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Enterprise M3 Ltd Board Meeting 

28 May 2020 
Business Case for approval – Vaultex Park & Ride, Winchester - Item 8b 

 
Enterprise M3 Board is asked to:  
 
AGREE that the LEP provisionally enters into a legal agreement with Winchester City Council to 
deliver the Vaultex Park & Ride, Winchester and allocate £5,647,676 for this project, in the form of 
a grant, subject to sufficient additional funding being allocated to the LEP from Central 
Government. 
 
1 Background 
1.1 The LEP has established a process whereby promoters of schemes that have been 

provisionally allocated Local Growth Fund (LGF) should submit completed full business 
cases to the Programme Management Group (PMG) for further consideration.  For schemes 
seeking more than £3m LGF, approval of the allocation of funding is made the Board, 
following consideration of the project in detail and a recommendation from PMG. 

1.2 On 23rd October 2019 PMG received a revised expression of interest for the Vaultex Park & 
Ride, from Winchester City Council (WCC) seeking LGF of £5,657,676 with £2,090,000 
match funding from WCC covering the purchase of the site in 2018 and costs incurred to 
prepare the site for a surface level car park for initial use to accommodate demand for P&R 
spaces. 

1.3 An independent assessment of the Expression of Interest was carried out against agreed 
criteria and the project was ranked as category A, meaning that it is a well written proposal 
that responds to the Enterprise M3 SMART objectives across all areas.  PMG agreed that the 
project should proceed to due diligence, following the submission of a full business case for 
the scheme.  In line with the PMG’s Terms of Reference, the full Business Case was 
submitted in December 2019 and has been subject to independent scrutiny carried out by 
AECOM and reviewed by LEP Officers.  The proposal was then fully reviewed by PMG on 
14th May 2020 and it was agreed to make a recommendation to the Board to allocate LGF 
funding of £5,647,676 to the scheme subject to sufficient additional funding being allocated to 
the LEP from Central Government. 

2 Vaultex Park & Ride – Proposal 
2.1 A site to the south east of Winchester city centre known as the Vaultex site, has been 

purchased by the City Council and the proposal is to develop it as a Park and Ride (P&R) 
facility. The proposal is to provide a decked P&R car park which could accommodate up to 
300 parking spaces for long stay commuters. It will integrate sustainable measures including 
a solar photovoltaic (PV) array on the roof of the building to produce renewable energy to 
support electric vehicle charging. 

2.2 In addition, battery storage will be added into the facility which will provide support to the 
electricity grid by providing balancing services along with storing the green energy generated 
on site. The battery will provide dispatchable, sustainable-power for charging the electric 
vehicles on-site, to meet day-round demand. 

2.3 In conjunction with the development of the decked P&R facility, a range of smart mobility 
measures will be offered. Measures that will be installed at the facility which will support the 
use of sustainable travel are Electric Vehicle Charging Points and secure and covered cycle 
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parking facilities; the amount for which will be explored as the outputs of the City of 
Winchester Movement Strategy and Electric Vehicle Strategy emerge. 

2.4 Improved, physical and digital wayfinding signage from the car park to the city centre will be 
implemented encouraging active travel for the last element of the commuter’s journey. Users 
of the P&R will be able to complete their journey either by the P&R bus or by foot. The P&R 
bus fleet will become electric buses by the time of the new P&R contract in 2024. 

2.5 The objectives of the scheme are therefore to: 
• Increase P&R capacity in Winchester 
• Promote sustainable and active last-mile travel into the city centre 
• Reduce city centre traffic 
• Reduce congestion 
• Reduce associated emissions 

2.6 The proposal will also enable and facilitate growth and new developments as well as support 
existing developments. It is therefore anticipated that the scheme will deliver the following 
benefits: 

• Jobs: It is estimated that 67 direct jobs will be created from the scheme during 
construction, and 178 indirect jobs that will be supported by improved P&R provision at 
the Vaultex site. 

• Employment Floorspace: The amount of floorspace indirectly supported by the 
scheme is expected to be 834sqm. 

• GVA: It is estimated that the GVA impacts from direct jobs is £2.8m and from indirect 
jobs is £2.5m. 

2.7 This proposal meets the objectives of the Strategic Economic Plan and emerging Local 
Industrial Strategy.  It is also fully aligned with the Future Mobility Strategy and 
Decarbonisation of Transport, recently launched by central Government.  In addition, there is 
a strong fit with the LEP objectives set out in the Funding prospectus particularly around the 
Clean Growth and Smart Mobility.  In line with this we would also seek for the scheme to be 
delivered in a low carbon manner. 

2.8 The full Business Case is available to Board Members on request. 

3 Vaultex Park & Ride – Scrutiny and Review 
3.1 AECOM reviewed the business case and raised comments and questions with the scheme 

promoter who responded to these, both in writing and through dialogue. Overall, they 
consider WCC has put together a good and well-supported full business case.  No critical 
issues have been identified, meaning that there are no significant gaps or shortfall in the 
information that fundamentally undermines the overall business case.  There are however 
several issues that need to be resolved and strengthened but it is believed these can be 
addressed as the project progresses and by themselves are not considered to be an 
impediment to recommending the scheme for funding approval. 

3.2  The areas where further evidence and information is required are outlined below together 
with the proposed course of action where appropriate: 

Demand Assumptions 
3.3 As part of the business case current and future demand for park and ride sites was analysed 

now and for future years. This showed that current capacity at each of the existing car parks 
is reaching a critical level.  In 2019, the four existing P&R sites in Winchester and their 1,861 
spaces were operating at an average of 82% capacity Monday to Friday. Barfield P&R, 
adjacent to the Vaultex site, was shown to be consistently operating at 100% from 2013. 
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3.4 The demand assessment has been based on car park closures in the city centre however, 
there are some risks around the implementation of these closures which may impact on 
demand, revenue and cost recovery of the scheme. It is therefore suggested that we seek 
confirmation of the closure (and timescales for closure) of these car parks prior to funding 
being released and/or see further sensitivity testing demonstrating what happens if the car 
parks are not closed.  

Revenue 
3.5 The revenue calculations are considered to be sound but some further clarity is 

recommended requested to understand the extent loss of revenue from the city car park or 
decreased P&R demand should city centre parks remain open; and change in revenue as a 
result of existing customers switching to this P&R site from others. 

Journey Time Benefits 
3.6 Assessing journey time benefits was deemed not to be beneficial as the differences in 

journey times would not be significant given private vehicles and P&R buses would use the 
same routes. However, the analysis has overlooked changes in other costs / benefits to 
users (e.g. operating costs, parking charges). The case could be helped by stating this with 
evidence.  

3.7 Finally, it is recommended that the breakdown of ‘Other Capital Expenditure’ should be 
provided to validate the costs.  This constitutes over £4m of the total cost and covers a range 
of activities such as design, sub/super structure, stairs, waterproofing, drainage, lighting and 
finishes.  However, as this is such a significant percentage of the total cost, more detail 
around the individual elements would be useful. 

3.8 The full Scrutiny Report is available to Board Members on request. 

4 Covid-19 
4.1 The Covid-19 crisis is forcing us to reassess our lifestyles, change the ways we work, and 

has a particular resonance in the areas of transport and infrastructure and place.  There is 
considerable uncertainty about what lies ahead; however, it is likely that a ‘new normal' will 
emerge with trips being made in different ways.  Given this is it important to consider the 
proposal in this light to ensure that it is something we are likely to wish to support going 
forward. 

4.2 At the time of submission of the business case in December 2019, Covid-19 was not a major 
issue and hence the impacts associated with it were understandably not considered.  
However, given the developing situation it was agreed as part of the review, additional 
queries should be raised by the review team to consider the impacts of this on the business 
case. 

4.3 The conclusion of this additional analysis was that Covid-19 was a low to average risk for the 
scheme.  In order to mitigate this, it is recommended that WCC should review the risk 
register regularly and update the LEP on any changes and also stay in regular contact with 
partners and suppliers. 

4.4 Given the full implications of Covid-19 are still far from understood it will also be important to 
consider forward trends that may change permanently as a result of Covid-19 particularly 
with respect to demand for transport, local and online shopping, working from home.  These 
could all affect the demand for a new P&R facility, and it is therefore considered that WCC 
should undertake sensitivity analysis, once changes are more fully understood, to 
demonstrate the impact of these on the scheme. 

4.5 However, overall, in terms of the positive environmental impact of the proposal this is 
considered to be something that will remain of critical importance post Covid-19.  There will 
be a need for a “climate-smart recovery” plan to recognise the benefits that had been 
achieved by reduced transport impacts, and the sustainable transport, energy and smart 
mobility aspects of this proposal are likely to be of even greater importance going forward. 
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5 Funding 
5.1 The total cost of the project is £7,737,676, with the proposed funding split is given below: 

£m <2020-21 2020-21 2021-22 Total 
EM3 LEP Funding 
Sought  500,000 5,012,935 5,512.935 

Capital funding from 
other sources 2,090,000   2,090,000 

Application fee  134,741  134,741 

Total 2,090,000 634,741 5,012,935 7,737,676 

5.2 The LEP grant represents 73% of the total cost of the scheme.  The contribution from WCC 
consists of the £2,090,000 which is primarily related to the purchase of the site.  A small 
amount of funding has also been earmarked by the City Council to introduce a temporary 
surface car park until the P&R is fully developed. 

5.3 The tables below provide a more detailed breakdown of some of the cost elements and key 
milestones of the scheme. 

Item Cost 
1,200 m2 of PV and associated battery: £451,878 

30 double Electric Vehicle Charging Points: £192,821 

4 x Parking machines: £89,269 

Other capital expenditure: 
Design, sub/super structure, stairs, waterproofing, drainage, lighting 
and finishes 

£4,059,889 

15% contingency:  £719,078 

Application Fee £134,741 
Total: LEP Request £5,647,676 

 

Project Stage/ Key Milestone Indicative Date 
Completion of demolition and clearance work  Dec 2019 

Approval of LEP funding  July 2020 

Procurement  

Contractors invited to tender for work June 2021  

Appoint contractor upon successful procurement process August 2021  

Design  
Anticipated approval of designs of decked car park with PV 
cell roof October 2021  

Planning approval  

Submit application November 2021 

Receive planning consent February 2022 
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Site works   
Commencement of system design and construction works 
for decked car park 

February 2022  

Opening of Car Park November 2022  

5.4 Enterprise M3 and WCC have developed this proposal as part of Enterprise M3’s longer term 
pipeline, in the knowledge that we don’t as yet have certainty about the availability of funds 
after 31 March 2021. WCC have therefore covered the costs associated with taking this 
project through Enterprise M3’s due diligence process and we are presenting this project to 
PMG and Board with the recommendation of a conditional approval at this stage. 

5.5 The paper at item 8a sets out the limited available funding to Enterprise M3 at this time and 
the fact that we are not likely to receive immediate confirmation from Government of any 
additional funding.  We also wish to use our remaining funding on projects to support 
economic recovery from Covid-19 and to fund projects that can start on site in 2020/21. 
Given this situation, it is proposed that this project is approved and taken forward subject to 
sufficient additional funding being available from Government. We will continue to keep 
Government officials informed about the strength of our project pipeline and the fact that we 
have projects ready to deliver once funding becomes available.  

6 Conclusion and Recommendations 
6.1 Overall the objectives of the scheme are sound and accord well with Government and LEP 

priorities contained in the emerging Local Industrial Strategy  It is also considered that the 
scheme is one that the LEP would wish to support as part of our Economic Recovery Plan 
post Covid-19, as it should continue to align well to sustainable transport, smart mobility and 
clean growth, which are all considered as going to be important in the future.  However, the 
City Council will need to demonstrate a robust case that demand is still going to be there for 
additional P&R capacity in the future, once the impact of Covid-19 is more fully understood 
on travel demand. 

6.2 As highlighted above the LEP currently has limited funding available to support both 
economic recovery and new schemes.  Whilst the Vaultex P&R is a scheme we consider is 
going to remain well aligned with our priorities going forward, until additional funding is 
allocated by Government, the LEP is unable to make sufficient funds available for this 
scheme to be delivered. 

6.3 Therefore, the Board is asked to AGREE to that the LEP provisionally enters into a legal 
agreement with Winchester City Council to deliver the Vaultex Park & Ride, Winchester and 
allocate £5,647,676 for this project, in the form of a grant, subject to sufficient additional 
funding being allocated to the LEP from Central Government. 

Criteria Assessment Comments 
Strategic Fit Excellent The scheme meets many of the priorities contained in 

the SEP and emerging Local Industrial Strategy in 
relation to clean growth, through developing a low 
carbon economy, and Smart Mobility.  It also meets 
priorities around supporting sustainable transport.  In 
addition is accords well with the national Future Mobility 
Strategy, Decarbonisation of Transport.  It is also likely 
to be well aligned to our Covid-19 Economic Recovery 
Plan 
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Low Carbon Excellent The focus of the scheme is all about improving 
accessibility for low carbon modes in terms of 
supporting the use of public transport take up of electric 
vehicles and in turn supports the Government’s 
strategic transition to low carbon, vehicles.  The project 
also provides additional capacity for energy storage.  
We will also look for WCC to deliver the scheme in a 
low carbon and environmentally neutral way. 

Digital Good There are a number of digital aspects to the proposal 
including the development of the car parking app which 
allows payment via a phone, emissions based charging 
and contactless payment.  Digital parking signage 
indicating available parking spaces in the car park will 
also be delivered. 

Impact of the 
Scheme 

Excellent The scheme will have a positive impact on electric 
vehicle take up with associated health, air quality and 
carbon reduction benefits.  It will also encourage the 
use of public transport and provide additional local 
energy storage. 

Percentage of 
Match 
Funding 

Acceptable Match funding represents 27% of the total cost of the 
scheme which is in line with many other transport 
related schemes the LEP has been asked to fund.  This 
funding has already been incurred 

Past 
Performance 
of Scheme 
Promoter 

Excellent Winchester City Council have delivered many 
infrastructure schemes to time and to budget and have 
regularly worked with Hampshire County Council on a 
variety of infrastructure schemes. 

Kevin Travers 
Enterprise M3 LEP Head of Transport 
15th May 2020 
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Appendix 1 – Location of proposed Vaultex Park and Ride (P&R) Site 
 

 


