
 



 



 
 
Byker Intermediate Report  
 
 
Contents 
 
 
 
Introduction  -  
 
Section 1   - Executive Summary 
 
Section 2  - The Vision for the Byker Estate 
 
Section 3  - Byker – A Unique Place 
 
Section 4  - The Regeneration of Byker 

 
Section 5  - Strategic Options 
 
Section 6  - Delivery Vehicles 
 
Section 7  - Conclusion, Next Steps and Recommendations  
 
Appendices 
 
Appendix 1  -  Byker Investment Task Force 
Appendix 2  - Task Force Membership and Advisers 
Appendix 3  - History of the Byker Estate 
Appendix 4  -  Community Engagement 
Appendix 5  - Area Regeneration 
Appendix 6  - Investment Requirements 
Appendix 7  -  Investment Summary 
Appendix 8  - Strategic Investment Options 
Appendix 9  - Strategic Option Assessment 
Appendix 10   - Supporting Documents 
 



Introduction 
 
 

Byker is a special place.  It is special because of what it is today, and it is special because 
of how it was created.  These two qualities set it apart from many other housing estates 
developed during the 1960s and 70s, and they also explain why Byker was listed as 
Grade II* in recognition of its influence “both on design and the way we involve 
communities in the planning process” (David Lammy, 2007). 
 
Because Byker is special there is no simple answer to the challenge of ensuring that it is 
a place fit to face the future.  The unique combination of issues evident on the estate 
reflect the characteristics of the initial design concept, the construction methods used, the 
changing physical environment of the estate, the social and economic patterns which 
have evolved over the past forty years, and the past and present management 
arrangements.   
 
That Byker has problems cannot be denied, but it also presents an opportunity to project 
forward Ralph Erskine’s sustainable communities vision for the estate:  
 
“To create positive conditions for dwelling, shopping, recreation, studying and – as far as 
possible – working in near contact with the home.  It would involve us in considering the 
wishes of the people of all ages and many tastes”. 
 
Erskine’s vision is still valid,.  It encompasses the essence of a sustainable community 
and it relates people to their place.  But it is not sufficient either to invoke the Erskine 
vision alone or simply to continue to manage Byker as it has been over recent years.  A 
unique place requires a unique solution. 
 
This report looks at Byker in the round and considers the needs of both the people and 
the place. It recognises the importance of thinking and acting ‘whole of place – whole of 
life’ 
 
The preparation of this report has been marked by a genuine spirit of partnership and 
collaboration, and it is through the continuation of this positive purpose into 
implementation that Byker will become a sustainable community.  Thanks are due to the 
members of the Task Force, our advisers and the Secretariat; their commitment and 
enthusiasm provides real hope for the future of Byker. 
 
Our report does not duck the difficult issues and it does not flinch from suggesting 
changes to the established regime.  It sets out options and proposes a series of actions 
that will take some years fully to implement and achieve their intended purpose.  In 
essence, the report offers choices about the future Byker and options about how the 
chosen future may be delivered. These options offer real choices ranging from immediate 
low cost actions to long-term higher cost investments.  
 
This report is not in itself the answer to the problems and opportunities of Byker, but it is 
the first step towards providing a lasting solution. 
 
Professor Peter Roberts, Chair of the Byker Investment Task Force 



Section 1  
 
Byker Investment Intermediate Report – Executive Su mmary 
 

·  The Byker estate is a special place with a history of strong community involvement 
and a unique layout and design.  A clear objective in building Byker was to keep 
the existing community together and the design also broke with the high rise 
architectural orthodoxy of that era.  It is an exemplar of social housing 
development of international significance reflected in its Grade II* listed status. 

 
·  A number of challenges face the estate including the need for extensive 

investment and reducing the level of deprivation within the community. 
 

·  The Task Force approach has built on the Erskine principles of community 
involvement and sustaining distinctive neighbourhoods across the wider estate.  
Investment options have been developed and assessed in parallel with the 
development of measures to change the socio economic profile of the estate and 
tackle deprivation. 

 
·  The work undertaken by the Task Force has developed the consensus between 

the key partners and has sought a radical and sustainable solution to the range of 
issues affecting the estate.  The vision of the Task Force (Section 2) sets out our 
ambitions and long term aspirations for Byker arising from co-ordinated investment 
and regeneration activities. 

 
·  The development work has been phased, with each stage building upon the earlier 

work as proposals take shape and options are assessed and tested: 
 

 
 
 
 
 
 

Stage One 
 
Establish the comprehensive investment profile for the 
estate.  Work is ongoing through the Decent Homes 
Programme with £17m invested to date and a further £18m 
programmed to be invested over the next 18 months. 

 
Additional investment is needed to secure the future of the 
estate and protect its heritage value.  Sustainable 
investment is required in relation to: 

 
1) Structural works to the Byker Wall itself. 
2) Environmental and public realm improvements.  
3) Rationalisation of vacant/ underused buildings. 
 

It is estimated that these Byker investment needs over the 
next 15 years amount to £44m at current costs. 

 



 
Stage Two  
 
Established a number of broad strategic options and 
assessed these against the objectives of the Task Force to 
produce a sustainable and deliverable investment plan for 
the estate. 
 
The four broad strategic options were: 
 

·  Minimum Intervention. 
·  Limited Change. 
·  Comprehensive Estate Remodelling. 
·  Major Estate Redevelopment. 

 
The Interim Statement of December 2009 detailed these 
options and the options the analysis undertaken to test how 
they would perform in relation to the outcomes sought and 
deliverability issues.  The preferred strategic option was 
identified as Comprehensive Estate Remodelling. 

 
 

 
Stage Three  
 
Focussed on the nature of the Delivery Vehicle model that will 
be required to achieve Comprehensive Estate Remodelling. 

 
Again a similar methodology was been used with a number of 
potential delivery vehicles developed and assessed to 
determine the most appropriate delivery model for Byker.  This 
is set out in more detail in Section 6 of the report. 

 
 

·  The Byker Delivery Vehicle needs to have a broad operational basis in order to be 
a positive driver for change in the area.  It requires a strong vision and needs to 
provide leadership to manage the changes that are required to create a more 
sustainable community.  It will also need to manage the Byker Investment 
programme of comprehensive estate remodelling operating within its funding 
constraints and this will include Neighbourhood Management in its broadest sense, 
incorporating a strong focus on tackling socio economic deprivation. 

 
·  The objective is to ensure that the delivery vehicle effectively manages investment 

and secures a commitment from the private sector but within the city, is a pilot for 
place based regeneration offering a unique solution to a unique set of 
circumstances. 

 



·  To achieve these objectives a hybrid of the delivery vehicle methodologies is 
required.  Existing planned and additional investment using borrowing, cross 
subsidy and grant aid will continue to be utilised. 

 
 
INTERIM CONCLUSIONS 

 
·  It is considered that the creation of a form of Com munity 

Housing Trust that will be able to engage with loca l 
people, public bodies and the private sector and of fers 
the best prospect of sustainable investment, real s ocio-
economic change and local involvement and pride. 

 
·  It would be premature to confirm that this is the 

recommended model until the financial model and 
governance arrangements have been tested.  However,  a 
pre-requisite this way forward would be a significa nt 
change in financing arrangements and a transfer of 
ownership and release from historic debt to unlock the 
asset value in the estate, which will then enable p rivate 
sector investment to be secured.  This, of course, will 
also be dependent on agreement from the Byker 
residents. 

 
 

 
·  Initial soft market testing with both developer partners and financial institutions has 

been encouraging and rapid progress on the next steps are crucial to secure the 
future opportunities for this iconic estate and its residents. 

 
·  An immediate task will be to build upon the financial assistance pledge by the City 

Council and what other funding its partners can contribute to the investment 
programme. 

 
·  There is more work to be done over the next month to develop further proposals 

around the delivery vehicle for the estate relating to financial modelling, 
governance and programme development. 
 
It is therefore recommended that the role and remit of the Task Force should be 
extended in order to progress with this work and as a result be in a position to 
highlight the key decision required to secure a sustainable future for the Byker estate 
by the end of February 2010.



Section 2 
 
The Vision for the Byker Estate 
 
The Task Force has agreed a Vision for the Byker Estate as set out below: 
 

 
The Vision for Byker Estate 

  
Our vision is that the Byker Estate will be a living and developing 
international exemplar of modern living, visited by others to see how it 
succeeds.  It will retain its physical and social integrity, and both buildings 
and open space will be well maintained.  Individual neighbourhoods within 
the estate will have their own character. 
 
People’s homes will be secure, warm and affordable.  Residents will be 
proud to live on the estate, and their children will be able to afford to do so 
as well.  New people will want to move on to the estate, bringing skills and 
enthusiasm.  Residents will play an active part in explaining both the 
estate’s history and its future.  They will play a key role in the management 
and governance of the estate. 
 
All interventions and improvements to the estate will follow Erskine’s 
principle for Byker that it should be “a developing estate that changes to suit 
the community’s needs” and reflect the heritage value afforded by Grade II* 
listed status. 
 
This vision will be delivered by:- 
 
�  Working with the communities who live on the estate to develop a long 
term investment plan to improve significantly the physical, social and 
environmental fabric of the estate. 
 
�  Maintaining opportunity for short and medium-term physical measures 
which, as part of the longer-term investment plan, reflect the needs and 
aspirations of current and future residents for quality home and 
environment. 
 
�  Supporting existing communities and attracting new and diverse people 
to the area. 
 
�  Developing employment opportunities, improving the skills of local 
people and helping to raise overall income levels. 
 
�  Building on the distinctive neighbourhood development and 
characteristics defined by Erskine in different parts of the Estate. 
 

The approach taken by the Task Force to achieve this vision is set out in Appendix 1 and its 
membership is set out in Appendix 2. 



 
Section 3 
 
Byker – A Unique Place 
 
3.1 Creating the Place 
 
The Byker Estate is a unique and special place and is regarded by many as one of the most 
important and influential 1970’s social housing schemes both in the UK and internationally. 
Located to the east of the City Centre, on a broad south facing escarpment leading to the river 
Tyne, it is one of the many great features which define the cityscape of Newcastle upon Tyne.  
 
While the 'Wall', with its sloping roofs and primary colours punctuates the city skyline when 
viewed from the south, the 'Village', with its intricate network of routes and open spaces 
leading to courtyards and terraces, provides for a unique residential experience. The scale of 
the estate and topography have enabled a range of building types from family housing to multi 
storey apartments, with vivid colours and the sensitive use of materials such as timber and 
brick giving overall cohesion and sense of place. Coupled with the extensive trees 
and landscaping, the original vision was to create a soft, green and pleasant place in which to 
live and raise a family.  
  
The Grade II* listed status reflects the architectural and social importance of Byker to our 
national heritage. It is not only important to Newcastle, it is important to the UK and beyond as 
an example of modern post war public housing. It represents the commitment made by a 
forward thinking Council to create pioneering and prestigious social housing for its citizens. It 
was at the forefront of a sea change in UK social housing moving towards a more humane 
architectural style and form than its often brutalist predecessors.  
 
However, unlike many schemes of the same era, Byker was built around an existing 
community and that community was at the heart of the design. They shaped Erskine's vision, 
in some cases as it was being delivered on the ground!, and in doing so created a place in 
which to sustain a strong and cohesive community. While the issues facing Byker have 
changed over the years and are now varied and complex, the original design principles have 
endured the tests of time and, with the necessary investment, can once again meet the needs 
of the community.   
 
Byker’s architectural, landscape and social and community merits are inextricably linked. As a 
comprehensively designed urban environment and home to thousands, the sum of the parts is 
indeed greater than the whole. Byker is special for more than just its ‘bricks and mortar’ it is the 
spirit of what Byker represents, its character, composition, history and community. 
 
 
3.2 Heritage value 
 
English Heritage has confirmed that: “Byker is one of the most influential and pioneering 
European social housing schemes of the twentieth century.  It is a striking example of the 
power of place, well known for the inventiveness and intimacy of its architecture and site 
planning.  It is the first major attempt in Britain to create a dialogue between community and 
architecture, and the greatest achievement of the internationally renowned architect Ralph 
Erskine.  The estate’s influence, both on the evolution of housing design and on the way 
communities are involved in the planning process, has been profound – in Britain and beyond.  
On an international scale, there is nothing to compare it to from the same era.” 



 
 
3.3 Our Approach 
 
As a unique estate with a special set of investment needs and requirements there is no simple 
tried and tested delivery mechanism or funding stream readily available.  The Task Force has 
sought to gather best practice examples from similar estates and to use these to create a 
unique and bespoke model to secure a sustainable future for the estate. 
 
The unique and bespoke model for Byker comprises: 
 

·  Creating a Community Trust for the Byker estate. 
·  Change in ownership/ management arrangements. 
·  Pilot for ‘Place’ based regeneration with integrated: 

- Investment 
- Neighbourhood Management 
- Development 

·  Key role for the community in design and management. 
·  Future management built off existing three star service. 
·  Funding and delivery mechanism making best use of current and future asset 

values. 
 
3.4 Further Information 
 
More detail on the background to the Byker estate is set out in the appendices.  Appendix 3 
sets out a brief summary of the history of Byker and Appendix 4 sets out past and present 
community engagement methods. 
 
 
Section 4 
 
The Regeneration of Byker 
 
 
4.1 To secure a sustainable future for Byker we require: 
 

A) An investment plan to focus on the physical infrastructure of the estate and its 
ongoing management.  (see 4.2) 

B) A regeneration strategy to tackle deprivation.(see 4.3) 
 
The Task Force has ensured that both of these issues are addressed in an integrated and co-
ordinated manner with shared objectives.  In managing the investment programme every 
opportunity will be taken to tackle deprivation.  For example every effort will be made to 
maximise employment, training and enterprise opportunities via the Investment Programme 
and future maintenance arrangements. 
 
4.2 Investment Requirements 
 
There are many factors that contribute to the high investment requirements in the Byker estate.  
These are set out in detail in Appendix 6. 
 



To date £17m has been invested through the Decent Homes programme with a further £18m 
planned for investment over the next 18 months.  There are opportunities for the City Council 
to use prudential borrowing to implement further improvement which are scheduled over the 
next two years.  This work includes an upgrade of the District Heating Systems controls within 
the dwellings and concierge improvements. 
 
Beyond this there are Investment Requirements of circa £44m (see Appendix 7) over the next 
15 years. 
 
The Task Force has focussed its work onto how this level of investment can be secured and 
sustained in the development of Broad Strategic Options for the way forward and future 
Delivery Vehicles. 
 
 
4.3 Area Regeneration 
 
At the same time as investing in housing and infrastructure, in a range of social and economic 
projects and programmes to ensure that deep-seated issues of multiple deprivation are tackled 
comprehensively and residents’ lives improved accordingly. 
 
While the development of the Byker Regeneration Strategy is not the primary focus of this 
report it has been recognised by the Task Force as critically important.  The approach to Area 
Regeneration in Byker is summarised in Appendix 5. 
 
 
 
Section 5 
 
Strategic Options 
 
5.1 The broad Strategic Options for Byker that have been developed and assessed are: 
 

Option 1 – Minimum Intervention 
Option 2 – Limited Change 
Option 3 – Comprehensive Estate Remodelling 
Option 4 – Major Estate Redevelopment 

 
5.2 The detail of the options and the option assessment process was set out in the ‘Interim 

Statement’ to the Housing Minister in December 2009.  This is not replicated in this 
report as the Strategic Options are set out in Appendix 8 and the Strategic Option 
Analysis is set out in Appendix 9. 

 
5.3 The option analysis assessed each option against a number of criteria and scored the 

options based upon their impact in achieving the sustainability outcomes sought and the 
deliverability of the options. 

 
The preferred option arising from this assessment process is Comprehensive Estate 
Remodelling  
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Section 6  
 
Delivery Vehicles 
 
6.1 To achieve the Comprehensive Estate Remodelling outcomes we have reviewed a 

range of Delivery Vehicle Models and assessed their fundability and deliverability. 
 
6.2 Five models have been considered as summarised below: 
 

A) Newcastle City Council/ Your Homes Newcastle Funding 
 

The traditional tried and tested method of social housing investment using a mix of 
borrowing (prudential borrowing by the LA), cross subsidy from other assets and 
grant aid from a range of different funding streams. 

 
B) Public/Private partnership 
 

A partnership with either a contractor/ developer or investor to secure private 
investment secured against a long term revenue return. 

 
C) An unsupported Community Trust 
 

The establishment of a new independent community trust for Byker that owns the 
stock assets and income surplus to fund investment. 

 
D) A supported Community Trust aligned to Your Homes Newcastle 
 

The establishment of a new independent community trust with support from by 
Your Homes Newcastle.  The trust owning the stock and using the assets and 
income surplus to fund investment. 

 
E) Transfer to an existing Registered Social Landlord 
 

An existing registered social landlord using its own resources to be able to fund the 
investment requirements. 

 
6.3 The Task Force has reviewed each of these models in greater detail and all have both 

strengths and weaknesses in relation to the objectives for Byker and a number of 
fundability and deliverability issues arise as a result.  The review of each of the models 
is set out below: 



 
6.3.1 Model A  

 
YHN/NCC using borrowing, cross subsidy and grant aid. 

 
 

KEY ISSUES 
 

Strengths 
 

Weaknesses Comments on Fundability and 
Deliverability 

·  Prudential borrowing methodology in 
use and planned in future e.g. 
Concierge Action Plan 
implementation and Domestic District 
Heating controls. 

·  Cross subsidy potential available 
from city wide assets not just within 
Byker estate. 

·  No change in ownership or 
management arrangements required. 

·  Tried and tested delivery 
mechanisms. 

·  Can move to implementation 
relatively quickly. 

·  Best option for delivery of quick wins/ 
short term investment. 

·  Potential for cross subsidy from other 
revenue savings in the city and core 
funding. 

·  Grant aid availability limited at present 
and likely to reduce with restriction on 
public sector investment in the future. 

·  What other assets are available and 
what is the potential value and 
timetable for release? 

·  Given existing borrowing 
commitments, what further scope is 
there to support more borrowing? 

·  Limited scope for revenue savings. 

·  Given the restrictions on these three 
funding methods unlikely to be able to 
sustain the level of investment required 
even with an extended delivery and 
payback timescale. 

·  Not a tailored solution and does not 
support ‘special case’ treatment. 

·  What can partners contribute in 
short/ medium term? 

 
·  What is the scope of the potential 

assets that can be used to cross 
subsidise? 

 
·  Potential revenue savings of 

£0.5m p.a.  What level of 
prudential borrowing would this 
support and over what timescale? 

 
·  Can we deliver short term 

investment requirements from 
existing resources or do we need 
to seek some additional grant 
assistance? 

 
·  Would other potential revenue 

savings and core funding could be 
prioritised from within NCC 
budget? 

 



 
6.3.2   Model B 
 

Private sector partnership with contractor/ investor using private capital investment in exchange for long 
term revenue return. 

 
KEY ISSUES 

 
Strengths 

 
Weaknesses Comments on Fundability and 

Deliverability 

·  Change of ownership or 
management arrangements may 
not be required. 

·  Shared risk with private sector 
partner. 

·  Partner brings contracting and/or 
investment expertise. 

·  Support for ring fencing Byker 
revenue saving to support Byker 
investment. 

·  Long term commitment from the 
new partner.  Options to look at 
future maintenance arrangements 

·  Investment in public realm and 
district heating could potentially 
generate significant future revenue 
saving. 

·  Scale of revenue savings from the 
level of planned investment 

·  What level of private sector 
investment could this support and 
what would be the payback period. 

·  What is the private sector appetite 
for this model in current financial 
climate? 

·  Can other revenue resources be 
made available to support this 
model? 

·  Requires full, open procurement 
process, with associated costs to 
set up and secure investment. 

·  Does Private sector return reduce 
benefit within Byker e.g. less 
community enterprise potential, 
lower level of investment due to 
higher borrowing costs and profit 
margins. 

·  Would financial institutions allow 
partner to borrow using this method 
and what conditions would be 
attached? 

·  Assume potential revenue savings 
of £0.5m p.a.  If so, what level of 
private sector investment would this 
support and over what timescale? 

 
·  Soft market testing with private 

sector required followed by a full 
procurement process. 

 
·  What terms and conditions would a 

private sector partner require to 
make this method of delivery 
viable? 

 
·  How would a private sector partner 

fund the up front investment costs? 
 

·  Significant initial public sector 
investment/ de-risking likely to be 
needed. 

 
·  Private sector would be required to 

make long term commitment. 
 

 
  

 



6.3.3 Model C 
 

New unsupported Community Trust to use asset value of existing stock and potential development sites. 
 

KEY ISSUES 
 

Strengths 
 

Weaknesses Comments on Fundability and 
Deliverability 

·  Community Housing Trusts have 
been successful in regenerating 
large social housing estates 
elsewhere in the UK- Knowsley, 
Chelmsley Wood. 

·  Housing Trusts have cross party 
political consensus. 

·  Strong local focus on Byker and its 
needs/ priorities. 

·  Can increase local accountability 
and generate other opportunities 
for social enterprises, local labour 
etc. 

·  Would require tenant buy-in and 
vote to transfer into the Trust. 

·  Trust manages risks and benefits. 

·  Scope to isolate Byker from HRA 
and LA financial constraints. 

·  Greater flexibility over time to offer 
better housing mix and tenure 
diversification. 

·  Delayed start to implementation as 
trust established, tenants support 
secured and vote to transfer into 
trust completed. 

·  Change of ownership and 
management (potential loss of 3 
star service?) 

·  Trust arrangements and 
constitution need to be confirmed. 

·  Development sites locally unlikely 
to be able to generate any cross 
subsidy in the short term. 

·  Would need careful explanation to 
get local community and political 
support. 

·  Potential VAT liability. 

·  Dependent upon debt write off 
agreement from CLG  

 
·  Strategy needed to promote 'Trust' 

concept with local community and 
outline potential opportunities and 
risks. 

 
·  What community capacity building 

resources can be provided (inc 
TSA). 

 
·  Can the Byker I&E Account 

generate a sufficient balance to 
support the level of investment 
required to make the scheme self 
financing?  Business Plan required. 

 
·  Potential tax or other financial 

opportunities are afforded by Trust 
status. 

 
·  Limited range of sites available with 

enough value to cross subsidise. 

 



6.3.4  Model D 
 

A new community trust with support from YHN to use asset value of existing stock and potential 
development sites. 

 
KEY ISSUES 

 
Strengths 

 
Weaknesses Comments on Fundability and 

Deliverability 

·  Community Housing Trusts have 
been successful in regenerating large 
social housing estates elsewhere in 
the UK. 

·  Housing Trusts have cross party 
political support. 

·  Strong local focus on Byker and its 
needs/ priorities. 

·  YHN already support bespoke 
Delivery Vehicles e.g. Leazes 
Homes. 

·  Management arrangement remain 
unchanged (3 star service)  

·  Can increase local accountability and 
generate other opportunities etc 

·  Would require tenant buy-in and vote 
to transfer into the Trust but with links 
to YHN maintained. 

·  Trust manages risks and benefits. 

·  Scope to isolate Byker from HRA & 
LA financial constraints. 

·  Greater flexibility over time to offer 
better housing mix and tenure 
diversification. 

·  Delayed start to implementation as 
trust established e.g. tenant support 
secured and vote. 

·  Change of ownership. 

·  Development sites locally unlikely to 
be able to generate any cross 
subsidy at present. 

·  Would need careful explanation to 
get local community and political 
support? 

·  Potential VAT liability. 

 
·  Dependent upon debt write off 

agreement from CLG  
 
·  Strategy needed to promote 'Trust' 

concept with local community and 
outline potential opportunities and 
risks. 

 
·  What community capacity building 

resources can be provided (inc 
TSA)? 

 
·  Can the Byker I&E Account 

generate a sufficient balance to 
support the level of investment 
required to make the scheme self 
financing? Business Plan required. 

 
·  Potential tax or other financial 

opportunities are afforded by trust 
status. 

 
·  Limited range of sites available with 

enough value to cross subsidise. 

 



6.3.5 Model E 
 

Existing RSL to access investment resources 
 

KEY ISSUES 
 

Strengths 
 

Weaknesses Comments on Fundability and 
Deliverability 

·  RSL partner brings in investment 
potential from their own asset base 
or partnering with investors. 

·  Debt write off may not be required 
(or lower level of debt write off)  

·  Would require tenant buy-in and 
vote to transfer to RSL or 
subsidiary trust. 

·  Long term commitment from new 
partner. 

·  Change of ownership and 
management 

·  What is the appetite for RSLs to 
take on this role and what return 
would they require to do so? 

·  Procurement process would delay 
delivery.  Also delays due to 
process for tenants to choose to 
opt for this delivery model and 
change of ownership. 

·  Would this reduce local service 
standards (loss of 3 star 
management service)? 

·  Do RSLs have the level of assets to 
take on this role and how would this 
compare with other potential 
investments (i.e. what’s the 
business case) 

·  Would this have local community 
and political support? 

·  Need to establish procurement 
process and timescale. 

 
·  Soft market testing with major 

RSLs required followed by 
procurement and transfer process. 

 
·  Strategy needed to promote RSL 

and its proposed management 
arrangements with the local 
community. 

 
·  What community capacity building 

resources can be provided and 
what level of capacity is required. 

 
·  What terms and conditions would 

an RSL partner require to make this 
model of delivery viable? 

 



6.4 Having looked at these models in detail each has some merit, yet none 
would be fully fit for purpose to deliver our regeneration and investment 
objectives. 

 
As a result a hybrid model is proposed that would maximise the strengths 
and mitigate the weaknesses of the individual models.  This would ensure 
fundability and deliverability. 

 
 
6.5 Funding Models  
 

Building on best practice from similar investment models for social 
housing estates where decent homes programme have been delivered 
there are two potential funding methods: 
 
A) Local Authority Borrowing. 

 
Using prudential borrowing to support the overall investment 
programme and meeting the loan repayment from the revenue 
budget.  The initial assessment of this borrowing option means it 
doesn’t appear viable for the scale of the investment required. 
 
As the Local Authority continues to own the asset, debt write off 
within the HRA is unlikely to be approved.  Consequently the 
revenue resources to service the debt could not be sustained. 

 
While initially this looks unviable further financial modelling is 
required to ascertain that this is definitely the case. 

 
B) Release Asset Value 
 

By the creation of a ‘Community Trust’ the stock is transferred to 
the trust and the debt and subsidy arrangements within the HRA 
removed for the Byker estate.  This then enables a revenue surplus 
to be created (between £1.5m and £2m per annum) to service the 
investment debt plus future revenue savings. 
 
This offers the most potential to secure the level of investment 
required in Byker, but considerable development work is required.  
These are set out in more detail in the Next Steps within Section 7 
of this report. 
 



 
6.6 The Hybrid Model Proposal 
 
 

The Byker Delivery Vehicle needs to have a broad operational basis in 
order to be a positive driver for change in the area.  It requires a strong 
vision and needs to provide leadership to manage the changes that are 
required to create a more sustainable community with a strong degree of 
community involvement and ownership.  It will also need to manage the 
Byker Investment programme of comprehensive estate remodelling 
operating within its funding constraints and this will include Neighbourhood 
Management in its broadest sense, incorporating a strong focus on 
tackling socio economic deprivation. 
 
A future development role would be a positive driver for change in the 
area to broaden the housing offer and generate further resources for 
future investment. 
 
The objective is to ensure that the delivery vehicle not only effectively 
manages investment and secures a commitment from the private sector 
but also within the city is a pilot for ‘place based regeneration’ offering a 
unique solution to a unique set of circumstances. 
 
To achieve these objectives a hybrid of the delivery vehicle methodologies 
is required.  Existing planned and additional investment using borrowing, 
cross subsidy and grant aid will continue to be utilised. 
 
It is considered that the creation of a form of Community Housing Trust 
that will be able to engage with local people, public bodies and the private 
sector offers the best prospect of sustainable investment, real socio-
economic change and local involvement and pride. 
 
It would be premature to confirm categorically that this is the 
recommended model until the financial model and governance 
arrangements have been tested.  However, a pre-requisite of this way 
forward would be a significant change in financing arrangements and a 
transfer of ownership to release historic debt and unlock the asset value in 
the estate, which will then enable private sector investment to be sourced.  
This, of course, will also be dependent on the agreement of the Byker 
residents. 
 
Initial soft market testing with both developer partners and financial 
institutions has been encouraging and rapid progress on the next steps 
are crucial to secure these future opportunities for this iconic estate and its 
residents. 
 



Even under this option, some initial investment/de-risking may be needed, 
plus dedicated funding for wider regeneration work.  Newcastle City 
Council will look at how to fund initial de-risking investments by prudential 
borrowing, provided that this could be paid back either through savings 
from the investment, the headroom provided by reducing debt, or by 
repayment at the point of transfer of the assets.  In addition Newcastle 
City Council is prepared to commit to funding the set up costs of the new 
Community Trust.  As well as writing off the debt for Byker to enable 
investment headroom the Government also needs to be able to confirm 
the next phase of Decent Homes funding to allow that to proceed in Byker. 
 

6.7 The creation of a community trust offers a number of potential benefits 
which are summarised in the table below: 

 
Community Housing Trust Rationale 
 

Financial Non Financial 

1. Takes Byker out of LA financial constraints. 

2. Creates options to take Byker out of HRA 

3. Creates free standing Byker trading 
accounts. 

4. Trust can take on development function to 
generate income. 

5. Trust can utilise its assets to support 
investment. 

6. Access to other funding streams available 
to Charities and Trusts. 

7. Taxation benefits (VAT risks!) 

8. Trust controls its own income and 
expenditure account. 

1. Independence of Trust. 

2. Bespoke constitution for Byker. 

3. Combines and integrates 

·  Investment 
·  Neighbourhood Management 
·  Development 

4. Governance arrangements specific to 
Byker. 

5. Increased accountability. 

6. Greater management role for tenants and 
increased tenant involvement. 

7. Can build upon existing management 
arrangements (3 star service). 

8. Greater flexibility to respond to local 
circumstances and opportunities. 

9. Trust membership brings in independent 
expertise. 

10. Potential for role of Trust to develop further. 

 

 

 

 
 



Section 7 – Conclusions, Next Steps and Recommendatio ns 
 
 
7.1 Conclusions 
 

·  Over the next 15 years the additional investment requirements to 
ensure  the future of the Byker estate amount to £44m. 

 
·  The preferred strategic option for the estate is Comprehensive 

Estate re-modelling. 
 
·  The current momentum of investment within the estate needs to be 

sustained using a mix of borrowing, cross subsidy and grant aid 
from a range of funding partners. 

 
·  Longer term investment requires the inherent asset value within the 

estate to be unlocked. 
 
·  A housing trust model appears to offer the best delivery and 

governance opportunity for Byker, providing a range of financial 
and non-financial benefits. 

 
·  The housing trust would own the stock and neighbouring 

development sites and would deliver a number of functions: 
 

- Providing estate housing management services. 
- Managing the investment programme. 
- Leading on future development opportunities. 
- Providing a comprehensive neighbourhood 

management service for the estate. 
 

 



 
 

 

�����������	
����
�  ���������	
����
�
��	
�  

����
	�
�����������	�
����	
�  ���
����
�	�
���
�����	���	������	

��
�	����
�	
�  ���
	����	����	���
	������
������	

���������	��	��
	���
	��	���	���
	
	

��
���������
��
�  ��	���������
	����
�	������	

�������	
����
	
�  ����
	���	����
�	
�   �!"�#	����	��	�����������	$% �� 	

�
�����	���������	
�  ���������
	�
����	�
����
�	
�&						 	

'�������	(
�����	����
�	
	

�

��
������� 	
�  )	����	��	���������	*����	���	


��
�	
�  +����	���	����
	���
�	

�
�
�
������	
�  ,
�	���
	���	��
	���������	��	

�
����	���	�����
�
��	
�  
�����	��	-������	�����
�
��	

�
����
�	./�0	
�  1������	���	�
���
��	

�
��������	������	��
	�
��	��
	
��	����
��	���	�����
	���
�	����
�	

	
 

������
��
��
�  )���������	���
���
��	��	

233�������	�
-���
�	��	����
�
	
�����
�
����
	
����
	�
4
���
����� �

�  ����
��	���
����	��	���
���
��	
��	�
	�������
�	����	�	���	��	
�����
�	

�  5���
�	�
��	���
���
��	�
-���
�	
���
�	����
	������	��
	
����
	��	�
	
������
�	

�  (������	*����	���
��	�	��
��	
�����������	���	
��
�6	���������	�	
����
	��	���������	���	���4
���������	�
�
����	

�  )	�����	�����	���	��
	�����	���	
�
����������	�
�
����
��	���
�	
���	�����	�
��
	�	����
�	��	
���������7	

o �����
	��
	���
���
��	
��������
	

o 5
��	��	�����
	
�
�
����
��	
�����������
�	

o +�����
	�
�����������	
�����
�
��	.���������	
�������	�����
�
��0	

���
���
��	
8
-���
�
��	



 
7.2 Next Steps 
 
The next steps in the Byker investment programme are crucial to ensuring that 
sustainable outcomes are achieved in Byker. 
 
Key activities include work on:- 

 
·  Financial Modelling. 
·  Future Governance. 
·  Programme Development. 

 
7.2.1 Financial Modelling 
 
There are still a significant number of questions to be answered as to how the 
funding arrangements within the community trust model would operate.  These 
need to be tried and tested to ensure the most robust financial model is created 
in order to make the solution for Byker sustainable.  Above and beyond the 
resources identified. 
 

·  The initial task is to build upon the financial assistance pledged by the City 
Council (See Section 6.6) and to define what the other and its partners 
can contribute to the Investment Programme and then clearly define the 
“gap” that needs to be funded. 

 
·  The development and testing of a “business plan” for the estate.  This 

would test the variables and seek to establish the preferred financial 
model for the estate and Trust.  It is proposed that specialist consultants 
be appointed to provide additional expertise in this area of work and to 
provide independent validation of the “financial business plan”. 

 
·  Establishment of short term funding packages for the quick wins within the 

investment matrix funded from a mix of borrowing, cross subsidy and 
grant aid from the partner organisations. 

 
·  Development of the “contracting” model to be used by the Trust to deliver 

the Investment Programme. 
 

·  Securing the investment resources from the private sector partner or 
financial institutions depending upon the nature of the preferred 
“contracting model”. 

 
·  Ensure that the financial model captures investment value and future 

uplifts in value. 
 
 



7.2.2 Future Governance 
 
Governance via a community trust model requires considerable developmental 
work which includes:- 
 

·  Modelling of the standalone delivery vehicle. 
 

- What will the trust structure be? 
- How will it operate? 
- Support/administrative requirements. 
- Development/capacity building requirements. 

 
·  Drafting the Trust constitution to ensure it is fit for purpose and able to  

deliver against its operational objectives of:- 
 

- Broad-based neighbourhood management (including housing 
management. 

- Investment programme management. 
- Development of sites and underused buildings. 

 
·  Establishing the management board structure and membership. 
 
·  Community Development 

If a Trust offers the means to secure long term investment the final 
decision rests with the residents as to whether they would wish to opt for a 
voluntary transfer.  Community development work will be required to 
ensure this is a fully informed decision. 
 
Additional capacity building for those residents who would seek to become 
Board members. 
 

·  Formal Approvals 
The establishment of a Trust would require the agreement of the City 
Council and the Your Homes Newcastle Board to this course of action and 
then subsequently a vote by the residents on the estate. 
 
 

7.2.3 Programme Development 
 
Building upon the ongoing “modern homes work” and planned further investment 
supported by prudential borrowing, the momentum needs to be sustained to 
move smoothly towards longer term investment delivery via the Trust.  This 
would involve:- 

 
·  Preparing a flexible master plan for the estate in order to create a 

design strategy for improving the public realm with a view to 



strengthening local distinctiveness, mitigating crime and anti-social 
behaviour problems, rationalising vehicle circulation and parking, as 
well as improving waste disposal and recycling arrangements.  The 
master plan would address other key priorities such as the main 
Raby Street thoroughfare from the Wall to Raby Cross and Bolam 
Coyne where many of the vacant buildings are located.  The 
flexibility of the plan would accommodate changing needs of 
residents and future housing demand patterns. 

 
·  Producing an estate wide feasibility study into the future role of the 

non-residential buildings with priority given to the future of 
prominent vacant/underused buildings such as Avondale House.  
The Hare and Hounds and Bolam Coyne. 

 
·  Further development of the District Heating System feasibility work 

already commissioned by YHN.  As well as a sustainable energy 
source for the system it could incorporate options for an ESCO to 
supply heat and power together with consideration of photovoltaics 
to the roof of the “Byker Wall”. 

 
·  Integration of actions contained in the Regeneration Strategy with 

the investment programme.  Maximising the social benefits arising 
from investment through local labour agreements, training and 
apprenticeships and future maintenance via social enterprises, etc. 

 
 
7.3 Recommendations 
 

1. The work of the Task Force should continue until March in order to enable 
progress to be made on the issues set out in the Next Steps section. 

 
2. By March the Task Force should have completed a series of tasks to 

progress the delivery vehicle model incorporating; 
 

·  Testing the financial model. 
·  Developing the Trust structure. 
·  Producing an outline investment programme (inc. feasibility 

studies, master planning and physical investment work). 
 

3. Work should continue in order to highlight key decisions that are required 
to achieve comprehensive estate re-modelling, including clarity on debt 
write off and the progress of short term funding proposals. 
 

4. During February revised governance arrangements will be established to 
enable implementation of the Task Force proposals, subject to the 
approval of the Housing Minister.



 


