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Report 4:  MEDIUM TERM BUDGET PLAN 2021/22 TO 2023/24 
 
1.  Purpose of the Report 
 
1.1 This report requests the Authority approve the Budget Plan for the next three years.  

2.  Recommendations 

2.1  The Authority is recommended to: 

a) Approve the Budget Plan for the three years 2021/22 to 2023/24 in Table 7; 

b) Approve the Budget earmarked reserves and level of General Reserves 
detailed in section 7; 

c) Note the key risks to the Budget Plan detailed in section 8; and 

d) Approve the Operational Boundary and Authorised Borrowing limits as set 
out in section 9. 

 
3. Implications 

Financial 

3.1  In 2021/22, the Medium Term Budget Plan delivers a deficit budget of £48,100, in 
2022/23 this improves to a surplus of £33,800 and increases further to a surplus of 
£14,300 in 2023/24, the final year of this plan.  This surplus in year 2 and 3 is 
important to replenish the reserves from the £48,100 deficit in the first year and 
balance the budget over the medium term.  

3.2   Planned closing general reserves increase from £353,200 in 2021/22 to £361,300 in 
2023/24. In each of the financial years, the general reserve remains on or over, the 
agreed minimum general reserve level of £350,000. 

Equality 

3.3 None 
 

4. Background  

4.1 The Medium Term Budget Plan is presented to the Authority annually each March for 
formal approval.  The Finance and Audit Group have considered: a full review of The 
Sill Business Plan; the key budget assumptions and; the medium term financial 
strategy, to take the Authority forward in a number of key areas.  The Group has 
endorsed for members approval a strategy which:  

1. Focuses on delivery of the vision and top three priorities set in the Five Year 
Business Plan: 

a. Natural Environment; 

b. The Sill:  National Landscape Discovery Centre; and 

c. A Park Authority For the Future. 

Taking into account the steer from members at the January 2020 Priority 
Setting Workshop to: 

• Further integrate the work of The Sill across the Authority; 

• Continue to develop as an organisation fit for future; 
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• Begin to address long term strategic themes, which require collective 
refocus to embed Climate Change action into all of our current work 
streams and Authority activities; and 

• Further develop our leadership role in enhancing nature in the Park, 
whilst embedding a Natural Capital approach. 
 

2. Ensures a prudent and realistic approach to budget setting, balancing the 
medium term budget over the 3 year period, maintaining reserves at a 
sustainable level.  

3. Requires careful monitoring of the impacts of COVID 19 and appropriate 
action introduced if required. 

4. Continues to self-generate income to enable the Authority to be less reliant on 
core government funding. 

5. Focuses attention on The Sill Business Plan and Engagement Programme to 
ensure we minimise our financial exposure.  

6. Fundraises for priority projects to deliver the 5 year Business Plan.  

7. Ensures we are building earmarked reserves to enable investment in 
maintaining The Sill at the appropriate time and there are funds for Major 
Repairs on our Estate in the future. 

 

5. Key Budget Assumptions 

 Defra National Park Grant  

5.1  The Defra grant settlement for 2020/21 was a flat cash rollover of the 2019/20 
settlement. In effect, the prior year Defra grant settlement represented an 
approximate 7% real terms cut in our base budget (5% cash and approximately 2% 
inflation). This has been topped up by a one year 5% hypothecated amount of 
£133,600 to support biodiversity initiatives. 

5.2  There has been no confirmation from Defra of the National Park Grant for the coming 
year 2021/22.  We understand the grant confirmation will be for one year only.  
Based on discussions with Defra and the announcement by the Chancellor he 
intends to freeze public sector pay we have taken a flat cash assumption in year 1 of 
the plan as a prudent approach.   

5.3  In years 2 and 3 the budget assumption, however, is that the grant will rise in line 
with the inflation assumptions (2%), this matches the increase assumption on the 
Authority’s highest cost - salary and related costs for those years.   

 

Table 1 – National Park Grant 

 2021/22 2022/23 2023/24 

National Park Grant £2,672,900 £2,726,400 £2,780,900 

 
 

Operating Staff & Related Costs 

5.4  Staffing costs remain the single biggest item in the annual revenue budget. The 
Chancellor of the Exchequer announced in the Spending Review 2020 an intended 
pay freeze for the majority of public sector workers with those earning under £24,000 
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receiving a minimum of £250 increase. The budget for salary and related costs has 
been included on this basis for 2021/22.  The LGA who ultimately set the pay award 
have not confirmed their offer as yet and should the final pay award differ an exercise 
will need to be taken to vary the budget as the impact of a difference in the actual to 
the assumed pay award can have a significant impact over the term of the budget. 

5.5  From 2022/23 an increase of 2% in line with the assumption on National Park Grant 
has been allowed for.  

5.6  The service review approved by members in March 2020 has been implemented, 
embedding ongoing savings of £142,000.  

 

Table 2 - Operating Staff & Related Costs (excluding Sill Business Plan and project 
staff) 

 2021/22 2022/23 2023/24 

Operating Staff & Related Costs* (£2,136,700) (£2,195,000) (£2,256,900) 

  
 

Other Operating Costs  

5.7  The review of the operating budgets has seen the outstanding efficiency target met, 
meaning the £90,000 target set in 2018/19 has fully embedded into the ongoing 
annual budget. 

5.8  The impact of COVID-19 and how that has changed the way we work has been 
considered mainly for the first budget plan year, 2021/22. Embedding further savings 
and cost increases on an ongoing basis will be reviewed as part of the next budget 
round when we have further learning to inform this.   Increases in cost arise from the 
requirement for additional contract cleaning and materials and PPE to ensure we are 
in line with the Covid Safe regulations.  Savings are realised from office costs and 
transport.  

5.9  The NLHF funding for The Sill has been approved to carry forward into 2021/22, 
giving much needed support to the operation of an engagement programme at a time 
when group size restrictions are likely to continue, making many charged for events 
or school engagements a net cost. Costs of £17,600 have been removed from the 
operating cost budget for one year only while we assess the whether the impacts will 
continue beyond that period. We have ensured overall the net cost to the Authority 
has been balanced for the coming year and this is further discussed in the following 
operating income section.  

5.10  The majority of Other Operating Costs not impacted by COVID 19, have been 
budgeted based on the levels forecast in the 2020/21 outturn or reduced due to 
identified efficiency savings.  Inflation (2%) on operating costs has only been 
included where necessary.  

 

Table 3 – Other Operating Costs budget 

  2021/22 2022/23 2023/24 

Total Other Operating Costs (£880,300) (£852,000) (£862,400) 
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  Operating Income 

5.11  Operating income has been carefully considered in light of the potential continuance 
of COVID-19 restrictions into 2021/22.  The majority of material operating income 
streams are assumed not to be adversely affected.   

5.12  Car park charges generate £164,500 in net income.  This was adversely affected 
during April and May 2020 but when the restrictions were eased during the summer 
months we saw that car park income increase on the same period the previous year.  
There is a clear pattern of more visitors accessing the car parks and the open 
countryside. We expect that trend to continue this coming season. That increase in 
visitors could be expected to offset the impact of the current restrictions extending 
into the new financial year.  This will be kept closely under review as our biggest 
operating income stream.   

5.13  In terms of rentals, we have ensured the turnover built into the Eastburn Hubs trading 
area is 10% for those on 1 year occupation licenses and have removed, for 2021/22 
only, the room hire income target of £5,600. The majority of other operating income 
lines are expected to perform as normal as evidenced during 2020/21. All income 
generation targets have been embedded.  

5.14  Income generation in terms of the engagement programme for 2021/22 anticipates a 
significant decrease of £46,600 in assumed income due to the impact of COVID 19 
restrictions. This has been offset by the reduction in costs due to the extension of 
NLHF funding and an increase in the fundraising target.  The target for fundraising 
and sponsorship for the engagement programme has increased by £29,000 from 
£50,000 to £79,000. This is not considered a risk due to the fact £54,000 has already 
been achieved and £25,000 has been pledged. 

Table 4 – Operating Income Budget   

 2021/22 2022/23 2023/24 

Total Operating Income £483,000 £518,900 £519,400 

 

 

Projects 

5.15  The breakdown of the project budget is shown in Table 5.  

Table 5 – Projects  

 2021/22 2022/23 2023/24 

Special Projects Fund (to be funded from 
Philanthropic Fundraising Target £150,000 and 
core £25,000) 

(£175,000) (£175,000) (£175,000) 

Revitalising Redesdale (£34,800) (£17,700) − 

Hadrian’s Wall National Trail (£113,000) (£113,000) (£113,000) 

Generation Green (Youth Engagement 
Programme) 

(£49,600) − − 

Greenlee Countryside Stewardship Scheme (£59,200) (£51,000) (£16,600) 

Hadrian’s Wall - Recovering Nature (£163,300) (£163,300) (£163,400) 

Projects Total Expenditure  (£594,900) (£520,000) (£468,000) 
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 2021/22 2022/23 2023/24 

Special Projects Fund Philanthropic Fundraising 
Target  

£150,000 £150,000 £150,000 

Revitalising Redesdale £34,800 £17,700 − 

Hadrian’s Wall National Trail £128,000 £128,000 £128,000 

Generation Green (Youth Engagement 
Programme) 

£49,600 − − 

Greenlee Countryside Stewardship Scheme £59,200 £51,000 £16,600 

Hadrian’s Wall - Recovering Nature £163,300 £163,300 £163,400 

Projects Total Income  £584,900 £510,000 £458,000 

Projects Net Expenditure  (£10,000) (£10,000) (£10,000) 

 

5.16  There are projects approved which will be included in the budget at a later stage due 
to final detailed grant offers not yet submitted or accepted. The largest is the 
Revitalising Redesdale Project, a 5-year, multi-partner project with overall 
expenditure of £2.7m, with the Authority directly responsible for £750,000 over the 
project term.  Currently the grant relating to the Heritage and Engagement Officer is 
included but annual deeds of grant remain in progress for year 4 of the project. This 
is not a risk simply a matter of timing. 

5.17  The Authority agreed a nature first approach for our landholding at Greenlee Lough.  
There are two elements to this in this Budget Plan shown in Table 5.   

5.18  Firstly, Greenlee Countryside Stewardship Scheme (CSS) relates to the scheme 
awaiting final approval for the landholding from the RPA.  Once approved this will be 
applicable from 1st January 2021 for 10 years.  In years 1 and 2 there is a mixture of 
capital grant and revenue grant.  This will enable capital improvements to the 
landholding to ensure we can meet the objectives of the Countryside Stewardship 
agreement. Over the two years the capital spend budget is £97,400 with CS capital 
income of £77,200. The non funded capital element over the two years of £20,200 
can be funded by the annual CSS revenue payment.  The revenue payment is 
£16,600 per annum for the first 3 years and then reduces outside of this plan on a 
sliding scale over the next 7 years as fixed term options end.   There will be revenue 
costs associated with the project but the annual cost of these will vary over the years 
based on need.  All income will be ring-fenced to deliver the outcomes and if not 
used in year we will transfer to an earmarked reserve. This can be drawn on in future 
years either to deliver the CSS outcomes or contribute to the wider Hadrian’s Wall 
Recovering Nature project discussed below.  

5.19  Secondly, Hadrian’s Wall Recovering Nature relates to the philanthropic funding we 
have secured to develop our nature first approach further, bringing in additional site 
improvements, engagement opportunities and a partnership approach potentially 
beyond the boundaries of our landholding. A report was brought to the Authority on 
the detail of this in September 2020. 

 
  The Sill – Business Plan 

5.20  The Sill Business Plan assumptions and budget lines have been re-visited in full and 
the assumptions made have been closely considered. The visitor numbers are a key 
driver and an assumption on reduced visitor numbers by 35,000 to the 2022/23 
ongoing target has been allowed for. This equates to a visitor number assumption of 
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115,000 in 2021/22 and is based on 80% of the prior year numbers achieved while 
the centre was open during 2020. 2022/23 and 2023/24 revert to the original target of 
150,000 visitors and will need to be reviewed again at as part of the next Medium 
Term Budget round. We will continue to monitor performance against the Business 
Plan closely as an executive team, on a monthly basis, and to report the performance 
in detail to the Finance and Audit Group quarterly.  

5.21  The café being operated by NNPA is included in the 2021/22 budget only. This is an 
extended trial due to the various lockdown periods meaning there is not enough 
evidence at this stage to make a permanent decision between NNPA operated or 
Franchisee operated (as per 2022/23 and 2023/24 budget). It is important to note the 
2021/22 budget is on the basis of cash profit only and does not capture all costs 
associated with running the café  in-house. 

5.22  The Sill Business Plan has been discussed, challenged and endorsed by the 
Leadership Team and the Finance and Audit Group.  

5.23   Table 6 shows the revised business plan figures and breaks these down into the key 
areas we report quarterly progress against. 

 Table 6 Sill Business Plan  

 2021/22 2022/23 2023/24 

Target for number of Visitors 115,000 150,000 150,000 

Retail Income £154,700 £202,500 £202,500 

Retail Expenditure (£138,400) (£164,600) (£165,800) 

Net Retail Income £16,300 £37,900 £36,700 

YHA Income £45,000 £50,300 £52,000 

Car Parking Income £35,000 £45,300 £45,300 

Car Parking Expenditure (£11,100) (£13,700) (£13,700) 

Net Car Park Income £23,900 £31,600 £31,600 

Hires Income £5,000 £18,700 £18,700 

Hires Expenditure (£7,800) (£7,900) (£8,000) 

Net Hire Income / (Expenditure) (£2,800) £10,800 £10,700 

General Sponsorship Income £11,000 £11,000 £11,000 

Staff and related costs (£108,700) (£111,300) (£114,000) 

Sill Operational Expenditure:    

- Annual Maintenance (£27,500) (£27,600) (£27,600) 

- Cyclical Maintenance Allowance* (£19,500) (£30,000) (£30,000) 

- Temporary Exhibitions (£5,000) (£10,000) (£10,000) 

- Utility Costs (£85,400) (£87,100) (£88,800) 

- Other Costs  (£68,900) (£72,600) (£72,000) 

Sill Operational Recharge Income £86,100 £87,500 £88,700 

Net Operational Expenditure (£120,200) (£139,800) (£139,700) 

Café Income £227,700 £23,000 £23,000 

Café Expenditure (£194,400) − − 

Net Rental Income  £33,300 £23,000 £23,000 
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 2021/22 2022/23 2023/24 

Marketing / PR Consultants (£6,800) − − 

Total Expenditure (£673,500) (£524,800) (£529,900) 

Total Income £564,500 £438,300 £441,200 

Net Surplus/ (Deficit) (£109,000) (£86,500) (£88,700) 

* Balance of cyclical maintenance to transfer to an earmarked reserve at each year end to set 
aside funds for irregular expenditure. 
 

Revenue Loan Repayments 

5.24  The annual loan revenue repayments for all budgeted loans from revenue are shown 
in Table 7. The breakdown is as follows.   

• £10,900pa is repayable over 10 years to finance the Authority’s approved save 
to invest capital expenditure at Housesteads car park.  

• £57,100pa repayable on The Sill capital build loan to the Authority. This  
planned loan is repayable over 30 years. 

  
6. Budget Summary  

6.1  A summary of the Net Budget Surplus / (Deficit) is shown in Table 7. 

Table 7 – Net Budget Surplus / Deficit Summary 

 2021/22 2022/23 2023/24 

National Park Grant (Table 1) £2,672,900 £2,726,400 £2,780,900 

Staff Related Costs (Table 2) (£2,136,700) (£2,195,000) (£2,256,900) 

Operating Costs (Table 3) (£880,300) (£852,000) (£862,400) 

Operating Income (Table 4) £483,000 £518,900 £519,400 

Operating Surplus £138,900 £198,300 £181,000 

Projects (Table 5)      (£10,000)   ( £10,000)   (£10,000) 

Surplus Excluding the Sill £128,900 £188,300 £171,000 

The Sill Business Plan (Table 6) (£109,000) (£86,500) (£88,700) 

Revenue Repayment of Loans 
(paragraph 5.24) 

(£68,000) (£68,000) (£68,000) 

Total Budget Surplus/ (Deficit) (£48,100) £33,800 £14,300 

   
6.2  Allowing for the impact of COVID 19 restrictions in the first year of this Medium Term 

Budget Plan has resulted in a deficit position of £48,100.  This balances over the 3 
years and maintains the minimum level of General Reserves as set out in paragraph 
7.3.   However, this is only possible on the basis that we do not allow for the full 
annual appropriations to Earmarked Reserves we generally set aside to accumulate 
for future liabilities (Major Repairs and IT Capital replacement).  The £10,000 agreed 
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annual increases for the two above named reserves have been adjusted to £5,000 in 
2021/22 only.  

 

7. Reserves 

7.1  The Authority has a number of earmarked reserves, namely:  

• ICT Capital Replacement Reserve - A fund increasing by £10,000 per annum 
(£5,000 in 2021/22 as discussed in paragraph 6.2) to be utilised for periodic 
replacement of ICT hardware and core systems.  A significant replacement 
programme of server hardware is planned in 2021/22 and once the project is 
fully costed it will allocated from this reserve.  

• Planning Contingency – increases back up to the maximum agreed level and 
is held to ensure there are funds for preparation and defence of any future 
major planning challenges and public inquiries.  

• Legacy Reserve - £5,100 legacy restrictive funds received and not yet 
allocated, for use for new project work relevant to the donor’s interests or 
wishes.  

• Major Repairs Reserve – - A fund increasing by £10,000 per annum (£5,000 
in 2021/22 as discussed in paragraph 6.2) to be utilised as and when required 
for major repairs across the whole of our property portfolio. Examples include 
the replacement of kitchen equipment at The Sill or the replacement of 
heating systems.  

7.2  Table 8 shows the Budget movement on reserves and the impact of earmarked 
reserves on the general reserve.  

Table 8 - Budget General and Earmarked Reserves 

£000’s 2021/22 2022/23 2023/24 

Opening Reserves 588.4 540.3 574.1 

Budget Plan Surplus / (Deficit) (Table 7) (48.1) 33.8 14.3 

Closing Reserves  540.3 574.1 588.4 

Earmarked Reserves:    

IT Capital Replacement Reserve (70.0) (80.0) (90.0) 

Planning Contingency  (75.0) (75.0) (75.0) 

Legacy Reserve (5.1) (5.1) (5.1) 

Sill Earmarked Reserve (37.0) (47.0) (57.0) 

Total Earmarked Reserves  (187.1) (207.1) (227.1) 

Total General Reserve 353.2 367.0 361.3 

 

7.3 The overall aim of the reserves policy should be to ensure that the level of reserves 
should be sufficient (but not excessive) to meet any exceptional cost pressures, to 
mitigate financial risks and to provide future investment funding.  It is the opinion of 
the Chief Finance Officer the plan should aim to deliver a minimum general reserve 
of £350,000.  
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7.4 This Budget Plan achieves that aim with general reserves of £361,300 in 2023/24, 
coupled with the unreleased earmarked reserves. At any given time it also provides a 
sufficient level for cashflow peaks and troughs, with the overall closing reserves 
running at over £540,000 throughout the plan period or £470,000 if the IT Capital 
Replacement Reserve is released in full during the first year of the plan. 

7.5 Opening reserves in 2021/22 are based on the budget deficit for 2020/21 with no 
forecast variance given we are calling upon additional Defra funds to mitigate the 
impact of COVID 19 during the current year. 

7.6 From the end of 2020/21, the unspent elements of cyclical spending in The Sill 
Business Plan (cyclical maintenance and interpretation maintenance) will transfer to 
a new reserve to enable the Authority to set money aside for larger irregular 
expenditure in relation to The Sill as required. Please note this is in relation to 
expected works over a ten-year period and is different in nature to the major repairs 
reserve already discussed. 

8 Risks and Potential for Mitigation 

8.1  The highest financial risk for this Authority is Defra National Park Grant settlement. 
The immediate risk is to the budget being set within this plan period.  If the 
assumptions prove to be incorrect the budget will have to be re-visited in full at the 
next Authority meeting. The National Park Chief Executive’s have ongoing dialogue 
with Defra regarding this matter and at the time of writing whilst the grant settlement 
has not be confirmed we are led to believe the settlement should not be any worse 
that we have assumed.  

8.2  Higher than planned staff inflationary increase.  This is not something we can 
influence as a single body and we are not likely to find out the final agreement until 
well into the budget period. The Chancellor of the Exchequer has indicated the 
Government’s position, however, it is the LGA who ultimately set the pay award. If 
there is a variation in the final offer in 2021/22 which has a high impact we will need 
to bring a revised budget plan to members. 
 

8.3  The impact of COVID 19 restrictions.  There has been contingency on income and 
increased costs allowed for in year 1 but strict restrictions during the high season 
could have a significantly higher impact.  This will need to be monitored closely in 
year and corrective action taken within the budget if necessary.  It should be noted 
there is the potential to do better than budget in many areas as the vaccine rollout 
continues as with easing of lockdown in the current year we have seen greater 
engagement with National Parks and higher spend per head. 

9. Capital Budget, Operational Boundary and Authorised Borrowing Limit 

9.1  Within the Budget Plan, no new capital projects are proposed which require funding 
from revenue or from loan finance. 

9.2  As required by the Financial Regulations any capital investment proposals will be 
presented to the Authority for approval. This will include the financing proposal for the 
investment. 

9.3  There are no plans for any long-term capital borrowing contained in the Budget, but 
the Authority may want the flexibility to do so, particularly if financial plans change. It 
is recommended that the Operational Boundary borrowing limit (which represents 
possible borrowing) be reduced from £2,000,000 to £1,500,000. This reflects the fact 
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the short term cashflow loan to support the Sill project was not required.  The 
projected balance of actual external debt on the balance sheet at 31st March 2021 is 
£1,089,300. The balance of £410,700 will give the Authority a degree of flexibility for 
new capital projects and allows for any capital proposals arising for the Authority’s 
estate. Any proposals to borrow funds or enter into any loan agreements will require 
Authority approval in advance. 

9.4  It is proposed that the Authorised Borrowing Limit (the maximum borrowing limit) is 
reduced to £2,000,000, this allows a degree of flexibility. Once again, any proposals 
to borrow funds would be put before the Authority for approval. 

9.5  The Authority is asked to approve the limits set out below for each of the years, 
2021/22, 2022/23 and 2023/24. The Operational Boundary and Authorised Limits are 
reviewed annually so the impact of any financial changes can be considered at that 
time. 

 
Actual External Debt at the projected balance sheet date of 31st March 2021 is: 

Borrowing £1,089,300 

Other long term liabilities £0 

Total Actual External Debt £1,089,300 

Operational Boundary, which represents external debt (if option to borrow is taken) 
during the course of the year be set as: 

Borrowing £1,500,000 

Other long term liabilities £0 

Total Operational Boundary £1,500,000 

Authorised Limit (the limit beyond which borrowing is prohibited allowing a margin 
of flexibility) set as: 

Borrowing £2,000,000 

Other long term liabilities £0 

Total Authorised Limit £2,000,000 

 

10. Conclusions 

10.1 This budget is very much based on the assumptions put in place in the last Medium 
Term Budget Plan 2020/21 – 2022/23.  Due to COVID 19 we have lost a year of 
testing our budget assumptions.  2021/22 has been carefully considered for the 
potential ongoing impact of the pandemic but the future beyond is difficult to predict 
therefore reverts to a continuation of the prior assumptions.   

10.2 Uncertainty around the two of the most significant assumptions continues either of 
which could see a requirement to re-visit the budget mid-year. 

10.3 There will remain a close keen focus on financial matters and regular reporting via 
the governance structures in place to enable this to be delivered.  

10.4  Members are recommended to approve this Medium Term Budget Plan.  

Contact Officers: For further information contact:  Hazel Fitzsimmons, Head of Business 
Support on 01434 611504 or hazel.fitzsimmons@nnpa.org.uk  

mailto:hazel.fitzsimmons@nnpa.org.uk

