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REPORT 4: REVISION TO THE ANNUAL BUDGET 2020/21  

1.  Purpose of Report  

This report details a revised budget for the current financial year 2020/21 in response to 

the Coronavirus pandemic for member approval.  

2.  Recommendations:  

The Authority is recommended to approve the revised budget at Table 5.   

3. Implications  

a. Financial: There are no overall financial implications to the current financial year 

assumed as a result of Defra undertaking to underwrite our budget position in year, 

provided necessary steps are taken to reduce the impact as far as possible. b. Equalities: 

None  

c.  Link to Business Plan: Financial performance and budget management are an 
integral part of resourcing all aspects of the Business Plan and of maintaining an 

organisation that is fit for the future (Aim 6 of the Business Plan).  

4. Background  

a. The government restrictions put in place to control the Coronavirus pandemic have 

resulted in a significant impact to the commercial income we can expect to generate 

during 2020/21.   

b. Since the onset of the virus we have been working on various scenarios to ensure we 

can take steps to mitigate this impact, however, it was clear that we would need 

additional government support to maintain a balanced budget in the current year.  We 

continue to have an ongoing dialogue with Defra to help them understand our position 

and pressure points and have had further email assurance they intend to provide 

funding to ensure that financial impacts resulting from the Coronavirus pandemic do 

not directly result in the Authority being unable to maintain a balanced budget in the 

financial year 20/21.    

  

c. Ministers have been clear, however, that funding will only be considered if NPAs are 

doing absolutely everything they can to control costs in the immediate term.  This 

revised budget includes the steps we have taken to minimise the additional in year 

net budget impact.  

5. Impact on Self-Generated Income  

Operating net income  

a. The main operating income streams impacted are car park income and rental income, 

including room hire (both excluding The Sill) as well as the engagement programme.   

b. In terms of car park income we lost all of April plus much of May. The income has 

started to improve to levels closer to normal from July with the opening of The Sill 

and Housesteads.  Table 1 below shows the loss of gross and net income.  This has 

been calculated based on the trends we have seen compared to the previous year 

over the period since reopening.   

c. In terms of rental income we have reached agreement with the majority of our tenants 

whereby we share the burden from buildings being forced to close 50.50.  The income 
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loss projected also allows a contingency from any vacant possession which may arise 

due to recession conditions, currently our office space is fully occupied.    

d. At this stage it is assumed we will not generate income from activities in the financial 

year, while restrictions remain in relation to events and gatherings.  That is not to say 

we will not generate income this year as we react to changing guidelines on events 

simply that we cannot predict this with any certainty at this stage and therefore feel a 

prudent budget assumption is necessary.  

  

Table 1: Summary of impact on operating income   

  

Operating Income generating 

area  

Gross Income 
reduction  

£,000  

Direct Cost 
reduction  

£,000  

Net income 
reduction  

£,000  

Car Parking excluding The Sill   104.2  (10.5)  93.7  

Hubs and other rental income  29.2  -  29.2  

Engagement Programme  62.0  (20.5)  41.5  

Other income generating areas   60.8  (17.8)  43.0  

Total Income reduction     256.2  (48.8)  207.4  

  

e. There is a contingency built into the car park assumptions to allow for any further local 

or national restrictions which may have an impact.  If the trend thus far continues we 

will see a surplus achieved.  

The Sill Business Plan Net Income  

f. The Sill reopened to the public on a phased basis as follows:  

• Friday 26th June - Sill shop and toilets open Friday to Sunday  

• Saturday 4th July - opening of the temporary exhibition and grassland roof  

• Saturday 18th July – Open 7 days a week and opening of the new Once Brewed 

cafe  

g. The impact on trading income has been calculated in the same way as the car park 

income, by accounting for the profiled income lost during closure and then looking at 

performance to date since reopening and extrapolating across the rest of the financial 

year.  There are a number of mitigating measures included in the assumptions. Whilst 

it is clear the spend per head, year on year, has increased above our target (set out 

in key assumptions) and summer holiday visitors are within 10% of the prior year 

numbers achieved, nevertheless, uncertainty remains as the impact may be artificially 

high in the main school holiday or there is a risk of further local or national restrictions.  

To allow for this, the spend per head target has been retained as per the original 

business plan and the visitor numbers are estimated at a reduced rate to that seen in 

the summer school break.   

h. Key assumptions are therefore:  

• Retail spend per head remains at £1.27  

• The visitor target for the reminder of the year is 69,700, 73% of the original target 

of 145,000 adjusted for the time closed based on the prior year profile.  
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• Average car park transaction remains the same but adjusted for number of 

tickets sold based on trend against prior year numbers.  

• The café has a conversion rate of 21% of revised NNPA visitors and a spend per 

head of £6.20. (These assumptions were revised based on performance to the 

end of July but remained based on an overall minimum break even model)  

i. Table 2 sets out the net trading budget revisions to The Sill Business Plan, based on 

each trading area.  

Table 2: Summary of impact on The Sill Business Plan   

  

Sill Business Plan   

Original  

2020/21 Budget 

£,000  

Revised  

2020/21  

£,000  

Net impact 

£,000  

Net Retail Income  30.4  (18.7)  (49.1)  

Net Operational Expenditure  (242.8)  (242.2)  0.6  

Net Rental Income   76.1  29.9  (46.2)  

Net Promotional Expenditure  (10.0)  (10.0)  0.0  

Net Car Park Income  30.5  8.8  (21.7)  

Net Café (Breakeven)  0.0  0.0  0.0  

Additional Covid Costs Allowance  0.0  (23.0)  (23.0)  

Income from Job Retention  

Scheme  

0.0  20.0  20.0  

Total      (115.8)  (235.2)  (119.4)  

  

j. We have submitted a detailed bid to the NLHF Culture Recovery Fund to support the 

Authority in creating a sustainable Sill Business Plan for the venue post-Covid. We 

have bid for, amongst other things, for investment funds to undertake development 

work and improvements to aid new income generating areas such as an online shop, 

a new digital content platform to enable online classrooms and courses and outdoor 

staging. This is for members information only, and is not included for in this budget.  

  

6. Additional costs arising  

a. Members endorsed a decision to delay the implementation of the Service Review, 

approved in March 2020, due to the onset of the pandemic. This is calculated at an 

additional impact over the current Medium Term Budget Plan of £67,900. This 

assumed the implementation would be a full 12 months later than planned.  Steps are 

being taken to re-visit the Service Review and agree a timeline for implementation.  

We have been clear to Defra the financial impact of this and have included it in our 

overall bid for assistance.  

b. We have allowed additional Covid-related costs of £21,600 (£44,600 in total including 

the £23,000 shown against The Sill Business Plan within Table 2). This is based on 

additional cleaning to ensure we are Covid secure, additional instructional signage 

across the Park and at The Sill, PPE and additional cleaning materials, equipment so 

office doors can be kept open to avoid touch points but automatically close should a 

fire alarm be triggered and Perspex screens for customer facing roles.   
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7. Actions to mitigate the financial impact   

  

Coronavirus Job Retention Scheme (CJRS)   

a. There are a number of government schemes to help businesses during this time, as 

an Authority, however we were only able to access the CJRS or the furlough scheme 

as it is commonly referred to.   

b. In April posts that are reliant on funding from our self-generated income streams were 
identified, the majority were in roles related to the operation of sites which were forced 

to close. Other teams where the workload reduced significantly as a result of the virus 
have seen members of the team furloughed on a rotational basis. As at 1st August all 
staff had fully returned or were placed on flexible furlough which allows posts to be 

brought back at the capacity required for each given situation.   

c. The income this has generated to support fixed staff costs is £17,400 (£37,400 in 

total including the £20,000 of this is shown against The Sill Business Plan within Table 
2).  

Operating Expenditure   

d. An exercise was undertaken in liaison with all budget holders whereby each budget 

line was scrutinised and split into fixed and discretionary costs. Examples of fixed 

costs are where we have contracts in place, and the service is ongoing. Of the 

discretionary element remaining, budget holders identified where savings could be 

taken and any risks associated with reducing said budget. This exercise identified 

core budget reductions £110,400 (£124,600 when The Sill operating, rather than 

direct income generating, costs are included). The savings or one year budget 

reductions can be broken down in the Table 3 which follows.  

Table 3 Core Budget Reductions  

Core budget reductions   £,000  

Office, planning & governance costs  23.0  

Staff related including travel, training, recruitment etc.  33.8  

Volunteer & Local Community related  15.7  

Site costs including utilities, cleaning, waste etc.  21.0  

Planned maintenance, conservation and footpath 

works  

8.6  

Marketing and Visitor Engagement  34.2  

Offset outstanding efficiency target  (25.9)  

Total      (110.4)  

  

e. Overall as shown in Table 4 the impact is calculated to result in a shortfall to the 

2020/21 budget plan of £288,500.  Defra understand that this is based on a set of 

assumptions and may move either way. We have indicated the outcome should be 

no more than £300,000 however, in the event of a second wave of the virus, the 

impact could be higher. They accept this is a year of great uncertainty.  We undertake 

to reduce our reliance on the additional call on Defra and will seek to maximise 

income and minimise costs whilst still delivering our work programme and reducing 

any risks.   
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Table 4 Summary of Budget Impact   

  

  

  

  

*   

**  

  

  

* Total 

additional costs £44,600 - £23,000 included in Sill BP £119,400   

** Total CJRS/ furlough income £37,400 £20,000 included in Sill BP figure of 

£119,400  

  

8. Revised 2020/21 Budget   

  

a. Table 5 provides the revised September budget, taking in all of the amendments 

discussed in the report, this is set out in our normal reporting format, alongside the 

latest revision approved by the Authority in July 2020 which included for the 2019/20 

outturn budget carry forwards, hence the large budget deficit. Prior to the inclusion of 

carry forward items the annual deficit agreed in March 2020 was £67,500.  

Table 5 Summary of Budget Changes   

  As Updated 

July 2020/21  

Revised  

September 

2020/21  

National Park Grant  £2,672,900  £2,672,900  

Additional COVID funding Defra  -  £288,500  

Staff Related Costs   (£2,206,100)  (£2,256,600)  

Operating Costs   (954,500)  (£816,900)  

Outstanding Efficiency Target   £25,900  £25,900  

Operating Income   £473,300  £217,100  

Operating Surplus  £11,500  £130,900  

Projects        (£162,900)       (£162,900)  

Deficit Excluding the Sill  (£151,400)  (£32,000)  

The Sill Project (carried forward)  (£121,900)  (£121,900)  

The Sill Business Plan   (£115,800)  (£235,200)  

Core budget reductions   £,000  

Table 1 operating net income reduction   (207.4)  

Table 2 impact on The Sill Business Plan   (119.4)  

Impact on service review savings  (para 6.a.)  (67.9)  

Additional costs arising due to Coronavirus (para 6.b.)  (21.6)  

  

Mitigated by  

CJRS/ Furlough Income   

  

17.4  

Core budget reductions (one year)  110.4  

Shortfall to be funded by Defra  288.5  
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Revenue Repayment of Loans 

(paragraph 5.27)  (£68,000)  (£68,000)  

Total Budget (Deficit)  (£457,100)  (£457,100)  

  

b. The budget adjustments have no impact on the reserves, due to the additional Defra 

support to maintain the overall budget position.  

   

9. Conclusion  

  

a. This revised budget is necessary so that budgets can be communicated to budget 

holders, to enable them to manage their requirements, rather than being constrained 

to absolute essential spend only.  The message however remains if one off savings 

can be made with minimal performance impact they should be.  

  

b. The financial performance to June has not been reported to members on this 

occasion due to the absence of a revised budget at that time, the results however, 

have been considered as part of setting of this revised budget and the key 

performance metrics and indicators included are already using to regularly review 

performance internally.  

  

c. The call on Defra additional funding will be minimised within the annual budget as 

much as possible.  Should the current trends continue and no further restrictions 

implemented the impact should to be significantly lower.  

  

  

  

  

Contact Officer: For further information contact Hazel Fitzsimmons, Head of Business  

Support on 01434 611504 or e-mail: hazel.fitzsimmons@nnpa.org.uk   
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