
 

APPENDIX 1 

Town Deal Full Business Case Summary 
 
 

Project Title Carlisle Southern Gateway  

Project Description 

Carlisle Station and the Citadels form the Southern Gateway for Carlisle city centre; here the coalescence of road, rail, bus services and impressive 

buildings offer a strong sense of arrival at what is the physical and practical gateway to the heart of Carlisle.  

The importance of this area is strongly recognised within the Borderlands 

Inclusive Growth Deal, with plans for major investment to upgrade to the 

Station focused on access, parking, passenger facilities and Court Square 

alongside ongoing work to develop a new University Campus within the 

Citadels.  Supporting these, improvements to Devonshire Street and the 

reuse of the Central Plaza Hotel site are proposed as part of Carlisle’s 

Future High Street Fund proposals. 

These improvements are significant and will have a real impact for 

Carlisle. The Southern Gateway project will deliver a transformative 

programme of public realm and access improvements which will bind 

these opportunities and deliver a step change in movement and sense of 

place at the heart of Carlisle. Components within this programme include 

public realm and access enhancements to English Street and Botchergate, 

which will tie in and link to other schemes in the area on Court Square, 

Victoria Viaduct and Devonshire Street. Figure 1 highlights the areas for 

intervention within the project. 

Figure 1 – Carlisle Southern Gateway site area.  

 

 

 

 

 



 

Project Design Details 

The concept designs highlighted below provide an indication of the interventions the project will deliver.  NB. Designs are concept designs and will be 
reviewed and updated during the detailed design process. 
 
English Street Concept Proposals  
 

 
 
 



 

Botchergate  
 

 
 
 

Project Rationale 

The Town Investment Plan is clear in the ambition for Carlisle to act as a regional economic engine which meets the needs of residents, visitors and 

businesses alike.  To achieve this, it seeks to draw out the opportunities created by its connectivity, vibrant city centre and role as a university city and 

the opportunities surrounding St Cuthbert’s Garden Village. 

Whilst the ongoing schemes at the Station, Citadels and others provide the opportunity to invest in the public realm and make a more attractive place, 

a coherent and comprehensive package of improvements are also required to tie these investments together and secure the full benefits of investment 

in the city.  

The scheme looks to directly support the TIP ambition and complement other investment in the City Centre through the delivery of a high impact 

gateway proposal, building on the investments delivered through Borderlands and the Future High Street Fund to ensure the heart of Carlisle reflects 

the role and potential of the city.  These measures will also support the drive to promote active, public and integrated transport which are central within 

the Town Investment Plan. 

The Town Investment Plan focuses on the following 5 strategic objectives to address key issues and opportunities: 

 Growing City 

 Vibrant City  

 Connected City  

 Destination City  

 Resilient and inclusive City  



 

The link between this proposal and the objectives for the Town Investment Plan are further summarised below, it will: 

Growing City 

 Enhance the perception of Carlisle as an excellent place to live, work and invest; 

 Support Carlisle’s credentials as a University City; delivering high quality public realm adjacent to a new University Campus; 

Vibrant City 

 Make the City centre a more attractive place where residents and visitors want to spend time; 

 Directly support the retail and evening economy; 

 Ensure Carlisle is accessible by a wide range of sustainable and active travel modes; and 

 Support the delivery and integration of the university campus at the heart of the City Centre. 

Connected City 

 Facilitate active travel, increase the number of journeys made by walking and cycling, and make it easier for pedestrians and cyclists to get 

around the City; 

 Improve the City’s low carbon transport provision; and 

Destination City 

 Strengthen the visitor and leisure offer in the city centre by providing a stronger focus to key heritage and cultural assets and promoting easier 

access to the historic core of the city. 

Resilient and Inclusive City 

 Establish Carlisle an exemplar in clean growth, placing environmental sustainability at the heart of the city; and 

 Ensure Carlisle’s public spaces can promote social distancing and wider adjustments created by COVID-19. 

Project Aims & Objectives 

The Southern Gateway project seeks to address both the issues identified in the TIP as well as contributing towards achievement of the wider vision 
for the City through delivering targeted, high quality public realm improvements in priority areas in the town centre.  Through delivery of the individual 
components of the scheme, improved links to the station, new university campus the retail core will be delivered.  Public realm improvements will 
create greener and more welcoming public spaces with an improved pedestrian offer and safer cycle routes. 
 
This project is directly aligned with the local transport objective of the Town’s Fund, with a focus on upgraded road infrastructure, and new and 
upgraded cycling and walking facilities. The project will also contribute to urban regeneration by enabling the delivery of new public spaces through the 
reallocation of existing highway space. 
 
The objectives of this project include: 



 

 Provide a high-quality gateway to Carlisle; showcasing it role as a key city; 

 Transform public realm and the quality and usability of space within the City Centre; 

 Enhance the physical connectivity of major development sites within the City Centre; 

 Deliver a step change in movement and sense of place at the heart of Carlisle.  

 Bolster the perception of Carlisle to residents and visitors; 

 Strengthen the strategic interchange role played by Carlisle Station. 

Core outputs will be further refined through development but are focussed around public realm and streetscape improvements to reduce the 

dominance of motor vehicles, reducing carriageway width, increasing pedestrian space, enhanced cycle provision and improved crossing points. 

English Street 

 Improvements to streetscape and public realm, green infrastructure, new pedestrian space and dedicated cycle infrastructure; 

 Reduced carriageway width, table-top treatment to demarcate pedestrian space at crossing points; 

 Improved bus stop infrastructure 

 Enhanced pedestrian and cycle crossings.  

Botchergate  

 Improvements to the streetscape and public realm, increased pedestrian space; 

 Improved crossing points to demarcate pedestrian space.  

 Junction improvement to support the change in traffic movement from Tait Street to Crown Street.  



 

 

                                                 Above: Visualisation of the English Street scheme with enhanced public realm and new cycle provision. 

Policy Context 

This proposal seeks to enhance transport infrastructure and public realm within the heart of Carlisle; this is critical in allowing Carlisle to establish a 

stronger regional role, driving of productivity gains and the wider rebalancing of the UK economy. 

This proposal also seeks to promote more active and sustainable travel options within the City Centre; looking to capitalise on the opportunities 

surrounding Carlisle Station and its role as a key transport interchange.  The focus on active and sustainable travel is aligns to the Government’s 

strategy for increasing active travel (Gear change: a bold vision for cycling and walking, DfT, 2020), the need to decarbonise transport (Decarbonising 

transport: setting the challenge, DfT, 2020) and the role of cleaner networks in supporting successful places, as identified in the Towns Deal 

prospectus. 



 

The proposal also enjoys strong synergies with the Cumbria Local Industrial Strategy (LIS) and the emphasis this gives to our places as drivers of 

change; within this, it highlights the important role Carlisle plays within Cumbria and the wider Borderlands Region. The project also supports the LIS 

ambition to drive clean growth, affecting the decarbonisation of the Cumbrian economy and places within it. 

Supporting this, the project provides significant additionality to range of funding programmes, aligned with and supporting the delivery of major 

development sites identified through Borderlands (Carlisle Station, Citadels and Riverside).   

The project aligns with objectives within the Carlisle Local Plan including the focus this gives to key development sites within the heart of the city 
centre, ambitions to promote the role of active and sustainable transport in growth of the city together with the role and operation of retail in the heart of 
the city centre, including the creation of a stronger evening economy.  Crucially it creates a city centre that is attractive and in which people would wish 
to live.  
 

Outputs & Outcomes 

The project will deliver the following direct outputs;  
 

 0.54Ha of enhanced public realm and greenspace 

 695sqm of upgraded pedestrian environment  

 135m / 407sqm of new segregated cycleway 

 2,295sqm of upgraded highway surfacing.  
 
The project will also deliver the following wider benefits; 
 

 Increase in walking and cycling journeys into the City centre. 

 Road safety improvements. 

 Public realm improvements. 

 Increase in green infrastructure. 
 

Value for Money 

The Economic Case has been developed by an independent economist. An options appraisal has been completed to consider the scheme benefits if 
investment was lower ‘do minimum’ and similarly if investment was higher ‘do maximum’. The preferred option is the ‘do something’ scenario i.e. the 
scenario deliverable with the funding available. 
 
 The Benefits to Cost Ratio (BCR) is an assessment of the relative costs of a scheme and the benefits that will be delivered.  A BCR of between 0 and 
1 is considered Poor value for money.  A BCR between 1 and 2 is considered Medium value for money and a BCR of between 2 and 4 is considered 
High value for money. 
 
The preferred option for the project delivers a Benefits to Cost Ratio of 2.2 which according to HM Treasury Guidance is considered to be ‘high' value 
for money.  



 

Project Costs 

Estimated project costs have been included in the Business Case.  These have been subject to review by a Quantity Surveyor based on design 
estimates and include risk and contingency at 35% which is in line with industry good practice.   
 
As the scheme is progressed to detailed design, further development work will likely identify opportunities to deliver elements more cost-effectively 
than currently estimated, especially as design work reduces risks. 
 

Scheme Component  Total  

Construction Works £3,969,000 

Risk / Contingency  £2,000,000 

Design / Fees / Surveys  £631,000 

Total  £6,600,000 

 
 

Funding Profile 

Town Deal funding is allocated over a five-year period.  The anticipated split of funding across each financial year is set out below.   

 
Financial Year 21/22 22/23 23/24 24/25 25/26 

 
Total 

Capital 
Funding £80,211 £168,088 £57,836 £2,427,672 £   3,866,193 

 
£6,600,000 

 
The funding profile and programme is heavily weighted towards the end of the Town Deal programme to reflect the other developments in the City 
Centre (Citadels redevelopment) and the requirement to coordinate programmes.  
 

Risks 

A full, live risk register is in place for the project.  This is monitored regularly at the Project Board and risks escalated as relevant.  A summary of the 
key risks at this stage is provided below. 
 

Risk Description Impact Mitigation  

Local Government Reorganisation process impacts on project 
delivery. 

Risk of clawback of Town Deal Funding.  
Reputational risk.  Risk to delivery of wider 
TIP. 

Project aims, objectives and 
outputs clearly defined in the 
funding agreement. Flexibility 
included in the project 
programme to account for 
potential project delay. 
  



 

The risk of ground conditions being encountered which are 
not as expected. 

Additional treatments with delay and 
associated additional costs. 

CCC to carry out a suitable 
site / ground investigation to 
obtain information on ground 
conditions along the length of 
the scheme; measures to be 
considered include but not 
limited to trial holes to confirm 
existing construction thickness 
/ stats positions, CBR tests, 
pavement core samples. 

There is a risk of buildability issues caused by unforeseen 
circumstances or that could not be addressed in the design 
process resulting in increased construction costs, time and 
delay. 

Buildability issues not adequately addressed in 
design. Means inefficient construction 
activities, late changes for improved buildability 
causing delay or additional cost. Impacts may 
include: 
 
- CDM issue 
- Difficult to construct details resulting in 
defects 
- Construction team using out-of-date 
information 
- Delays on site waiting for design information 
to be produced 
- Opportunities not realised as not identified or 
discussed at the right time. 

Early engagement of a 
contractor through a Design & 
Build contract would mitigate 
against buildability issues 
through gaining technical and 
construction advise as the 
design develops 

Programme delay due to other project dependencies  
The delivery programme extends beyond 2026 
and Town Deal milestones are not achieved. 

The programme has been 
developed with significant 
contingency to mitigate the 
impact of any delay. Close 
working with partners is 
ongoing to understand 
dependencies, the critical path 
and opportunities to accelerate 
delivery.  

There is a risk of scope creep during consultation with 
stakeholders to gain support for scheme, leading to additional 
design development, programme delays and costs. 

Extents of scheme could grow to incorporate 
improvements in adjacent areas not initially 
part of the schemes scope, or new 
requirements added / changes to agreed 
parameters agreed that cause elements of re-
design or conflicts with the concept scheme 
proposals. 

Early engagement with 
stakeholders required to 
establish requirements and 
agree priorities / scope of 
projects prior to detailed 
design commencing. 



 

There is a risk of unforeseen Statutory Authority utility plant on 
site caused by inadequate utility records resulting in increased 
construction costs through time, delay and potential 
diversions. 

Diversion costs, delays and additional costs 

Consider commissioning GPR 
survey to identify buried plant, 
confirming depth / position with 
trial holes during the site 
investigation stage where 
necessary at critical locations. 

 

 


