
Business Plan and Budget 
Quarterly Update

ACCESS Joint Committee

Date: 10 December 2018

Report by: Officer Working Group

Subject: Business Plan and Budget Quarterly Update 

Purpose of the Report:
To provide an update on the activities undertaken since the last Joint 
Committee. 

Recommendations: The Committee is asked to note the updates

Enquiries to: Rachel Wood (rachel.wood@westsussex.gov.uk // 0330 222 3387)

1. Purpose

1.1 The Joint Committee is required to make recommendations to the ACCESS Authorities 
about the annual strategic business plan for the Pool. The strategic plan was agreed 
by the Joint Committee in April 2018 and has now been referred to the relevant 
ACCESS Authorities. 

1.2 The Joint Committee also agreed the budget necessary to implement the business 
plan (insofar as the costs will not be paid by ACCESS Authorities direct to the 
Operator) at their meeting in April 2018 and this will be charged to the relevant 
ACCESS Authorities. 

1.3 This report updates the Joint Committee on the work undertaken. 

2. Business Plan Update  

2.1 The table on the following page shows progress against key items anticipated to be 
delivered since the last Joint Committee. 
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Key Milestone Update Status 
Consider Legal Entity
Consider the benefits and drawback of legal entity model 
for ACCESS pool. 

Completed 
Green

Approve Sub-Fund Tranche 1
Ensure initial sub-fund meets Link’s due diligence 
requirements and ACCESS Authorities value for money 
criteria (including transition activity). 

Completed 
Green

FCA Approval for Initial Sub-Fund
Work with Link to submit application to the FCA for 
approval of the ACCESS ACS and  initial sub-fund set-up. 

Completed in August (later than the original June 2018 date due to due diligence required on the documents supporting 
the application to the FCA).

Sub-fund launch delayed until 16 November (scheduled for 31 October) to ensure stock lending programme in place. 


Green

Approve Sub-Fund Tranche 2 and Tranche 3
Ensure subsequent sub-funds meet Operator’s due 
diligence requirements and participating Authorities 
value for money criteria (including transition activity). 

Drafting of relevant Schedules for each Phase 1 / Tranche 2 sub-fund completed by Link. However FCA application was 
submitted on 8 November (scheduled for 25 September) and FCA approval anticipated by 6 December (scheduled for 
23 October). Sub Fund Launch still expected in late January (original schedule 29 October 2018) revised to 28 January 
2019). 

Phase 1 / Tranche 3 Sub-Funds agreed with Link with FCA application to be made by 18 January, FCA approval due on 
22 February and Sub Fund Launch due on 29 April 2019, which is three months behind the original schedule. 


Red

1

Determine Phase 2 Sub-Funds
Joint Committee agree sub-fund requirements for Phase 
2 following Officer consideration 

Work underway on Phase 2 sub-funds and considered by the Joint Committee elsewhere on the agenda. 

It was original anticipated that the Joint Committee would agree Phase 2 Sub-Funds in November 2018 and Link would 
apply for FCA approval of the Phase 2 sub-funds in January 2019. The application for Phase 2 sub-funds will follow the 
completion of Phase 1 Tranche 3 (now planned to be submitted in January 2019). 


Amber

Agree ACCESS Support Unit
Identify ASU resource requirements, roles and 
responsibilities for activities and draft job description 
and recruitment process.

Agreement by Joint Committee to appoint Essex County Council as Host Authority and to appoint to the agreed roles 
for the ASU. 

Advert for Programme Director published but following interviews the position remains unfilled. The role has been 
reviewed and it is anticipated that a specialist recruitment agency will be engaged in early December. 

Advert for Contract Manager published and following interviews Mark Paget was appointed with a start date of 3 
December 2018.   

Advert for Technical Lead roles with each Administering Authority to consider. 

Advert for Support Administrator subject to review. 


Amber

Complete Governance Manual
Work with external advisers to reflect decision making 
principles, communication strategy, policies and 
procedures, code of conduct etc in the Governance 
Manual

Governance Manual will be considered by s151 Officers and Monitoring Officers following November Officer Working 
Group. It is anticipated that the final Draft will be presented to the Joint Committee in March 2019. 

Proposed Inter Authority Agreement amendments to be considered by Officers with a final proposal to be considered 
by the Joint Committee in March 2019.

Anticipated that training will be provided on the governance arrangements in early 2019. A meeting with Muse 
Advisory is scheduled for early December to discuss revision to agree a training plan/schedule and agree next steps.


Amber 

1 Status shown as red based on the original Business Plan agreed by the JC. Project Management is now against the revised dates shown above and the status is showing as green against the re-
forecasted dates.



2.3 In addition to the above, it is anticipated that the following activities will be 
completed over the next quarter: 

 Contract and Operations Manuals to be formalised to assist with the management of 
the Operator Contract and the ACS sub funds investment process   

 Determination of reporting requirements at both Pool level and for participating 
Authorities.

2.4 A draft strategic business plan for 2019-20 for the Pool will be considered by the Joint 
Committee at their March 2019 meeting for the Committee to make an onward 
recommendation to each of Council within the ACCESS Pool. 

3. Budget Update

3.1 In agreeing the strategic business plan for 2018/19 the Joint Committee determined 
the budget necessary to implement the outcomes of the plan and meet the expenses 
of undertaking the Specified Functions. The costs set out in the 2018/19 budget were 
indicative based on the understanding of the resource requirements at the time. 

3.2 In line with the terms of the Inter Authority Agreement, Kent County Council (as Host 
Authority at commencement) has invoiced each Council £105,000 as their estimated 
shared of the costs budgeted for the 2018/19 financial year. 

3.3 At the end of each financial year the actual cost of the services will be determined 
and the Host Authority shall invoice each Council for its further share of the costs (if 
any) payable. 

3.4 For the Committee’s information a comparison of the original budget with the current 
forecast is included in Appendix 1. This reflects the indicative nature of the original 
budget and the need for some flexibility on actual spend to deliver the strategic 
business plan.2 

3.5 The budget necessary to implement the draft strategic business plan for 2019/20 will 
be considered by the Joint Committee at their March 2019 meeting. 

 
4. Risks 

4.1 A full risk matrix is appended to the main Business Plan and risks which have an amber 
or red status are summarised below [excluding fund manager challenge risk]. Further 
details are in Appendix 2: 

2 The Inter Authority Agreement provides that “The Officer Working Group will operate in accordance 
with the shared objectives of the Pool as set out at Clause 3 and Schedule 1 and within any budget 
and policies set by the Joint Committee”. Other matters have been delegated for example to the Host 
Authority. 



Risk Update Status
Permanent ACCESS Support Unit (ASU)
Interim ASU arrangements put in place until October 
2018, with action to handover to the permanent ASU 
function included in the project planning. 

The Committee agreed to extend interim ASU arrangements until permanent roles are operational, reducing the risk 
to amber.

Update on recruitment to permanent ASU is covered in agenda item 12. 


Amber

Establishment phase resource
A substantial amount of Officer resource will be required 
to support the project plan work streams / tasks etc.  This 
could result in delays or increased cost if resources are 
constrained.  

The Committee agreed to extend interim ASU arrangements until permanent roles are operational, reducing the risk 
to amber.

Activities delegated to sub-groups / lead Officers to reduce demand on Officer resource. Sub-groups continue to rely 
on third parties to support and progress establishment phase deliverables. 

Suggest increasing to Red if timeframe on ASU recruitment is likely to push interim ASU arrangements beyond March 
2019.


Amber

Decision making
There is a risk that Funds / JC do not agree on key 
decisions around asset pooling (sub-funds / investment 
managers) / governance etc. This could lead to delays in 
FCA application, strategic decisions etc which could 
cause project delays and missed milestones.

Unchanged from previous meeting.

To date, funds have agreed unanimously to proceed with Phase 1 sub-funds. The approach adopted for Phase 2 is 
subject to consideration by the Joint Committee.

The Committee will consider recommendations and updates elsewhere on the agenda governance. 


Amber

Sub-fund / ACS Establishment - Seeding process
The initial seeding process has now been tested but 
changes are required for future exercises. 

Unchanged from previous meeting.

Transition to the first sub-fund was delayed to ensure stock lending arrangements were put in place. A post–
transition review meeting was held on 22 November and provided an opportunity to learn from the first transition 
and make changes to the process for future transitions.  

Risk will remain at amber until future transitions are undertaken. 


Amber

Conflicting requirements
Due to the number of parties involved in ACCESS, there 
may be conflicting requirements for the new funds which 
could delay approvals and impact the timeline.

Unchanged from previous meeting.

To date, funds have agreed unanimously to proceed with Phase 1 sub-funds. The approach adopted for Phase 2 is 
subject to consideration by the Joint Committee.


Amber

Sub-fund / ACS Establishment - Optimal sub-fund 
design
It is critical that ACCESS is able to demonstrate the 
benefits of pooling (VFM / cost savings).  There is a risk 
that Funds may incur higher costs overall than they do 
currently for investing in specific sub-funds, once in the 
Pool.

To date, funds have agreed unanimously to proceed with Phase 1 sub-funds concerns have been raised around value 
for money in particular scenarios. 

Amber



5. Recommendation

5.1 That the Joint Committee notes the update. 

6. Consultation with Key Advisers

6.1 Hymans Robertson has been appointed to provide general / project support and 
technical advice to the ACCESS pool. 

7. Background Papers

None



Appendix 1 

2018-19 ACCESS costs

Item Revised budget 
per JC 19-9-18

 Current 
Forecast 
23/11/18

Variance - current 
f/c vs revised 

budget

 £ £ £ %
Provision of services by advisers appointed by the Joint 
Committee  including establishment costs 

Strategic and Technical 
advice         311,595         314,250 -2,655 -1

External Legal advice         185,647         213,315 -27,668 -15

Project management         247,205         242,440 4,765 2

Financial and Taxation 
advice            59,000            62,000 -3,000 -5

Sub-fund manager 
selection            25,000            25,000 0  

Provision of services to the Joint Committee by the Host 
Authority
 

  

Secretariat            21,000            21,000 0  
Any other services provided by a Council or third party which 
are considered by the Joint Committee to be the shared 
responsibility of the ACCESS Authorities - Other Costs 
  

  

Operation of the Client 
Unit         451,773         442,640 9,132 2

Recruitment            20,000 45,000 -25,000 n/a

Insurance advice              5,000 5,000 0
Governance advice         100,000 77,648 22,352 22
Website              1,000 1,000 0
TOTAL      1,427,219 1,449,292 -22,073 -2
Participating Authority’s 
share of costs         129,747 131,754 -2,007

 


