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Purpose:
The purpose of the Business Plan is:
e To provide strategic direction and priorities for Coastal Partnership East
e Toidentify the intention of CPE to work in partnership with other local authority

departments, partner organisations, businesses and communities
e Toinform stakeholders and other interested parties of the role and function of CPE

The Business Plan is to be owned and approved by the CPE Board

The Business plan is supported by a rolling annual action plan identifying specific work to be
undertaken. This will be reported on quarterly in line with the local authority reporting
processes.

Background Coastal Partnership East:

The Norfolk and Suffolk coast from Holkham to Landguard Point which we cover includes
both open coast (173km) and the tidal edge of the four Suffolk estuaries (134km) within the
area of Great Yarmouth Borough, North Norfolk, Suffolk Coastal and Waveney District
Councils (DCs). We have direct responsibility for 92km of open coast line with 58km of linear
sea defences, 403 groynes and approx. 959 individual assets — see appendix 1 for Key Facts.

In order to meet the range of challenges mutually faced by the four local authorities, we
have combined our existing expertise to deliver the coastal management function.

Coastal Partnership East was formed on 1° April 2016 and formally launched on 10 June
2017 as a single team to meet the challenges of a dynamic coast line. The objectives in
forming CPE are to:
e Achieve a larger scale organisation that will attract and retain staff
e Improve the utilisation of existing fragmented coastal management resources and
build greater resilience
e Utilise the opportunities of scale to achieve greater investment and exert greater
influence.
e Improve our ability to attract funding
e Create new revenue opportunities beyond Norfolk and Suffolk to reduce the cost
burden of CPE to the partner authorities.



Governance:

CPE has been formed under a Section 113 Agreement from the Local Government
Act 1974, which enables staff from one local authority to work in a another local
authority area in effect to act as a local member of staff.

The CPE Board membership includes the Portfolio holder for Coastal Management or
relevant Committee Chairman from each local authority who is responsible to their
respective Cabinets, a senior officer from each authority plus the Head of Coastal
Management. The Chairmanship rotates annually between the Councillors by mutual
agreement. The board provides the strategic direction and priorities to CPE and
there are agreed Terms of Reference for the Board. There is an opportunity to
extend the Boards membership to others if agreed by the Board.

Operational Officer Group (OOG) reports to the CPE and is made up of the senior
officer from each authority plus the Head of Coastal Management. The O0OG
provides the tactical and resource direction for CPE and has an agreed Terms of
Reference

Team — The CPE Team is led by the Head of Coastal Management and is supported
by a team of three Managers. Members of the team are based in the four Council
offices (Cromer, Great Yarmouth, Lowestoft and Melton) although the team member
work ‘boundary blind’ across the CPE working on utilising their skills and expertise as
directed to meet the priorities identified by the CPE Board.

Aim of CPE:

Whilst delivering both protection and adaptation along the Norfolk and Suffolk coast CPE
aims to work collaboratively with others to ensure a sustainable future for the coastal
environment, economy and communities.

Strategic Objectives of CPE:

To work with a widest range of partners both professional and local to achieve a
collective approach to how the coast is managed

To provide technical expertise and knowledge on how the Norfolk and Suffolk coast
is evolving

To engage and work with local communities and businesses to develop a sustainable
future for local communities

Maintain and where possible improve local authority coast protection assets to the
benefit of local communities and economy

To champion the Norfolk and Suffolk coast locally and nationally

To develop a resilient, flexible, knowledgeable and sustainable coastal management
team

Ensure public safety on and around local authority assets

To innovate new approaches to coastal management and its funding



Business Plan

The Business Plan provides a framework to enable the CPE Board and Team to identify its
role, function and priorities. This was based on an initial 1 year Business Plan (2016/17) put
in place to support the first year of CPE with the intention of taking the learning from the
first year to help develop a longer term 3 year plan.

The 3 year plan extends beyond the current local government political cycle of District /
Borough ward elections in 2019. The Business Plan is supported by an annual action plan
and this in turn drives the team member’s individual annual objectives.

The Business Plan will also help to identify partners to share ownership of issues and build a
co-ownership approach to the delivery of actions.

Review and reporting

The Business Plan will be reviewed every year at the summer CPE Board meeting. This will
also include an update of the Risk Register. An annual review on the work of CPE will be
produced each year.

Business Plan Themes:
The work of CPE is broken down into four interlinked themes that the annual action plan is
built round.




Knowing our coast

The Norfolk and Suffolk coast is one of the most dynamic in Europe and the coastal
management team needs to understand how the Norfolk and Suffolk coast works, the
condition and risk management of local authority coast protection assets and plan for the
future of a changing coastline. These can be summarised as follows:

Monitoring Coastal Change - Understanding both the drivers and impacts of a
naturally changing coastline and the delivery of Shoreline Management policy.
Monitor Assets — Monitor the condition of local authority coast protection assets
and identify an action plan for maintenance and remedial action.

Risk Management - To assess the risk to communities, the public and staff of local
authority coast protection assets and identify proportionate mitigating actions.
Resilient Communities - To develop a common approach across all frontages on
how to practically and adaptively manage the coast. This aims to integrate with the
work of others (in particular with local plan reviews) to ensure a holistic place based
approach.

Working together - Communicate effectively to others that may be impacted /
interested / involved the learning from knowing our coast and seek to identify ways
that others can contribute to sharing knowledge about our coast and its condition.

Delivering for our communities

All the work in ‘Knowing our coast’ is a fundamental building block for delivery for
communities. However information along with plans and strategies will not protect
communities and businesses from either ongoing erosion or a major tidal surge event. This
requires active intervention to deliver for communities. These can be summarised as
follows:

Repairs and Maintenance - Undertake a repair and maintenance programme to
ensure that local authority coast protection assets are resilient, safe and delivering
their intended function prioritised within the financial resources available.

Capital investment by CPE - To develop and deliver capital schemes and new works
to increase the protection of communities where agreed and funded.

Coastal Adaptation - To develop and deliver actions to enable individuals,
communities and businesses to adapt to a changing coastline.

Major Projects by others - To champion on behalf of local communities to mitigate
any potential impacts and seek beneficial outcomes of major infrastructure
development on the coast.

Emergency Response — To ensure that CPE compliments the work of the Resilience
Forums and there is clarity in its role before, during and in the recovery phase of a
tidal surge or other emergency event.



Capacity and Capability

One of the major risks identified prior to the formation of CPE was the vulnerability of each
local authority to the loss of internal knowledge, capacity and capability in coastal
management. This can be addressed as follows:

Capability - To develop a resilient and flexible team, working local authority
‘boundary blind’ focussing on the priorities as defined by the CPE Board. The
structure of CPE will evolve and change reflecting the priorities agreed by the CPE
Board and the needs of coastal communities.

Internal Capacity - To build capacity, capability and expertise within the team,
looking to develop existing team members and recruit into critical positions where
needed.

Development - To actively support the development of existing staff and new
generations of coastal managers and be a learning organisation

External Capacity - To develop external resource capability to support the delivery of
CPE work where it is a cost effective way to do so.

Utilising Technology - To develop and build supporting IT systems to support team
communications and information retention and retrieval.

Funding and Finance

A fundamental element to all the work undertaken by CPE is the ability to a) fund capacity
and works and b) utilise finance as effectively as possible utilising robust management and
fully complying with the financial requirements of the individual partner local authorities

Investment Planning - To undertake long term planning of both capital and revenue
investment integrating the approach with both local authority finance planning and
also the Environment Agency Medium Term Plan

Funding - Develop new opportunities to secure access to private sector funding and
finance contributions to support or replace public sector grant funding.

Financial Management - Maintain good financial management practices and comply
with financial reporting requirements

Supporting Partners - To support the other partners in securing finance for schemes
along the Norfolk and Suffolk coast.

New Opportunities - To look for other revenue generating opportunities outside of
Norfolk and Suffolk to reduce the burden on local tax payers of coastal management.



How the Business Plan has been devised:
The Business Plan development has been informed from a range of sources as follows:

Corporate Plans

] Great Yarmouth Borough Council Corporate Plan
. North Norfolk DC Corporate Plan 2015-2019 and Annual Action Plan 2016/17
] East Suffolk Business Plan 2015-2023.

The alignment of corporate and CPE business plans is highlighted in Appendix 1.
Note: The Corporate actions where the CPE will lead have been specifically identified and in
addition so have actions where CPE can potentially support wider Council objectives.

Other Plans / Strategies and Partner Priorities, this includes:

J Shoreline Management Plans

J Coastal Strategies

J Environment Agency Medium Term Plans
J Local plan reviews

J Planning Policies

Monitoring / Risk Management:

J Coastal monitoring feedback

o Asset inspections results

o Risk assessment reviews

Other factors

J Local knowledge of issues and opportunities
o Response to community concerns or interest
J Events that happen

In addition the CPE recognises the wider need to:

) Eliminate bureaucracy that wastes time and money;

. Work smarter together to drive out unnecessary costs;

J Utilise technology and mobile devices to allow more flexible working to improve
effectiveness and efficiency

J Decentralisation and the empowerment of all our citizens that is in tune with our

community’s needs.



