public 
realm 

 Number of businesses 
accessing targeted 
support 

Intermediate outcomes 
 Number of businesses at WIC  
 Number of businesses new to 

Workington 
 Number of individuals using 

the co-working space 
 Number of FTEs at WIC 
 Number of new businesses 

created by local people 
 Improved business acumen 

for businesses located at WIC 
 Improved access to finance 

knowledge for businesses 
located at WIC 

 Increased collaboration / 
networking opportunities for 
businesses at WIC 

 Increased levels of innovation 
in Workington 
 

 Increased employment  
 Greater number of businesses 
 Increased overall levels of 

entrepreneurship  
 Improved collaboration / 

networking between businesses 
in Allerdale 

 Increase in the number of 
businesses that are innovation 
active 

 Increased expenditure on 
business R&D 

 Enhanced image/profile of 
Workington as a business 
location  
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architects, 
engineers etc. 

 Provision of an 
entrepreneurship 
programme for local 
people 

 Number of local people 
accessing the 
entrepreneurship 
programme 

Final outcomes 
 Growth in employment, 

turnover and productivity of 
businesses located at WIC 

 Improved survival rates of 
businesses located at WIC 

 Greater footfall for the town 
centre  

 Sustainable operating model 
for WIC 

 More resilient and buoyant 
commercial property market 
in the local area as a result of 
increased demand, higher 
rental levels and land values  

 



32 

Workington Innovation Centre 

Main risks 

2.41 Table 2-3 sets out the key risks for the Strategic Case and the ability of the scheme to meet the 
strategic objectives. This includes the likelihood of each risk occurring, its potential impact, 
and the mitigation against these risks occurring.  

Table 2-3: Risks for the Strategic Case (likelihood and impact: 1 = Low, 5 = High) 
Risk Likeli-

hood 
Imp-
act 

Mitigation 

Final design of the 
WIC not attuned to 
needs of target 
customers 

1 5 Expert advice from a successful operator of such 
environments to provide ‘critical friend support’ as the 
design evolves to ensure design is fit for purpose as it 
progresses through the planning process. 

A suitable contractor 
cannot be procured 

2 5 The inability to procure a suitable contractor to build 
the WIC could result in significant delays and financial 
implications.  
ABC will launch a competitive tender exercise to  
find a suitable contractor using a SCAPE Framework 
which the council have successfully used for previous 
schemes. 

An experienced 
innovation centre 
operator(s) cannot be 
procured 

2 5 Strong management by a specialist operator is an 
integral part of the WIC concept if the project is to 
deliver] effectively against its core objectives.  At this 
stage, there is no certainty that the WIC will be 
attractive to commercial operators given the economic 
and commercial property market contexts for the 
scheme.   
ABC will launch a competitive tender exercise to  
find a suitable operator for the WIC. 

Costs increase/  
inflation 

2 4 Cost increases/inflation could compromise the ability 
to complete the scheme to the required quality design 
standards and to the planned timescales.  
Detailed cost analysis has been completed by Quantity 
Surveyors. During the development, costs will be 
closely managed and monitored by ABC. A 10% 
contingency budget has been incorporated into the 
costs, and optimism bias applied to the economic 
assessment. 

Low take up of the 
space 

3 4 Inevitably, there is a risk of a lack of demand from 
enterprises for space in the WIC, exacerbated by the 
changes to work patterns owing to the Covid-19 
pandemic.  
A specialist operator with a strong track record in 
operating innovation centres across the UK will be 
procured to manage the WIC.  An effective marketing 
strategy will be developed to promote and encourage 
the uptake of the space. The delivery of high quality 
innovation support and entrepreneurship programmes 
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Risk Likeli-
hood 

Imp-
act 

Mitigation 

will help to cultivate demand and raise rental levels.  
Also, the design of the building is very flexible, as well 
as being inspirational and aspirational.  WIC will be 
able to respond quickly to changes in patterns of 
demand, and the top floor could easily be repurposed 
for use as an aparthotel, which would drive additional 
demand. 

The innovation centre 
duplicates existing 
enterprise support in 
Cumbria 

2 3 It is critical that the WIC complements existing and 
upcoming enterprise support across West Cumbria to 
avoid competition and support ecosystem 
development.  
Through the final design, construction and early 
delivery phases, ABC (and where relevant, the 
innovation centre operator) will be in frequent 
communication with key stakeholders across the region 
to ensure transparency and identify / resolve any areas 
of possible duplication early on.   

 
Source: SQW 

Constraints and interdependencies  

2.42 The key condition that will need to be met to realise the ambitions for the project is 
successfully securing planning permission for the Central Carpark site, and then complying 
with any planning conditions imposed. This is not considered to be a major concern because 
ABC own the carpark and there is alternative parking provision in the town centre. The Covid-
19 pandemic may also be a constraint if construction activity is affected by any further Covid-
19 lockdowns/restrictions imposed by the UK Government. 

Stakeholder engagement 

2.43 To inform the development of the business case, 15 in-depth consultations were completed 
with a wide range of stakeholders covering the private sector, business representative 
organisations and public sector over Autumn 2021 (see Table 2-4). In addition, SQW 
developed an e-survey, which ABC distributed to local enterprises in October 2021. The 
survey generated ten usable completions, with most respondents being mature, 
manufacturing firms.  

Table 2-4: Engagement with stakeholders 
Stakeholders 

Public sector 

 Allerdale Borough Council 
 Cumbria County Council 
 Cumbria LEP 
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 Allerdale Investment Partnership 
 University of Cumbria 

Local enterprises and intermediaries 

 Sellafield 
 National Nuclear Laboratory 
 McMenon Engineering Services Ltd 
 Forth Engineering Ltd 
 MissionCX 
 Building Extraordinary Communities (BEC) 
 The Entrepreneurs Group Ltd 
 Eagle Labs, Bus Station Whitehaven 
 Industrial Solutions Hub (ISH) 

Property market agents 

 Avison Young 
 Carigiet Cowen 

There is widespread support and enthusiasm amongst stakeholders for the 
development of the proposed Workington Innovation Centre 

2.44 The key findings from the consultations were as follows: 

 Existing actors in the Cumbrian enterprise landscape, such as the Barclays Eagle Labs 
team, are keen to explore potential synergies and areas of complementarity. 

 Combined with other recent enterprise focused developments, such as The Bus Station in 
Whitehaven and Industrial Solutions Hub (ISH) in Cleator Moor, stakeholders stated there 
was a real opportunity to develop a critical mass of innovative enterprise activity 
in West Cumbria.  

 Stakeholders stated that an important remit of the WIC was to provide a hub for 
networking and collaborative R&D activity. 

 Skilled labour shortages was a commonly cited challenge, and it was hoped the WIC 
could help to address this by attracting skilled labour/entrepreneurs into the area and 
promoting innovation and entrepreneurship to local adolescents. 

2.45 Feedback from consultees on the mix/type of space which should be included in the WIC has 
heavily informed the design and management of the innovation centre:  

 Flexibility was a consistent theme throughout the discussions. The WIC development 
must be agile enough to respond quickly to emerging shifts in the market. 

 The facility must also offer high quality physical and digital infrastructure, including 
a resilient and future-proofed superfast broadband connection (>1GB).  

 The provision of workshop space as well as an aparthotel could be really helpful in 
differentiating the offer and cultivating demand within different segments of the market. 
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2.46 Furthermore, most e-survey respondents identified a gap in the market for a new innovation 
centre, and three firms indicated that they would be interested in taking space at the WIC. 
Whilst priorities for the mix/type of space varied, links to university / college expertise to 
support collaborative R&D, proximity to collaborators / suppliers, and flexible leasing 
arrangements (‘easy-in, easy-out’) were identified as the most important features for the 
innovation centre and as above have been considered in the design and management of the 
WIC.  

Concluding thoughts on the Strategic Case  

2.47 For too long the Workington economy has suffered from low levels of business formation (half 
the national level) and major deficits in relation to higher-level skills and innovation. 
Additionally, too many of Workington's talented entrepreneurs have left the town to grow 
and develop their businesses elsewhere. WIC will respond directly to these structural 
challenges and help to unlock exciting growth opportunities associated with digitisation and 
IDTs. It will support cluster development and accelerate innovation in the local area, as well 
as helping to re-energise the town centre by attracting investment and boosting expenditure 
on the High Street.  

2.48 The specialist facility will be designed to accommodate innovative start-ups from the local 
area, in-movers from elsewhere who will be attracted by the high-quality environment and 
incubation support offer, skilled knowledge workers who are seeking to shift to a remote 
working model but do not wish to work from home five days a week, as well as a small number 
of anchor tenants who will help to quickly build a critical mass of innovative activity on-site.  

2.49 This case for the development is based on: a very supportive UK policy context, giving strong 
backing for business formation, business growth and the strengthening of innovation 
networks; the opportunity to drive the next phase of Workington's economic growth and to 
diversify its economy; the current absence of a visible focal point for enterprise, innovation 
and cluster development in the town, although there are exciting and complementary 
developments progressing elsewhere in West Cumbria; the opportunity to transform 
outdated perceptions of Workington, building on its proximity to the stunning Lake District 
in order to attract and retain more talent in the local area; the opportunity to embrace the 
shift to increased remote working, which has been accelerated greatly as a result of the Covid-
19 pandemic; and a very real and serious threat to the long-term sustainability of Workington 
town centre without intervention to increase footfall and expenditure.  

2.50 WIC will offer: a tailored entrepreneurship programme for local people; a busy programme 
of cluster development events, workshops and innovation/technology showcases to 
encourage business footfall and the development of the facilities as hubs for those businesses 
that are serious about innovation, technology and scaling; and linkages into key innovation 
partners. The WIC will play a key role in supporting knowledge exchange, innovation and 
improving access to appropriate growth finance.  
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3. Economic Case 

Summary of Economic Case 

 The long list of six distinct options was developed into a shortlist of four 
options, of which the three ‘do something’ options were modelled in order to 
assess the potential economic impact of the WIC:  

 Option 3a: 10k sq. ft net lettable office and workshop space Enterprise 
Centre with limited entrepreneurship programme   

 Option 4a: Regionally significant 15k sq. ft net lettable office and workshop 
space Innovation Centre with entrepreneurship and innovation support 
programme 

 Option 5a: Regionally significant 20k sq. ft net lettable office and 
workshop space Innovation Centre with entrepreneurship and 
innovation support programme  

 Option 3 is rejected as it is estimated to deliver a lower value for money than 
Options 4 and 5, as well as generating a lower level of non-quantifiable 
benefits. 

 Option 5 generates the highest NPV in the ‘core scenario’ whilst Option 4 
returns the highest estimated BCR. However, the construction cost analysis 
revealed that Option 5 was not affordable, so it is discounted.  

 Option 4 is selected as the preferred option because it will achieve the core 
project objectives, offer value for money to the public sector, and contribute 
towards a range of important but non-quantifiable benefits for Workington.  

 
 

Introduction 

3.1 This Section assesses the Economic Case for the proposed Workington Innovation Centre 
(WIC). The options in the longlist of possibilities are reviewed against the critical success 
factors for the project, providing the basis for developing a shortlist of four options for full 
assessment in the appraisal. The benefits of delivering the proposed scheme, including 
quantified and other anticipated impacts, are then assessed, and value-for-money and benefit-
cost ratios calculated. 

Approach to Economic Case 

Critical success factors 

3.2 The key critical success factors that have been used to develop and appraise the longlist of 
options for the development are: 
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 Enterprise benefits: contribute to the growth and retention of SMEs within Workington 
and Allerdale more broadly 

 Innovation benefits: contribute to an uplift in innovation activity within Workington and 
Allerdale more broadly 

 Design standards: the Innovation Centre will be highly sustainable, of a high quality, 
flexible and suitable for its intended use 

 Financial sustainability: the development must be on a scale that allows WIC to generate 
sufficient income to become financially sustainable over the long-term, once occupancy 
builds   

 Affordability: ensuring that the project can be delivered within the available funds 
(drawing on Allerdale Borough Council resources and the Towns Fund Deal grant) both 
at the initial development stage and once it is operational  

 Value for money: ensuring the project optimises value for money for the Towns 
Fund/public purse 

 Supplier capacity and capability: ensuring that potential contractors have the requisite 
capacity and capabilities needed to deliver the project successfully and complementing 
existing provision elsewhere in West Cumbria.  

Long list of options  

3.3 The table overleaf presents a long list of six distinct options, including a ‘do nothing’ scenario. 
The ‘do something’ options range from the creation of a 5k sq ft Enterprise Centre through to 
the creation of a regionally significant 20k sq ft office and workshop space Innovation Centre 
with an entrepreneurship and innovation support programme, as well as aparthotel 
provision.  

3.4 All of the five ‘do something’ options include three variations to test the provision of different 
types of commercial space: office and workshop space; workshop space only; and office space 
only. 

3.5 The final column of the table includes a high level SWOT assessment of the options against 
the objectives and critical success factors for the intervention. 
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Table 3-1: Long list of options 
Option Brief description High-level SWOT assessment  

Option 1: Business as 
Usual (‘do nothing’) 

The Innovation Centre 
project does not 
proceed  

 The objectives for the project are not delivered.   
 None of the potential socio-economic and environmental benefits associated with the IC proposal are 

realised:   
 The structural weaknesses within the local economy around skills deficits, a shortage of high 

quality employment opportunities, low levels of entrepreneurship and innovation are not 
addressed. 

 Failures within the local commercial property market are not fixed, so local supply remains 
characterised by outdated and poor quality stock. Rental levels remain subdued and there is very 
little (if any) commercial development activity.       

 The wider programme to regenerate and re-energise the town centre following the economic 
shock of Covid-19 and accelerating shifts observed in retail patterns is hampered.   

 The inherent risks (primarily financial and reputational) associated with an ambitious and visionary 
development such as the proposed new IC are removed.     

Option 2a: 5k sq ft 
office and workshop 
space Enterprise 
Centre with 
entrepreneurship 
programme   

Redevelopment of 
Central Carpark to 
create a 5,000 sq ft 
mixed use Enterprise 
Centre (office and 
workshop space)  

 Limited impact and contribution to objectives given small scale of development – even if fully 
occupied.  

 No business, entrepreneurship or innovation support is affordable given limited amount of rental 
income generated  

 Mix of space available may help to attract occupiers  

Option 2b: 5k sq ft 
workshop space 
Enterprise Centre 
with entrepreneurship 
programme   

Redevelopment of 
Central Carpark to 
create a 5,000 sq ft 
Enterprise Centre 
(workshop space only) 

 Limited impact and contribution to objectives given small scale of development.  
 No business, entrepreneurship or innovation support is affordable given limited amount of rental 

income generated 
 Workshop space offer could support some co-location of engineering-based firms with associated 

networking and collaboration benefits   

Option 2c: 5k sq ft 
office space 
Enterprise Centre 
with entrepreneurship 
programme   

Redevelopment of 
Central Carpark to 
create a 5,000 sq ft 
Enterprise Centre 
(office space only) 

 Limited impact and contribution to objectives given small scale of development  
 No business, entrepreneurship or innovation support is affordable given limited amount of rental 

income generated 
 Office development could provide some private space for individual SMEs and flexible co-working 

space for workers  
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Option Brief description High-level SWOT assessment  

Option 3a: 10k sq ft 
office and workshop 
space Enterprise 
Centre with 
entrepreneurship 
programme   

Redevelopment of 
Central Carpark to 
create a 10,000 sq ft 
Enterprise Centre 
(office and workshop 
space) with 
entrepreneurship 
programme support 

 A fully occupied 10k sq ft development would deliver a reasonable level of socio-economic impact 
and contribution to the project objectives  

 Some basic entrepreneurship support provision would be feasible  
 Mix of spaces could support the co-location of engineering and office-based firms with associated 

networking and collaboration benefits   

Option 3b: 10k sq ft 
workshop space 
Enterprise Centre 
with entrepreneurship 
programme 

Redevelopment of 
Central Carpark to 
create a 10,000 sq ft 
Enterprise Centre 
(workshop space only) 
with entrepreneurship 
programme support 

 A fully occupied 10k sq ft development would deliver a reasonable level of socio-economic impact 
and contribution to the project objectives  

 Some basic entrepreneurship support provision would be feasible  
 Workshop space provision could support the co-location of engineering firms with associated 

networking and collaboration benefits 

Option 3c: 10k sq ft 
office space 
Enterprise Centre 
with entrepreneurship 
programme  

Redevelopment of 
Central Carpark to 
create a 10,000 sq ft 
Enterprise Centre 
(office space only) 
with entrepreneurship 
programme support 

 A fully occupied 10k sq ft development would deliver a reasonable level of socio-economic impact 
and contribution to the project objectives  

 Some basic entrepreneurship support provision would be feasible 
 Office development could provide some private space for individual SMEs including potential in-

movers to Workington and flexible co-working space for workers  

Option 4a: Regionally 
significant 15k sq ft 
office and workshop 
space Innovation 
Centre with 
entrepreneurship 
and innovation 
support programme   

Redevelopment of 
Central Carpark to 
create a 15,000 sq ft 
Innovation Centre 
(office and workshop 
space) with 
entrepreneurship and 

 A fully occupied 15k sq ft development would deliver a significant level of socio-economic impact and 
contribution to the project objectives… but it will require significant leadership and management 
expertise to cultivate demand as well as ongoing revenue support in the early years as occupancy 
builds gradually    

 High quality entrepreneurship and innovation support provision would be feasible  
 Mix of spaces could support the co-location of engineering and office-based firms with associated 

networking and collaboration benefits 
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Option Brief description High-level SWOT assessment  

innovation 
programme support 

 The scale of development would allow the IC to cater for start-ups, expanding SMEs (in the form of 
grow-on space) as well as anchor tenants   

 A high-quality development of this scale would deliver an important signal to the market (helping to 
raise rental levels) and create a flagship new building in the heart of Workington Town Centre.  

Option 4b: Regionally 
significant 15k sq ft 
workshop space 
Innovation Centre 
with 
entrepreneurship 
and innovation 
support programme  

Redevelopment of 
Central Carpark to 
create a 15,000 sq ft 
enterprise centre 
(workshop space only) 
with entrepreneurship 
and innovation 
programme support  

 A fully occupied 15k sq ft development would deliver a significant level of socio-economic impact and 
contribution to the project objectives… but it will require significant leadership and management 
expertise to cultivate demand as well as ongoing revenue support in the early years as occupancy 
builds gradually. There may not be sufficient demand for 15k sq ft of high-end workshop space   

 High quality entrepreneurship and innovation support provision would be feasible  
  Workshop space provision could support the co-location of engineering firms with associated 

networking and collaboration benefits 
  The scale of development would allow the IC to cater for start-ups, expanding SMEs (in the form of 

grow-on space) as well as anchor tenants   
  A high-quality development of this scale would deliver an important signal to the market (helping to 

raise rental levels) and create a flagship new building in the heart of Workington Town Centre. 

Option 4c: Regionally 
significant 15k sq ft 
office space 
Innovation Centre 
with 
entrepreneurship 
and innovation 
support programme  

Redevelopment of 
Central Carpark to 
create a 15,000 sq ft 
enterprise centre 
(office space only) 
with entrepreneurship 
and innovation 
programme support  

 A fully occupied 15k sq ft development would deliver a significant level of socio-economic impact and 
contribution to the project objectives… but it will require significant leadership and management 
expertise to cultivate demand as well as ongoing revenue support in the early years as occupancy 
builds gradually.  

 There may not be sufficient demand for 15k sq ft of Grade A office space   
 High quality entrepreneurship and innovation support provision would be feasible  
  Workshop space provision could support the co-location of engineering firms with associated 

networking and collaboration benefits 
  The scale of development would allow the IC to cater for start-ups, expanding SMEs (in the form of 

grow-on space) as well as anchor tenants   
 A high-quality development of this scale would deliver an important signal to the market (helping to 

raise rental levels) and create a flagship new building in the heart of Workington Town Centre. 

Option 5a: Regionally 
significant 20k sq ft 
office and workshop 

Redevelopment of 
Central Carpark to 
create a 20,000 sq ft 

 This would be a transformational version of the scheme that has the potential to deliver very 
significant beneficial impacts and to fully meet the objectives.   
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Option Brief description High-level SWOT assessment  

space Innovation 
Centre with 
entrepreneurship 
and innovation 
support programme   

enterprise centre 
(office and workshop 
space) with 
entrepreneurship and 
innovation 
programme support  

 However, it will require significant leadership and management expertise to cultivate demand as well 
as ongoing revenue support in the early years as occupancy builds gradually. 

 Mix of office and workshop space may help to attract and retain occupiers – differentiating it from 
existing supply elsewhere.    

Option 5b: Regionally 
significant 20k sq ft 
workshop space 
Innovation Centre 
with 
entrepreneurship 
and innovation 
support programme 

Redevelopment of 
Central Carpark to 
create a 20,000 sq ft 
enterprise centre 
(workshop space only) 
with entrepreneurship 
and innovation 
programme support  

 This would be a transformational version of the scheme that has the potential to deliver very 
significant beneficial impacts and to fully meet the objectives.   

 However, it will require significant leadership and management expertise to cultivate demand as well 
as ongoing revenue support in the early years as occupancy builds gradually. 

 There is unlikely to be sufficient demand for 20k sq ft of workshop space if entrance criteria are to be 
maintained, unless some anchor tenants can be secured.   

Option 5c: Regionally 
significant 20k sq ft 
office space 
Innovation Centre 
with 
entrepreneurship 
and innovation 
support programme  

Redevelopment of 
Central Carpark to 
create a 20,000 sq ft 
enterprise centre 
(office space only) 
with entrepreneurship 
and innovation 
programme support  

 This would be a transformational version of the scheme that has the potential to deliver very 
significant beneficial impacts and to fully meet the objectives.   

 However, it will require significant leadership and management expertise to cultivate demand as well 
as ongoing revenue support in the early years as occupancy builds gradually.  

 There is unlikely to be sufficient demand for 20k sq ft of office space if entrance criteria are to be 
maintained, unless some anchor tenants can be secured.    

Option 6a: Regionally 
significant 20k sq ft 
office and workshop 
space Innovation 
Centre with 
entrepreneurship 
and innovation 
support programme 

Redevelopment of 
Central Carpark to 
create a 20,000 sq ft 
enterprise centre 
(office and workshop 
space) with 
entrepreneurship and 
innovation 

 This would be a transformational version of the scheme that has the potential to deliver very 
significant beneficial impacts and to fully meet the objectives.   

 The aparthotel elements would complement the IC and help to generate demand from knowledge 
workers and their families who wish to visit the Lake District, thus enhancing the local visitor 
economy offer.     

 The aparthotel would bring additional operational challenges, but these could be overcome with 
appropriate management expertise. The additional income could help to cross-subsidise the running 
costs for the IC – including the support programmes and events programme.    
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Option Brief description High-level SWOT assessment  

as well as aparthotel 
provision   

programme support 
and aparthotel 
provision   

 

Option 6b: Regionally 
significant 20k sq ft 
workshop space 
Innovation Centre 
with 
entrepreneurship 
and innovation 
support programme 
as well as aparthotel 
provision   

Redevelopment of 
Central Carpark to 
create a 20,000 sq ft 
enterprise centre 
(workshop space only) 
with entrepreneurship 
and innovation 
programme support 
and aparthotel 
provision   

 This would be a transformational version of the scheme that has the potential to deliver very 
significant beneficial impacts and to fully meet the objectives.   

 The aparthotel elements would complement the IC and help to generate demand from knowledge 
workers and their families who wish to visit the Lake District, thus enhancing the local visitor 
economy offer.    

 The aparthotel would bring additional operational challenges, but these could be overcome with 
appropriate management. expertise. The additional income could help to cross-subsidise the running 
costs for the IC – including the support programmes and events programme.    

 There is unlikely to be sufficient demand for 20k sq ft of workshop space if entrance criteria are to be 
maintained, unless some anchor tenants can be secured.   

Option 6c: Regionally 
significant 20k sq ft 
office space 
Innovation Centre 
with 
entrepreneurship 
and innovation 
support programme 
as well as aparthotel 
provision   

Redevelopment of 
Central Carpark to 
create a 20,000 sq ft 
enterprise centre 
(office space only) 
with entrepreneurship 
and innovation 
programme support 
and aparthotel 
provision   

 This would be a transformational version of the scheme that has the potential to deliver very 
significant beneficial impacts and to fully meet the objectives.   

 The aparthotel elements would complement the IC and help to generate demand from knowledge 
workers and their families who wish to visit the Lake District, thus enhancing the local visitor 
economy offer.       

 The aparthotel would bring additional operational challenges, but these could be overcome with 
appropriate management expertise. The additional income could help to cross-subsidise the running 
costs for the IC – including the support programmes and events programme.   

 There is unlikely to be sufficient demand for 20k sq ft of office space if entrance criteria are to be 
maintained, unless some anchor tenants can be secured.    

 
Source: SQW and project Steering Group 
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Shortlisted options  

3.6 Following HMT Green Book guidance, the potential economic impacts of four shortlisted 
delivery options have been modelled: 

 Option 1: Do Nothing - the Innovation Centre project does not proceed 

 Option 3a: 10k sq ft net lettable office and workshop space Enterprise Centre with limited 
entrepreneurship programme  

 Option 4a: Regionally significant 15k sq ft net lettable office and workshop space 
Innovation Centre with entrepreneurship and innovation support programme 

 Option 5a: Regionally significant 20k sq ft net lettable office and workshop space 
Innovation Centre with entrepreneurship and innovation support programme   

Economic benefits 

3.7 As noted in the logic model and theory of change presented in Section 2, the key direct output 
of the project will be the construction of the WIC, specifically the provision of high quality 
office and workshop floorspace alongside a cafe. The beneficial employment and GVA impacts 
which flow from occupancy of the WIC are the scheme’s key outcomes as shown in the graphic 
overleaf. These outcomes will rely as much on the quality of the ‘soft’ support (including the 
entrepreneurship and innovation support programme) provided by the WIC operator and 
partners as the ‘hard’ infrastructure itself. Indeed, the added value provided by the innovation 
support is a crucial part of the Strategic Case for the scheme as discussed in Section 2. 
Therefore, the WIC project should be seen not simply as a property scheme – rather it will 
form an important step in the growth of Workington’s, and indeed Allerdale’s, innovative 
business base. 

3.8 Recognising that this intervention is about innovation and more than ‘bricks and mortar’, the 
value for money metrics are assessed primarily in terms of jobs created, rather than the land 
value uplift approach which is more appropriate for ‘pure’ land and property schemes. In 
addition, commentators have criticised the land value uplift approach as unworkable outside 
the Greater South East21, with the Institute for Economic Development noting that the 
“approach simply did not work for non-residential schemes outside of high market value 
areas.”22 For completeness however, the results of such a land value uplift approach are 
provided in Annex B.  

                                                             
21 See, for example, Are https://lichfields.uk/blog/2018/january/23/are-you-uplifted-land-value-
uplift-and-economic-appraisal/you uplifted? Land value uplift and economic appraisal 
22 https://ied.co.uk/news events/the new green book/  
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Figure 3-1: Routes to economic impact 

 

 
Source: SQW 

Key assumptions used in the model 

3.9 The flow chart below shows the overall structure of the economic impact model used to 
estimate the potential beneficial economic impacts. Consistent with the source of the funding 
being the Town Deal, these are assessed at the level of Workington. The modelling period is 
taken as 2022-2038 (a 17 year period) to allow for the construction of WIC and 15 years of 
operation. 

Figure 3-2: Economic impact model architecture 

 

 
Source: SQW 

Floorspace 

3.10 The table below shows the volume of floorspace to be delivered under the three ‘do 
something’ options. 

Table 3-2: Schedule of floorspace (sq ft, Net Lettable Area) 
 Option 3a Option 4a Option 5a 

Café/kitchen  -    396   494  
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 Option 3a Option 4a Option 5a 

Workshop  1,076   2,965   3,706  

Remainder of WIC  8,924   11,640   15,799  

Total 10,000 15,000 20,000 

 
Source: SQW, based on Buttress information 

Maximum jobs hosted and productivity 

3.11 The maximum gross number of jobs hosted at WIC is estimated by applying HCA guidance on 
employment density to the separate categories of floorspace, i.e. office, workshop and café 
space.23 The number of jobs required to operate the WIC are also included. 

Table 3-3: Maximum gross employment at WIC 
  Option 3a Option 4a Option 5a 

Office space 41 54 69 

Workshop space 3 10 11 

Café  - 2 3 

Staffing 2 3 4 

Total 46 68 87 
Source: SQW analysis 

3.12 The number of employees has then been converted to GVA by using relevant productivity 
(GVA per job) metrics for Allerdale as set out below.  

Table 3-4: Productivity (GVA per job) at WIC 
 Office space Workshop space Café 

Sector Professional, scientific 
and technical activities 

Manufacturing Accommodation and 
food service activities 

GVA per job (£k) 41.1 71.6 20.9 
Source: SQW analysis of BRES and ONS data 

Occupancy build up 

3.13 The maximum number of jobs hosted is then adjusted to take account of the time required for 
tenant businesses to be attracted to the WIC and occupancy to build up. Practical completion 
of the WIC is scheduled for 2024. The subsequent build-up of occupancy for the office and 
workshop space is shown in the table below. The occupancy scenario has been informed by 
the findings of the demand assessment and the consultancy team’s wider experience. It is 
assumed that 100% occupancy is never reached to allow for some ‘churn’ in occupiers. 

                                                             
23 HCA, 2015, Employment Density Guide 
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3.14 In Options 4 and 5, it is assumed that the café is occupied when the WIC opens (i.e. 2024) and 
remains occupied throughout the modelled period.  

Table 3-5: Occupancy build up for office and workshop space (%)  
2024 2025 2026 2027 2028 2029 2030 2031 2032 2033 

Option 3 40% 55% 70% 85% 90% 90% 90% 90% 90% 90% 

Option 4 25% 35% 45% 55% 70% 85% 90% 90% 90% 90% 

Option 5 15% 25% 35% 40% 50% 65% 70% 75% 80% 80% 
Source: SQW 

Adjustment for additionality and discounting 

3.15 The gross economic impact of the WIC is generated by combining the occupancy build-up and 
GVA per job estimates. Adjustments are then required to convert these benefits into net 
impacts suitable for use in the Value for Money metrics applied in public sector economic 
development decision making.  

3.16 Specifically, the following additionality adjustments are made in relation to the office, 
workshop and café space: 

 Deadweight. This has been assessed based on the ‘do nothing’ option which assumes that, 
in the absence of the Town Deal funded intervention, WIC would not be developed and so 
no jobs would be based there. 

 Leakage. Only the impacts of employment and turnover within Workington are 
considered in the model, meaning further leakage adjustments are not appropriate.   

 Displacement. This refers to the proportion of outputs/outcomes at WIC which are 
accounted for by reduced outputs/outcomes elsewhere in Workington. There is the 
potential for some eventual occupiers at the WIC to already be based elsewhere in 
Workington. However, relocating to WIC will allow these occupiers to grow more quickly 
than would otherwise be possible because of the associated innovation support, and it is 
also anticipated that the development of WIC will also attract occupiers who are new to 
Workington (new in-movers). Displacement has therefore been set to the mean sub-
regional benchmark level of 21.5%. 

 Substitution - This effect arises where a firm substitutes one activity for a similar one to 
take advantage of public sector assistance (e.g. recruiting an unemployed person whilst 
another employee loses their job). The potential for occupiers to move from elsewhere in 
the Workington to WIC is considered above, and further adjustments for substitution are 
not considered to be appropriate.  

 Multipliers. A multiplier of 1.25 is used, informed by the BIS additionality research which 
found a mean sub-regional multiplier of 1.25 across a wide range of evaluations of 
interventions. 
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3.17 To reflect the potential for optimism bias, an optimism adjustment of 20% has been applied 
to the modelled benefits of the innovation space under Option 5. This is considered prudent 
because whilst a demand assessment and detailed cost calculations have been undertaken, 
given the scale of the project and the property market context, a risk of optimism bias remains.  
Progressively lower optimism bias figures of 15% and 10% have been applied to Options 4 
and 3 respectively to reflect the reduced volume of floorspace in these options. For the same 
reason, lower optimism bias adjustments have been made to the modelled benefits arising 
from the workshop and café space in all options. 

3.18 Note that no optimism bias adjustment is applied to the level of Town Deal funding, as it is 
assumed that the amount of this resource is fixed. 

3.19 Finally, the discount rate is set to 3.5%, as per the HM Treasury Green Book. Here, the 
discount rate refers to the ‘social time preference rate’ rather than a commercial discount rate 
which would be appropriate for financial analyses. 

Economic costs 

3.20 The WIC was allocated £8.2m (incl. £700k revenue support for operating costs) in the Town 
Deal. Allerdale Borough Council will provide a further £1.3m in capital funding, in addition to 
contributing ‘in kind’ by providing the land for the WIC. Order of Cost Estimates produced by 
Mott MacDonald as part of the Business Case process have identified the cost of Option 5 as 
being £10.5m, which exceeds the available funding. Costs for Options 4 and 3 have been 
estimated at £8.8m and £7.3m respectively.  

3.21 The total value of Town Deal and Council funding required, and the Present Value of this 
funding once the expenditure profile has been taken into account are shown below. 

Table 3-6: Economic costs (£) 
  Option 3 Option 4 Option 5 

Total public sector funding 8.1 9.5 11.2 

Present Value of total public sector funding 7.5 8.9 10.5 
Source: SQW, drawing on information from Mott MacDonald 

Value for Money assessment 

3.22 The beneficial economic impacts from WIC will arise through the occupation of the newly 
constructed floorspace. As summarised in the table below, encouragingly, all options are 
estimated to deliver positive benefit cost ratios (BCRs) and Net Present Values (NPVs). Option 
5 is estimated to generate the highest NPV. Option 4 is estimated to deliver the second highest 
NPV, but the highest BCR. Note that Option 1 (Do Nothing) is not shown in the table because 
it requires no public investment and generates no additional benefits. 
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Table 3-7: Value for Money summary 
  Option 3 Option 4 Option 5 

Present Value of total grant funding 7.5 8.9 10.5 

Present Value of total net GVA benefits 18.4 23.9 26.1 

Net Present Value 10.8 15.0 15.6 

Benefit Cost Ratio 1.4 1.7 1.5 
Source: SQW 

Sensitivity analysis 

Switching values 

3.23 Switching values is a form of sensitivity analysis which examines how much the estimated 
benefits/costs would need to fall or rise for an Option to move from generating a Net Present 
Value to generating a Net Present Cost or vice versa. As the Town Deal costs of each Option 
are assumed to be fixed, this analysis is undertaken for the estimated benefits only. 

3.24 In all cases, the scale of modelled benefits would have to fall by c.60% to result in the 
intervention generating a Net Present Cost. This result should give comfort to public sector 
decision makers and wider stakeholders. 

Table 3-8: Switching values 
  Units Option 3 Option 4 Option 5 

Actual fall in benefits £m, 2021 prices 10.8 15.0 15.6 

Percentage fall in benefits % 59% 63% 60% 
Source: SQW analysis 

Scenarios 

3.25 Sensitivity analysis is used to examine the influence of changing key parameters in the 
economic impact model. The modelling work has identified two key parameters to be tested 
in the sensitivity analysis: occupation density; and the build-up of occupancy. The scenarios 
are applied to the office space only as that is the most significant element of WIC in both 
floorspace and GVA generation terms. The two scenarios are examined below. 

3.26 Sensitivity analysis on occupation density is used to examine the design/operation risk that 
the targeted relatively high levels of occupation density are not achieved. In the ‘core’ 
scenario, occupation density for the office space is set at 18sqm/FTE which is towards the 
highest density in the Managed Workspace class, but lower than the least dense Co-Working 
space estimate (15sqm/FTE) in the HCA guidance. In Scenario 1, it is pessimistically assumed 
that the occupation density of the office space falls by 20%, equating to a new density of 
22sqm/FTE which is closer to the mid-point of the Managed Workspace range. This 
adjustment is applied to all Options. 
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Table 3-9: Scenario 1 – input values for lower occupation density of office space 
 Square metres per FTE 

‘Core’ scenario 18 

Scenario 1  22 
Source: SQW 

3.27 Scenario 2 reflects a risk of lower than expected demand for office space at WIC. In this 
scenario, it is assumed that occupancy is 20% lower in each year than in the core scenario as 
set out in the table below. 

Table 3-10: Scenario 2 – input values for more cautious occupancy build  
2024 2025 2026 2027 2028 2029 2030 2031 2032 2033 

‘Core’ scenario 

Option 3 40% 55% 70% 85% 90% 90% 90% 90% 90% 90% 

Option 4 25% 35% 45% 55% 70% 85% 90% 90% 90% 90% 

Option 5 15% 25% 35% 40% 50% 65% 70% 75% 80% 80% 

Scenario 2 

Option 3 32% 44% 56% 68% 72% 72% 72% 72% 72% 72% 

Option 4 20% 28% 36% 44% 56% 68% 72% 72% 72% 72% 

Option 5 12% 20% 28% 32% 40% 52% 56% 60% 64% 64% 
Source: SQW analysis 

3.28 The table below presents the results for the ‘core’ scenario and the alternative scenarios 
tested. Encouragingly, all Options continue to offer positive BCRs under the more pessimistic 
scenarios. The gap between the BCRs of the different Options also narrows – Option 4 again 
return the highest BCR in Scenario 1, but Option 5 now generates the highest BCR in Scenario 
2. 

3.29 Although outside the scope of the Economic Case, it is also noted that either scenario would 
reduce the financial viability of WIC. 

Table 3-11: Scenario analysis results 
    Units Option 3 Option 4 Option 5 
‘Core’ scenario - higher 
value occupiers 

Net Present Value £m 10.8 15.0 15.6 

Benefit Cost Ratio Ratio 1.4 1.7 1.5 

Scenario 1 - lower 
density occupation 

Net Present Value 
£m 

 
8.1 12.0 12.3 

Benefit Cost Ratio Ratio 1.1 1.3 1.2 

Net Present Value £m 9.6 11.7 15.0 
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Scenario 2 – more 
cautious occupancy build 

Benefit Cost Ratio Ratio 
1.3 1.3 1.4 

Source: SQW 

Non-quantified benefits 

The BCR is a valuable tool for informing the choice of options… but a single and often spuriously 
accurate BCR, developed without reference to a strategic case, does not give a comprehensive 
view of the social value offered by an intervention and should never be the sole defining factor 
in appraising options. 
Green Book Review: 2020, Findings and Response 

3.30 As highlighted in the above quote, Business Cases (and decision makers) should give full 
consideration to non-quantified or monetised impacts. Five key non-quantified benefits are 
expected to flow from development of the WIC and its entrepreneurship and innovation 
programme:  

 WIC could support efforts to address structural weaknesses within the Workington 
economy - boosting levels of entrepreneurship and innovation, which are relatively low, 
as well as creating employment opportunities for local residents. 

 The provision of higher quality office space will enhance Workington’s ability to attract 
and retain high quality innovative firms, making it easier for the town to attract and 
retain the higher skilled workers these firms need, thus helping to tackle the area’s 
stubborn skills deficit. It could also form part of a broader strategic agenda at the level of 
West Cumbria to support the transition to a more innovation-intensive and technology-
rich economy. 

 WIC could develop a community of innovative companies, helping to enhance the 
image/profile of Workington as a business location, and attract more tenants to WIC 
in future, thus further supporting local economic growth. 

 Increasing levels of activity at WIC would also generate benefits for the wider town 
centre through increased footfall and spending. Re-energising the town centre will be 
particularly important to respond the negative impacts of Covid-19. WIC could also 
help Workington respond by meeting the likely increased demand for flexible ‘third 
spaces’ as a result of behavioural shifts observed during the pandemic. 

 Finally, WIC could help to address local commercial property market failures, 
whereby viability gaps prevent developers from bringing forward Grade A space. A 
successful WIC would help to de-risk future speculative commercial development 
schemes in the area by showing that higher rental levels are achievable, thus helping to 
close the viability gap on future schemes. 

3.31 Although impossible to quantify robustly, it is likely that Option 5 will deliver the highest level 
of these benefits because it is the largest development so will attract more occupiers to help 
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build the level of activity and ‘buzz’ around Workington. Option 4 would deliver the second 
highest level, followed by Option 3. 

3.32 In addition, the intention is to deliver a low carbon design for the innovation centre and create 
an environment – both inside the facility and in the surrounding public realm / landscaping – 
that supports wellbeing. Whilst the exact design solutions and technologies will be considered 
in more detail going forwards, the project has the potential to contribute to making Allerdale 
carbon neutral by 2030.  

Concluding thoughts on the Economic Case 

3.33 The ‘do nothing’ option is rejected as this would not meet the objectives of the project. Option 
3 is rejected as it is estimated to deliver a lower value for money than Options 4 and 5, as well 
as generating a lower level of non-quantifiable benefits. 

3.34 Option 5 generates the highest NPV in the ‘core scenario’ whilst Option 4 returns the highest 
estimated BCR. Both options return positive value for money indicators in the scenario 
testing. Crucially however, the construction cost analysis - which was conducted in parallel 
with the economic impact modelling - revealed that Option 5 was not affordable. It is therefore 
discounted.  

3.35 Option 4 is selected as the preferred option because it will achieve the core project objectives, 
offer value for money to the public sector, and contribute towards a range of important but 
non-quantifiable benefits for Workington.  
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4.  Financial Case 

Summary of Financial Case 

 In order to assess the extent to which the proposed Workington Innovation 
Centre is affordable, an Excel-based financial model was developed and the 
three shortlisted ‘do something’ options were modelled: 

 20k sq. ft net lettable space Innovation Centre   

 15k sq. ft net lettable space Innovation Centre   

 10k sq. ft net lettable Enterprise Centre   

 The 10k sq. ft option is not financially viable because the model suggests it 
would make a loss throughout the 10-years of operational activity.  While the 
20k sq. ft innovation centre would generate an operating profit from Year 7 
onwards, it is discounted because the estimated construction costs are not 
affordable. 

 The modelling work suggests that the preferred option, a 15k sq. ft innovation 
centre, could make an operating loss up until the end of Year 6. However, by 
Year 7, the financial model suggests the innovation centre will start to generate 
a surplus, which is sustained until Year 10 (and beyond). Furthermore, the 
financial performance of the innovation centre would substantially improve if 
the achieved rental figure is nudged up slightly or indeed higher occupancy 
levels are maintained. Therefore, the modelling suggests that with the £700k 
revenue contribution from the Towns Fund, this option is affordable and 
financially sustainable.  

 

Introduction 

4.1 The purpose of this Financial Case section of the business case is to offer an assessment of the 
extent to which the proposition for the Workington Innovation Centre is affordable – on what 
basis and under what configuration.    

Approach to developing the Financial Case 

The financial model  

4.2 In order to answer the key exam question presented above, the business case team developed 
a flexible Excel-based financial model that: 

 runs to 2034 i.e. illustrates up to 10 years of operational activity on the working 
assumption that the new facility is built and operational by the end of 2024 

 focuses primarily on revenue spend and the financial implications to project partners as 
a result of operational income and expenditure forecasts post completion – although 
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estimated capital costs (amount and timing) for the construction phase are also 
presented, but these exclude land values given that ownership of the proposed 
development site at Central Way currently resides with the Council       

 assumes average annual inflation over the ten year period at 3%  

 is capable of simultaneously running up to three scenarios (10,000 sq. ft, 15,000 sq. ft and 
20,000 sq. ft of net lettable space) – allowing financial analysis of options and or 
sensitivity modelling, as required.  

Towards a single Financial Case development option  

4.3 As set out in the Economic Case, three shortlisted ‘do something’ options for the new facility 
were developed:   

 20,000 sq. ft net lettable space Innovation Centre   

 15,000 sq. ft net lettable space Innovation Centre   

 10,000 sq. ft net lettable Enterprise Centre with limited support provision.   

4.4 Analysis presented by the QS cost consultants indicates that the 20,000 sq. ft of net lettable 
space scheme would have a capital construction cost of approximately £10.5m (excluding 
inflation), and therefore it would not be affordable given the size of the Towns Fund grant 
allocation. The 15,000 sq. ft net lettable option has been estimated to have a capital 
construction cost of £8.77m. The 10,000 sq. ft of net lettable space development is estimated 
to have a capital build cost of c£7m. However, as set out in the Economic Case, the latter does 
not perform well against the core objectives for the project, so this Financial Case focuses 
primarily on the 15,000 sq. ft option.        

Key assumptions for the 15,000 sq. ft net lettable IC option 

Table 4-1: 15,000 sq. ft net lettable space IC option core assumptions   
 Assumption Source 

Indicative space 

Gross internal area 27,803 sq. ft As per indicative layout from Buttress architects 

Net internal area (excluding 
terraces)  

21,717 sq. ft As per indicative layout from Buttress architects 

Indicative schedule of net lettable space  

Ground floor  1,942 sq. ft As per indicative layout from Buttress architects 

Service floor 1,023 sq. ft As per indicative layout from Buttress architects 

First floor  4,767 sq. ft As per indicative layout from Buttress architects 

Second floor  4,703 sq. ft As per indicative layout from Buttress architects 

Third floor  2,545 sq. ft As per indicative layout from Buttress architects 
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Total  14,981 sq. ft As per indicative layout from Buttress architects 

Communal and core areas  

Bike Store 251 sq. ft As per indicative layout from Buttress architects 

Café/Bar 1,437 sq. ft As per indicative layout from Buttress architects 

Kitchen 396 sq. ft As per indicative layout from Buttress architects 

Circulation 3,137 sq. ft As per indicative layout from Buttress architects 

WC/showers/changing 654 sq. ft As per indicative layout from Buttress architects 

LV Switch Room & Water 
Tank 

273 sq. ft As per indicative layout from Buttress architects 

Boiler AC Server Rooms  589 sq. ft As per indicative layout from Buttress architects 

Terrace (external) 1,963 sq. ft As per indicative layout from Buttress architects 

Office and workshop space occupancy assumptions 

Year 1 from completion 25% As per evidence from the demand assessment 

Year 2 from completion 35% As per evidence from the demand assessment 

Year 3 from completion 45% As per evidence from the demand assessment 

Year 4 from completion 55% As per evidence from the demand assessment 

Year 5 from completion 70% As per evidence from the demand assessment 

Year 6 from completion  85% As per evidence from the demand assessment 

Year 7 from completion 90% As per evidence from the demand assessment 

Year 8 from completion 90% As per evidence from the demand assessment 

Year 9 from completion 90% As per evidence from the demand assessment 

Year 10 from completion 90% As per evidence from the demand assessment 

Build cost assumptions 
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Table 4-2: Funding amounts and sources 

Source: SQW, based on information from Allerdale Borough Council 

WIC construction and operating costs 

Capital construction costs 
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Annual operating costs  

4.8 Detailed cost assumptions for the operational delivery of the innovation centre are provided 
in Table 4-3 below. As noted above, 3% average annual inflation over the initial 10 year period 
has been assumed.  

Table 4-3: Detailed cost assumptions (15,000 sq. ft net lettable innovation centre) 
Cost Basis Assumption Source 

Maintenance - Statutory / 
Regulatory / Planned 

NIA - £ per sq. ft Consultancy team’s 
estimate informed by 
discussion with an 
experienced IC operator  

Maintenance - Reactive NIA - £ per sq. ft As above  

Waste Disposal NIA - £ per sq. ft As above 

Security NIA - £ per sq. ft As above 

Electricity NIA - £ per sq. ft As above 

Water NIA - £ per sq. ft As above 

Cleaning NIA - £ per sq. ft As above 

Staff Costs Annual As above 

Internet connection charges Annual As above 

Computer consumables / software 
licences 

Annual As above 

Marketing & Events – Year 1 Annual As above 

Marketing & Events Annual As above 

Business Support & Events Annual As above 

Business rates Small business 
rates multiplier 

HM Government 
business rates 

Operator’s management fee  % of total 
revenue 

Consultancy team’s 
wider experience 

Source: SQW 

4.9 Based on the assumptions outlined above, the operating costs have been modelled over an 11 
year period (including mobilisation and pre-launch marketing and wider management 
activity in Year 0). On average, operating the WIC will cost c£280k per annum (rising to over 
£320k in Year 10), with the majority of expenditure accounted for by staffing and property 
costs (see Figure 4-1).
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Figure 4-1: Detailed cost projections (15,000 sq. ft net lettable innovation centre) 

Source: SQW 
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Capital and revenue funding profiles 

WIC revenue support 

WIC capital investment  

Table 4-4: Capital funding profile (£m) 

Source: SQW drawing on information from Allerdale Borough Council 



59 

Workington Innovation Centre 

WIC operating income  

4.14 The main source of annual revenue/income for the scheme will be the rental fees generated 
from tenants as well as users of the meeting rooms and the ground floor events space. The 
standard rental fee will be inclusive of utilities, service charge and broadband (but excluding 
rates), as well as entrepreneurship and innovation support. This means the fee that occupiers 
pay for space may be at a higher premium than other comparable spaces in the area. However, 
we are confident that businesses will pay this fee because they want a combination of flexible 
high-quality office/workshop space and the kudos of being able to operate within a very high-
quality design environment with easy access to tailored innovation support and broader in-
house expertise available through the expert management team. The modelled rental fee is 
similar to what is currently achieved at Westlakes Science Park.   

4.15 The café operator will have a licence similar to the other occupiers in the building, but this is 
likely to be on a low fee or turnover basis. Fit out costs may also be shared. It is more 
important to have the café for customer satisfaction and to provide a service which helps 
generate a ‘buzz’ for the centre. The licence fee income is less important, but obviously 
welcome. 

4.16 Figure 4-2 presents indicative income figures for the innovation centre during the first 10 
years of operational activity (i.e. up to 2034). From Year 1, the WIC is expected to generate 
income, and this is expected to increase substantially as occupancy builds overtime. However, 
as explained in the section below, it is not until the latter years of the modelled period that 
the project is assumed to generate an annual surplus.  

Figure 4-2: Total income (15,000 sq. ft net lettable innovation centre)  

Source: SQW 

Affordability assessment  

4.17 Figure 4-3 shows the modelled total income, expenditure as well as the profit and loss profile 
for the preferred option (15,000 sq ft of net lettable commercial office and workshop space).  



60 

Workington Innovation Centre 

Figure 4-3: Financial scenario 15,000 sq. ft net lettable innovation centre 

Source: SQW. Note Year 0 relates to pre-operating costs. 

4.18 During the early years of operational activity, total expenditure is substantially higher than 
total income as occupancy builds. By the end of Year 6, the cumulative operating loss for the 
innovation centre is estimated at c£630,000. However, by Year 7, the financial model suggests 
the innovation centre will start to generate a surplus, which is sustained until Year 10 (and 
beyond). Whilst the surplus is relatively modest in scale at c£6,000 per annum, it is important 
to recognise that this intervention will generate significant non-financial benefits around 
innovation, enterprise growth, productivity gains and regeneration. Furthermore, the 
financial performance of the innovation centre would be enhanced significantly if the 
achieved rental figure is nudged up slightly or indeed higher occupancy levels are achieved 
earlier and these are subsequently sustained. However, the financial modelling work 
demonstrates the vital importance of the £0.7m of Towns Fund revenue support to the overall 
viability and affordability of the scheme.     

4.19 As part of the financial assessment, we also modelled profit and loss scenarios for the 10,000 
sq. ft (Option 3) and 20,000 sq. ft (Option 5) options, as shown in Figure 4-4 and Figure 4-5. 
Note, due to the differences between these propositions (and the 15,000 net lettable option) 
the assumptions set out in Table 4-1Error! Reference source not found. were tailored 
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accordingly. The 10,000 sq. ft enterprise centre generates a loss throughout the 10-years of 
operational activity. Therefore, it is evidently not financially viable. The 20,000 sq. ft 
innovation centre generates an operating profit from Year 7, with increasingly bigger 
surpluses evident from Year 8 onwards. However, as explained in the Economic Case, this 
option is discounted because the indicative construction costs revealed that it is not 
affordable.  

Figure 4-4: Financial scenario 10,000 sq. ft net lettable enterprise centre 
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Figure 4-5: Financial scenario 20,000 sq. ft net lettable innovation centre 

Source: SQW. Note Year 0 relates to pre-operating costs. 

Risks  

4.20 The key risks affecting the Financial Case are set out in Table 4-5, which details the likelihood 
of each risk occurring, the impact if it does, and how these risks will be mitigated.  

Table 4-5: Risks for the Financial Case (likelihood and impact: 1 = Low, 5 = High)  
Risk Likeli- 

hood 
Imp-
act 

Mitigation 

Final design of the WIC not 
attuned to needs of target 
customers 

1 5 Expert advice from a successful operator of 
innovation environments to provide ‘critical friend 
support’ as the design evolves to ensure design is 
fit for purpose as it progresses through the 
planning process. 

Inability to recruit 
qualified staff at the right 
time, which could delay 
mobilisation / opening of 

1 5 Early determination of operational delivery route 
and plan for attracting highly skilled staff. 
Appropriate salaries budgeted for.  A high quality 
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Risk Likeli- 
hood 

Imp-
act 

Mitigation 

the centre, and affect the 
quality of the offer.   

operator with experience of recruiting and 
developing staff will be key.  

Failure to develop a 
compelling Brand, 
Marketing and 
Communications Strategy 
(including positioning and 
differentiation of WIC) 
could result in confusion in 
the market and therefore 
low levels of interest / 
engagement 

1 5 Engagement with brand, operator and positioning 
experts to develop a compelling vision, brand 
guidelines, stakeholder engagement plan and 
marketing plan. 

Costs increase/  
inflation 

2 4 Cost increases/inflation could compromise the 
ability to complete the scheme to the required 
quality design standards and to the planned 
timescales.  
Detailed cost analysis has been completed by 
Quantity Surveyors. During the development, costs 
will be closely managed and monitored by ABC. A 
10% contingency budget has been incorporated 
into the costs, and optimism bias applied to the 
economic assessment. 

Low take up of the space 3 4 Inevitably, there is a risk of a lack of demand from 
enterprises for space in the WIC, exacerbated by 
the changes to work patterns owing to the Covid-
19 pandemic.  
A specialist operator with a strong track record in 
operating innovation centres across the UK will be 
procured to manage the WIC.  An effective 
marketing strategy will be developed to promote 
and encourage the uptake of the space. The 
delivery of high quality innovation support and 
entrepreneurship programmes will help to 
cultivate demand and raise rental levels.  Also, the 
design of the building is very flexible, as well as 
being inspirational and aspirational.  WIC will be 
able to respond quickly to changes in patterns of 
demand, and the top floor could easily be 
repurposed for use as an aparthotel, which would 
drive additional demand. 

Commercial model is 
unsustainable 

1 5 Early analysis and refinement of the model.  
Regular reviews of risk.  Regular reviews of 
potential for additional services to enhance the 
sustainability of the model. 

Source: SQW 
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Concluding thoughts on the Financial Case 

4.21 This Financial Case is based on a robust, granular and cautious financial analysis of the 
preferred option for the Workington Innovation Centre project. For clarity, this option offers 
15,000 sq. ft of net lettable workshop and office space combined with innovation and 
entrepreneurship support programmes housed within a high-quality innovation centre 
environment - as set out in the Economic Case.   

4.22 The Financial Case has been worked up in order to provide further details on the financial 
implications of both the construction phase and subsequent operation of the proposed 
innovation centre. In particular, the Financial Case is designed to summarise an assessment 
of the long-term financial sustainability of the centre as well as the overall affordability of the 
scheme – both in terms of capital and revenue requirements.  

4.23 Encouragingly, based on occupancy and rental level assumptions informed by the earlier 
demand assessment study and a set of annual operating cost estimates that have been 
developed iteratively following discussion with one of the UK’s leading innovation centre 
operators, the proposed project is projected to generate a modest annual profit from Year 7 
onwards. It is hoped that with strong leadership and management of the facility (see the 
Management Case for details) this break-even point can be brought forwards, thus further 
strengthening the financial performance of the centre. With the £0.7m of revenue support 
from the Towns Fund, the proposed 15,000 sq ft net lettable scheme is financially viable.   

4.24 Similarly, the detailed QS capital assessment of the construction phase of the innovation 
centre has demonstrated that the build costs for the scheme are affordable given the capital 
funding commitments made by the Towns Fund and Allerdale Borough Council.     

4.25 Finally, although this Financial Case has demonstrated that the proposed WIC is adequately 
funded and should be financially sustainable over the long-term, it is worth remembering that 
the primary objectives for the scheme are to deliver economic development benefits by 
accelerating levels of innovation, increasing entrepreneurship and boosting the 
competitiveness of the Workington economy. Therefore, the goal should not be to maximise 
short-term rental income at the expense of these vitally important longer-term beneficial 
outcomes.                      
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5. Commercial Case 

Summary of Commercial Case 

 A range of potential commercial models for the operation and management of 
the Workington Innovation Centre were considered, including Allerdale 
Borough Council operating the facuility in-house. However, it was decided 
that the most appropriate model would be to procure a specialist operator 
via an appropriate Management Agreement. A specialised operator, with an 
experienced and suitably skilled management/leadership team will be 
strongly positioned to successfully market the centre and deliver tailored 
innovation support and an entrepreneurship programme. 

 The key procurements for the project include the remaining design elements 
to get to RIBA stage 4 and through the planning process, construction work, 
innovation centre operator, and café operator. Each will be procured using 
robust procurement processes: 

 The contractor will be procured via a SCAPE framework, which the Council 
has previously used to procure design and construction services for major 
capital projects. 

 The innovation centre operator and café operator will be procured via The 
Chest, one of the Council’s standard approaches to procuring its goods and 
services. 

Introduction  

5.1 The purpose of this Commercial Case is to address key questions around how supplies or 
services relating to the Workington Innovation Centre can be sourced.  This considers: 

 supply-side capacity (i.e. whether suppliers exist that can supply the services as 
articulated elsewhere in the business case)  

 whether a viable and attractive commercial deal can be structured for the supply 
of services (construction and ongoing delivery) in value for money terms. 

5.2 In short, this section considers the feasibility of the project in the context of the commercial 
realities of the innovation centre proposition as well as the key steps needed to realise its 
effective delivery and the contractual and procurement arrangements which will underpin 
this.  
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Commercial deliverability  

Proposed delivery model for WIC  

5.3 It is critical to choose the appropriate commercial model for the WIC. Three delivery options 
for WIC were considered as part of the business case development process: 

 A third party specialist operator via a Management Agreement  

 A third party operator via a long-term lease arrangement 

 By Allerdale Borough Council itself, through directly employed staff as part of its 
Economic Development or Estates Management team in-house or via a not-for-profit 
Community Interest Company to be established and run by stakeholders / partners.   

5.4 The third option, whereby the innovation centre is managed in-house by Allerdale Borough 
Council, was rejected. This was primarily because it was recognised during the demand 
assessment process that a specialist operator, with an experienced and suitably skilled 
management/leadership team and access to shared resources (with associated economies of 
scale benefits as part of a UK network of centres), would be substantially better positioned to 
successfully market the Centre and deliver tailored innovation support and an 
entrepreneurship programme. Given the inherent challenges associated with the commercial 
property market in Workington, strong leadership and considerable expertise will be needed 
to cultivate demand and manage the innovation centre effectively – this cannot be a ‘bolt-on’ 
to an existing council officer’s day job.    

5.5 Therefore, a third party specialist operator will be procured to operate the WIC. An operator 
can be procured to affect the management and operation in a variety of ways although these 
can be broadly categorised as either a Management Agreement or Lease structure. The risk 
profile to the operator of either of these structures is quite different and indeed, there are a 
range of options under each which dramatically affect risk/reward. It is important to note 
that not all operators will be willing or able to contract on the same basis.  

5.6 A Turnover Lease arrangement can allow an operator to invest in some aspects of fit out or 
early year losses although the contract term typically tends to extend to 10 – 15 years with 
options to break. A base rent is paid together with a percentage of turnover, which will be 
higher or lower dependant on risk and income profile. Risk is probably most influenced by 
the level of repairing liability an operator takes on (although the Centre P&L should be 
allowing for Repairs and Maintenance through Sink Fund contributions either way).  

5.7 Due to the economic context of Workington town centre currently, it is likely to take some 
time to deliver financial returns in line with a commercial transaction, and therefore 
operators are unlikely to be willing to consider a traditional lease arrangement.   

5.8 Given this context, the operator market would expect contractual arrangements to be via a 
Management Agreement, that comprises the following features: 
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 a fixed management fee based on the amount of space under management  

 an incentive fee based on a proportion of the revenue generated  

 all operational costs to be funded by the Council (staff to be employed by the operator)  

 all revenues (minus the fixed management and incentive fees) to be transferred to the 
Council. 

5.9 The proposed design and delivery model for the WIC has taken into consideration industry 
best practice, so the project is expected to attract interest from potential contractors and 
operators. The proposition has already received some interest from the market. Notably, 
during the consultation process (summarised in the Strategic Case), the Barclays Eagle Labs 
management team in Whitehaven expressed an interest in exploring potential synergies and 
areas of complementarity (e.g. collaboration opportunities around events, expansion plans 
and grow-on provision), as well as possible shared management arrangements. In addition, 
market engagement with a potential innovation centre operator has commenced and the 
initial reaction from the market has been positive.   

Procurement strategy  

5.10 The supplies and services that will need to be contracted in order to deliver on the WIC 
proposition can be summarised as follows: 

 the land at the Central Way carpark site on which the innovation centre building will be 
developed – this land is currently owned by the Council, so this does not present a risk to 
the scheme.  

 planning and architectural/survey services (progressing to RIBA stage 4) in relation to 
the development of a deliverable and approved design for the site resulting in the 
necessary planning permissions  

 a building contract to deliver the physical innovation centre facility and associated public 
realm works  

 an operating contract for the letting and management of the developed innovation centre 
including a wider package of business, innovation and entrepreneurship support, the café 
(likely to be sub-contracted to a local supplier) and facilities management as outlined in 
the management case. 

Contractor procurement 

5.11 SCAPE will be used to procure the main contractor for the development of the WIC24. The 
Council has previously approved the use of the SCAPE Framework for design and construction 

                                                             
24 SCAPE | The Public Sector Procurement Specialists | Scape 
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services for capital projects including the Workington Leisure Centre and Workington 
Stadium.  

5.12 SCAPE is a local government owned and controlled organisation which specialises in the 
provision of single tender frameworks and is considered to provide good value for money. 
SCAPE follows best practice procurement in line with PAS91. The Council will use an 
appropriate SCAPE Construction framework to procure a contractor – based on the estimated 
construction costs of the WIC, this is likely to be either the Morgan Sindall or Willmott Dixon 
Framework for projects valued between £7.5m - £75m. SCAPE Construction is a direct award 
framework designed to accelerate essential projects and deliver them to the highest possible 
standard25.   

5.13 SCAPE is committed to enabling net zero, and has also pledged to promote the following 
across its projects and the wider construction industry, including creating project objectives 
that deliver low carbon outcomes, circular economics and waste reduction in construction, 
the elimination of avoidable pollution and single-use plastics and biodiversity net gain. The 
Construction delivery partners selected are equipped to support projects in delivering 
sustainability and net zero aims. In addition, SCAPE, in collaboration with the Social Value 
Portal, helped to develop the National TOMs (Themes, Outcomes and Measures), a set of 
economic, social and environmental performance measures which are monitored and 
reported on for projects. 

Procurement milestones 

5.14 The SCAPE Construction Framework process, which aligns to the RIBA 2020 Plan of Work, is 
illustrated at Figure 5-1. The process includes the following key stages: 

 Inception, followed by the Client and the Delivery Partner signing a Project Request form  

 Feasibility (RIBA Stage 1), followed by the Client and the Delivery Partner signing a 
Project Order or a Preconstruction Delivery Agreement 

 Pre-construction (RIBA Stages 2 - 4), followed by the Client and the Delivery Partner 
signing a Delivery Agreement 

 Construction (RIBA Stage 5 – 6), concluding with the client issuing a Completion 
Certificate  

 In Use (RIBA Stage 7), including enabling a Life Cycle Agreement. 

                                                             
25 If more than one framework Delivery Partner is available and suitable, each SCAPE Delivery 
Partner will put forward a bid for the project.  



69 

Workington Innovation Centre 

Figure 5-1: SCAPE Construction Framework Process 

 

Source: SCAPE (2021) Framework Handbook Construction 
 

Innovation Centre operator procurement 

5.15 A specialised operator for the WIC will be procured by Allerdale Borough Council via The 
Chest, the North West's Local Authority Procurement Portal. Advertising opportunities via 
The Chest is one of the Council’s standard approaches to procuring its goods and services.  

5.16 The preferred tenderer will be required to manage and operate the WIC according to the 
proposal agreed with Allerdale Borough Council. Accordingly, tenders must demonstrate and 
provide: 

 proposed operational and management options for WIC, which should include tenant 
selection and turnover (entrance / exist criteria), support systems, events management, 
staff roles and responsibilities, as well as details on the softer support elements etc. 

 projected benefits (as described earlier), for example, income generated by the facility, 
the potential for job creation and business growth, and wider benefit such as community 
engagement 

 overall financial projections, identifying the process and timescale leading to financial 
viability. 

 provision of sample monthly operations and management reports. 
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Procurement milestones 

5.17 The key anticipated dates for procurement of a centre operator are as follows:  

 Send out Invitation to Tender (ITT): August 2022 

 Deadline for tender returns: October 2022 

 Tender review process: October - November 2022 

 Successful operator appointed: December 2022.  

Procurement guiding principles 

5.18 The procurement will be conducted in accordance with the Council’s Procurement Code, 
which includes a 10 steps process to procurement, as summarised in the graphic below.  

Figure 5-2: ABC Procurement Code – 10 Steps 

 

Source: ABC Procurement Code (2018) 

5.19 The Council will conduct the competition process in such a way as to ensure: 

 Value for money (by maximising best value on every pound spent) and that affordable 
proposals are received 

 Probity and accountability in the competition process is achieved fully  
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 Compliance with the requirements of the Public Contracts Regulations 2015 (the 
“Regulations”) which require the competition to be carried out as follows: 

 Contracting authorities shall treat economic operators equally and without 
discrimination and shall act in a transparent and proportionate manner. 

 The design of the procurement shall not be made with the intention of artificially 
narrowing competition. 

 For that purpose, competition shall be considered to be artificially narrowed where 
the design of the procurement is made with the intention of unduly favouring or 
disadvantaging certain economic operators. 

 Social Value criteria is assessed, including economic, social and environmental well-being 
of the local area (see Annex C) 

5.20 The procurement process will be conducted in accordance with the following principles: 

 LEAN sourcing principles26 will be adopted, which include a strong focus on undertaking 
significant levels of pre-procurement market engagement with a diverse range of 
prospective suppliers, including SMEs in order to warm up the market, test current 
thinking and generate ideas for innovation as part of the development of outcome-based 
specifications.   

 All bidders should be made aware that clear records will be kept of all information 
requested in writing and all information and instructions issued. 

 The confidentiality of commercially sensitive information divulged by bidders will be 
respected and protected and used only for the purpose for which it was provided.  

 There will be a zero-tolerance approach to bribery and corruption.  High standards of 
impartiality, integrity and objectivity will be maintained in relation to the stewardship of 
public funds and the management of ABC activities.  

5.21 The selected contractor shall be expected to comply with the Health and Safety at Work Act 
1974, and all regulations made under the act in addition to any supporting approved code of 
practice (ACOP) and HSE guidance, and any other relevant statutes or regulations under 
English law including COSHH Regulations. 

Café operator procurement 

5.22 In the months prior to opening the innovation centre, a suitably qualified and experienced 
café operator will be appointed through a procurement process. This will be completed via 
The Chest (see the section above for further details on the procurement process).   

5.23 During weekday working hours (typically 08.30 – 17.00) the café will provide excellent 
quality drinks and snack options, including breakfast and lunch menus. Pricing will be agreed 

                                                             
26 Lean sourcing: guidance for public sector buyers - GOV.UK (www.gov.uk) 
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in advance with the centre operator. The operator will also be expected to provide catering 
during the day for meeting rooms and events, and if required, for evening events, again with 
advance notice. The operator will be familiar and experienced with all cleaning, health and 
safety and maintenance regulations and requirements for the café areas. 

Procurement milestones 

5.24 The key anticipated dates for procurement of a café operator are as follows:  

 Send out ITT: April 2023 

 Deadline for tender returns: May 2023 

 Tender review process: June 2023 

 Successful operator appointed: July 2023 

Contractual arrangements  

Contract management responsibilities in relation to the construction partner, innovation 

centre operator and café operator  

5.25 Each contract will have a nominated responsible officer at the Council who will be the contract 
owner during the life of the contract, and will regularly monitor the contract in respect of:  

 performance 

 compliance with specification and contract 

 cost and financial forecast 

 value for money requirements  

 user satisfaction and risk management 

 any health and safety legislation compliance 

 the risks of fraud and misappropriation 

 informing the procurement team of awarded contracts for the contract register 

 accuracy of financial performance data for suppliers in relation to all contracts in excess 
of £50,000 with the agreement of open book accounting. 

5.26 Contractual agreements will include a social value condition which will also be monitored by 
the responsible officer to ensure that social value outcomes are met or exceeded.  
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Commercial risks 

5.27 The key risks affecting the Commercial Case are set out in Table 5-1 which details the 
likelihood of each risk occurring, the impact if it does, and how these risks will be mitigated.  

5.28 Discussions with Allerdale Borough Council confirm that subsidy control regulations will not 
be a constraint on the project given the nature of the target occupiers and the fact that a 
commercial pricing model will apply to all aspects of delivery.  

Table 5-1: Risks for the Commercial Case (likelihood and impact: 1 = Low, 5 = High) 
Risk Likeli- 

hood 
Imp- 
act 

Mitigation 

A suitable contractor 
cannot be procured 

2 5 The inability to procure a suitable contractor to build 
the WIC could result in significant delays and financial 
implications.  
ABC will launch a competitive tender exercise to  
find a suitable contractor using a SCAPE Framework 
which the council has successfully used for previous 
schemes. 

An experienced 
innovation centre 
operator(s) cannot be 
procured 

2 5 Strong management by a specialist operator is an 
integral part of the WIC concept if the project is to 
deliver effectively against its core objectives.  At this 
stage, there is no certainty that the WIC will be 
attractive to commercial operators given the economic 
and commercial property market contexts for the 
scheme.   
ABC will launch a competitive tender exercise to find a 
suitable operator for the WIC.  

Underperformance of 
the contractor (e.g. 
poor quality work / 
milestones not 
achieved) 

2 4 A robust procurement process will seek to ensure that 
the highest quality candidate is appointed with a 
demonstrable track-record of success elsewhere. Clear 
expectations / milestones will be agreed in the contract. 
Frequent performance reviews will be undertaken by 
ABC to ensure delivery is progressing as planned.  

Statutory and other 
approvals not all 
being in place as and 
when required 

1 5 The appointed design and build team contractors will 
work closely with the Council’s planning officers to 
ensure the final design is fully compliant and 
acceptable.  There will also be expert advice from a 
successful operator of such IC environments to provide 
‘critical friend support’ as the design evolves to ensure 
design is fit for purpose. 

Underperformance of 
the innovation centre 
operator (e.g. failure 
to deliver high quality 
innovation / 
entrepreneurship 
support) 

2 4 A robust procurement process will seek to ensure that 
the highest quality organisation is appointed. Clear 
expectations / milestones will be agreed in the contract. 
Frequent performance reviews by ABC and the wider 
WIC Board to ensure delivery is progressing as planned. 



74 

Workington Innovation Centre 

Risk Likeli- 
hood 

Imp- 
act 

Mitigation 

Costs increase/  
inflation 

2 4 Cost increases/inflation could compromise the ability 
to complete the scheme to the required quality design 
standards and to the planned timescales.  
Detailed cost analysis has been completed by Quantity 
Surveyors. During the development, costs will be 
closely managed and monitored by ABC. A 10% 
contingency budget has been incorporated into the 
costs, and optimism bias applied to the economic 
assessment. 

Inability to recruit 
qualified staff at the 
right time, which 
could delay 
mobilisation / 
opening of the centre, 
and affect the quality 
of the offer.   

1 5 Early determination of operational delivery route and 
plan for securing staff. Appropriate salaries budgeted 
for.   

Failure to develop a 
compelling Brand, 
Marketing and 
Communications 
Strategy (including 
positioning and 
differentiation of 
WIC) could result in 
confusion in the 
market and therefore 
low levels of interest / 
engagement 

1 5 Engagement with brand, operator and positioning 
experts to develop a compelling vision, brand 
guidelines, stakeholder engagement plan and 
marketing plan. 

Low take up of the 
space 

3 4 Inevitably, there is a risk of a lack of demand from 
enterprises for space in the WIC, exacerbated by the 
changes to work patterns owing to the Covid-19 
pandemic.  
A specialist operator with a strong track record in 
operating innovation centres across the UK will be 
procured to manage the WIC.  An effective marketing 
strategy will be developed to promote and encourage 
the uptake of the space. The delivery of high quality 
innovation support and entrepreneurship programmes 
will help to cultivate demand and raise rental levels.  
Also, the design of the building is very flexible, as well 
as being inspirational and aspirational.  WIC will be 
able to respond quickly to changes in patterns of 
demand, and the top floor could easily be repurposed 
for use as an aparthotel, which would drive additional 
demand. 

Commercial model is 
unsustainable 

1 5 Early analysis and refinement of the model.  Regular 
reviews of risk.  Regular reviews of potential for 
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Risk Likeli- 
hood 

Imp- 
act 

Mitigation 

additional services to enhance the sustainability of the 
model. 

Source: SQW 

Potential for Risk Transfer  

5.29 Most key risks for the proposed scheme will lie with Allerdale Borough Council. This includes 
risks associated with potential cost overruns, and procurement of a main contractor and 
specialist innovation centre operator. However, some risks lie elsewhere. For instance, if 
works are not up to the required standard, this is the responsibility of the contractor procured 
to provide these services. Likewise, the commercial viability of the innovation centre 
(including the café) is not the responsibility of Allerdale Borough Council, but rather the 
organisation commissioned to provide these services. 
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6. Management Case 

Summary of Management Case 

 The Management Case demonstrates robust governance and management 
arrangements for a project of this scale and nature. A Workington Innovation 
Centre Board will be established to provide ongoing strategic oversight and 
constructive ‘check and challenge’ to ensure that the WIC is delivered and 
operated successfully. The Board will also play a key role in maximising 
innovation related growth opportunities and synergies across West Cumbria.   

 Day-to-day management of the WIC will be the responsibility of a specialist 
operator. Their role will include marketing and promotion, customer 
experience, administration, and innovation and entrepreneurship programme 
support. The operator team will include an Innovation Centre Manager, 
Innovation Director, Assistant Centre Manager, and Customer Experience 
Assistant. 

 The project is planned to start in April 2022 with the launch of detailed 
design and planning work. Construction is expected to commence in March 
2023, completing in March 2024, and the WIC will open in April 2024. 

 To monitor and evaluate the project, the Council will commission an 
independent evaluation of the WIC, involving an evaluation framework and 
baseline (Spring 2024), process evaluation (end of Year 1), and impact 
evaluation (end of Year 6).  

Introduction  

6.1 The purpose of this Management Case section of the FBC is essentially to provide a 
perspective on the anticipated delivery, monitoring and evaluation arrangements for the 
Workington Innovation Centre. It seeks to demonstrate that the implementation measures 
are robust and that they draw on recognised good practice – both in terms of benefits 
realisation and risk management. 

6.2 As set out earlier in the FBC, there are some inherent risks and uncertainties associated with 
the Workington Innovation Centre project and as the operating context shifts, the market for 
the innovation centre is likely to evolve.  Set against this backdrop, three specific challenges 
have framed the Management Case, namely to:  

 manage any risks during the design, planning, build, funding and operational phases of 
the scheme and put in place fit for purpose contingency arrangements   

 cope with inevitable business and service change in a controlled manner 

 ensure that the core objectives for the scheme are met fully, anticipated beneficial 
outcomes are delivered as expected and evaluated effectively.   
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Project organisation and governance 

6.3 An indicative plan for governance and project management, including an Innovation Centre 
Board, is set out in Figure 6-1 and the arrangements are discussed in more detail below.  

Figure 6-1: Proposed governance and project management structure  

 

Source: SQW based on information from Allerdale Brough Council 

Strategic oversight 

6.4 Currently, oversight of the WIC project in the business case development phase is maintained 
by the Workington Town Deal Board. The Board is a partnership body currently chaired by 
John Coughlan, Chief Executive of TSP Engineering. It is the vehicle through which the vision 
and growth strategy for Workington – as set out in the Town Investment Plan - was defined. 
The Board was also responsible for overseeing the process that shaped the original WIC 
concept last year and the subsequent demand assessment study.  The Town Deal Board acts 
in an advisory capacity to Allerdale Borough Council, which has day-to-day responsibility for 
managing and progressing the project.  

6.5 Going forwards, it is anticipated that a Workington Innovation Centre Board will be 
established.  With senior representation from the Council, Cumbria LEP, Cumbria Chamber of 
Commerce, the local FE sector and private sector (amongst other relevant enterprise and 
innovation-related stakeholders – possibly including UKRI) the Board will provide ongoing 
strategic oversight and constructive ‘check and challenge’ to the WIC management team, thus 
ensuring the successful delivery and operation of the innovation centre. While the 
composition and terms of reference for the Board may need to evolve to reflect this 
responsibility, it will be important that strategic oversight is a partnership endeavour 
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so as to ensure that innovation related growth opportunities and synergies across West 
Cumbria are maximised.   

6.6 It will be important that the operator of the innovation centre is engaged fully with the wider 
business support and innovation landscape across West Cumbria.  

6.7 We anticipate that the Board will be established prior to the completion of the construction 
phase (to oversee the pre-launch mobilisation and marketing programme). It will be tasked 
with ensuring that the innovation centre maximises cluster development opportunities, 
builds synergies with complementary hubs (including Sellafield, the National Nuclear 
Laboratory and Bus Station in Whitehaven etc.) to drive innovation-led growth, knowledge 
exchange and inward investment into Workington. Importantly, the Board will be responsible 
for positioning the facility within a broader West Cumbria innovation system.   

6.8 The Board will learn about the performance of the innovation centre and advise how 
performance can be improved in the future. Board members should be encouraged to 
participate in the programme of business advice, incubation, entrepreneurship and 
innovation support as well as wider cluster development activity managed by the specialist 
operator. The Board should also agree formal changes to entry and exit criteria to the facility, 
innovation centre policies and services (although should not be involved in the day to day 
decisions on suitability of companies, since this will cause unnecessary delays in moving 
companies into the centre).  

Construction phase management 

6.9 Procurement of the design and build elements of the WIC will be managed by Allerdale 
Borough Council (led by the Programme Director for Workington) on behalf of the 
Workington Innovation Centre Board and the Town Deal Board.    

6.10 Allerdale Borough Council, as the lead partner with delegated responsibilities, will ensure a 
clear and robust structure is put in place to provide accountability and an effective decision-
making process for the management of this major capital scheme (evidence of the Council’s 
track record of delivering large capital projects is provided in the text box below). The process 
will be managed by the Chief Executive of the Council working closely with the Council’s 
Programme Director for Workington and the procured specialist operator for the innovation 
centre. The Chief Executive will also be supported by the Council’s Executive Team including 
specialist legal and financial functions.  

6.11 The approach to construction procurement is set out in the Commercial Case.  
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Example of a capital project delivered by Allerdale Borough 
Council 

Allerdale Borough Council led the development of a new £11m leisure centre which opened 
in September 2016 to replace outgoing leisure centre. This included provision of a 25m x 8 
lane pool with small pool for teaching/alternative uses and spectator seating, full spa suite, 
wet and dry changing facilities, four court sports hall, 100 station fitness suite, two activity 
studios, artificial full size 3G pitches, two squash courts and administration / office 
provision. The Council procured a project manager, principal design and build contractors 
via the SCAPE framework and entered a multi-year lease and management agreement with 
GLL to operate the facility upon completion of construction. The facility is now one of GLL’s 
top performing leisure centres nationally. 

 

 

Delivery phase management 

6.12 At an operational level, the management of the innovation centre will be outsourced to a 
specialist private sector operator with the requisite skills and experience. The approach 
to procuring a suitable operator is presented in the Commercial Case, but in headline terms, 
a suitable organisation will be commissioned through an open tender process so as to ensure 
good value for money and to attract providers with the requisite expertise and experience of 
successfully managing innovation centres elsewhere in the UK.  

6.13 As set out in the Commercial Case, two alternative management model options were 
considered during the business case development phase:   

 Direct management of the WIC in-house within the Council 

 The WIC would be managed by staff directly employed by Allerdale BC 

 All revenues would be retained by the Council/partnership 

 Any operational losses would need to be covered by the Council  

 It is likely to be difficult to secure the breadth of skills and expertise needed to enable 
the innovation centre to reach its full potential given that its success will depend on 
the active promotion of innovation and the animation of links between local 
businesses and their supply chains  

 A lease-based model whereby a third party enters into a long-term lease agreement with 
the Council for the entire building  

 A third party would need to be secured through an open procurement route 
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 The third party would retain all revenue generated, and pay a base rent plus an 
additional rent based on a proportion of turnover to the Council 

 There would be a medium/ long-term notice period for termination 

 The organisation would be responsible for repairs and ongoing maintenance 
(sometimes with liability limitation) 

 The Council may lose some control over the WIC in terms of entrance and exit criteria 
etc. or the quality of the support provision  

 The third party would cover any operational losses as occupancy and rental income 
builds.   

6.14 The strengths and weaknesses of each approach, including the preferred option, are set out 
in Table 6-1. Given the evidence presented in the demand assessment for the WIC, it is 
questionable as to whether either of the two options listed above at 6.13 would deliver fully 
on the project’s core objectives. The Council does not currently have the necessary capacity 
and capabilities needed to manage the innovation centre effectively. It is unlikely that a 
suitable operator would be interested in taking a long-term lease on the facility unless the 
rent is heavily discounted, an anchor tenant can be found and/or there is a sharing of risk 
with the Council. Therefore, at this stage, the preferred management model is to outsource 
delivery to a specialist private sector operator through a management contract.   

Table 6-1: Strengths and weaknesses of each management approach 
 Strengths  Weaknesses 

A third party 
specialist 
operator via a 
Management 
Agreement   

 Detailed and specialist operational 
plans, processes and systems to 
deploy in the operation of the WIC in 
accordance with its objectives and 
target market. 

 Experienced and resourced team to 
manage the centre on a day-to-day 
basis, including facilities 
management, financial management, 
marketing activity, business support 
and community/cluster animation. 

 Operator has responsibility for all of 
the landlord and tenant 
requirements, sales and marketing, 
invoicing and debt collection, 
allowing ABC’s resources to be 
allocated towards other economic 
development initiatives.   

 Ability to react to and benefit from 
market developments through 
operator experience and networks. 

 Commercial approach to pricing, 
product development, price increases 
etc. allows for the delivery of a high-

 Requirement to pay the operator 
a fixed management fee each 
year and a proportion of the 
revenue generated. 

 Provision will be needed to cover 
any early year losses that the 
operator will not cover as 
occupancy builds.  

 Reliant on the procurement of a 
suitably qualified and 
experienced operator and 
implementation of appropriate 
contractual governance 
structures.   
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 Strengths  Weaknesses 

quality offer and resulting ‘premium’ 
to be charged. 

A third party 
operator via a 
long-term 
lease 
arrangement 

 Detailed and specialist operational 
plans, processes and systems to 
deploy in the operation of the WIC in 
accordance with its objectives and 
target market. 

 Experienced and resourced team to 
manage the centre on a day-to-day 
basis, including facilities 
management, financial management, 
marketing, business support and 
community/cluster animation. 

 Operator has responsibility for all of 
the landlord and tenant 
requirements, sales and marketing, 
invoicing and debt collection, 
allowing ABC’s resources to be 
allocated towards other economic 
development initiatives.   

 Ability to react to and benefit from 
market developments through 
operator experience and networks. 

 Commercial approach to pricing, 
product development, price increases 
etc. allows for the delivery of a high-
quality offer and resulting ‘premium’ 
to be charged. 

 Rental income/revenue 
generated will pass to the 
operator 

 Potential loss of control over the 
WIC as the operator will have 
control over the entrance and 
exit criteria for the innovation 
centre     

 Provision will be needed to cover 
any early year losses that the 
operator will not cover as 
occupancy builds. 

 Reliant on the procurement of a 
suitably qualified and 
experienced operator and 
implementation of appropriate 
contractual governance 
structures.  

Allerdale 
Borough 
Council 
manage the 
innovation 
centre in-
house 

 ABC retains 100% control over all of 
the operation and activities of the 
WIC. 

 Any surpluses created will be 100% 
in the control of ABC, without having 
to be shared with a third-party 
operator. 

 First-hand experience of the needs of 
businesses in the area, could help to 
inform the management of the WIC. 

 There is an ‘art’ and ‘science’ to 
operating impactful innovation 
centres, which requires specialist 
skills, processes and procedures. 
ABC would need to identify 
suitably experienced/skilled 
staff, either within its existing 
workforce or through 
recruitment to fulfil these roles. 

 The Council would need to be 
sure it could achieve the financial 
performance as detailed earlier 
through utilising their own staff 
and resources. 

 Experience will be required to 
deliver the required 
differentiation between the WIC 
and existing entrepreneurship 
provision in West Cumbria.   

Source: SQW 
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6.15 The operator will provide professional, ongoing, day-to-day management of the WIC, 
including marketing and promotion, customer experience, administration, and innovation 
and entrepreneurship programme support (see Figure 6-2 for a summary of likely operations 
to be undertaken by the operator). Allerdale Borough Council will be the contracting authority 
and a legal management agreement will be established between the Council and the selected 
operator.    

6.16 Quarterly meetings will be held between the management team and the WIC Board to review 
delivery progress (e.g. expenditure, take-up of space, planned marketing and promotional 
activities). 

6.17 Further details on the roles and responsibilities of the management team are provided below.  

Figure 6-2: Summary of indicative centre management functions  

 

Source: SQW 

The WIC management structure  

6.18 As set out in the Commercial Case, a specialist operator will be responsible for day-to-day 
management of the WIC. The team managing the innovation centre will be critical to the 
success of the facility and its role within the re-energised and repurposed town centre. The 
Team’s role is far more than just selling space and managing the facilities; it is key in 
positioning the WIC within the local business and innovation community; facilitating 
interactions between customers and local residents, ensuring that the building can become a 
central hub for connections and collaboration, and an attractive focal point for enterprise 
activity.  

6.19 The proposed staffing structure for the facility is summarised below.  

 Innovation Centre Manager  
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 The Centre Manager will be able to curate the various facets of the WIC as an 
innovation environment, from leadership of the team, to the implementation of 
marketing activities, negotiation of commercial deals and management of the 
building.  They will be the central pivotal point of all the activities taking place in the 
building, as well as reaching out into the community to drive footfall and raise 
awareness.   

 Innovation Director 

 Business support will be delivered to customers based within Workington Innovation 
Centre through a part time Innovation Director. They should be a high calibre 
individual, able to work with a range of businesses, drawing on real world experience.  
They will have a coaching mentality, facilitating the entrepreneurs to assess options 
and make decisions themselves, rather than telling them what to do. They will develop 
an ecosystem of partners and mentors to work with the businesses, providing the 
conduit for communication and collaboration between customers as appropriate.   

 Assistant Centre Manager 

 The Assistant Centre Manager will be responsible for the delivery of the building and 
the suite of services to a wide range of customers. The individual will have a thorough 
understanding of the complexities of balancing service delivery, compliance and 
customer service. They will have overall responsibility for statutory and non-
statutory compliance, procuring and managing suppliers to ensure the best possible 
levels of quality and service delivery.  

 Customer Experience Assistant 

 This important front of house function for Workington Innovation Centre is not about 
purely ‘reception’ services, but rather supporting the community of innovators and 
entrepreneurs, completely focussed on delivering an exceptional customer 
experience.  They will be the key interface between the customers and the centre team 
on a day to day basis.  Daily tasks will include greeting visitors, receiving deliveries, 
co-ordinating marketing and social media activity, supporting the delivery of events 
and delivering excellent customer service.   

6.20 The following pro rata salaries are assumed for the staff27:   

 Innovation Centre Manager = £35,000 (1.0 FTE) 

 Innovation Director = £20,000 (0.4 FTE) 

 Assistant Centre Manager = £15,000 (0.6 FTE) 

 Customer Experience Assistant = £11,505 (0.6 FTE).  

                                                             
27 Figures exclude salary on-costs 
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Figure 6-3: WIC staffing structure 

  
Source: SQW 2022 

Entrepreneurship and Innovation support programmes 

6.21 The WIC will provide a highly supportive environment for tenants over and above the 
physical workshop and office space it provides. The WIC will provide a flexible programme of 
business and innovation support led by the Innovation Director and Centre Manager with 
support from colleagues. The exact nature of the support is dependent on the operator, which 
is appointed to manage the Centre, but examples of the type of activity within WIC’s 
programme of support are likely to include: 

 Business planning, growth and strategy workshops as part of a broad incubation 
programme offer including activity with local young people / enterprise competitions etc.   

 Diagnostic assessments of business’ current innovation status and opportunities to 
accelerate adoption  

 Sector or technology specific/themed workshops   

 Support to design customer and market validation exercises 

 Introductions to private and public funders 

 Introductions to suitable academics, RTOs and other specialist support bodies as part of 
the commercialisation process  

 Investment pitch preparation 

 Facilitated introductions to other key members of the local innovation system 

Workington 
Innovation Centre 

Manager

Assistant Centre 
Manager

Customer 
Experience 
Assistant 

Innovation Director 
& access to 

national 
networks/resources
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 Support in exporting  

 Information and guidance on intellectual property protection 

 Creating events which bring together, in a targeted way, potential innovation 
collaborators  

 Helping to produce and publicise case studies of centre companies’ growth and successes 
to help promote them, the centre, and also to act as an inspiration to local entrepreneurs 
and innovators.  

6.22 It is also important to develop WIC as a hub for events, networking and wider community 
engagement. This requires a programme of events during the day and evening time which will 
complement the specific business event planning activity. The programme might include: 

 Inviting guest speakers to WIC’s social and networking events, organised to animate the 
centre’s business community, curating activities that are different to the norm, creating a 
buzz and vibrancy in the centre. 

 Hosting meetings, conferences and programmes organised by relevant support networks 
and providers, drawing in a much broader audience than just the SMEs based in the 
centre, including those from across West Cumbria. 

 TechFests and hackathons to engage research intensive businesses to showcase cutting 
edge technologies of the future alongside national sector supporting organisations and 
industry primes. 

 Developing a programme of evening events, making the most of the ground floor café 
space, and attracting new audiences (particularly from the local area) who would 
otherwise not use the centre.  

Indicative programme schedule  

6.23 Figure 6-4 sets out indicative delivery milestones for WIC. The project is planned to start in 
April 2022 with the launch of detailed design and planning work. Running in parallel, this will 
be supported by procurement of a contractor for the construction phase and a specialist 
centre operator – the latter of which should also help to hone and refine the final designs and 
internal layout/fit out etc. Construction will begin in March 2023, completing approximately 
12 months later in March 2024, and the WIC will open a month later. In early 2024, there will 
also be a pre-mobilisation programme involving marketing and promotional activity designed 
to generate demand and oversee the design/development of the innovation and 
entrepreneurship programmes (including working with Cumbria LEP and the Cumbria 
Growth Hub).  
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Figure 6-4: Key project milestones 

 
Source: SQW 

Risk and opportunities management 

6.24 Risk management will be the responsibility of the Workington Innovation Centre Board in 
conjunction with the specialist operator. Good risk management ensures that the organisation 
makes well informed decisions and the associated risks are widely understood.   

6.25 Effective risk management considers not just threats but also opportunities; the approach 
taken should seek the right opportunities and, where possible, minimise threats, within the 
Council’s overall appetite for risk.  

6.26 We will use the following strategy to manage the project risks: 
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WIC risk management strategy 

 Identify risk – Risk identification will be carried out by the Project Manager, team members, 

consultants, supply chain, customers and other stakeholders. A Risk Register will be produced 

that includes a description of each risk, its likelihood and potential scale of impact. It will be 

updated and reviewed regularly.  

 Assess risk – The risks will be qualitatively assessed to determine the applicable probability of 

each risk occurring and the possible impact on any of the project objectives should it occur. Each 

risk will be classified according to TBCs standard for determining risk levels and entered into the 

Risk Register. 

 Evaluate risk – The risks will be evaluated against parameters (risk appetite and tolerance) which 

will provide assurance of consistent approach to the measurement of risk and appropriate 

management and escalation. Allerdale Borough Council recognises that risk is inherent in 

delivering and commissioning services and does not seek to avoid all risk, but instead aims to 

have an ‘open’ approach to risk, with risks managed in a proportionate manner. Risks rated as 

‘high’ will be deemed to have exceeded tolerance levels and will be subject to escalation to the 

Board for review and action. The target residual rating for a risk is expected to be ‘medium’ or 

lower. In the event that this is not deemed realistic in the short to medium term, this shall be 

discussed as part of the escalation process, and this position regularly reviewed with the ultimate 

aim of bringing the level of risk to a tolerable level. 

 Allocate risk – The Register will also identify the owner for each risk i.e. the person best placed to 

monitor the residual risk or full risk if accepted the threat or rejecting the opportunity, ensuring that 

the identified owner has the required level of authority to manage the risk effectively. 

 Determine actions – A logical approach will be implemented to determine appropriate, 

proportionate and viable solutions to eliminating, reducing or controlling threats and enhancing 

opportunities in line with risk appetite. 

 Apply actions – Risk response actions will be agreed at the appropriate level and undertaken to 

ensure the desired outcome. Risk owners will be held accountable for the outcome of each 

assigned risk.  

 Monitor and control – The Risk Register will be a ‘live’ document and risk events will be 

continuously monitored to reduce and maintain them to tolerable levels. Stakeholders will be 

updated on the new status as required. Risks will be managed and monitored through the 

management team and Workington Innovation Centre Board. However, Risk Reduction meetings 

will be held outside of these meeting cycles as and when required. Communication regarding the 

risks will be provided through updates of the Risk Register. 

 

Management risks 

6.27 The key risks affecting the Management Case are set out in Table 6-2 which details the 
likelihood of each risk occurring, the impact if it does, and how these risks will be mitigated.  

Table 6-2: Risks for the Management Case (likelihood and impact: 1 = Low, 5 = High) 
Risk Likeli- 

hood 
Imp- 
act 

Mitigation 

An experienced 
innovation centre 
operator(s) cannot be 
procured 

2 5 Strong management by a specialist operator is an 
integral part of the WIC concept if the project is to 
deliver effectively against its core objectives.  At this 
stage, there is no certainty that the WIC will be 
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Risk Likeli- 
hood 

Imp- 
act 

Mitigation 

attractive to commercial operators given the economic 
and commercial property market contexts for the 
scheme.   
The financial modelling used appropriate market rates 
and considered the views of specialist operators. 
ABC will launch a competitive tender exercise to find a 
suitable operator for the WIC.  

Underperformance of 
the innovation centre 
operator (e.g. failure 
to deliver high quality 
innovation / 
entrepreneurship 
support) 

2 4 A robust procurement process will seek to ensure that 
the highest quality candidate is appointed. Clear 
expectations / milestones will be agreed in the contract. 
Frequent reviews by ABC to ensure delivery is 
progressing as planned. 

Inability to recruit 
qualified staff at the 
right time, which 
could delay 
mobilisation / 
opening of the centre, 
and affect the quality 
of the offer.   

1 5 Early determination of operational delivery route and 
plan for securing staff. Appropriate salaries budgeted 
for.   

Lack of strategic 
oversight  

1 4 Strategic oversight is key to ensuring that the project is 
delivered successfully.  
The Workington Innovation Centre Board comprised of 
senior representation will be responsible for providing 
strategic oversight and constructive ‘check and 
challenge'. 

Lack of partnership 
working 

2 4 The project is committed to partnership working. One 
of the roles of the Board will be to ensure that the 
innovation centre maximises cluster development 
opportunities and builds synergies with 
complementary hubs. The operator will also be 
required to engage with the wider business support 
and innovation landscape across West Cumbria. 

Source: SQW 

Stakeholder engagement  

6.28 In bringing this project forward, Allerdale Borough Council will seek to involve a broad range 
of stakeholders including public sector organisations, local enterprises and intermediaries, 
the local FE and HE sector and representatives from the local community across Workington. 
Ongoing dialogue with other recent enterprise developments – notably The Bus Station in 
Whitehaven and Industrial Solutions Hub (ISH) in Cleator Moor - will also be critical in 
ensuring that the WIC is complementary and supports the development of a critical mass of 
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innovative activity in West Cumbria. Table 6-3 summaries the key stakeholders and 
approaches to engagement.  

Table 6-3: Stakeholder engagement strategy 
Stakeholder group Indicative approaches to engagement 

Public sector organisations – including 
Cumbria LEP and Cumbria County Council 

 Consultation during the design and planning 
process 

 Representation on the Board  
 Ongoing dialogue during operational phase 

Local enterprises and intermediaries – such 
as ISH, Barclays Eagle Labs, Sellafield and 
the National Nuclear Laboratory 
 

 Consultation during the design and planning 
process 

 Representation on the Board  
 Ongoing dialogue during operational phase  

Representatives from the community   Consultation during the design and planning 
process 

 Regular community updates via social media 
channels and events at the innovation centre   

Source: SQW  

Benefits, monitoring and evaluation  

6.29 A formal monitoring and evaluation framework will be developed for the innovation centre, 
including a summary logic model setting out its rationale, inputs, outputs and longer-term 
outcomes as well as an explanatory theory of change.     

6.30 The monitoring component is likely to call for monthly reporting across a set of standard KPIs 
such as occupancy level, achieved rental level, volume and nature of enquiries, take-up of 
different support products and the findings from an annual survey of tenants to understand 
their growth dynamics, employment levels, and innovation behaviours etc.    

6.31 The Council will also report six-monthly or annually against the agreed Towns Fund 
indicators, as set out in Table 6-4. These indicators will be confirmed at the ‘Summary 
Business Case’ Stage.  

Table 6-4: Towns Fund Indicators 
Indicator Frequency of reporting 

£ spent directly on project delivery (either local authority or 
implementation partners) 

Every 6 months 

£ co-funding spent on project delivery (private and public) Every 6 months 

£ co-funding committed (private and public) Every 6 months 

# of temporary FT jobs supported during project implementation Every 6 months 

# of full-time equivalent (FTE) permanent jobs created through the 
projects 

Every 6 months 

# of full-time equivalent (FTE) permanent jobs safeguarded through 
the projects 

Every 6 months 
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Indicator Frequency of reporting 

Amount of new office space (m2) Annually 

# of enterprises receiving non-financial support Annually 

# of potential entrepreneurs assisted to be enterprise ready Annually 
Source: Allerdale Borough Council. Note targets are for the project lifetime rather than each reporting period. 

6.32 In addition, the Council will commission an independent evaluation of the project. An 
indicative budget of £35k-40k has been allocated for the evaluation. This will include both 
process perspectives, to understand what has worked well/less well in project delivery and 
lessons learned, and impact perspectives, to assess the extent to which the anticipated 
benefits of the project have been delivered. The evaluation will also consider additionality i.e. 
the extent to which something happens as a result of an intervention that would not have 
occurred in the absence of the intervention.  

6.33 Given the long-term nature of this project, a three-stage process to the evaluation is proposed:  

 Evaluation framework and baseline (Spring 2024): an independent evaluator, working 
alongside project partners, will develop an evaluation framework (including a detailed 
evaluation methodology) and baseline information to assess the quantitative and 
qualitative outputs of the project. Developing an evaluation framework at this early stage 
will allow the relevant outputs to be monitored and tracked, and the necessary data to be 
collected throughout the lifetime of the project.  

 Process evaluation (End of Year 1): to examine the delivery of the project, including what 
is working well or less well and if/how delivery could be improved. It is expected that the 
process evaluation will adopt a mixed methods approach, drawing on both qualitative and 
quantitative sources of data.  

 Impact evaluation (End of Year 6): to examine the effectiveness of the project in 
delivering anticipated outcomes and impacts. This includes an analysis of attribution and 
additionality, enablers and barriers, unintended consequences, and future potential 
impacts. It is expected that the impact evaluation will adopt a mixed methods approach, 
drawing on both qualitative and quantitative approaches such as analysis of monitoring 
data and wider contextual data, consultations with management and leadership, strategic 
stakeholders and tenants, and deep dive case studies with tenants.  

6.34 The evaluation will include an assessment of progress against the five SMART objectives, and 
all the outputs and outcomes detailed in the logic model (see Table 2-2, Strategic Case) and 
summarised below. 

Table 6-5: Monitoring and evaluation indicators 
Outputs Intermediate outcomes Final outcomes 

 15,000 sq. ft high quality, 
flexible innovation space  

 Number of businesses at 
WIC  

 Growth in employment, 
turnover and productivity 
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Outputs Intermediate outcomes Final outcomes 

 1,400 sq. ft café / bar 
entrance 

 36 car parking spaces 
 250 sq. ft cycle storage 
 6,900 sq. ft improved/new 

landscaped public realm 
 Number of businesses 

accessing targeted support 
 Number of local people 

accessing the 
entrepreneurship 
programme 

 Number of businesses new 
to Workington 

 Number of individuals 
using the co-working 
space 

 Number of FTEs at WIC 
 Number of new businesses 

created by local people 
 Improved business 

acumen for businesses 
located at WIC 

 Improved access to finance 
knowledge for businesses 
located at WIC 

 Increased collaboration / 
networking opportunities 
for businesses at WIC 

 Increased levels of 
innovation in Workington 

of businesses located at 
WIC 

 Improved survival rates of 
businesses located at WIC 

 Greater footfall for the 
town centre  

 Sustainable operating 
model for WIC 

 More resilient and buoyant 
commercial property 
market in the local area as 
a result of increased 
demand, higher rental 
levels and land values 

Source: SQW  
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Annex A: Socio-economic Dashboard 

Table A-1: Headline socio-economic data analysis28 
Population 

Working age population (WAP) change, 2016-20 

 

Population 
 With a population of 33k, the town is the largest settlement in Allerdale (36% of 

total population) and is home to approximately 10% of Cumbria’s population.  
 Over the last five years, Workington’s population has increased (+1%), with 

growth concentrated amongst older age groups, including those aged between 
50-64 years (+3%) and 65+ (+5%). However, the proportion of people aged 16-
24 has declined (-2%). 

 The town has a Working Age Population (WAP) of 20k, which has decreased by 
1.3% since 2016.   

Economy 

Mean gross annual pay, 2020 and Gross Value Added 
(GVA) per capita and worker, 2019 

Economic activity and wages 
 In 2020-21, 86% of Workington’s population was economically active, 

exceeding the Allerdale (79%) and UK (77%) averages.  
 During 2020-21, unemployment in the town (9%) exceeded rates in Allerdale 

(6%), Cumbria (5%) and the UK overall (8%). 
 Resident-based gross earnings are higher in Allerdale (£37k p.a.) compared 

with Cumbria overall, but below the UK average (£39k p.a.). 

                                                             
28 Workington was defined using the following LSOA’s: Allerdale 008A, Allerdale 008B, Allerdale 008C, Allerdale 008D, Allerdale 008E, Allerdale 008F, Allerdale 009A, Allerdale 009B, Allerdale 009C, 
Allerdale 009D, Allerdale 009E, Allerdale 010A, Allerdale 010B, Allerdale 010C, Allerdale 010D, Allerdale 010E, Allerdale 011A, Allerdale 011B, Allerdale 011C and Allerdale 011D. 
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 Workplace-based earnings are lower in Allerdale (£30k p.a.) than Cumbria, the 
North West and UK overall, largely due to a proportion of the district’s highest 
earning residents employed at Sellafield. 

 
 
Productivity 
 Between 2017 to 2019, productivity growth across Allerdale, Cumbria and the 

North West was similar (all ~6.5%), but lower than the UK average (7.2%). 
 GVA per filled job in Allerdale is c.75% of the UK average, and almost 10% lower 

than Cumbria overall, whilst GVA per capita is even lower, at 66% of the UK 
average, and 20% lower than Cumbria overall.  

Enterprise 

Net % change in active enterprises, 2015-2019 

 
 

Business base 
 There are 3.6k active enterprises in Allerdale, 12% of Cumbria’s total. Over the 

last five years, Allerdale has seen a 3% decline in enterprise numbers, whilst 
the UK as a whole saw an increase of 12%.  

 Between 2015-2019, Allerdale’s enterprise birth rate decreased by 15%, in 
contrast to the North West (+6%) and UK (+1%).  

 Enterprise death rates across all geographies have increased, with Allerdale 
experiencing a 17% increase in business failures.  

 Allerdale’s business survival rates are higher than the Cumbria, North West 
and UK averages.  

Business growth 
 High growth firms account for 0.4% of the district’s firms, similar to the 

Cumbria and UK averages. However, between 2015-2019 high growth firms per 
1,000 WAP in Allerdale have on average remained c.8% below Cumbria, the 
North West and UK, except for a marked increase in 2018. 

 At the local level, data from Beauhurst suggests an absence of high growth firms 
in Workington. Only one has been identified to have met tracking criteria in the 
last ten years; a retail firm that received equity investment in 201829. 

                                                             
29 Beauhurst uses a range of criteria to identify high growth companies e.g. whether a firm received equity/venture investment, or an innovation grant, whether the firm is an 
academic spinout, scale up or accelerator graduate.  
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Sectoral changes and innovation 

Employment per sector and change from 2015-19, 
location quotient vs GB, 2019 

Employment by sector 
 Workington has a large proportion of jobs in retail (2.3k employees), alongside 

manufacturing, health (2k each) and public administration and defence (1.5k).   
 Since 2015, the largest growth sectors have been business administration and 

support services (+108%), transport and storage (+50%) and wholesale (+33%). 
In contrast, employment in retail and manufacturing, both key sectors, has 
fallen by 10%. 

 Employment in the town is more concentrated in public administration 
(location quotient of 2.2), nuclear (1.8) and manufacturing (1.6) compared to 
the national average. 

Innovation  
 Workington has a very low share of Innovate UK grant recipients despite 

Allerdale receiving the greatest proportion of grants in Cumbria. Since 2004, 198 
individual Innovate UK grants have been received in Cumbria, with less than a 
third in Allerdale (57). Only four grants have been received by Workington 
recipients (2% of all Cumbrian grants), with three in 2020.  

Skills and occupations 

Qualification profiles of working age population, 2019 

 

Qualifications 
 A lower proportion of Workington’s working age population is highly skilled 

compared to regional and national averages. 18% of Workington’s WAP have 
NVQ 4+ qualifications, which is around half of the UK average (40%), and lower 
than Allerdale and Cumbria (both 30%).  

Occupations 
 Workington has fewer employees in professional occupations (12%) 

compared to the Cumbria and UK averages (16% and 23% respectively).  
 Workington has a higher proportion of employment in associate 

professional and technical occupations and process, plant and machine 
occupations (~20% for both), compared to Cumbria (9% and 8% respectively), 
and the UK (15% and 6% respectively). 
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Deprivation 

Indices of multiple deprivation, Workington & Allerdale, 
2019 

 

Deprivation 
 The most deprived neighbourhoods in Allerdale are concentrated in and 

around Workington. 
 A quarter of LSOAs in Workington are amongst the 20% most deprived 

neighbourhoods in the UK, and nearly half are amongst the 30% most deprived.  
 The site for the WIC is located in one of the town’s most deprived 

neighbourhoods.  

Source: SQW analysis of ONS, NOMIS and BRES 
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Annex B: Land Value Uplift 

B.1 The Land Value Uplift approach to assessing the economic impact of land and property 
interventions was introduced by DCLG in December 2016. However, given the specialist 
innovation nature of the WIC proposals, and focus on enterprise and job creation, the land 
value uplift approach is not considered appropriate for WIC.  

B.2 Nevertheless, a land value uplift assessment is provided below for completeness. Given the 
risk of double counting any of the benefits incorporated in the value for money calculations 
in the Economic Case, the land value uplift has not been included in the value for money 
metrics used to determine the preferred option.  

B.3 The benefits have been assessed with reference to the MHCLG Land Value Estimates for Policy 
Appraisal 201930. Identical assumptions to those of the Economic Case for floorspace, 
discounting and additionality etc. have also been applied.  

B.4 Following this approach, the project results in the land-value uplift shown in Table B-1. Option 
5 achieves the highest land value uplift as it is the largest proposed development. 

Table B-1: Land Value Uplift calculations (2021 prices) 
Category Unit Option 3 Option 4 Option 5 

Land Value Pre-
Intervention 

Land Area (m2)              3,398                3,398   3,398 

Land Value for Industrial 
Land in Allerdale (per ha) 

         156,060           156,060       156,060  

Land Value Pre-
Intervention 

           53,029              53,029    53,029  

Land Value Post-
Intervention 

Lettable area of proposed 
development (m2) 

                 929                1,394   1,858  

Site value per sq m of office 
(edge of CBD) for Cumbria 

                 219                    219   219  

Land Value Post-
Intervention 

         203,607           305,410      407,213  

Gross Land Value 
Uplift Achieved 

£ 
         150,578           252,381  354,184  

Net discounted 
Land Value Uplift 
Achieved 

£ 
           99,310           157,204   207,639  

Source: SQW analysis 

 

                                                             
30 
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment data/file/923759/V
OA land values 2019.xlsx  
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Annex C: Supporting procurement policy  



 

 

 

 

Contact 
For more information: 

Luke Delahunty 
Director, SQW 
T: +44 (0)161 475 2106 
E: ldelahunty@sqw.co.uk 

Beckwith House 
Stockport 
SK4 1AF 

 

About us 

SQW Group 
SQW and Oxford Innovation are part of SQW Group. 
www.sqwgroup.com 

SQW 
SQW is a leading provider of research, analysis and advice 
on sustainable economic and social development for public, 
private and voluntary sector organisations across the UK 
and internationally. Core services include appraisal, 
economic impact assessment, and evaluation; demand 
assessment, feasibility and business planning; economic, 
social and environmental research and analysis; 
organisation and partnership development; policy 
development, strategy, and action planning. In 2019, BBP 
Regeneration became part of SQW, bringing to the business 
a RICS-accredited land and property team. 
www.sqw.co.uk 

Oxford Innovation 
Oxford Innovation is a leading operator of business and 
innovation centres that provide office and laboratory space 
to companies throughout the UK. The company also 
provides innovation services to entrepreneurs, including 
business planning advice, coaching and mentoring. Oxford 
Innovation also manages investment networks that link 
investors with entrepreneurs seeking funding from £20,000 
to £2m. 
www.oxin.co.uk www.sqw.co.uk 




