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CHAPELCROSS (CX) SITE TRANSFORMATION - PROGRESS UPDATE
1.
Purpose of Report
1.1
The purpose of the report is to present Members with an update on the Chapelcross
(CX) site transformation progress and activities, following approval at the Full Council
meeting on 26 September 2019 to set up the new CX Programme (Chapelcross Site
Transformation Programme) ].
1.2
This report includes information on a high-level timeline of planned activities and
milestones as an initial baseline reference for CX Programme detailed planning,
monitoring progress and reporting. It also provides Members with an an assessment of the
matters currently included in the CX Programme risk, assumptions, issues and
dependencies log.
1.3
Elected Members are also provided with a CX Programme Member engagement
proposal to underpin the ambitions for the CX Programme and the evolving vision.
2.
Recommendations
Members are asked to: 2.1
note the progress that has been made by the CX Partners in the mobilisation of a
new CX Programme (Section 3), including the drafting of a management and control
framework for the CX Programme (Appendix 5);
2.2
note the progress that has been made in made in aligning the Nuclear
Decommissioning Authority (NDA) grant payments and grant conditions with the new CX
Programme Mandate as set out at paragraph 3.14;
2.3
note the progress in securing internationally recognised experts and influencers to
present and contribute at the CX Green Energy/Economic Growth workshops set out in
paragraph 3.17 and 3.18;
2.4
note the draft CX Programme milestone and activity plan baselines contained in
paragraphs 3.22 and Appendix 5;
2.5
agree the programme of Elected Member focussed activities, to support Members
to contribute and effectively influence the success of the CX Programme as set out in
paragraphs 3.25 to 3.27;
2.6
note the assessment of the risk, assumptions, issues and dependencies log and the
CX Programme delivery confidence observations set out in paragraph 3.28 to 3.31 and
Appendix 3, and
2.7

note the forward view of Programme activities in paragraphs 3.36 to 3.37.
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3.
Considerations
3.1
This is the first CX Programme report to the Economy and Resources Committee
since Full Council approval to start the next stage was granted in September 2019. That
decision demonstrated the Council’s confidence in its ambition to play a key role in the
successful transformation of the Chapelcross site over a long timescale.
3.2
CX Programme success will be significantly affected by the Council’s ability to
influence and deliver the step change described in that report. Step change is required of
all CX Partners and it is essential that this ambition is converted into action and progress
to deliver agreed commitments.
3.3
The Chapelcross site has been subject to efforts to develop and deliver a
transformational proposal over a period of many years. These efforts have created a
valuable knowledge base in support of beneficial future land use and have helped to
expose some barriers to progress. They have also informed the current delivery route-map
and the ongoing mobilisation of the new Programme. A more comprehensive
understanding of the barriers to progress, risks and opportunities will be captured by the
programme management process and future programme stages.
3.4





The headline objectives for the new CX Programme as agreed at Full Council are:
To create a large-scale strategic mixed-use employment site for Borderlands with
significant wider economic impact.
To support the development of green energy production, storage and distribution
solutions.
To maintain 100% beneficial use of the site over the full decommissioning period to
2095 (in line with Energy Act 2004 requirements) and beyond.
To make a significant contribution to the achievement of UK’s 2050 net zero carbon
target.

3.5
The new CX Programme seeks to “re-focus” the CX site proposition and build
delivery confidence for the transformation of the site (and beyond). The 10 to15 year life of
the Borderlands Inclusive Growth Deal must deliver outputs and outcomes that act as a
good foundation in support of the transformation of the full 200ha of land to 2095 and
beyond. The outcome is not just about what happens within the site boundary, it is also
about the role of collaboration with others in the delivery of a shared vision of a brighter
future, and the added value that can bring.
3.6
The CX Programme needs to be ready for a quick start on day 1 following the
Borderlands Growth Deal award. This is essential if we are to take full advantage of the 10
to 15 year funding envelope provided by the Deal.
Programme Update
3.7
Progress with the CX Programme mobilisation activities and ongoing CX
Borderlands business case development is ongoing and, currently, provides adequate
delivery confidence that both stage tasks will be completed in line with Borderlands Growth
Deal timetable for 2020 (Appendix 2).
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3.8
The CX Programme mobilisation and the accountability for progressing Programme
activities currently rests with the DGC Senior Leadership Team (SLT). The SLT has
delegated the lead role to the Head of Economy and Development. This will remain the
case until the CX Programme Delivery Board is established in Q1, 2020.
3.9
The CX Programme Start-up (mobilisation) Plan, Appendix 2B, has been
developed with the nominated the CX Partner Leads. The objectives of the start-up plan
have been refined to establish a fit for purpose CX Programme delivery framework, deploy
a refreshed programme team and to identify programme competence gaps which need be
to be filled.
3.10 Current activity focus for mobilisation is the preparation and delivery of a full day CX
“strategy workshop”. Our intention is to hold this workshop on the Chapelcross site. It is
essential that the CX programme has an embedded presence on the site, to better support
the engagement of multiple stakeholders and potential co-delivery partners required to
support successful site transformation.
3.11 The level of Member and Officer engagement is currently perceived to be lower
than needed at this point. This will be addressed through the Programme activities outlined
in this report.
3.12 The current CX Partners are DGC, the Nuclear Decommissioning Authority (NDA)
and Scottish Enterprise (SE), and all have identified officer leads in support of the
deployment of the mobilisation plan. It is anticipated that Partnership will evolve to include
other partners as the programme requirements evolve.
NDA Engagement
3.13 NDA lead officer appointments have been confirmed in a letter to the Chief
Executive by the NDA Chairman. The Chairman’s letter resulted from the Chief Executive
led delegation joining the NDA Main Board meeting in October 2019, on the Chapelcross
site. The 90-minute presentation and roundtable discussion covered the role of the
Borderlands Growth Deal, the new CX Programme mandate and our approach to socio
and economic development. It provided challenging and constructive dialogue with the
NDA Main Board and re-affirmed CX site transformation as a corporate objective within the
NDA Business Plan.
3.14 In March 2018, the NDA approved a £495k grant (Beyond Chapelcross Phase II –
South of Scotland Energy and Enterprise Park) for release in stages over a 5-year period.
Year 1 Grant payment was made without the need of application from the Council, as a
first payment. Year 2 claim was not made due to resourcing issues within the Council
however we have now brought NDA grant claims up-to-date and agreed to align the grant
conditions with the delivery of the CX Programme Mandate. This alignment activity will be
used to establish a process to request additional funding as the programme progresses.
NDA are working with MAGNOX to assess the practicalities and timescales associated
with establishing a CX Programme presence on the CX MAGNOX site.
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Scottish Enterprise Engagement
3.15 We are working with SE to establish similar levels of visibility and support from its
executive team as we have with the NDA. The role of SE may change with the
establishment of the South of Scotland Enterprise (SOSE). Consequently, offciersare
seeking to understand the future role SOSE might play and a best fit governance structure
regarding CX for the next stage and the 10-15 year Borderlands Deal period.
3.16 SE have provided senior level support for the development of the Green Energy/
Economic Growth Workshop proposal. This has proved to be invaluable, as SE are very
well connected in this across the UK, and are familiar with current Government policy
drivers, initiatives together with commercial interest from the private sector and have
helped to identify key speakers and delegates and shape the workshop agenda.
3.17 SE have also offered Scotland House, as the London venue for the workshops at no
cost to the Council. We have met with Scotland House team including representatives from
Scottish Government and Scotland Trade International and are progressing discussions
with them in support of the workshop. SE have also played an active part in brokering
discussions between DGC and major transformational sites where lessons can be learned
for the benefit of the CX Programme.
3.18 We are currently procuring consultancy support to deliver the complete CX Strategic
Outline Business Case (SOBC), and SE have offered support in the SOBC co-creation.
The Development of a Management and Control Framework for the CX Programme
3.19 CX Programme Delivery Framework (Appendix 1A) supports the design and
deployment of fit for purpose programme management arrangements. The framework
brings together the ingredients necessary to provide a transparent and accountable
methodology for the programme management of the CX Programme and its constituent
projects and activities.
3.20 Members should note that Appendix 1A has been annotated to signpost
Programme Delivery Framework reference documents. These are listed below in Table 1,
and can be inspected within the Report Appendices.
TABLE 1:
CX Programme Delivery Framework and list of mobilisation reference
documents
Appendices

Notes

1

These appendices
will be considered
and may be further
developed through
the preparation

Governance
Appendix 1A – CX Programme Delivery Framework
Appendix 1B - CX Route-map... to a shared vision of a
brighter future
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2

3
4
5

6
7
8
9
10

Plans and Schedules
Appendix 2A - Activity and Milestone Schedule
Appendix 2B - Mobilisation Plan
CX Programme RAID Log (Risk, Issues, Assumptions,
Dependencies)
Programme Performance Report (template proposal)
CX Programme and Project Board Agenda
(draft template for consideration at Strategy Workshop)
Appendix 5A - Programme Delivery Board
Appendix 5B - Project Delivery Board
CX Programme Organisational Context
Briefing and Team Induction (engagement model)
Team Communications: (example) CX BULLETIN 1
Ice Breaker – for use in workshops, meetings and selfassessment
Chapelcross site plan NDA/Magnox
Freehold/Leasehold Land

30 January 2020

and delivery of the
Strategy
Workshop.
Each appendix will
be subject to
acceptance by the
CX Programme
Delivery Board,
when established.
A competence/
capability audit
/review is needed
to establish
learning and
development
needs

3.21 The CX Programme Delivery Framework is based on current (portfolio, programme
and project) best practice thinking. Further development of the framework principles and
detail will ensure that it satisfies key characteristics necessary for effective and efficient
governance. The CX Programme Delivery Framework and constituent documents will be
subject to approval and adoption by the CX Programme Delivery Board, when established.
Programme Milestones and Reporting
3.22 Appendix 2 captures plan baselines in support of programme delivery tasks
(Appendix 2A) and programme mobilisation (Appendix 2B) and will be the baseline
reference for planning and reporting. When established, the CX Programme Delivery
Board should be made accountable for confirming and further developing the programme
baseline(s) and reporting progress against them.
3.23 Draft Terms of Reference (ToR) for the initiation of the CX Programme Delivery
Board (Appendix 5A) and the CX Project Board (Appendix 5B) and a draft Performance
Update Report dashboard (Appendix 4) for review/adoption.
3.24 Formal CX Programme reporting to SLT will commence in Q1 2020. Programme
reporting and engagement of Members is described in the next subsection.
Elected Member Engagement Activities
3.25 Elected Members have made it clear that they expect the new CX Programme
arrangements to include appropriate engagement with them. An initial draft schedule of
engagement events for Members has therefore been developed. The number and
frequency have been nominally set as:

An annual report to the Economy and Resources Committee

An annual report to Full Council
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Workshops in support of reports and key decisions – twice per year

3.26 Where there are key decisions or matters that require Elected Member scrutiny, or
Members require additional information, then the CX Programme will provide the
necessary reports and/or organise workshops.
3.27 CX Programme Delivery Board, following confirmation of the full Board in Q2 of
2020, will be expected to establish a CX Programme Stakeholder Group. The CX
Programme intends to develop a formal communications and engagement process and
plans within Q2 2020.
CX Programme risk, assumptions, issues and dependencies (RAID) log assessment and
recommendations
3.28 The immediate risk management action since the decision of Full Council in
September 2019 has not been to draft process or extensive guidance. Instead focus has
been on developing further strategic level clarity of delivery confidence and then exploring
what needs to be done to create the required step change in delivery confidence.
3.29 Officers have carried out a review of the RAID log and have identified that there is
work to be done with regard scope and content detail. The current RAID log has a low
level of maturity. RAID process needs to be developed to provide a suitable reference in
support of the CX Programme Delivery Framework.
3.30 Officers have noted delivery confidence observations in a number of areas, in
summary:

Programme Critical Success Factors (CSF): we need to focus on full delivery of the
short term (CSF) factors to create an appropriate foundation on which to build the
programme business case.

Significant levels of due diligence are required regarding statutory stakeholders, CX
land and existing operational contribution and role within the energy grid in order to
have confidence in development cost, timescale, feasibility etc.

Consultation with statutory stakeholders is at an early stage or has not started
(stakeholder requirements are not known).

Lessons learned from similar programmes need to be captured and embedded in
the CX Programme approach to avoid CX making the same mistakes.

A dedicated resource (special purpose vehicle (SPV)) capability with appropriate
authority, capacity and capabilities may be required to lead the development and
delivery of the business case at some point in the future. This may take a significant
time to design, agree and deploy and has potential to delay progress or put the
transformation on hold for several years and consume available delivery time.

The Partners and the Council have only limited experience in orchestrating the
scale and nature of Borderlands/Chapelcross change and need do identify/close
gaps in their portfolio, programme and project management competence and
capabilities, where appropriate

We need to establish process to support due diligence activity for the overall
development and options for potential future land purchase or transfer of specific
plots.
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Delivery of the CX Programme requires a dedicated competent resource to drive
success. Attempting to progress the programme with resources deployed on a part
time basis from operational teams without relevant experience will drive failure.

3.31 The RAID log (Appendix 3) has been updated and, where reviewed, response
notes included against individual items. The RAID log and review will be further developed
for consideration in support of and as a consequence of the Strategy Workshop.
Developing and Agreeing the Vision for Chapelcross
3.32 The CX Strategic Outline Business Case (SOBC) for Borderlands is being
developed in line with Treasury Green Book and Best Practice Programme Management
(Managing Successful Programmes) guidance. This recommends a staged approach to
the development of the full business case. The guidance recognises that the Programme
vison develops with each iteration of the business case. The CX approach blends the
guidance and theory with Borderlands requirements to create a pragmatic governance
framework.
3.33 The vision produced through this process will be included within the refreshed CX
SOBC for approval by both Governments in the summer of 2020. Appendix 2A provides
the planned timeline and key steps for CX business case development.
3.34 The Programme Delivery Board will be required to engage key stakeholders to
demonstrate highest level sponsor support for the evolving vision for the future of
Chapelcross. This requires the CX proposal to be clearly stated in a format that balances
detail with simple and effective messaging.
3.35 In recognition that this is a major task, we have learned from colleagues at Scottish
Borders and their experience in promoting Borders Railway. Their proposal, “Borders
Railway. Maximising the Impact: A Blueprint for the future” secured explicit support for the
vision from the First Minister and commitments for its delivery from Council Leaders,
Transport for Scotland, Scottish Enterprise and VisitScotland (see hyperlink in references
to document). As such, it provides a pointer for a bespoke “vision for the future of
Chapelcross” document to be used as a tool to encourage appropriate conversations with
policy makers, developers, partners etc in support of the next stage business case
development and delivery.
Forward View
3.36 The forward view is captured within Appendix 2A activity and milestone schedule.
Essentially, we have two core Tasks and a Member Oversight Task to deliver within the
scheduled 2020 period to enable support of a decision (line 26) by the Council to
commence the next stage, which will be the subject of a further report.
3.37 The Programme tasks have been subject to schedule slippage and the available
slack in the programme has been used. This needs to be addressed by the Partners. It is
intended that the mobilisation plan Strategy Workshop will provide the necessary trigger to
drive the required levels of focus, collaboration and commitment associated with a step
change in our approach.
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4.
Governance Assurance
The Corporate Management Team have been consulted as part of the preparation of this
report and all are in agreement with the information contained in the report.
5.
Impact Assessment
This report does not propose a change in policy, the formal adoption of a plan, policy or
strategy it is not necessary to complete an Impact Assessment.
Author(s)
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Mark Fulton

Strategic Project Lead (Interim)

mark.fulton@dumgal.gov.uk
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APPENDICES – 13
Appendix 1A
Appendix 1B
Appendix 2A
Appendix 2B
Appendix 3
Appendix 4
Appendix 5A

-

Appendix 5B Appendix 6
Appendix 7
Appendix 8
Appendix 9
Appendix 10

-

Governance: CX Programme Delivery Framework
CX Route-map... to a shared vision of a brighter future
Activity and Milestone Schedule
Start Up (Mobilisation) Plan
CX Programme RAID Log (Risk, Issues, Assumptions, Dependencies)
Programme Performance Report (Template Proposal)
Programme Delivery Board (Template to be completed for consideration
at Strategy Workshop)
Project Delivery Board (Template to be competed for consideration at
Strategy Workshop)
CX Programme Organisational Context
Briefing and Team Induction (Engagement Model)
Not included
Not included
CX Site NDA/Magnox Freehold/Leasehold Land Discovery

BACKGROUND PAPERS
26 September 2019 – Dumfries and Galloway Council – Item 8 - Chapelcross (CX) Site
Transformation – Approval to Start the Next Stage
https://dumfriesgalloway.moderngov.co.uk/26.09.19 Item 8
25 September 2018 – Dumfries and Galloway Council – Exempt Item - Borderlands
Inclusive Growth Initiative
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CX Project website: https://www.cxproject.co.uk

CX video clip - A Vision for the Future of
Chapelcross: https://www.youtube.com/watch?v=7H1jLHi0bPY

Borderlands Partnership website: http://www.borderlandsgrowth.com/

Heads of Terms-Borderlands Inclusive Growth Deal

UKG Press release 1 July 19 - Borderlands Inclusive Growth Deal

Scottish Borders proposal, “Borders Railway. Maximising the Impact: A Blueprint for
the future
Previous work by the CX Partnership in support of site transformation

CX Development Framework :
https://www.dumgal.gov.uk/media/16994/Chapelcross-Development-FrameworkSupplementary-Guidance/pdf/Chapplecross_development_framework_.pdf

CX Development Framework Appendices:
https://www.dumgal.gov.uk/media/16993/Chapelcross-Development-FrameworkAppendies/pdf/Chapelcross_development_framework_appendices._pdf.pdf
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