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BRIDGING NEWCASTLE GATESHEAD: CAPACITY REVIEW 
 

1 Introduction 
 
Bridging Newcastle Gateshead is one of nine Pathfinders established to take forward 
the renewal of the housing market in areas of low demand. In the case of Bridging 
Newcastle Gateshead, a significant proportion of both cities have been designated 
for support and these areas are characterised by declining populations, high levels of 
social housing, poorer quality housing stock, and unpopular neighbourhoods.  
 
The solutions for the successful regeneration of Pathfinder areas include not only 
housing and environmental improvements, but also actions to increase the 
employability of adults and improving the educational performance of young people. 
It is a complex and long term agenda. 
 
In order to encourage flexibility and innovation, ODPM established Pathfinders with 
very limited guidance in terms of governance and delivery structures. Although each 
Pathfinder has a “Board” made up of stakeholders, the contractual relationship is 
between ODPM and the Accountable Body, one of the local authorities involved in 
the Pathfinder. The relationships between the Board, Pathfinder Core Team and the 
local authorities have been evolving as preparations for the Scheme Update are 
progressed. 

 

2 Changing Role of Pathfinders  
 
The role of the Pathfinder Core Team’s have changed as forward plans and new 
developments have clarified, and the emphasis has changed from process and 
procedures to developmental work. In particular, it is now clearer where Pathfinders 
can add value to the regeneration work of the local authorities and other 
stakeholders, and where new and innovative approaches need to be developed. 
 
The success of Bridging Newcastle Gateshead in helping to build sustainable 
communities is dependent upon key stakeholders, notably the local authorities, 
successfully delivering a range of complementary investments and services. Given 
the budget constraints, there is also a need to secure as much private and external 
sources of investment as possible. 
 
There are two elements of this review of capacity. These are: 
 

• The human resources needed to manage and develop the Pathfinder 
strategy and programme; 

 

• The resources needed by key partners to plan and deliver strategically 
directed regeneration, including HMR investment.  

 
In reviewing the capacity both of the Core Team and the main delivery partners there 
is a need to take account of the Audit Commission’s concern about the use of 
consultants. While there is recognition of the need to use consultancy support in the 
initial phase of the programme, the Audit Commission have highlighted the 
importance of strengthening capacity and expertise in a more sustainable and less 
costly manner.  
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3 Core Team  
 
The Bridging Newcastle Gateshead Core Team was established as a small group of 
officers, tasked with establishing early momentum. This includes finalising the 
Prospectus and putting in place systems to allow expenditure to proceed promptly. 
The current team are now putting in place longer term delivery arrangements for 
what is envisaged to be a 15 year programme. The initial team was strengthened by 
secondments from the two local authorities.  
 
The Core Team has an experienced group of officers, familiar with day to day 
programme management and the principles of overseeing a project-based initiative. 
It also includes a research, policy and communication function. At this stage in its 
development Bridging Newcastle Gateshead is similar to many other Pathfinders, 
although the Core Team is slightly smaller. This reflects a conscious decision not to 
build an empire at the centre. To date, this approach has served the Pathfinder well.   
 
In terms of moving forward, the review of the Core Team focuses on two issues: 
 

• Is there a need to strengthen the programme management and scrutiny role 
of the Core Team? and 

 

• In view of the nature and types of investment and the complexity of the long 
term solutions, is there a case for additional staff resources in other areas of 
expertise/skills. 

 
In the first case, an additional staff resources are likely to be modest, and in the 
second case, it is likely that any additional recruitment will be at a senior/experienced 
level where the Pathfinder can add value to the skills /expertise of the Local 
Authorities (both rated excellent by the CPA system). 
 

4 Other Pathfinders 
 
Annex 1 outlines the current Core Teams in all nine of the Pathfinders. It should be 
noted that a number of Pathfinders are currently reviewing management resources – 
New Heartlands, Manchester Salford and Transform South Yorkshire. It is likely that 
these reviews will lead to the recruitment of a number of additional senior posts. In 
some cases, secondments are being investigated. 
 
The majority of Pathfinders have established a conventional programme 
management approach, with Pathfinder Directors supported by experienced 
Programme Managers and Senior Finance Managers. These members of staff have 
typically been drawn from an SRB/European Programme background and are 
familiar with application and monitoring procedures. 
 
Bridging Newcastle Gateshead has followed a similar approach, although the senior 
finance post is part time. As expenditure increases, it will be essential that this post 
becomes full time. This will be required if a (slightly) wider group of organisations are 
involved in delivering project activity and also as the nature of financial arrangements 
become more complex e.g. land asset tracking and management.  
 
The current arrangement involves a member of Newcastle City council’s staff working 
three days a week for Bridging Newcastle Gateshead. This has been a very helpful 
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arrangement in the first phase of the Programme, but a full time senior finance 
manager is required to allow the Pathfinder to integrate and develop its financial 
and monitoring arrangements. The additional cost involved are likely to be modest. 
  
The other senior management posts recruited by other Pathfinders include: 
 

• Development Director 

• Regeneration Director 

• Programme Director  

• Strategy and Policy Director 
 
In the case of Bridging Newcastle Gateshead, a Programme Manager and Research 
and Policy Manager are already in place. These responsibilities are being adequately 
addressed, although establishing these posts at a Senior Management level would 
allow a more powerful senior team to be developed, with a more strategic and 
partnership oriented function. 
 
The post of Regeneration Director is less relevant, as this function is effectively and 
appropriately carried out by the Programme Director. It would appear to be an un-
necessary additional appointment given the current Pathfinder Director’s close 
working relationship with senior officers of the two Local Authorities. 
 
A more relevant additional post is that of Development Director, and a number of 
other Pathfinders are considering strengthening their teams with an experienced 
professional from a property/development background. In view of Bridging Newcastle 
Gateshead focus on securing new development, and the (initial) focus of strategic 
commissioning on flagship investments such as Expo and the Discovery Quarter     
there is a role for a Head of Development within a senior management team. 
 
This role would encompass liaising with the developers, housebuilders and financial 
institutions; working with the two local authorities and other stakeholders in the 
development of joint ventures and public/private partnership arrangements; advising 
on gap funding and other financial support to accelerate private sector development; 
translating research into market intelligence relevant to the development industry; 
and developing financial investment mechanisms to support home ownership. 
  
Ideally this post would be at a senior level and be attractive to someone with either a 
private sector or a development background (such as from English Partnerships) and 
be familiar with gap funding and negotiating joint ventures.   
 
The other area which Bridging Newcastle Gateshead is keen to pursue is strategic 
commissioning. Although the exact shape of this approach has yet to be determined, 
it may require a senior manager with experience of procurement and contracting.  
 
The degree of change that strategic commissioning will introduce into how the 
Pathfinder contracts with stakeholders is unclear. In many areas, local authorities will 
remain the most appropriate deliverers of HMR investment, particularly where 
community consultation is involved. Both of the local authorities in the Pathfinder are 
rated excellent under the CPA process, and have the human resources and process 
infrastructure in place to take forward Pathfinder investments. 
 
Nevertheless, there remains potential for additional benefits to be gained from 
collaboration and new developments. While a procurement and contracting manager  
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might add value to the work of the Pathfinder and the key stakeholders, a prudent 
approach would involve further scoping the potential for this area of work. A review 
exercise, possibly based on a short terms secondment from the local authorities 
could usefully examine the potential for liaising with the local authorities, RSLs and 
ALMOs on the procurement of services; the potential for framework contacts to 
reduce costs; and the use of strategic commissioning for some Pathfinder 
investments.  
 

5 Conclusions: Core Team Capacity 
 
In summary, the recommendations with regard to the Bridging Newcastle Gateshead 
Core team are:   
 

1. Head of Finance: appoint a full time senior finance manager to allow the 
Pathfinder to integrate and develop its financial and monitoring arrangements. 
The additional cost involved is likely to be modest. 

 
2. Head of Development: appoint a senior manager to work closely with 

developers, housebuilders and financial institutions; help develop joint 
ventures and public/private partnership arrangements; advise on gap funding 
and other financial support to accelerate private sector development.  

 
3. Upgrade the existing Programme Manager and Research and Policy posts, 

and establish a senior management team focussed on securing the next 
two Scheme Updates.  

 
4. Procurement and contracting review: a review should be undertaken to 

scope out the potential for working with the local authorities, RSLs and 
ALMOS on the procurement of services and the development of framework 
contacts to reduce costs; the development and oversight of strategic 
commissioning for some Pathfinder investments including the development of 
new and innovative methods of funding and contracting home improvements, 
environmental and gateway improvements and neighbourhood services.  

 
The first two appointments listed above are essential to taking forward the objectives 
of the Market Renewal Prospectus. Together with a Head of Programme and Head of 
Research and Policy this would make for a small but powerful senior management 
team charged with delivering the housing market renewal agenda for Newcastle and 
Gateshead. A focus on accelerating delivery, identifying market trends, investigating 
innovative solutions and supporting joint working across all of the stakeholders would 
change the emphasis from micro management of small scale projects to a more 
strategic focussed developing medium and long term plans for the transformation of 
the Pathfinder area. 
 
In the final case - procurement and contracting linked to strategic commissioning - 
there is a need to scope out this area of work using a secondment or time limited 
appointment, prior to any final decision about the need for a permanent and senior 
appointment to the Core Team. Given the expertise of both Local Authorities, a short 
term secondment would be an appropriate way forward. 
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6 Local Authority Capacity 
 
The two Local Authorities have a key role to play, both in aligning long term strategic 
plans and in delivering new HMR investment and other infrastructure/ service 
improvements critical to the success of the Pathfinder. Although other stakeholders 
such as English Partnerships, the ALMOs and RSLs will play an important role, the 
capacity of the local authorities to deliver key activities is fundamental to the success 
of the Pathfinder. 
 
HMR funding has been used to strengthen the delivery capacity in local authorities in 
the majority of Pathfinders. This reflects the budget pressures which have removed 
any excess staff capacity (many years ago) and the recognition that the additional 
work required by new activity needs to be accompanied by additional staff to 
develop, contract, manage and monitor investment and expenditure. This need to 
support delivery has been recognised in long established programmes, such as the 
Objective 2 Programmes, SRB initiatives and the Single Programme. 
 
The areas which have been strengthened fall into three broad categories: 
 

� Strategic development, including strategic housing, planning and strategic 
regeneration functions. 

 
� Corporate services, including legal services and valuers, financial 

management. 
 

� Area renewal teams, including regeneration managers, environmental health 
officers, private rented sector staff, neighbourhood co-ordinators, project 
officers. 

 
Staff resources in these areas are in many cases additional to project and theme 
specific staff in areas such as private rented sector. 
 
In the first phase of the Pathfinder programme, the most successful Pathfinders in 
terms of delivery have been those with a combination of well developed plans and 
strengthened capacity. To date, the Manchester Salford Pathfinder has invested just 
under 10% of resources in strengthening capacity and delivery, and the Pathfinder 
has also benefited from a well established and highly regarded URC in East 
Manchester. This has allowed the Pathfinder to spend £41m in 2004/05.  
 
Sheffield City Council has also strengthened capacity, submitting an early application 
to add over 80 posts to take forward a broad range of initiatives. This includes an 
increased team across core functions as well as area based teams.  
 
The table below shows the number of posts involved, illustrating the importance of 
experienced personnel in successfully delivering a broad ranging programme which 
involves both technical, managerial and project planning skills.   
 
PATHFINDER SUPPORTED LOCAL AUTHORITY CAPACITY 
 Posts HMR Costs 

Manchester  85 FTE 4,000
1
 

Salford 28 FTE 1,688
1
 

Sheffield 89  Not available 
1
Includes other associated delivery costs. 
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7 Bridging Newcastle Gateshead: Local Authority Capacity 
 
Newcastle City Council is taking forward a major part of the Pathfinder agenda, both 
in terms of key projects and medium term objectives around issues such as transport.  
Discussion with senior officers has indicated a severe shortage of capacity to take 
forward important areas of work.  
 
When compared to leading Local Authorities in other Pathfinders, notably those 
successfully delivering major new investment, it is clear that Newcastle has 
insufficient resources/capacity to tackle neighbourhoods with severe housing and 
environmental problems and also bring forward major high quality projects such as 
the Discovery Quarter. The City Council has identified a number of additional posts 
regarded as crucial to the success of the Pathfinder over the coming years. The 
additional capacity is listed below.  
 
NEWCASTLE: STAFF RESOURCES FTE 
 Existing Additional 

Core Programme Support 7 - 

Planning and Transportation - 7 

Strategic Housing 16.5 4 

Sustainable Development
1
 - 18 

Public Health, Environmental 3 - 

Property 3 1 

Total Number 29.5 30.0 

Total Costs
2
 925,000 1,261,000 

1
 Includes dedicated teams for the Discovery Quarter; Scotswood/Benwick/Elwick/Expo; and Walker 

Riverside. 
2 

Excludes some add-on costs 

 
The information provided by the Council indicates that the focus for strengthened 
capacity is within Sustainable Development. This includes dedicated support to 
progress some of the most important investments and neighbourhoods in the 
Pathfinder - Discovery Quarter; Scotswood; Benwick; Elwick; Expo; and Walker 
Riverside. Put simply, it will not be possible for Bridging Newcastle Gateshead to 
deliver its objectives unless these priorities are successfully progressed. 
 
An examination of the detailed posts and the key activities to be undertaken suggests 
that the majority of the posts relate directly to the advancement of major physical 
investments, and as such should be capitalised. This will reduce the amount of 
additional revenue funding required. The capitalisation of costs should be carried out 
by Bridging Newcastle Gateshead, based on a detailed business plan provided by 
the Council. Such a plan would allow the Pathfinder to take an overview of capacity 
needs across the programme and avoid the need for numerous individual 
applications for support from the City Council. 
 
In the case of Gateshead, a number of new investments are already underway, 
successfully developed and now being managed by the Council. The Pathfinder has 
supported the strengthening of the delivery capacity for Gateshead. At the moment 
there is no need for a significant increase in capacity, although this may change as 
the Scheme Update and new plans are formalised. There are also a number of 
masterplanning exercises being completed, and these may also have implications for 
resources. 
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As Bridging Newcastle Gateshead enters its second full financial year there is a need 
to invest in the human capital needed to deliver the immediate and medium term 
agenda. Increased HMR expenditure, as well increased public and private sector 
investment, requires more dedicated planning and delivery capacity.   
 
Newcastle City Council capacity needs to be strengthened, and this should be 
regarded as a matter of urgency by Bridging Newcastle Gateshead. Although the 
situation with regard to Gateshead is more positive, the new arrangements for the 
delivery of the Scheme Update as well as the completion of masterplanning work is 
likely to require some further investment in delivery capacity for the Council 

 
8 Conclusions: Local Authority Capacity 
 
With regard to the capacity of the two Local Authorities, it is recommended that: 
 

1. Bridging Newcastle Gateshead should agree in principle to the strengthening 
of capacity for Newcastle City Council, with a ceiling of an additional 30 posts, 
with associated costs; and the Council should be encouraged to begin the 
recruiting process for these posts immediately.  

 
2. The City Council should prepare a business plan/project application setting 

outs its capacity needs, in terms of staff posts, salary and on-costs and 
associated costs, clearly linking capacity to regeneration agenda and 
investment of HMR objectives and resources. 

 
3. The Business Plan should include capacity needed to oversee HMR 

investment and to develop future regeneration investment critical to the 
successful renewal of the housing market in the Pathfinder i.e. it should 
include preparing for future investment. The Business Plan should include 
milestones, risk and risk management and a review and monitoring process. 

 
4. Gateshead Council should further review its medium terms capacity as the 

Scheme Update is developed and the results of masterplanning becomes 
clear. It should follow the same template as the Newcastle business plan.   

 
5. Bridging Newcastle Gateshead should review local authority capacity twice 

yearly, linked to the HMR programme review. This exercise should include an 
assessment of performance, as well as looking at emerging needs. 

 
6. In view of the shortage of skills in many areas of housing and regeneration, 

Bridging Newcastle Gateshead, along with other stakeholder, should explore 
the needs and benefits of developing a graduate trainee programme. 

   

9 Final Remarks  
 
As Bridging Newcastle Gateshead enters the final stages of its Scheme Update, it is 
clear that there is a need to strengthen arrangements to deliver a complex and 
challenging agenda. This involves both the acceleration of developments plans, 
overseeing a major investment programme, including complementary funding, and 
developing major new investments and aligning other investments to support 
comprehensive regeneration. This requires dedicated support to ensure that both the 
immediate and developmental agendas are implemented effectively.  
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PATHFINDER PROGRAMMES: CORE STAFF TEAMS: DIRECTORS/MANAGERS 
 BNG New Heart

1
 TSY

1
 Urban Liv. Elevate RENEW Hull Old/Roch Manch/Sal

12
 

Director/ Chief Executive X X X X X X X  X 

Senior Management Team  

Development Director    X X     

Regeneration Director    X      

Programme Director       X   

Finance Director    X      

Strategy/Policy Director      X     

Management Team 

Strategy/Policy Manager X X X  X X X  X 

Programme Manager X X X  X X   X 

Finance Manager X X    X X   

Communication Manager  X   X X X  X 

LA Programme Managers   X X      

          

          
1
 Under review 

2
 Operates with a virtual core function. 

 


